
KNOWLEDGE -NLANAGEMENT: 
ISSUES, PROCESSES AND 

OUTCOMES 

BY 

ZABEDA ABDUL HAME[) 

Submitted in fulfilment of the requirements for the Degree of Doctor of Philosophy 
at the University of Strathclyde 

2004 

The Department of Human Resource Management 
Strathclyde Business School, 

University of Strathclyde, 
Glasgow, Scotland, 
United Kingdom. 



Declaration of Author's Rights 

The copyright of this thesis belongs to the author under the terms of the United 

Kingdom Copyrights Act as qualified by the University of Strathclyde Regulation 

3.51. Due acknowledgement must always be made of the use of any material 

contained in, or derived from, this thesis. 



ACKNOWLEDGMENTS 

I would like to thank God for giving me the opportunity, the means and the 
ability to further my studies at the University of Strathclyde, Glasgow, Scotland. 

I would like to express my sincere gratitude to my supervisor, Prof Paul 
Thompson, for his continuous guidance, support and mentoring during my research 
here in Glasgow. I am also gratefid to the late Prof Harvey Ramsay for his help and 
supervision at the beginning of my studies. 

My appreciation also goes to Dr. Dora Scholarios and Dr. Kirsty Newsome for 
their advice and feedback regarding my work. Furthermore, I would also like to 
thank the academic, administrative and technical staff of the Human Resource 
Management CMUvl) Department, Strathclyde Graduate School of Business, for 
their help, friendship and for making me feel welcome throughout my years in 
Glasgow. 

My studies in Glasgow would not have been a reality without the sponsorship 
from the International Islamic University, Malaysia (HUM), and to which I 
acknowledge with much thanks. In addition, I would like to extend my heartfelt 
appreciation to the staff of the Management Services Division, the Dean and staff of 
the Faculty of Economics and Management Sciences, as well as the Head and staff 
of the Business Administration Department of HUM for their support and allowing 
me to pursue my studies. 

I would also like to thank the companies and the managers in Scotland and 
England who took the time and effort to contribute to my research. My thesis would 
not have been possible without their co-operation and the invaluable data provided 
by them. 

I am also grateful to a wonderful circle of friends here in Glasgow, as well as at 
home in Malaysia, whom have cheered up my days during my time away from 
home by offering me their valued friendship. A very special thank you goes to 
Serena Lye as well as Ekaterina Semenova and her family for their unwavering 
support and care. 

Last but not least, I would like to thank my parents and sister for their love, 
dedication and sacrifice during my time away from home. I will always be eternally 
grateful for everything they have done for me. 



ABSTRACT 

With the increase in more service-oriented industries in the current economy, 

companies are having to reassess their assets in order to overcome competition- The 

lifestyles of people have become more fast-paced and along with the effects of 

globalisation, companies need to be able to adapt quickly to the ever-changing 

nature of consumer demand . Traditional material assets are no longer the only 

things that could be considered of value within the organisation. The skills. 

expertise and knowledge of the employees within the company could also be 

considered an asset that should be utilised efficiently to generate more income for 

the company. Furthermore, the advances in technology have created a society 

where information is utilised and modified at a rapid pace. Therefore, organisations; 

need to be aware of the knowledge that is within the company and utilise it 

efficiently to create services and products that would be attractive to the buying 

market. 

In the interest of knowledge and its value within organisations, this research 

studies the capability of the organisation to manage the knowledge of their 

employees within the context of Knowledge Management (KM) processes. The 

research aims to discover how organisations identify the necessary knowledge 

required within the company and encourage their staff to become more 

knowledgeable. Moreover, this study includes questioning the extent to which 

companies have implemented KM strategies within the organisation that would 
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assist them in the management of employee knowledge. Furthermore, the thesis 

aims to study how knowledge is retained and disseminated within the organisation. 

Lastly, the Human Resource support systems that would assist in the management 

of knowledge widiin the company are also studied. 

The research takes place within four different companies from four separate 

industries, namely the pharmaceutical, architecture, telecommunications and the oil 

and gas industries. The study is conducted using the qualitative multiple case-study 

method where key members within the chosen organisations are interviewed. It is 

discovered that although all the companies involved in the research are aware of the 

importance of their employees' knowledge and that they would like to manage it 

more efficiently, the organisations have not implemented any formal KM strategy. 

However, the companies have a variety of other policies and procedures that, when 

combined, could help the company to manage the knowledge base within the 

organisation. In addition, the findings of the study raise the issue of utilising 

support systems such as training and rewards as a means for encouraging 

employees to remain within the company as well as to contribute to the collective 

knowledge of the organisation. 

In conclusion, this research discovers possible points of interest regarding the 

issues relating to the KM process that should be taken into consideration when 

planning a KM strategy within an organisation. 
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CHAPTER 1: LYMODUCTION 

I. L Introduction 

For thousands of years, manual skills have been the primary source of 

productivity in human society. Most manual skills are learned on the job through 

apprenticeships and while artisans practised their craft, there are only a handfid of 

elite people that acquire knowledge through formal education. However, the 

industrial revolution in the eighteenth century laid the foundation of the 

transformation of the economy fi-om agriculture to industry and with it, not only did 

living standards rise, but also the location of life changed from rural communities to 

metropolitan cities. This also changed the nature of the manual skills required to do 

the work and mechanisation of tasks led to the rise of the manufacturing sector. 

VAiittington (1993) mentions that, "the challenge for the early capitalists was how 

to break the gnp of skilled craft-workers over traditional produchoyx Organised 

into highly secretive guilds, literally called 'mysteries, these craft workers were 

able to control the pace, organisation and quality of their work; immunefirom the 

intervention of outskkr capitalists. Their control was based on both their exclusive 

knowledge of the necessa7y processes and their ownership of the tools of 

production" (p. 84). Early in the twentieth century, employers began to realise and 

actively discuss the need to retain worker-embodied knowledge. Although such 

knowledge is not directly controllable by the organisation, it is effectively stabilised 

through development of the long-term employment relationship (Jacques, 2000). 
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The scientific revolution of the past century has resulted in the systematisation. of 

change itself from isolated and independent inventors such as Thomas Edison to 

huge research laboratories (Stiglitz, 1999). 

In this day and age, globalisation has been playing a large part in the accelerated 

pace of technological innovation that has made information a key ingredient in the 

success of organisations. It has been said that business strategies are changing from 

time to time. What is once the latest trend in strategic management is now an 

obsolete factor of the past. Many scholars argue that we are now living in a post- 

industrial, information or knowledge economy, therefore among the most important 

assets that organisations must have to survive in the recent changes are information 

and knowledge. As mentioned by Barley (1996, p. 17), "fioure prosperity is likely 

to hinge on the use of scientific and technical knowledge, the management of 

information and the provision of services. 77ze fiaure will depend more on brains 

than brawW'. This is fin-ther supported by Drucker, (1993) who suggests that "the 

traditional factors of production' - land, labour and capital - have not 

disappeared, but they have become secondary. 77zey can be obtaineg and obtained 

easily, provided there is knowledge. And knowledge in this new sense means 

knowledge as a utility, knowledge as the means to obtain social and economic 

results ... knowledge is now being applied to knowledge" (p. 42). Firms are 

harnessing knowledge as their primary source of growth, offering services that 

utilises; knowledge as their main commodity. With the onset of new life-styles 

among the general public where convenience is the main-stay of working life, firms 
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that can offer services in demand are gaining a strong foothold in the economic 

ladder. Thus, gradually, economies are shifting from the manufacturing sector to the 

service-oriented sector. Finns are being valued more for their customer services, 

fidure products as well as the intellectual assets of the employees rather than just 

their physical assets. According to Jacques (2000), the effect of knowledge on 

capital is replacing the effect of capital on production as the focal point of analysis. 

Furthermore, with the onset of globalisation, work is also becoming less limited by 

distance and international boundaries. For example, certain call-centres of UK 

companies could be based as far away as India due to cheaper labour for the same 

knowledge. 

However, has the knowledge society really arrived in the past couple of decades? 

The ways in which we work, play, learn and live are changing and global access to 

knowledge and information is a big part of these changes. Ile speed at which an 

organisation acquires knowledge and put it to good effect is now a key aspect of 

competitive advantage (ICL, 2000). Due to the economic changes that are occurring 

recently, companies have to strive hard in order to survive in this highly 

competitive situation. Organisations need to manage knowledge more effectively in 

order to meet their customer requirements more efficiently. This is true both in 

emerging markets and developed economies alike. Successful companies in the 

twenty-first century will have to identify, define and implement knowledge 

management solutions in business and as quickly as possible. It has been stated that 

competitive performance is linked to a firm's ability to adapt to major changes in 
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the environment and thus implicating its level of learning. Furthermore, 

organisations have to adapt faster and faster or else they will be naturally weeded 

out in the economic evolutionary process (Harrison and Leitch, 2000). Senge 

(1990) believes that in the future there will only be two kinds of companies; failures 

which die suddenly or slowly and learning organisations which have the ability to 

learn and react more quickly to a fluid market than their competitors. Innovation is 

now a crucial aspect of company strategies. However, industrialisation required 

new 'disciplinary' technologies for capitalising knowledge. It dramatically and 

painfully altered relationships between owners and workers as it 'manufactured' the 

employee and the manager (Jacques, 1996). But how seriously are these statements 

taken into consideration when organisations need to change their management 

systems? 

The traditional management theory since the time Frederick Taylor undertook his 

famous studies of factory workers in the nineteenth century has been that there is a 

best and right way to do anything in order to achieve a standard result. Therefore, 

management's traditional goal is to maximise efficiency and minimise uncertainty. 

However, in the new information age, the concept of one single best way to manage 

people can be a disadvantage to the individuals working in the company as well as 

the organisation as a whole. Creativity as well as adaptability is crucial for the 

survival of the organisation and therefore, management styles need to change in 

order to recognise the growing need to manage knowledge workers differently from 

normal traditional scientific management practices. This would help to maximise 
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the potential of the knowledge workers of the organisation in order to increase their 

productivity and output of skills and intellectual capability. 

Fast economies generate wealth faster than slow ones. Implicit in fast economies 

is the ready availability of knowledge and information as well as the free flow of 

ideas. Tberefore, organisations are pressured into creating or acquiring new 

knowledge more than ever before. The managers of today are hard-pressed to adopt 

new management strategies that will provide the necessary processes to enable and 

support their knowledge workers. In doing so, the managers will be able to embrace 

uncertainty and complexity within the workplace and optimise the value of 

knowledge within the organisation that wil. 1 make the company flexible with the 

changing environments and thus remain competitive in the market. It is often said, 

half jokingly, that the best ideas in the organisations come from conversations 

around the photocopier or the coffee machine. That is where people can socialise 

casually and exchange information and experiences and where they learn what is 

going on in the rest of the company (Condon, 1999). The concept of networking 

could therefore, be used beyond trying to gain contacts but actually utilised as a 

means for sharing information. This study researches on whether the companies 

manage the knowledge that can be retrieved from the employees since the 

employees of the organisations are the ones creating the new knowledge and 

generating the new ideas as well as what programmes or system they implement in 

order to achieve this goal. 
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In order for the organisations to function as a team, there is therefore, a vital need 

to promote the creation and sharing of knowledge. Are the organisations aware of 

what type or kind of kno, %iedge is required by the company? Different companies 

need different qTpes of knowledge. And it is important that the employers are aware 

of the kind of knowiedge their employees are capable of producing. Therefore, 

efficient KINI is needed to differentiate and utilise the most of the knowledge 

available to the organisation. Furthermore, KM is also about people whose assets 

are the knowledge that they have in their heads. Many organisations claim that their 

workers are the most important'asset within their organisation but how true is this 

statement? It is conceded that more and more fu= are recognising the importance 

of their people bid are they utilising their abilities to the optimum level? This 

research looks at whether the companies are able to identify their supply of 

knowledge among the employees and develop a viable management strategy to deal 

with the inherent knowledge. At the same time, is the business strategy of the 

organisat on closely aligned with the knowledge available in the organisation? 

In order to accommodate the growing number of knowledge work, more 

knowledgeable employees (whom Drucker has coined the phrase 'knowledge 

workers') -Aill be on the increase. Furthermore, the change in the organisational 

work available these days will mean a change in the structure as well as the location 

of the employees themselves. In organisational terms, the shift towards a 

knowledge-based economy is said to be typified by flatter structures, 

debureaucratisation and 'virtual' or networked forms of organisation which moves 
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away from the top-down hierarchical structures. These technological and 

organisational changes are closely intertwined, with new organisational forms both 

reflecting and advancing the use of new information technologies such as 

'groupware', networks of semi-autonomous teams and intranet applications 

(Stiglitz, 1990; Newell et. al., 2001; Scarbrough and Swan, 2001). As networks are 

of a loose kind, they are difficult to manage in the strict sense of this word. 

Moreover, the old vertical division of labour will be replaced by horizontal co- 

ordination. This is driven by the nature of knowledge work itself, which is 

essentially concerned with problem solving, problem' identifying and strategic 

brokering between two processes. Co-ordination can be based on collaboration 

between technical and professional groups %A, -bo retain authority over their own 

work. Indeed as quoted in Warhurst and Tbompson (1998), knowledge workers, 

working for their own interest rather than that of the company are "less inclined to 

think of themselves as loyal so0ers and more inclined to think of themselves as 

sought-after jacul6l members- (Harad and PrahaL-4 1996, p. 238). Furthermore, 

with the diffusion of information and resources, and control of knowledge workers 

by the managers require a form of management that is "more collegial than 

supervisory, sharfing] information delegatfing] responsibility and encourag[ing] 

upward and horizontal communication" (Despres and Hiltrop, 1995, p. 19). Such 

horizontal co-ordinat on is said to be replicated at lower levels through the 

increased use of teamworking to involve workers in problem solving and 

continuous improvement. Frenkel et. al. (1995, p. 786) notes that "the trend away 

firom routine work towards more creative, information and people-focused 
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activity ... 
leads management to cede more control over the work process to 

employees and requires management to ensure reciprocated trust -. 

People who are flexible, can adapt quickly to changing en-vironments and can 

take the initiative to utilise knowledge are therefore becoming more in de-mand by 

organisations. Ile companies are realising that knowledge výorkers do not just 

manipulate knowledge; they acquire, modify and create knowiedge that could be 

beneficial to the organisation. Furthermore, the companies are recognising the need 

to manage their knowledge workers' ability, knowledge and skills in order to 

remain competitive. This need to manage their employees gives rise to a new 

management strategy or a KM strategy within orp-anisations. Effective 

implementation of KM processes could help to maximise the inteflectual asset of 

the company, as the knowledge within the employees has become its most valuable 

asset 

There are many questions that arise from the concept of knowledge work and 

knowledge workers. What are knowledge workers? What sort of work do they do 

that differentiates them from other -workers? What do organisations need to do in 

order to manage knowledge workers properly and utilise their skills? Therefore, the 

rationale for the study of this particular area in KM is to discover whether or not a 

real knowledge society exists as mentioned in the literature available and if so, 

whether the full potential of the employees are being utilised by the organisations. 
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LZ Research Objectives 

The focus of this research is to discover the process and issues relating to the 0 

implementation of a KM strategy within an organisation. This research will be 

designed to achieve the fbHowing objectives: 

1. To study how knowledge in an organisation is identified, whether and how the 

company encourages their employees to become more knowledgeable in their 

workplace. 

2. To identify KM processes within the organisation and to what level or extent 

the processes are being implemented throughout the organisation and the issues 

suffounding the unplementation. 

3. To identify how knowledge within the organisation. is retained and shared. 

4. To identify the nature and effectiveness of support systems organisations use to 

manage the knowledge of the employees within the company, for example, in 

terms of training or pay schemes. 

There are a variety of sectors where the employees could be referred to as 

'knowledge workers', meaning employees who possess specialised. knowledge of 

the work they are currently doing (Drucker, 1980). However, since there is awide 

range of sectors, the knowledge needed for these sectors are also just as varied. 

-Mere are sectors that require a more creative blend of knowledge where mom 

design and creativity is called for by the professionals working in the company, for 

example; advertising firms, car designers and architects. On the other hand, there 
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are others that require a more scientific type of knowledge such as hospitals and 

pharmaceutical companies that utilises more scientific research, which has a need 

for specified knowledge in scientific fields as well as professionals from a scientific 

background. Furthermore, there are also companies that are more technologically 

based where information technology, engineering or technology in general play a 

large role in the services or products the organisation in question produces. This 

research intends to look at a comparison between the creative, technological and 

scientific types of knowledge management within four separate sectors of industry 

i. e. architecture, telecommunications, pharmaceutical and oil and gas. These 

industries are chosen because they each utilise different types of knowledge in 

different business contexts. The architecture industry would utilise more creative 

knowledge as compared to the oil and gas industry that would focus more on 

technological knowledge. Moreover, the pharmaceutical industry would require 

more proficiency in scientific knowledge compared to the telecommunication 

industry that could utilise a combination of both creative and technological 

knowledge. Therefore, a mixture of industries is chosen to discover any variations 

in the way organisations manage the knowledge of their employees depending on 

the type of knowledge required. 
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1.3. Overview of Chapters 

In the following chapter, the Literature Review chapter, this research will present 

the many views and definitions proposed by various scholars regarding the issues 

surrounding the topic of knowledge, the knowledge economy, knowledge work and 

knowledge workers. These debates will be presented based on a fi-amework by 

Jacques (2000) that provides a guideline that would help present the discussions in 

a more systematic manner due to the vastness of the literature available on the 

subject of knowledge and the many elements that are involvedL In Chapter Three, 

the Knowledge Management chapter, the various aspects related to KM, namely the 

definition of KM and an overview of the KM process would be presentedL In 

addition, the issues relating to the concept of knowledge sharing within the 

organisation would be discussed. Furthermore, the link between KM and 

Information Technology (11) as well as types of Knowledge Management Systems 

(KMS) available will also be described. It is hoped that this chapter would explain 

ftuther the understanding of the subject matter of KM as well as the issues 

surrounding the implementation of the KM strategy. 

In the following chapter, the Research Methodology undertaken by this research 

will be describedL The way the topic is chosen as well as the key themes of the 

literature review that leads to the research questions of the thesis will also be 

presented. This chapter will further explain the different research methods available 

i. e. the quantitative and the qualitative methods available as well as the chosen 
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methods used for the research. Furthermore, the benefits and limitations of the 

quantitative research method versus the qualitative research method are also 

discussed. In addition, the benefits of conducting interviews and multiple-case 

studies as well as a description of the subjects that are chosen for the research are 

also describedL Imfly, the Research Methodology chapter will also describe the 

various steps taken in conducting the data collection and the data analysis of the 

study. The Background to the Industry chapter will attempt to describe the 

transition of the UK economy from the industrial era to the knowledge-based 

society. Furthermore, a description of the companies that took part in the research 

would be presented while touching upon the development of the industry of the four 

companies that showed the current competitive situation of the market. This chapter 

will show how the industry has developed in recent years that required the need for 

efficient KM within their organisations. It is hoped that this explanation will finther 

support the rationale of this research. 

In the Results chapter, the analyses of the data collected during the research will 

be presented. As the research is conducted through interviews and looking at four 

different industries, the subjects will be presented as case studies. This chapter will 

touch upon four main categories, namely the Identification of Knowledge, the KM 

process, the Retention and Dissemination of knowledge and finally the Human 

Resource (HR) support systems within the organisation. The focus of this chapter is 

to discover whether the companies implemented any KM policies and procedures 

that assisted in the management, encouragement and motivation of employees to 
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acquire, retain, utilise and share knowledge within the organisation. The next 

chapter, the Discussion chapter, will present an analysis regarding the similarities 

and differences found between the four organisations that took part in this research. 

The discussion will be based on findings in the Results chapter that will be 

compared with information presented in the Literature Review chapter, the 

Knowledge Management chapter and the Background to the Industry chapters. This 

chapter will present its discussions following the same topic headings as the Results 

chapter in order to present a more coherent analysis of the results discovered during 

ibis research. 

Finally, the Conclusions and Recommendations chapter will present the key 

findings as well as the contributions to research of this thesis based on the research 

objectives and the research questions of this study. Furthermore, a reflection on the 

limitations of this research as well as recommendations on future research in the 

area of KM will also be stated. Therefore, through these chapters, the research 

process undertaken on the subject of knowledge and KK the results found 

regarding the issues surrounding the implementation of KM within organisations as 

well as the discussions on the results will be presented. 
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CllkPTER 2: LITERATURE REVIEW 

21. Introduction 

After conducting a literature review, there seemed to be many definitions and 

classificafiom of knowledge and the elements related to it by various authors. Due 

to the vast number of articles available on the topic of knowledge, the different 

objects relating to the concept of knowledge i. e. knowledge work and knowledge 

workers, are often confused. This confusion could lead to a difficulty in presenting 

the various arguments regarding the issues surrounding knowledge in a systematic 

manner. Therefore, it is decided that the review of the literature be presented with 

the help of a framework proposed in an article by Jacques (2000). The use of 

Jacques' framework would help to interrogate further conflicting and similar traits 

found in the literature review concerning knowledge. According to Jacques (2000) 

four main objects of investigation are produced: 

o Ae knowledge worker: Individuals who presumably differ in their relationships 

to employing organisations from the traditional characters of management 

inquiry: the generic employee and the manager. 

* Knawledge work. As an intersubjective phenomenon this is not simply the work 

t1ot knowledge workers do. Knowledge work may be an element of work done 

by those not defined as knowledge workers and vice versa. 
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e The knowledge orgpnLsation: Organisations whose competitive advantage is 

lodged more critically in forms of knowledge than in forms of capital and 

labour. 

9 The knowledge econom(ylies): Socio-political entities whose most critical 

economic factor is related to knowledge rather than to land, labour or (working) 

capital. 

However, Jacques believes that there is a fifth element of enquiry that needs to be 

the prerequisite for the four above: 

9 Kwwledge as a 'root metaphor'for widerstanding work- Understanding of 

emergent phenomena in post-industrial systems of production requires that we 

treat knowledge as a metaphor for understanding work, rather than as a mere 

element of the work relationship. 

Each of the objects of investigation presented by Jacques would help to classify 

the different elements relating to knowledge. Assisted by Jacques' classification, 

this chapter would be able to cover the literature review available on the topic of 

knowledge in a more orderly mariner. Furthermore, Jacques' article presents a 

viable framework to describe the literature review that reformulates some areas that 

still need to be idenffiel Therefore, this chapter will first of all present the concept 

of the knowledge as a root metaphor followed by the rise of the knowledge 
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economy. The discussion related to knowledge work as well as knowledge workers 

will also be presented. 

On the concept of the knowledge orgadLsatiori, although Jacques' article focuses 

mostly on the aspect of value within an organisation, Jacques also discusses the 

aspect of managerial processes that deals %ith the monitoring and management of 

knowledge workers within the organisation. Jacques mentions the subject of 

knowledge as an entity that could be "accumulated, store4 leveragett applied and 

contested within the structures of managerial organising and labour relations" 

(2000, p. 208). Although Jacques (2000) does not state the term 'knowledge 

management' explicitly, he believes that creating value within an organisation 

could be achieved through changing and manipulating knowledge. Jacques' article 

does not dwell further into the issue of KM and therefore a research focusing on the 

concept of KM and its elements is needed- In this situation, Jacques' fi=ework 

would be beneficial as a link to discuss the gaps within the topic of KM and the 

issues surrounding it. Due to the large nature of articles outlining the discussions 

relating to KM, the review of literature on that subject will be presented in the 

following chapter. 
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ZZ Kn o wledge as a Root Metaph or 

What is knowledge? According to the Oxford Dictionary (1997), knowledge is 

defmed as "(1) awareness, familiarity, (H) person's range of information, 

understanding (of subject); (iii) informatiom (1y) sum of what is known - (pv_- 419). 

It is the second definition that this research is mainly focused on that is the person's 

range of information or understanding of a particular subject, especially within the 

context of an organisation. According to Brown and Woodland (1999), knowledge 

is both a means and an end. As a means, it is information that can be used to secure 

something as tangible as raw material or as abst-act as job satisfaction. However, as 

an end, it is valued as understanding or used for contemplation or reflection. Brown 

and Woodland state that knowing could be seen as the possession of knowledge, 

learning as the process of acquiring knowledge and teaching as the process of 

disseminating knowledge (1999). Furthermore, they write that knowledge is a 

prerequisite for the development of managerial capacities such as judgemen4 

intuition and acumen. 'Mey propose that this is the kind of knowledge that is 

needed in order to undertake self-assessment, effective learning and development 

requires openness, a sharing of views about individual and group performance. as 

well as flexibility. It has been said that the reality of work dictates that we rarely 

learn in isolation. Self-development, even of the most practical of skill-based 

competencies, indicates a degree of co-operation and supportiveness among 

colleagues (Brown and Woodland, 1999). 
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Blacker (1993) suggests that there are a number of definitions of knowledge 

varying from socially constructed, often tacit, material and resilient to acquired 

through participation within communities of practice. These definitions of 

knowledge emphasise the intricacy of tacit skills and the importance of 'doing' as 

well as of 'deciding', the significance of culturally provided divisions for individual 

thought, the social processes through which concepts and actions are discussed, and 

the creative ways in which people use even the most abstract plans and 

representations (Blackler, 1993). In addition, Bertels and Savage (1999) and Truch 

(2001) mention that knowledge consists of people's skiHs, competencies, ideas, and 

intuitions along with the full utilisation of information and data. Knowledge is 

therefore presumed to be the key to understanding society as weH as the 

technological developments taking place within it (Augier and Vendelo, 1999). 

Kreiner (1992, p. 62) adds complexity by stating that "knowledge is a transient type 

of resource, as its relevance and credibility are time and context dependent. We 

cannot regard knowledge as something that we once andfor all have collected and 

constructed Knowledge must constantly be reproduced through execution". 

Therefore the knowledge possessed by a firm is a dynamic entity that alters over 

time as new knowledge is added and knowledge not in use fades (Kreiner, 1992). 

However, Sbarcea (2001) explains knowledge as a free-moving entity that has an 

active social life that is always changing and in a constant state of flux whereby 

knowledge flows between and across organisational boundaries. Furthermore, 

"knowledge requires space in which dialogue can take place; where shared 
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meaning and metaphoricalftameworks can be constructed, and above all it needs 

the support and encouragement of human relationships and contextual richness. 

(Sbarcea, 2001). Therefore, according to Sbarcea (2001), knowledge flows and 

transfers through personal relationships over time. In its simplest version, 

knowledge can be drawn as a line, a continuum from individual-based to corporate- 

wide knowledge. On the other hand, Brailsford (2001) tries to explain knowledge 

not as an entity but by using the metaphor of light that can manifest itself both as a 

wave and a particle. Brailsford states that like light, knowledge can be considered in 

two perspectives; as an "objective" and "process" perspectives. Both these 

perspectives are equally important in a way that the perspectives can lead you in 

different directions while attempting to make use of and improve knowledge 

sharing. Brailsford presents that even though the 'object' perspective prescribes 

knowledge as a tangible thing that can be captured and stored, it is the "process" 

perspective that shapes the idea on knowledge sharing, networking and learning 

(200 1). An interesting statement by Augier and Vendclo (1999) is that knowledge is 

a non-consumable resource; it is possible to use knowledge without using it up. 

Thus, the more knowledge is used, the more there is of it (Augier and Vendelo, 

1999). Ilerefore, the articles suggest that organisations can acquire, create, store 

and maintain, and export knowledge as a product 

A certain aspect that we have to consider in relation to knowledge is the link 

between knowledge and information. There has always been an underlying 

confusion between knowledge and information especially through the change in the 
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economy from industrial to technical to the new knowledge economy. According to 

a survey by the Delphi Group, "58% of the useful knowledge of an enterprise is 

recorded information (documents and databases) and 42% resides in the 

employees' brains" (Hickens, 2000, p. 100). But what is the difference between 

knowledge and information? As stated earlier, knowledge is a mix of experiences, 

values and insight which provides a fi-amework for evaluating and incorporating 

new experiences. In comparison, Sindell (2001) defines information as a flow of 

messages from which individual knowledge is created based upon the beliefs and 

values of the employee. Mullin (2001) further adds that information comes in 

various forms such as memos, laboratory notes and electronic mailing systems (e- 

mails) whereby ideas contained in these seemingly unimportant documents can 

sometimes provide vital information to future projects and researches. Galup et. al. 

(2002) also mention that information is organised data that is presented in context 

and this data becomes information when its creator adds meaning or value. )NUch 

means that knowledge is information in context along with an understanding of how 

to use this information. However, information should not be mistaken for 

knowledge as knowledge is not stored within the organisation. It is information that 

is stored within the company files and manuals. Knowledge on the other hand uses 

the information available and creates new experiences or ideas and the process of 

this knowledge is what is attracting the researchers to try and codify it. This means 

that, "knowledge walks out the door when the emplo . )ve dws" (Sbarcea, 2001). 

Tberefore, plainly speaking, information are memos or data that is stored within the 
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organisation but knowledge of the employees help to understand what to do with 

the information stored. 

Another terminology that can be associated with knowledge is learning. Jones 

and Hendry (1994) make a distinction between 'organisational learning' and the 

'learning organisation'. ýIbe former emphasising "HRM, training, knowledge and 

skills acquisition" (Jones and Hendry, 1994, p. 154) while the latter links to the 

expansion and development of organisational. capability; the tacit, experiential 

learning that often goes on unnoticed in organisations (McHugh et al., 1998). 

Today, the importance of learning may indicate a comparable watershed. Unlike 

knowledge, which is now easily capitalised, learning is the property of the worker 

of the workgroup until it is applied. Once applied, it becomes knowledge and can be 

capitalised. But if every situation is unique, it is the learning and not the knowledge 

that is the primary source of value. Jacques (2000) states that as the shelf life of an 

item of knowledge approaches zero, knowledge ceases to be power, the ability to 

change knowledge, to learn, becomes the source of power. 

Furthermore, expertise is also often associated with knowledge. Starbuck (1992) 

presents the idea of knowledge as a stock of expertise rather than a flow of 

information. However, Scarbrough (1996) states that it is the expertise of the 

employees and not necessarily the knowledge of the employees that are more 

valuable to the organisation. Expertise is needed to control the management of 

knowledge in an organisation due to the challenging competition between 
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organisations. Therefore, according to Scarbrough (1996), the knowledge of an 

employee is not enough but the expertise of the employee is necessary to make the 

company more competitive. Moreover, expertise is not a thing to be possessed but a 

form of work that creates value through knowledge and which, therefore, 

commands a price in the marketplace. On the other hand, Fincharn et. al. (1994) 

mennon that the management of expertise is vital in the effectiveness of an 

organisation. However, they also state that firms cannot simply acquire new types 

of expertise; they must identify and combine the knowledge appropriate for 

diagnosing and solving the problems that confront them. Furthermore, by 

identifying the necessary expertise in advance gives the organisation an option to 

hire employees with the desired knowledge and abilities (Buhler, 2001). Therefore, 

the process of identifying the knowledge is an important part of the management of 

knowledge within an organisation. On the other hand, Senge in his book 'The Fifth 

Discipline' (1990) focuses mainly on 'systems thinking' which he states is a 

conceptual framework, a body of knowledge and tools that make us understand 

what is happening within an organisation. Senge says that everything is connected 

to one another in some sort of a link and that in order to see what is wrong with 

something, one has to look at the whole picture. Besides 'systems thinking, Senge 

mentions four other disciplines that help make a more effective organisation which 

are 'personal mastery, 'mental models', 'building shared visions' and 'team 

learning' (1990). However, Senge seems to present a pleasant picture of an 

organisation where, with little effort from everyone's part, the organisation can be a 
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tremendous success where in fact, it can be very difficult to have one organisation. 

that can follow all the five disciplines Senge states. 

The debates about knowledge as a root metaphor for understanding knowledge 

work lead to the discoNery that despite the confusion between knowledge and 

information, many articies discuss about the definition and classification of 

knowledge in the context of the work being done as well as the organisation. In 

order to understand the concept of knowledge at work, the situation of the rise of 

the knowledge economy that brought about the need for knowledge work is 

presented. This leads to the next section of the literature review that presents the 

discussions related to the nature of the knowledge economy. 

Z3.77te Anowkdge Economy 

Through history, we can see that knowledge has played various roles within 

organisations. Castells (1989) suggests that knowledge is used to organise the 

mobilisation of greater quantities of labour and means of production during the pre- 

industrial modes of development. Furthermore, in the industrial mode of 

development, knoiNiedge is used to provide new sources of energy and to 

reorganise production accordingly. However, in the informational mode of 

development, it has been suggested that knowledge mobilises the generation of new 

knowledge as the key source of productivity through its impact on other elements of 
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the production process and on their relationships. Today, this is especially true in 

high-tech industries, such as biotechnology and information technology, where 

individuals and organisations continue to discover new technological potentials and 

develop new ideas for application of the technology, which enters and destroys 

existing landscapes by processes of -crearive dmiruction" (Schumpeter, 1975). 

This is agreed by Stiglitz (1999) who says that kno%%iedge and information is being 

produced today like cars and steel are being produced a hundred years ago. Stiglitz 

continues finiher to mention that those, like Bill Gates, who know how to produce 

knowledge and information better than others reap the r6ýards, just as those who 

knew how to produce cars and steel a hundred years ago became magnates of that 

era (1999). Moreover, Mckinlay (2002) states that drawing on employees' practical 

experience, regarding the workforce as an asset to be developed and realised 

remains a central concern of corporate management. Therefore, besides the 

development of new technology and new business strategies, these articles suggest 

that knowledge is becoming increasiýly important within an organisation. 

Due to the changes in the economy in the present moment, the concept of 

'commodity' has also changed. Stiglitz (1999) mentions that knowledge and 

information vary from other commodities in a number of ways, which result in 

markets for knowledge and information differing markedly from markets for other 

commodities. For example, each piece of information is different from every other 

piece of information; "intrinsically, information cannot sat4v& the essential 

property of homogeneity that characterises competkive markets" (Stiglitz, 1999). 

24 



Augier and Vendelo (1999) state that knowledge represents something existing; 

something already given whether it may be complex, tacit and even unexplored. 

Furthermore, Sbarcea (2001) also mentions that the workplace has become the site 

for the production of knowledge with a comm ial value as it is the knowledge 

gained by experience that is becoming increasingly prized in the organisatiom h is 

perhaps an indication of these facts that it is often said that technological evohi6on 

has brought us to the age of a "knowledge sociej)i", "knowledge econonUr or "post- 

industrial society'. 

This realisation that knowledge and information is important to the economic 

growth of an organisation either at national or company level is becoming more 

prominent within the board of management of organisations as well (Du Toit, 

2003). The need to diffuse innovations across much wider constituencies than 

individual workgroups has resulted in the emergence of the learning organisation 

and KM as important issues for management (McKinlay, 2002ý Organisational 

knowledge may need to be sufficiently well integrated to allow the organisation to 

react quickly to changes in the market-place. However, more importantly, it could 

be profitable if organisational knowledge could help to create new marketing 

opportunities through creative thinking and, at a more mundane level, operate its 

internal value chain as efficiently and effectively as is possible in order to remain 

competitive. This is due to the fact that knowledge is undoubtedly an important 

asset in the industry, although it is difficult to value in monetary terms (Brown and 

Woodland, 1999). Brailsford (2001) does comment that the value of knouledge is 

25 



in direct proportion to how well the management can move it around the 

organisation. "Thus, knowledge can create value within our organisations to the 

extent we can move it aroun4 just like electricity" (Brailsford, 2001). Clarke 

(2001) supports this argument by Brailsford by mentioning that the more 

knowledge is used, the more valuable it becomes, thus creating a self-reinforcing 

cycle. Moreover, Roos and van Krogh uphold the argument of knowledge as an 

'intellectual capital' when they state that "Today, physical capital is ofless relative 

importance for creating and sustaining competitive advantage than intellectual 

capital. For many companies, the market value of intellectual capital is now too 

large to be categorised as good will. The emerging recognition of knowledge and 

intellectual capital has laid the groundwork for new, knowledge-based concepts, 

theories andpractices ofmanagement" (1996, p. 333). 

Within the context of where an organisation. can acquire the much-needed 

knowledge, Starbuck (1992) suggests that besides being held within the individual, 

knowledge could be found in the financial instnments of the organisation, the 

routines and cultures as well as the professional cultures of the employees. This 

knowledge widiin the organisation stems from the knowledge transferred by the 

employees widiin the company itself. "People convert their knowledge to physical 

forms when they write books or computer programs, design buildings or 

machines .. people also translate their knowledge into firms' routines, job 

descriptions, plans, strategies and cultures" (pp. 718-19). On the demand side, 

organisational culture will artificially limit demand for knowledge if it deprecates 
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any requests of knowledge as an admission of ignorance. But a greater limitation on 

the demand for knowledge is the "not invented here" syndrome. Each individual or 

group will tend to diminish the importance of any knowledge they might obtain 

from elsewhere, and to greatly embellish the power of the knowledge they already 

have (Stiglitz, 1999). This problem also arises when knowledge is "branded" by an 

organisation. The organisation's prestige and image is tied up with that branded 

knowledge. Any admission that there might be superior knowledge elsewhere from 

which the organisation could benefit would be seen as "criticising7 the organisation, 

"tarnishing7 its brand reputation, and "diminishing7 its fi-anchise value at the very 

least, by helping its rivals (Stiglitz, 1999). However, Hope and Hope (1997) state 

that knowledge could also come from external sources such as suppliers, partners 

and customers. Feedback from these external sources coupled with the 'best 

practices' within the company could add to the internal knowledge of the 

organisation. Furthermore, Hope and Hope add that the feedback received needs to 

be documented as it is received and not altered to reflect personal views or biases in 

order for the organisation to learn from their sources (1997). 

However, knowledge would not be of much value if it is not shared and passed 

around the organisation. Knowledge can reside wholly within an individual, or can 

be shared within a group, or the organisation as a whole (Roos and van Krogh, 

1992). This is a complex and dynamic relationship, with the balance of shared 

knowledge depending on the benefits of sharing as perceived by both the 

organisation and the individual. "Greater shared knowledge tends to create new 
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knowledge, through the reflective process, in the light of personal experience" 

(Kolb, 1984, p. 26). An organisation that is constantly developing new knowledge 

and focusing its pooled efforts towards the achievement of the shared organisational 

goals and values would be a more formidable competitor than an organisation 

where the employees are focusing on their own personal career development 

(Brown and Woodland, 1999). Rubin (1998) argues that knowledge is the main 

driver of economic growth in the future. Therefore, organisations are pressured into 

creating or acquiring new knowledge more than ever before. Stiglitz (1999) states 

that in the knowledge economy, the dangers of a monopolisation are perhaps even 

greater compared to the industrial economies. The concept of monopolisation 

within the knowledge economy is confirmed by Augier and Vendelo (1999) who 

propose that knowledge is typically an immeasurable resource such as technological 

knowledge and market knowledge. Furthermore, "the knowledge possessed by a 

firm does not constitute a homogeneous mass. Instea4 within afirm; one canfind 

islands of speciallsed knowledge possessed by organisational sub-units" (Augier 

and Vendelo, 1999, p. 253). Therefore, a combination of knowledge from other 

sub-units may help knowledge within an organisation to stay viable and valuable to 

the firm and perhaps even more importantly, help to prevent sub-units from getting 

caught in competence traps. 

The articles that are available on the matter of knowledge economy refer 

frequently rather to the concept of value within an organisation. In an article by 

Bowman and Ambrosini (2000), they address three related issues concerning value 
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and valuable resources; 'what is valueT, 'how is it createdT and ',. Nbo captures itT. 

Naisbitt (1982) writes "in an information economy, then, value is increased not by 

labour, but by knowledge" (p. 17). This is agreed by Breu et. al. (2000), Truch 

(2001) and Du Toit (2003) who state that in the digital technological age, it would 

be the intangible assets such as data and the intellectual capital of the company that 

would bring the most value to the organisation. However, Bowman and Ambrosini 

(2000) look at the term 'value within a company' from a sale and purchase 

perspective as in how much is something valuable to the customer. Furthermore, 

they argue that the source of new value comes from the labour within the 

organisation, namely the employees. And fuWly, Bowman and Ambrosini state that 

the value captured is determined by the relationship between the customer and the 

service or product provider (2000). Jacques (2000) also questions the theory of 

'what creates value' or 'who has a right to what part of the value created'. "Failure 

to see how value is produced leads to ineffective decisions" (Jacques, 2000, p. 202). 

Within an organisation, it has to be determined what part of the organisation 

creates value to the overall profit of the company and who owns the rights to this 

value. Does the employee own the knowledge that is in their head? Or does the 

organisation claim rights to it? In a knowledge economy it becomes difficult to state 

who owns the knowledge of the organisation as the employees are the ones who 

create the knowledge. It has been said that employees create value by utilising their 

skills, expanding on their knowledge and by creating new ideas. However the 

knowledge and skills from employees can only be utilised by the organisation if 
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employees are willing to make this contribution. Therefore, the challenges of the 

management would involve among others encouraging and motivating the 

employees to turn their tacit knowledge into explicit knowledge (Zhou and Fink, 

2003). Breu et. al. (2000) mention that there are two main reasons why 

organisations; are concerned with value creation through knowledge. The first is that 

business decision-makers are increasingly realising the value they can drive out of 

exploiting intangible assets and the second reason is that current economies are 

shifting from "make and sell" to the emerging "sense and respond" paradigm. One 

could of course argue that any product created by the employee could be patented 

by the organisation but once the employee leaves the organisation, the knowledge 

within the employee will undoubtedly go with him. This may lead to a brain-drain 

in the organisation. However, for forms of knowledge or information that are not 

protected by patents, there are real problems in market transactions. The dilemma 

arises of how the employee could sell the knowledge, and if they do sell the 

knowledge, would they lose their so-called 'property' during the transaction? 

Furthermore, in reality, the market for knowledge depend largely on reputation, 

repeated interactions and on trust (Stiglitz, 1999). In its more popular forms, 

discussions of 'knowledge work, 'knowledge-intensive firms', and 'learning 

organisations' has to do with little more than individual or small group learning 

within organisations. This could lead to questions regarding what value involves. 

Questions that can be asked are what then are the processes through which 

knowledge is turned into value? What are the 'relationships of knowledge' through 
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which ot)e receives a larger or smaller share of the value produced? "A knowledge 

market exists where knowledge sellers work out whether it is worth sharing their 

knowledge with a knowledge buyer" (Hall, 2001ý However, Jacques (2000) 

mentions that it is the learning within the organisation that is of most value to an 

organisation- The continuous learning of the employees as wen as the management 

is vý-hat creates the organisation to become a learning organisation. And this 

attribute of the company will make it have a better advantage over other 

competitors. This does bring up an interesting debate of who owns the knowledge 

that is created by the employee as well as who has the right to the value created in 

the goal of channelling organisational wealth to investors (Jacques, 2000). Since the 

employees of the organisations are the ones creating the new knowledge and 

generating the new ideas, it is therefore vital that the companies manage the 

knowledge that can be retrieved from them within the shortest time possible. This is 

not only due to the competition between companies but also due to the high 

turnover rate in certain industries. Tlierefore it can be derived from the articles that 

not only is the pressure on the companies, but also on the employees themselves to 

produce or introduce new knowledge into the company that can be useful in 

creating a new product. The articles present the idea that the perception of 

kno-Aiedge depends on the work being done rather than what knowledge is fi-orn a 

theoretical or philosophical point of view. Regarding the importance of knowledge 

uithin an oreanisation in order to create value, it is important to present the various 

debates regarding the issue of knowledge at work itself for understanding work in 

general- 
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24. Knowledge Work 

With the advancements in technology and new organisational forms in the 

1990s, the labour market is affected in all levels. After conducting the literature 

review on knowledge work, it is found d= ahhough there are a vast number of 

articles that state how knovdedge work has advanced within organisations, there are 

a limited number of detailed studies carried out on how knowledge work is being 

managed by organisations. Most of the articles available write about current labour 

trends and emphasise the importance of knowledge work in the post-industrial 

society. However, these views are often based on rhetoric rather than empirical 

evidence. The articles do not focus on existing problems that are being faced by 

organisations in managin the knowledge work, rather more on prescriptive 

elements about managing knowledge work. According to Jacques (2000), academic 

writing to date about knowledge work has mainly treated. knowledge work, the 

knowledge worker, the knowledge organisation and the knowledge economy as 

new categories to understand within the existing interpretative fi-ameworks of 

organisation studies. Furthermore, the emphasis in much of the existing literature is 

heavily biased towards technological solutions and lacks any deeper analysis on the 

concept of knowledge itself Moreover. important issues such as the influence of 

organisational context, the limitations of IT or the significance of tacit or situated 

knowledge are fi-equently glossed over (Scarbrough and Swan, 2001). There is a 

need to differentiate between knowledge work from other kinds of work because 

there is an assumption that knowledgework contains unique and profound qualities. 

32 



"The most dramatic difference lies in the assertion that knowledge work is 

primarily intellectual" (Alvesson et. al., 2001). 

The need to distinguish the difference between knowledge work and other types 

of knowledge lead to a classification of knowledge. Nonaka and Takeuchi (1995) 

classify that knowledge is found in two forms i. e. ticit knowledge and explicit 

knowledge. According to them, explicit knowledge is something formal and 

systematic and that can be expressed in words and numbers. It can be documented, 

archived and codified, often with the help of IT (Newell et al., 2001). Furthermore, 

it can be easily communicated and shared in the form of hard data, scientific 

formulas, codified procedures or universal principles. It can also reside in manuals, 

policies and procedures as well as in individuals and group skills. However, tacit 

knowledge is somewhat more complicated. Nonaka and Takeuchi (1995) define 

tacit knowledge as something not easily visible and expressible. It is highly 

personal and hard to formalise, making it difficult to communicate or to share with 

others. It is embodied in people's thinking and experiences which also includes 

subjective insights, intuitions and hunches that therefore make it something that is 

deeply rooted in an individual's actions as well as value that s/he embraces. 

Thompson et. al. (2000) support the idea that there are many classifications of 

knowledge by stating that "there is knowledge that is abstract and pertaining to 

concepts, theories and formula. In contrast there is organisationally specific 

knowledge relating to that which is non-generalisable tacit, technical orformal, but 

which can be systematised in procedures, policies, routines and roles- Then there is 
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societal or social knowledge derivedfrom broader shared understandings, values 

and beliefs, or tacit knowledge that comes from practice and experience and that 

can be shared among work colleagues" (p. 126). 

Furthermore, within an organisation, the process of knowledge can be defined by 

four different conversions of knowledge using the combination of tacit and explicit 

knowledge. That includes the conversion of tacit knowledge to explicit knowledge, 

from explicit to tacit knowledge, from tacit to tacit knowledge and from explicit to 

explicit knowledge. This process of conversion could explain the development of 

knowledge within an organisation and how management can obtain knowledge 

from their employees. It could also give some idea as to how knowledge can be 

retained in the organisation using either booklets or computer programmes. 

However, the concept of 'tacit knowledge' is lacking in systematic research because 

the field and its concepts are still ill-defined and the networks of conducting such 

research are still underdeveloped (Harrison and Leitch, 2000). This is consistent 

with Levitt and March's more general conclusion that "experimental knowledge, 

whether in tacit form or informal rules, is recorded in organisational memor)r 

(1996, p. 527). Kotylar and Saks (200 1) also agree when they say that until recently, 

it has been extremely difficult to tap into the organisational knowledge that is held 

in the minds of the employees thus making it hard to capture it and share it among 

the staff. Although, saying that, the memory may be orderly but it still exhibits 

inconsistencies and ambiguities. Levitt and March (1996) state that some of the 

contradictions are a result of complications in maintaining consistency in inferences 
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drawn from a changing experience which are then likely to be organised into 

deviant memories that are maintained by subcultures, subgroups and subunits. 

Polanyi (1966) speaks of tacit knowledge as an integrating force that binds and 

shapes all knowledge. Fleck (1992) ftirther identifies tacit knowledge as an 

important and discrete area of managing knowledge. It is experienced through 

'implicit learning' (Chao, 1996) or through the process of experiential learning 

(Kolb, 1984). However, Kim et. al. (2003) go one step further by suggesting a third 

classification of knowledge called "Implicit Knowledge'. Kim et. al. define implicit 

knowledge as knowledge that can be externalised. when needed but has not been 

externalised yet (2003). They jus* their reasoning by mentioning that Nonaka 

(1994) treats explicit knowledge as knowledge that is not expressed externally, 

while Polanyi (1966) originally defines tacit knowledge as knowledge that cannot 

be expressed externally. Kim ct. al. therefore come to a conclusion that there is a 

gap between Nonaka's and Polanyi's definitions which suggests that there exists a 

type of knowledge that exists internally but could be converted into explicit 

knowledge through organisational efforts or individual motivation. 
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Table 2.1 Kim's Expanded Classification 

Perspective Types Definition 

Revised Tacit knowledge 
epistemology 

Implicit knowledge 

Explicit Knowledge 

Knowledge that cannot be 
expressed extemaUy 

Knowledge that can be expressed 
externally when needed, but 
currently exists internally 

Knowledge that is already 
expressed externally 

(Kim et. al., 2003, p297) 

Along with the many definitions of explicit knowledge, tacit knowledge or even 

implicit knowledge within the last few decades, there has been an increasing 

interest in the tacit dimension of knowledge. This is due to the fact that tacit 

knowledge could be the hardest to manage as it cannot be formally communicated 

and is often embedded in the routines and standard operating procedures of the 

organisation (Augier and Vcndelo, 1999). "Tacit knowledge is held in a non-verbal 

form, and therefore, the holder cannot provide a useful verbal explanation to 

another individual" (Augier and Vendelo, 1999, p. 254). Tacit knowledge and its 

contribution to organisational memory are, by their very nature, important and 

intractable, not readily amenable to formal measurement and analysis in 

conventional methodological terms (Harrison and Leitch, 2000). Furthermore, 

according to Starbuck (1992), the challenge inherent with tacit knowledge is 

figuring out how to recognise, generate, share and manage it. This could be due to 

the fact that tacit knowledge of the workforce is no longer understood as necessarily 

hidden and oppositional but as a resource to be willingly shared by all and treated 
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as a common resource (Miller and Rose, 1990). While IT in the many forms 

available today such as e-mails and instant messaging can help facilitate the 

dissemination of tacit knowledge, the major hurdle for most organisations is 

idendýýing tacit knowledge in the first place. C) 

The tacitness of knowledge could be assessed by measuring its level of 

codification, which is describing the level of codification as the degree to which the 

knowledge is expressed in writing at the time of its transfer. Knowledge that is 

characterised by a low degree of codification can be referred to as tacit knowledge 

(Hope and Hope, 1997). According to Augier and Vendelo (1999), such knowledge 

is typicaUy believed to be hard to articulate and can solely be acquired through 

experience making it more difficult to transfer than explicit knowledge. Augier and 

Vendelo (1999) further mention that the difficulties with and the length of the 

transfer increases as the tacitness of the knowledge to be transferred increases. 

IndeedL it is precisely the difficulties in transferring a company's tacit knowledge 

base embedded in its staff that can be a basis for the company's competitive 

advantage (Stiglitz, 1999). Therefore, there is an appreciation that within KM, tacit 

knowledge has not just to be employed, utilised or harnessed but captured as well 

(McKinlay,, 2000). However, Harrison and Lcitch (2000) argue that the concepts of 

'tacit knowledge' and 'organisational knowledge' are lacking in systematic 

research, because the field and its concepts are stiH inadequately defmed and the 

networks for conducting such research are still underdeveloped. 
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The real dilemma that exists is how do we capture, share and transfer tacit 

knowledge? Sbarcea (2001) states that the emphasis on technological solutions to 

capture explicit knowledge by using word-processing documents and graphs are 

very effective but it has failed to recognise the capturing faculties of the tacit 

domain which is highly persomlised. Furthermore, organisations depend too much 

on computer-generated data as 'kno%iedge' while they grapple to capture tacit or 

personal knowledge (Sbarcea, 2001). Although certain tacit elements can be 

externalised and codified to create explicit knowledge, it is the components such as 

insights and intuitions and the "gut feeline that cannot be externalised, making 

them difficult to share (Spender, 1996; Leonard and Sensiper, 1998). However, 

Crowther et. al. (2001) suggest that if knowledge could be captured at its source 

through transaction recording. and distributed throughout the organisation without 

any change in the nature of the knowledge, the organisation could remain a distinct 

entity that could be continually reconstructed through the compilation of the 

appropriate data reports. Crovaher et. al. add that in this way, knowledge related to 

the organisation could be constructed and distributed without altering its legitimacy 

and therefore, it could be controlled by the managers of the organisation. 

One thing that has to be remembered is that knowledge work is complex. This 

complexity may be related to the amount of depth of knowledge involved or to the 

level of interdependence between work components that would make it difficult to 

predict how change in one area will affect other areas. This uncertainty may also 

arise because work is occurriniz in new areas where working methods are not 
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sufficiently defined. Especially in the knowledge economy, it has been said that 

information is the commodity that really matters. By reviewing the classification of 

knowledge in relation to tacit and explicit knowledge as presented by the articles 

reviewed, it could be determinedwhether or not a particular work is classified as 

knowledge work or another type of work. In summary, if a certain type of work 

uses a higher level of tacit knowledge and less of referring to or manipulating 

explicit knowledge, this work can be labelled as 'knowledge work'. The articles 

reviewed dictate that for a work to be classified as 'knowledge work', the employee 

should be utilising more of the knowledge within the individual 'rather than 

following a routine sequence of activities. This is supported by Tbompson et. al. 

(2000) who state that "Knowledge work requires enTlo)7nent relationships and task 

structures that allow for creative applicatzor4 manipulation or extension of that 

knowledge" (p. 126). Therefore, running an organisation today requires the 

employees to expect the unexpected and increasingly it is these employees who 

utilise their knowledge to control the marketplace (Du Toit. 2003). These unique 

employees who are said to be becoming more in demand are commonly referred to 

as 'knowledge workers'. 
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25. Knowledge Workers 

Knowledge workers are not a new phenomenon. This type of worker has existed 

for many years but they are typically known as employees of a specialised field of 

expertise rather than knowledge workers. More than twenty years ago, Kumar 

(1978) discusses about theoretical knowledge being a 'strategic resource' of the 

post-industrial society and its custodians which include scientists, mathematicians, 

economists and computer engineers. Basically, there are two forms of expert 

workers. The first category is the traditional experts such as doctors and lawyers 

while the second category is known as the scientific and technological workers. 

Doctors, lawyers along with scientific and technological experts are always 

considered respected employees within their organisation for their knowledge and 

expertise. However, Hull (2000) states that the growth of organisational professions 

such as managers and administrators are forcing challenges to the traditional 

professions. These new professions are heralding and enhancing the emergence of 

new forms of expertise and new expert divisions of labour. It is also commonly 

assumed that people who work more with ideas than with things are considered 

'knowledge workers'. This new realisation towards the professionals who may be 

classified as knowledge workers are changing the management styles within the 

organisations. 

There is also confusion regarding knowledge workers and professionals. People 

tend to be more familiar with the traditional notion of professionals i. e. doctors and 
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lawyers but currently, there is a rise in other professions that are undergoing higher 

education but which people would not normally associate as being a 'professional'. 

This new breed of professionals include architects, advertising workers, and 

computer experts whom are increasing in number along with the economic change 

that are encouraging a new information age. In the 1950-1980 time span, the 

percentage of technical and professional workers has approximately doubled and 

about sixteen percent of the workforce is engaged in professional or technical work. 

It also looks like this shift away from production and low-level clerical occupations 

will continue (DuBrin, 1981) while Alvesson (1993) believes that the old criteria 

for distinguishing professionals from non-professionals has been weakened. McRae 

(1996) further states that these 'new professionals' who represent the classic 

characteristic analysts or knowledge workers has expanded tremendously as an 

occupational group in the United Kingdom and indicates the highest projected 

growth rates towards the end of the century in the United States. Moreover, after 

they have completed their formal education, these professionals and other 

knowledge workers acquire their qualifications at the workplace and depend even 

less on formal education (Alvesson, 1993). 

However, there remains considerable confusion within many companies about 

what knowledge workers actually are and how best to manage them. Different 

managers from different firms would likely have different opinions regardingwhat 

knowledge workers are. In addition, academic discussions about knowledge work 

and knowledge workers tend to be about the need for them rather than what they are 
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and what they do. When Drucker first wrote on knowledge work trends, he 

describes knowledge workers as "professional, managerial and technical people ". 

Nevertheless, this definition is too broad and ambiguous. It fails to distinguish 

knowledge workers from more traditional categories of white-collar work, much of 

which may be routine or repetitive. Furthermore, someone classified as a manual or 

blue-collar worker may operate in a high-tech room, and may bring considerable 

knowledge and judgement to bear on operational decisions. Interestingly, from 

reading the literature available, it is discovered that a large number of the authors 

tend to focus on IT specialists rather than other professions when discussing about 

knowledge workers (Hope and Hope, 1997; Harrison and Leitch, 2000; Borck, 

2001; Chudnow, 2001; Lesser and Prusak, 2001; Galup et. al., 2002; Jang et. al., 

2002; Ellingsen and Monteiro, 2003; Hicks, 2003; Johnston, 2003; Kim et. al., 

2003; Scarbrough, 2003; Zhou and Fink, 2003). It has to be realised that other 

professions are also knowledge workers and that the classification of knowledge 

workers should not be restricted to IT specialists only. 

Along with the demand for knowledge workers, there comes a need to discover 

what they do. As Jacques states, it has long been management's job to make capital 

out of the originality of what labour knows and does (1996). The rise of the 

information revolution, along with the continuing automation of low-skilled work 

has let to an important change in management styles within companies. Managers 

are searching for more ways to fully utilise their employees for the benefit of the 

organisation. As quoted by Thomas Alva Edison, "it is an important part of [my] 
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duties to find out what [the workers 7 ideas and opinions are ... and thus to make 

capital out of their originality and their suggestions" (Jacques, 2000, p. 200). 

Moreover, "it could be said indeed that the knowledge of workers was a key 

concern at thisjuncture in the development of industrial capitalism, providing the 

'constitutive problem' of capital-labour relations throughout the twentieth century' 

(Jacques, 1996, p. 143). This importance in new management styles for knowledge 

workers has risen due to two reasons. For one thing, knowledge workers are now 

recognised as a more significant proportion of the workforce while secondly, 

knowledge and knowledge workers are now considered a necessary resource and a 

basis for competitive distinction. Especially when the work that exists within the 

companies are becoming more uncertain and unpredictable, it has been proposed by 

the articles reviewed that knowledge workers are increasingly more valuable to the 

organisation for their ability to handle uncertainty. 

Another aspect that needs to be considered is that the rise of knowledge workers 

is changing the balance of power within organisations and is adding new tensions 

and responsibilities between managers and workers. Tbe balance of power between 

the knowledge worker and employer is fundamentally different from that of the 

traditional worker. The knowledge worker has knowledge that is not company 

specific and therefore has job options that are not available to other sections of the 

workforce. The result is that knowledge workers signify a new type of worker who 

frequently acts more loyal to the profession than to the company where that work is 

being carried out (Hope and Hope, 1997). Especially when neither money nor 

43 



traditional financial packages seem to be the driving force behind knowledge 

workers, there is a danger that traditional loyalty priorities will also change. Hope 

and Hope (1997) state that personal development and professional loyalty will be of 

a higher priority over loyalty to the employer. 

The situation of shift in loyalty may lead to the 'mobility' phenomenon in the 

knowledge-intensive enterprises. According to Demarest (1995), this is in fact the 

effect of the knowledge workers, whose primary loyalty is not to the firm like the 

professional manager but to the knowledge workees own development, his/her 

skills, the knowledge base and the means of production. Knowledge workers are 

also liable to move in groups between organisations. For example a manager is 

head-hunted into a fmn, and brings "his/her people" with him/her, people whose 

skill sets and knowledge bases augment his/her own, or has a network of contacts in 

other organisations therefore make his/her means of production more valued 

(Demarest, 1995; Hull, 2000). Especially in the emerging knowledge-based 

economy, employees are bringing their intelligence as well as their physical self to 

work. Ile commitment of the employees in terms of creativity and intelligence are 

becoming the key resources of the organisations. Unlike the traditional production 

models of the past, organisations are striving to develop new methods and means to 

meet customer demands in an ever-competitive market (Du Toit, 2003). 

This competitive need is supposedly making the knowledge workers more 

valuable to the organisations; as time progresses. The idea of employees being 
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demanded for what they can bring to the organisation is supported by Demarest 

(1995) who states that the employees in the information-intensive firms are not craft 

producers valued for their labour. These employees are valued for their learning 

ability, flexibility, and responsiveness to customer demands as well as their 

intuitive grasp of complex tangles of competitive forces. "They are knowledge 

workers. And in a knowledge-intensivefirm, the company's core assets go home at 

Jpm" (Demarest, 1995). 'Merefore, Warhurst and Thompson (1998) argue that the 

knowledgeable worker is therefore not a post-industrial phenomenon but rather an 

integral part of the development of industrial capitalism. With this in mind, 

Warhurst and Thompson (1998) believe that it might be useful to discard the overly 

comprehensive notion of knowledge workers in favour of a more realistic 

appreciation of the growth of "knowledgeability in " specific subjects. 

At the present moment of economic expansion in the information-intensive 

firms, there is also an issue of redundancies that is affecting the organisation. 

Voluntary reductions in the workforce may cause a negative effect on preserving 

the knowledge within the organisation. Many organisations are encouraging 

individuals to leave the company voluntarily by instituting incentives to soften the 

blow of impending layoffs (Lesser and Prusak, 2001). Unfortunately, encouraging 

employees to leave the organisation voluntarily often results in the most marketable 

and knowledgeable individuals to leave. Lesser and Prusak (2001) also warn that 

early-retirement programmes that apply to the older individuals may cause the 

companies to end up losing those employees who have accumulated the most 
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knowledge. Thus rapidly depleting the corporate memory, as well as the knowledge 

base and supply of mentors within the company (Lesser and Prusak, 2001). This 

could result in companies being pressured into ensuring that they implement work 

arrangements and support systems that provides a motivating environment that fidly 

harnesses the knowledge vvorkers' skills and contributions as well as attract and 

retain knowledge workers. This means that the power shifts in the organisations 

may be leading to a need in new management styles for knowledge workers, which 

will be discussed ffirther in the following section. Rather than looking at traditional 

methods of managing employees with basic salaries and side benefits, there seems 

to be a need in changing management techniques in order to retain and reward the 

knowledge workers within the organisation. Therefore, new management strategies 

such as knowledge-sharing via intranets or recontextualisation of knowledge from 

projects via filed reports are being considered as methods of keeping the knowledge 

of the employees within the organisation and utilising the knowledge the best they 

carL 

In a bid to understand finther about knowledge workers, a review of the available 

literature is conducted. Unfortunately, after reviewing the literature on knowledge 

workers, it is found that although there is a vast number of articles which state how 

important knowledge workers are to organisations, there is a lack of researches 

detailing studies on how knowledge within the knowledge worker is acquired, 

created, applied, stored, disseminated and retained in an organisation. In other 

words, there is a lack of research on the management styles of organisation in 
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relation to the knowledge workers in the light of the emerging importance of their 

skiHs and contributions to the company. 

In summary, by referring to Jacques' (2000) fi-amcwork, we can see that this 

chapter has provided with debates relating to the concept of knowledge ranging 

from the skills people have (17ruch, 2001), to a method of utilising information 

(Brown and Woodland, 1999) to an entity that is free-flowing and constantly 

changing (Sbarcea, 2001) and the discussions linking knowledge with information 

(Galup ct. al., 2002) as well as knowledge with expertise (Starbuck, 1992; 

Scarbrough, 1996). It is therefore important to note that knowledge is viewed in 

many different ways by various articles and that further research is needed 

regarding the complex nature of knowledge to fiffly understand what it entails and 

what is needed to manage it. 

On the issue of the knowledge economy, according to Jacques' (2000) 

fi-amework, the knowledge economy relates to knowledge as the capital rather than 

the traditional materials such as land. The section on the knowledge economy 

showed debates surrounding the issue of the knowledge economy being discussed 

largely on the concept of value within the organisation (Bowman and Ambrosini, 

2000) as well as the ownership of the knowledge (Breu, et. al.; 2000). Moreover, the 

ability to utilise this knowledge efficiently through acquisition as well as sharing 

the knowledge available is thought to increase the value of the knowledge as well as 

the organisation (Stiglitz, 1999). 
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The concept of knowledge work proposed by the literature available discusses on 

the definitions of tacit knowledge and explicit knowledge (Nonaka and Takeuchi, 

1995; Hope and Hope, 1997) and the ability to change tacit knowledge to explicit 

knowledge and vice-versa (Crowther et. al., 2001). Furthermore, due to the abstract 

nature of tacit knowledge, there is difficulty in capturing and utilising tacit 

knowledge (Sbarcea, 2001). Based on Jacques' (2000) fi-amework, knoAiedge work 

basically depends on the complexity of the work and not solely on the work that 

knowledge workers do. Therefore, knowledge work focuses on the inter- 

changeability of knowledge in order for it to be utilised efficiently regardless *of 

whom the employees are. 

The section on knowledge workers refer to the fi-amework by Jacques (2000) 

which discuss on the concept of knowledge workers having deviated from the 

traditional views of professions to the new group of professionals in the current 

knowledge economy (Alvesson, 1993; Hull, 2000). Furthermore, the loyalty of the 

employees towards the company no longer applies since knowledge workers can 

take their commodity, their knowledge, with them wherever they go (Hope and 

Hope, 1997). Therefore, the articles suggest that knowledge workers need to be 

better managed by the organisations in order to maintain the value and knowledge 

capital within their company. 
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This chapter has reviewed the literature available on the concept of knowledge. 

knowledge work and the knowledge worker. Although Jacques' article provides the 

fi-amework for this chapter, the lack of discussion on the issues surrounding the 

implementation of KM has shown a gap in the literature that deals with the many 

issues relating to KM within an organisation. The following chapter will present an 

overview into literature available on the subject of knowledge management as well 

as the issues and problems relating to the management of knowledge 'within a 

company. 
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CIUPTER 3: KNOWLEDGE AMNAGEMENT 

3.1. Introduction 

Every day, people with years of experience and knowledge walk out of their 

organisations, taking that knowledge and years of investment with them. 

Considering that most organisations would not let employees leave with the 

material assets of the organisation, it is surprising that companies are letting the 

employees leave with one of the most prized assets; their knowledge. According to 

Harrison and Leitch (2000) and Puddy et al. (2001), national governments and 

international agencies are increasingly recognising that the emergence of 

knowledge-based economies has profound implications for the determinants of 

growth, the organisation's production and its effect on employment and skill 

requirements and may call for new orientations in industry-related policies. 

Alvesson (1993) also states that the idea of knowledge-intensive organisations are 

gaining a large interest in the past few years. A recent KPMG survey of 100 leading 

UK firms found that a staggering 43% of respondents are undertaking some kind of 

KM initiative (Scarbrough and Swan, 2001). This is possibly because companies 

are beginning to recognise the importance of knowledge within their organisation 

"since all companies use and sell knowledge in some form or other, knowledge 

management is a crucial component of corporate strategies" (Wikstr6m and 

Normann, 1994, p. 71). According to Clarke and Rollo (2001), a fum's knowledge 

or intellectual capital includes three elements: human, customer and structural 

50 



capital that can be utilised to increase the knowledge capacity of the organisation 

further. Although a KM process will never replace the value of a twenty year 

veteran, it can help to mitigate the loss of critical knowledge, methods and best 

practices and intellectual capital if that person is to leave the organisation (Robb, 

2003). Furthermore, since knowledge intensive firms are typically engaged in 

complex and difficult tasks that cannot be perfectly converted into standardised 

work procedures and regulations, they are forced to attract and retain qualified 

people, who can adapt their repertoires to meet the demands of the task (Alvesson 

et. al., 2001). Therefore, companies would have to have the determination to 

acquire, create, develop and share new knowledge among their own employees in 

order to improve the knowledge already available in the organisation (Labich and 

Graves, 1993; Maccoby, 1996; Stewart and Curry, 1997). 

The need to manage the knowledge within the organisation stems from the recent 

changes in the economic sector. A global economic revolution from the industrial to 

the information age has forced organisations to re-evaluate their corporate strategies 

and customs. This economic change is not only creating more challenges within the 

organisations to try and utilise the knowledge of their employees more productively 

(Nhira, 2001), but organisations are also pressured into changing their corporate 

strategies to encourage this utilisation in order to remain competitive (Labich and 

Graves, 1993). Clarke (2001) states that the core capability of the company in fast 

moving, innovative environments is increasingly typified by the capacity to 

generate new knowledge, to integrate and transfer knowledge and to import 
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knowledge. Du Toit (2003) further adds that the injection of new international 

competitors with different cost structures and different manufacturing and 

production processes, are changing the fundamental characteristics of products and 

reduced manufacturing life cycles. Therefore, according to Harrison and Leitch 

(2000), in order to survive and grow in an ever-changing world, organisations 

would have to adapt faster and faster or else they could be naturally weeded out in 

the economic evolutionary process. At the same time, the business strategy of the 

organisation has to be closely aligned with the knowledge available in the 

organisation. Hamel and Prahalad (1996) mention that the decline of manufacturing 

and the rise of the service sector is associated with a technological dynamism 

epitomised by announcements of the end of the machine age and the emergence of 

an information age within which work is no longer about the production of tangible 

goods, as mentioned earlier by Drucker, but is concerned with the centrality of 

knowledge and manipulation of symbols. Furthermore, success for organisations 

rests on "knowing how to locate andjurtapose critical pieces of informatiom how 

to organise understanding into forms that others will understand' (Quah, 1997, p. 

4). This indicates that knowledge is believed to be the new source of competitive 

advantage for businesses in the fiiture as power belongs to the people with 

knowledge and information (Yeoh, 1998). 

However, it would be beneficial if this power of knowledge and information is 

well managed in order to remain competitive. Competitive advantage in today's 

global, rapidly changing market requires organisations to build and continually 
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replenish capabilities, at both the individual and organisational level, to work 

effectively with uncertainty. A review of the largest companies in the United States 

reveal that there is an average organisational life expectancy of forty years and that 

those who exceed this 'natural' life-span do so by re-inventing themselves and 

changing their principal activities (Grugulis, 1999). Creating the right conditions to 

build this capability and foster effective KM proves to be a continuing challenge for 

the organisations to come up with a tangible system. This may be possible when the 

organisation works together with their employees to achieve their goals. In order for 

the organisation to function as a team, there is therefore, a vital need to promote the 

effective creation and sharing of knowledge. It could be possible to promote this 

creation and sharing of knowledge through KK whereby all organisational 

activities are viewed as knowledge generating and therefore, transforms the 

organisation into a learning organisation that shares and transforms their knowledge 

(Parikh, 2001). Furthermore, having recognised its growth in popularity, some 

critics argue that KM is being reconstructed by the HR community as the creation 

of intellectual capital through the development of employees and the management 

of organisational culture (Scarbrough and Swan, 2001). Demarest (1995) mentions 

that understanding how the knowledge that provides differentiation in the 

marketplace is (a) constructed, (b) embodied, (c) disseminated and (d) modified- 

through-use is increasingly ranked by CEOs as among their top strategic priorities. 

Consultants are actively marketing KM as an attempt to harness and exploit the 

"intellectual capital" of the organisation. A notion that sits comfortably with the 

crowning of knowledge as the primary source of productivity, innovation and 
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wealth creation in globalised, post-industrial economies (Drucker, 1993). More 

importantly, KM strategies are beginning to address customer access to suppliers' 

knowledge bases for joint product development collaboration and market research 

(Mullin, 2001). In particular, knowledge-sharing across departments, functions or 

geographical locations is discussed as a core organisational competence for many 

(if not all) organisations, not just knowledge-intensive firms (Newell et al., 200 1). 

By most accounts, the accumulation of capital could explain only a fraction of the 

increases in per capita income in the countries in East Asia. Their miraculous 

growth is largely attributed to closing the knowledge gap, the gap between the more 

developed and less developed countries in knowledge about how to transform 

inputs into outputs (Stiglitz, 1999). 

There are however problems with the idea of KM, not least of which is that the 

concept of knowledge intensiveness is too vague to be helpful. Crowther et al. 

(2001) raise the issue of trying to define what is meant by knowledge intensive i. e. 

how do we distinguish between knowledge-intensive and un-intensive? It is 

possible to use the term "knowledge intensivefirin" and the term, while vague, is 

meaningful. It is not, however, possible to give a precise definition of what it is 

meant beyond the fact that it involves companies that utilise a variety of knowledge. 

This inability to give a more precise definition is possibly due to the complexit3r 

surrounding the many definitions of knowledge itself. Furthermore, as considered 

above, the current interest in knowledge growth presupposes it to be verified, 

institutional, scientific knowledge, whereas Crowther et al. (2001) argue that there 
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is actually greater ambiguity in what is meant by knowledge. However, labels such 

as "knowledge management" are popular in both business and business schools but 

such labelling is driven by both acade-mics; and consultants in their respective drives 

to legitimate a field of study or practice as "scientijlc " (Crowther et al., 200 1). 

Another problem that might be faced by the organisations is the awareness of the 

knowledge necessary 'within the company. In order to manage the knowledge 

available in the organisation, the firms have to be aware of what type or kind of 

knowledge is required by the company. Differ6nt companies need different types of 

knowledge. And it is important that the employers are aware of the kind of 

knowledge their employees are capable of producing. Especially when an 

organisation is a complex but systematic world where people of diverse 

professional relationships and goals, differing capabilities, understandings and 

worldviews exist and work together (Sbarcea, 2001). Other problems that might be 

related to KM could include participation from the staff of the organisations 

themselves if they are not eager to contribute to the success of the knowledge 

management. Moreover, something as abstract and difficult to quantify as 

knowledge would also be difficult to manage. Ilerefore, finding, organising and 

managing knowledge so that it could be meaningfully used to improve the 

efficiency or enrich the corporate environment has become problematic of which, 

according to Borck (2001), the resolution is a top priority. Especially in today's 

environment where managing the internal knowledge of an institution is rapidly 

55 



becoming as important as managing the institution's cash flow and asset-liability 

mix (Lamb, 2001). 

3. Z Definition of Knowledge Management 

To utilise knowledge efficiently, it is important to understand what KM is. 

McKinlay (2000) states that there is much more to KM than simply storing 

information and that managing knowledge also relies upon the ordering, 

normalising and reflection of information. At the most basic level, managing 

knowledge is how an organisation acquires, creates, applies, stores and 

disseminates knowledge. KM is also about people whose assets are the knowledge 

that they have in their heads. It is argued that companies need to be better able to 

identify their supply of knowledge among the employees and develop a viable 

management strategy to deal with the inherent knowledge ky helping the employees 

to innovate and adapt in the face of change (Microsoft UK, 2000). According to 

Hope and Hope (1997), 50-90% of a firm's value is created through its management 

of human capital. Moreover, KM is based on identifying the organisational 

positions and chronological moments at which individual and organisational 

learning is greatest in scope, depth and intensity (McKinlay, 2000). However, KM 

is not easy to define and many definitions supplied in the literature are very vague. 

There is no simple 'single view' or 'single definition' within which all the aspects 

of KM can be examined and therefore, knowledge is beginnig to be understood as 
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an integration of multiple perspectives (Wainwright, 2001). The ambiguity of the 

concept, however, is itself a clue to the fashion-setting possibilities of this 

discussion. "Ambiguity makes Knowledge Management amenable to multiple 

interpretations and remouldings which potentially extend its relevance across 

different communities of practice" (Scarbrough and Swan, 2001, p. 3). Offsey 

(1997) attempts to define KM as "the broadprocesses of locating, transyerring and 

more efficiently using information and expertise within an enterprise" (P. 113) 

while Santosus and Surmacz (2001) state that KM is the process through which 

organisations generate value from their intellectual and knowledge based assets i. e. 

the knowledge worker. Truch (2001) describes the organisational processes that 

relate to KM in slightly more detail as processes that "govern the creation, 

disseminatior4 and utilisation of knowledge". However, Truch (2001) mentions 

that as long as we accept the premise that KM is concerned with the entire process 

of discovery and creation, dissemination, and the utilisation of knowledge, then we 

are strongly driven to accept that KM is much more than a 'technology thing'. This 

is in contradiction to the definition by Lamb (2001) who discusses the concept of 

KM as including three main components that are IT, HR elements and knowledge 

within the organisation. Ile components linking to KM will be discussed in further 

detail later in the chapter. 

KM as a means to capture and transfer knowledge is another definition put forth 

by many authors. Loshin (2001) defines KM as the art or science of collecting 

organisational data and turning it into usable, accessible information and valuable 
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knowledge by recognising and understanding relationships and patterns. Du Toit 

(2003) who adds that KM is the capturing, filing and categorisation of the 

information supports this definition by Loshin (2001). Wickramasingbe and Mlls 

(2002) also state that KM not only involves the production of information but also 

the capture of data at the source, the transmission and analysis of this data as well 

as the commun; cat on of information based on or derived from the data to those 

who can act on it. They also add that both effective and efficient processes as well 

as the functions of supporting and fostering innovation are key concerns of KM 

(W-ickramasinghe and Mills, 2002). This definition is slightly similar to the 

definition presented by Ellingsen and Monteiro (2003) who state that vast bodies of 

knowledge representation cannot be maintained in full and it is only selective 

representations of knowledge that can be moulded into working knowledge within 

an organisation through specific organisational processes. However, Bertels and 

Savage (1999) mention that KM is an audit of "intellectual assets" that highlights 

unique sources, critical functions and potential bottlenecks that hinder knowledge 

flows to the point of use. KM also protects intellectual assets fi-orn decay, seeks 

opportunities to enhance decisions, services and products through adding 

intelligence, increasing value and providing flexibility (Bertels and Savage, 1999). 

It is also widely argued that KM is more than just a new fad. "To a growing 

number of companies, KM is more than just a buzzword or a sales pitck it is an 

approach to adding or creating value by more actively leveraging the know-how, 

experience, and judgement resident within and, in many cases, outside of an 
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organisation" (Ruggles, 1998). The organisation's risk of knowledge loss is 

directly proportional to the amount of knowledge held at the individual level. The 

importance of KM does not only reside in minimising the risk of loss. Scarbrough 

and Swan (2001) state that there are major benefits associated with the development 

of new knowledge. However, the development of such knowledge requires that 

learning should take place in a climate of trust and openness. Condon (1999) 

mentions that there is a misconception that KM is about taking the knowledge fi-om 

the employee and managing it. What KM reaUy meant according to Condon (1999) 

is encouraging staff to provide information regarding their own skills and expertise 

to contribute to a knowledge base. 

It is not about creating a central database that is a complete replica of all that is 

known by employees or that is embedded in the systems they use. On the contrary, 

KM is about embracing a diversity of knowledge sources, fi-om databases, wcbsites, 

employees, and partners, and cultivating that knowledge where it resides, while 

capturing its context and giving it greater meaning through its relation to other 

information in the company. KM is not about turning knowledge workers into 

interchangeable components by plugging them into some corporate base. Its 

essence involves fuelling uilat knowledge workers do best and that is "thinking 

work" (Ruggles, 1998). In fact, Microsoft believes that KM is about partnering 

technology with a corporate culture and business processes, and using it as the 

vehicle to manage the business information and the expertise of employees 

(Microsoft UK, 2000). " Mah KA4 syvena are put in place to collect the answers 
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and make them more accessible" (Loshin, 200 1). However, it must be remembered 

that KM is not to be considered as just another system that the organisations use to 

have a competitive advantage over their competitors. KM is a long-term programme 

that involves changing the organisation's culture right to the heart of organisational 

management (Hope and Hope, 1997). Besides changing the organisational culture 

to encourage knowledge retention, there is also the aspect of acquiring, applying 

and disseminating the knowledge available within the organisation to other 

employees or clients of the company that needs to be consideredL 

With all the definitions of KK it is sometimes easier said than done about 

managing knowledge. Knowledge about an organisation or industry is an 

intellectual asset that, although paid for in part by the employer, is difficult to 

control and manage. This is because knowledge is fragmented into documents, 

policies, procedures, and other storage mediums. Managing knowledge also 

presents a challenge for management to retain knowledge in a form that is easily 

retrievable. This is not an easy task, since the enterprise must first identify the 

location of all needed knowledge, and second, determine the easiest way to retrieve 

it (Galup ct. al., 2002). Since KM is required to translate data and information in a 

meaningful way, KM initiatives are unlikely to be successful unless they are 

integrated with business strategy, and related to the development of the core 

capabilities of the organisation (Clarke, 2001). Tbcrefore, the organisations would 

most likely face problems in managing the knowledge in terms of knowledge 

retrieval and retention. 
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The recent approach to managing knowledge has fallen into two broad schools of 

thought. According to Hope and Hope, (1997) we have the "information school", 

which believes that knowledge is comprised of objects that can be identified within 

information systems; on the other hand we have the "behavioural school" which 

sees KM as a dynamic process within which skills and know-how are constantly 

changing. By looking at the table below, we can understand the difference between 

the two schools further. 

Table 3.1 Difference between Information and Behavioural Schools of Thought 

Information School BehaviourAl School 

1. Roots in computing, artificial 
intelligence, and systems 
management. 

2. Iooks at knowledge based 
systems as answer to Y. NL 

1. Roots in sociology, 
anthropology, psychology and 
organisational behaviour. 

2. Looks at understanding h 
behaviour and the mental 
processes of the employees as 
the answer to KM. 

Adapted fi-om Hope and Hope (1997). 

'Me lines between these two schools of thought are somewhat blurred, but they 

are broadly representative of how KM is being approached (Hope and Hope, 1997). 

By referring to this table we can roughly classify Hope and Hope (1997), Ruggles 

(1998), Condon (1999), Truch (2001) and Jacques (2002) as being from the 

behavioural school whereas Lamb (2001), Loshin (2001), W-ickramasinghe and 

Nfills (2002), and Du Toit (2003) are from the information school of thought. Hope 

and Hope (1997) and Jacques (2002) believe that KM involves the management of 

knowledge within the long-term structural programme and framework of 

managerial and labour relations. Furthermore, Ruggles (1998) and Condon (1999) 
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state that KM is concerned with creating value through the utilisation of knowledge 

internally or externally from the organisation by encouraging staff to contribute to 

the knowledge base. Therefore, the behavioural school of thought takes a 

managerial and human relations focus on KM where they believe that KM is the 

entire process of acquiring, creating, utilising and disseminating knowledge which 

is more than just the usage of technology (Truch, 200 1). 

On the other hand, the informational school of thought leans towards KM being 

more mechanistic that focuses on knowledge based systems. This trait can be seen 

in Wickramasinghe and Mills' (2002) article when they mention KM to be the 

capturing and utilisation of data while Du Toit (2001) discusses about KM being 

the capturing and filing of information. Moreover, Lamb (2001) states that IT plays 

a large role as one of the main components necessary in efficient KM while Loshin 

(2001) believes that KM is the method of utilising data through being aware of and 

understanding the relationships within the organisation. It can be noticed that these 

articles discuss more on the capturing and utilisation of 'data' or 'information' as 

being KM and not so much on managing the employees' knowledge. Therefore, 

although this research does not wish to focus on the theoretical differences of the 

schools of thought, it would be of interest to discover which method of KM is taken 

by the organisations. 

There is more to KM dm meets the eye in terms of what is involved. The term 

KM does not convey the dynamic and fluid nature of knowledge. The word 
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"management" reflects an organisation's need to control all of its resources. The 

term signifies restrictiveness by conveying the idea that an employee needs to have 

his or her knowledge managed- KM does not convey that organisations need to do 

more than just manage knowledge, rather they need to create environments that are 

conducive to knowledge exchange (Sindell, 2001). It is also easier to understand 

KM by looldng at how it is linked to other elements within its field. 

Collecti;!, ý / Business igation 
V2lUe 

\ 

Repositories Active knowledge 
tr2nsfer 

- Best practices 
- Expert kno-Aledge 

- Reports base 

- Documents Org2RiUtiOn2l - contact links 
TA2rning 

- Presentation slides - Expert assistance 
as needed 

- Communities of 
practice index 

ý 
--Tecision-ma 

king 
X, 

Codiflcafi on tools munication 

- Profiles for customisation 

- Pushed reports and news 

- Collaboration tools 

Fig. 3.1 The Knowledge Management Process (McInerney and LeFevre, 2000, p. 5). 

By referring to the model shown in Fig. 3.1, it can be determined that the 

different elements of KM are linked to one another and they are of an interacting 

nature throughout the orgardsation. 'Mere may be different side issues that are 
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linked to each element, at which case would lead to a different outcome. Tle active 

knowledge transfer of the organisation could be achieved through networking with 

clients and competitors, socialising among the employees as well as through 

attending seminars or conferences. At the same time, a variety of decision-making 

tools such as manuals, reports and customer information as well as how the 

employees communicate with their clients, suppliers or colleagues could help the 

employee gain more knowledge during the networldng process. The knowledge 

gained during these interactions is then stored either within the employee 

themselves as experiences or within the organisation through manuals, reports, 

teaching or training other employees and filed documents. Throughout Us process, 

there is knowledge being created through organisational learning and eventually, 

the knowledge gained could help increase the business value of the company 

through better experiences as well as compiled best practices. Furthermore, the 

process cycle, if done often enough could help the organisation achieve an 

environment that encourages knowledge gain %ithin the company. 

However, there is a danger that what is acceptable in theory and affective in a 

diagram may not be possible in reality. It can be seen that managing knowledge 

throughout the process of organisational learning and storing of knowledge is a 

complex process. Therefore, organisations are finding new ways for their 

employees to gain knowledge as well as to share and retain that knowledge within 

the company. The diagram suggests that with more efficiently captured knowledge, 

the better prepared the organisation would be in bcing the competitive market. This 
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suggestion is supported by Jang et. al. (2002) who state that the value of knowledge 

is capitalised when the knowledge is distributed, shared and internalised by the 

members who are in charge of the task. It is important that in order for KNI to be 

effective, top management should be committed to implementing it in the 

organization (Wooldridge, 1997; Dove, 1998; Yeoh, 1998). The beart of managing 

knowledge is to understand why and what knowledge is important to the 

organization and then create the necessary processes to put it into action. Mcrosoft 

as a company believes that this is because KM helps prepare people for an 

environment of constantly shifting demographics, industries, economies, and' 

customer needs by ensuring that people have the expertise and information they 

require in order to properly assess business problems and opportunities (Mcrosoft 

UK, 2000). 

After all the discussions about KK what actually are the benefits involved in 

managing knowledge? Some benefits of KM correlate directly to bottom-line 

savings, while others are more difficult to quantify. In today's information society, 

companies reveal the most opportunities and ultimately, utilise the most value from 

intellectual rather than physical assets. To derive the most value from a company's 

intellectual assets, KM practitioners maintain that knowledge must be shared and 

serve as the foundation for collaboration- According to Santosus and Surmacz 

(2001), an effective KM programme should help a company do one or more of the 

following: 
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* Foster innovation by encouraging the free flow of ideas. 

9 Improve customer service by streamlining response time. 

Boost revenues by getting products and services to market faster. 

9 Enhance employee retention rates by recognising the value of employees' 

knowledge and rewarding them for it 

9 Streamline operations and reduce costs by eliminating redundant or unnecessary 

processes. 

Santosus and Surmacz further add that a creative approach to KM could result in 

improved efficiency, higher productivity and increased revenues in practically any 

business function (2001). ViUle KM offers cost savings, real value could be found 

in more forward-looking and adaptive organisations. KM practitioners argue that 

with efficient KM, companies will see benefits in faster product development, 

improved decision-making, more skilled employees, and enhanced services that 

better meet customer needs. 

Unfortunately, after conducting a literature review on KM, it is found that KM 

literature is replete with the call for a unified KM strategy or methodology in order 

to leverage corporate knowledge assets (Sbarcea, 2001). An interesting fact to note 

is that steps and guidelines on how the organisations should manage knowledge and 

knowledge workers are suggested by the researchers. Among the steps mentioned 

include taking into account many factors i. e. innovation, responsiveness and 

competency as well as identifying the key management driver and determining 

what the core mission is (Cook and Cook, 1995; Cusimano, 1995; Maccoby, 1996; 
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Price, 1997; Miller, 1998). Step-by-step implementation process, prescriptive 

articles which talks of the need for KM or that helps us to design and refine the KM 

infrastructure and strategy within an organisation are popular examples of articles 

available within the literature search. However, there is a lack of empirical research 

conducted on the issues affecting the implementation of the KM strategy or the 

problems relating to the management of knowledge within an organisation. One of 

the issues related to KM that are being been brought up by a few authors is the 

notion of knowledge sharing. 

3.3. Knowledge Sharing 

Managing the creativity of the employees is not enough as a means of KM. 

Knowledge sharing is also an important aspect of KM. "Knowledge is power" so, 

in some cases, knowledge that should be fi-eely available in an organisation might 

be hoarded to create an artificial scarcity or monopoly. When knowledge becomes 

specialised, markets increase in diversity, and make knowledge even further 

dispersed. Knowledge, to be of value, has to be interpreted within some framework. 

Augier and Vendelo (1999) argue that by stressing the importance of shared 

knowledge, they emphasise the priority of knowledge networks since such 

knowledge networks can be seen as representing the cognitive fi-ames and 

categories by which organisations structure new knowledge and thus, manage it. 

Roy and Roy (2002) suggest that tacit knowledge needs to be discovered, extracted, 
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and captured, and it has to be creatively disseminated so that this shared knowledge 

can be efficiently used to extend the KM base. 

In the not so distant past, knowledge and skill transfer are being been largely 

limited to classroom training, where the instructors would be the experts in their 

subjects. For example, sales training would be delivered by a seasoned salesperson 

by way of a lecture. This approach has many limitations in terms of knowledge 

transfer and skill transfer as there is no guarantee that all the information presented 

at the lecture would be transferred depending on the size of the group being trained 

(Kotylar and Saks, 2001). Organisations need to understand that knowledge could 

be shared and transferred in a variety of ways, and accordingly need to employ a 

wide range of systems and policies to facilitate this process. 

A method that has been suggested by many people as a means for sharing tacit 

knowledge is through social interaction or networking (Foley, 2001; Puddy et al., 

2001). "Social interaction in an exchange relationship facilitates learning by 

making it possible to exchange and combine not only codified knowledge, but also 

tacit knowledge" (Mariotti and Delbridge, 2001). This method is supported by 

McKinlay (2002) who says that the prime source of tacit knowledge is the 

immediate team members of the employees and the key dissemination mechanism 

is face-to-face exchange. Tbrough social networks, it has been proposed that 

employees could identify, share and work with corporate knowledge. Individuals 

could also exchange ideas and knowledge as well as identify experts, provide 
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referrals for those seeking answers and create networking among groups (Bertels 

and Savage, 1999; Lesser and Prusak, 2001; Newell et. A, 2003). This could lead 

to better communication within the organisation and therefore emphasis better 

knowledge sharing and dissemination. Furthermore, when uncertainty is high, 

organisations are advised to interact more, not less, with external parties in order to 

access both knowledge and resources available (Powell, 1998). Brailsford (2001) 

also supports the theory of knowledge sharing by suggesting that when success 

stories or innovations are shared across a community, a richer environment is 

created for knowledge acquisition. 

While some companies may see these networks as promoting idle chit-chat, 

Gonsalves and Zaino (2001) report that Texaco recognised social networking as a 

source of knowledge that employees gather through on-the-job experiences and thus 

store in their heads. Gonsalves and Zaino feel that this information cannot be stored 

into an Excel spreadsheet or Word document (2001). Furthermore, knowledge 

transfer need not involve complex computer systems; often times, a simple 

conversation will suffice (Cappabianca, 2002). Oxtoby (1992) also states that "the 

sharing and application of knowledge and experience by people who add value and 

eliminate waste at work" (pg. 212) could be described as the corporate learning 

process. In addition, Hope and Hope believe that knowledge sharing is critical to 

success because intellectual assets, unlike physical assets, increase in value with use 

(1997). Another technique proposed as a tool for KM within the organisation is a 

bonus and shares plan (Lesser and Prusak, 2001). It involves paying bonuses to 
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departing employees willing to share their working knowledge with their 

replacements. The process provides an incentive to make outgoing tacit knowledge 

more visible and this has been used by the Harvard Community Health Plan, a 

health-maintenance organisation in Massachusetts (Lesser and Prusak, 200 1). While 

on the sub ect of pay plans, Alvesson et. a]. (2001) and Hall (2001) look at explicit i 

re, %-ards for employees for knowledge sharing through various means including 

financial rewards, more access to information, participating in more knowledge 

sharing ventures as well as career advancements and job security. There are also 

subtle rewards that included more recognition and personal satisfaction. 

Knowledge sharing is also seen as a means to avoiding mistakes. Hoopes and 

Postrel (1999) believe that knowledge coupled with co-ordination will be beneficial 

to companies in reducing the amount of glitches. Glitches here are defined as 

40costly mistakes that could have been avoided if some of the parties involved had 

understood things that were known by other participants" (Hoopes and Postrel, 

1999, pg. 838). Hoopes and Postrel (1999) and Duffy (2001) present a tripartite 

classification of a KM process whereby knowledge, co-ordination and co-operation 

is explained as knowledge from the employees that are shared to create common 

knowledge along with fi-ee-flowing communication from the different levels of the 

organisation. As well as the organisational integration, this classification could help 

to reduce the cost of mistakes made in the company and therefore, increasing the 

profit margin. However, it is easy to instruct organisations to encourage their staff 

to socialise or increase their networking in order to share knowledge but it is more 
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difficult to tell the organisations exactly how they should go about motivating the 

employees to share their knowledge. 

An important thing to note is that knowledge sharing can also give rise to the 

danger of information leakage. A central characteristic of social networks is their 

tendency to span organisational boundaries: team boundaries, functional 

boundaries, and the organisational boundary itself (Crowther et. al., 2001). 

Consequently, a key managerial aspect concerning social networks involves the 

flow of information across the organisational boundary via knowledge exchange 

with customers and clients. Informal boundary-spanning activity not only provides 

for the sourcing and acquisition of information and know-how, but could also result 

in information jeakage. Therefore, Crowther et. al. (2001) believe that KM is 

concerned with the control of this leakage. 

At the same time, there is an atmosphere of doubt over knowledge sharing. 

Professionals are not noted for their humility. They might respond to peer group 

pressure, but an external request for knowledge sharing is often given short shrift 

(Hope and Hope, 1997). People cannot be forced to share knowledge (Warner, 

2001) especially in fiercely competitive markets, where knowledge sharing ever 

becoming a common practice is something that can be doubted due to the risk of 

knowledge leaking (De Loo, 2002). A major obstacle to a knowledge-sharing 

culture is the belief that those with knowledge has power and regrettably this is 

often reinforced by the behaviour of senior management (Truch, 2001). Moreover, 
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there is often little respect across professional disciplines even when people are 

working within a team with a common objective. Hope and Hope (1997) state that 

researchers (the thinkers) look down on designers (the artists) who look down on 

engineers (the real-world practitioners) who disdain accountants (the number 

crunchers). The difficulty of giving due credit to any one person or team for their 

knowledge contribution is also a problem (Hope and Hope, 1997). Tberefore, it is 

vital for the effective sharing of kno-Arledge that the behaviour of management 

reinforces an appropriate culture through deeds and not just words (Truch, 2001). 

Furthermore, in times of difficulty with the threat of downsmng hanging over 

the company, people might tend to hoard their knowledge to increase their 

indispensability when in actual fact, knowledge sharing might be more important in 

order to save the survival of the organisation. If knowledge hoarding is rewarded, 

then there will be a vicious circle of knowledge restriction instead of the virtuous 

circle of knowledge sharing (Stielitz, 1999). This is seen most markedly in the 

myriad of knowledge transactions that occur within a firm. Stiglitz (1999) mentions 

that within an organisation, the "payment" for knowledge sharing is often 

recognition and prestige or the possibility of fiftxe reciprocity. But if managers or 

team leaders represent the ideas of the team members as their own or if sharing 

between certain team members is rather one-sided4 then there is a problem of the 

"supply" of knowledge being diminishedL There is a danger that workers will not 

assist in codifying the tacit knowledge about their job if they feel it will jeopardise 

their employment. The knowledge market must be built on bust that there will be 
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reciprocity, some quidpro quo in the transaction (StieJitz, 1999). "A culture that 

does notfoster and reward sharing of knowledge cannot expect technology to solve 

its knowledge challenges" (Yeoh, 1998. pg. 28). Interestingly, besides networking 

and socialising, quite a few of the literature available on the concept of knowledge 

sharing as well as KM as a whole impressed upon the usage of IT as a means for 

KM within an organisation. 

3.4. Knowledge Management and IT 

Despite the deluge in articles regarding knowledge sharing via social interactions 

and networking, there are other methods of KM proposed by various authors. One 

of the examples of how the skills of experienced or top performers can be passed on 

to others through the use of technology is e-mentoring (Kotylar and Saks, 2001). 

Like the more traditional forms of mentoring, junior employees can ask questions to 

their mentors, acquire career relevent knowledge and receive feedback through the 

use of e-mail. Kotylar and Saks (2001) believe that this approach is quite time- 

effective and, consequently, mentors are able to have a great number of mentoring 

relationships. The only drawback of this method that can be thought of is that the 

mentor might be overloaded with too many questions from their mentoring 

relationships that they would not have time for their own work. Another method 

currently being utilised by a US pharmaceutical company as a way of managing 

knowledge through IT is 'Warehouse' which is an attempt to integrate the social 
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and technical dimensions of KM (McKinlay, 2002). According to McKinlay 

(2002), the 'Warehouse' is a corporate-wide groupware package that facilitates 

coordination and collaboration across workgroups through shared access to 

technological capabilities. However, the current focus on electronic knowledge 

repositories wrongly reinforces a narrow view of KM. The use of IT should only be 

considered as a tool to assist KM and the organisations should not make 

synonymous associations between the IT-based electronic knowledge repositories 

with KM as a whole. 

KM is first and foremost a managerial discipline that treats intellectual capital as 

a managed asset Organisations must now understand that knowledge sharing is as 

much a social activity as a technical one and that computer networks that facilitate 

this kind of dialogue are likely to be, and seen to be, more effective (Hope and 

Hope, 1997). Furthermore, KM technology has become an increasingly important 

hub for all content on a network. The technology has matured to the point where 

most communication systems, data repositories and applications are controlled by it 

or flow information into it (Morejon and Gros, 2003). Microsoft believes that the 

primary "tools" applied in the practice of KM are organisational dynamics, process 

engineering and technology "crosoft UK, 2000). These work in concert to 

streamline and enhance the capture and flow of an organisation's data, information, 

and knowledge and to deliver it to individuals and groups engaged in accomplishing 

specific tasks. People gain knowledge from their experiences and their peers' 

expertise (both explicit and tacit knowledge), as well as from the analysis of 
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business data such as sales and financial reports. One way to gain more knowledge 

from the experiences of the employees is through a system implemented by a 

pharmaceutical company in the US called 'Lessons Learned' (McKinlay, 2000). In 

this particular system, the tips generated by individuals and more usually, the 

workgroup debriefings at the end of a project are stored within a database. Tle 

'Lessons Learned' database is more like an electronic suggestions box which is 

segmented by function, site, project and status (McKinlay, 2000). However, 

Microsoft fears that without properly managing these assets, a company cannot 

grow effectively. Information is lost, lessons are unlearned, work is prolonged, 

tasks are repeated, trends go unnoticed, and completedjobs are recreated (Microsoft 

UK, 2000). 

KM, in principle, is nothing new. Scientists and marketing people are always 

doing this, but now they have the ability to move around masses of information 

with a system that does the sorting (Mullin, 2001). Waddington (2001) states that 

computer aided systems for KM are being been basically designed to perform two 

essential functions. First, it allows knowledge workers and others who analyse and 

process information to shift their knowledge into public domain and secondly, 

enable everyone within the organisation to access that knowledge more quickly and 

easily than ever before. KM provides the processes and culture to ensure that 

companies maximise their return on all their intellectual capital i. e. the knowledge 

of a company's staff and customers as well as digital content. So arguably, no 

matter how big or small an organisation, as long as the company have some sort of 
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inter-linked digital content, for example document archives and published web 

pages, they need to be doing some sort of content management. And if the 

organisation wants to go on to implement a ffilly-fledged KM programme, then 

well-managed content is a crucial foundation (Waddington, 2001). One thing that 

must be remembered is that despite the benefits of having an IT based KM process, 

the question that need to be asked is the feasibility of the organisation realistically 

implementing the system within the company and how would the employees gain 

access and contribute to the system. 

With technological advancements, KM is becoming more electronically based, 

such as knowledge repository databases, complete with user friendly interfaces that 

allow workers to easily access, contribute and discuss knowledge. Ciborra and 

Patriotta (1996) state "new communication technologies ... can play a strategic role 

since they provide companies with plwforms that operate on a global scale by 

connecting users dispersed over the organisational networks" (p. 12 1). The intranet 

could be helpful because it can potentially be an inventory for the company to store 

the knowledge of the employees. This is especially true for service-oriented 

organisations where the raw materials are the skills and knowledge of the 

employees and effective utilisation and harnessing of the knowledge is the product 

of the company (Condon, 1999). Furthermore, intranet technology is often depicted 

as part of the effective solution to problems of managing knowledge. According to 

Kotylar and Saks (2001), 'Proctor and Gamble' has introduced an intranet site 

designed to encourage greater employee collaboration and innovation, which can be 
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reached by 18,000 employees in research and design, engineering, purchasing and 

other departments. Another company that has also initiated an intranet as a means 

of a KM process is 'Boeing' (DiSabatino, 2001). A number of consulting firms 

have created formal learning networks as well in which employees with different 

areas of expertise exchange ideas and practices. The design and operation of these 

systems has spawned a new industry, with a constant stream of articles, books, 

conferences and organisations offering advice on the subject of KM. 

At the same time, creating incentives for sharing knowledge and having focused 

business goals could help avoid many of the common pitfaUs of KM. Developing a 

KM practice requires a wel. 1-balanced approach. The utopian vision fuelling KM 

has been the hope and promise that a company's intel. lectual or knowledge-based 

assets can be revealed, organised and made easily accessible through the use of 

technology (Sbarcea, 2001). Besides, information systems, tools and techniques are 

being used since the late 1970s to enhance information management (Parikh, 2001). 

Generally, tools fall into one or more of the following categories: intranets, 

internets, groupware, factual/procedural knowledge (e. g. manuals), best practices, 

discussion databases, corporate yellow pages/directorics, subject matter expert 

directory, knowledge repositories, expertise access toolsý c-learning applications, 

discussion and chat technologies, synchronous interaction toolsý and search and data 

minin tools (Chudnow, 2001; Kotylar and Saks, 2001; Mullin, 2001; Santosus and 

Surmacz, 2001, McKinlay, 2002). However, most such technology-based 

conceptualisations are primarily based upon heuristics; embedded in procedure 
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manuals, mathematical models or programmed logic and therefore, the tools 

basically capture the "preferred" solutions to the "given" repertoire of 

organisation's problems rather than the actual knowledge that is occurring 

(Malhotra, 1998). Moreover, Condon (1999) believes that knowledge is within 

people and not in computer systems. A lot of information can be stored within the 

computer system but using the knowledge and information properly and utilising 

the knowledge is still dependent on the employees (Condon, 1999). Since KM deals 

with cultural, strategic, process and technological issues, it is important that 

employees are provided with the proper incentives and tools to share knowledge 

since solutions are designed with specific business problems in mind (NEcrosoft 

UK, 2000). 

KM has been enthusiastically embraced by communities of IT specialists and 

practitioners. Researchers are also not resistant to the new technology. In fact, 

Mullin (2001) believes they. are enthusiastic about using a tool that cuts time in 

researching patents and other data. IT based KM takes information sets from 

various sources and shows what can be done with it. Without exception, researchers 

want to use these capabilities. They are not giving up any of their old ways of doing 

things as the IT system is really just a new tool that just gets you information faster 

(Mullin, 2001). Therefore, the focus among this community of researchers is on 

developing tools and systems for KM. Moreover, Clarke (2001) mentions that the 

organisations are utilising electronic network infiwtructure of the intemet, other 

digital systems and services, as well as the rapidly developing knowledge tools and 
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systems in the knowledge-driven economy to transform the organisational culture 

and the working lives of the employees. However, there is a chance that too much 

emphasis on IT could deviate the real focus of the system which is to manage the 

knowledge efficiently and not for the organisations to be dependent on a 

programme for storing knowledge only. The knowledge should be able to be stored, 

accessed as well as easily utilised by all users of the system and this is where the IT 

spe-cialists have to be careful in prescribing the system into the organisation. 

The concept of KM then, has helped IT specialists to legitimise and mobilise 

mana ement support for organisational change programmes aimed at using IT to 

capture and codify knowledge (Scarbrough and Swan, 2001). The adoption of 

information technology is seen as closely intertwined with organisational issues 

(Fulk and DeSanctis, 1995). This acknowledges that the structures and routines 

within the organisation, such as pre-existing relationships and the distribution of 

resources may exert an important influence on the design, development and use of 

technology. It is found that a large proportion of the discussion about KM focuses 

on technical systems and the technical issues associated with their design and 

installation (Clarke, 200 1; Mullin, 200 1). However, little attention has been paid to 

the most fimdamental aspects of implementing such systems i. e. the impact on users 

in general, and knowledge workers in particular. 

In regards to KM and IT, there has been some confusion as to what is the 

difference between the IT systems and non-IT systems of KM. Some professionals 
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consider KM to be in the realm of IT. It is the responsibility of IT professionals to 

store, process, and disseminate knowledge (data), which is more the informational 

approach to KM. The non-IT perspective regard KM as a social process of sharing 

knowledge through such methods as conversation, storytelling, and mentoring 

(Sindell, 2001). Clarke and Rollo (2001) believe that there are no direct 

technological solutions, simply technological platforms that can help people to 

personalise, codify, transfer and distribute knowledge in the enterprise and this 

approach leans more towards the behavioural approach to KM. The technological 

end of KM has also created a blurred distinction between information and 

knowledge. According to Sbarcea (2001), a business information system stays at 

work, while its knowledge base (the employee) goes home. However, there are 

many underlying assumptions that are associated with KM and one of them is that 

employees will happily tap into the collective corporate knowledge base in their 

quest to find best practice, the solution to a problem, lessons learned and shared 

from transactions or engagements. A further assumption is that people will freely 

share and collaborate within the corporate environment (Sbarcea, 2001). However, 

with the problems regarding knowledge sharing already highlighted in the previous 

section, it could be interesting to see what the reality is regarding knowledge 

sharing within the organisation. 

Various authors arc suggesting a variety of systems of managing knowledge. 

Buhler (2001) discusses the use of a skill bank (also referred to as a skills 

inventory) to help organisations track the skill sets of their employees. As workers 
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acquire new skills (either on the job or off the job). the skills bank information is 

updated. This system is usually administered in the HR department and this bank 

provides valuable information about the skills possessed by the workforce 

organisation-wide. Moore (2001) suggests a similar system that is the browser- 

based portal as means of knowledge sharing and retaining knowledge. This system 

only extracts the documented information on the web but it could not extract the 

knowledge. An example of a companywith this system is 'Proctor & Gamble' and 

there now exists a list of employees with fields of expertise that may be contacted 

by other employees for further information if necessary (Moore, 2001). Tillet 

(2001) reports that MWH Global, an international engineering organisation also 

uses a web-based KM portal as a method of M 

Another method of managing knowledge that is reported in articles is using 

webpages to document knowledge. The international bank J. P. Morgan Chase is 

documenting and locating employees by their professional expertise through 

personal web pages and an internally developed platform (Yasin, 2001). In the 

mean time, Gonsalves and Zaino (2001) report that Texaco's KM arsenal includes 

PeopleNet, a custom-built application that lets employees build a personal profile 

and post it as a webpage on the company's intz-anet. An interesting aspect of the 

PeopleNet is that the content of the profile does not have to be purely work-related. 

Pich= and hobby lists coexist alongside users' summaries of their job expertise 

(Gonsalves and Zaino, 2001). However, although many of the companies are using 

webpages as a corporate yellow pages, employees generally overestimate or 
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underestimate their skills, undermining the system's effectiveness (Yasin. 2001). 

Furthermore, there is the danger of relying on the webpages and the intranet as a 

system where everyone will be able to gain access to it and be happy to use it. The 

webpages and the intrmet might be useful to place important notices but if there is 

too much information on the webpages, and the intranet, people could become 

overwhelmed with the amount of information, emails and notices. 

Early adoptions of KM, which entailed sharing data via groupware systems and 

intranets, are helping facilitate knowledge sharing but unfortunately, it has not gone 

far enough. Sbarcea (200 1) reports that the great promise of technology is its ability 

to scale large amounts of data. An unfortunate accompanying belief is that if a 

technological ': fteld of dreann" is built, people will flock to share and contribute 

knowledge. The managerial dream is the mental image of a large, centralised 

repository stuffed full of corporate knowledge. However, the hegemony of 

computers has resulted in an acceptance of computer-generated data as "real" 

knowledge. In other words, while computer generated data can make knowledge 

visible via data storage, retrieval and accessibility, the data obtained is not criticised 

(Sbarcea, 2001). Furthermore, the core enterprise has become increasingly virtual, 

including an influx of intellectual capital from new channels such as e-business and 

enterprise automation which frequently leave users overwhelmed and a-. Nash in 

irrelevant data. The end result is an unmanageable data dump (Borck, 2001). 

Moreover, companies end up spending a fortune erecting such items as massive 

data warehouses that go largely unutilised or else they implement a complex KM 
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application that nobody really needs and few end up using (Robb, 2003). Despite 

the apparent repetitious nature of the "gathering" of data, the crucial task in 

knowledge work is to utilise them by enacting them. Ellingsen and Monteiro (2003) 

suggest that a crucial aspect of this process, which more often than not tend to be 

glossed over in accounts of knowledge work, is the preservation of earlier accounts 

while at the same time adding new layers, new versions. In keeping up with the 

vast, accumulated body of knowledge representations of a project, it is crucial to 

craft, mould or narrate a more manageable trajectory that also serves as an 

d'organisational memory". Fogarty (2001) supports the efficient utilisation of data 

when he states that collecting as much data is one thing but the data collected 

should mean something. It should be helpful to the employee searching for 

information quickly without having to go through useless information. Therefore, a 

need to manage information strategically is required. 

Knowledge or information at least, can be as much a liability as an asset when it 

is handled as haphazardly as it is by most companies. Organisations collect every 

bit of data that seems attractive than hang on to the resulting information mass 

forever for fear of deleting something that might eventually be important. That is 

one reason why IT staffs at large corporations are increasingly teaming up with 

record management specialists, who are experts in when to keep information and 

when to purge it (Fogarty, 2001). This is so that the proverbial dumping ground of 

information within the IT based systems are effectively managed so that the 
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employees would be able to store knowledge as well as access it easily whenever 

necessary. 

KM is a hot new topic that everyone wants to know about. Yet the bulk of the 

work on KM to date has been on the technical side; how to build KM databases and 

technical infrastructures, and how to get people to use them. Malhotra (1997) 

believes that this approach does not take into account the context within which 

these systems operate, and the wide range of other non-technical systems that need 

to be in place to make the most of a firm's knowledge or intellectual capital. 

Without these 'soft' systems, knowledge workers are no better off. Technology 

gurus, as well as hardware and software vendors, are offering "out-of-box 

solutions " that are expected to enable KM. Such off-the-shelf solutions are 

expected to offer means for storing best practices devised by human experts in 

information databases. These databases, in turn, may be later used for crunching out 

'ýpre-determined" solutions based on "pre-defined" parameters (Malhotra, 1997). 

The convergent and consensus building emphasis of such systems may be adequate 

for stable and predictable organisational environments. However, such systems, 

based primarily on rules and procedures embedded in technology, specify the 

"minutiae of machinery" while disregarding how people in organisations actually 

go about acquiring, sharing and creating new knowledge. By considering the 

meaning of knowledge as "unproblematic, predefined and prepackaged" they 

ignore the humin dimension of organisational knowledge creation (Malhotra, 

1997). Furthermore, "the problem of integration of knowledge ... is not a problem of 
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simply combining, sharing or making data commonly available. It is a problem of 

perspective taking in which the unique thought worlds of different communities of 

knowing are made visible and accessible to others" (Boland and Tenkasi, 1995, p. 

39). As the 'softer' forms of IT continue to expand, particularly in fields such as 

KM, the problems of 'technology' will arguable revolve, even more clearly than 

before, upon the social context of their application especially when KM has been 

criticised for emphasising technology at the expense of the people (Newell et al., 

2001). Therefore, any system that is implemented within an organisation needs to 

take into consideration the various aspects of knowledge sharing as well as efficient 

retrieval of stored knowledge within the databases as well as other methods of 

storage utilised by the company. 

3.5. Knowledge Management Systena 

3.5.1. Introduction 

'Me subject of KMS is slightly different from that of KM. KM looks at the 

overall process of managing the knowledge within an organisation. However, KMS 

focuses more on the system utilised to manage the knowledge. One of the often- 

quoted goals of KMS is to share the knowledge normally acquired and held by 

separate individuals or groups, throughout an organisation in a bid to remain more 

competitive. Employees monitor, examine and analyse data in order to make critical 
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business decisions and then share it among each other. This habit of sharing 

knowledge could lead to competitive intelligence that creates knowledge in terms of 

insight and understanding or tacit knowledge in the user's heads. The outcome of 

competitive intelligence are decisions that improve and optimise business decisions 

(Du Toit, 2003). As discussed earlier, it is clear that one significant distinguishing 

factor as far as knowledge intensive firms are concerned is that the knowledge 

resides within the individuals comprising the firms. This thereby creates a danger 

that the knowledge capital of the firms can evaporate as its employees leave. This 

leads to attempts to codify such knowledge to turn it into explicit knowledge that 

can be retained within the organisation. These concerns are arguably one of the 

principal reasons for the current knowledge debate and concern with KMS 

(Crowther et. al., 2001). 

Since we are dealing with both tacit and explicit knowledge, different creation 

and transfer processes are needed. Sbarcea (2001) tries to identify d numbe of key 

questions that are required in order to create these processes. These questions 

include: 

* Who is the intended recipient or recipients of knowledge? 

9 What type of knowledge do they need to do their work? 

e How wifl different capabilities and understandings affect their view of the 

usefulness of the knowledge? 

o What is the task the recipients will be performing and how will they know what 

knowledge they need in order to act? 
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What common knowledge is likely to be the outcome of the task? 

How will the knowledge be legitimated? i. e. will the claim to 'knowledge' be 

tested by the work process itself or is this just one way of validating what is 

'knowledge'? 

Lang et. al. (2002) add that design intent, rationale and history are important 

basic types of knowledge that KMS are required to capture, organise and 

manipulate to help generate new design knowledge. This knowledge could help 

them to be more efficient in their task of designing or creating something new. 

Lang et. al. further state that KM issues in conceptual design are centred on 

information gathering, and the capture and use of design knowledge. The capture 

and representation of design intent, design rationale and design history is required 

for the purpose of (a) capture of design expertise as a corporate asset, (b) reuse of 

design expertise to accelerate future designs, and (c) facilitating backtracking 

during complex and ifl-defmed and ill-structured design problems (Lang et. al., 

2002). This step of capturing information or knowledge as well as deepening 

control in the documentation process has become critical to corporate 

competitiveness (McKinlay, 2002). However, these questions and conceptual 

designs fail to take into account how the organisations would carry out finding the 

answers to the questions as well as conduct the implementation of the KMS. 
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3.5.2 Definition of KMS 

KMS are a complex process. Identifying usable knowledge can be very difficult. 

Often it requires sifting through vast knowledge bases of reusable, single-use, and 

non-relevant kno-Aiedge. Parikh (2001) advises that the focus should not be on the 

discovery of truth. but on effective actions and improved performance through 

knowledge recycling especially when KMS is not a stand-alone process. Therefore, 

it is clear that the intention of using a KMS is to arrive at codified knowledge so 

that this knowledge could* be applied by anyone with access to the manual. 

Crowther et. al. (2001) state that an expert is not needed in order to apply the 

knowledge from a manual. 

Reviews of the literature have come up with wide ranges of definitions for KMS 

and they include linking KMS to a variety of aspects from increasing performance 

to managerial information systems. Badii and Sharif (2003) look at "integrating" 

knowledge into the daily processes of the organisation rather than "managing" 

knowledge as it would restrict the fluidity and might decrease its potential of 

changing data into information. The views of the authors are still insufficient in 

explaining the concept of KMS as they talk about integrating knowledge to the 

information mana ement system that still restricts the movement of knowledge in 

terms of how the information is derived and changed into knowledge. On the other 

hand, Clarke (2001) and Kim et. al. (2003) discuss about a strategy that 

Iinks/iritegrates knowledge directly into the business processes of the organisation 
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to increase performance. Moreover, Kim et. al. look at it as a strategy to implement 

a KMS rather than a strategy for knowledge in the organisation. Interestingly, DU 

Toit (2003) discusses about gaining knowledge through corporate or business 

intelligence about competitors. However, this still needs the intelligence and 

knowledge of the workers therefore, it requires a KM strategy to manage them. 

I'liere are tendencies for authors of articles to link KMS to managerial systems 

and among others, these include Jang et. al. (2002) and Newell et. al. (2003). Jang 

et. al. look at using knowledge to enhance competitiveness, not by building KMS, 

but by using a strategy that utilises knowledge directly through process innovation. 

Newell et. al. on the other hand link KNIS with other managerial info systems i. e. 

Enterprise Resource Planning (ERP) to increase efficiency while still rem iig 

flexible through enhanced information capture, best business design practice and 

effective utilisation of knowledge within organisations. Newell et. al. (2003) 

promote ERP systems as processes that will improve organisational efficiency 

through both enhanced information capture and organisational redesign around 

defmed best practices. 

Given the importance of knowledge, systems that are developed and 

implemented in organisations that aim to facilitate the sharing and integration of 

knowledge in a variety of industries are revicwedL Studies by McKinlay (2000, 

2002) reveal insight into KMS being utilised within a pharmaceutical company. 

McKinlay writes about three main systems being utilised by the pharmaceutical 
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company that include 'Lessons Learned, Warehouse and an Electronic Caf6. As 

mentioned earlier, 'Lessons Learned' is a database of tips and information gained 

from debriefmg after a project whereas Warehouse is a groupware package. The 

Electronic Caf6 on the other hand, is a set of linked websites based on the stories of 

individuals linked to the drug development programmes of the respective 

pharmaceutical company (McKinlay, 2002). A combination in the usage of the 

'Lessons Learned', the Warehouse and the Electronic Caf6 is hoped to increase the 

knowledge repository of the employees within the organisation especially in the 

area of drug development This is especially crucial to the field of pharmaceuticals 

since achieving faster 'molecule to market' stage both reaps huge financial gains 

through longer patent protection and could enlarge the pharmaceutical company's 

portfolio of commercially attractive drugs (McKinlay, 2000). However, it should be 

taken into consideration that all these three systems are very much technologically 

dependent and would still need the input of the employees in terms of their 

knowledge, expertise and information in order for the systems to be considered a 

success. 

Researches by Glaser (2002) and Wickramasinghe and Mlls (2002) also report 

on KMS in the health industry. Glaser focuses on KMS in hospitals based on drug 

administration that has patients' details and properties of drugs in order to cut risks 

of mistakes while Wickramasinghe and Mills look at the overall storing of medical 

records. Ile software-based systems will cross-reference the prescription with the 

patient's case notes of symptoms and diagnoses and check if the drugs prescribed 
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are suitable for the patient It cuts risks of drug-administration mistakes and it could 

be a matter of life and death which is a way of avoiding tragic mistakes as 

mentioned by Hoopes and Postrel (1999). Cappabianca (2002) and Patton and Low 

(2002) also present a similar concept of KMS as a tool for sharing information in 

the military. Cappabianca looks at the process in the United States Air Force 

whereby efficient KM as well as knowledge sharing among departments can lead to 

better financial management within organisations while Patton and Low report at 

sharing data and information between government agencies to avoid terrorist 

attacks. Moreover, studies in the educational sector are conducted by Rao (2002) 

who looks at KMS in educational departments through intranets where students, 

staff and administration staff can access and share ideas as well as information. 

These authors present a description on the benefits of having an cffective KM and 

an cfficient KMS within each of the respective organisations. However, they fail to 

touch upon a more interesting aspect and that is the issues relating to the 

implementation of the KMS within the organisations. 

Effective KMS implementation that forgoes moral hazards i. e. encouraging 

individual's willingness to share, and can help in creating an active learning 

environment is presented by De Loo (2002). De Loo believes that through action 

learning, employees and managers alike could sit down to share thought processes 

and ideas into solving problems, therefore creating organisational growth. Action 

learning could be used when an organisation is faced with real-life problems for 

which no clear-cut solutions exist. It can be described as a social process of 
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managers and workers getting together to review and interpret their experiences in 

order to understand the processes that have led them to solve a problem. The 

reflections made by workers and managers, which constitute a process by means of 

which a solution to a problem can be generated, may help them to solve similar or 

even very different types of problems they may encounter in the future (De Loo, 

2002). Therefore, top management policies should be directed towards knowledge 

sharing, by setting up appropriate organisational structures, cultures, and motivation 

schemes. 

Another interesting article presents the concept of a KM Reference model 

(Abou-Zeid, 2002). This model has three layers, the fu-st layer involving what 

knowledge is available within the organisation i. e. the knowledge of the employees. 

The second layer involves the processes of knowledge acquisition, application, 

storage and dissemination while the third layer involves the resources available for 

the process to run smoothly i. e. IT or databases. However, this model can only be 

achieved if there is a proper knowledge culture implemented within the 

organisation. Interestingly, Abou-Zeid does not describe what a 'proper knowledge 

culture' should be. Other authors that present the concept of layering of knowledge 

are Ellingsen and Monteiro (2003) who talk about creating sort of a timeline to the 

data compiled to make a working knowledge. These articles reviewed above 

proposed quite interesting models on KMS but they fail to consider the realistic 

problems that might be faced by the organisations in implementing the models. 

92 



Some authors also associate KNIS with IT. Clapperton (2002) studies KMS as a 

system that filters the e-mails looking for key words that are related to any ideas or 

interests of the person who owns the e-mail address and stores them separately from 

other mail. The system then becomes sort of like a reference-based system. 

Johnston (2003) on the other hand, mentions that HR personnel should be more IT 

literate to be able to handle more knowledge-based software for KMS. Plass and 

Salisbury (2002) research on a design model based on computer aided technology 

as a KMS. They postulate that their design model will be able to keep up with 

changes in the need and information in the system as well as how people can update 

their information afler accessing the system to solve a problem. However, this will 

depend very much on how much people update their information as well as how 

easy the system is to run. Essentially, KMS uses some combination of the following 

technologies: the Internet, intranets, extranets, browsers, data warehouses, data 

filters, data mining, client server, multimedia, groupware and software agents to 

systematically facilitate and enable the capturing, storing and dissemination of 

knowledge across the organisation (Galup et. aL, 2002; Roy and Roy, 2002; 

Wickramasinghe and MUs, 2002; Morejon and Gros, 2003). By having an efficient 

system, Fox (2002) states that we can save time and money having to ask the same 

questions over and over again to the same group of people when we can just access 

the answers from the system. However, the effectiveness of these IT systems 

implemented still requires the input from all parties to avoid repetition of asking the 

same questions and this participation depends largely on the motivation of the 

employees involved within the organisation. 
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Another portrayal of KMS proposed by numerous authors is KMS as a means for 

increasing intellectual capital individually or in an organisation. Zhou and Fink 

(2003) question which is more important; individual tacit knowledge, explicit 

knowledge or organisational knowledge as a whole? They also look at linking 

intellectual capital with KM to give an overall added value to the organisation. 

However Zhou and Fink only give a theoretical model through an intellectual 

capital web where different factors are integrated with each other and not an actual 

empirical study on the matter. Truch (2001) also discusses individual intellectual 

capital but proposes that employees should become more self-sufficient to share 

and learn new knowledge therefore making personal KM become more prevalent. 

However, Truch fails to indicate how the employees could achieve this level of self- 

sufficiency in order to increase personal KM. 

On an organisational. level, the KM skills are mainly being exploited by large 

organisations such as BP, Shell, BAE Systems and FordL They recognise the 

benefits of sharing knowledge and creating repositories of it from inside and outside 

their organisations. Other organisations, such as the World Bank, attempt to 

develop systematic processes for recording the knowledge of employees on the 

verge of retirement. With a combination of video interviews and hyperlinks to 

important documents and reports, senior practitioners can impart their experience in 

a rich multimedia environment that can be shared with others. By capturing such 

insights, the organisation is able to preserve its memory and share it with 

succeeding generations of employees (Lesser and Prusak, 2001). Furthermore, there 
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is now a growing recognition of the value of establishing such practices within 

small and medium sized enterprises. Recent studies by the DTI and European 

research bodies recognise that small firms face problems in sharing know-how and 

retaining knowledge when experienced staff move on or retire. They also need to 

develop skills for turning tacit knowledge within company into an explicit, 

accessible form for new project and product development (Davis, 2001). Maholtra 

(1997) also lists a variety of organisations that has KM initiatives which includes 

Andersen's Knowledge Xchange, Booz Allen & Hamilton's Knowledge On-Line, 

CAP Gemini's Knowledge Galaxy, Ernst & Young's Centre for Business 

Knowledge and Monsanto's Knowledge Management Architecture but it is unsure 

as to how updated this is. 

After all that has been said and done about KMS, there still lies the question 

about whether or not the employees will use the system. Most companies that are 

trying to manage the knowledge process are quickly realising that information input 

does not necessarily translate into knowledge output. Building knowledge-based 

systems, no matter how ingenious, does not mean that people will use them, or, if 

they do use them, that the benefits will justify the costs (Hope and Hope, 1997). 

Technology platforms may assist, but no technology win stimulate the flow of 

knowledge without attention to the cultural and organisational contexts in which 

people are encouraged to develop and share their knowledge (Clarke, 2001). 

Furthermore, there are many difficulties in building a useful knowledge-based 

system, including difficulty in capturing knowledge, lack of robustness and 
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flex. ibility. inability to provide deep explanations, difficulties in verification, little 

learning from experience and computational efficiency (Hicks, 2003). 0 

Althou, c,, -h 
it is easy to discuss managing knowledge and creating conducive 

environments for KM, there are many challenges involved in managing knowledge 

and there is no guarantee that the process or system will work without efficient 

implementation. But how does an organisation know that they have a viable 

working system? There really is no means to measure the effectiveness of KM but 

one of the suggested methods of measuring effectiveness of KM is the end of the 

pipeline, producing things that are ready to generate revenue. These can include 

new products, extensions of product lines, and new patents or better organisation 

and utiIisation of existing patents (Muflin, 2001). However, the question remains on 

whether or not the employees can be persuaded to contribute to the KM of the 

organisation by willingly sharing their knowledge, efficiently storing, manipulating, 

and udlising the learned knowledge within the company. KM is a complex and 

problematic aspect of knowledge and the success of the KM within an organisation 

depend very much on a variety of issues. These issues ranging from what 

knowledge is needed within the company to how the company will efficiently 

retrieve knowledge already stored within the organisation need to be taken into 

account when considering any systems or processes that would help in the YCM of 

the organisation. 
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CHAPTER 4: RESEARCH METHODOLOGY 

4.1. Introduction 

In this chapter, the research methodology undertaken during this research will be 

described. This chapter will identify how the topic for the research is chosen, what 

the research questions of this thesis are, and the debates surrounding the research 

methods available for conducting a study. Furthermore, the rationale for choosing a 

specific research method, the subjects chosen for the study, how the data collection 

is conducted and the data analysed is also presented. 

4. Z Topic Search 

From the initial literature miew, it is found that there are a variety of 

discussions surrounding the issue of knowledge. Besides knowledge workers, the 

other main issues include the debates regarding the knowledge economy, 

knowledge work and knowledge management in the workplace. Through reading 

the literature available on the Rkica of knowledge, there are many articles that 

mention the importance of knowledge in the current economy (Stiglitz, 1999; 

Sbarcea, 2001; McKinlay, 2002) and that companies are beginning to realise the 

importance of knowledge and information to the economic growth of the 

organisation (Harrison and Leitch, 2000; Puddy et. al., 2001; Du Toit, 2003). 
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Furthermore, there is the proposition that knowledge has to be utilised efficiently in 

order for the company to remain successftd in the current market (Wikstr6m and 

Normann, 1994; Jacques, 2000). The concept of knowledge as a resource as well as 

the utilisation of employees from their knowledge rather than just their skill led to 

the next step in investigating the concept of KM. 

During the literature review, the distinction between explicit and tacit knowledge 

emerged as a central concept (Nonaka and Takeuchi, 1995). This raised questions 

about whether the tacit knowledge of employees is recognised as important within 

an organisation and if they are being fully utilised. Further issues arose as to what 

methods the companies use to manage the knowledge of their employees as well as 

the knowledge existing within the organisation. This led to a detailed literature 

review search that uncovered a wide range of articles related to the benefits of 

managing knowledge, ranging from better competitive edge over the organisations' 

competitors (Stiglitz, 1999) to avoiding mistakes at the workplace (Hoopes and 

Postrel, 1999). 

However, although many of the articles support the KM process within 

companies, there are also articles that raise some issues surrounding the 

implementation of KM procedures within organisations. These problems include 

difficulty in trying to identify necessary knowledge within the company (Galup et 

al., 2002), how to acquire and retain tacit knowledge which is vague and difficult to 

quantify (Crowther eL al., 2001), the reluctance of the employees to share 
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knowledge (Fruch, 2001) as well as the problem of trying to efficiently utilise 

stored knowledge (Borck, 2001). From reviewing these articles that discuss the 

benefits and problematic issues of KM, it was then decided that research into the 

issues surrounding the knowledge management policies and procedures of 

employees within an organisation is the best course of direction for the thesis in 

discovering new aspects and issues of knowledge and knowledge mmagement. 

4.3. Research Questions 

As discussed in Chapter Two, the literature review on knowledge states the 

importance of knowledge as a resource within an organisation. Besides considering 

the traditional views of resource, organisations are becoming increasingly aware of 

their employees and their knowledge as an important aspect of their company, 

especially when organisations utilise and sell knowledge in some form or another. 

This awareness is making knowledge an important component of the company's 

management strategies (Wikstr6m and Normann, 1994). However, the many 

defulitions of knowledge are adding complexity in the challenges for organisations 

in managing knowledge. 

From the previous chapters, we can see that knowledge is referred to as many 

things. It is defined abstractly as an intricacy of tacit skills (Blackler, 1993) or as a 

fi-ee-flowing entity that moves between and across organisational boundaries 
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(Sbarcea, 2001), to the more cognitive definition offered by Bertels and Savage 

(1999) and Truch (2001) that state that knowledge consists of the people's skills, 

competencies and ideas. As to the concept of knowledge as an entity, Kriener 

(1992) also mentions that knowledge is constantly reproduced while Augier and 

Vendelo (1999) propose that knowledge is a non-consumable resource. 

Furthermore, knowledge is always changing and the ability to change knowledge 

becomes a source of power for the organisations (Jacques, 2001). So it would seem 

that knowledge is becoming an intellectual resource for organisations besides the 

traditional capital associated with organisations. Therefore, in this current volatile 

economic market, it would be interesting to discover if organisations are aware of 

the importance of knowledge as a resource. 

In addition to recognising knowledge as a resource, organisations must be able to 

identify and combine knowledge appropriate for diagnosing and solving problems 

that confront them (Fincham et. al., 1994). The identification of knowledge is 

especially important since different companies need different types of knowledge, 

and companies tend to be a systematic world where people of diverse backgrounds 

and capabilities, exist and work together (Sbarcea, 2001). Moreover, effective 

identification of what knowledge is needed within the organisation would allow the 

company to hire the right kind of employees with the desired knowledge and skills 

(Buhler, 2001). However, according to Galup et al. (2002), this makes managing 

knowledge a challenge because organisations would first of all have to identify the 

location of all needed knowledge and then determine the easiest way to retrieve it. 
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Before the emergence of the knowledge economy, most management rarely 

considered employees beyond the scope of using their skills and expertise. With the 

rise of the knowledge economy, companies are feeling the pressure to offer quality 

services and products to their clients. Employees are also possibly pressured into 

contributing more in terms of their knowledge along with their expertise and skins 

in order for the organisation to remain competitive. Stiglitz (1999) mentions that 

those with the ability to produce knowledge and information more efficiently than 

others would have the competitive advantage over other organisations while 

Sbarcea (2001) states that knowledge gained by experience is becoming 

increasingly prized by organisations. Experienced employees are considered more 

valuable to the company as knowledge is deemed as power and efficient utilisation 

of knowledge includes encouraging employees to gain more knowledge. Therefore, 

it would be interesting to discover whether employees are being encouraged to 

become more knowledgeable as the ability to draw upon the skills and expertise of 

the employees is becoming an important factor to corporate management 

(McKinlay, 2002). 

An interesting point that is stated in various articles is that the value of 

knowledge depends on how well management can utilise the knowledge within the 

organisation (Roos and van Krogh, 1992; Brailsford, 2001; Clarke, 2001) and that 

knowledge increases in value if shared within the organisation (Roos and van 

Krogh, 1992). Jang et. al. (2002), also add by saying that the value of knowledge is 

capitalised when the knowledge is distributed, shared, and internalised by the 
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members in charge of the task. Moreover, there is the benefit of sharing knowledge 

in order to avoid mistakes within the organisations as. proposed by Hoopes and 

Postrel (1999). Furthermore, if the organisation is to become more efficient, the 

literature review reveals that companies should encourage employees to share 

knowledge among each other. In addition, methods of sharing knowledge which 

includes sharing knowledge through social interaction or networking (Bertels and 

Savage, 1999; Foley, 2001; Lesser and Prusak, 2001; Mariotti and Delbridge, 2001; 

Puddy et. al., 2001; McKinlay, 2002; Newell et. al., 2003) as well as through 

awarding bonuses, share plans and other awards for departing employees to share 

their knowledge before leaving the organisation (Alvesson et al., 2001; Hall, 2001; 

Lesser and Prusak, 2001) is also mentioned in the literature review. However, the 

employees may be reluctant to share their knowledge due to the fear in loss of 

'power' if they shared their knowledge in case they become dispensable (Hope and 

Hope, 1997; Truch, 2001; Warner, 2001) and this might lead to knowledge- 

hoarding (Stiglitz, 1999). This could be a crucial undertaking by organisations; to 

achieve a fine balance between encouraging their employees to share knowledge as 

well as convince them that the employees are important to the survival of the 

organisation. As McKinlay (2000) indicates, the need to capture, utilise, employ 

and harness knowledge forms the basis of a knowledge management strategy, thus 

it would be interesting to discover how the organisations went about solving this 

problem of managing knowledge. 
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Another problem of sharing knowledge which could be faced by the company is 

the challenge of encouraging and motivating employees to share their knowledge 

by turning their tacit knowledge into explicit knowledge (Zhou and Fink, 2003). 

The focus on the conversion of tacit to explicit knowledge is following in the 

footsteps of Nonaka and Takeuchi (1995) who mention that knowledge 

management involves the conversion of tacit knowledge into explicit knowledge. 

Furthermore, Breu et. al. (2000) state that there is value in utiIising intangible 

assets. Therein lies one of the challenges of tacit knowledge, in how to manage it 

(Stiglitz, 1999; Scarbrough, 2003), especially when there is a lack of systematic 

research in tacit knowledge due to ill-defined concepts of tacit knowledge (Harrison 

and Leitch, 2000). Furthermore, when there is tacit knowledge to consider, it will 

be difficult to codify the tacit knowledge of the employees and this leads to a 

difficulty in studying organisational knowledge (Kotylar and Saks, 2001). However, 

following the discussions of tacit knowledge, the question remains on whether the 

organisations actually utilise the tacit knowledge of their employees. 

Through the reading of the literature available in the area of knowledge 

management in Chapter Three, the concept of retention of knowledge became more 

interesting. Since knowledge is within the employees, there is the question of 

retaining the knowledge within the organisation if and when the employee is to 

leave the company. One of the factors noted during the literature review that is 

linked to why retaining knowledge is so important is that the changes in 

organisational profession are leading to challenges in managing experts such as 
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managers, administrators, engineers (HuH, 2000). Professionals nowadays also go 

for higher education similar to the traditional experts, and will acquire their 

qualification at the workplace but will depend less on formal education (Alvesson, 

1993). Furthermore, people are now rarely working in one company from the time 

they begin their working career until their retirement day. With the knowledge 

gained at the workplace, these professionals are more liable to change jobs which 

offers them more challenges, responsibilities or even better rewards. Iberefore, 

employees might leave the organisation as there is no loyalty to the company. Some 

companies also have to deal with downsizing through redundancy policies and 

early-retirements which means a loss of employees with the most experience. All of 

which could lead to a loss in the overall knowledge base of the organisation (Lesser 

and Prusack, 2001). 

One problem that is raised during the discussions in the literature review 

regarding knowledge retention is the issue of data-dumping. Organisations are 

becoming overwhelmed with intellectual capital which leaves the company with 

irrelevant data and this could lead to 'data dumping' (Borck, 200 1). This means that 

companies have the added pressure of trying to manage all knowledge stored to 

prevent it from becoming a dumping ground of information (Fogarty, 2001). The 

literature review reveals that in order for a company to remain competitive in the 

active market, there should be efficient utilisation of the knowledge within the 

employees as well as the company (Sbarcea, 2001). Tberefore, not only do 

organisations have to know how to store information but their process of KM has to 
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know how to retrieve and utilise stored information as well (Newell et al., 2001). 

However, it would seem that currently, there are difficulties in building a robust 

knowledge-based system capable of capturing and utilising knowledge (Hicks, 

2003) due to the complexities of managing knowledge as well as being a long-term 

programme (Hope and Hope, 1997). 

At the current moment, KM is becoming more electronically based due to 

technological advancements (Ciborra and Patriotta, 1996; Condon, 1999; Kotylar 

and Saks, 2001) but it should be remembered that IT should not be synonymously 

linked with KM as a whole and that IT should only be there to assist KM. As it is, 

there are two broad schools of approaches to managing knowledge; the first being 

the informational school where knowledge comprises of objects that can be 

identified within information systems such as data warehousing, skill-banks, 

browser-based portals, and web-based personal profiles (Buhler, 2001; Gonsalves 

and Zaino, 2001; Moore, 2001; T'illet, 2001). But can these systems be effectively 

used to manage knowledge or are they an organisation's answer to a KM strategy? 

The second approach is the behavioural school where KM is considered to be the 

dynamics process within which skills and knowledge are constantly changing such 

as knowledge creation and adaptation (Hope and Hope, 1997) so what policies do 

the organisations have to encourage knowledge creation and utilisation? Therefore, 

it would be interesting to discover if the organisations follow an informational or 

behavioural school approach in managing knowledge by seeing which aspect they 

focus more on. Do the organisations focus more on implementing informational 
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systems to assist in their KM process or do they focus more on the behavioural 

aspect of employees creating, applying, storing and sharing knowledge? 

Based on the background reading undertaken to discover more about knowledge 

and the management of knowledge, some gaps %ithin the literature were found that 

needed following up. Especially when most of the articles discuss about the need 

for efficient knowledge management and yet mention so little about the actual KM 

process within the organisation. These articles propose the benefits of maintaining 

an intellectual capital (Truch, 2001; Fox, 2002; Zhou and Fink, 2003) but they still 

fail to discuss issues in maintaining or implementing an intellectual capital. 

Furthermore, the problematic issues related to KM i. e. the importance of tacit 

knowledge, the necessary knowledge needed. within the organisation, the existence 

of knowledge sharing, the policies surrounding knowledge retention and the 

possible problems of data-dumping are usually raised but never really researched 

upon by the articles available. 

By looking back at the research objectives, the intention of this thesis is to study 

the issues surrounding the identification, acquisition, utilisation, retention and 

dissemination of knowledge within the organisation as wen as any supportive 

systems within the company that will assist in the implementation of a KM strategy. 

These intentions, along with the gaps in the literature review regarding possible 

problems with the KM process within an organisation which includes the utilisation 
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of knowledge or the effective retrieval of stored knowledge lead to a list of research 

questions that this study wishes to explore fin-ther during the research: 

" What methods do the organisations use to identify necessary knowledge and 

encourage their employees to gain more knowledge? 

" What are the policies and procedures that form the KM strategies implemented 

within the organisations and if so, do they follow an informational or 

behavioural approach? 

" What are the ways in which organisations conduct and encourage knowledge 

sharing, knowledge retention and utilisation of stored knowledge within their 

companies? 

" What are the benefits and shortcomings relating to the KM processes that are 

being faced by the organisations? 

" How do the HR systems assist in the KM process and what is the relative 

weight of the systems in supporting the implementation of the KM strategy 

within the organisations? 

Therefore, this research aims to discover how organisations recognise knowledge 

within their company, how they encourage the gaining and sharing of knowledge 

among their staff and finally how the companies retain the knowledge within their 

organisation. Moreover, the research would also like to uncover any problems that 

might be faced by the organisations while managing the knowledge of their 

employees and any other factors that might be involved with implementing a KM 

strategy within the companies. 

107 



4.4. Research Methods 

There is a bit of difficulty in deciding which research method should be used to 

carry out the research. Bums (2000) states that, "the choice of which research 

method is used should be based on an informed understanding of the suitability of 

that methodfor that particular research" (pg. 39 1). This research wishes to study 

the concept of knowledge as a resource within an organisation. Furthermore, the 

study should also show if and how employees are encouraged to gain, share and 

store knowledge within their organisation. Moreover, the various policies that might 

be implemented within the organisation that encouraged the cffective utilisation of 

knowledge of the employees would also be researched. 

Since the research is to discover how organisations manage the knowledge of 

their employees overall, a system that would allow the discovery of these answers is 

neededL Therefore, the two main methods of research, which are the quantitative 

and the qualitative research methods as a means for uncovering the necessary data, 

is considered. The features of the research, as well as the suitability of the method 

for the research along with the benefits and limitations of each research method 

wan-ants deliberation before making a decision. 
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4.4.1. Quantitative Method 

First of all, the quantitative method of research is looked at. According to 

Creswell (2003), quantitative research involves complex experiments with many 

variables and treatments. Furthermore, quantitative research collects data on 

predetermined instruments that yield statistical data. Nachmias and Nachmias 

(1996) also add that researchers using the quantitative methods deal directly with 

operationalisation, the manipulation of empirical variables, prediction and testing. 

Therefore, "quantitative research places great emphasis on methodology, on 

procedure, and on statistical measures of validity" (Nachmias and Nachmias, 1996, 

pp. 554). There are a variety of methods that come under the umbrella of 

quantitative research and this includes among others, surveys and experiments 

(Silverman, 2002; Creswell, 2003). Table 4.1, adapted by Silverman (2002), shows 

the methods of quantitative research. 

Table 4.1 Methods of Quantitative Research 

Method Features Advantages 

Social Survey Random samples Representative 
Measured variables Tests hypotheses 

Experiment Experimental stimulus Precise measurement 
'Control group' not exposed 
to stimulus 

Official statistics Analysis of previously Large datasets 
collected data 

'Structured' observation Observations recorded on Reliability of observations 
predetermined 'schedule' 

Content analysis Predetermined categories Reliability of measures 
used to count content of 
media products 

(Silverman, 2002, pg. 3) 
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Despite the simplicity and systematic approach in many of the methods in 

quantitative research, there are some limitations in using these methods. Silverman 

(2002) lists a variety of limitations and these include among others: 

" Quantitative research can involve little or no contact with people of the 'field'. 

" Statistical correlations may be based upon 'variables' that are arbitrarily 

defined. 

" The pursuit of 'measurable' phenomena can mean that unperceived values creep 

into research. 

"A purely statistical logic can make the development of hypotheses a trivial 

matter and fail to help in generating hypotheses from data. 

Overall, although quantitative research may be systematic and offers an orderly 

approach towards data collection, it fails to consider the 'softer' aspect of society 

which deals with human behaviour that cannot be discovered through controlling 

variables and stimuli. 

4.4.2 Qualitative Method 

A contrast to the quantitative research methods is the qualitative research 

methods. Ile methods used by qualitative researchers exemplify a common belief 

that they can provide a 'deeper' understanding of social phenomena that might not 

be obtained from purely quantitative data (Silverman, 2002). Miles and Huberman 
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(1994) also state that qualitative data are a "source of well-grounded, rich 

descriptions and explanations ofprocesses in identifiable local contexts " (pg. 1). It 

is also suggested that the chronological flow of events of everyday life of 

individuals, groups, societies and organisations where more fruitful explanations 

could be derived can be preserved by using qualitative data (Miles and Huberman, 

1994). Since one of the objectives of this research is to get a deeper understanding 

into the issues surrounding the organisational management process relating to 

knowledge, the qualitative approach seemed to be the best option- Furthermore, the 

in-depth understanding of society as it happens as well as the flow of events within 

the company could help the study come up with a more conceptual frameworks of 

reality as Bums (2000) mentions "since humanjudgement is so profowuffy apart of 

every human act, the supposed objectivity of science is, in fact, a delusion" (pg. 

10). 

Qualitative researchers would therefore study life as it happens without trying to 

change or control the situation as in quantitative methods and this is most suitable 

for this research as it would mean a better understanding of the fi-amework of the 

KM process within the company. Bums (2000) proposes that while scientific beliefs 

may have traditionally continued unquestioned for many years, the human element 

has become increasingly recognised as a critical and determining factor in the 

definition of truth and knowledge. Bums further adds that with the qualitative 

method, researchers tend not to have hypotheses but rather accept and study the 

natural scheme of things (2000). Furthermore, Miles and Huberman (1994) write 
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that qualitative researchers should study the explicit and implicit rules of the 

situation that is being researched. This is agreed by Nachmias and Nachmias (1996) 

who add that researchers using qualitative methods attempt to understand behaviour 

and institutions by getting to know the people involved as well as their values, 

rituals, symbols, beliefs and emotions. As quoted by Creswell, "qualitative 

research is an inquiry process of understanding based on distinct methodological 

traditions of inquiry that explore a social or human problem The researcher builds 

a complex, holistic picture, analyzes words, reports detailed views of informants, 

and conducts the study in a natural setting- (1998, pg. 15). Creswell's quote is 

supported by Bums (2000) who indicates that qualitative research places stress on 

the validity of multiple meaning structures and holistic analysis as compared to the 

statistical compartmentalisation of quantitative research. As there is no hypothesis 

in this research regarding the issues surrounding knowledge management within an 

organisation, the qualitative approach suited the study in terms of finding out actual 

occurrences within the company. 

As it might be necessary to gain more insight into the natural setting of the 

participant, the qualitative researcher often goes to the site of the participant to 

conduct the research and collect data without disturbing the site any more than 

necessary. Whilst carrying out the research, researchers also try to build a rapport 

and credibility with the individuals. In this way, the researcher using the qualitative 

method is able to develop a level of detail about the individual or place as wen as to 

be highly involved in the actual experiences of the participants (Creswell, 2003). 
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One of the objectives of this study is to discover the HR support systems that assist 

in the management of employee knowledge and therefore, the qualitative research 

would help to discover the social and human element within the companies chosen 

for the research. 

One of the benefits of the qualitative research method is that it could offer a more 

flexible approach to collecting data. Researchers could collect open-ended, 

emerging data about what people say and do with the primary intent of developing 

themes from the data to understand events from the viewpoints of the participants 

(Bums, 2000; CresweR, 2003). Furthermore, qualitative research helps researchers 

to discover new integration, as well as generate or revise conceptual frameworks 

(Miles and Huberman, 1994). 'Iberefore, "the strength of qualitative studies lies in 

a descriptive or exploratory research that stresses the importance of context and 

the subject'sftame ofreference" (Burns, 2000, pg. 3911 This would be extremely 

helpful in this research as the study of knowledge, which is a topic that is difficult 

to conceptualise would at least be able to be studied in a descriptive manner. 

Although there is a lot to be advocated about the benefits of the qualitative 

method, there arc also some shortcomings of the research method that need to be 

consideredL These issues include the amount of time spent on data collection, the 

time spent on data analysis, a possibility of researcher bias due to the close 

relationship with the participants, a possibility of data overload, as well as the issue 

of validity and reliability of the method (Miles and Huberman, 1994; Bums, 2000; 
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Silverman, 2000). Since the qualitative research method requires the researcher to 

spend a larger amount of time with the participant as compared to the quantitative 

method, more time is needed for data collection; months, even years can be needed 

in order to collect the necessary data. Bums (2000) states that, "there is a critical 

need for the researcher to spend a conTiderable amount of time in the research 

setting in order to examine, holistically and aggregately, the interactions, reactions 

and activities ofsubjects " (pg. 13). Considering that this study intends to discover 

the natural knowledge management process within an organisation, time and energy 

would need to be spent within the organisation in order to discover the true overall 

picture of the company attitudes towards employees and their knowledge. 

The issue of data analysis is also another criticism of the qualitative method. 

First of all, there is the amount of time that might be needed in analysing and 

coding data that is mostly subjective rather than objective (Miles and Huberman, 

1994). This analysis of qualitative data could include transcribing recorded 

interviews and observations which although captures the spoken responses of the 

respondents, the reliability of the interpretation of hmscripts may be gravely 

weakened by a failure to record apparently trivial, but often crucial, pauses and 

overlaps (Silverman, 2000). 

Another aspect that has to be considered when deciding whether to use the 

qualitative research method is the possible bias, from the viewpoints of both 
]L--- 

researcher and participants (Wes and Huberman, 1994). Due to the intimacy of the 
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researcher-participant relationships during the researck there is a possibility that 

the researcher's presence itself will have profound reactive effects on the subjects 

during the study (Bums, 2000). Furthermore, there is the promise of anonymity 

from the researcher, which could make the evaluator's task difficult in terms of the 

preparation and presentation of the results (Bums, 2000). 

Finally, an important criticism about the qualitative method is the reliability and 

the validity of the research. Basically, for a research to be considered reliable, it is a 

matter of consistency whereby other researchers should be able to obtain the same 

results if they are to repeat the same research. Furthermore, validity is a matter of 

'truth' where according to Silverman (2000), there can be doubts about the validity 

of an explanation due to a variety of reasons including extended immersion in the 

field which could lead to selective results being portrayedL Due to the subjective 

nature of qualitative data and its origin in single contexts, it is difficult to apply 

conventional standards of reliability and validity as in the scientific, experimental 

statistics that is commonly used in quantitative research (Bums, 2000; Silverman, 

2001). It would be difficult to replicate interviews, contexts, situations and 

interactions to any extent as well as to control what can or cannot be revealed in the 

results for the results to be considered truffiftil (Bums, 2000). However, if another 

researcher is to repeat the sa e research with the same questionnaire and with the 

same set of subjects, although the results would not be verbatim, the general 

outcome of the results would indicate the same situation faced by the subjects. 'Me 

research would also still be considered systematic by utilising the same questions 

115 



and repeating the same experiment. Therefore, it is difficult when using the 

qualitative research methods to measure the reliability and validity of the research 

results as compared to the systematic approach of the quantitative methods but 

nevertheless, they would still produce the same results, thus making the research 

reliable and valid. 

However, since this research aims to study the day-to-day process of 

management within the organisation rather than in a controlled environment, a 

systematic, laboratory approach of the quantitative method just would not be 

suitable for this particular research. Overall, the qualitative research method would 

give an opportunity to study realistically how the knowledge within an organisation 

would be identified as well as how employees are motivated to increase their 

knowledge. Moreover, the issues surround the implementation of a KM strategy 

within an organisation would be better understood by using the free-flowing 

realistic study of the qualitative research method- Furthermore, as one of the 

objectives of this research is to discover how knowledge is retained and 

disseminated within the organisation, the qualitative method would allow the 

collection of emerging data first hand. Finally, the qualitative research method 

would be useful to get a realistic view of the functions within the organisation 

involving the HR support systems as well as overall KM processes without any 

controlling elements forcing it into a restrictive enviromment. Therefore, the 

qualitative method is chosen for its feasibility and compatibility in conducting this 

research on KM strategies within organisations in a natural setting. 
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4.4.3. Quantitative vs. Qualitative 

With all the characteristics mentioned by the various authors, there is a strong 

contrast between the quantitative and qualitative methods of research. Table 4.2. by 

Halfpenny (1979) demonstrates the different features of the Quantitative and 

Qualitative methods. 

Table 4.2: Claimed features of Qualitative and Quantitative methods 

Quantitative Qualitative 

Hard Soft 
Fixed Flexible 
Objective Subjective 
Value-Free Political 
Survey Case Study 
Hypothesis Testing Speculative 
Abstract Grounded 

Halfpenny (1979) cited by Silverman (200 1, pg. 26) 

From the table above, it can be inferred that qualitative research methods take a 

more subjective and softer approach to research compared to the quantitative 

method that is more rigid and controlledL Furthermore, since the qualitative 

researcher is concerned with intentions in the interpretation of the results, 

quantitative analysis is not sensitive enough (Mostyn, 1985). This perspective is 

agreed by Bums (2000) who says that "qualitative methods attempt to capture and 

understand individual definitions, descriptions and meanings of events 

Quantitative methods, on the other hand, count and measure occurrences" (pg. 

388). 
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After considering the differences between the two research methods, the research 

questions of the thesis is referred to decide upon which method would be most 

suitable as Yin (2003) mentions that the research methods that is chosen depends on 

the research questions. As this research wanted to conduct an in-depth study on the 

KM strategy within the organisation, the qualitative research method seemed to be 

the most appropriate choice of methods. This way, the KM process within the 

company could be studied without the need to control any variables. 

4.4.4. Interviews 

One of the main methods under the umbrella of a qualitative research approach is 

the interview method. According to various authors, an interview involves two or 

more people meeting face-to-face (or the telephone may be used) in order for one 

party to learn something from another party i. e. to elicit opinions or views, or to 

meet to exchange information (Brenner et. al., 1985; Glesne and Peshkin, 1992; 

Bums, 2000). An interview is conducted on a more formal basis where the 

interviewer will ask about that which they cannot see or can no longer see, for 

example, when they would like to search for an explanation for why something 

happened (Glesne and Peshkin, 1985). Tle ability to explore alternative 

explanations for that which cannot be observed directly is one of the strengths of 

interviewing in a qualitative inquiry. This is useful in studying in detail an 
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infoxmant's perception regarding a specific person, event or process (Glesne and 

Peshkin, 1985, Bums, 2000). 

There are a variety of other benefits of using the interview method and this 

includes, as modified from Brenner et. al. (1985), Nachmias and Nachmias (1996) 

and Bums (2000): 

9 It has greater flexibility in the questioning process - it allows both parties to 

explore the meaning of the questions and answers involved. Furthermore, any 

misunderstandings on the part of the interviewer or the interviewee can be 

checked immediately in a way that is just not possible when questionnaires are 

being completed, or tests are being performecL 

It gives the researcher a greater control over the interview situation - the 

interviewer can press for additional information or probe finther when a 

response seems incomplete. The interviewer is also able to control the sequence 

of the items as the respondent cannot look ahead and anticipate trends in the 

enquiries. 

It has a high response rate as compared to postal questionnaire - people are 

more willing to talk and react verbally than to write responses to questions. 

Furthermore, a face-to-face interaction assists in the establishment of rapport 

and a higher level of motivation among respondents. An interview would also 

give rapid and immediate response from the subject. 

The interview survey allows the interviewer to collect supplementary 

information about the respondent -a useful method when extensive data is 
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required on a small number of complex topics. The interviewer also has the 

opportunity to observe the subject's non-verbal communication and the total 

situation in which they are responding. 

* Helps to gain information from some minority groups - this approach is useful 

in obtaming responses from people who would find a written response 

impossible, such as very young children, the elderly, the illiterate and some 

disabled groups. 

However, along with the benefits of the interview method comes the limitations 

that need to be noted and considered so that it can be minimised when conducting 

the research. These limitations include: 

1-figber cost - in the sense of travelling to the organisations, time spent 

interviewing the respondents and if the questions are open-ended, the cost of 

recording and processing the information. Tberefore, only a limited number of 

subjects can be interviewed. 

9 Interviewer bias - the appearance, the tone of voice, question wording and so 

forth of the interviewer may affect the respondent The interviewer could 

become familiar with the respondent and therefore, could affect the analysis of 

the data. 

,, Lack of anonymity - the respondent may feel threatened or intimidated by the 

interviewer especiafly if some of the questions are of a sensitive nature. The 

respondents might feel that they are being 'put-on-the-spot'. 
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" Reliability and validity - this is due to the assumption that qualitative research 

is not reliable or valid. One of the reasons that most researchers are unwilling to 

embrace the interview as a research procedure has been the doubts cast on it in 

the early part of the twentieth century because of biases and unreliability. 

Coupled with the fact that many researchers argue that for a research to be 

considered reliable or valid means that the research should be able to be 

repeated in exactly the same manner and setting and obtain the same results. 

Since it is difficult to repeat the interviews again with the same subjects in 

exactly the sam e settings, it is assumed by some to be unreliable or valid. 

" Difficulty in finding skilled and trained interviewers with appropriate 

interpersonal skills - this could lead to questions not being asked properly and 

-unnecessary 
data being collectedL 

" Difficulty in analysing data - flexibility afforded by unstructured interviews 

may generate difficulties when attempts are made to categorise and evaluate 

responses. 

(Modified from Brenner et aL, 1985; Nachmias and Nachmias, 1996; and Bums, 

2000). 

Despite the awareness of the limitations of the interview, it is decided that by 

conducting interviews with the subjects, a deeper insight into the KM process 

ýwithin the organisation. could be gained. Furthermore, as interviews allow on-the- 

spot directness to information and a general speed of response not available in other 

methods (Brenner et. al., 1985), this research method would help in gaining the data 
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necessary for getting an overall understanding of the nature of the organisation in 

relation to KM. Moreover, the subject of validity and reliability could be overcome 

by the notion that if the experiment is to be repeated using the same questions, thus 

making it reliable, the overall results would indicate the same as the previous 

experiment, making it validL 

4.4.5. Multiple-Case Study Method 

It is decided that the case study method would be used that would encompass 

interviews with the participants as the primary source of data collection, and printed 

material about the organisations and their industries as the secondary source of data. 

The reason for choosing the case study method is partly influenced by a quote by 

Bums (2000) who states that "case study is used to gain in-depth understanding 

replete with meaningfor the subject, focusing on process rather than outcome, on 

discovery rather than confirmation" (pg. 460). Furthermore, the case study method 

allows investigators to retain the holistic and meaningful characteristics of real life 

events that include the organisational, processes (Yin, 2003). Case studies are 

generally being used when the researcher has little or no control over events and 

when the focus is on what is happening within the organisation or life cycle (Ragin, 

1989; Bums, 2000; Yin, 2003). Moreover, the unique strength of the case study 

methods allows it to deal with a fidl variety of evidence including documentation, 

artefacts, interviews and observations as a means of gathering information, beyond 
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what might be available in a conventional historical study (Yin, 2003). Therefore, 

since this research is to study the natural occurrence regarding the implementation 

of the KM strategy as well as the issues surrounding it, the case study method 

would be able to give an in-depth view of the strategy within the organisation 

through interviewing the participants. In addition, referring to documents regarding 

the many strategies wiflim the organisation would give an overall picture to the 

situation within the company. 

In order to discover possible differences or similarities in KM strategies between 

companies from different industries, a multiple-case study method (also known as a 

comparative case study method) is utilised. Multiple-case studies are usually 

implemented when researchers want to understand, compare or interpret specific 

cases because of their intrinsic value (Ragin, 1989) or to illustrate how a 

phenomenon occurs in the circumstances of several exemplars (Stake, 2002). Ragin 

adds that the common goal of multiple-case studies are to produce answers 

concerning the causes of theoretically defined categories of empirical phenomena 

common to a set of cases (1989). Furthermore, multiple-case studies of multiple 

research entities are usually chosen for the purpose of cross-unit comparison (Berg, 

2004). Therefore, multiple cases are often considered more compelling than single 

case designs and an overall study utilising multiple cases are regarded as being 

more robust (Herriott and Firestone, 1983). 
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Comparative case-oriented methods provide a strong basis not only for 

identifying causes but also for differentiating among important types and subtypes 

of social phenomena (Ragin, 1989). Every case chosen for the comparison should 

serve a specific purpose within the overall scope of the research (Yin, 2003). These 

cases are chosen because it is believed that understanding these cases would lead to 

a better understanding about a larger collection of cases (Stake, 2002). A suggestion 

that Yin (2003) makes is to consider multiple-cases as one would consider multiple 

experiments and that is to follow the logic of 'replication. Therefore, in multiple- 

case or comparative case studies, the investigator would conduct an experiment and 

then replicate the same experiment in other subjects and obtain individual results 

from each case. The results are then cross-compared with each other rather than 

pooled together which would transform it into a survey rather than a multiple-case 

study (Yin, 2003). 

According to Ragin, there are three steps in analysing a multiple-case study 

method; the first being the investigator searches for underlying similarities or 

differences among the cases. Secondly, the similarities or differences identified are 

shown to be causally relevant to the phenomenon of interest within each setting. 

And lastly, on the basis of the similarities or differences identified, the investigator 

formulates an explanation (1989). In short, the results are compared to discover any 

possible similarities or differences between the cases to give a theoretical outcome 

as to whether the phenomenon being investigated exists within several different 

contexts (Stake, 2002). 
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However, there are some concerns regarding using the comparative case study 

method. The multiple-case studies must involve the collection of very extensive 

data to produce understanding of the entity being studied. Since case studies are 

used to provide an in-depth study of the organisation or individual life cycle, a lot 

of time and effort is needed to collect the data from the separate cases that would 

reveal the various factors and perspectives of the subjects under study (Yin, 2003). 

Furthermore, there is some concern about human subjectivity when selecting 

evidence to support or refute a particular explanation for the evidence found 

between the many cases involved (Bums, 2000). 

The limitations of using the comparative case study method has been considered 

but it is felt that overall, the multiple-case study method would provide a deeper 

study into the organisational development of KM. In the multiple-case study 

method, each case is examined as a total situation resulting from a combination of 

conditions, and then the cases are compared with each other as wholes (Ragin, 

1989). This makes it possible to compare causal complexes between cases without 

making any assumptions as to the outset of the investigation, thus making the 

flexibility of the outcome enriching the dialogue between ideas and evidence 

(Ragin, 1989). Especially since the research being conducted wished to look at the 

methods used for KM as well as the issues related to KM, a research method that 

would allow the study to take a closer inside look into the processes widiin the 

organisation is needed. Tlerefore, the qualitative method using the comparative 

case study method via the interviews within different organisations seemed the 
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most feasible in getting extensive, in-depth data to build an overall picture of the 

management of knowledge within organisations. 

4.5. Subjects 

VVUle considering industries that may be used as subjects for the research, it was 

deemed important to look at industries that use different levels of explicit and tacit 

knowledge between them and to compare them with each other. This is a 

comparison in terms of organisational strategy between sectors that required their 

employees to utilise more tacit knowledge and sectors that required more explicit 

knowledge. Furthermore, it would also be interesting to see if there are any 

similarities or differences regarding the management styles of the organisations 

regarding KM between companies that utilised more tacit knowledge compared to 

companies that utilised more explicit knowledge. It is believed that companies that 

utilised more tacit knowledge rather than explicit knowledge could be considered to 

be using more 'creative' knowledge within the company whereas companies that 

utilised more explicit knowledge than tacit knowledge could be classified as using 

'scientific' knowledge. This is because science still refers to explicit knowledge and 

theories that can be codified whereas creativity stems from the tacit knowledge of 

the individual. 
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Therefore, four industries is decided upon, namely the architecture industry 

(creative knowledge), the pharmaceutical industry (scientific knowledge), the oil 

and gas industry (scientific knowledge) and the telecommunications industry (a 

combination of creative and scientific knowledge). The architecture industry could 

be deemed to be utilising more tacit knowledge since their field of expertise would 

require more creative inputs into their project designs. At the same time, the 

pharmaceutical as well as the oil and gas industries could be considered as utilising 

more explicit knowledge as they would be dealing with more scientific and 

technological knowledge at the workplace. On the other hand, the 

telecommunications industry could be said to be utilising both tacit and explicit 

knowledge through their manipulation of technological skills as well as creating 

new innovative technology for their products and services. A study that looked at 

how companies from the four industries manage their KM strategies as well as 

management styles within their different knowledge areas became the focus of this 

research. 

After referring to the Top Ten companies of each industry from the industry 

association websites, the leading companies from the respective industries are 

contacted by phone and the concept of KM is discussed with the Office Managers 

and sometimes the Managing Directors. Various questions relating to the 

management system of employees, the concept of knowledge workers within the 

organisation and also the implementation of policies that supported the management 

of knowledge within their companies are asked during these conversations. If the 
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company contacted do not have a policy regarding KM, they are questioned Ruther 

to discover if they have plans to implement any policies or procedures that would 

assist in the KM of the company. This telephone survey set the foundation for the 

types of questions that would later be included in the list of questions that would be 

used in the research. At the end of the telephone survey, the companies chosen for 

the research are indirectly whittled down to just a few companies. This is first of all, 

due to the fact that many of the companies are not interested to take part in the 

research and secondly, many of them are not interested in KM or policies regarding 

KM strategies. Since this research is to study the issues surrounding the 

implementation of KM strategies within the organisation, the latter group of 

companies are not used for this particular research as it would not be feasible to 

study companies that do not have any KM strategies or policies implemented in the 

first place. 

Initially, the research managed to receive favourable responses from five 

companies; two architecture companies, one telecommunications company, one 

pharmaceutical company as well as one oil and gas company. However, halfway 

through the research, one of the architecture companies withdrew from the research 

due to unavailability of key members of staff to be interviewedL All the companies 

that took part in the research are either in the midst of implementing or designing 

policies to assist in the management of knowledge within their organisations. In the 

end the four companies, one from each industry, is chosen to get a broad overview 

of management styles regarding knowledge. Although there are inevitable limits to 
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the generalisability of such a sample, it is still possible to produce usefid and 

interesting comparisons of similarities and differences between the different 

companies from the different industries. The subjects interviewed from each 

company are in managerial roles at different hierarchical levels. These included the 

Managing Directors, HR Managers, Project Managers, and Line Managers of each 

organisation. It has to be noted that although the HR managers interviewed in each 

company may not be given the job title of "HR Managee',, their job position 

nevertheless undertakes the responsibilities that of a HR Manager. The role of the 

HR Manager in each organisation will be indicated during the following description 

of the interviewees. 

. 
At the pharmaceutical company (Bio Co. ), the Vice-President, the Finance 

Director, the Quality Assurance Manager and the Research and Development 

Manager of the company's division that is based in Livingston, Scotland, are 

interviewed. The Finance Director of Bio Co. also undertakes a large number of 

roles in the HR perspective and therefore, he is interviewed in this capacity. For the 

architecture company (Build Co. ), the Senior Partner, Finance and Office Manager, 

Research Co-ordinator and a Researcher are interviewed for the data collection at 

their office in Glasgow. Ilie Finance and Office Manager of Build Co. is 

responsible for all HR activities within the organisation and she is interviewed in 

the capacity of a HR Manager. At the telecommunications company (Tel Co. ) 

however, the interviewees are the Managing Director, the HR Manager and the 

Customer Services Manager who are based at a large branch in London while the 
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interview with a Chief Engineer is conducted in Glasgow, Scotland, where the 

participant is based. And finally, at the oil and gas company (Oil Co. ), the 

Managing Director, the Organisational. Development Officer, the Business 

Development Manager and a Structural Engineer are interviewed at their division in 

Aberdeen, Scotland. Tle Organisational Development Officer of Oil Co. is in- 

charge of all manners relating to HR functions and therefore, he is interviewed for 

his role as the HR Manager. Their responses to the questionnaire are later used as 

the main part of the data of this research. The table below provides a list of the 

participants of this study and indicates ihe similar levels of position they hold in 

their respective companies. 

Table 4.3. Research Participants 

Position Bio Co. Build Co. Tel Co. Oil Co. 
Managing Vice President Senior Partner Managing Managing 
Director Director Director 

HR Finance Finance and HR Manager Organisational 
Manager Director Office Manager Development 

Officer 
Project Quality Research Co- Customer Business 

Manager Assurance ordinator Services Development 
Manager Manager Manager 

Line Research and Researcher Chief Engineer Structural 
Manager Design Engineer 

Manager 

Each participant is interviewed once, totalling to sixteen interviews altogether, 

with each interview lasting between one to two hours. Some of the participants are 

interviewed again over the phone to gain fiirther clarification of some of the points 

that are raised during the initial interview. Furthermore, when necessary, the 

participants also continue to provide documents and manuals detailing their policies 
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and procedures months following the interviews. By interviewing a representative 

from each of the managerial levels within the organisation, the goal of this study is 

to generate data that would allow for observation of similarities as well as 

potentially different perceptions across the various levels of management, as well as 

across the companies and industries themselves. Moreover, by researching on the 

different managerial levels within the organisation, the validity of this study could 

be maintained as the information obtained from each level of management could be 

verified and elaborated by other levels of participants in the company. It is 

recognised that the absence of data from lower level employees limits the extent to 

which a full picture of knowledge production and utilisation can be generated. 

Given the emphasis on qualitative methods, this double direction would be difficult 

in practical terms. Due to the ultimate focus on the management of knowledge, it is 

judged that the most practical and effective course of action is to interview those 

directly involved in the KM process at various levels. 

4.6. Data Collection 

For the data collection process, a Semi-Structured Interview Schedule (SSIS) is 

planned by referring to the research questions that are listed as well as from 

information derived from conversations with individuals from each company in the 

telephone survey. In a semi-structured interview, an interview guide may be 

developed for some parts of the study in which a direction is given to the interview, 
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without fixed wording or fixed ordering of questions, so that the content focuses on 

the crucial issues of the study (Bums, 2000). This allows the interview to be more 

flexible and permits a more valid response from the informant about their 

perception of reality as the informant uses language natural to them rather than 

trying to understand and fit into the concepts of the study. Furthermore, the 

informant has equal status to the researcher in the dialogue rather than being a 

guinea pig (Bums, 2000). T'herefore, with this method, data on the respondents' 

overall perspective regarding the management of knowledge within the organisation 

would be collected. 

The list of open-ended questions drawn for this research (refer to Appendix I) is 

classified into four main topic areas which are; Identification of Knowledge, 

Knowledge Management, Retention and Dissemination of Knowledge, and finally, 

the Human Resource Support Systems within the organisations. These questions are 

based on the objectives of this research stated in Chapter One as well as to answer 

the research questions stated earlier in this chapter in order to cover a variety of 

aspects regarding KM. The questions are divided into these four categories as the 

identification of knowledge, the utilisation or management of knowledge, the 

process of knowledge retention and the dissemination or sharing of knowledge tend 

to be the main aspects of the overall management of knowledge within an 

organisation. 
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In the Identification of Knowledge section of the questionnaire, the questions 

focus on whether knowledge is recognised as a resource within the organisation and 

on how knowledge is identified by the management Furthermore, questions on 

motivating the employees in gaining more knowledge or creating products and 

services are also asked. The Knowledge Management section of the questionnaire 

asks the interviewees regarding KM processes that are implemented within the 

organisation as well as problems that might be faced by the management staff in 

trying to implement these processes. The next section of the questionnaire, the 

Retention and Dissemination of Knowledge, focuses on how knowledge is stored 

within the companies and how information or new knowledge is shared with the 

rest of the staff or clients. Finally, the Human Resource Support Systems section of 

the questionnaire asks about the training programmes as well as the reward and 

salary schemes offered to the staff of the organisation in order to either retain their 

services or to motivate them to participate in the KM processes of the company. 

Tbrough these questions, an overall picture of the efforts undertaken by the 

organisations in their KM processes is studied. 

First of all, the Managing Director of a Bioengineering company is interviewed 

using the questions already prepared as a pilot study. From the interview, some 

changes to the questions are made to relate more with the research questions of this 

research as well as the relevance to the management styles within companies. 

Appointments are then made to interview four individuals from four different levels 

of management within the four organisations chosen for this research. The staff that 
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are interviewed from each company are as described in section 4.5. The interviews 

are recorded on tape and the data transcribed into script for easier analysis. 

Furthermore, the data are then analysed using similar or different themes between 

each company relating to the management of knowledge within the organisations. 

4.7. Analysis of Data 

For the analysis process, first of all, each transcript of the interviews is read 

through and the quotes and information given by the interviewees that are related to 

the four main topic headings used in the questionnaire are highlighted. These 

quotes, information as well as any additional data that might be of interest are 

grouped together and noted down under each classification for easier comparison. 

The data are then analysed by comparing them within the levels of the same 

company to gain an overall picture of the KM process within the company. This 

comparison is done to see if there is cohesiveness within the organisation in terms 

of perception towards the management process as well as to discover any possible 

problems that might be faced by the management staff in managing the knowledge 

of their employees. 

Next, the responses between the same levels of position from each company are 

compared in order to discover any similarities or differences in management styles 

or processes between the organisations in terms of KM. Finally, the overall 
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differences and similarities are analysed to give a more in-depth picture regarding 

what is involved and what possible problems may be faced by the organisation 

while managing the knowledge of their employees. 

Additional information regarding the companies, which include background 

information on the companies as well as the industry involved, are also obtained 

before, during or after the interviews. The additional information is used to support 

the existence of KM policies and procedures within the organisation although many 

of the links between the changes and development of the industry and the 

management of knowledge within the organisation would be based on rational 

assumptions. 

4.8. Summary 

In conclusion, this chapter indicates how the topic of this research is chosen, 

whereby a brief recapitulation of the literature on knowledge workers led to a 

discovery of gaps in the literature regarding issues related to knowledge and the 

KM process. In addition, a list of research questions is also presented that provides 

an outline into the study of the KM process within companies to uncover how 

organisations are managing the knowledge of their employees efficiently and 

effectively. 
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A discussion over the benefit of the quantitative versus the qualitative research 

method is presented stating that the qualitative method of utilising interviews to 

conduct multiple-case studies is the most suitable method for this research. This is 

due to the fact that a qualitative approach would provide a deeper understanding as 

well as a more accurate discovery of the KM process or strategy within the 

organisation compared to the quantitative approach that might be too rigid or 

restrictive. 

Furthermore, it is revealed that four companies participated in this research 

namely a pharmaceutical company, an architectural company, a 

telecommunications company as well as an oil and gas company. Data for the 

research is collected by interviewing representatives from four levels of 

management ranging from the Managing Director or Vice-President down to the 

line managers. The data is then analysed using a comparative analysis in order to 

gain an overall picture of the KM process within and between their respective 

organisations. The results of the analysed data will be presented in Chapter Six but 

first of all, a brief description of the industries along with the organisations will be 

discussed in the following chapter. 
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CHAPTER 5: BACKGROUND TO THE INDUSTRIES 

5.1. Introduction 

In this chapter, the background to the four industries that this research has been 

based on will be discussedL Furthermore, the development of each industry leading 

to the rise in need for knowledge workers within the industry will also be presented. 

At the beginning of the discussion of each industry, a brief description will be given 

of each company from the respective industry that has been chosen as a subject for 

the research. This is to provide a backdrop into how the competition within the 

industry gives rise to the management of knowledge. However, before the 

industries involved in the research are described, it would be prudent to look at the 

changes that has or are taking place in the United Kingdom (UK) industry in 

general over the past few decades. This section would give more focus to the 

changes in the economy that shifted from the industrial society to the knowledge 

society. These changes could explain how and why the different industries involved 

are evolved or trying to evolve in order to remain competitive in the current 

economic market. 
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S. Z Transition to a Knowledge-Based Economy 

In the early part of the twentieth century, changes are taking place in society. 

Agriculture is slowly making its way towards a more manufacturing society. With 

the onset of the World Wars, UK is forced into an industrial age in order to utilise 

their machinery for the use of the army. Once the post-war era begun, 

industrialisation seemed to be the way forward in rebuilding the country. 

Employees are involved in manufacturing products, mining, construction and 

transportation. Energy is put into rebuilding society and trying to remain 

competitive with other nations in order to stabilise the economy. In 1978, there are 

6,911,000 employees involved in the manufacturing sector and 1,372,000 

employees woTking in construction (ONS, 2003a). 

Every pro has its con and with the onset of industrialisation comes the rise of 

technology as well. Computer based information technology are changing the 

industries much the same way as the technologies associated with the agricultural 

and industrial transformations of previous centuries. However, although computer 

technology has taken decades to develop, its true potential only became apparent 

during the 1980s (Pettigrew and Whipp, 1991). Computers and computer-aided 

technology are taking over the jobs of people. Fewer and fewer employees are 

needed to do the same jobs that a computer could do, especially in the 

manufacturing sector. By 2003, the number of employees in the manufacturing 

sector reduced by about half to 3,436,000 employees only while the number of 
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employees in the construction industry reduced to 1,169,000 (ONS, 2003a). With 

the emergence of a more technologically based society, the need for employees 

with the special skills, expertise and knowledge to work in companies that utilises 

technological facilities are becoming more prominent. The society as such slowly 

started to shift from the industrial age to a more knowledge-based society. 

Another affect that is also taking place in society is the situation of globalisation. 

The world virtually become a smaller place with far destinations easily reached and 

countries improving on their technology. Companie's are no longer restricted to one 

geographical site and are capable of catering to a wider variety of clients. 

Ilerefore, this gives rise to even fiercer competition between organisations, not 

only between companies in their own home country but also with companies in 

other regions. With the implementation of the European Union (ELI), organisations 

from other European countries are less restricted to set up offices in the UK and 

compete for tenders and contracts. This has led to organisations finding new ways 

to remain competitive. The combination of globalisation and increased competition 

around the world has driven the need for more knowledge within the organisation 

(Smith, 1998). Information and manipulation of information or knowledge became 

the key in maintaining the competitive edge. Companies are thinking of new ways 

to offer clients products or services that other organisations could not or has not 

offered. Industries as such are starting to focus on the abstract capital of their 

companies, i. e. the knowledge capacity of the organisation in order to tilt the scale 

towards gaining a successfid foothold in the marketplace. Moreover, according to 
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Pettigrew and'%Upp (1991), the ability of an organisation to remain competitive in 

the market relies heavily on two factors. First is the capacity of the firm to identify 

and understand the competitive forces involved and secondly, the competence of 

the business to manage the resources necessary for the chosen competitive response 

through time. Therefore, manufacturing and industrialisation has changed from the 

materialistic aspect of capital to the knowledge-based economy. 

The industrialisation and globalisation of society also brought about another 

change. Since the 1980s, the industrial society has slowly started to change towards 

a more service-oriented society. Ile post-industrialisati6n mode of society has been 

making way to cater to the needs of the population. This change is actually an affect 

caused by industrialisation itself. When industrialisation began, people started to 

migrate more to the cities and therefore society started to evolve from 'ruralisation' 

to a more 'urbanisation' way of living. The concept of urbanisation being linked 

with industrialisation is actually mentioned by Kumar (1978) who states that 

'industrialisation' does not only mean 'modernisation' but also 'urbanisation' 

whereby the lifestyle of the general public also changed accordingly. Therefore, 

people are living more individualistic lives rather than in a communal society. 

The need for services that catered for the individual rather than the general public 

led to a gap in the market that is eagerly filled up by enterprising entrepreneurs who 

began to offer services that are catered to the specific needs of the clients. The 

social setting found in urban housing estates are created to cater to this individuality 
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of personalities. The creation of malls, caf6s, and hypermarkets are there to suit the 

needs of the population that would like a variety of services at their disposal. 

Furthermore, due to the latest innovations in technology, the general population has 

better access to places on the other side of the world via the internet and has also 

ventured fin-ther on their holidays. 

The knock-on affect brought on by globalisation and the concept of the 'global 

village' is felt through the various industries involved. Construction organisations 

focus more on airports and shopping malls; telecommunication companies focus on 

upgrading the broadband and mobile phone communication; while banking has 

initiated online services for the benefit of the customers. The service industry has 

become a major player in the overall economy with financial and business services 

now accounting for about one in five jobs in the UK compared with one in ten in 

1981 (ONS, 2002). The rise in the service industry has seen an increase in 

employment over the past twenty years whereby in 1978, there are 7,862,000 

employees in the service sector but by 2003, the number rose dramatically by nearly 

ten million to 17,251,000 employees (ONS, 2003a). Therefore, the society turned 

into a service-oriented economy where information and knowledge is becoming the 

main focus of companies who are vying for trade, tender and contracts from clients 

in order to tap into this booming market in whatever means possible. 

On the forefront of methods being considered is the rising need of cfficient 

management of information and knowledge of the employees by the organisation. 
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KM seeks to improve and manage a company's ability to utilise information 

resources effectively through the employees for a company's benefit or advantage 

(Smith, 1998). The industries that this research conducted a study upon are trying to 

improve the effectiveness of their organisation in terms of managing the knowledge 

of their employees. The companies involved hoped that by utilising effective KM, 

they would be able to remain competitive among their rivals. 

5.3. The Pharmaceutical Indushy 

5.3.1. Bio Co. 

The first organisation that is researched on is Bio Co., which is based in 

Scotland. Bio Co. is part of a corporation whose headquarter is based in the United 

States of America. The Bio Corporation is a global provider of biological products 

to life science companies. The company's products and technologies are used in a 

wide variety of applications within the areas of neurobiology, oncology, 

developmental biology, cellular physiology, haematology, immunology, cardiology, 

infectious diseases and molecular biology. The international organisation currently 

has 750 employees here in the UK and in the United States and the branch in the 

UK, Bio Co., is currently engaged in the development and manu Facturing of 

monoclonal antibody products that can be used in diagnostic products as well as in 

pharmaceutical uses. The following section will provide an overview over the 
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situation within the Pharmaceutical industry that has brought a rise to the 

knowledge-intensive industry and therefore, a need for Bio Co. to manage their 

knowledge efficiently. 

5.3.2 77ze Pharmaceutical Industry 

The pharmaceutical market is one of the most dynamic sectors of the UK and 

world economies. The world market for pharmaceuticals is valued at $255.36 

billion in 2001 with the largest single market being the US that accounted for 

54.1% of global sales. UK is ranked sixth with 3.7% of the world market behind 

Japan, Germany, France and Italy (Fenn, 2002). It is also estimated that the UK 

market for pharmaceuticals grew by 6.2% in 2002 to a value of E9.31 billion (Fenn, 

2002). Furthermore, according to National Statistics, "exports accountedfor 98.5% 

of UK pharmaceutical manufacturers' sales in 2000 as well as five of the top 20 

best-selling drugs in the world were developed in the UK" (Fenn, 2002, pg. 18). 

However, with the increasing globalisation of the industry, there is a possibility that 

operations may be relocated abroad. But with the majority of sales by UK 

manufacturers being made overseas, the UK industry is currently buoyant and it 

will remain a significant contributor to the UK economy (Fenn, 2002). 

The pharmaceutical industry is highly competitive and research-driven. 

Investments in innovative research and development (R&D) are one of the keys to 
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future growth and prosperity in this particular marketplace (Taggart, 1993). 

According to the Department of Trade and Industry (DTI), "In 2000,3 Z 7% of all 

UK R&D expenditure is directed towards pharmaceuticals while the UK 

pharmaceutical industry invests more than 20% of its turnover in R&D each year" 

(Fenn, 2002, pg. 7). Furthermore, the UK pharmaceutical industry employs 

approximately 60,000 people and around a third of these employees are involved in 

R&D activities (Fenn, 2002). However, the development of new drugs can take 

many years and cost millions of pounds. "7be Association of the British 

Pharmaceutical Industry (ABP1) has estimated that it takes between seven and 15 

years and more than $600 million to develop a new drug" (Fenn, 2002, pg. 45). 

Moreover, there is no guarantee of success in return of such enormous investment. 

During these early periods, 'wastage' is phenomenal with far fewer than 1% of all 

initial researches being manufactured into a product that is marketed (Caines, 

1995). To maintain their position, pharmaceutical companies must continue to 

introduce new, effective, safe and innovative products in a reasonably short period 

of time. "Ihe viability of the pharmaceutical companies is judged more by the 

perceivedpromise of theirproduct than by their existing sales " (Fenn, 2002, pg. 6). 

Therefore, companies are forced to work even more efficiently in order to produce 

medicines of value with as little 'wastage' and with the least amount of cost as 

possible. 

Although the risk in pharmaceutical development are high, the rewards are also 

high since "blockbuster" drugs can generate sales worth billions of pounds and 
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drugs that are protected by patents can be capitalised on their investments for a 

number of years (Fenn, 2002). Pharmaceutical companies take out patents at the 

earliest pre-clinical stage and these patents typically last a period of twenty years 

unless an extension has been granted. Pharmaceutical manufacturers are primarily 

concerned with protecting the process of the product and then only with the 

production since rivalry among existing competitors are mainly in the form of 

product innovation Craggart, 1993). Therefore, the patent is granted for 

manufacturing processes as well as a product's chemical compound (Pradhan, 

1983). This is so that while the patent is in force, the pharmaceutical company has 

exclusive rights to sell the drug and can build up its sales and brand loyalty. 

However, when the patent expires, any pharmaceutical company can produce these 

drugs generically. This can affect the sales of the original product as these non- 

branded products can offer lower prices since their manufacturers do not has to 

recoup the considerable cost of R&D (Fenn, 2002). The overall costs can be 

considerably high since as a patent is taken before applied research is carried out, 

several years are lost before a medicine comes to market. The longer the research 

time, the greater the cost (Caines, 1995). Therefore, companies are pressured into 

producing viable products are fast as possible in order to survive within the 

competitive marketplace. 

Ilese competitive factors, coupled with the highly regulated nature of the 

marketplace, create high barriers to entry. These barriers are continually rising, 

owing to the growing costs of R&D and the increasing demands in the marketplace. 
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This increase in barriers has led to an industry structure consisting of a large 

number of very small firms and a very small number of very large firms (Pradhan, 

1983). These factors has also led to a number of collaborations, co-developments 

and partnerships between companies, e. g. GlaxoSmithKline, AstraZeneca, and 

Pfizer which are the three companies effectively dominating the UK pharmaceutical 

market in order to keep costs down (Caines 1995). Smaller pharmaceutical 

companies overcome huge market barriers by forging strategic partnerships and 

licensing agreements with larger organisations while others operate in specialist 

markets that are not likely to generate competition from larger companies (Fenn, 

2002). Although there has been significant consolidation in the UK pharmaceutical 

industry through the mergers, expenditure on R&D continues to grow with 

. companies developing comprehensive pipelines of promising new products (Fenn, 

2002). 

There are two main sectors in the pharmaceutical market within the UK which 

are prescription-only medicines and over-the-counter (OTC) pharmaceuticals 

(Pradhan, 1983). Prescription-only medicines, such as antibiotics, can only be 

obtained via a prescription from a doctor or certain healthcare professions and can 

only be dispensed by registered pharmacists whom are operating from government- 

licensed premises (Fenn, 2002). Since these pharmaceuticals are highly regulated, 

they cannot be promoted directly to the consumer or patient and most of the 

products in this sector are prescribed through the National Health Service (NHS) 
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making the UK goverment the largest customer of prescription drugs (Pradhan, 

1983; Taggart, 1993). 

Regarding OTC pharmaceuticals, there are two main product groups. The 

Pharmacy-only (P) products do not require prescription but they must be sold in a 

licensed pharmacy under the supervision of a registered pharmacisL Whereas the 

General Sales List (GSL) medicines are sold in a wide range of retail outlets with 

no need for a pharmacist although the pack sizes and formulations are restricted, for 

example cough and cold medicines (Pradhan, 1983; Caines, 1995; Fenn, 2002). It is 

forecasted that the total UK market for pharmaceuticals will grow by 6.7% to 7.7% 

per year between 2002 and 2006. The highest level of growth is expected to be seen 

in the prescription-only medicines, which constitutes the larger market compared to 

the OTC pharmaceuticals (Fenn, 2002). However, the prospect of the UK drug 

industry on the GSL products as weff as the private sector are good despite of the 

NES as the vast majority of the population practices and is in favour of self- 

medication (Pradhan, 1983; Fenn, 2002). Changing lifestyles will lead to a greater 

demand for OTC drugs instead of visits to the clinic for prescriptions (Taggart, 

1993). Small firms will has to concentrate on the OTC market as the barrier to 

entry is lower than in the prescription sector and thus will aggravate a more intense 

rivalry (Taggart, 1993). Therefore, the pharmaceutical companies are in constant 

competition to provide cheaper OTC medicines to the general public quickly to 

retain a large percentage of the market. 
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For the companies to remain competitive, the companies are trying to utilise 

whatever means possible to increase their R&D efficiency. Information technology 

is advancing daily and pharmaceutical companies are trying to utilise this skill in 

R&D to increase output (Taggart, 1993). Intranets are generally being used with the 

idea of sharing knowledge faster and encouraging collaboration between 

departments. Furthermore, in the drug discovery process, KM has been well 

established (Liebman, 2001). KM has a reputation for being a soft science, but in 

the past couple of years it has been forged into a useful tool for market-focused 

laboratory R&D. Research-intensive companies are beginning to invest in text 

mining software after years of installing databases and document management 

systems. Ile result is the creation of a system for screening research data (Mullin, 

2001). R&D staff at pharmaceutical companies. has to do more work faster and with 

less staff than they did only a few years ago. A decade of layoffs, budget cuts, and 

retirements has created a need for new tools and strategies for cataloguing and 

communicating information at the same time as new laboratory techniques to add 

more speed to the process of product development and commercialisation (Mullin, 

2001). 

However, others put emphasis on managing knowledge, not just collecting it. 

Despite the advancement of enabling technologies, the organisation and 

management of corporations today remain unchanged from those used in the 

memorable past (Liebman, 2001). It would be prudent for pharmaceutical 

manufacturers to avoid the risk of concentrating too much on IT systems. 
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Everybody is addressing KM, but too many are addressing it only with IT. There 

are all these databases but the companies still wonder why they cannot manage the 

knowledge of their researchers (Mullin, 2001). Therefore, there is a need to look at 

how these companies can manage the knowledge of their employees especially in 

R&D to remain one step ahead of their competitors. 

S. 4. The Architecture Industry 

S. 4.1. Build Co. 

On behalf of the Architecture industry, the company that participated in the study 

is Build Co., an architecture fim that has branches across the UK and around the 

world with the headquarters based in London. Although the branches are part of one 

large organisation, each branch exists and operates on their own with their own 

contracts and tenders, only communicating with each other on similar projects. The 

branch that is chosen for the research is based in Glasgow and has around thirty 

employees ranging from architects to building technicians to researchers. Build Co. 

basically designs buildings primarily for companies and other industries and rarely 

for individual residences. Their work is more comm ially based as in retail work 

and support buildings for airports. Build Co. also tries to offer building designs as a 

product by using the same design scheme or same materials so that clients can use 

the same design repeatedly. The company does not offer a fidl consultancy service 
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of project manager and contractor but they do recommend to their clients 

companies that they has worked with. They gain clients through referrals, repeat 

clients and by awarded tenders. A description of the current situation within the 

architecture industry is presented in the following section that will show the 

competitive nature within the industry that is pushing Build Co into implementing 

efficient KM procedures and policies in their company. 

5.4.2 77ze Architecture Indusl7y 

The word architect is derived from the Greek word for 'builder' (archi meaning 

'chief and lecton meaning 'builder') and until recently, within the last ISO years, 

the role of the architect included surveying and building as well as military and civil 

engineering. The development of the architectural profession in Britain is marked 

by the foundation of the Institute of British Architects in 1834, later on becoming 

the Royal Institute of Architects (RIBA) as it is still known today (Conway and 

Roenisch, 1994). However, initially, the Professional Code of Conduct stipulated by 

RIBA placed the architect at a disadvantage against other professions in related 

fields. In the highly competitive world with declining workloads, especially in the 

public sector that began in the late 1970s, architects found themselves bidding for 

work against firms who are advertising themselves as "architectural 

consultants/surveyors". 'Ibese consultants are willing to offer consultancy services 

in engineering, planning, computers, and whatever services they feel the clients 
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would like (Golzen, 1984). The architecture companies are bound by the RIBA 

code of conduct to only offer architecture services. Therefore, architects are losing 

contracts to "architectural consultants" who are not bound by the same limitations. 

This led to a relaxation in the code of conduct that confmned the move in practice 

of the architecture industry from profession to business (Golzen, 1984). This 

change allowed the architecture companies to work in tandem with engineering 

companies, information technology consultants, and even construction companies 

in order to be able to offer clients better contracts. Nowadays, architecture is no 

longer an isolated activity. It can be carried out within a network of other political, 

social and economic institutions such as local authority planning, housing and 

envirorimental health departments, financial institutions such as banks and 

insurance companies (Conway and Roenisch, 1994). Therefore, it is becoming more 

essential that architects not only are proficient in architecture design, but also has 

some basic knowledge in a variety of fields related to the architecture industry. 

The new technology being discovered in the construction industry also made it 

possible for architects to design buildings that are cheaper to build and faster to 

assemble. Employing skilled and semi-skilled labour may be expensive, and 

construction using manual labour can be a slow process. There may be problems 

with quality control and in a climate such as Britain's, work may be held up for 

days by bad weather (Conway and Roenisch, 1994). Prefabrication seemed the 

obvious answer. With the machine and computer age, architects could produce 

cheap, production line designs that are easy to manufacture and quick to assemble 
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on site (Glancey, 1989). Prefabrication is useful when a large number of well- 

designed buildings are needed in a short time (Risebero, 1982). Companies that 

wanted to set up multiple buildings of the same design and size in a variety of sites 

can use these prefabricated buildings as a way to minimise costs, time and effort. 

Therefore, architects has to be more knowledgeable in means to cut costs and time 

when designing buildings for the clients. 

With the effect of the complex phenomena of globalisation, the increased 

mobility and telecommunications has also affected architecture and urban planning. 

Cities continued to expand and began to employ ever larger numbers of office 

employees and workers in the service sector to support them (Risebero, 1982). 

While the area designated as familiar territory is larger than ever before, people find 

the world less and less meaningfid. This is because a large portion of the known 

world is familiar only from a fleeting visit and is not a place with which people feel 

some affinity, where they feel at home, where they actually meet other people 

rather than being simply thrown together by chance (Ibclings, 1998). "Airports, 

hotels, supermarkets, shopping malls, motorway stops and so on are all places 

where people occasionally spend Ywying lengths of time, but the function of these 

spaces is quite differentfrom, say, the village square which is the social centre of a 

communiV' (lbelings, 1998, pg. 65). With the knock-on affect of globalisation and 

urbanisation, airports are becoming more than just terminals and hangers since 

customers are spending more time in the terminal buildings waiting for the next 

flight or malls becoming just one-stop shopping centres. The implications of the 
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development of the airport and mall are more than just architecture alone. Airport 

terminals are catering towards the shopper as well as the traveller with shops, 

entertainment centres and even health spas and business centres for the travelling 

businessman. 

Moreover, malls are becoming social centres where the whole family can enjoy a 

day out from the cinema, restaurant, and shops to day-care for the younger children 

in the family. Furthermore, due to the decline of the city centre as the hub of urban 

life, the urban areas are now being developed to be self-sufficient entities with their 

own malls, hospitals, schools and even local airports (Ibelings, 1998). This led the 

role of the architect to develop into the arena of designing mass buildings for 

consumers rather than just office buildings for the private client The architect has 

to be aware of the social implications of designing mass consumer buildings that 

would cater to the needs of the general public. Therefore, the need for more 

knowledge widiin the industry is becoming more prominent 

The consumer boom has also seen a vast increase in expenditure on Do-It- 

Yourself (DIY), which has necessitated the construction of hundreds of simply 

decorated warehouses on the edge of every major town (Glancey, 1989). Large 

nationwide stores that sell these DIY tools, supplies and accessories to the general 

public own these warehouses since these stores are placed near large housing 

estates or communities. Furthermore, the location of particular types of buildings 

also needs to be considered. New shopping centres and supermarkets are 
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increasingly being located on the outskirts of town, with good parking facilities and 

often motorway links with other urban centres, (Conway and Roenisch, 1994). This 

is to cater to the need of the customers without having them go into the city centre. 

Therefore, architects are required to come up with new methods of building these 

huge warehouses and shopping complexes all over the country cheaper and faster 

each time. 

There are also a few factors that can affect the design of a building. For one 

thing, clients may has a design in mind that the architect will has to bring into 

reality. These designs may need expertise in a variety of fields from council 

planning to environmental planning. Furtherniore, the resulting growth in trade and 

communications fuels an interest in other lands and cultures and this in turn could 

widen the knowledge of other styles (Conway and Roenisch, 1994). This may lead 

to the clients having a preference to a cultural influence into the design of the 

building. For example wanting the building to has good ! feng shui' in order for the 

business to be prosperous. Also, the growing concern for the environment may also 

question the use of energy both in the production and in the maintenance and use of 

buildings. Economical use of natural light and heating could also help to cut down 

costs of lighting and heating during the winter months for the maintenance of the 

building (Risebero, 1982). 

Recognition of these issues may encourage the architect to look at different 

strategies for design and building today (Conway and Roenisch, 1994). Moreover, 
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with the introduction of cost effective materials for building and construction 

purposes, new regulations governing environmental impact that a new building 

could cause as well as general health and safety, today's architects has to be well 

informed in a variety of areas in order to provide the best possible services to their 

clients. Therefore, architects or consultants in the field of architecture has now 

become more diverse in the projects that they offer to their clients. Hence, they has 

the need to become more knowledgeable to survive in this knowledge society where 

what you know will make the difference between a successfid bid for a project or a 

faure in getting a tender for a contract. 

Most architecture firms use their buildings as an advertisement They will try to 

get photographs of their buildings published in magazines or brochures as a means 

of attracting client indirectly (Golzen, 1984). Architectural fmns generally wait for 

a tender to be offered or are approached by the clients themselves. As mentioned by 

Golzen (1984), 'fiew firms has successfully used the method of approachiqg 

potential clients for work although architects did say that they would always 

consider such an initiative, provided that it was well presented and thought out" 

(pg. 7). Especially when there is recognition that the architect is no longer a 

professional whose dealings with clients are above market forces (Golzen, 1984, 

pg. 9). There is competition to get clients to choose them and not other architects or 

even architecturelengineering companies. Therefore, architecture firms would put 

down skills, expertise, qualifications and even the areas of knowledge of their 
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employees in their brochures and press packages in order to incite interest in their 

buildings and organisation. 

The architecture practices are generally built around one or two well-known 

architects and the clients seem to expect that it will be those individuals who look 

after them throughout the jobs (Golzen, 1984). The architecture firms try to involve 

junior architects in these projects by gently filtering the associate during the course 

of the project but the firms find this quite difficult and has to approach this quite 

delicately. The firms want their junior partners 'or associates to be able to gain 

recognition and experience but this is only possible through exposure during a 

project. The necessity of the firms to introduce theirjunior architects is to be able to 

gain new clients through referral from past clients or from recognition of a 

completed project There is stiff competition between architecture firms and 

between architects themselves as although projects are being offered by clients 

from all over the world, the number of architects in the profession is also 

increasing. In 1999, there are 29,829 registered architects in the UK whereas by 

2002, the total increased to 30,275 (ARB, 2003). Therefore, architecture firms has 

to has something extra that will attract the clients and by having knowledgeable 

employees, they might has an edge over their competitors. 

Architecture companies has also come up with new ways to gain and retain 

clients. The architecture firms are trying to move away from the b-ailitional route of 

just designing buildings and are focusing on being more service oriented as well 
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(Barker, 2003). Besides, designing a building for the client, the architecture firm is 

also willing to be the project manager throughout the construction of the building, 

overseeing the project from start to finish as well as offer a maintenance service for 

the upkeep of the building for a long period of time. This gives the client a one-stop 

option for the whole process of the project without having to look for individual 

contracting companies or project managers. This will require the architecture firm 

to retain architects and employees who has a wide range of knowledge, from health 

and safety issues to environmental issues to managerial skills. Iberefore, with the 

change in the economy from industrial to more knowledge oriented society which 

caters to the services of the clients, employees in the architecture firm are hard 

pressed to become more knowledgeable in a variety of fields so that they may 

satisfy the client. Furthermore, the organisations themselves has to reconsider their 

KM plans in order to utilise the knowledge of their employees efficiently. 

S. S. The Telecommunicadons Indushy 

5.5.1. Tel Co. 

'Me company that is used in the research for the Telecommunication Industry is 

Tel Co., which is one of Europe's leading providers of telecommunications services. 

Its principal activities include local, national and international telecommunications 

services, internet products and services, and rF solutions. They also offer 
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competitive telephone rates, landline and mobile phones to the general public. As 

an international service provider, Tel Co. also serves customers across Europe, the 

Americas and Asia Pacific. There are just over 100,000 members of staff in Tel Co. 

around the world and in the UK and has many branches throughout the LJK that 

deals with various sections of the organisation. The telecommunication industry at 

the moment is at a rather buoyant stage where competition is rife. The section 

below will provide an overview on the current situation to give an idea on why Tel 

Co. is trying to manage the knowledge of their employees in order to remain 

competitive among other telecommunication companies. 

5.5.2 The Telecommunication Industry 

The phenomena of globalisation and legality has affected the development of the 

telecommunications industry in the UK. Deregulation and improvements in 

telecommunications has created intense competition for long distance, high-speed 

access to the internet, internet services for business and the development of mobile 

services (Dodd, 2002). Prior to deregulation, telephone companies are owned by the 

government but now through deregulation, private companies are allowed to be set 

up in order to avoid monopolisation of one company and to offer the best deals to 

customers. The UK is the first European country to deregulate telecommunications 

when British Telecom (BT) began to privatise and by 2000, there are 200 

telecommunications firms doing business in the UK. However, there are only a few 
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major network service providers in the UK, the largest being BT. Currently, the 

deregulation and monitoring of the telecommunications industry is being conducted 

by the Office of Telecommunications (Oftel), a regulatory agency set up by the 

government in order to curb rising prices in the contracts offered to customers. 

However, due to the recognition of the growing importance of the internet, 

entertainment and telecommunications, the regulation of telecommunications will 

be handled by a new agency, The Office of Communication (Ofcom), which will 

monitor radio, television, internet entertainment and advertising as well as 

telecommunications (Dodd, 2002). Therefore, it can be seen that telecommunicat on 

has become a major player in the new economy that no longer focuses on 

industrialisation but more on the service and knowledge-intensive society. 

The advances in telecommunications techniques and IT made in the last two or 

three decades has made a dramatic and significant impact on the world scene. 

Satellite coverage of international sports matches, communication from all over the 

world via telex, fax and later on electronic mail has been just a few examples (Bray, 

1995). Closer to home, advances in technology has also upgraded the use of the 

mobile phone. The biggest growth in telecommunications services in the 1990s has 

been in the mobile phone services market (Dodd, 2002). As of March 2003, there 

are over fifty million subscribers within the UK, with people owning one or two 

mobile phones (DTIb). The changing lifestyle of the population has increased the 

use of the cellular phone. People do not has to make plans in advance and can 

contact their friends at the spur of the moment and socialise. Here in the UK, there 
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are four large companies that offer mobile phone connections and these companies 

are competing to offer the best deals to their customers. In an attempt to increase 

market share and promote the use of mobile phones as a replacement to landline 

services, cellular service carriers has started offering contracts that allowed 

unlimited calls to landline and their own mobile phones for a fixed monthly fee 

within the UK (Dodd, 2002). Teenagers are also using their mobile phones to stay 

in touch with their friends through text messaging or Short Messaging Service 

(SMS). This has led to service providers to compete between themselves to offer 

the best deals to customers ranging fi-om a number of fi-ee text messaging a month 

to cheaper text messaging costs for a fixed monthly fee. 

The general public are also using the mobile phones for security reasons to call 

breakdown services, or emergency services in time of need. There has been many 

articles in the newspapers of how people are rescued from atop mountains by text 

messaging a friend or calling the rescue services with their mobile phones. This has 

also prompted service providers to try to offer better coverage within a wider 

geographic region. Furthermore, since people are travelling more often than before, 

mobile phones are a convenient method of staying in contact with loved ones or 

business clients while overseas. For this reason, many countries are offering 

roaming services that allow a mobile user from one country to use the cellular 

services of the network in the visiting country (Doddý 2002). This increase in 

mobile usage shows that the main sources of income for the telecommunications 

organisations stem not only from the physical products such as the fixed phones and 
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mobile phones, but from the actual service that are offered along with the mobile 

phones. To provide an efficient service, not only does the company need the 

facilities that would assist in maintaining their services, but also knowledgeable 

staff that could maintain the existing services as well as come up with new offers 

that the customers would like to has. Therefore, managing the knowledge of the 

employees has become a focal point within the management teams of the 

telecommunication companies as the rise in the knowledge society has emphasised 

a need for more knowledgeable staff members. 

Internet usage has also increased within the past ten years. Students, employees 

and the general public alike are using the internet for studies, work or just personal 

use. As of December 2003, internet access is available to 50% of UK households 

and 65% of LIK businesses including education (DTla). With the number of people 

logging onto the World Wide Web for a variety of reasons, internet providers has to 

make sure that they maintain a fast service even during peak times. Businesses 

would require the internet to send electronic mail or files to colleagues and clients 

within a short period of time while still being able to do their work. Students would 

like to be able to download information for their school projects and consumers in 

general want to be able to download songs, recipes or any information required 

without having to wait for a long period of time. This led to the introduction of 

Broadband by telecommunication providers that offer high-speed intemet access. 

Broadband is the term used to describe a wide range of technologies that enable 

high-speed, always-on access to the internet and other electronic services (DTlc). 
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At the end of 2003, the UK has over 3.5 million high-speed broadband users, a 

figure that is increasing by over 40,000 a week (DTIa). People are requesting faster 

broadband services that would allow them to download items from the internet 

faster, more efficiently and with cheaper costs. This means that telecommun cations 

services has to be able to offer efficient services while retaining a low price in order 

to get a large chunk out of the broadband telecommunications market. Therefore, 

employees in the telecommunications industry has to be innovative, creative and 

versatile in order to be able to offer products that will attract the customers. This 

requires the employees to become more knowledgeable in their field of expertise 

and more efficient KM by the organisation. 

Besides telecommunications for individual usage, the booming service economy 

and the 'global village' has also seen a rise in telecommunication services to 

businesses. Due to the competitive market within the industrial economy, 

companies are expanding beyond their home countries and has set up branches 

around the worldL These companies are also accepting clients from around the 

world regardless of geographic region in order to gain prestige and recognition. The 

telecommunication service providers has noticed this need within the market and 

are offering package deals to companies for unlimited internet services, broadband, 

unlimited local calls, discounted international calls and even discounts on video or 

audio conferencing (Bray, 1995). Therefore, the service providers must be able to 

come up with new services, new packages, new products and overall better quality 

services and efficiency in order to remain competitive within the service economy. 
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The companies has to fully utilise the knowledge of their employees efficiently in 

order to be able to provide such offers and services and this gives rise to an increase 

interest in KM within organisations. 

Besides competition within the UK itself, the telecommunications companies 

face competition with other countries within the European community. Ibe M 

France and Germany control, between themselves, 60% of the telecommunications 

market (Dodd, 2002). There are many carriers that offer long distance services and 

fibre networks for customers and businesses across Europe and there is competition 

for these as well as mobile phone services. However, the enforcement of EU 

regulations on telecommunications is managed by the national regulatory agency of 

the member country, in the case of the UK is Oftel. This has led to an uneven 

implementation of European Commission deregulation directives (Dodd, 2002). 

Therefore, competition for contracts can be affected by the deregulation of the 

telecommunications industry in another European country. At the current moment, 

the UK telecommunications market is valued at over L25.3 billion even when 

market growth has slowed significantly in recent years, reflecting slower UK 

economic growth and the continued downward pressure on prices in an intensely 

competitive market (Barker, 2002). 

The telecommunications market continues to face a number of problems in the 

past years. While the market is benefiting from the increase in mobile and internet 

usage, the industry is in serious financial crisis. Major telecommunication groups 
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such as BT and its major competitors NTL and Telewest has accumulated huge 

debts and has to take drastic action from asset disposals to financial restructuring to 

remain afloat (Barker, 2002). The situation is not help by the competitive market 

that has allowed end-user prices to fall to make the market more competitive. 

Although telecommunications as a whole has been increasing its share of the total 

UK Information and Communications Technology market, telecommunications 

services are taking a shrinking share of the market, reflecting falling carrier services 

prices (Barker, 2002). In 1998,36.7% of the 46.5% of the telecommunications 

equipment market are telecommunications services and this reduced to 34.2% out 

of 47% in 2001 (Barker, 2001). The number of employees in the 

telecommunications industry is also affected. Major companies laid off staff in an 

effort to improve profitability and reduce their debt burden. By 2002, there are 

224,000 employees engage in the UK telecommunications industry compared with 

234,100 in 2001 (Barker, 2002). Therefore, companies are forced to utilise as much 

information and knowledge available to them from their employees in order to 

remain competitive hence increasing the pressure on proper KM policies and 

procedures within the organisation. 
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5.6.77ke Oil and Gas Industry 

5.6 1. Oil Co. 

The final organisation that the research conducted a study on is Oil Co. that is a 

major subsidiary of a leading global provider of engineering and construction 

services, technology products and integrated solutions within the oil and gas 

industry that is based in Norway. The main company employs around 30,000 

employees in more than thirty countries and spans a numb& of industries, including 

oil and gas production and petrochemicals such as refining and chemicals, 

pharmaceuticals and biotechnology, mining and metals, power generation, pulping 

and shipbuilding. The subject for the research, Oil Co., is based in Aberdeen and is 

predominantly involved in maintaining and modifying existing facilities in a 

number of industries, primarily oil and gas offshore. They has about 1,000 

employees onshore and offshore. 'Me current situation in the Middle East has given 

a rise in oil prices, putting increasing pressure on oil producing countries and 

companies to come up with contingency plans in order to remain a major player in 

the Oil and Gas industry. The section below will show that the current hike in oil 

prices is nothing new and has happened before. What has changed, however is that 

now, organisations are not waiting for politics to resolve itself but are utilising the 

knowledge- of their employees to their full potentials to still be part of the oil 

market. 
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5.6 2 The Oil and Gas Indiatry 

Oil and gas are one of the most important natural resources to be discovered in 

the UK during the twentieth century. They provide energy and essential chemicals 

for transport, industry and homes (DTId). Petroleum has been produced in small 

quantities on the UK mainland for centuries and it is only in the mid-1960s that a 

significant discovery of offshore gas while a major onshore gas field is found in the 

early 1970s (DTId). Generally, the area where petroleum and gas are found in the 

UK seabed and subsoil beyond the territorial sea which the UK exercises sovereign 

right or exploration and natural resources is formally known as the UK Continental 

Shelf (UKCS) (Wiggin, 2001). The most common form of liquid petroleum is crude 

oil, which form the most important fossil fuel along with natural gases (Carlton, 

2002). Currently, the main market sectors are oil and natural gas which includes 

natural gas liquids (NGLs) (Wiggin, 2001). Oil is important for the production of 

fuels especially for transport and through further processing, the production of 

petrochemicals such as other gasses, plastic and fertilisers (Spitz, 1988). 

Petrochemicals are also becoming a valuable commodity in the industry. In 

Europe, the chemical companies are joined by oil companies and national 

governments who are seeking a piece of the pie in the new technology of utilising 

oil and gas by-products (Bower, 1986). Currently, natural gas is quickly becoming a 

commodity for power generation by electricity companies as well as heating for 

homes (Carlton, 2002). At the moment, primary fuel supply in the UK is supplied 
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by coal, petroleum, natural gas, nuclear and hydropower (Wiggin, 2001). However, 

the production of gas as a fuel supply has been steadily rising compared to the other 

fuel sources. In 2000, the use of coal dropped 13% from the previous year while 

petroleum, nuclear and hydropower dropped 8%, 1.7% and 3.7% respectively. 

During the same period of time, production of natural gas has risen by 9.3% to a 

total of 108.5 million Tonnes Oil Equivalent (TOE) (Wiggin, 2001). Therefore, 

there is a sudden "dash for gas7' (Wiggin, 200 1) among the oil and gas companies to 

become the main or at least a major supplier of gas in the LJK. The intense 

competition to control the oil and gas market has cmphasised the rise in awareness 

of trying to utilise whatever means necessary to remain competitive and 

organisations are realising that the knowledge of their employees can play a large 

part in maintaining the advantage over their competitors. 

The annual average price received for UKCS oil by producers has fluctuated 

dramatically in recent years. Oil prices are moving between L77 and E97 TOE 

before dropping sharply to f. 50 per TOE in the first quarter of 1999 to some 054 

per TOE in the last quarter of 2000. The prices levelled off to average at E126 per 

TOE for 2001 while in 2002, the price fell slightly to some L124 per TOE (Beckett, 

2003b). In 2000, the production of petroleum is 138.2 million TOE and natural gas 

is 108.5 million TOE. It is estimated that between 2001 and 2005, UK oil 

production will increase by 3.8% in volume and fall by 12% in value. In the same 

period, it is predicted that net gas production win increase by 15.5% in volume 

terms with sales increasing by 15.6% in value (Wiggin, 2001). Overall, in the UK, 
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gas sales remained fairly steady at L8.2 billion but sales of oil fell again, from L14.6 

billion to U4.3 biHion (Beckett, 2003b). Furthermore, the total income of operators 

and licensees remained fairly steady in 2002 at just over E24 billion. Unit operating 

costs increased slightly again in 2002 after the recent low seen in 1999 as total 

production fell while operating costs rose to just under E4.6 billion. New fields 

often pay to use existing infrastructure, therefore, requiring lower capital costs but 

in return, they has to pay higher operating costs. There is a rise in operating costs 

around 1991 which reflects the heavy expenditure by oil and gas companies on 

safety improvements following the Cullen Inquiry into the Piper Alpha disaster, and 

the fall thereafter demonstrates the effectiveness of industry cost reduction efforts 

(Beckett, 2003b). 

The development in the Iraq crises has raised the price of oil well into the $46 

per barrel level (as of mid August 2004) and this has brought upon a fresh panic 

among the economics of the world as this could affect the overall economy of the 

world market. Ilerefore, the industrialisation of the oil and gas industry takes a 

back seat to the economical and management of the oil and gas industry in order to 

resolve the situation. Oil and gas companies are now trying to find new ways to cut 

costs as well as produce more oil in order to lower the price of oil due to the 

pressures by the local governments. Hence organisations; are turning to their 

employees to utilise all their skills and expertise in whatever capacity possible to 

create new ways of discovering more oil shelves, methods of drawing out more oil 

with lower costs as well as fmding new ways to utilisc crude oil. As such, KM has 
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now become more important within the area of oil and gas and has become a 

priority of many companies in this industry. 

Besides the sales or value of oil and gas produced, the value of oil and gas 

reserves in the UKCS need also to be considered in order to get a better view of 

how competitive this industry is. Combined oil and gas reserves increased in value 

by 20% between 2001 and 2002 to E109 billion. The value of oil reserves has more 

than doubled from E24 billion in 1994 to E63 biRion in 2002. During the same 

period the value of gas reserves increased from E17 billion to E46 billion. These 

rises are the result of higher commodity prices, particularly in the period 2001 to 

2002 (ONS, 2003b). The value of the UK's recoverable oil and gas reserves 

depends mainly upon the estimated physical amounts remaining, the current rate of 

extraction and the assumed future price per unit of oil or gas, net of the cost of 

extraction. By setting UK oil and gas reserves in monetary terms allows these 

subsoil assets to be compared with other economic entities (ONS, 2003b). 

Furthermore, the profitability rate for Oil and gas extraction companies increased in 

the third quarter of 2003 to 29%. This is similar to the average for 2002 but higher 

than 24.2% recorded in the previous quarter that is the lowest since 1999 (ONS, 

2004). Overall, the UK compares well with other countries regarding energy supply 

and became one of only six Organisation for Economic Co-operation and 

Development (OECD) countries that produced more energy than they consumed 

(Wiggin, 2001). However, for the first time in many years, recently, the UK has 

imported oil to provide for the increase in the demand for petroleum and gas and 
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this has caused tension in the overall economy of the UY, Therefore, oil and gas 

companies are trying to find more ways to produce more oil and gas for the LJK 

market and as such, focus on the KM of their employees to overcome this 

commodity shortage. 

The changes in the employment rates among the oil and gas sector are also 

affecting the situation within the industry. Figures from the Office for National 

Statistics (ONS) show employment in oil related jobs rising from 29,300 in 1978 to 

peak at just over 40,000 in 1991, before falling sharply to below 28,000 in 1994 and 

1995. Oil related employment recovered to remain mainly within the range of 

30,000 and 32,000 from 1996 onwards (Beckett, 2003a). Furthermore, it is 

estimated that 265,000 jobs are supported by the offshore oil and gas industry in 

2001. T'his total included approximately 104,000 jobs in the oil and gas industry 

and its direct suppliers, 67,000 in the rest of the supply chain, and a further 94,000 

jobs dependent on the spending of employment income by those in the 171,000 

directly and indirectly supported jobs (Beckett, 2003a). Around 31% of these jobs 

are in Scotland, which means that around 6% of the Scottish workforces are 

dependent on the oil and gas industry (Beckett, 2003a). Furthermore, Aberdeen City 

and Aberdeenshire Councils estimate that oil-related employment in North East 

Scotland is 54,000 in 1991 after which it declined to 40,000 in 1999 with an 

estimated further decline to 34,000 by 2006 (Wiggin, 2001). Therefore, oil and gas 

companies are further pressured to utilise the skill and knowledge of the remaining 

employees in order to remain competitive in this industry. 
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There are two major groups in the UK oil and gas industry; multinational 

companies and smaller companies that operate in the UK. Most of the international 

companies have oil wells around the world while the smaller companies might be 

involved in special projects that deal directly or indirectly with the production of oil 

and gas (Carlton, 2002). Moreover, most of the participants in the UKCS are also 

involved in the post-production of oil and gas, namely petrochemicals, refineries 

and engineering. This sector of the oil and gas industry is known as the 

'downstream oil sector'(Wiggin, 2001). The UK Governmenfs main objective for 

the UK downstream oil sector is to promote open and competitive markets. This 

policy is set within the overall policy framework of creating strong and competitive 

energy markets that will ensure the UK has secure, diverse and sustainable supplies 

of energy at competitive prices (DTI, 2001). The companies are aware of the 

possible profit to be made in the petrochemical industry especially when in the 

developed world, petrochemical companies manufactured goods worth $390 billion 

in 1980 (Bower, 1986). The oil companies thus, progressed with greater vigour into 

petrochemicals in order to diverse their products and profits (Spitz, 1988). Thus, 

besides the production of oil and gas, companies are also now competing for a 

stronghold in the petrochemical and downstream oil market. 

Ile oil and gas industry at the current stage is important to the UK economy, as 

it is an important source of feed stocks for the UK petrochemical industry as well as 

supports significant exports (Bower, 1986). It is also a valuable source of tax 

revenue to the UK economy while providing a high level of employment. 
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Furthermore, besides being a resource for fuel, the use of gas for power generation 

provides a method of reducing carbon emissions into the environment (Wiggin, 

2001). However, besides discoveries made in the UKCS being generally smaller 

and more difficult to develop, the reserve for oil and gas is finite. If the cost of 

developing smaller reserves cannot be reduced, the UK oil and gas industry could 

become uncompetitive with other nations. At the current moment, the North Sea 

provides a political stable source of oil but most of the operators in the North Sea 

has access to oil and gas reserves elsewhere in the world. These other nations may 

offer a more economical production cost and therefore the UKCS is vulnerable to 

competition from other nations (Wiggin, 200 1). 

Oil rich countries are also setting up their own petrochemical plants and 

producing products for export with knowledge and expertise acquired from other 

nations (Spitz, 1988). This is due to the awareness that through petrochemicals, a 

variety of products can be made that has a high value in the marketplace (Bower, 

1986). Moreover, environmental and political groups are pressuring oil and gas 

companies to decommission and dispose with minimum pollution of redundant 

offshore structures and this could lead to added costs (Wiggin, 2001). These threats 

could be overcome through an advancement of new technology and skills that could 

help in the development of new exploration and drilling techniques that could in 

turn contribute to the development of smaller oil fields (Carlton, 2002). Therefore, 

oil companies and the UK oil and gas industry as a whole are becoming more aware 

of the need to utilise the skills and expertise of their technical and offshore staff in 
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order to develop new technology and materials that could help them remain 

competitive. 

It is hoped that by having an overview to the backgrounds of the industries, a 

basis for the research can be seen into the need for proper management of 

knowledge among the employees within the organisations, regardless of industry. 

Since each industry is competitive in its own right, it is quite important that 

organisations are able to utilise the skills and expertise of their employees in order 

to provide products or services that will be valuable to their customers with as low 

as cost as possible. Furthermore, in the knowledge-intensive aspect of the 

industries, as the industries are diverse, the knowledge available in them is also 

diverse. Therefore, companies are trying to implement policies and procedures for 

efficient KM in order to capitalise on the diversity of the knowledge available in the 

company. 

The information from this chapter along with the debates and arguments 

postulated in Chapters Two and Three will be used to discuss the results of the 

research in Chapter Seven. The following chapter will present the data collected on 

the organisations that took part in the research and the data will be presented based 

on the research questions stated in Chapter Four. It is hoped that the information 

from this chapter, the data presented in Chapter Six as well as the discussions in 

Chapter Seven will give an overall picture of the KM situation faced by companies 

in the four industries chosen for this research. 
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CHAPTER 6: RESULTS 

6.1, Introduction 

In the previous chapter, this thesis has presented a background to the different 

companies as well as the industries that are involved in the study. To summarise, 

the four companies that took part in this research are, anonymously named, Dio Co., 

Duild Co., Tel Co., and Oil Co. The different positions within the organisations that 

are interviewed for the research range from the Managing Director of the firm to the 

line manager or basic researcher. The information in Chapter Five regarding the 

background to the industries of the companies would help to give a much clearer 

impression regarding the results found through the interviews conducted during this 

research. However, the discussion of the results based on the industries' 

background information will be presented in the following chapter and in this 

chapter focus will be more on the presentation of the results of the data discovered 

from the study. 

This chapter will be divided into four categories: the Identification of 

Knowledge; Knowledge Management; the Retention and Dissemination of 

Knowledge as well as the HR Support Systems. This classification into the 

respective four sections is done in order to present the data in a systematic manner, 

in line with the areas of issues discussed by the research objectives and the research 

questions in Chapters One and Four respectively. The presentation of the areas of 
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issues proposed by the research objectives and research questions provide a 

sequential order into how knowledge is managed within organisations from the 

acquisition of knowledge to the utilisation and finally dissemination of knowledge. 

Therefore, the data on how knowledge is identified, how employees are encouraged 

or motivated to gain more knowledge, the KM processes within an organisation as 

well as the overall support system within the company will be presented in the 

following sections. 

In the Identification of Knowledge, the focus will be on whether companies are 

aware of the importance of knowledge, how they identify the knowledge necessary 

within the company as well as how they motivate their employees to be more 

knowledgeable. Furthermore, in light of the competition within the respective 

industries, this section will also look at findings regarding how organisations 

encourage their employees to create new products, services, ideas and knowledge 

that might be beneficial to the organisation quickly and as cheaply as possible. In 

the Knowledge Management section, the findings relating to the policies and 

procedures of KM that the organisations implemented and to what extent they are 

being utilised will be presented. The Retention and Dissemination of Knowledge 

section will provide an overview of how organisations store and disseminate their 

knowledge among employees as well as to the general public. Moreover, how the 

organisations encourage their employees to share information among each other 

will also be reviewedL Lastly, the Human Resource Support Systems section will 

focus on the training processes, the pay systems and rewards given to employees in 
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order to improve the overall knowledge of the company. These support systems 

might be beneficial in maintaining the loyalty of the staff over a long period of time 

and thus, retain their knowledge within the organisation. 

6. Z Idenfifwation of Knowledge 

In this section, findings relating to whether knowledge is recognised as a 

resource and how it is identified within the organisation by the participants of the 

research will be revealedL This is to help answer the question of the identification of 

knowledge stated at the beginning of this research. Furthermore, the question of 

whether the organisation conduct any job analysis or have job descriptions of the 

positions within the company is also answered as this could help employers learn 

more about possible gaps in their employees' knowledge. This section will also 

reveal findings on how the organisations encourage and motivate their employees to 

gain more knowledge or to create new knowledge. And lastly, ways in which 

employees encourage their employees to create new services, ideas or knowledge 

within the shortest time possible will also be touched upon. 
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6Z1. Knowledge as a Resource 

In relation to the question of whether knowledge is recognised as a resource, it is 

found that A the subjects interviewed for this research, regardless of the 

companies, recognise knowledge as a resource. 

Managing Director (Tel Co. ): 

"The management used to be more aware of those traditional reporting 
methods on a balance sheet about current assets andfixed assets and things 
like that and that has changed definitely ". 

Business Development Manager (Oil Co. ): 

"We do recognise that because we are a service company, we don't actually 
produce anything, all of our asset is in the minds of the people that we 
employ. So we don't really say that people are our best assets, that's a bit 
glib I suppose, but in fact they are. But their intelligence is our asset and 
that's something that we take the course, because they workfor us in the 
organisatiog but we don't fitHy utilise that knowledge by any means and 
that's been recognised now for maybe a year or so, that we need to do 
something more on the tools and knowledge management side to get more 
value and more value to the business". 

Furthermore, according to the Research and Development Manager of Bio Co., 

knowledge is recognised as a resource due to the growing nature of the industry: 

"It's a growing and changing requirement, partly because the company is 
growing its Research and Development organisation and moving awayfrom 
an organisation which basically only use Research and Development to 
support manufacturing, Now the company is growing to expand Research 
and Development to take in new ideas; in other words to try and grow the 
company with research products coming through the pipeline through to 
manufacturing. So knowledge is more and more recognised as a significant 
resource within the company or within the Research and Development 
Group ". 
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The competition widiin the industry also necessitates for the organisation to be 

aware of knowledge as a resource. As quoted by the Organisational Development 

Officer of Oil Co.: 

" When we're getting involved in an important project, there would be termed 
what there is to use and what the clients want you to adopt. Basically how we 
can do things better and more smartly. We must better it. That kind of creates 
a pressure for us to identify what expertise we need and which problems are 
affecting the project ofproductivity ". 

Furthermore, the Customer Service Manager (rel Co. ) indicates that with 

employees as their asset, they can offer good service to their customers: 

"Definitely now there is more awareness that systems etc are great but the 
assets are the people and their knowledge and skills. And that in fact you 
could have really awful systems and still deliver excellent customer 
experience which is where our main business is in Tel Co. and that therefore 
people are the most important asset that we have ". 

However, the Finance and Office Manager of Bad Co. believes that the 

Managing Director of the firm would not recognise knowledge as a resource. She 

concedes that the Managing Director would recognise the importance of knowledge 

within the organisation, but he would not accept it as a resource as he would feel 

that knowledge is part and parcel of the employees and therefore, should not be 

considered as a resource. These sentiments are shared by the Managing Director of 

Oil Co. who says that in reality individuals might consider knowledge as a resource 

but he does not think that as a management team, they would recognise knowledge 

as a resource. Despite the conflicting response regarding knowledge as a resource, 
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all are aware of its importance to the organisation. As quoted by the Senior Partner 

of Build Co.: 

"Knowledge is helped by the people, or groups ofpeople and the process in 
which it is applietJ it's the bit in the mida7e. Otherwise, you've got 
information and you've got work to do, projects to do, and how do you apply 
that strategically, it's the application of knowledge management or 
knowledge led architecture ". 

Due to the recognition on the importance of knowledge within the company, 

when asked how the knowledge is identified within the organisation, the majority of 

the subjects interviewed state that they know what is needed based on either their 

own experience on the job, through talking with people, through surveys conducted 

or by discussing with their clients. Among those that recognise what type of 

knowledge is needed through experience in the industry as well as experience in the 

job itself include the Finance and Office Manager as well as the Research Co- 

ordinator of Build Co., the Customer Service Manager and Chief Engineer of Tel 

Co., The Vice President, the Quality and Assurance Manager and Research and 

Development Manager of Bio Co., and finally the Managing Director and the 

Structural Engineer of Oil Co. 

Finance and Office Manager (Build Co. ): 

"It's basically through doing the job, I've been here five years. So I know 
exactly what I require and I know what the guys require in order to run the 
job properly. I know what information we need to gather in, and what sort of 
informatioi4 the financidl information obviously, what skills are needed to 
run the job efficiently. How many people are needed in the team to run the 
job effectively and to work to deadlines ". 
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Quality and Assurance Manager (Bio Co. ): 

"I thinkjust reallyfrom knowing the business, knowing regulations, knowing 
the environment in which we have to operate and again depending on what 
recruitment, recruiting at what level, depending on what level of knowledge 
you need to have ". 

However, those who say that they know what knowledge is needed through 

talking with their employees, surveys conducted within the organisation and 

discussions with clients include the Senior Partner of Build Co., the Human 

Resource (HR) Manager of Tel Co., the Finance Director of Bio Co. and the 

Organisational Development Officer of Oil Co. The HR Manager of Tel Co. who 

mentions that they know what type of knowledge is needed within their 

organisation through external surveys and discussions with clients confirms this: 

"We work quite closely with the people and we do a lot of external research 
about how our customers perceive us. With that, we then look at it and 
identify gaps in the knowledge of the employees and see ways to coach them 
better in gaining that knowledge. So we used that external information and 
we also do internal surveys of our people about how they feel, about what 
they need very regularly and match the two andfill the gaps ". 

The Finance Director of Bio Co. adds that they use third-party training analysis 

to find out in depth if there are any gaps in the knowledge base and with that, they 

can prioritise the employees in terms of what knowledge is needed. Besides having 

years of work experience in the own area as well as third-party analysis to find out 

any gaps in the knowledge base of the organisation, management could also look 

into conducting efficient job analysis or having detailed job descriptions as a means 

of discovering gaps in the knowledge of their employees. 
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622 JobAnalysis andJob Descriptions 

Those at Bio Co. know what knowledge is needed in the organisation by creating 

job descriptions for all their positions and 'ýpart of those job descriptions have a 

criteria which lists the specialist knowledge or experience for each area" (Finance 

Director, Bio Co. ). Moreover, due to the nature of the company which is a 

subsidiary of the main company in the United States, Bio Co. is trying to create a 

standardised job description and job function which will be "universal over the 

group in the UK and the groups in the US" (Research and Development Manager, 

Bio Co. ). Furthermore, as part of their HR Policy, both Tel Co. and Oil Co. have 

job descriptions for all their positions. Tel Co. for example, keeps detailed job 

descriptions of all. the positions that is reviewed regularly according to the changing 

market place so that their employees will be updated and "clear of their duties, 

roles and responsibilities" (Managing Director, Tel Co. ). Tel Co. keeps these job 

descriptions as part of Investors In People (11P) but these job descriptions tend to be 

generic because "sofiware engineers, irrespective of what they are working oA 

should have the same set of skills" (Chief Engineer, Tel Co. ). This situation is 

mirrored in Oil Co. where the Business Development Manager states that: 

"For every position, yes we do, we have roles and responsibilities, andjob 
descriptions as part of our work management system, so they are fairly 
detailed but they are fairly mechanistic. An engineer for a certain level, a 
certain grade would have to have a certain degree or certain years of 
experience and competence and soforth ". 
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Surprisingly, Build Co. only has job descriptions for the administration staff, 

under the supervision of the Finance and Office Manager, and not for other 

positions that include among others architects, engineers and technicians. The other 

positions within Build Co. use Curriculum Vitae (CV) or a report that provides an 

overview of the job as a guideline to what they are doing. The Organisational 

Development Officer of Oil Co. mentions that it would be beneficial for the 

organisation to use CVs; as a means for identifying what knowledge may be needed 

in the company as they may uncover job specific skills and knowledge that the 

employees have. However, at the time of the interview, it is indicated by the Senior 

Partner as well as the Research Co-ordinator of Build Co. that they are currently 

trying to implement accurate job descriptions for all positions once they finalise a 

HR policy for it. 

Despite the emphasis on job descriptions, only Oil Co. conducts job analysis for 

the positions within the Organisation. Moreover, the Business Development 

Manager of Oil Co. indicates that the Organisation would also conduct a job 

analysis when there has been a change in the industry that has resulted in changes in 

the roles and responsibilities of the position. The rest of the organisations mostly 

rely on what a member of staff is currently doing in order to write a job description 

without conducting a formal job analysis on the position itself. However, the 

Finance Director of Bio Co. mentions that a job analysis is only conducted if there 

is a new position being createdL 
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623. Encouragement andMotivation 

As the organisations indicate that they are aware of the importance of knowledge 

within the company, it would be interesting to answer the question of how the 

management would convey the need for gaining more knowledge to their 

employees. One of the many ways of encouraging or motivating the employees to 

gain knowledge mentioned by the participants of the research included talking to 

them. 

HR Manager (Tel Co. ): 

"The senior team do things like walking the floor, talking to people. ney 
hold lunch with the senior management team, like with the Directors they 
come onto all ofour sites and have lunch with people, once or twice a year so 
that they can share with you ideas and knowledge with the top team. And the 
chance to meet people at a senior level usually boosts morale quite nicely 
because it's good to see people so that they know who you are and what you 
are doing". 

Quality and Assurance Manager (Bio Co. ): 

"The main thing I try to do is weve got quite a wide range of skills 
departments within the organisation; I tiy to encourage my staff to spend a 
bit of time in other departments to try and learn about their jobs and the 
pressures that they are under and to transfer some of our knowledge to them 
as well". 

The Business Development Officer (Oil Co. ) also mentions communicating with 

the employees the values and the reasons for the project and involving the 

employees throughout the project in order to encourage them to gain more 

knowledge. Another method is trying to focus more on their own career 

development as a means of gaining knowledge (Finance and Office Manager, Build 
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Co.; Organisational Development Officer, Oil Co. ) or trying to create an 

atmosphere that would be conducive for gaining knowledge (Senior Partner, Build 

Co., Structural Engineer, Oil Co. ). 

Senior Partner (Bad Co. ): 

"I thinkjust by the general extra dimension it adds to their lives in working 
in a place that strives to seek knowledge and use it and work as cleverly as 
possible 

Organisational. Development Consultant (Oil Co. ): 

"It's very much focused on an individual's development, what skills, what 
knowledge, expertise do they need to develop. First of all to do the job they 
are doing at the moment, actually to achieve their potential and to think why 
the process is also about idenoingfuture opportunities and along with that 
again is identifying knowledge that they need to take on board to enable them 
to achieve through to the nextposition ". 

The other way of motivating the employees to want to gain more knowledge is 

just by doing the work itself. Many of the subjects interviewed state that the job 

they are doing is interesting and the work itself encourage them to try to learn new 

things (Quality and Assurance Manager, Bio Co. ). 

Customer Service Manager (Tel Co. ) 

"Ae thing I noticed is that the people I work with genuinely like theirjobs. I 
find that easier to help them find motivation in their work If you're doing 
something that's boring and mundane, then you're not going to try hard at it. 
So I try to make their work interesting, more diverse so that they'dfind new 
things to do. Basically, I think if they like theirjobs, they'd be happy doing 
itpl. 
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Furthermore, the job itself would be the basis of where they would obtain 

experience for finther career development or be beneficial to the company due to 

the knowledge they gain from it 

Research Co-ordinator (Build Co. ): 

"I think students who come in would work long hours just to get the 
experience they need To get that knowledge because I think the experience is 
that knowledge. With the experience, you can demand better wages, 
positions, hours or even betterjobs and responsibilities ". 

Finance Director (Bio Co. ): 

"Aere are a number of senior managers in the company who started off, if 
not on the shopfloor, but at a much lower level and have worked their way 
up into senior management positions. People who have worked in the shop 
floor have worked their way intojunior management positions. So we have a 
visible history ofprogressing employees as they gain more knowledge, people 
can see, we can'tpromise anything but they can see that there ispotentialfor 
advancement". 

It is noticed that higher mana ement generally just talk to the employees about 

the need to gain more knowledge whereas middle and line management holds 

discussions with their staff and discusses the need for the employees to gain 

knowledge as a method of career development The Managing Director of Oil Co. 

also indicates that there is generally no need to motivate employees since the people 

actually want to learn: 

"In my experience most people enjoy coming to work here and we know that 
because we do employee surveys and attitude surveys and the majority of 
people are generally interested in learning new things. I would say rightfrom 
the lowest paid people to the highest paid people, as a principle people 
generally want to come and improve their knowledge about the job. It's not 
something that we feel we have to put out a carrot, they are fairly open to 
gaining more knowledge ". 
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Therefore, it is through training, through communicating or discussions with 

peers or basically through experience that the employees are not only encouraged to 

gain more knowledge but it also allows them the medium in which to acquire 

knowledge. 

Business Development Manager (Oil Co. ): 

"We tend to get as many people that are associated with the issue together in 
the workshops and in the seminars that we have. And in the learning process 
that we have, so that we can get as much knowledge as we can into that part 
ofour value creatingprocess ". 

Interestingly, both the Senior Partner and the Research Co-ordinator of Build Co. 

state that a lot of knowledge acquisition takes place during discussions either at the 

comer cafd or at the local pub. 

Senior Partner (Bad Co. ): 

"Social cross fertilisation is important because we have people working in 
project teams in our offlee or other offices. The only time they would meet is 
if they went to the pub. 7he only time they'd talk about each other's project 
was when they went down to the pub. So that was always the way within 
Architecture for people to cross-fertilise knowledge. nether it's the pub, or 
it's lunch or gofor a coffee out there on the square, that's important ". 

Research Co-ordinator (Build Co. ): 

"In Glasgow, there's afleet of architects andfor a big city, it's a small group 
ofpeople. So we all see the same people in the same pubs and get involved in 
all the same things and talk about our work and see what everyone is doing. 
So it's like a bigpub crawl. It's reallyfunny". 

Besides trying to encourage employees to gain knowledge, organisations are also 

asked how they encourage employees to create products or services quickly in light 
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of the competitive market of their respective industries. Although the organisations 

do not have a quota system that have to be met on a regular basis (Senior Partner, 

Build Co.; Managing Director, Tel Co.; Vice President, Bio Co.; Managing 

Director, Oil Co. ), all the companies do conduct reviews to see what project is 

completed. In addition, how long the process takes and if there are ways to shorten 

the time taken to produce a product or service is also considered by the organisation 

and this pressure encourages the employees to create products and ideas quickly. 

Most say that they would review the process of the project either during the project 

or after the project is completed in order to see what went wrong and to learn from 

the mistakes so that it would not be repeated in other similar projects (Senior 

Partner, Build Co.; Research Co-ordinator, Build Co.; Managing Director, Tel Co.; 

Customer Service Manager, Tel Co.; Chief Engineer, Tel Co.; Quality and 

Assurance Manager, Bio Co.; Research and Development Manager, Bio Co.; 

Organisational Development Officer, Oil Co.; Business Development Officer, Oil 

Co. ). 

Chief Engineer (Tel Co. ): 

"The overall software life cycle which maybe ten years ago, you used to 
speak of the life c vle in the order ofyears, we tk in the order of wee . now al As 
In order to getproducts onto the market quickly then we're required to do the 
development in a matter of weeAs We tend to have ideas in response to a 
demand The demand is, we need the software very, very quickly or software 
where for example, mobile phone prices change day by &ý we need to be 
able to change the mobile phone prices that agents, the customer advisors on 
the telephone can see. We need to be able to change that within a matter of 
hours which means that you've got to do the software changes, you've 
actually got to allow the products to be changed in flight while the agent's 
making calls. A Iso, we try and get as many people as possible when we're in 
a rush tofinish something off. So that builds a team of knowledgeable people 
that could get things done. So that tends to generate a lot ofpressure for us 
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guys and we know the pressure's there and I guess that's what's pushing us 
to create things or come up with the software ideasfaster". 
Quality and Assurance Manager (Bio Co. ): 

" We tend to look more at the process rather than the product and if we don't 
like the way things are being done, they should be done in a certain way. I 
think we encourage them to be creative and to say, look we don't like this, 
you can change it as long as you do it in a controlled way and we go through 
the right procedure for changing things. We would also try to bring other 
people in and try and approach the process again so that we would do in 
more as a team rather thanjust asking an individual to review it ". 

In Build Co., the Research Co-ordinator adds that after a project, the people 

involved with the project would discuss and try to discover if there are any methods 

of prefabricating some of the parts of the building in advance to cut costs and time. 

These prefabricated parts would be sections of the building such as the staircases 

that can be built off-site and then brought on when needed and attached when 

necessary. Thus saving overall time and cost of the project as the design of the 

staircase could be used again in other buildings. However, the Managing Director 

of Oil Co. comments that it is difficult to motivate employees in the organisation 

since the oil industry is heavily unionised: 

"It is actually quite difflcult to motivate people who are part of a UK wide 
agreement. You can't even pay them a bonus tofinish ajobfaster because the 
trade union agreement won't allowyou to do that". 

From looking at the results presented on the issue of knowledge identification, a 

summary of the results based on the different companies involved in the research 

can be indicated in the table below. 
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Table 6.1: Identification of Knowledge 

Bio Co. Build Co. Tel Co. Oil Co. 
> Recognises > Recognises > Recognises > Recognises 

knowledge as a knowledge as a knowledge as a knowledge as a 
resource. resource. resource. resource. 

> Identifies necessary > Identifies necessary > Identifies necessary > Identifies necessary 
knowledge and knowledge and knowledge and knowledge through 
encourages encourages encourages customer needs. 
employees to gain employees to gain employees to gain > Have detailed job 
knowledge through knowledge through knowledge through descriptions for all 
talking to them. talking to them. talking to them. positions. 

> Encourages > Encourages > Encourages > Encourages 
employees to spend employees through employees to publish employees by 
time in other career development and give informing them 
departments to gain discussions. presentations to gain about the value of 
knowledge. > No job analysis and knowledge. the projecL 

> Have basic job job description only > Discusses career > Encourages through 
descriptions for all for admin staff. development with career development 
positions. >Reviews product employees. discussions. 

> Reviews product process to shorten > Have detailed job > Difficult to 
process to shorten length of production descriptions for all motivate employees 
length of production time. positions. due to unionisation. 
time. > Reviews product 

process to shorten 
length of production 
time. 

Therefore, although there are some mixed reactions to the importance of 

knowledge as well as the methods used to classify knowledge within the 

organisations, all the participants interviewed do acknowledge the need to manage 

the knowledge of their employees efficiently. This is to ensure the survival of their 

organisation among the competitiveness of their respective industries. 
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6.3. Knowledge Management 

This section will present the findings relating to the policies and procedures 

implemented within the organisation to help in the management of knowledge of 

the employees. Even if the KM process is not formally recognised, there are certain 

policies and practices that are implemented that would help management to 

encourage new ideas from their employees, how ideas are reviewed and 

implemented as well as how skills and knowledge databases are stored. These 

policies and practices could involve utilising data-warehouses as well as efficient 

intranet services to sending employees for training as weH as conferences to gain 

knowledge. The KM process is basically about helping the overall management of 

knowledge of the employees within an organisation whether it'd be following the 

informational approach or the behavioural approach to KM or even a combination 

of both. These policies and procedures when implemented could help in the 

management of acquiring, utilising, creating, storing and disseminating knowledge 

within the company. 

6.3.1. Management ofKnowledge 

The organisations might not regard their policies as assisting in KM but this 

section will review the policies to see if their company practices could be useful in 

managing the knowledge of the employees. Especially when, as stated in the 
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previous section, many of the staff recognised. the importance of knowledge within 

the organisation and following dmt, the need for efficient knowledge management. 

Senior Partner (Build Co. ): 

"Our knowledge within our practice, what we have done, what we are doing 
and we have to make our people aware so that they can tap into that and not 
reinvent the wheel. Knowledge management is all about streamlining. It's 
quality and it's about streamliningfor us. Notjust what we do but what other 
people are doing". 

Structural Engineer (Oil Co. ): 

"We're always thinking about these three aspects all the time; safety, 
environment and cost and all the decisions that we do have to consider in 
each of those aspects. There is the safety of the environment in case they are 
spilling oil or gas and there is the commercial risk as well. Obviously, if 
something is done which isn't safe, it might cost the client a lot of money to 
fix it. So myjob is very much associated with knowledge. What knowledge do 
I have? Do I know what knowledge I have at myfingertips? Do I know where 
to go to lookfor the knowledge I need and how do Ipass that knowledge on 
to others? It's very much a knowledge business and different clients have a 
different view on the value of that knowledge ". 

Moreover, there is also a need to be knowledgeably capable to give the 

customers a more efficient support service. 

Managing Director (rel Co. ): 

"Customers used to know what they wanted before and now that it's so 
complex and everything that they are reýdng on somebody having quite 
detailed almost a consultancy level of support and information to support 
them in their business strategy. So I think that was probably what th-ove the 
need of managing the knowledge of our employees mostly. 7hat people 
started to realise that we had to have key people and we wanted to keep them 
because it was expensive as well to really train people up to some of the 
levels that we needed people to be technicaUy and knowledgeable capable 
in ". 
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Furthermore, efficient knowledge management could help reduce the risk of 

people researching for the same knowledge over and over again as new knowledge 

created within the organisation will be shared around the company (Customer 

Service Manager, Tel Co.; Chief Engineer, Tel Co.; Research and Development 

Manager, Bio Co. ). 

Customer Service Manager (Tel Co. ): 

"Because we are a very large organisation; there is more opportunity for 
duplicatim for people asking for the same information, people producing 
reports on a very similar basis, on similar things. What we were finding is 
that people were often requiring us to access the same information and 
producing reports from the same information; through knowledge sharing. 
77zis whole process of requests for the same knowledge over and over again 
could be cut down with the use of a system that would manage the knowledge 
effectively and help my staff be more efficient ". 

Surprisingly, despite the agreements for the need for effective knowledge 

management within their organisation, initial review of the interviews conducted 

show that none of the companies have any processes that are being associated as 

being a KM process. There are no specific policies, strategies or guidelines that are 

implemented within the organisation that are considered by the management to be 

of help in the overall management of knowledge within the organisation, regardless 

of whether the knowledge is within the employees or if it is stored within the 

organisation. However, on closer inspection and questioning further, a couple of the 

companies do have a system that could become a basis for a KM strategy. 
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6 3.2. Knowledge Management Processes 

This section will answer the question relating to the policies or procedures 

regarding KM within the organisations. It is found that although there are no 

strategic KM processes identified during the research, there are some policies and 

procedures undertaken by both Build Co. and Tel Co. in managing the knowledge 

of their employees. In Build Co., a three-step system called the "Tbree-Wave" for 

idea suggestion, review and implementation of ideas that might be beneficial to the 

organisation is implemented. In Build Co. 's Tlu-ee-Wave system, other members of 

staff will get the opportunity to review the ideas of employees formally. 

Senior Partner (Build Co. ): 

"It's about wave theory. Now there are three different waves, hence the 
picture that we clicked on was a wave, the third wave is an idea that is out 
there that might benefit the business. It's just a wild wacky idea that 
somebody comes up with whoever it is in the business, then it's looked at. If 
it's decided to progress that and put investment into it or just eVIore it a 
little bitfurther, then that will be pulled in and become a second wave which 
is something we are researching and maybe funding to research for use in 
our business and then when it became first wave it's implemented It is part 
of our business, part ofour culture so that anybody can pull that in " 

Therefore, the system takes on an ascending order where the third step involves 

employees of any position or hierarchical level to suggest ideas that may be 

beneficial to the organisation. The ideas may consist of designs for a new working 

system, a new policy, or even a design for a building or project. This leads to the 

next step where the ideas are reviewed by the peers as well as management and 

brought into discussion during meetings. Ideas that management feels are beneficial 
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to the organisation and are feasible for implementation are taken to the final step, or 

the First Wave, where it is implemented either throughout the organisation or in the 

area that is most suitable. However, ideas that are not taken to the final step are not 

discarded but rather kept in a file, as they may become suitable for implementation 

at a later date. 

Interestingly, the Three-Wave System is similar to the review process the 

Research and Development Manager of Bio Co., has within his own division 

although this is a rare occurrence in Bio Co. which states that they do not have any 

formally recognised review systems: 

Research and Development Manager (Bio Co. ): 

"We do review, certainly, ideas in research and development, either 
generated by employees or we also use consultancy groups to generate ideas 
for us. Ythey movedfrom being an idea to becoming something more than 
that, if it's developed into a project or a possible product, they would go 
before a review board We also allow feedback from the other employees 
regarding an idea I think one of the things that we have within the company, 
not just within R&D, is the requirement for all employees to make a 
contribution into new ideas. Into how they progress and I think it's essential 
to actually develop ideas and allow them to progress If you don't let 
everyone make a contribution, the possibility is you`II miss out on some good 
ideas on how ways to actually move things along ". 

However, from reviewing the results of the interviews, it is believed that Bio Co. 

does have a basic fonn of review board even if it is not recognised by other 

members of Bio Co. 
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Finance Director (Bio Co. ): 

"We don't have a formal review board We have a management group who 
get together on a weekly basis and any ideas that are communicated back to 
that management group are taken in that form and we also have regular 
communication meetings with all of our colleagues which allows the 
Managing Director to receive ideas from employees which we, the 
management, go on and discuss ". 

Quality and Assurance Manager (Bio Co. ): 

"We don't have any special review boards, no, but we do have monthly 
management reviews. And I think ifthere tire ideas that have come up, yes we 
would discuss then But it's not as a formal agenda like somewhere people 
woulij if someone did suggest something when he came I wouldn't raise it 
because it wasn't a formaliseil it isn't formalised in any sort of way that 
people are not encouraged actively to raise ideas ". 

Therefore, it can be seen that even though there is no formal system to review or 

process ideas, there is an informal review process carried out throughout the various 

departments in Bio Co. 

In the case of Tel Co. however, the New Idea Scheme is implemented in order 

to encourage the employees to suggest any new ideas that might be beneficial to the 

organisation regardless of what section or expertise the employee is in. The New 

Idea Scheme involves employees suggesting ideas or giving suggestions to a 

particular policy or programme in order to make the organisation, more efficient. 

The ideas that are suggested are then presented in the general meetings, first among 

the department managers and then if the idea is feasible, it is presented to senior 

management. Encouragement is usually given by presenting the person with the 

best idea suggested or who contributed the most to the scheme with either a 
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recognition award e. g. a plaque, or a monetary reward of about E50. 'Me monetary 

value is not much but it is an on-going motivation for the employees to contribute 

to the scheme as the rewards are offered every three months. 

Managing Director (Tel Co. ): 

"We take the view that everybody owns this New Idea Scheme, everybody's a 
part of it and has a role to play in it and it's their programme. It's the 
people's programme, they get out of it what they put im and what they want 
to get out ofit ". 

Customer Service Manager (Fel Co. ): 

"If anybody has got a new ideafor anything, that goes into a pot and it's all 
registered and logged and controlled and rewarded". 

Besides using the New Idea Scheme as a formal method of reviewing ideas, the 

Chief Engineer of Tel Co. states that informal review of ideas also takes place 

within his own department through departmental team meetings. Along with the 

New Idea Scheme, these are ways for employees to give feedback regarding any 

ideas or suggestions presented by their peers or management As stated by the HR 

manager of Tel Co., giving the employees the opportunity to contribute to the 

overall knowledge input of the company gives the chance to create a working 

atmosphere that the employees are pleased with. Tel Co. believes that this would 

lead to lesser staff turnovers as wen as stronger loyalty to the organisation 

(Customer Service Manager, Tel Co. ). 

The procedure of having the weekly meetings as indicated by Tel Co. is familiar 

to that of Build Co. and Bio Co. whom both say that there are weekly meetings held 
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in their organisations as well (Research Co-ordinator, Build Co.; Finance Director, 

Bio Co.; Quality and Assurance Manager, Bio Co. ). During these meetings, 

management would talk strategy and review anything that might come up as well as 

consider possible suggestions into problems or new ideas that are introduced to the 

rest of the members in the meeting to discuss as part of the agenda. That way, both 

management and employees of the department would have an opportunity to 

present any new ideas or topics of interest to the rest of the staff. Furthermore, it is 

indicated that if Build Co. has any time, they might get some project leaders 

together and look over the project to draw any ideas that they might have and get as 

many ideas as they can on paper. And if there are any ideas that are feasible, they 

will see if they can push it forward to management (Research Co-ordinator, Build 

Co. ). 

Besides having the Three-Wave system, Build Co. has also implemented a 

system called the Coaching System whereby different types of coaches or experts 

will get together and discuss the project being completed. These coaches include 

the Technical Coach, who is in charge of the technical aspect of the project; the 

Concept Coach, who is in charge of the design aspect of the project and the Product 

Coach, who is in charge of the producL Build Co. uses the system as a way of 

acquiring knowledge from one another, sharing knowledge through the discussion 

and retaining knowledge by keeping the knowledge in their head as well as through 

the minutes of the meeting. Furthermore, after the meeting, each of the coaches 
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goes back to their own project teams and passes on the information gained during 

the discussion. 

Senior Partner (Build Co. ): 

"Yhere is a group ofsir to seven of us who meet regularly and we try to bring 
people into, like if one of our architects is working on ajoh, we'd bring them 
in here, pin the drawings on the wall and a technical coach will sit there and 
so will a concept coack to look at the design aspects and so will a product 
coach If it's a retail development and a retail coach will sit there and that 
means they are getting the best shared knowledge within the group 
Technically, concept wise andproduct wise and that knowledge is not sitting 
with one individual person. It's sitting with everyone. Ae difference between 
what's on here, which is information and what knowledge is, is knowledge is 
based on people. But the way we are doing it is not based on one individual 
within the organisation because they take that expertise away with them". 

Therefore, even though this coaching system is not formally recognised as a KM 

process within Build Co., this system, linked with other systems could also become 

a basis for an efficient way to manage the knowledge of the employees. Although 

not entirely similar to the coaching system of Build Co., the Business Development 

Manager of Oil Co. states that they do offer the opportunity for peer-to-peer 

feedback and peer-assistance as part of their process for engineering. However, he 

adds that there is no real method of recording what happens to the ideas. 

Business Development Officer (Oil Co. ): 

"We have peer reviews andpeer assists constantly as part of our processfor 
engineering, So that is part of what we do. That will review what they've 
actually done to make sure that it's been done rigorously and it will also 
bring in special ideas from outside from peers So we encourage that 
feedback Again the issue there would be where do these ideas stop? "ere 
do they leave? They maybe appropriate Justfor that piece of work and may 
then die and not be recorded anywhere. I think that is one of the issues to 
consider. So it might be good for that project but then what happens 
thereafter when another similarproject comes along? " 
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Both the Business Development Officer and the Managing Director of Oil Co. 

bring up the danger of the ideas being lost once the project is over and not recorded 

properly as this would mean that it could not be utilised. when another similar 

project comes along. 

The Vice President of Bio Co. commen that they are currently trying to 

organise something that would help them to retain the knowledge of their 

employees within the company, especially due to the highly competitive nature of 

their industry. The concept of the knowledge bank has been'suggested by a few of 

the staff interviewed at Bio Co. as a means for an inventory to resolve the problem 

of knowledge retention. Moreover, the knowledge bank could be used as a method 

for finding people with the necessary knowledge for the company. 

Finance Director (Bio Co. ): 

"We know some of the specialist skills that we have. We don't alwaysknow 
whose got a particular piece of knowledge. That is one of the reasons we 
decided to create a knowledge bank and it's a thing we do from time to time 
when there is a post coming tp. And while every post is posted internally 
which employees can applyfor, there maybe something that comes up that we 
might think somebody would be particularly good for. If we feel that they 
have a particular skill. But without the knowledge bank; we wouldn't 
necessarily know that somebody had a particular skill ". 

In Oil Co., there is a similar method of a knowledge bank but it is implemented 

on a more personal nature. The Organisational Development Officer of Oil Co. 

indicates that they have a system called the Personal Performance Programme or P3 

where by the prognunme forms an informal knowledge base. 
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"Ae knowledge that my team present would be, again it could be dependent 
on job descriptions in their P3 which measures what probably the key 
accountabilities are, what the responsibilities are, identify what skills they 
have, what skills they need We also have process maps. It's an outline of 
what the key elements of the activities are, what else we need to do, what the 
interfaces are with other parts of the organisation and that is the key 
indicator of what they need to do to win job awards in terms of skills and 
ability to carry out, what skills they need to do that and I guess key points at 
what stage ". 

Furthermore, the Structural Engineer of Oil Co. mentions that they have sets of 

information or rules that are compiled by the organisation for their staff and clients 

so that people will be able to work in confidence, for example health and safety 

issues offshore. 

"We basically say, ok; here is a framework for the behaviour for your 
structure, within this envelope, you can make decisions safely and one of 
those decisions is maybe for the managers of the platform Aey are 
constantly having to move equipment around the structure, for example 
containers. So we will give them an envelope ofrules that says you can put so 
many containers in this sort of area and anything within that envelope, you 
can do safely. So a wider set of rules that will give them a different set of 
circumstances. So hy setting out sets ofrules, essentially everyone knows they 
can work safely, everybody has the confidence in what they are doing. But 
then, you come to a point where the rules don't cover the next step you take. 
So you have to do some assessment and analysis and that's when you get this 
sort of iterative loop". 

In addition, the Finance and Office Manager of Build Co. states that although 

they do not have a formal method of KM, they do keep an efficient filing system for 

every project undertaken by the organisation. This filing system involves having a 

base file for every project where every single memo, fax, email, minutes of 

meetings, drawings or correspondence regarding the project is placed together in 

one file which has been issued a project number. Therefore, everything linked with 
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the project will have the same number so that it would be easy to search for any 

necessary correspondence. Also, all drawings related to the project have a 

Knowledge Box where it has the company name, project number, drawing number 

and edition number on it. Once there is enough information in the file, the 

drawings, memos etc. are then copied and placed together with other files that are in 

the same area; for example, drawings of staircases are placed together in the same 

file. Therefore, if someone is to search for drawings of staircases, he/she would 

only need to look up that particular file and then review notes regarding that 

staircase from searching the project number. Moreover, according to the Finance 

and Office Manager of Build Co., having these files also helps them to be aware of 

possible mistakes in the future and helps to avoid them without losing money: 

"We are also looking at if we should run into problems in one particularjob, 
how did that problem come about? How do we stop itfrom happening in the 
nextjob? So we retain that kind of knowledge. There wasn't enoughfor it, we 
didn't count the right number of man-hours so the next kind ofJob, if another 
job came in that was similar we would know the pitfalls. We only went wrong 
the first time round because we've kept a record of it. And we've got a pre- 
proposal and a pre-schedule and we have costings on the job. So we know, 
right, thatjob, was slightly under what we initially put in because of whatever 
number ofpeople. So the next time ajob like that, of the same type comes, we 
know we've got a higher chance to make us run to costs and that way we are 
not losing money. So we keep that kind of knowledge where we've fallen 
down or we made money on that so we can take another project". 

The Managing Director of Oil Co. admits that it would be good fortune if they 

could apply new knowledge learned in other projects. At the moment, if they are to 

bid for another project that is similar to another one they have done before, there is 

a risk that they might end up with another person as project manager rather than 

someone who has experience in a similar project. The Organisational Development 
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Manager of Oil Co. states that the reason for this is due to the fact that they have a 

problem of carrying forward any new information they learn from similar projects 

and changing it to suit other projects that might be relevant Furthermore, the 

Structural Engineer (Oil Co. ) believes that the library within the organisation could 

be better managed in order for the employees to access them and learn from 

previous projects: 

"I think our central technical library is unmanageable, the hard copy 
library, because nobody knows what's in there. The index documents we've 
got for the contents of that library, they are unwieldy. There aren't any 
search engines which we could use. We aren't entirely sure where the 
documents are, who -s looking after then; how they are kept up to date, all 
those sort of questions. So we need to make sure we understand how an 
electronic library would do it then and the ownership is kept with the right 
people ". 

Although it is not exactly a knowledge bank, Tel Co. has an electronic CV 

system that records all the skills and qualification. that each employee has. It is 

hoped that with the CV system, it would be easier for the employees to search for 

someone that might have the skills or knowledge they require. The HR Manager 

says that rather than looking for the necessary person through own personal 

contacts, with the CV, it is hoped that the person can be found through searching 

their expertise. However, the CV is only restricted to each division and Tel Co. is 

hoping to link the divisions or communities together so that everyone will be able 

to access the CV to search for the skills they require. 
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Managing Director (Tel Co. ): 

"At the moment, the electronic CV that we have is only within each 
community of each department. We're trying to widen out in the future so 
that we can link the communities together and see whether we can link the 
knowledge and skillsfirom one division with another". 

The Managing Director of Tel Co. does adds that the process for linking the 

communities together in terms of the CV is going slowly because different 

communities need different kinds of skills and knowledge. Furthermore, the 

Customer Service Manager of Tel Co. states that it is unnecessary to share skills 

with other departments if they do not need them as it would only overload the 

system with unnecessary information. In addition, Tel Co. also conducts in-house 

surveys that try and find out the opinions of the employees regarding any 

programmes that management might want to implement or are currently organising 

within the company. 

HR Manager (Tel Co. ): 

"Yes, we do these electronic in-house surveys where we ask quite specific 
questions about the programmes and the things that they are doing in our 
division with verbatim allowed and things like that and they are all done 
anonymously. Or if they choose to, they can if they want, they can name 
someone on their question and also we have calls where people can ring in 
and ask questions to the top team or stuff like that or make their concerns or 
issues orpositive comments or whatever". 
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63.3. Intranet 

Despite Build Co. implementing the Three-Wave System or formal filing system; 

Tel Co. having implemented the New Idea Scheme as well as the electronic CV and 

in-house surveys; Bio Co. organising a knowledge bank and Oil Co. having the P3, 

there is still a need to bring all these strategies together that will help to make the 

organisation more cohesive in managing the knowledge of their employees. Most of 

the companies interviewed have a method that they feel helps them in managing the 

knowledge of their employees more efficiently and that is via the intranet. Despite 

the lack of a formal KM process within the organisations, all the companies except 

Bio Co. are utilising intranets within their branches. Build Co. has implemented a 

vast intranet system within their organisation as a means of sharing and retaining 

knowledge. The Finance and Office Manager of Build Co. says that she would 

email other members of staff via the intranet in order to notify them of any news or 

new information. The Research Co-ordinator and the Researcher of Build Co. also 

both use the intranet to inform. other members of staff regarding new research found 

that could be beneficial to the organisation: 

Research Co-ordinator (Build Co. ): 

"It's more afile search facility rather than a word search Evetything has to 
be in a searchfacility that we can type in ajob number and retrieve it - every 
email or fax - where it comes from andfrom whom and it'll basically help 
you search andfind that So it's very structured Basically, what an intranet 
does is it's condensing people's knowledge into one or two pages about the 
project. For example, we have like an internet and it's like a homepage and 
we have a lot of technical things like products and ifpeople are interested in 
it, they can upload that and then search for a link So it depends on where 
you want to go so your knowledge becomes upgraded as and when ivu sit 
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down and read it. Ifyou tried to search on the internetfor something tofind it 
yourse1r, you'd neverfind it. But it's there (in the intranet) the next time you 
want to lookfor it and you know you've come across it and it'll give you a 
contact name of who wrote it and you can pick up the phone and call them. 
They're all in the same organisation ". 

At the current moment, Build Co. is trying to make their employees check the 

intranet on a regular basis for any latest information that might be useful to them. 

They are trying to get their employees to work through the intranet so that every 

information will be directly saved in the intranet. Furthermore, any new information 

will be posted on the intranet and they will read these notices as soon as they log on 

to their computers in the mornings. This way, the employees will be aware of any 

new development that has taken place in any particular project as well as be able to 

input ideas that might be helpfid to another project team. It is hoped that through 

this process, more knowledge will be captured and in a sense, the intranet be used 

as a KM strategy. The concept of using the intranet as a medium of communication 

is also prevalent in Oil Co. Unfortunately, the system is used at a basic level only 

and not so much as an opportunity to exchange ideas and discussions. Currently, 

Oil Co. has an intranet system throughout the organisation. However, according to 

the Business Development Manager, it is just used as an information dumping 

ground without any proper exchange of ideas. On the other hand, in the case of Tel 

Co., aside from the company-wide intranet, each department or community has its 

own intranet or website. 
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Customer Service Manager (Tel Co. ): 

"We have a main intranet with loads and loads o centrally gathered ?f 
information but this (community based intranets) sort of takes it down one 
more layer for presentations and detailed information benefiting to our 
community that we couldn't put on a bigger website. Because if we did that 
for the whole of Tel Co., it wouldjust be massive. It's like a sub-element 
really, it'sfocused on our community ". 

To Tel Co., there are advantages and disadvantages to using the intranet as a 

means for storing information and sharing ideas. According to the Managing 

Director, "the community intranet is feasible at the moment because there is no 

added cost to the companyfoi using this method Since it is already in place due to 

the company wide intranet, adding on the community based intranet is not much 

cost over the benefits that could be reaped". However, the disadvantage of 

community based intranets is that other communities would not be able to have 

access into the information that are in the intranets. And this disadvantage is 

recognised by the Chief Engineer of Tel Co. who states that: 

"Well, we've got the Tel Co. wide intranet which is company wide and we 
can submit general information on it. But specific information that are 
community based stays within the community intranet. No-one else outside of 
my community would have sight on the information that is inside my intranet 
and that's a shame because I might want to know what's happening in other 
communities which might be helpfid to my team members and I'm sure there 
are others out there whojeel the same way". 

The Managing Director of Tel Co. does explain that Tel Co. is trying to combine 

the intranets together so that everyone can have access to other intranets from other 

communities. However, the senior management is considering if it is worth it to 

link the communities together when people might not be interested in other 
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communities' information. According to the Managing Director, this is because 

different communities need different information and although having links to other 

departments might seem beneficial theoretically, it just might be more of a hassle to 

the departments to be overloaded with information that they do not need. 

Upon looking back, it is easy to see why the organisations would implement an 

intranet system within the company as a method of managing the information 

within their company. The use of the intranet as a basis for acquiring, sharing, 

utilising and storing knowledge is a noble gesture and it does have many benefits 

which Bio Co. should consider. However, there is a danger of employees uploading 

a whole lot of information into the intranet without having someone organising the 

information properly. This could be a weak link in the intranet system where there 

is a lot of knowledge and information on the intranet but there is no systematic way 

of utilising the knowledge or managing it so that the knowledge can be accessed 

easily. 

Chief Engineer (Tel Co. ): 

"It's extremely easyfor us to keep including stuff into the intranet Whenever 
we have completed a project and want the others in our community to know 
about it, because we have many teams and each team has a project, then we 
just put it on the intranet. So ifpeople are interesteel they can have a read 
through about the project. Also, if there's any new information about a type 
ofprocess that someone's read about, we put it there (the intranet) too. But 
we don't actually have a wayfor us to access that informatior4 like a search 
engine because we need someone to go through each information and 
catalogue it. So it's like looking at a huge library that isn't catalogued and if 
we want something; we have to go through each book until we find the 
information we need So we need someone to put all the projects and 
information together so that we can find what we needjust by "ing out the 
key word". 
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It is hoped that by at least having an intranet within the organisation, in time, 

with proper management of the information on the intranet, the companies would 

be able to implement a more formal method of KM to help in the efficient 

management of the employees' knowledge. However, in KM, besides acquiring 

knowledge and processing them, there should also be ways for the organisations to 

retain as well as share the knowledge learned. All the companies interviewed say 

they try to encourage employees to share ideas or create products at the fastest time 

possible but rarely do they try to manage the application of knowledge learned 

where they change tacit knowledge into explicit knowledge. This is to prevent 

employees from having to rediscover the same knowledge over again. 

6.3.4. Problems in the KM Process 

As can be seen from the discussion of the literature in Chapter Three, the theory 

and practice of KM is not unproblematic. This can be illustrated with reference to a 

number of the research questions. In relation to the research question regarding the 

issues concerning KM, it is found that the organisations experienced a number of 

issues in implementing their KM processes. One of the issues faced by Tel Co. 

regarding their KM process, in this case the New Idea Scheme, is that general 

employees of Tel Co. are not given such an open-house opportunity to review ideas 

suggested by their peers (Customer Service Manager, Tel Co. ). This is because the 

New Idea Scheme is handled by the New Idea Team that is a particular group of 
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people that have skills or expertise that might be relevant to that area. Furthermore, 

the Managing Director of Tel Co. also admits to having some disadvantages of the 

programme indicating that it is difficult to maintain the momentum of the scheme 

when nobody has the time to contribute. Especially when the employees are 

working on a shorter time scale to produce work, interest in the New Idea Scheme 

is lost because they are too focused on their own projects. Therefore, according to 

the Managing Director, the momentum of the programme relies very much on the 

contribution of the employees. 

Another problem being faced is by Build Co. that indicates that due to the tight 

time-scale while involved in a project, it is rather difficult to share and review ideas 

(Research Co-ordinator, Build Co. ). This problem is similar to the one faced by Bio. 

Co., who states that their biggest challenge at the moment is knowing what 

knowledge they have within their employees as well as getting people to contribute 

to the KM process. 

Research and Development (Bio Co. ): 

"I think one of the hardest things is getting people to contribute especially at 
veryjunior levels. To contribute knowledge. A lot ofjunior scientists and staff 
don'tfeel they have a contribution to make and that's quite a difflcult thing to 
manage that and make staff realise that they have a contribution to make 
And they can make a significant contribution in terms of their knowledge into 
a generation of new products and new product ideas and that they don't just 
have a role at the basic level". 

When asked about how they would overcome this problem of trying to 

encourage their employees to contribute to a knowledge bank, both the Quality and 
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Assurance Manager and the Research and Development Manager mention that it is 

basically down to the type of people hiredL The Quality and Assurance Manager 

says dig there are some employees who would come into work and do their job at 

the basic level whereas there are others that take their own initiative to contribute 

more into their work. Therefore, the Research and Development Manager of Bio 

Co. feels it would be good to try and find employees, who would try and contribute 

in terms of their knowledge, look into projects and project bearings as a way of 

overcoming the problem of getting employees to contribute to the KM strategy. 

Furthermore, both the managers state that if there is a knowledge bank implemented 

in Bio Co., they would look at what the employees are doing in terms of projects, 

check the job descriptions of the posts as well as review the record of the 

employees' qualification and training background as a means for encouraging 

people to contribute. 

Quality and Assurance Manager (Bio Co. ): 

"I like to see people developing their skills and realise that they've got a 
specific bank of knowledge and I would encourage there and then to share 
and make contributions to see that they then get the satisfaction, the job 

satisfaction and know that they've been able to do something to carry on that 
knowledge ". 

Surprisingly, these statements regarding the Three-Wave System, the weekly 

meetings, the P3, and the filing systems are in contradiction to the answers Build 

Co., Bio Co., and Oil Co., give when interviewedL They admit that they have 

neither a formal KM process nor any formal method to review ideas suggested by 

employees (Office Manager, Build Co.; Researcher, Build Co.; Vice President, Bio 
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Co.; Finance Director, Bio Co.; Quality and Assurance Manager, Bio Co.; 

Managing Director, Oil Co.; Business Development Manager, Oil Co. ). Most of the 

staff interviewed from Oil Co. admit that they do not have a formal review board to 

process ideas suggested by their employees at a lower level. If there is a review 

board, it would be at a higher level now for new technologies that requires funding 

and that would be more for technology rather than knowledge. 

Managing Director (Oil Co. ): 

"No, we don't have a review of new ideas. 7hat would tend to happen on the 
project but I think there is a weakness in the way we are organised at the 
moment that often those good ideas get lost in the project and they don't get 
transferred to other projects in the company. I think it is necessary, it's just 
something that we are not good at, it's an area that we need to improve on ". 

Furthermore, some of the interviewed staff of Build Co. do not consider the 

Three-Wave system as a formal KM process that might exist -within the 

organisation. The Finance and Office Manger of Build Co. says that she does not 

know much about that process while the Research Co-ordinator views the Three- 

Wave System as an idea bank where they could store knowledge rather than a 

process where ideas could be reviewed and implemented. 

The reason for not having a formal KM procedure within Oil Co. is explained by 

the Managing Director who mentions that at the current moment, a formal KM 

process could not be implemented since they have higher priorities to settle: 

"We've had a number of challenges in Oil Co. over the last 18 months and 
our life has been more about survival than putting into place some of the best 
ideas. So some of the 'nice to have' ideas, they stopped quite quickly because 
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we tried to cut costs. Because you can't measure this (benefits of KM, it is 
very easy to stop initiatives to deal with knowledge management because you 
can't really measure the value so easily". 

Both the Managing Director and the Business Development Manager of Oil Co. 

add that an efficient method of KM would be beneficial to the company once they 

have the opportunity to implement it Moreover, both agree that it could be 

considered as an investment for the fiftre once the benefits of having the system 

are determined. They further comment that in order to do that, they would need to 

determine what the main areas of benefit and efficiency will be through having 

knowledge management In addition, in an industry such as Oil Co., it is important 

to manage knowledge properly for the safety of others. 

Structural Engineer (Oil Co. ): 

"It might be in many differentforms but knowledge is how quickly you can 
make a decision. If circumstances change, how quickly can you respond to 
that change safely? It's easy to make a decision but if it's based on bad 
knowledge, where people are just guessing, then it's a bad decision and it 

could have serious consequences. It could put people at large at risk A 

company could go out of business because they made the wrong decision 
based on the wrong knowledge. One of the things we say is, a little bit of 
knowledge can be a very dangerous thing in the wrong hands and so within 
the regulations that govern the business that I do, one of the key words is 

competency, so you have to be competent to use the knowledge that is 

available to you". 

However, the Managing Director of Oil Co., mentions that since he is 

responsible for the company, and if it is not profitable, they have to consider the 

cost first. And to him, it is difficult to measure a knowledge database or knowledge 

management in terms of money. 
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Overall, even though all the organisations state that they do not have a formal 

process of managing the knowledge of their employees, it is discovered through the 

interviews conducted that the policies and procedures already implemented within 

the companies could become a basis for an efficient method of KM. For Build Co., 

the use of the Tbree-Wave system, the Coaching System and the filing system is 

just the first few steps into setting up an efficient KM process. It is hoped that 

through time, they would be able to have a knowledge-led organisation that could 

be beneficial to their clients as well as to their own employees. In the mean time, as 

mentioned by the Senior Partner of Build Co., they are progressing one step at a 

time to make sure every step is in place and understood company wide before the 

next few steps are takerL TEs is the same for Tel Co. and Bio Co. that are trying to 

implement a formal KM process through a series of smaller policies and practices, 

which combined, would give them a better management of the knowledge of their 

employees. Furthermore, Bio Co. could lose a lot of potential knowledge from their 

employees if they do not try to implement a knowledge bank within their 

organisation. Although it is quite obvious to see that Oil Co. is doing the best they 

can to organise a strategy of managing the knowledge of their employees on an 

informal basis, they also recognise that they arc still having problems with trying to 

apply any knowledge learned. Therefore, it is hoped that Oil Co. win one day be 

able to reintroduce knowledge and lessons learned from each project back into the 

organisation and make it easily accessible to the employees so that they would not 

continuously be reinventing the wheel. 
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From looking at the table below, a brief overview regarding matters relating to 

the issue of KM processes within the organisations of this research can be seen. 

Table 6.2: Knowledge Management Strategies 

Bio Co. Build Co. Tel Co. Oil Co. 
> KM strategies > KM strategies > KM strategies > KM strategies 

necessary to avoid necessary to stop needed to provide necessary for safety 
employees employees from demanded services to reasons. 
researching the greinventing the customers. > Has Personal 
same knowledge wheel'. > Has New Idea Performance 
and to share with > Has'Three-Wave Scheme as formal Programme to 
the rest of the System' as formal method of reviewing monitor employees' 
company. method of ideas. career. 

> Has a formal idea reviewing ideas. > General employees > Have sets of rules 
review programme > Has Coaching not given and regulations for 
in research and System for opporamity to safety to share with 
design. discussing ideas and review ideas clients and 

> No intranet. strategies. suggested by peers. competitors. 
> Difficulty in > Has vast intranet > Utilises electronic > Has intranet but is 

knowing what system. CV as means of being used as data- 
knowledge is within > Difficulty in sharing contacting people. dumping. 
their employees and and reviewing ideas > Each department has > No efficient 
getting them to due to time-scale in own intranet utilisation of 
contribute. completing projects. > Momentum lost if no knowledge storedL 

one contributes. > Difficulty in having 
KM strategy due to 
other priorities. 

In conclusion, although the organisations involved admit that they do not have 

any systematic KM process, this section has revealed that most Of the OrganisatiOns 

have some policies regarding reviewing ideas, implementing them and storing 

information. Although this could not be considcred as an efficicnt, fully functioning 

KM strategy, the combined utilisation of the different policies could be beneficial in 

at least managing and maintaining the cun-cnt knowledge base within the 

organisations in a basic manner. Therefore, it is interesting to move to an 

examination of the methods, if any, that they use to store the information they 
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obtain and share the knowledge among their employees as the next step in 

managing the knowledge of their employees. 

6.4. Retention andDissemination ofKnowledge 

In this section, data answering the question of how knowledge is retained and 

disseminated within the organisations interviewed will be presentedL How 

organisations store the knowledge of their employees as well as how they would 

share the knowledge among other employees or clients are the key issues that 

would be looked at. 

6 4.1. Inventories 

Although all the companies interviewed state there are no formal methods of 

retaining knowledge within their organisation, they do implement various practices 

that help in the storing of knowledge. When asked whether their respective 

organisations have any knowledge inventory that lists the knowledge that their 

employees have, most of them state that they do not (Managing Director, Tel Co.; 

Quality and Assurance Manager, Bio Co.; Managing Director, Oil Co. ). 
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Managing Director (Oil Co. ): 

" When it comes to the 'smart ideas'thing (knowledge inventory), no we don't 
have aformal systeinfor that and that's why we are working on someform of 
knowledge database". 

With this in mind, Bio Co. is trying to rectify the situation of not having an 

inventory by trying to implement a type of knowledge database within their 

organisation. 

Finance Director (Bio Co. ): 

"Currently, in terms of their knowledge, each employee has a personnelfile. 
Within that personnelfile is either an application form or a CV which has a 
list of all their pre-existing qualifications before they came here. Each 
employee also has a training record where we record all training routes 
which takes place, in-house or training courses, whatever. Every employee 
has an individual record What we are doing at the moment is we are 
collating the information from the pre-existing qualifications and skills and 
our own training records to in effect create a knowledge database of 
employees. So we are working towards that at the moment ". 

The reason why there are no formal knowledge inventories is explained by the 

Vice President of Bio Co. who mentions that not only is it difficult for people to list 

down exactly what they know but that people do not have the time to write the 

things down for recording. This reason is supported by both Managing Directors of 

Tel Co and Oil Co respectively as well as the Structural Engineer of Oil Co. 

Managing Director (rel Co. ): 

--we, ve had several goes at trjing to do that (Anowledge inventory) but it's 
very, very difficult. Primarily the difficulty that I have experienced is people's 
perception of their skills set is very difficult to quantify. Each individual 
could provide me with a different assortments of skills and knowledge- For 

example, if I say, right, I want people who have design experience, unless I 
have some way of quanti6ing that design experience, I basically come up 
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with a list. All it does is probably tell me that 90% of the people have design 
experience. It hasn't really been of any great use. It's a subject that we go 
back to constantly". 

Although the companies do not have any knowledge inventories about what their 

employees know, all of them have a skills inventory that lists the skills and 

qualifications that their employees have. This inventory could be used as a basis for 

building a knowledge inventory within their organisation (Senior Partner, Build 

Co.; Finance and Office Manager, Build Co,; Research Co-ordinator, Build Co.; 

Managing Director, Tel Co.; HR Manager, Tel Co.; Organisational Development 

Manager, Oil Co. ). 

Senior Partner (Build Co. ): 

" "en somebodyjoins the practice, they are asked to say what experience do 
you have in terms of software, building types that they've worked on, so on 
and soforth 

Organisational Development Officer (Oil Co. ): 

"I think that we need to get smarter, and this is a general problem I guess, is 
a CV if they need to go for some of the job specific skills and knowledge 

people have and how they can substantiate that by what achievements they 
made. And again looking at the skills, knowledge and achievements from 
these CVs would certainly help the company identify what knowledge is in the 
company Op. 

This is similar to Bio Co. that states that they have a mini-CV in place of an 

inventory. 

Research andDevelopment (Bio Co. ): 

"I suppose you would call it sort of a database that lists the experience, 
basically like a mini-CV. Instead of a CV)vu might put together ifyou were 
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applying for a job which is rather more detailed and descriptive of what you 
have done in your background and so som We have, I suppose, a group of 
mini-CVs which every person in the R&D group have which describes their 
experience, the technologies and areas that they have worked in. So we have, 
I suppose, a small database of the kind of experience that we have within the 
group here in Scotland and the groups in the US". 

Ile Structural Engineer of Oil Co. mentions that in his division, they do have an 

inventory that is given to clients to see what skills their employees have but the 

only problem is that the inventory is not as good as it should be: 

"Yes, we have inventories for various t)pes of knowledge in as much as we 
know which design reports we havefrom our various clientsfor the various 
structures which we have done. I think what we do better is identifying what 
is important to inventory and what is knowledge which might be in paper 
form which is generated as part of the process. So we will generate a lot of 
knowledge on the way to producing a report to say what we've done so we 
would give to a client which summarises that knowledge. We would have in 
our inventory the final report but some of the steps to get to that point we 
wouldn't necessarily be documenting as well as we could It would come 
down to the individual remembering where he left that file, rather than 
having it properly logged and catalogued and all this kind ofthing. So in that 
sense we are not as clever as we could be ". 

Ile problem of not documenting all the steps taken in the project could be 

rectified if Bio Co. is to follow in the footsteps of Build Co. that logs every single 

drawing, memo, fax and information regarding each project so that every step is 

recorded and filed. 

It is encouraging to see that the companies do take notice of what skills their 

employees have but at the same time, the skills inventory is just an inventory. It just 

gives a list of qualffication, skills and training done but it does not indicate what 

knowledge the employees actually know. One of the ways to rectify the situation 
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that is currently being used by some of the organisations interviewed is to use an 

idea bank. An idea bank is where the employees can submit ideas that might be 

helpful to the organisation. We have seen this in the case of Build Co. and Tel Co. 

with the Three-Wave system and the New Idea Scheme respectively. Whatever 

ideas that are suggested but not processed into an actual product of service are kept 

in case it becomes feasible later. Unfortunately, neither Bio Co. nor Oil Co. 

implements any idea banks within their organisation. Bio Co. does agree that it is 

something they needed to look into in terms of having an official system of 

recording or storing ideas in case they resurface later on (Finance Director, 

Research and Development Manager, Bio Co. ). This situation is put succinctly by 

the Senior Partner of Oil Co. who says: 

"No, I'm afraid we don't have an idea bank Our bank is empty ". 

However, Oil Co. has implemented a system of suggestion boxes all over the 

organisation giving employees the opportunity to suggest ideas that might be useful 

for the company. Unfortunately, the ideas taken from the suggestion box are not 

recorded and kept in an idea bank, therefore, losing out on a potential knowledge 

database. Having a skills inventory or an idea bank is a step in the right direction of 

creating a knowledge database but it fails to account for the knowledge of the 

employees who do not contribute to the system. 
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6 4.2 Retenlion ofKnowledge 

Although the organisations do not have a knowledge database in place, they have 

implemented various means of retaining some knowledge of their employees within 

their organisation. When asked how the organisations store information that they 

gain from their employees, most of them (apart from Bio Co. ), say they use the 

intranet (Senior Partner, Build Co.; Research Co-ordinator, Build Co.; Researcher, 

Build Co.; HR Manager, Tel Co.; Structural Engineer, Oil Co. ). 

Research Co-ordinator (Build Co. ): 

"We have set up our intranet where all the offlces areforced to take the time 
to put something into the intranet and that way, it'll be stored in Everything 
has to be in a searchfacility that we can type in ajob number and retrieve it. 
Every email, far, where did it come from andfrom whom and it'll basically 
help you search and find that. So it's very structured As the intranet 
develops, we'll get more people in and we'll get more advantage but it's not 
really doing anything yet. So we're trying to develop ourselves and our work 
as we get more workfrom our clients. We're hying to put those in so that we 
can learn ftom that and keep what is fine and then maybe develop on other 
things so that the project is better next time ". 

Since most of the organisations rely on the intranet as a means of storing and 

sharing information, it would be prudent to make sure that the intranet is updated on 

a regular basis as well as maintaining good accessibility to the intranet. That way, 

the latest information will be accessible easily to the employees to ensure a smooth 

flow of knowledge sharing. 

Structural Engineer (Oil Co. ): 

"There is an area on our intranet at the moment where you can log things 
that have gone well, things which have gone badfy, lessons learned It's not 
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as broadly used as it ought to be. Possibly because the access to it isn't as 
easy as it should be. I think we need to improve the accessibility of our 
intranet before this really becomes useful". 

Besides using the intranet as a medium of storing knowledge, the organisations 

also use hard copy files and computer files to retain any information within their 

company (Finance and Office Manager, Build Co.; Research Co-ordinator, Build 

Co.; Researcher, Build Co.; Managing Director, Tel Co.; HR Manager, Tel Co.; 

Chief Engineer, Tel Co.; Managing Director, Tel Co., Organisational Development 

Officer, Oil Co.; Business Development Manager, Oil Co., Structural Engineer, Oil 

Co. ). 

HR Manager (IFel Co. ): 

"Yes, we do have paper files for our information as well as computer files. 
The computerfiles are backed-tp and updated regularly while we make sure 
that we have a copy of all our hardfiles, paper files, you know. Ypeople 
want to see these files, then they can get onto the server and the files are 
there. For the paperfiles, we have sort of a small libra7y in the department 
where they can read or copy the necessa7y files It's just like a basic filing 
system which people have access to ". 

Business Development Manager (Oil Co. ): 

"We do file our reports but again it's not very rigorous, we just archive it. 
We let project managers know that it's there to be looked at and it Is up to 
them if they want to come andfind it. But it's not a very goodprocess, I have 
to say. So it's pretty crude. That's all we have. 

In the case of Bio Co., however, a lot of their information are not only kept in 

files or in the computer but in laboratory log books as due to the nature of their 

industry, the log books become a central part of the storing of knowledge (Vice- 

President, Bio Co. ). 
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Research and Development Manager (Bio Co. ): 

"Within the R&D group, most of the information is stored in terms of 
scientific work on paper in laboratory notebooks. Again we are fairly poor 
in that we do actually, and are required to generate lab notebooks, keep them 
up to date, have them sýgned off and approved But actually what we do with 
that information, once it's in the lab, we are fairly poor at in terms of either 
storage of informatio4 archiving informatior4 archiving of data In other 
words, if we have afire in the building; all our information would disappear. 
We do store some of it in fireproof cabinets andfireproof safes but I would 
say that 50 to 60 to 70% of our information, Mat we would require for the 
development of products that sadt& the sort of quality and regulatory 
requirements for launching a new product into the European market or the 
American market would disappear. And we would be incapable ofrecovering 
that data because we don't archive and store it effectively and e Iciently. 
77zat's another one ofthe things we are looking at, haw we do that better 

Although the storing of information in files is a good idea, there is still the 

problem of trying to access that knowledge efficiently. Oil Co. and Bio Co. seem to 

be the only ones to voice this problem in relation to the filing system as they 

indicate that they need someone who knows where the necessary information is 

stored and is able to access it easily when needed. 

Managing Director (Oil Co. ): 

"Now there's a difference between data and information and I wouldn't 
classify archiving records as a good way to get access to information, ifyou 
know what I mean ". 

It is interesting to see that the organisations are still using the traditional methods 

of storing information rather than relying on the advanced technological aspect of 

using an intranet. Furthermore, the organisations also encourage their employees to 

transfer their knowledge into written manuals or procedures as another step in 

retaining information (Researcher, Build Co.; Customer Service Manager, Tel Co.; 
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Vice President, Bio Co.; Finance Director, Bio Co.; Research and Development 

Manager, Bio Co.; Business Development Manager, Oil Co. ). 

Customer Service Manager (Tel Co. ): 

"We try to encourage our employees to write up what they know. Regardless 
of what it is, whether it's training they've been to or experience they have 
gainedfrom working in the department. We'l1put it tp on our website and it 
encourages the staff because they get the recognition on the website as well 
as being the author. We also have a newsletter that we try and get people to 
contribute to. It doesn't matter if it's a recipe for roast turkey or if it's ways 
to handle customer enquiries on a bad day. It's something that we can use as 
a way to get hidden knowledgefrom ourpeople ". 

Finance Director (Bio Co. ): 

"Yhe only area that I can think of where it's something that is actively 
encourages is where we write our procedures. Generally it's the person 
who's got the most experience in that area that writes the staff operating 
proceduresfor that area And these procedures can be written and it gives us 
that person's knowledge. So an aspect of their tacit knowledge willfind its 
way into the operating procedure 77wse procedures are written by people 
who know what they are doing and they should be written in a way that 
somebody who doesn't have that specialist knowledge can follow those 
procedures and carry out thefimclion ". 

It would seem that the organisations researched upon have various techniques to 

store information and knowledge within their organisation i. e. the knowledge of 

their employees as well as information already available to their company. 

However, a combination of these procedures together might give a better 

management of knowledge for a smoother flow of knowledge sharing. 
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6 4.3. Dissemination ofKnowledge 

The concept of sharing knowledge within the organisation is important for the 

longevity of an organisation. Employers and employees should be encouraged to 

share knowledge as a means for storing knowledge. Passing on ones' knowledge to 

another can make a huge difference in completing projects and offering better 

services. Especially when an employee is to leave the organisation for whatever 

reason, without the sharing or storing of knowledge, this could lead to a brain drain 

within the company. When asked how the'organisations share knowledge within the 

company, it is indicated that the organisations either use the intranet or email. The 

Senior Partner of Build Co. mentions that the coaches would meet regularly and 

publish reports on the intranet so that anyone interested in a particular area can 

search for the specific expert and read reports regarding work done by these people. 

Furthermore, the Researcher of Build Co. states that she would prepare presentation 

packs of any research she has done and she would e-mail it to people as well as put 

it on the intranet. This is similar in the case of Oil Co. where people are forced to go 

through their intranet to access their e-mails. And therefore, they would have a brief 

look at the main headlines of what is happening in the organisation and if 

something is to interest them, they can click on the actual report to read ffirther 

(Business Development Manager, Oil Co. ). 

In Tel Co., they try and persuade people to write reports or articles to putý on the 

intranet. Tiley hope that through this process, employees will be able to access the 
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articles and gain more information from them. Moreover, it would give a form of 

recognition to the author of the articles and would act as a means of encouraging 

others to contribute to the intranet The Chief Engineer of Tel Co. is particularly 

enthusiastic of the benefits of using the intranet as a medium of storing knowledge. 

Chief Engineer (Tel Co. ): 

"One of the most significant development I have seen in the accessibility of 
stored information on the organisation as a whole, has been the development 
of the intranet. The development of the intranet has made information that 
was historically either out of date or difflcult to get hold of easily accessible. 
It took a long time, you wouldperhaps have tofind someone who knew about 
something and apply for a copy of that document. 77zat would he a time 
consumingprocess andyou would getfed tp waiting. Yhe accessibility of the 
intranet is absolutely superb. It's an excellent way ofsharing Itnowledge ". 

The organisations are wise to utilise the technological benefits of the intranet to 

share knowledge. However, a majority of the participants interviewed still rely on 

the traditional way of sharing knowledge via discussions with one another (Senior 

Partner, Build Co.; Research Co-ordinator, Build Co.; Managing Director, Tel Co.; 

Customer Service Manager, Tel Co, Finance Director Bio Co.; Research and 

Development Manager, Bio Co. ). 

Managing Director (rd Co. ): 

"ReallY an awful lot of the knowledge is with the individuals and one of the 
most important thingsfor us is the skill of that individual and the knowledge 
that the individual has for that particular part in the company in a particular 
area So if we are to group people together and have a discussion after each 
project, we can get a lot of information and knowledge going back andforth 
among them". 
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Research and Development Manager (Bio Co. ): 

"We have monthly review meetings which are the 15 development staff all 
sitting down together to review research work; development work andproject 
work that's been going on within the group. And those are the opportunities 
for people to disseminate information or new techniques or new technologies 
which may have benefit within the research and development group ". 

The Vice President of Bio Co. does say that although it is a good idea to get the 

scientists from different projects to meet together to discuss their work as it would 

be a good way of sharing information, it is sometimes difficult to arrange a meeting 

as each project is working on a different time scale. In Oil Co., they try to gather 

people together after a project to get feedback on what happened during the project. 

The team would discuss and try and gain any new knowledge that they can gleam 

from the process of the project. However, both the Organisational Development 

Officer and the Business Development Manager of Oil Co. believe that this process 

is not administered rigorously. They state that the lessons learned session is not 

recorded properly or published on the intemet and therefore, a lot of the new 

information gained from the discussion does not get passed around to others in the 

organisation or with clients. This is especially important in an industry such as Oil 

and Gas where accidents can cause lives, as explained by the Structural Engineer of 

Oil Co.: 

"Certainly after the Piper Alpha explosion there was a great need to share 
knowledge and a lot of research work was done and we get involved in some 
of that research work ourselves where we can put our experience into 
documentation which a much wider audience will see. But that's with the 
approval of all our clients and we accept that we may lose a commercial 
edge because we have special skills which we have given to ourselves, which 
we are going to give to our competitors. But it'sfor the greater benefit of the 
industry and that works two ways because our compentors will be doing the 
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same things and we will gather their knowledge as well in aform that again 
they are legally entitled to use 

'Iberefore, sharing knowledge among employees is not only important for 

retaining the knowledge within the organisation but could also be a health and 

safety issue. Sharing information is also important if someone is to leave the 

organisation. As knowledge is within the head of the employees, if they are to 

leave, it might cause a brain drain. When asked if the organisation would ask the 

employees to train a successor before they left as a way to cope with the brain 

drain, many of them indicate steps that are taken in order to retain as much 

information as possible. Among the steps taken include training the successor, 

asking the person leaving to write down manuals or guides, giving presentations 

and seminars as well as having group discussions with other members of the team 

before leaving (Senior Partner, Build Co.; Researcher, Build Co.; Managing 

Director, Tel Co., Customer Service Manager, Tel Co. ). 

However, both the Organisational Development Officer and the Business 

Development Manager (Oil Co. ) comment that it is more of a hand over period 

rather than a training procedure. The employee leaving would more or less pass 

down the roles and responsibilities rather than actually train someone. Furthermore, 

they feel that the possibility of training a successor depends on the level of the 

position as well as the reason the employee is leaving. If they are leaving of their 

own volition, the employees tend to be quite complacent about sharing their 
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knowledge before they leave but if it is through other means, then it is possible that 

they would not be willing to part with any information they have. 

An important issue that is brought up when discussing training successors is 

whether there is time for the training. Most of the participants interviewed mention 

that they would try their best to have the employee who is leaving to train a 

successor but it is difficult due to the lack of time (Managing Director, Oil Co.; 

Chief Engineer, Tel Co.; Quality and Assurance Manager, Bio Co. ). 

Managing Director (Oil Co. ): 

"We probably do not have a successor training because of the nature of this 
business. People leave very fast. It's just a kind of industry thing and 
therefore, if that person has special knowledge the probability is they leave 
with that knowledge, it won't be imparted to anyone else. 77zere's a risk of 
brain &WA yes, but injact in this business, there is a very large number of 
sey-'employed people and they tend to move around the market like a bunch 
of Dpsies. So it's very difficult to measure that sort of intellectual capital of 
your company because the capital is very mobile ". 

Another problem that is highlighted regarding training a successor is the situation 

of competitiveness among the industry. The Research and Development Manager of 

Bio, Co. and the Finance and Office Manager of Build Co. both say that despite 

trying to arrange an overlap of times between the person leaving and the successor 

filling the post, there is the issue of competition within their respective industries. 

Both are cautious about having someone stay on longer than necessary if they are 

leaving since the person leaving might take away information that might be 

beneficial to the competitors. 
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Furthermore, there are some that say that it is difficult to train a successor due to 

the specialised knowledge that the employee holds. Both the Finance Director of 

Bio Co. and the Structural Engineer of Oil Co., state that there are some positions 

within the organisation that have extremely specialised knowledge. In this case, if 

that particular person is to leave the company their knowledge would be lost to the 

organisation and they would have to replace the person with someone with the 

exact specialised knowledge. Both the managers of Bio Co. and Oil Co. feel that 

these positions are not something that they could train someone to be 

knowledgeable in within a short period of time. Moreover, a few of the participants 

mention that although it is a good idea to share knowledge among each other, it is a 

lot easier said than done as many people are wary of sharing knowledge with others 

(Chief Engineer, Tel Co.; Organisational Development Officer, Oil Co. ). 

Organisational Development Officer (Oil Co. ) 

"For a lot of people, knowledge is about retaining and recording data I 
think the key is unlocking that and &)dng and making that accessible. 
However, individuals have difflculty articulating the knowledge they do have, 
where they don't recognise it as knowledge that's Of benefIt to the 
organisation And another problem is that thepeople who do recognise it are 
reluctant to let go of that and make it more widely available. They in fact 

perceive of it as their ow? L Yheir asset is particular empowerment. So I think 
that's a difflcult issue as I see it and that's how you get people instinctively 
say to recognise that they've got knowledge and then are willing to share it 
with others". 

The issue of trying to get employees to recognise their own specialisation. and 

knowledge as well as be willing to share their knowledge with others is a fine line 

that is walked by the organisations; in encouraging their employees as well as 

maintaining the knowledge base within their company. Therefore, although all the 
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organisations try to encourage their employees to share their knowledge before 

leaving, it is difficult since many are hesitant to share and some positions held too 

specialised a knowledge to pass on as well as not having enough time to do so. 

Besides retaining and sharing the knowledge among employees, the research is 

also interested in discovering how the organisation would apply any new 

knowledge that is created within the company and whether it is applied throughout 

or just in specific departments. In asking the question of how knowledge is being 

utilised within the company, it is discovered that some applied through training and 

others through seminars and presentations and all the organisations said that new 

knowledge is applied throughout the company as long as it is relevant. 

All of the participants within Build Co. revealed that any new information that 

they find would be put onto the company database and intranet as well as through 

written reports. In Tel Co., they try to apply the best practice' policy organisation 

wide (Managing Director, Tel* Co. ). They try and apply new knowledge within the 

company through communication, either via e-mail or just through word of mouth. 

Furthermore, since the intranet within Tel Co. tend to be community specific, any 

new knowledge discovered within the department would be passed around to the 

other staff within the community. Furthermore, if the information is related to the 

rest of the employees in Tel Co, the information will be placed on the company 

intranet 
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As for Bio Co., they usually offer training programmes as a mean of sharing new 

knowledge within the organisation. When someone has come back from a training 

programme, they would be asked to give a presentation, hold a seminar or train 

others within the department or the company. It is hoped that through this practice, 

the new knowledge that the employee has gained would be shared with the rest of 

the employees (Finance Director, Quality and Assurance Manager, Research and 

Development Manager, Bio, Co. ). In Oil Co., they try to spread new knowledge 

created or discovered through an informal knowledge sharing approach by getting 

employees into groups and letting them discuss things and ideas (Organisational 

Development Officer, Oil Co. ). And then they try and monitor the situation so that 

any new ideas that are uncovered through the discussions are implemented 

efficiently. Furthermore, sometimes, there are different people from different 

departments gathered and each of them would then pass on the knowledge gained 

from the discussion to their own team members within their respective departments 

(Business Development Manager, Oil Co. ). 

ý Therefore, all the organisations do apply new knowledge or product that is 

created within the organisation mostly organisation. wide and they share this 

knowledge so that their employees will be more knowledgeable about any new 

information that has come ouL This led to the question as to what knowledge 

should be shared and to whom? The participants from all the organisations, say that 

it is senior management that determines what knowledge should be released and 

other than personal information, mostly all new information is openly distributed to 
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the staff and clients (Senior Partner, Build Co.; Finance and Office Manger, Build 

Co.; Managing Director, Tel Co., Vice President, Bio Co.; Finance Director, Bio 

Co.; Managing Director, Oil Co., Organisational Development Officer, Oil Co. ). 

Furthermore, in both Build Co. and Tel Co., they would try and promote their 

ideas and knowledge to their clients through marketing (Research Co-ordinator, 

Build Co.; HR Manager, Tel Co. ) so that the clients would be aware of what 

services are being offered by the company. Oil Co. goes one step further with the 

clients and customers by setting up an alliance with their supplier, customers and 

themselves so that any information that is gained will be passed on to the other 

members of this alliance. This is so that they could help to cut down on costs, time 

and effort on all parties involved (Managing Director, Organisational Development 

Officer, Business Development Manager, Oil Co. ). 

In Dio Co., although they would distribute product brochures to their customers, 

the management has a tighter restriction over which knowledge should be shared as 

Bio Co. would need to get approval from the head office in the United States. This 

is because Bio Co. 's parent company is listed on the stock exchange and any new 

information that gets released to the public could affect the share prices: 

Research and Development Manager (Bio Co. ): 

Distribution of information to the public is centrally controlled mostly 
through the US corporate office in terms of what's released in terms of 
information of the company. It could be financial information, product 
information and so on is all controlled through the corporate office. An0hing 
that we release to anyone, financial information can have a significant 
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impact on the share price and therefore, we don't release any information at 
all without the corporate approval". 

The following table provides a summary of the results rclating to the discussion 

of retention and dissemination of knowledge within the organisations of this study. 

Table 6.3: Retention and Dissemination of Knowledge 

Bio, Co. Build Co. Tel Co. Oil CO. 
> Uses basic CV of > Uses employees' > Utilises employees' > Get employees 

skills as inventory. CV as inventory. CV as skills together after 
> All scientists > Utilises intranet to inventory. project to share 

maintain lab log- store knowledge. > Utilises; intranet to experience. 
books daily. > Utilises hard and store information. > Lessons learned not 

> Employees asked to soft copy filing. > Has hard and soft. recorded properly 
write down > Asks employees to copy filing. or published on the 
procedures of write manuals based > Asks employees to intranet for future 
process. on experience. write manuals and projects. 

> Have problems > Share information newsletters based on > Rules and 
assessing stored by publishing experiences and msponsi ibilities 
information. articles on the published on the passed down to 

> Knowledge shared intranet intranet employees. 
through discussion > Prepares > Knowledge shared > Different 
with other presentation packs through discussing employees from 
employees. for clients and other with other different 

> No time for employees. employees. departments meet 
successor training. > Tries to train > Employees asked to up to share 

> Replace positions successors. give presentations. knowledge. 
with people with > Try to apply best > Need someone who 
specialised skills practice techniques. knows where the 
only. necessary 

information is to 
access stored 

I knowledge. 

From the results above, it can be seen that the organisations do implement 

various techniques and methods for storing and sharing information within the 

company. Also, examples for the importance of sharing information from people 

leaving the organisation to sharing knowledge in the industry to prevent tragic 

accidents from happening are being presented. A combination of all these practices 

could make the organisations more efficient in managing the knowledge of their 
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employees. However, the management of knowledge also needs efficient support to 

maintain the momentum of the KM process as well as to avoid any problems of 

brain-drain if the employees are to leave the organisation. Therefore, it would be 

interesting to discover the Human Resource aspect of the employees that assist the 

company in maintaining the overall knowledge base widiin the organisation. 

6.5. Human Resource Support Systems 

In this section, the results regarding the question of the Human Resource Support 

System aspect of the organisation, namely training programmes, salary schemes as 

well as reward programmes that might be implemented within the. organisation to 

encourage employees to be more knowledgeable will be focused upon. 

65.1. Training 

From the results presented earlier regarding acquiring, storing and sharing 

knowledge, many of the participants mention that their employees gain and share 

knowledge through training. When the participants are asked what sort of training is 

given to their employees in order to increase their skills, many say that the training 

depends upon the jobs the employees are doing as well as on their personal reviews. 

There are quite a few of the participants that say that the job that the employees are 
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doing determines what sort of training they would undergo (Finance and Office 

Manager, Build Co.; Managing Director, Tel Co.; Chief Engineer, Tel Co.; Vice 

President, Bio Co.; Finance Director, Bio Co.; Research and Development 

Manager, Bio Co.; Managing Director, Oil Co, Structural Engineer, Oil Co. ). Most 

of them say that they would offer any training that is related to the job of the 

employee as long as they feel it would benefit the employee in terms of career 

advancement as well as the organisation that would be gaining the skills of the 

employee. Furthermore, in Tel Co. and Oil Co., many of the positions are very 

technical and therefore, they need to gain proper technical training. Moreover, in 

the case of oil Co., there is legislation that would determine some of the training 

necessary in terms of health and saf: ty on offshore platforms (Managing Director, 

Oil Co. ). 

Besides basing the training on the type ofjobs that the employees are doing, the 

organisations also arrange training based on the personal reviews of the employees. 

In Build Co., they have personal reviews for the employees as well as the R103A 

review that would determine the training that is required by the employees. The 

RIBA would determine what training is needed to gain the qualifications for an 

architect and this would involve attending seminars, lectures and presentations. 

However, according to the Research Co-ordinator of Build Co., there is no 

systematic structure of training for architects as compared to engineers as there is 

no guideline or structured training programme. Therefore, many architects in 
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training could end up working for many years on a job and not get enough or 

adequate training (Research Co-ordinator, Build Co. ). 

In Tel Co., they would try to align the objectives of the organisation along with 

the personal development process of the employees and try and offer them training 

that would suit their career (HR Manager, Tel Co. ). The Chief Engineer of Tel Co. 

does not believe in offering too much of a change in the training to the employees 

from their area of work in order to maintain the employees self-esteem- He feels 

that if the knowledge of the employee is building up rather than making 'jumps' 

then it would make people more confident with themselves and their work (Chief 

Engineer, Tel Co. ). Through this, Tel Co. hopes to maintain a productive 

environment within the organisation for their employees to grow in. 

Oil Co. has a similar practice as Tel Co_, whereby they would review the 

employee's progress through a performance appraisal system and offer training 

suitable for the employee's particular area of expertise (Business Development 

Manager, Oil Co. ). Furthermore, they have a training calendar which encompasses 

a series of the core management training events set up for the year. This training 

schedule is for each of the business leaders in their area which would then be 

passed down, through them, to their own members of staff (Organisational 

Development officer, oil Co. ). Oil Co. hopes that through efficient performance 

aPPraisal systems and a training calendarý they would be able to offer better training 
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programmes for their employees in order to help them gain knowledge that would 

be beneficial to the employee themselves as well as to the company. 

, 
Therefore, a lot of the training offered in the organisation is generally formal 

with actual courses and seminars. However, a couple of participants feel that 

besides the formal training given, the actual job itself is training enough as it allows 

the employee to gain some valuable experience. Both the Research Co-ordinator of 

Build Co. and the Customer Service Manager of Tel Co. feel that the best training 

that an employee could have is through the work that they are doing. The Research 

Co-ordinator (Build Co. ) states that many of the senior partners are in high demand 

due to the amount of experience that they have. Hence, many of the architects do 

not have a structured ti-aining programme as it is deemed that their job is their 

training. As for Tel Co., the Customer Service Manager mentions that they would 

provide a mentor to guide the employee through the job so that they could get 

hands-on training. 

It is encouraging to note that the organisatiOns interviewed offer a vast variety of 

training Programmes in order to increase the knowledge of their employees. 

Therefore, this research is interested to uncover whether the organisation would be 

willing to pay for the course or give time off to the employee if the respective 

employee wanted to go on a course that might not be organised by the company. 

The results show that the organisations are willing to send their employees for the 

courses, sometimes with time off (Finance and Office Manager, Duild Co. ), but 
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would rarely pay for the course, except for Bio Co. that is willing to pay for the 

course as long as it is beneficial to the organisation (Finance Director, Bio Co. ). 

Furthermore, the Managing Director of Tel Co. prefers that the employees receive 

the training away from their desks as then they would be able to concentrate on 

their training and not be disrupted with the job being carried out in the office. 

However, the Structural Engineer of Oil Co. indicates that it is not really an issue in 

his department as many of the engineers these days would not attend additional 

degree courses as it is not an incentive to them. The engineers would only attend 

short courses that do not take them out of theirjobs. 

Structural Engineer (Oil Co. ): 

"We don't prevent them from gaining further knowledge. We would like to 
keep then; because obviously, we invest time and effort in them. If they want 
to do a further degree at night school in their own time and there isn't as 
much sense for engineers doing a few years work with a company and then 
going back to college to get more education. Aere isn't as much as there 
used to be. Now there are so few engineers and the money is so good that if 
you went back to college, there would be fewer grants going aroung they 
might struggle a little bit more than they used to do in the past. So there isn't 
the incentive let's say on an individual's side to go back and get those 
qualifications. 7he incentive isn't there". 

Training within the four organisations are conducted formally, informally, in- 

house and externally to offer awide range of expertise to their employees. This 

gives the opportunity to the employees to gain more knowledge that would be 

beneficial to them personally as well as to the organisation as a whole. This leads to 

the next part of the section that questions the type of salary scheme to employees. A 

good salary scheme would help to retain knowledgeable employees as well as 

encourage others to try and seek more knowledge. 
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6 5.2. Salary Schemes 

This section of the chapter will look at what organisations take into consideration 

when designing a pay system for their employees. In light of the research question 

on HR support systems, all the positions interviewed state that the pay is generally 

aligned with job market prices as well as reviews from performance appraisals, 

length of time at the organisation and experience of the employees. In Build Co., 

they take into account the market prices as well as the general pay structure of 

RIBA for architects and technicians (Senior Partner, Finance and Office Manager, 

Build Co. ). 

Tel Co. refers to the performance appraisals aligned with the benchmark from the 

market rates as well as their job descriptions to plan their salary scheme (Managing 

Director, HR Manager, Tel Co. ). This method is similar to Bio Co., which 

benchmarks the positions with outside private companies that have similar positions 

or are in the same business (Vice President, Finance Director, Bio Co. ). 

Furthermore, Bio Co. also looks at the employee's initiative and contribution in 

their work to determine their appraisal status that in line will affect the salary that 

the employee receives (Quality and Assurance Manager, Research and 

Development Manager, Bio Co. ). Whereas in Oil Co., the Managing Director 

mentions that they looked at the age, experience, qualification, level of 

responsibility, authority as well as the external market conditions to design the 

salary system within Oil Co. Moreover, they would also look at the employee's 
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contribution to deterniine additional bonuses to the salary (Organisational 

Development Officer, Oil Co. ). 

Therefore, the pay system within the organisations tend to be more 

traditionalistic and conservative as it seems to suit the companies best by 

benchmarking the rates of the job against that of the going market rate and align 

that with the overall performance reviews of the employees. In addition, the 

organisations also consider the employee's contributions to the company to further 

determine the rate of pay for'the staff. A fair pay system will help to retain the 

employees and directly, their knowledge too. But a pay system is not the only thing 

that could help in retaining the employees as rewards, monetary or non-monetary, 

could also help. the employees remain loyal to their organisation. 

6.5.3. Rewards 

There are many ways of offering reward to a person, monetary and non- 

monetary. A common monetary method of rewarding an employee is either through 

bonuses or benefit plans while the organisations tend to offer praise, recognition 

and empowerment to their employees as a way of giving non-monetary rewards. 

Furthermore, these bonuses are also offered as a sign of recognition to the 

employees' contribution to the company. Although the rewards or bonuses given by 

the organisation do not amount to much value in terms of money, the rewards offer 
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a sense of accomplishment in the employee as well as a sense of belonging among 

other staff. A feeling of confidence and appreciation will help to retain the 

employees within the company longer as well as encourage employees to share 

their knowledge with other members of staff. When questioned regarding methods 

of rewards for offering new ideas or creating new products, a majority of the 

respondents mention that they offer a combination of benefits as well as praise and 

recognition as a means of rewarding the employees. 

Besides, offering bonuses and rewards to the employees, Build Co. would also 

offer more high profile projects, more responsibility within projects, more time Off 

to work on something specific or simply more time off work as a way of rewarding 

their employees (Senior Partner, Research Co-ordinator, Build Co. ). Tel Co. would 

offer more visible signs of appreciation in forms of plaques, small monetary 

rewards and notices of appreciation to their employees as reward for best 

contribution and performance within the Organisation (Managing Director, HR 

Manager, Tel Co. ). 

As for Bio Co., the Research and Development Manager states that they offer 

performance related bonuses as well as encouragement on their career progressions 

in order for their employees to generate new ideas and products. Furthermore, the 

Finance Director of Bio Co. adds that they would offer a financial incentive if the 

employee are to create a new product out with the Research and Development 

department and on their own time and energy. Oil Co. has a system of nomination 
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that would allow employees themselves to nominate a colleague or a department 

that they feel offers the most contribution to the organisation in terms of ideas or 

efforts. These nominations are reviewed on a quarterly basis and awards are given 

to the best employee or department (Organisational Development Officer). 

Moreover, the Structural Engineer of Oil Co. adds that providing the right 

environment, the right tools and the right mix of people can be a sense of a reward 

to the employee and it would be conducive to people to create new ideas. The 

Structural Engineer mentions that for engineers, money is not everything and the 

sense of accomplishment at having worked with a good team is a reward in itself 

Sometimes, employees appreciate given more responsibilities as a reward as in 

the case of Build Co. However, there are some employees who do not wish to get 

more empowerment as their reward. 

Business Development Manager (Oil Co. ): 

"We have performance relatedpayfor senior levels but that's not what we're 
talking about here. It's a difficult one actually because ifyou get to a certain 
level our roles and responsibilities cany authority as you go up the chain, if 
you like. Each person has a certain amount of responsibility but even then 
we'vefound that ifyou get to a certain level, we say, ok that'sfine, we want 
you to take on more responsibility. Somepeople are reluctant to do that. They 
want to stay within the confines of that responsibility area I think you reach 
a break point with empowerment to be quite honest, I think people reach a 
level and then the big decisionfor them is do I need to go to the next level or 
am I comfortable where I am". 

Although the organisations offer rewards for contribution to knowledge, as in the 

case of Tel Co. that offers a small monetary value for best idea suggested by an 

employee or in Oil Co. that provides a reward on a quarterly basis for best 
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contribution by an employee, interestingly enough, the companies do not offer any 

rewards, monetary or non-monetary for any patents that might be produced within 

the company. A few of the participants interviewed say that there is no need to 

reward for patents produced if they are from R&D as it is their job to create new 

ideas. 

Finance Director (Bio Co. ): 

"Ihe R&D employees, if it's a project they are working on as part of 
Research and Development, then that's part of their job is to create those 
products. For our part of it with the business, it's probably unlikely that 
rewarding someonefor a patent would happen". 

Furthermore, both the Research and Development Manager (Bio Co. ) and the 

Business Development Manager (Oil Co. ) state that any new knowledge discovered 

within the organisation or any new products created or patented is the intellectual 

property of the organisation. The Business Development Manager of Oil Co. 

reasons that since the products are developed on company time, they should be 

company property. Moreover, the Research and Development Manager of Bio Co. 

feels that it is important for the organisation to retain the intellectual rights to the 

property as they can generate income from it. However, generally, the other 

participants say that patenting is not a usual practice within the organisation and 

therefore, there is no need for any rewards for patents. In addition, the Managing 

Director of Oil Co. mentions that it is difficult to reward people in the organisation 

as there are many rules that are governed by the industry's union regarding rewards 

and bonuses as many of their employees are either union or part-timers. 
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Managing Director (Oil Co. ): 

"Well, you couldfind that if we happen to be on a petrochemical complex 
and lets say that there are 1000 people there and we have 200 of those 
people, all 1000 of those people might well be on an industry wide 
agreement. But if Oil Co. decides to give a bonus to our 200people, the other 
800 people might go on strike because they are not getting the bonus. So it's 
very difficult to paypeople using bonuses". 

Therefore, from the results presented, it can be seen that the basic HR policies 

relating to training, salary schemes and rewards can play an important role within 

the organisation. The policies can help in trying to encourage employees to acquire 

more knowledge, help the organisation to retain knowledgeable employees as well 

as to encourage them to share their knowledge with other employees. This coupled 

with procedures that manage the knowledge of the employees, allows efficient 

storing of knowledge within the organisation and encourages sharing of information 

among employees that could assist the company in becoming more effective, more 

efficient and hopefidly, stronger in facing the competition in their respective 

industries. 

In the table below, a summary of the results discovered during the research, gives 

an overall view of the situation faced within each organisation. regarding the HR 

support systems that exist within the organisation. 
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Table 6.4: HR Support Systems 

Bio Co. Build Co. Tel CO. Oil Co. 
> Type ofjob done > Type ofjob done > Job done determines > Job done 

determines type of determines type of necessary training. determines 
training necessary. training necessary. > Offers career necessary training. 

> Employees sent for > RIBA determines development style > Some training 
paid training as some necessary training. necessary for health 
long as beneficial to training for > Salary inline with and safety. 
the company. qualification. market rates, > Training offered 

> Salary inline with > No real training performance based on 
market rate and programme for appraisals, length of performance 
benchmarked with architects. time, experience and appraisal. 
similar positions. > Salary based on benchmarked with > Salary inline with 

> Performance market rate, RIBA, job descriptions. market rates, 
appraisaN performance > Plaques, recognition, performance 
experience and appraisals, tenure small monetary appraisals, tenure, 
tenure also and experience. reward and notices of experience, level of 
considered for > Bonuses and higher appreciation given as responsibility and 
salary scheme. profile jobs given as rewards. authority. 

> Performance related rewards. > All products owned > Gives reward to 
bonuses given. > All products owned by company. employee or group 

> All products owned by the company. who contributed the 
by the company. most. 

> All products owned 
by the company. 

In conclusion, it can be seen that despite not having any formal procedures for 

managing the knowledge of their employees, the companies have a variety of other 

systems that would help them to manage as well as utilise the knowledge within 

their company. Furthermore, the HR support systems play a role in giving support 

to the managerial team in encouraging as well as motivating the employees into 

contributing to the process, gaining more knowledge as well as to retain them 

within the company. In the following chapter, the results of this research will be 

discussed, taking into accordance the referral to the research objectives, research 

questions, the debates stated in the literature review chapters as well as in the 

Background to the Industries chapter. By taking into consideration all the different 

elements, an analysis of the overall picture of why and how the organisations 

manage the knowledge of their employees will be presented. 
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CHAPTER 7: DISCUSSION 

7. L Introduction 

From the Results chapter, we can see that the organisations involved in the 

research do recognise knowledge as a resource and they try and encourage their 

employees as best they can to acquire more knowledge. Furthermore, although 

there are no formal KM strategies within the organisations, most of them have 

certain procedures implemented that can be used as the basis for a formal KM 

process at a later date. Moreover, the companies indicate utilising certain methods 

for retaining, disseminating as well as maintaining the knowledge base within the 

company. 

The table below provides a summary of the issues discussed within the Results 

chapter and 'X' indicates that the companies either have or are aware of those 

issues. By reviewing the table, the similarities and differences of the companies in 

handling the KM strategies within their respective organisation can be clearly seen. 

Within this chapter, a discussion of the similarities and differences found within 

and between the organisations will be looked into. Furthermore, the analysis will 

take into account the findings from the literature review conducted to explain the 

current condition of the organisations. Finally, a comparative analysis on the 

opinions of the management team will be presented to show an overall view of the 

situation and perception regarding the KM processes within the organisation. 
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Table 7.1 Summary of Issues 
Summýryof1ssuesr ýý"OUCO: 'V! 
Recognises knowledge as a resource x x x x 
Identifies necessary knowledge through: 
a) talking with employees x x x 
b) talking with clients/customers x x 
c) the work itself x x x 
Job analysis done only for new positions x x x 
Job descriptions for all posts x x x 
Encourages employees to gain knowledge 
through: 
a) talking to them x x x x 
b) giving them interesting work to do x x x x 
c) discussing career development x X x 
d) publications and presentations x 
e) discussions with other employees x x 
f) the work or working environment itself x x 
Reviews product process to shorten 
production time x x x 
KM strategy necessary to stop employees 
researching the same information again x x x 
KM strategy necessary for safety reasons x 
lbs formal strategy implemented throughout 
the organisation to review ideas x x 
Has formal strategy implemented to review 
ideas in specific units only x 
Has formal strategy to review career 
progression of employees x 
Has efficient method of filing information 
throughout the project process x 
Has difficulty accessing stored information x x 
Has an intranet system x x x 
Difficulty in getting employees to contribute 
to the KM strategies x x 
Utilises CV as skills inventory x x x x 
Utilises intranet to retain knowledge x x x 
Maintains lab log-books to retain knowledge x 
Maintains hard and soft copy of files x x x x 
Senior management determines what 
information can be released x x x x 
Publishes articles/reports on the intranet x x 
Employees share information via discussions x x x 
Tries to train successors x x 
Training determined byjob done x x x x 
On the job training given x x x 
Training given to obtain qualifications x x 
Salary inline with market rates, performance 
appraisals, tenure, skills and experience x x x x 
Non-monetary rewards given x X x 

. 
Performance related bonuses given x x x 

JAII products owned by the company x x xI X 
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7. Z Identification ofKnowledge 

With the onset of globalisation, organisations within the UK are facing 

increasing competition not only from other UK based companies but also from 

other multinational companies that have branches in the UK. This situation is 

highlighted by Smith (1998) in Chapter Five who states that with the creation of the 

EU, other European based companies are given much easier access to set up 

companies in the UK- Furthermore, according to Harrison and Leitch (2000) and 

Puddy et. al.. (2001), national governments and international agencies are 

recognising that the emergence of knowledge based economies is having a 

profound implication for growth. 

Since the effects of globalisation, coupled with the advancements in technology 

has made information a key ingredient in the success of organisations, the first 

objective of the research is to study how knowledge is identified within an 

organisation as well as how employees are encouraged to become more 

knowledgeable. Moreover, with the arrival of the knowledge economy, 

organisations are forced to reconsider what they would traditionally consider as 

assets of their company and consider the option of utilising the knowledge of their 

employees as a resource. As different companies require different types of 

knowledge, it is important that the employers are aware of the knowledge their 

employees are capable of producing. 
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7 2.1. Utilising Knowledge as a Resource 

, One of the questions asked in this research is to see if knowledge is recognised as 

a resource and from looking at the results, it could be seen that all the organisations 

involved do recognise knowledge as a resource. Furthermore, the companies are 

also aware of the competitive nature of the industry that made the need for 

knowledge more important. 

In answering the first research question relating to how knowledge is identified, 

the research shows that the organisations identify knowledge needed within the 

company through the experience of the management, talking to the employees, 

surveys and through job descriptions. The organisations believe that with efficient 

identification of knowledge, it could help companies be aware of the knowledge 

owned by their employees and they will be able to utilise it to create new products 

or services that might be in demand by the customers. This notion is supported by 

Brown and Woodland (1999) who say that knowledge is information that can be 

used to create something or to do something and it could also be used to understand 

a concept. Besides identifying what the employees know, an identification of 

knowledge for future projects could also help the company in planning what 

knowledge would be necessary for the future. Since almost all of the companies 

interviewed have job descriptions, except for Build Co., the organisation could see 

where they are lacking in knowledge and could take steps to overcome the gap in 

knowledge. We can see in Chapter Two, Buhler (2001) supports this move of 
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identifying the necessary expertise in advance as it would give the organisation an 

opportunity to hire employees with the desired knowledge and abilities for future 

projects. 

In the Background to the Industries chapter, we can see that the pharmaceutical 

industry is buoyant at the moment (Fenn, 2002). The sales of prescription and OTC 

medicines are gradually increasing. However, there is increasing competition from 

other organisations within the EU as well as in the rest of the world for the 

development of medicines and other bio products. Therefore, Bio, Co. is trying to 

identify what knowledge is needed as well as utilise it especially in the field of 

R&D in order to remain competitive especially when Taggart (1993) says that the 

pharmaceutical industry is highly competitive and very much research driven. The 

need to be able to identify the necessary knowledge needed or is available within 

the organisation and utilise it is particularly important for Build Co. where the 

industry has changed in recent years from one that offered professional architectural 

advice to one that is more of a generic business. It is reported by Golzen (1984) that 

architectural companies now offer a variety of services from consultancy to project 

management rather than just designing the building for the clients. Furthermore, 

there is competition from other building organisations that provide the same 

services without the necessary affiliation or creditation from the RIBA (Conway 

and Roenisch, 1994). Iberefore, Build Co. is constantly pressured in providing 

services and products to their clients that would allow them to remain competitive 

within the construction markeL 
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Tel Co. is also facing similar problems to Build Co. in that increased competition 

due to deregulation and improvements in the telecommunications industry has 

created intense competition for telecommunication services (Dodd, 2002). Due to 

deregulation, smaller telecommunication firms are being set up and this has 

increased competition for the share of the telecommunications market Ilerefore, 

Tel Co. is trying to identify the knowledge that they need through detailed job 

descriptions and external surveys with clients in order to be able to create products 

and services that would be in demand by the customers. In the case of the oil and 

gas industry, the current hike in oil prices is affecting the world economy and 

therefore, the oil companies are being pressured into finding new ways to keep the 

cost levels down. Although the production of natural gas and the production of 

petrochemicals from crude oil are on the increase (Beckett, 2003a), the overall 

situation of the oil crises is affecting the cost-effectiveness of the oil companies. 

Therefore, to remain competitive within the oil and gas market, Oil Co. is utilising 

the job analysis and job description programmes within the organisation in order to 

identify what knowledge is available for the creation of new services and products 

for the customers. 

Although there are a wide variety of technologies available to assist the 

organisation in the identification of knowledge, it is discovered that the respondents 

realise what knowledge is required within the company through their own personal 

experience. There is no difference in the replies by the managers of the companies 

who feel they know what knowledge is necessary for the competent implementation 
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of a job or project based on their own experience in having done the job or managed 

the project. Furthermore, the participants of the research feel by discussing the 

nature of the job position with the respective employee, they could discover gaps in 

the necessary knowledge as well as encourage their employees to gain further 

knowledge. The companies believe that their organisations could remain 

competitive among other companies within the industry through acquiring more 

knowledge. 

Therefore we can see that rather than investing in sophisticated software in order 

to try and identify the knowledge necessary within the company, organisations are 

benefiting further through more networking and discussions with their employees. 

Moreover, some of the organisations (Tel Co. and Oil Co. ) are asking the clients 

themselves through surveys to discover possible gaps in knowledge so that it could 

be rectifiedL 'Me organisations of this research feel that by realising the knowledge 

that their companies already have as well as through gaining more knowledge could 

they cater to the needs of their clients more efficiently. 

Z22 Encouragement and Motivation 

An interesting question of this research that needs to be explored is regarding 

how employees become more knowledgeable. We can see in the Results chapter 

that although the organisations do try and motive their employees to gain more 
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knowledge, they do it in an informal manner by talking to their employees or while 

discussing the process of career development with their employees. Furthermore, it 

is noticed that middle management from the organisations seem to agree that doing 

meaningful work is motivating enough for gaining knowledge. Interestingly, 

although all the companies encourage their employees to acquire more knowledge, 

higher management would gencraIly just talk to their employees whereas middle to 

lower management would actually discuss the matter with their employees on a 

more personal basis. Ibis is probably due to the fact that line managers would know 

the employees on a more personal level and therefore, would be able to give advice 

on their career development as well as set them challenging jobs to do as a means 

for gaining more knowledge. 

However, the companies cannot simply acquire new knowledge or expertise. 

They must identify and combine the knowledge appropriate for the project to allow 

the diagnosis and solving of problems that might confront them during a project 

(Fincharn et. al., 1994). Therefore, all the orgardsations in this study conduct 

reviews on a regular basis to see how long the projects take as well as what 

knowledge they can extract from each project completedL Build Co. does try and 

identify any weaknesses within the organisation after each project through group 

discussions and they would try and see where they can reduce the time, costs and 

energy of the project process in order to benefit the client. The rest of the 

organisations involved in the research do organise group discussions and try and 

capture any new knowledge after each project. However, there is a danger that these 
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lessons learned are not being passed on to future projects, such as in Oil Co. 

Tberefore, efficient management of knowledge is required by each of the 

organisations in order to remain competitive within the respective industries. In 

addition, any information gained would benefit the organisation as Du Toit (2003) 

states that participation from new international competitors with different cost 

structures and different manufacturing of production processes are drastically 

changing and reducing the manufacturing life-cycle. 

7.3. Knowledge Management 

In the current financial market, industrial age has given way to the service- 

oriented industry. Due to the change in the life-style of the general public through 

urbanisation and globalisation, there is an increase in companies trying to cater to 

the needs of the people in terms of offering services rather than products. Ilic 

service industry has become more prominent in the overall economy and in recent 

years accounts for one in five jobs in the UK (ONS, 2002). lberefore, there is stiff 

competition among the organisations, regardless of industry in order to offer 

services and products to the customers that would give them a fair share of the 

market. Wikstr6m and Normann (1994) emphasise this point when they say that 

knowledge management is a crucial component to corporate strategies as all 

companies use and sell knowledge in some form or another. Therefore, the 
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management of the organisations, especially their resources, whether they are 

materialistic or information is important during these competitive times. 

With the changes in the economy to a more knowledge-based structure, the 

management styles of the organisation are also shifting. Organisations are pressured 

into adapting faster to the economic and technological changes or else other 

companies that can generate information faster than them will overrun them in the 

competitive market place. Companies are now tying to incorporate more efficient 

uses of knowledge within their organisations through KM strategies. Especially 

when the value of knowledge is in direct proportion to how well the management 

can move it around the organisation (Brailsford, 2001). Tberefore, the second 

objective of this research is to try and identify whether any KM strategies exist 

within the organisation and to what level it is implemented throughout the 

company. 

Z 3.1. Management ofKnowledge 

The organisations involved in the research recognise the need for KM to be able 

to utilise the knowledge effectively within the company. Due to the highly 

competitive nature of the four respective industries where they are competing to 

offer services and products to their clients, all the companies interviewed voice 

their concerns for tying to stay afloat. Although the companies arc from different 
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backgrounds and industries, all of them realise that KM is important for the 

efficient overall running of the organisation. This is inline with the quote from 

Ilompson et. al.. (2000) who mention that knowledge work requires proficient 

employment relationships and task structures that allowed for creative application, 

manipulation or extension of that knowledge. 

Furthermore, the companies hope that through KM, they would be able to reduce 

the risk of employees searching for the same information over again and be able to 

share information efficiently throughout the company. Wickramasinghe and Mills 

(2002) agree with this attitude as they state that KM is a process that includes the 

capture of data at the source, the transmission and analysis of the data as well as the 

communication of information to those who can act upon it. Moreover, as seen in 

the results chapter, all the companies interviewed realise that if they do not manage 

the knowledge of their employees efficiently by creating new products or services, 

they would lose out on a large share of the market. Harrison and Lzitch (2000) 

support the importance of knowledge management when they say that organisations 

have to adapt quickly to the changes in the market Place or else they will be weeded 

out in the economic evolutionary process. 
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Z 3.2 Knowledge Management Processes 

The process of urbanisation, globalisation and technological breakthrough has 

affected all four companies in the research. The technology available today in 

communications has given the general public the opportunity to remain in contact 

with their friends, families and colleagues in a variety of manner. The scientific 

advances are giving the every day man the option to self-heal himself by going to 

the local pharmacy rather than going to the doctors. Moreover, there are more 

vehicles and transportation available for the people and all this affects the 

production of gas and crude oil due to the demand in the product. These elements 

are playing a large role in the industries of the four companies that participated in 

the research, as they have to adapt to the constant need by the consumers for more 

services. Ilerefore, the companies are trying to find new ways in managing the 

knowledge of their employees to be able to offer the products and service the 

general public desire. 

In relation to the research question on whether there are any policies regarding 

KM within the organisation, from looking at the results chapter, it can be seen that 

although there are no formally recognised KM strategies within any of the 

organisations, each of the organisations have individual methods of knowledge 

acquisition, idea review, creation of knowledge, retention of the employees' 

knowledge as well as the dissemination of knowledge to other members of staff and 

to their respective clients. Rather than having one formal process that covers all the 
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aspects of KM from acquiring to disseminating knowledge, the respondents have a 

series of smaller processes that cover each aspect of the KM strategy. 

Both Build Co. and Tel Co. utilise, their formal systems of idea review (the 

Three-Wave System and the New Idea Scheme respectively) as a means for 

acquiring and reviewing ideas suggested by their employees. Both these systems 

give employees the opportunity to submit their ideas and have them formally 

reviewed for finther progression into a new product, service orjust new knowledge. 

Unfortunately, Bio, Co. and Oil Co. do not have any formal methods of reviewing 

new ideas from the staff other than Bio Co. implementing it in the R&D division Of 

their company. Oil Co. do place suggestion boxes around their company for people 

to submit ideas but it is done in a casual manner and not very much encouraged. 

Furthermore, the ideas placed in the suggestion box are not stored in any database 

that could be kept for later use. With Bad Co. and Tel Co., the systems 

implemented give them the oýportunity for storing ideas even if it is not being 

progressed further into a service or knowledge. 

Besides the formal idea review processes, there are other methods of KM that the 

organisations are utilising, ranging from Coaching systems (Build Co. ) to the 

Personal Performance Programme (Oil Co. ) and overall, these could help the 

management team to organise and utilise the knowledge of their employees more 

efficiently. These systems answer the research question relating to the extent in 

which KM exists within the organisation. it is found that the policies and 
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procedures regarding KM, although not formal, do exist in a variety of ways 

throughout the companies that handles specific elements of the KM process. This 

existence is especially important when the current situation of each industry is 

highly competitive. 

The construction industry is becoming more diverse with companies offering 

clients a one-stop service for all the clients' needs from architectuml drawings, to 

quantity surveying, right down to maintenance management once the project is 

completed (lbelings, 1998). According to ARB (2003), the number of architects is 

increasing and therefore, there are more architectural firms. Since Build Co. does 

not offer a full service as in other architecture and construction firms, it may be 

possible that through effective knowledge utilisation and with fin-ther training of the 

employees, Build Co. might be able to offer more management services to the 

customers in order to remain competitive within the architectural industry. 

Furthermore, with the knock-on affect of globalisation, shopping complexes are 

becoming more than just one-stop shopping centres while airports are more than 

just airport terminals for flights. In addition, with more airlines offering cheaper 

flights overseas, people are also spending more time within the airport terminals 

while waiting for connecting flights and therefore, airports are offering a vast array 

of shopping and entertainment experience for the traveller (lbelings, 1998). Since 

Build Co. is involved in the design of support buildings for airports as well as retail 

outlets, the organisation could gain more clients by being able to offer more 

creative use of the buildings. This is where the Three-Wavc system, the coaching 
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system as well as the detailed filing of all docuxnents related to each project by 

Build Co. comes into play. The systematic review of new ideas and group 

discussions throughout the project process helps Build Co. to come up with new 

ideas and products that could be in demand by the clients as well as find new ways 

to cut costs and time. Furthermore, Build Co. could then compile the ideas that their 

employees are generating and publish it as a report for their clients as a way of 

sharing their knowledge. 

In the case of the telecommunication and the pharmaceutical industries, both are 

very much dependent on the changing technology and time fi-ames. In the 

telecommunications industry, what used to be months or years before a new 

telecommunication products is released, is now a matter of weeks when an upgrade 

is available. Whereas in the pharmaceutical industry, it is estimated that it would 

take between seven and fifteen years as well as more than L300 million to develop a 

new drug (Fenn, 2002). Although the products in the telecommunications industry 

are constantly updated in a matter of weeks and those at the pharmaceutical 

company are facing a time-linc of a few years, the intense competition to be the first 

to produce a new product is increasing the pressure on the companies to remain 

competitive. Furthermore, within both the telecommunication and the 

pharmaceutical market, the changing lifestyles are bringing an increase in certain 

demands. There is a massive growth in the use of mobile phones as well as the 

internet in the UK over the past decade (Dodd, 2002). Besides using the internet for 

personal use, companies are also using the internet to communicate with clients and 
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staff in different geographical locations. Therefore, the creation and the usage of 

Broadband are also increasing dramatically. Within the pharmaceutical industry, the 

prospects of the GSL products in the UK drug industry are good and increasing due 

to the practice of the vast majority of the population that is in favour of self- 

medication (Pradhan, 1983; Fenn, 2002). These changes are raising awareness 

within both Tel Co. and Bio, Co. into managing the knowledge of their employees 

more efficiently. 

As reported in the results chapter, Tel Co. is being forced to constantly evolve 

technically, specifically in the engineering department to remain stable within the 

market forces. This need for constant technical evolution is due to the deregulation 

of the telecommunications industry where there are more telecommunication 

companies now than there are 10 years ago (Fenn, 2002). This is a similar situation 

faced by Bio Co., which is focusing most of their attention on their R&D unit by 

having an effective idea review procedure within that unit. Both the New Idea 

Scheme at Tel Co. and the review procedure by Bio Co. are there to assist 

employees in contributing ideas as well as sharing their knowledge. However, the 

lack of opportunity to propose and review ideas within Bio Co. from other 

employees could be a loss for the organisation in terms of possible products that 

might be valuable in the market place especially when "blockbuster" drugs can 

generate sales worth billions of pounds (Fenn, 2002). In addition, there are no 

guarantees that there would be success of a drug at the end of the investment as 

only one percent of all research would end in a marketable drug (Caines, 1995). 
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Therefore, it would be wise for Bio Co. to extend their formal idea review board in 

the R&D unit to the rest of the company to encourage employees to contribute 

ideas. 

Moreover, the issue of time and cost in either producing a new technological 

update or a new drug are affecting both Tel Co. and Bio Co. They are both being 

pressured by market forces to produce and create products that are marketable 

within a shorter period of time and with lower costs. Nowadays, telecommunication 

companies are offering a combination of packages that include mobile phone rates, 

landline rates as we1I as unlimited internet access and Broadband to their customers 

(Bray, 1995). Tel Co. is trying to overcome the competition through the use of the 

CV system where the skills and expertise of the employees are listed as well as the 

use of the New Idea Scheme. Through the CV system, Tel Co. hopes that any 

employee wanting to gain more information regarding a specific subject would be 

able to search for a particular expert by using the CV and from the initial 

connection, would be able to colIaborate between departments on a variety of 

projects. As for Bio Co., the length of time it takes for the process from idea to 

actual marketable product, along with the product protection via the patent of 

twenty years (Taggart, 1993), has made Bio Co. issue a policy whereby all 

scientists must maintain a log book that is updated regularly. Through the upkeep of 

lab books, Dio Co. hope to discover possible products for future manufacturing 

while conducting research in other fields. However, it is found that Dio Co. could 

still improve on their KM process as there is only submission of ideas but no 
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competent systematic storage or utilisation of the knowledge within the 

organisation. The information that could be gained from the lab books and review 

of ideas are not catalogued or filed. Neither are they shared with other members of 

the organisation on a regular basis. Thus, the information does not get spread to 

other parts of the organisation and just stays in one place. Therefore, Tel Co. and 

Bio Co. are trying to manage the knowledge of their employees through a series of 

policies and processes in order to utifise as much knowledge as they can to stay one 

step ahead of the game. 

The situation with Oil Co. is slightly different from that of the other companies. 

In recent times, Oil Co. is facing a number of challenges within the organisation 

where they have to focus more on the work involved rather than the KM process in 

order to survive the competition. Although the management of Oil Co. admits to the 

benefits of having such a KM process, they are facing difficulties in implementing 

any strategy for managing the knowledge of their employees due to their priority in 

keeping on top of the challenges they are facing. Furthermore, Oil Co. states that it 

is difficult to implement a programme when they do not have a value attached to it. 

The concept of value and what creates value are issues raised by Bowman and 

Ambrosini (2000) and Jacques (2000) and to Oil Co., the truth of the matter is that 

numbers and financial value play a big role in whether or not a system will be 

implementedL The only way Oil Co. could implement a KM system is to identify 

where the main areas of benefit and efficiency would be through having a KM 

process. However, this is a rather difficult process since knowledge is such an 
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abstract entity and therefore, difficult to quantify (Sbarcea, 2001). Therefore, Oil 

Co. has some diffictdty in trying to convince their head office that having a KM 

strategy would be beneficial for them. 

One of the areas of benefit that Oil Co. could look at is the area of gas production 

since there has been an increase in gas supply in recent times (Wiggin, 2001). 

Moreover, the situation in the Middle East has increased the price of oil, putting 

pressure on the world economy to stabilise itself. This makes it necessary for oil 

companies to utilise the skills, knowledge and information of their employees to 

maintain the equilibrium of the economy. Therefore, oil Co. is losing out on an 

opportunity of trying to gain a fair share of the oil and gas industry by failing to 

utilise the knowledge of their employees efficiently. 

Although Oil Co. does not have any formal review board, they do offer peer 

review and feedback for any ideas that might be suggested by the employees 

through department meetings and discussion with employees. In addition, Oil Co. 

also implement a Personal Performance Programme where the employee is 

reviewed on the job they are doing, the responsibilities involved with the job, the 

knowledge they have and knowledge they should obtain to further their career. 

Even if this is not considered as a KM process by Oil Co., it can be used as a basis 

for managing the knowledge of employees by identifying what knowledge is 

needed and then from there, move on to gain the necessary knowledge and utilise it. 

Since Oil Co. is also involved in the production of petrochemicals, gaps in the 
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knowledge for petrochemical and gas production could be focused on to gain more 

knowledge regarding the subject matter especially when petrochemicals are fast 

becoming a valuable commodity in Europe and the rest of the world (Bower, 1986). 

- Oil Co. also compile sets of information or rules for their staff and clients to 

work safely and with confidence on offshore platforms and other parts of the 

production plant. Oil Co. prepares these guidelines with the hope of reducing the 

possibility of mistakes and costs that could occur during an accident This practice 

is supported by Beckett (2003b) who indicates that there is a rise in operating costs 

that reflect the heavy expenditure by oil and gas companies on safety issues 

following the Piper Alpha disaster. Duffy (2001) also expresses the same 

sentiments by indicating that through shared knowledge could mistakes be avoided. 

Furthermore, due to pressure from environmental and political groups, Oil Co. also 

has to consider the environmental health and safety issues surrounding oil and gas 

production as this could lead to added costs if failed to take under control (Wiggin, 

2001). Therefore, Oil Co. is taking into consideration the various factors to try and 

implement c: ertain practices that although could not be officially called KM 

processes, would at least help to manage the knowledge of their employees more 

effectively and efficiently. 

So in answering the research question concerning the KM processes, it could be 

seen that although all the companies do not have a formal strategy, they do try to 

implement specific policies and procedures that could assist the management teams 
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in monitoring, managing and utilising the knowledge of their employees. In 

addition, the changes within the global market as well as within the industry itself 

are encouraging employees of the companies to take the opportunity to become 

more knowledgeable in a variety of skills and expertise to cater to the constant 

changing demands of the customers. Iberefore, by utilising the various KM 

processes that are in place within their companies, management teams do try to 

acquire, utilise and encourage the efficient management of their employees' 

knowledge. 

Z3.3. Intranet 

It has been presented in the literature review chapter that many of the articles that 

discuss about KM present the view of using IT as means for KM- Lamb (2001) 

proposes that one of the main components of KM is IT whereas Galup et al.. 

(2002), Roy and Roy (2002) and Morejon and Gos (2003) state that KM processes 

use a variety of IT that include intexnets, intranets and browsers. This pattern of 

utilising IT as part of the KM strategy can be seen in all of the organisations, except 

Bio Co., where they have and are utilising the intranet to varying degrees. Build 

Co. is trying to set up the e-mails of their employees via the intranet. Furthermore, 

Build Co. want their employees to work through the intranct where every memo, 

document or drawing designed by the employee would be automatically saved in 

the intranet. 
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Tel Co. has set up community based intranet systems that is separate to the 

company wide intranet Although Tel Co. would like to link all the different 

Community intranets together, there is a fear that each department would be 

overloaded with unnecessary information. Despite the fact that Tel Co. might be 

losing out on potential information from different departments, they indicate that if 

there is information that could be relevant to other members of the organisation, 

they would encourage the employee to contribute to the company wide intranet In 

the case of Oil Co., they use their intranet predominantly for communications. Also, 

Oil Co. admits that they do not use the intranet as a medium for discussions and 

exchanging ideas. The intranet in Oil Co. is more a storage for information without 

the efficient retrieval of information. If utilised effectively, the intranet can be a 

strong basis for a KM process within the organisations as Fox (2002) states that 

time and money can be saved from having to ask the same questions over again 

when the answer can be searched for within the system- Despite advancements of 

enabling technologies, organisations must try to avoid the risk of concentrating too 

much on the IT aspect of KM and focus on the actual management of the 

knowledge from the employees and within the organisation (Liebman, 2001). This 

brings us back to the question of whether the organisations follow an informational 

or behavioural approach to KM. Both Build Co. and Tel Co. choose to utilise the 

intranet more proficiently in managing the knowledge within the organisation. To 

them, the intranet is the tool as well as the mean for capturin& utilising, storing as 

well as sharing information and knowledge. Therefore, it would seem that that the 
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management styles of Build Co. and Tel Co. lean more towards the informational 

approach to KM. 

7.4. Retention and Dissemination ofKnowledge 

In this section, the discussions surrounding the methods of retention and 

dissemination of knowledge utilised by the organisations of this research would be 

presentedL The need for retaining and sharing information available within the 

companies is important as according to Sbarcea (2001) knowledge will walk out the 

door when the employee does. The organisations interviewed are aware of this fact 

and are implementing some procedures for storing and sharing knowledge among 

its employees. 

Z4. I. Inventories 

Although none of the companies involved in the research have a knowledge 

inventory, there are other ways in which they list the skills and expertise available 

within the organisation- Oil Co. does indicate that they have a knowledge inventory 

but only in the engineering department in order to present to clients the knowledge 

that the engineering staff have. Despite the lack of a knowledge inventory, all of the 

organisations do admit to having a skills inventory of their employees. The skills 
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inventory is a list of skills and expertise of employees within the organisation, very 

much like a CV, where other employees could use to contact those with a particular 

field of expertise for further information if necessary. In the literature review 

chapter, Buhler (2001) and Moore (2001) both discuss the benefits of organisations 

utilising the skills inventory. The skills inventory would be updated regularly and 

therefore, the organisations could use this inventory as a basis to bad a knowledge 

inventory within the company. Furthermore, besides the skills inventory, Bio Co. is 

currently trying to organise a knowledge inventory of some sort that would include 

the training record of their employees as weH as a mini-CV containing the 

respective employee's skills and expertise. However, all of the companies claim 

that it is difficult to implement a knowledge inventory, as it is difficult to write 

down what the employees know. Especially when a lot of the knowledge involved 

is tacit knowledge, it is difficult to quantify. We can see that this is proven in the 

literature review chapter when Augier and Vendclo (1999) say that tacit knowledge 

is difficult to articulate, as it is difficult to transfer or to codify. Therefore, unless 

and until the organisations can find a way to codify tacit knowledge, the knowledge 

inventory would predominately remain as a list of expertise rather than a list of 

knowledge. 

Another inventory that is mentioned by companies includes the project inventory 

where reports related to the projects would be filedL Build Co. and Oil Co. do have 

an inventory of the final report of each project but Oil Co. does not have a log of 

process to see how the project is carried out step-by-step as is done in Build Co. In 
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Build Co., the filing of every document, memo and drawings from every project 

gives the staff of Build Co. the opportunity to review the whole process if 

necessary. Oil Co. only keeps the final result and therefore, they are losing out on a 

lot of potential information. Ellingsen and Monteiro (2003) approve of the method 

of the final report inventory by Build Co. as they say that the preservation of the 

earlier accounts of each project, while at the same time adding new layers and new 

versions, is a crucial aspect of knowledge management that tend to be over-lookcd. 

It is hoped that through efficient utilisation and combination of inventories, the 

organisations would be able to retain and ufilise the knowledge of their employees 

better. 

7 4.2 Retention ofKnowledge 

The organisations interviewed for the research admit that they do not have a 

formal process for retaining knowledge within the organisation. However, there are 

other methods implemented within the company that help to retain the information 

within the company. All of the organisations agree that there is a need for them to 

store information within their organisation. One of the reasons voiced by them is 

the loss of knowledge when an employee is to leave the company. Through the 

retention of knowledge, the companies hope that they could retain at least some of 

the knowledge left behind by the employee. This is agreed by Lesser and Prusak 

(2001), who mention that when employees leave the company, especially through 
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retirement, it may cause the company to lose the employees that have accumulated 

the most amount of knowledge and experience and thus depleting the organisational 

knowledge base and supply of mentors. Furthermore, in Build Co., as the industry 

is involved with other institutions from local authority planning, environmental 

health departments to banks and insurance agencies (Conway and Roenisch, 1994), 

staff within Build Co. are encouraged to store any information relating to the 

regulations and legislation set by the authorities for each project. 

17here are many methods of storing information utilised within the organisations 

and one of those is the intranet Many articles in the literature review voice the use 

of the intranet for storing information (Borck, 2001; Yasin, 2001; Robb, 2003) and 

we can see from the results obtained that all of the companies, except Bio Co., 

utilise their intranet for retaining information. Furthermore, hard files, computer 

files and manuals written by the employees are also used to retain the knowledge 

within the organisation. In the case of Bio Co., lab books kept by the scientists are 

utilised to store information. Moreover, Tel Co. and Build Co. also utilise their New 

Idea Scheme and the Three-Wave system respectively as a method of storing 

information. Any ideas suggested that are not implemented are saved in case they 

could be used in the near future. 

However, although the processes implemented by the organisations are good for 

storing information, most of the respondents report that they are having some 

difficulties in utilising the information saved, as there is no capable method of 
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accessing it. This danger is highlighted in Chapter Two by Robb (2003) who states 

that organisations spend a fortune setting up complex systems for storing 

information and they go largely unutilised or very few would use it as they are 

turning into dumping grounds for data. Lack of access to the stored knowledge 

seems to be the problem faced by all of the organisations. That is the overwhelming 

amount of data available to them that are stored within the organisation but there is 

no efficient management of the information. This Miculty needs to be overcome 

by the organisations as Crowther et. al.. (2001) state that if knowledge can be 

captured and utilised without any changes in the nature of the knowledge, the 

organisation could retain a distinct entity that can be continually reconstructed 

through the compilation of the appropriate information. 

Z4.3. Dissemination ofKnowledge 

The dissemination of knowledge among the employees within the Organisation is 

an important factor in the management of knowledge. Being able to share the 

knowledge that is within the employee with other members of staff would greatly 

benefit the Organisation. This is agreed by Newell et. al. (2001) who mention that 

knowledge sharing across departments is discussed as a core organisational 

competence for many if not all organisations, not just the knowledge intensive 

firms. Therefore, we can see from the Results chapter that the organisations 
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involved in the research encourage their employees to share their knowledge with 

one another. 

One of the main methods used by the organisations to share knowledge is 

through networking and through group discussions. It can be seen in the literature 

review chapter that this method of knowledge sharing is highlighted by Foley 

(2001), Mariotti and Delbridge, (2001), and Puddy et. al.. (2001). The organisations 

involved in the study believe that through meeting other people and discussing 

various topics relating to work, there would be an exchange of ideas among the 

employees as well as an identification of expertise. By sharing knowledge and 

information within the organisation, different departments would be aware of the 

new knowledge that might be created in other parts of the organisation. Bertels and 

Savage (1999), Lesser and Prusak (2001) and Newell et. al.. (2003) believe that 

there could be an exchange of ideas as well as identify experts, provide referrals for 

those seeking answers and creating network among groups through social 

interaction. Therefore, the results co-relate with the articles quoted in Chapter 

Three. 

However, Dio Co. states that they arc having difficulties in getting their research 

staff and scientists together to discuss each other's work as they all work on 

different projects with different time scales. This could be one of Bio Co. 's 

weaknesses as there is a lot of tacit knowledge to be gained from the scientists 

especially when the industry is particularly competitive. Since the changing 
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lifestyles of the general public is giving rise to the practice Of self-medication 

(Taggart, 1993), pharmaceutical companies must encourage the sharing of 

knowledge among its employees to create new products for the booming consumer 

market. Moreover, with the increase in use of telecommunications by businesses for 

the daily communications of the Organisation (Bray, 1995), Tel Co. is encouraging 

their employees to share their knowledge by persuading them to write reports or 

articles to publish on their company wide intranet Tel Co. hopes that through this 

method, other employees would be able to access the information and create new 

services or products for their clients. "Furthermore, in the construction industry, the 

effect of globalisation is causing an awareness of many cultures and affecting them 

to blend with one another. One of the main features of culture that is impacting the 

building industry is the rise in feng shui' beliefs among clients (Conway and 

Roenisch, 1994). Build Co. is aware of this interest in the culture of the Far East 

and they also add that they are being faced with clients who want environmentally 

friendly and energy efficient buildings. Iberefore, Build Co. has to gain the 

necessary knowledge and share it among their employees to be able to cater to the 

demands of their clients. 

In the case of Oil Co. where accidents can lead to loss of life and an extremely 

large amount of costs, sharing knowledge is vitally important among their 

employees as well as with their competitors. The need to share their knowledge is 

brought to light after the Piper Alpha disastu off the coast of North East Scotland 

where a considerable loss of life occurred when an off-shore platform exploded 
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(Beckett, 2003b). Oil Co. has implemented guidelines for sharing knowledge of 

their employees through manuals and reports that would be shared with each other 

and to their competitors and vice versa. Through this method, it is hoped that 

further accidents could be preventedL As stated by Hoopes and Postrcl (1999) in 

Chapter Three that by sharing knowledge, the organisations can avoid making or 

repeating mistakes. Therefore, it is important for Oil Co., and the other 

organisations, to be able to extract and share the tacit knowledge of their employees 

to remain at the forefront of their industry. Roy and Roy (2002) propose that tacit 

knowledge need to be discovered, extracted, captured and disseminated, for shared 

knowledge to be effectively used to extend the knowledge base within an 

organisation. 

Another reason organisations wish to implement a culture of knowledge sharing 

within the company is to retain some level of knowledge when an employee leaves 

the company. All the respondents say that they would encourage the person leaving 

to talk to other members of the team, give presentations or offer on-the-job training 

to the successor of the position before leaving. The organisations are also aware that 

through these methods of sharing knowledge, not all knowledge will be captured 

and most will be lost. However, a certain degree of best practices might be passed 

on to other members of staff. Robb (2003) states that although KM cannot replace 

the experience or the knowledge of the employee leaving, it can help to mitigate the 

loss of critical knowledge, methods of best practice and intellectual capital of the 

organisation. 
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In addition, most of the Managing Directors of each organisation say that it 

would be difficult to get people to train a successor since most of them would not 

have the time before they leave the organisation. Moreover, the higher management 

of the organisations interviewed also say that people are hesitant to share their 

knowledge as they are either not aware of the knowledge they possess or they are 

afimid that once they share their knowledge, their bargaining power within the 

organisation would lessen. This hesitancy among employees regarding the sharing 

of knowledge is highlighted in the knowledge management chapter by a number of 

authors who indicate that people would be wary of sharing knowledge, as they* 

would consider knowledge as power (Hope and Hope, 1997; Wainer, 2001; De 

Loo, 2002). The more knowledge they posses, the more power they have within the 

organisation (Truch, 201). Therefore, the different organisations, regardless of 

their industry, are facing the fnistrating position of encouraging their employees to 

share their knowledge with one another. 

, From this discussion, it can be seen that the research questions regarding how 

knowledge is being retained, disseminated and utilised within the organisation are 

answered based on the findings of the inventories implemented, the knowledge 

sharing approach through group discussions and seminars as well as the utilisation 

of knowledge through best practices passed down from one employee to another. 

Therefore, it can be seen that the organisations do follow the KM process as 

proposed by McInerney and LeFevre (2000) in Figure 3.1 in Chapter Three through 

the implementation of various policies and procedures. 
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The organisations try to identify and gain knowledge through networking, 

training as well as discussions with their employees while utilising the CV as a 

skills inventory for expert assistance, as suggested in the 'active knowledge 

transfer' stage in the diagram. Furthermore, the organisations maintain manuals and 

information regarding their clients and their products as well as communicate via 

the intranet to help with their decision-making plans regarding any projects. In 

addition, after a project is completed, the employees would have a discussion to 

determine the best practice process, keep files of all documents during the project 

and maintain reports of the project as a way of storing information within the 

organisation as suggested in the 'repository' stage of McInerney and LeFevre's 

diagram. The organisations believe that through this KM process, they would be 

able to increase the business value of the company with a more robust knowledge 

base within the company as well as within their employees. Finally, the 

organisations believe that by reviewing the ideas of their employees, motivating 

them to gain knowledge and encouraging them to share their knowledge with 

others, would lead to an atmosphere that encourages employees to continuously 

contribute to the knowledge base within the organisation. This bring us to the next 

section which would discuss the extent to which HR support systems could be 

helpfid in the management of knowledge within the company. 
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7.5. Human Resource Support Solemn 

In Chapter Five, we can see that the service industry is becoming more 

prominent Organisations are more service oriented rather than focusing on product 

manufacturing and therefore, there is intense competition among organisations; to be 

able to cater to the demands of their clientele. Over the past twenty years, the 

number of employees in the service industry has risen by nearly ten million to over 

seventeen million employees (ONS, 2003a). Therefore, companies are pressured 

into vying for contracts and trade from the clients in order to tap into this booming 

market The organisations that took part in the research indicate that they are 

interested in managing the knowledge of their employees since there is constant 

competition within their respective industries. Besides acquiring, sharing and 

retaining the knowledge of their employees, the organisations should also consider 

their support systems in order to retain the knowledge as well as the employees 

themselves within the organisation. This attitude is approved by Wickramasinghe 

and Mills (2002) who is quoted in Chapter Two as saying that effective and 

efficient processes and finictions of supporting and fostering innovations are the 

key concerns of KM within an organisation. Therefore, in line with the research 

question relating to what HR support systems are used by companies to help in the 

management of knowledge, it is found that organisations utilise their training 

programmes and remuneration schemes as a means for encouraging, motivating and 

maintaining the loyalty of their employees to contribute to the knowledge base of 

the company. 
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75.1. Training 

All the companies interviewed indicate that they would send their employees for 

training based on the job they are doing as well as the employee's own performance 

review. The nature of the person's job would determine the level of training 

required. In the case of Build Co., the new technology being discovered within the 

industry makes it possible for architects to design, build and assemble buildings 

faster than before. In Chapter Five, Glancey (1989) indicates that with the machine 

and computer age, architects could produce cheap, production line designs such as 

prefabrication that are easy to manufacture and quick to assemble on site. 

Therefore, although there is no structured training programme for architects within 

Build Co., it stifl offers a series of modules, as proposed by RIBA, for gaining 

necessary quaUfications. Moreover, Conway and Roenisch (1994) state that 

architectural organisations should gain knowledge in a variety of fields to cater for 

the increasing demand of the clients and therefore, Build Co. is encouraging their 

employees to acquire as much knowledge as they can. 

As the nature of Tel Co. and Oil Co. is more technical rather than creative, the 

engineers of both Tel Co. and Oil Co. prefer their staff to have more hands-on 

training. This is especially important for Tel Co. where in the telecommunications 

industry, the latest development could become obsolete within weeks (Bray, 1995), 

staff do not have time to leave their work for further training and would gain the 

experience necessary while on the job. Furthermore, Oil Co. indicates that their 
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employees would prefer to gain experience on the job and through on-the-job 

training than to leave their workplace for further studies. Carlton (2002) mentions 

that in the oil and gas industry, cost of production and decommission of redundant 

offshore platforms could be overcome through advancement of new skills and 

technology, new exploration techniques and drilling methods. Therefore, Oil Co. 

sees the need to train their employees to be highly versatile in the ever-changing 

nature of the industry. 

In addition, the organisations believe that through training, they could also help 

the employee to progress through the career development process. The 

organisations would review the employee's performance appraisal to determine 

training that would be necessary for the employee's field of expertise. The 

companies hope that by offering training and good career progression, the employee 

would be encouraged to remain within the organisation. However, it is indicated in 

the literature review that this is doubtfid as employees are more loyal to their own 

career advancements first before being loyal to the organisation (Demarest, 1995; 

Hope and Hope, 1997). Nevertheless, by offering training to the employees, not 

Only will the employee gain more knowledge, but it would also create a positive 

environment for the employee to work in. 

280 



7 5.2 Remuneration Schemes 

From the Results chapter, it could be revealed that the companies involved in 

the research align their pay system through benchmarking with market rates. 

Furthermore, they would also consider the seniority, the contribution and personal 

performance review of each employee when designing the salary scheme. The 

organisations do this to be able to offer competitive rates within the industry 

especially when market forces are highly competitive at the current moment (Smith, 

1998). 

The organisations that took part in the study also mention the concept of reward 

in an effort to encourage employees to share their knowledge as well as to retain 

their services within the company. Both Tel Co. and Oil Co. offer monetary rewards 

and awards respectively as a way to reward employees for their contribution. 

Furthermore, the organisations believe that praise and recognition, although of no 

monetary value, is important for the employee to feel positive of their work and of 

the organisation. Moreover, some organisations like Build Co. and Bio Co. offer 

either more high profile jobs to junior architects (Golzen, 1984), or give more time 

off for employees to complete a project as a way of rewarding their employees. 

Alvesson et. al.. (2001) and Hall (2001) indicate the concept of rewarding 

employees for knowledge sharing through a variety of ways including those 

conducted by the organisations such as financial rewards, career advancements and 

participate in more challenging work. Through these reward systems, the 
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organisations are hoping to encourage their employees to retain their knowledge via 

manuals and reports as well as to share their knowledge with other members of the 

company or with clients. 

Although the organisations interviewed report that they do not offer any 

rewards for patents within the organisation, they do indicate that patents filed would 

be the property of the organisation. However, it is felt that despite the nature of the 

organisation, there should be encouragement among the staff to create products that 

could be patented. Especially in the case of the pharmaceutical industry where 

organisations can gain large revenues while the patent is in effect, which could last 

over twenty years (Fenn, 2002), Bio Co. would be prudent to try and encourage 

their employees to create products that could be patented. 

From looking at the discussion of the results chapter, we can see that the 

companies involved -with the study have some procedures that they hope would help 

them to manage the knowledge of their employees efficiently. According to Abou- 

Zeid (2002), the KM process includes three steps that are the identification of 

knowledge that is available within the organisation, the processes of knowledge 

acquisition, application, storage and dissemination, and lastly the available 

resources to support the knowledge management process. From the discussion 

above, we can see that the companies in this research do satisfy the criteria as 

imposed by Abou-Zeid even if the procedures implemented are not considered as 

formal methods. Furthermore, due to the effect of globalisation, industrialisation, 
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and urbanisation, the respective industries of the organisations that took part in the 

research are become highly competitive. lberefore, in answering the research 

question, the organisations are striving to implement effective KM strategies within 

their company through training as well as a balanced remuneration scheme in order 

to be able to retain, encourage and utilise the knowledge of their employees 

efficiently. It is hoped that through competent management and utilisation of 

knowledge, the companies would be able to remain in a strong position in the 

market place against the competitors. 

However, in reMon to the research question of the issues that organisations 

faced relating to KM, the companies do state that they are facing problems in 

implementing the policies and procedures. These problems have more to do with 

the time and effort of employee contribution (Build Co., Oil Co. ), or the 

opportunity to contribute or participate in the programs (Tel Co., Bio Co., Oil Co. ). 

This has some differences to what is said in Chapter Three. In the literature on the 

subject of KM, the articles discuss more on problems to contribute to the KM 

strategy due to reluctance of the employees to share their knowledge (Hope and 

Hope, 1997; Truch, 2001; De Loo, 2002). This research shows that it is not so much 

a problem with employees wanting to share their knowledge but more on the fact 

that they do not have the time or in some cases, the opportunity to take part in the 

KM policies. 'Iberefore, to create more cfficient KM processes, the management of 

the organisations should consider taking steps in ensuring that every employee 

interested in contributing to the KM strategy would have the time and the 
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Opportunity to do so. It is, of course, easier said than done since some employees 

would be more focused on their jobs than to take time off to contribute to the KM 

process (Oil Co. ). However, in the case of Tel Co., all the employees should be 

allowed to give feedback on their peers' ideas and not just by the New Idea Team 

so that the employees would feel more involvedL 

Furthermore, Oil Co. and Bio Co. admit that they are facing problems in carrying 

forward lessons learned to other projects. Information gained during peer feedback 

and review are not written down and filed while discussions after a completed 

project would be filed but there is no real system for accessing the information 

when neededL Moreover, the hard copy library of Oil Co. is not easily accessible as 

there is no efficient management in the filing system in both Bio, Co. and Oil Co. 

and therefore, nobody knows what is stored. The inability of both companies to 

access and manage the knowledge already existing within the organisation could be 

a loss to the company in terms of revenue as other companies could come up with 

new techniques within the industry. 

Although the organisations are aware of the importance of knowledge as a 

resource within the company, they are hesitant to implement formal systems of KM 

as they feel that it is difficult to encourage employees to contribute to the system. 

However, these organisations do not seem to recognise that each of the procedures 

that are implemented within the company, which range from intranets to systematic 

idea review processes, could be linked and utilised with other policies within the 
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organisation in order to create a more efficient system of KM. It should be 

emphasised to the respondents that they do not need a formal KM strategy to 

manage the knowledge of their employees but that a combination of all the other 

procedures already in place could go a long way in efficiently managing the 

knowledge within the organisation. 

Moreover, not all of the systems implemented by the companies involved in the 

research are based on IT although there is some reference to the convenience of the 

facility with each process implemented. Many of the articles reviewed in the 

literature review chapter tend to base their KM processes on IT systems as well as 

management of IT specialists and this is not the case with what is discovered in the 

research. It is discovered through the research findings of this thesis that KM does. 

not have to be based on technological software and that through simple networking, 

and recording of information as well as good KM practices within the organisation 

could help the company manage and utilise the knowledge, skills and expertise of 

their employees more efficiently. In addition, the companies from this research feel 

that any employee, regardless of position, has a right to contribute to the systems 

implemented within the organisation as means of enriching the company with more 

knowledge. From this discussion, it can be seen that although Bio Co. and Oil Co. 

do not utilise advanced technology in managing the information within their 

organisations, the management of both these companies utilise more of the soft- 

management style in managing the knowledge of their employees. They would sit 

down and discuss with their employees regarding what the employees would like in 
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terms of training to help in their career progression, as in Oil Co. with their P3, or 

with Bio Co. encouraging the employees to spend more time in other departments 

to exchange knowledge. This shows that both Bio Co. and Oil Co. revert more 

towards the behavioural approach to KM as compared with Build Co. and Tel Co. 

that utilises the informational approach to KM. Further similarities and differences 

between the management styles of the companies will be discussed in the following 

section. 

7.6. RejZections on Differences in Perception by Managerial Level 

In this section, the perceptions of the management team would be presented to 

indicate any differences or similarities in the opinions of the interviewees towards 

the KM process. This is to show how the participants of this research perceive KM 

strategy to be and how they react to it. It is noticed that participants who hold senior 

positions in the organisation tend to discuss on the benefits of having the policies 

and procedures. They are more eager to describe what the system does, how it 

works, who are involved and how it is going to help them in managing their 

employees (Senior Partner, Build Co.; Managing Director, Tel Co. ). Middle to 

lower management of the organisations discuss more on the benefits of using the 

systems as well as how it affects their employees (Finance and Office Manager, 

Build Co.; Customer Service Manager, Tel Co.; Quality and Assurance Manager, 

Bio Co.; Business Development Manager, Oil Co. ). 
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However, there is no differentiation in positions when they discuss the problems 

they face in implementing the policies and procedures or the difficulties their 

employees have in trying to participate in the KM processes of their organisations 

(Managing Director, Oil Co.; Chief Engineer, Tel Co.; Research Co-ordinator, 

Build Co.; Finance Director, Bio Co. ). This indicates that while senior management 

presents the policies and procedures on a more managerial focus i. e. the benefits, 

what it entails; the middle to lower management who are actually involved in the 

actual process itself discusses it on a more personal level. 

Moreover, the middle to lower management are also more aware of the day to 

day problems they face on an experience level rather than the general expected 

problems that the senior management are aware of. This shows that although senior 

management might be the authority behind implementing the policies and 

procedures, it is the middle and lower management that is actually hands-on in the 

whole process of the KM strategy. 

From the Results chapter, it is found that there are also very little differences in 

response between the different levels of managers within each company. There 

might be differences in the focus of the response but they all pretty much agree with 

the general overview of the KM policies and procedures that are implemented in the 

company. This shows an understanding between the levels of management within 

the organisation as to what the final outcome of the KM process is meant to be. 
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The comparison between the different positions between the companies show 

that the Senior Partner of Build Co. is very enthusiastic of their Three-Wave system 

and discusses the process in terms of its benefits and how it is managing the 

knowledge of his employees. The Managing Director of Oil Co. and the Vice- 

President of Bio Co. however, are more cautious about the concept of the KM 

strategy. The Managing Director of Oil Co. says that since it is difficult to value in 

terms of monetary benefit, it is more difficult to implement it within the company 

due to other matters that are of a greater priority. It is similar to the opinions of the 

Vice-President of Bio Co who explains that even if they do want to have a KM 

process, the work their scientists are doing is their first priority, leaving everything 

else pretty much on a secondary level. In the case of Tel Co. however, the 

Managing Director there explains the implementation of the New Idea Scheme but 

he is also cautious as to how to implement the KM processes, as he does not wish to 

overwhelm his employees with too much unnecessary information. So it can be 

seen that even though senior management have different approaches to how they 

manage their KM strategy, all, except Build Co., are pretty cautious about the KM 

policies and procedures. 

What is interesting to notice is that middle to lower management prefers to 

discuss KM processes they would like to have in their organisation, ranging from a 

knowledge database (Bio Co. ) to more efficient assessing of stored information (Oil 

Co. ). This could be due to the fact that middle to lower management works closely 

with their staff and therefore, are aware of the shortcomings of the policies and 
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procedures already existing within their companies. It would be prudent for higher 

management teams to consider the opinions being presented by their lower 

management and their employees if they wish to be able to utilise their knowledge 

more efficiently. 

Therefore, it can be seen that the competitive nature of each of their respective 

industries along with the desire of the management team to manage their employees 

are seeing an implementation of a variety of policies and procedures that when 

conducted individually, will give the management team an opportunity to manage 

specific aspects of their employees' knowledge. It is now up to the companies to be 

able to combine their processes in a way that would make it more efficient to 

manage and utilise the knowledge of their employees on a more overall perspective. 

289 



CHAPTER 8: CONCLUSIONS AND RECOMMENDATIONS 

This chapter outlines the contributions to research from this study. Furthermore, 

the limitations to the research conducted as well as additional recommendations on 

research opportunities for those who wished to study further in the field of KM are 

discussed. 

8-L Key Findings and Contribuflons 

This section of the chapter will present contributions to research that are 

discovered during the process of this study. The utilisation of the multiple-case 

study method in conducting this research has allowed for a discovery of similarities 

and differences between the companies that participated in the research. Since the 

structilre of the multiple-case study method allows for a comparative view between 

the four companies in this research while still maintaining research on the key issue 

that is the KM process, the distinct styles of management and policies along with 

the KM strategies of the companies could be studied. Reference to the objectives of 

the research that is listed in the Introduction chapter as well as the research 

questions proposed in the Research Methodology chapter of this thesis will be made 

in presenting the contributions of this research. The contributions will be presented 

based on the research objectives of this study. 
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The first objective of this research is to study how knowledge in an organisation 

is identified and how organisations encourage their employees to become more 

knowledgeable in the workplace. This ability to identify and change knowledge is 

important and has become a source of power for organisations; (Buhler, 2001; 

Jacques, 2001; Galup et. al., 2002). It is found that the organisations in this research 

recognise knowledge as a resource and that it is not necessary for organisations to 

invest heavily in state-of-the-art technological software or systems to help in the 

identification of knowledge that is necessary, as well as to encourage employees to 

increase their knowledge. Simply by speaking to the employees or through 

experience doing the work itself is sufficient in finding out what knowledge is 

crucial to the workplace as done by Bio Co. and Build Co. Speaking to employees 

or work experience is similar to. what is been mentioned by Gonsalves and Zaino 

(2001) and Cappabianca (2002) who stress the importance of social networking and 

on the job experience as means of gaining knowledge. In addition, having detailed 

job descriptions and conducting job analysis for all jobs within the company help 

determine knowledge that is required in the organisation. Furthermore, by 

discussing possible career progression with the employees as well as giving them 

the opportunity to take on more interesting work encourages the employees to try 

and gain more knowledge for their own benefit as well as the company. Moreover, 

it is found that the organisations would conduct a review after each project is 

completed or a weekly meeting to review the progress of a project in order to 

discover possible ways of reducing the time and cost it took to complete the project. 

Therefore, the contribution to the research showed that it is through basic social 
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interactions between employees and discussions between management and 

employees that the identification of knowledge is determined. Furthermore, it is 

through these interactions that employees are encouraged to increase their 

knowledge levels to benefit themselves as well as the organisation's knowledge 

base. 

In the second objective regarding the identification of KM processes within the 

organisation and to what level or extent it has been implemented throughout the 

organisation, it is found that none of the organisations interviewed have a formal 

KM strategy. This is initially surprising as Augier and Vcndelo (1999) and Roy and 

Roy (2002) say that managing knowledge is important as a means of increasing the 

efficiency of the knowledge-base of the organisatior4 However, there arc other 

policies and procedures implemented by each company that help them to manage 

the knowledge of their employees up to a specific level. The procedures include 

processes for reviewing ideas submitted by the employees, either formally as in 

Build Co. and Tel Co., or informally in department meetings as in Oil Co. and Bio 

Co. Furthermore, the policies also involve having detailed CVs of all the 

employees' skills and expertise as evident in Tel Co.; a programme for monitoring 

the personal performance of the employees such as the P3 in Oil Co.; as well as a 

company wide intranet system such as the systems implemented in Build Co. and 

Tel Co. Although the practices implemented by the organisations are company 

policies in their own right and only help to manage one aspect of the employees' 

knowledge at a time, a combination of all the procedures could be used to provide 
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an overall management system that could be considered as a KM strategy widiin the 

organisation. 

Furthermore, the extent to which the KM process is implemented varied from 

company to company and policy to policy. Some of the practices are implemented 

company wide such as the Three-Wave scheme in Build Co., whereas some are 

only open to certain sections of employees such as the New Idea Scheme in Tel Co. 

that is reviewed by a select group of employees and board members. 71be level to 

which participation is allowed depended on the specific process as well as the 

relevance to the employees. This elitism is due to the fitct that companies do not 

want to overwhelm their employees with unnecessary information or to take on 

processes that have no benefit for them. Moreover, it is felt that, sometimes 

employees are focusing hard on completing their work that they do not have the 

time to contribute to the KM process. Therefore, the fact that although the 

companies tend not to have explicit KM strategies, they do have a series of policies 

and procedures implemented throughout the company or within limited 

participation to assist in the management of knowledge within the organisation. 

This discovery is the second contribution to this research and it is supported by Jang 

et. al. (2002) who state that the value of knowledge is capitalised when the 

knowledge is distributed, shared and internalisedL 

The third objective of this research is to discover how knowledge is retained and 

disseminated within the organisation. During the research, it is found that none of 
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the companies have any formal methods of retaining knowledge within the 

organisation. There are no knowledge inventories or dat-ibases and the reason for 

this lack of retention mechanism is that not only is there difficulty in having 

employees write down everything they know, sometimes employees do not have 

sufficient time to do so. However, the only kind of inventory that is being utilised 

by the companies is an inventory of skills and expertise of the employees. This acts 

as a mini-CV and allows employees to search for other employees who might be 

able to assist them in any problems they come across during a project, as mentioned 

by Buhler (2001) regarding maintaining a skills bank or inventory. In addition, 

paper and paperless filing systems are also used as a method of storing information 

within the organisation but this storage facility would only work efficiently if there 

is easy access to the information as well as knowing what is being stored in the 

filing system or organisational library. Employees could gain a vast amount of 

knowledge from the stored information if it is accessed and utilised efficiently. The 

organisations; would then be considered as being able to utilise the knowledge that 

is stored within the organisation. 

- Regarding the method of disseminating knowledge within the organisation, it is 

found that most of the organisations still rely on the traditional method of 

networking and discussing with other employees as a means for sharing new 

knowledge or information. They try to get the employees together after each project 

to discuss their experiences during the project and to discuss what new knowledge 

or information is gained while completing the project. The organisations hope that 
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through these discussions, the employees would be able to share their experiences 

gained during the project as well as present ideas for future projects that might save 

time, money and effort for the company. This is similar to the motives in the 

Pharmaceutical company researched by McKinlay (2002) where they maintain a set 

of linked websites based on stories of individuals during the drug development 

Programme to share their experiences and knowledge. Furthermore, employees are 

also required to give the occasional presentation to the other cmployeesý can be 

requested to write up a module or asked to train a successor if they are to leave the 

Organisation as a way of sharing information. All these actions, which are 

mentioned and approved by many authors in the literature review chapters (Bertels 

and Savage, 1999; Foley, 2001; Lesser and Prusak, 2001; McKinlay, 2002; Newell 

et al., 2003), are there to get the employees involved in meeting, networking and 

sharing knowledge with each other to increase the knowledge base within their 

organisations, as well as to avoid making or repeating any mistakes which could 

cost money, time and lives (Hoopes and Postrel, 1999). 

In terms of both knowledge retention and dissemination, it is found that most of 

the organisations interviewed in the study use the intranet for storing and sharing 

information. The companies would upload the information or report on a project 

onto the intranet allowing other employees to access it whenever they wished. 

However, this practice could lead to an overload of information and no cfficient 

way to access necessary data while discarding unwanted information. The intranet 

becomes more of a stock-pile of information rather than a medium for retaining and 
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disseminating information. A few of the respondents mention finding difficulty in 

knowing what knowledge is stored within the organisation as well as the difficulty 

in trying to retrieve the information. Ilds problem is due to the fact that they are 

unaware of where the information is stored and what kind of information is 

available and this revelation should be taken into serious consideration by the 

companies to put in order the stored information within the organisation. It is found 

that careful and efficient management of the intranet is needed if the organisations 

are going to be utilising it as a facility for storing and sharing knowledge. Newell 

et. al. (2001) say that in KM organisations should not only know bow to store 

information but also know how to retrieve stored information. lberefore, this 

research discovered that besides the intranet, the organisations utilise the practice of 

storing information either in paper form or on the computer. Moreover, the 

organisations also rely on the basic method of word-of-mouth and discussions to 

share their knowledge with other employees. However, it is also discovered that the 

organisations must be careful to efficiently manage the knowledge already stored as 

it would be a waste of time, money and energy if the employees are to rediscover 

the same information when it is already available within the company (Fox, 2002). 

The fmal objective of the research is to identify the nature of support systems 

organisations use to manage the knowledge of their employees. It is found that the 

companies would utilise training schemes, a flexible reward system as well as a fair 

salary scheme that is benchmarkcd with the current market to help manage and 

maintain the knowledge base within the company. The employees view training as 
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a step in their career progression and therefore are encouraged to remain in the 

company if they knew that the company would give them time off as well as pay for 

some of the training as long as it is beneficial to the organisation in the long-run. 

Furthermore, a reward system that appreciates and shows recognition of the efforts 

of the employees either in monetary or non-monetary terms helps to motivate the 

employees to remain loyal and contribute to the KM process within the 

organisation. This type of reward system is supported by suggestions made by 

Alvesson et. al. (2001), Hall (2001) and Lesser and Prusak (2001) regarding giving 

bonuses, share plans and other rewards for departing employees to share their 

knowledge with other employees before leaving the company. Moreover, a fair 

salary scheme that is in line with competitive salary prices with other companies 

from the same industry or with positions that did the same job duties within other 

industries, effectively helps the management team in retaining the employees within 

the company as well as motivates them to participate in the KM strategy of the 

organisation. Therefore, the final contribution to the research show that although 

the HR support systems are in the background to the KM strategy and not directly 

involved in encouraging employees to contribute to the knowledge base within the 

company, they do play a large role in the overall management of knowledge within 

the company by retaining the employees' services as well as motivating them to get 

more involved in the KM policies and procedures that are implemented within the 

company. This is inline with the statement by Hope and Hope (1997) which says 

that KM is a long term programme that needs to be undertaken by all levels of the 

organisation and ingrained in the main organisational culture. 
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In conclusion, it can be seen that rather than having a formally recognised system 

of KM within the organisations, which everyone would automatically accept as a 

KM strategy, the companies are implementing a series of policies and procedures 

that manage the knowledge base of their employees. These policies and procedures 

manage specific areas of the KM process from how knowledge is acquired to the 

method of sharing knowledge between employees. So it would seem that if these 

policies and procedures are combined and utilised together, the organisations do not 

necessarily need a formal KM strategy as long as the procedures already 

implemented within the company are effective in managing the knowledge base 

efficiently. However, if there are any issues regarding the policies and procedures 

that do not allow for efficient KM within the company, it would be wise for the 

organisations to review the policies to improve it. Furthermore, the organisations 

could inform the employees that the procedure would be beneficial for the company 

as a way for managing a specific area of the KM process and this could help the 

employees become aware of the function of the policy and would be more likely to 

contribute to or implement it. 

VVhilst the findings discussed here reflect on a large number of issues, the 

following contributions of the thesis can be highlighted. First of all, the 

perspectives taken on the knowledge process and the use of qualitative case studies, 

encourages a shift in the research away from a focus on the formal system of KM 

towards the actual, informal processes of managing knowledge. In other words, 

greater benefit would be achieved from studying knowledge management than 
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Knowledge Management This means that companies should pay more attention to 

the 'soft' skills of managing knowledge for encouraging, motivating and rewarding 

employees to contribute to the knowledge base rather than focusing on a perfect 

system that would acquire, store and disseminate the knowledge at will within the 

company. It can be seen that the organisations in this research are already taking a 

step in the right direction by interacting with their staff, taking the time to review 

the ideas of their employees during meetings as well as rewarding employees for 

best contributions in the workplace as in Tel Co. and Oil Co. It is the contributions 

of knowledge from the employees that would start the ball rolling as well as 

maintain the momentum of the KM process and therefore, it would be prudent for 

the organisations to focus more on this aspect of the KM strategy. 

A second contribution is that whilst there are differences across industries in why 

and how knowledge is idenfffled and utifised, the core of effective management of 

knowledge stems from the creative, efficient management of the employees 

themselves. For example, constant and open communication is needed between 

managers and employees for a viable knowledge management process. This is 

already being attempted by all the companies involved in the study by giving the 

employees meaningfid work to do, talking to them and also discussing the 

employees' career progression as conducted by Build Co., Tel Co. and Oil Co. The 

higher management levels may indicate what policies and procedures would be 

implemented as well as have discussions with their employces on a general level. 

This is probably due to the fact that higher level managers have other matters that 
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take up their time and do not have as much time to spend with their employees. The 

higher level managers do try to have meetings and discussions with their staff but it 

can be seen that it is usually done through department meetings or presentations. As 

such, it is the one-to-one discussions with the employees by middle-line managers 

that have a stronger impact on the employees. The fact that the line-managers take 

the time to sit down and discuss possible career progressions, provide continuous 

feedback as well as discuss the ideas and opinions of the employees as done in Tel 

Co. and Dio Co., could be a way of encouraging the employees to either gain more 

knowledge, know what training to attend as well as what is eiq=ted of them within 

the workplace. 

Moreover, the style of managing the employees, either following the 

informational approach or the behavioural approach, could play a part in the 

effectiveness of the managers in managing the knowledge within the company. 

According to the literature review, the informational approach focuses on KM being 

related to the process of gathering, categorising, filing, utilising and modifying data 

into useful usable information (Lamb, 2001; Loshin, 2001; Wickramasinghe and 

Mills, 2002; Du Toit, 2003). While on the other hand, the behavioural approach 

believes more in the human element of the process of encouraging staff, changing 

the organisational culture as well as helping staff to gain more knowledge and share 

them with the rest of the community of the company (Hope and Hope, 1997; 

Ruggles, 1998; Condon, 1999; Sbarcea, 2001; Sindell, 2001; Truch, 2001; Jacques, 

2002). From the results and discussions of the thesis, it seems both Build Co. and 
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Tel Co. focus more on the informational approach by utilising the intranet 

substantially as a means of storing, filing and discussing ideas. Admittedly, Oil Co. 

also maintains an intranet but since they are not utilising it as efficiently as Build 

Co. or Tel Co., as they have problems with retrieving stored knowledge, the 

company cannot really be classified as following an informational approach. At the 

sarne time, even when Bio Co. and Oil Co. both focus more on the general aspects 

of management as a means of encouraging employees to gain and share more 

knowledge, i. e. talking to them, discussing career progressions as well as offering 

rewards to best contribution, Build Co. and Tel Co. also take the time to talk to their 

employees as well as find ways to encourage them to share and retain their 

knowledge within the organisation. Tberefore, the best approach to managing the 

knowledge base widiin the company would be the udlisation . of both the 

informational and behavioural approaches. The managers could manage the 

knowledge of the employees by implementing policies and procedures that assist 

the KM process, while at the same time, focusing on managing the employees 

themselves. This could be done by showing that the employees' knowledge is 

important to the organisation through discussions and by talking to them. 

Encouraging networking between departments while providing modern facilities 

such as the intranet could be a way of maintaining the loyalty of the employees to 

remain within the organisation, thus retaining the knowledge base of the employees. 

Finally, at a more policy-oriented level, on the issue of knowledge retention, this 

research demonsftates that companies should strongly consider utilising more non- 
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monetary rewards and benefits to persuade employees to remain in the company. 

Respondents feel that training, recognition and career progression are important 

elements in making employees feel needed and welcomed in the Organisation. The 

fact that employees are rewarded for their contribution at work could be an 

encouragement for them to contribute more towards the knowledge base within the 

Organisation. Furthermore, when the employees are awarded recognition for their 

achievements, it would make the employees more inclined to try harder to achieve 

their goals. Moreover, by allowing employees to attend training programmes for 

their own career progression, albeit for the overall benefit of the company, the 

employees would appreciate the effort of the Organisation and this could help in 

retaining the loyalty of the employees. lbercfore, the HR support systems are 

important in the overall process of KM and although it need not be central to the 

KM strategy, the support systems need to be utilised alongside the other policies 

and procedures as a means of maintaining the KM strategy. 

From these contributions, it can be seen that this research has discovered that 

companies do not necessarily need to implement formal, technologically based KM 

systems as long as they utilise certain policies and procedures within the 

organisation that encourages and motivates employees to contribute to the 

knowledge base. The literature available on KM tend to focus more on formal KM 

systems that utilises technological software, as well as puts pressure on formal KM 

being implemented in the organisations. This research shows that although formally 

recognised KM processes is commendable, it is not the be all and end all in the KM 
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strategy. The results of this study show that the KM process within the 

organisations could be achieved without these formal systems or technological 

software with the KM strategy being a combination of formally recognised policies 

along with other common organisational practices that utilises the knowledge 

capacity of the employees efficiently. Moreover, the KM process should also 

include the HR support systems that would assist in maintaining the knowledge 

base within the organisation. Therefore, it is an issue of interest that the 

organisations should utilise whatever means they can in order to manage the 

knowledge within the company as long as the policies and procedures are utilised 

together strategically and the employees are aware of the process. This is so that 

they may be able to contribute to the knowledge base more effectively. 

Furthermore, this research also indicates that the organisations also seem to focus 

much on trying to retrieve the tacit knowledge of their employees and change it into 

explicit knowledge. The companies hope to be able to retain the tacit knowledge of 

their staff in files, manuals and information so that other employees can utilise it. 

However, as part of the KM strategy, it is very important for the Companies to be 

able to retrieve stored knowledge within the organisation so that employees would 

not lose time and effort in recreating answers to solutions that already exist. It is 

noticed that with the utilisation of the intranet, the organisations such as Bio Co. 

and Oil Co. are fast becoming a 'data dump' without any efficient means of 

knowledge retrieval. In addition, the employees are unaware of what information is 

stored within their stored files and company libraries and this could lead to a loss in 
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important knowledge being utilised. within the company. This is a situation that is 

commented upon by Borck (2001) and Robb (2003) who warn. dig an organisation 

that depended too much upon systems to store knowledge could find themselves 

with huge amounts of information without any means to efficiently retrieve the 

knowledge that has been storedL Therefore, it is an emerging issue that someone is 

needed to be in charge of sorting out the stored knowledge in an orderly fashion and 

to inform the rest of the staff of the existence of this stored information so that the 

knowledge from these files can be utilised efficiently. By looking at these 

contributions, it can be seen that this research has added new information to the 

existing body of knowledge regarding KM and the issues surrounding it. 

&Z Reflections and Recommendations 

Upon reflecting on the thesis, there are a few limitations to this research. One of 

the main limitations is the fact that this research only interviewed managers. It 

would be better if the research could incorporate some questionnaires for 

employees to answer besides the managers. These questionnaires would help give a 

better picture of the KM process from the employees' perspective rather than from 

the managerial perspective alone. Granted, since this research wanted to study the 

managerial point of view regarding managing knowledge within the companies, this 

study only conducted interviews with key members of staff who are the managers 

to gain the necessary data, as they are the ones that manage the knowledge. 
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However, by including either all or a section of the general employees, the study 

could present employees with an opportunity to present their opinions and 

discussion regarding the KM strategy. Furthermore, conducting interviews with all 

the employees in a managerial position rather than just one from each level would 

give more insight into the managerial decisions that take place regarding the KM 

Process. This would take more time and resources but would give a more in-depth 

Picture into the actual versus the intended KM process and so the problems faced by 

both the managers and the employees in terms of implementing KM policies and 

procedures. 

Another limitation that could occur in interviews is the possibility of researcher 

bias during the data collection. Although the interviews are conducted following a 

semi-structured questionnaire, there is the possibility of the researcher, without 

realising it, suggesting and prompting information to the participant when s/he has 

difficulty in answering a question. This could lead the participants to answer in a 

way that they feel the researcher would like to hear or focus on an aspect that is 

more favourable towards the study rather thaii stating the true picture. Furthermore, 

the limitation of the researcher bias could continue during the data analysis process 

due to the subjective interpretation of the data according to the researcher's 

perspective, which may make the data more supportive of the research. Moreover, 

the participants within the organisations might not want to be seen in a bad light 

and might offer positive responses regarding their role, position and procedures 

implemented within the company in order to give a good impression regarding their 
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work place. This is a possible problem of respondents who might not want the 

researcher to think lightly of their role or responsibility as well as consider their 

company to be inefficient (Nachmias and Nachmias, 1996). This could lead to 

skewed results in the data collection with a rosy outlook on the KM process and not 

give a true picture into the problems that organisations could be facing. 

In addition, as this research is conducted using qualitative methods, reliability 

depended largely on the perception of the researcher during the analysis of the data. 

The subjectivity of the analysis of the method is controlled by making sure that the 

results are reported as they are discovered. The validity of the research would still 

remain constant because if the research is repeated with the same set of questions, 

at the same companies, with the same respondents, relatively the same answers 

would be obtained. Tbercfbre, the results of this research has to take into account 

the assumptions that the data is valid and reliable based on the perceptions of the 

researcher and the contributions of the participants at the time of the data Collection. 

Furthermore, since each of the organisations that took part are just one of many 

other companies in their respective industries, comparison could only be made 

between the companies firom. these different industries and not actually between the 

industries itself. This is the limitation of the multiple-case study method where the 

data collected cannot be pooled together to get a compiled data but rather the data is 

used independently for comparative study. As such, the companies chosen for the 

research should have their own distinct characteristics as well as common ground 

between the organisations so that the common topic could be studied while having 
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differences to research upon. It would be better if more companies from the same 

industry are included into the study so that in addition to a comparison between the 

companies from different industrial backgrounds, a comparison on the KM process 

between the industries could also be gained. However, since this is a comparison in 

the management of knowledge within companies of different backgrounds and 

industries, more than one company from each industry would create different sets 

of comparisons. 

Lastly, another major limitation of the research conducted is time. It took some 

time to contact the different organisations and wait for their responses. 

Furthermore, trying to an-ange the interviews for the data collection with the 

various participants, who are based all around the UK, and who sometimes cancels 

or postpones appointments also causes delays with the thesis process. Although this 

is expected in a research that is conducting interviews, the time fi-ame should take 

into consideration any unexpected delays. Moreover, each interview has to be 

twscribed from the tapes into documents so that analysis could be made 

effectively and this took a large amount of time to tz-anscribe each tape concisely in 

order not to miss out any important points. In addition, the amount of time spent 

analysing the qualitative interview, searching for similarities and differences as well 

as making comparisons between the companies further extended the on-going 

process of the research. These limitations should be taken into consideration when 

conducting further researches in similar areas of KM in order to avoid similar 

limitations. 
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Besides the limitations, a few recommendations into Possible future research 

need to be considered. It is highly recommended that further research into the 

management of knowledge be carried out in order to study more efficient KM 

strategies within the organisation. Especially when a majority of the literature 

available regarding the subject matter focus more on the need for KM practices 

rather than issues and problems surrounding the implementation of the KM process. 

Moreover, it would be interesting to discover how organisations mana e the 

knowledge already stored within the company as this proved to be a sore point 

among participants of the research. 

It is also recommended that future studies could focus on just one industry and 

study the different managerial approaches and the problems involved with 

implementing a KM strategy within the organisations. This future study could 

involve using a different type of multiple-case study method whereby rather than 

having different companies fiom. different industries, the research could study 

different companies but within the same industry. However, rather than pooling the 

results or data which would turn the study into a survey, the research could make a 

comparative study of the similarities and diflerences in management styles 

regarding KM within the same industry. This comparison could give a deeper 

understanding into how the industry can affect the managerial practices in regards 

to KM. Different companies within the same industry might implement different 

procedures, resulting in different management styles. Furthermore, by offering a 

combination of quantitative and qualitative methods of research such as close-cnded 
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questionnaires to lower members of staff and conducting interviews with key 

positions within an organisation would not only provide a picture of the managerial 

aspects of the KM process within each individual organisation, but also provide 

data on how employees respond to the implementation of the KM strategy within 

the company. It is hoped that other interested parties in the area of knowledge and 

knowledge management would take these recommendations into consideration 

before conducting a research in the field of KM. 

8.3. Conclusion 

To conclude, this chapter presents an overview of the research objectives of this 

thesis and they prove to be met based on the results from the study along with the 

discussion of the key findings of this thesis which includes the methods in which 

organisations identify necessary knowledge within their company and the types of 

processes implemented within the organisation to manage the knowledge of their 

employees. Besides touching upon the knowledge process that exists within 

companies, this research also emphasis the need for effective knowledge retrieval 

either from the employees or from the stored knowledge within the organisation for 

efficient KM. The findings of this thesis also look at support systems implemented 

within the firms that participated in this study that motivate or encourage employees 

to acquire, create, share and retain knowledge as well as to retain knowledge 

workers within the company. In addition, the contributions of this thesis express a 
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need to focus on the informal aspect of managing knowledge as well as maintain 

efficient people management and HR policies in order to create an effective KM 

strategy within the organisation. Besides that, this research discuss some of the 

Problems being faced by the employees as well as the initiation taken by 

management throughout the KM process in order to maintain the most efficient 

strategy possible. 

This chapter also presents the limitations of the research that includes 

interviewing managers only rather than a combination of managers and staff, the 

possibility of researcher biasness during the interview and analysis of data, issues 

regarding reliability as well as time constraints. Finally, the recommendations for 

possible studies in the future within this field of KM that consists of combining 

both qualitative and quantitative research methods through interviews and 

questionnaires as well as focusing on researching one industry at a time are also 

offered to get a clearer picture regarding KM. It is hoped that through the 

presentation of this thesis, from the literature review on the issues surrounding 

knowledge and KNL the results obtained during the research as weH as the 

discussion based on the results, a deeper understanding into the area of knowledge 

management within organisations are achieved. 
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List of Questions Asked During the Research Interviews On 
Knowledge Management: Issues, Processesand. Outcomes 
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Knowledge Management: Issues, Processes and Outcomes 

A Ph. D. Research Study by Zabeda Abdul Hamid from the Human 

Resource Management Department, University of Strathclyde, Glasgow. 

Organisation: 

Interviewee: 

Position: 

Job description: 

OUESTIONS: 

Section 1: The Identification of Knowledge: 

1. Is Knowledge recognised as a resource in your organisation? 

2. How do you know what sort of information or knowledge is needed in 

your company? 

3. Do you conduct any job analysis or have detailed job descriptions for 

every position in your company? 

4. How do you motivate your employees to be more knowledgeable or 

acquire new knowledge? 

5. How do you motivate your employees to motivate your employees to 

create new products or services? 

6. Do you have a quota as to how many new products or ideas should be 

created or produced in a year? 
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7. What steps do you take in order to produce the most 
knowledge/ideas/services in the shortest time possible? 

Section 2. - Knowledge Management 

8. Do you have a special review board that will review all new ideas 

presented by your employees? 

9. Do you allow feedback from the employees' peers regarding any new 
ideas created? 

10. What policies and procedures have you implemented within the 

organisation that you feel assists you in the management of knowledge? 

11. What problems have you faced in implementing these policies and 

procedures? 

Section 3: Retention and Dissemination ofEnowledge 
12. Do you have an inventory characterising the knowledge that your 

employees have? 

13. How do you store knowledge within the company? 

14. Do you have an idea bank where you can store new ideas that were 

thought of but were not made into any product or service? 

15. If someone were to leave the company (for a variety of reasons), would 

s/he be asked to train his/her successor before s/he leaves the 

organisation in order to retain some part of their knowledge within the 

company? 
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16. How do you apply new knowledge created wiffiin your organisation? 

17. How do you determine what information should be released and to 

whom? 

18. How do you distribute information, products or services to the rest of 

the organisation or to the public? 

Section 4. - Human Resource Support Systems 

19. What sort of training is given to your employees to increase their skills 

and knowledge? 

20. Do you have any type of rewards (i. e. monetary or non-monetary) for 

the creation of each new product, idea or service? 

21. What do you take into consideration when designing a pay system for 

your employees? 

22. What sort of support do you provide throughout the whole process of 
developing a new product, service or idea? 

Thank you for your time and co-operation. 
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