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[bookmark: _Toc76724383]Executive Summary

This report is requested by the University of Wales Trinity Saint David. The purpose of this report is to demonstrate the critical analysis of knowledge management in the context of Amazon. The main objective of this report is to expand Amazon’s Knowledge management system and knowledge information management procedure for organizational development.   
The first part of the report provides a brief introduction of knowledge management and clarifying the distinction between data, information, and knowledge, followed by a brief organizational profile of Amazon containing their history, activities, location(s), and staff demographic profile.  
The first part of the main findings of the report, provides a critical analysis of Amazon's Knowledge Management, based on their KM’s SWOT analysis, demonstrating the organisational strength, attributes, knowledge, and key factors of the business-driven services. In the strengths section of Amazon, the report presents a critical analysis of RBV (Resource-Based View), along with VIRO attributes, used to determine the progression of the organisation, demonstrating Amazon’s strengths. Additionally, Amazon's SWOT analysis highlights its weaknesses, opportunities, threats, also indicating areas of improvement in the organisation. 
The second part of the main findings of the report, demonstrates a critically evaluation on Amazon’s Knowledge Management System, providing an explanation of the Knowledge Management Value Chain (KMVC),  linked in this report with Nevis (1995) Knowledge Typology, and all stages will be associated with relevant knowledge typologies: Nonaka and Takeuchi, SECI Model, Amidon and Skyrme.  
The final part of the report is to provide the conclusion related to Amazon's Knowledge Management, critically analysing and highlighting the main purpose of the organisational knowledge management system. The recommendation will be drawn that how Amazon can achieve improvement in their Knowledge Management System. 
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[bookmark: _Toc76724384]Introduction
[bookmark: _Hlk76648493]Amazon’s Knowledge Management (KM) process is to share perspectives, ideas, experiences, and information in regard to the organisation's KM strategy related to their customer and customer service. Amazon's KM application approach will guarantee future accessibility to knowledge, to improve their efficiency in understanding their customer and continuous success in the e-commerce businesses. 
Knowledge Management is the intentional process of defining, structuring, keeping, and sharing employee knowledge and experience within an organisation. It comprises a cycle to create, share, structure, and audit knowledge to maximise the effectiveness of collective information of an organisation (Arnett et. al., 2018). 
The main theorists who introduced and brought awareness of knowledge management discipline were: 
· Nevis Typology (1995) - introduced the learning system which includes three processes: Knowledge Acquisition, Knowledge Sharing, Knowledge Utilisation (Nevis et. al., 1995). 
· Quinn’s Four Levels of Knowledge Typology (1996) describes cognitive knowledge (know what), advance skills (know how), system understanding (know why), and self-motivative (care why) creativity (Almeida, Sequeira 2018). 
· Amidon and Skyrme (1997) The Six Knows Knowledge Typology. The theorist produced the framework of six different types of knowledge Know-How, Know-Who, Know-Why, Know-Where, Know-When, Know-That (Knight and Howes 2012). 
· Nonaka and Takeuchi (1995) presented two types of knowledge tacit and explicit along with the SECI model (Ramírez et. al, 2011) 
· Wiig (1993) defined four types of knowledge: Factual Knowledge, Conceptual Knowledge, Exception Knowledge, and Methodological Knowledge (Dalkir, 2017) 
[bookmark: _Toc76724385]Knowledge Management (KM)
Knowledge management is a discipline that encourages an assimilated methodology to finding, capturing, evaluating, retrieving, and sharing all of an organisation's information resources. Amazon’s KM includes assets such as databases, documents, policies, procedures, and previously un-captured expertise and experience in individual workers ( Micheal, 2018). 
Amazon's success is based on its understanding of making the difference between data, information, and knowledge. According to Shannon (2013), data is considered to be raw and in the context of specific statements, instantly recognised. Further, Shannon, defined information as a summary of data that carries a logical meaning, however knowledge is information that has been maintained with an analysis about the implication of that information. 
Amazon collects a substantial amount of its data through customer’s addresses, information, search history, subscriptions and using this data for research purposes. This information helps Amazon to develop a customer profile for further knowledge and recommendations (Holmes, 2017). 
[bookmark: _Toc76724386]Knowledge Management History
Knowledge management refers to an inter-disciplinary approach in achieving organisational goals through the best possible use of knowledge. The term knowledge management was first used by Peter Drucker in the 1970s and has become a recognised discipline since the early 1990s. Castelli (2017) suggested that knowledge management has been used for centuries and that the pursuit of knowledge has always been at the heart of human behavior. 
[bookmark: _Toc76724387]Knowledge Management Drivers
Knowledge Management drivers can be characterized as a compound of the implementation of KM. Information technology makes knowledge management imperative for organisations to improve their competitiveness in the market (Hargadon, 2000). 
Figure 1 indicates the knowledge management drivers. 
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Figure 1. Knowledge Management Drivers (du Plessis, 2005)

Amazon uses its information technology to establish a knowledge management platform to achieve and share knowledge efficiently, and simultaneously. Through the use of appropriate information systems of knowledge management, the implicit knowledge is turned it into explicit knowledge, which would participate to the implementation of knowledge-creating, learning, sharing, and cooperating (Wu et al., 2011) 
[bookmark: _Toc76724388]Organisational Profile of Amazon
[bookmark: _Hlk76649500][bookmark: _Hlk76649597]Amazon was founded by Jeff Bezos in July 1994, in Seattle, Washington. Amazon.com is the world’s leading e-commerce retailer. The company sells books, music, movies, housewares, electronics, and many other goods to other retailers and thousands of Amazon.com customers. Amazon.com is a manufacturer of electronic book readers, Web services providers and its Web business include renting data storage and computing resources (Hall, 2020). Amazon is considered a big technological organisation because its business models are shaping the international economy. Amazon expands, utilise, and distributes digital enterprise that is based on a virtual platform and combines data accumulation with artificial intelligence (Fuchs et. Al , 2021), relevant evidence demonstrating the organisation’s KM efficiency. 
Amazon physical stores locations as of July 2020 are included supermarket whole food, Amazon go stores, Amazon Books, and Amazon Pop-up (Deniela, 2021). Amazon has recently opened its first physical store in London, which is called Amazon Fresh and uses the same technology pioneered by Amazon Go stores in the USA (Browne, 2021). 
The chart below gives an idea of Amazon's physical location in the USA (statista.com, 2021). 
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Fig 2. Number of physical retail stores owned by Amazon from December 2018 and July 2020 (statista.com)

Amazon believes in diverse culture in the organisation, and they build their team from diverse background to promote a supportive and inclusive workplace.  Amazon statics shows overall workforce level, women made up 44.6% globally and 46.9% in the USA. Comparably, Men made up to 55.4% globally and 53.1% in the USA (Amazon, 2021b). 
[bookmark: _Toc76724389]Hierarchy Structure 
The workforce structure of Amazon can be classified as hierarchical. The most substantial part of Amazon's organisational structure is its role-based global teams (Kim, 2019). Amazon can effectively and successfully manage the e-commerce function across the organisation (Dudovskiy, 2020). 
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Fig 3. Number of physical retail stores owned by Amazon from December 2018 and July 2020 (statista.com)

[bookmark: _Toc76724390]Swot Analysis of Amazon’s Knowledge Management system 
A SWOT analysis is a process of reviewing the organisation objectives and providing a roadmap to achieve those goals productively. Amazon’s Knowledge Management SWOT analysis is demonstrated to be effective in producing the ideas methodically for the organisation (Afshar-Jalili et al., 2019). The KM SWOT analysis of Amazon will define their strengths, weaknesses, opportunities, and threats in the organisation, that can be used in adopting strategies, making decisions, and defining goals in the organisation, based on the company’s weaknesses and threats (Houben et al., 1999).  
[bookmark: _Toc76724391]Strength  
Amazon is the world’s successful eCommerce retail and uses advanced Knowledge Management standards and procedures to add considerable value to their company and customers productively ( Rosenberg, 2014a). 
Amazon's largest online retail outlet in the world with a proven brand reputation with over 12 million loyal customer bases. They have excellent offline customer service, distribution facilities to manage growth and delivery, leadership in the use of technology to deliver target content (Chaffey, 2021). 
Amazon adopts Resources-based View (RBV) in their Knowledge Management System to achieve competitive advantage by using internal resource analysis (Jurevicius, 2013).  
Amazons connects its RVB with VRIO attributes (Value, Rarity, Inimitability, Organisation)  to investigate core competencies that raise the company’s sustainable competitive advantage, or temporary advantage (Pratap, 2020).  
 Amazon’s RBV is described through following resources (Figure 4):  
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Fig4. Amazon’s Tangible and Intangible resources (Jurevicius, 2013)

[bookmark: _Toc76724392]Tangible Resources: 
Amazon’s tangible resources are basic factors such as buildings, equipment, employees, and distribution centres. All these assets have advantages to the organisation and can be easily acquired in the market by any rival (Jurevicius, 2013b) 
 
[bookmark: _Toc76724393]Intangible Resources: 
Amazon’s Intangible resources in are the brand individuality, reputation, characteristics, and exclusive rights, these build over the years and cannot be bought by other retailers. These are the main sources of Amazon’s sustainable competitive advantage (Hitt et al., 2014).  
The two critical statements of RBV are heterogeneous and immobile. 
· Heterogeneous: In Amazon, the tangible assets are heterogeneous, through RBV assumption it can be found that Amazon uses their diverse range of knowledge to achieve competitive advantages from their competitors such as Alibaba, eBay, Walmart, and Rakuten (Burgess, 2020).  
· Immobile: Amazon’s intangible sources are immobility assets;  these sources are like organisation’s competencies and barriers that prevent replication of certain assets by rivals such as Amazon’s brand equity, knowledge, reputation, and processes (Bouclier, 2018).  
These resources are linked with VRIO framework, a tool develop by Jay B. Barney in 1991 to examine organisation’s resources and capabilities are valuable, rare, inimitable, and have sustained competitive advantages (Pratap, 2020).  
Amazon’s VRIO framework:  
The following diagram (figure 5), demonstrate Amazon’s VRIO framework (White, 2019).
  
[image: ]
Fig5. Amazon’s Organisation VRIO Framework (White, 2019)
Amazon's VRIO analysis defines the organisation’s competitive advantage based on its diverse resources and capabilities. However, the company's core strengths are information technology and communication tools and capabilities which enables business leaders to effectively build structured plans and goals to compete with other e-commerce organisations: Wal-Mart, eBay, Google, Apple, and Microsoft (Mousavi et al., 2021).  
[bookmark: _Toc76724394]Weaknesses  
As an e-commerce company and having a highly imitable KM business model, Amazon’s online business has become quite easy for anyone to replicate and make it customer’s favorite. Few e-commerce businesses like eBay, Netflix, Barnes and Noble, and Walmart are already using their knowledge to increase customer support and profit. Amazon possesses reduced physical stores which hinder appealing customers to buy products that are not available online  (bstrategyhub, 2018). 
[bookmark: _Toc76724395]Opportunities 
Amazon has the opportunity by using its Knowledge Management strategy to diversify its products and new technology to achieve faster growth. Amazon can create community events related to the brand to engage with the customer. (Mousavi et al., 2021).  
Amazon should consider developing their KM further and introduce Artificial intelligence which can improve product attraction and consumer satisfaction. For example, highly effective e-commerce services can prove attractiveness in business success in retail and related industries (AWS, 2021). 
[bookmark: _Toc76724396]Threats  
Amazon's biggest threat as an e-commerce business, having to compete with diverse companies in retail and cloud business. Brands like IBM, Microsoft, and Alibaba are financially well placed and have an excellent technological workforce. This threat is also intensifying in regard to other retail outlets are moving their business online to attract more customers. Although Amazon has a good Knowledge Management system, however, the company must re-strategise its resources and capabilities to strengthen the key areas, minimise the weakness, and avail the opportunities for future progress (bstrategyhub, 2018). 
[bookmark: _Hlk76647397]Based on the Amazon’s Swot Analysis, the company’s biggest strength is that they apply RBV, demonstrated through their VRIO attributes, which take the company to the competitive advantage. Nevertheless, having in consideration the actual online business, Amazon presents weaknesses in regards with their inimitability, that can be followed and copied by any other online business, with  almost the same financial resources as Amazon. 
[bookmark: _Toc76724397]Critical Evaluation of Amazon’s Knowledge Management System 

According to Dalkir (2011), Knowledge Management is the methodical and efficient process of an organisation’s staff, technology, processes, and company structure to add value through development. This can be achieved through the promotion of generating, sharing, and applying knowledge in the organisation. Additionally, Skyrme (2003), suggested that Knowledge management is the specific and efficient management of critical knowledge and its linked processes of producing, collecting, arranging, dissemination, developing.  
Nevis (1995) Knowledge Typology is the most relevant typology that can be connected to the Knowledge Management Value Chain (KMVC) referring to three stages of knowledge: (Knowledge acquisition, Knowledge sharing, and knowledge utilization).   
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Fig5. Weggeman’s Model of  Knowledge Management Value Chain (KMVC) (www.toolshero.com)

[bookmark: _Toc76724398]Knowledge Acquisition:
According to Waterman (1985), in KMVC, Knowledge acquisition requires the obtaining of knowledge from professionals, books, documents, sensors, or computer files. The knowledge may be limited to the problem area or to the problem-solving techniques.  
Amazon’s knowledge acquisition is based on the knowledge retrieved from primary data acquisition sources based on customers, suppliers, competitors, partners /alliances, and other expertise. The type of data acquired by Amazon changes depending on the source of acquisition and the intention of use of the data.  Amazon’s customer knowledge acquisition includes the supplier, market, and product data (Zhu & Liu, 2018). 
According to Ritala et. al (2014), Knowledge Acquisition is the type of knowledge that enables the company to better understand its customers and their motivations and respond to them appropriately. This may include purchasing activities, expectations, and requirements. Amazon collectively uses this knowledge to improve its product and services. 
Weggeman’s Knowledge Management Value Chain presents five stages of knowledge, which is best linked with Nevis’s (1995) Knowledge Typology, introducing only three stages: knowledge acquisition, knowledge sharing, and knowledge utilisation. 
Amazon’s KM is best linked with Amidon and Skyrme (1997) The Six Knows- Knowledge Typology, demonstrated through four knows: 
Know-who: Amazon uses the mixture of external and internal networking,  a method by which the acquisition of knowledge from outside sources boosts the company’s capability to commercialize that specific tacit knowledge (Harryson, 2002). 
Know-why: Amazon uses a crowdsourcing strategy,  featuring customer-provided ratings, reviews, and images, plus an analysis of what customers previously bought, or bought together, demonstrating a sense of community without formal communities of practice. Therefore,  Amazon builds knowledge and awareness in users, being imitated by numerous online shopping sites (Rosenberg, 2014 ). 
Know-how: Amazon, developed a strategy, based on their understanding of KM, by customizing and adapting their services for the customers: the one-click ordering/purchasing, demonstrating growth through personalization for customers and the business itself ( Kasanoff, 2014 ). 
Know-that: Amazon’s strategy is to please their customers before and after the purchase, treating them with respect, but also keeps track of the authors and types of books liked by customers, then keeping up to date on new books or similar books bought previous, creating customer retention (McBean, 2012). 
In regards with the other two types of knowledge: know-where and know- when, is unclear if or how Amazon are applying them, demonstrating an area of reconsideration for the organisation in close future, for better performance in customer knowledge. 
 
[bookmark: _Toc76724399]Knowledge Storage: 
  
According to Armstrong (2009), Knowledge storage involves the soft and hardstyle record and retain of knowledge so it can be effortlessly retrieved. Knowledge storage develops technological structures such as advanced informational hardware and software, and human processes to recognise the knowledge in an organisation, then to code and index the knowledge for retrieval. 
Amidon and Skyrme can be applied to Amazon's knowledge storage to demonstrate the Six Knows knowledge typology: (know-who, know-why, know-how, know-that, know where know-when). 
· Know Why: Amazon utilise Big Data to meet the consumer’s demand. Product and services analysis helps Amazon to generate more revenue and Big Data, enables Amazon to achieve this. Using data through recommended platform Amazon can predict the interest of the customers. Big Data has boots Amazon reputation in the E-commerce business (Barnerd, 2020). 
· Know Who: Amazon enhance their value by using Knowledge Management in the organisation. Providing one portal/platform to make it easier for the customer and the employees to get the information quicker, easier and accurate. Amazon obtains the review, feedback, and recommendations from customer’s previous buy to encourage them to register for offers and discounts (Rosenberg, 2014b). 

Comparatively, eBay uses the same process for using customer’s reviews and feedback for growth in their business, however, eBay is still stepping behind Amazon (BigCommerce, 2020).   
· Know Were: Amazon’s Web Service (AWS) is an inclusive platform that is used as the most adopted cloud platform. A vast number of customers from various organisations prefer to use this service.  

Some features of AWS are as follow: 
· Provides a wider variety of the database. 
· Customers from around the world are using this platform.  
· One of the most secure and adaptable could computing environments. 
· AWS has been offering this service for the last 15 years and has the most reliable operational experience.  
Comparatively, AWS has a great reputation and services, however, Apple, and Google are the main competitor for AWS (Rear, 2018). 
[bookmark: _Toc76724400]Knowledge Dissemination 
Knowledge dissemination describes as a process of sharing research outcomes with stakeholders and wider audiences. Dissemination is essential for better understanding and crucial for the success and sustainability of the organisation. 
Nonaka and Takeuchi (1995) SECI model can be applied to Amazon’s knowledge dissemination, which can be merged and adapted, demonstrating how knowledge is shared and produced in the organization: The model is based on the two types of knowledge outline:  
Amazon’s Tacit Knowledge: 
· Employee’ skills and experience  
· Expertise to deal with challenging scenario 
· Feedback and Review from the customers 
· Aligning the product according to the rating  
Amazon’s Explicit Knowledge:  
· Procedures and policies  
· Contact details of potential customers on the database 
· Products and service comparison with other e-commerce business  
· Reminders / Notice  
· Seller credit rating  
· Recommendations of the products and offers.  
· Customer’s Review and Rating 
Although Amazon is innovative in business, it has huge amount of e-commerce competitors. For example, Netflix competes with Amazon Prime, Google Home competes with Amazon’s Alexa (A virtual assistant). In cloud computing, Microsoft and Google Cloud both compete with Amazon Web Services (Inci, 2020). 
In Amazon's knowledge dissemination, the SECI model demonstrated a comprehensive illustration of tacit and explicit knowledge by using database business analysis. It is significant and suggests further exploration to solve any challenges and aid its full incorporation in order to achieve a more robust business-oriented structure (Echmann, 2003).  
[bookmark: _Toc76724401]Knowledge Application

Knowledge application is significant for developing a successful new product or service. It refers to an organisation the response of knowledge that generated in various situation and context, where the information-processing methodology to organization theory to recognize and structure potential backgrounds of knowledge application (Song et al., 2005). 
Amazon uses the knowledge-centered procedure and logical tools to articulate and simplify concepts to solve diverse problems and situations in the organisation (Botha, 2008).
Amazon application knowledge is linked with Nonaka and Takeuchi (1995) SECI Model to show the internalisation and extrenalisation of tacit and explicit knowledge.
· Amazon relates relevant ideas and theories within specific circumstances in the organisation.
· The company improve its practical issues using technical and professional knowledge.
· Amazon use Search Engine Optimisation (SEO) to rank their products from High to Low, or Low to High to make it easy to explore. 
·  Amazon Go is a chain of the fresh grocery store and have 28 locations in the USA and have one recently opened in London, UK. The store is automated, where customer don’t have to queue up and pay at a self-checkout station (Redman, 2021)
· Using their practical knowledge, Amazon investigate, evaluate and act in response to any issue in the organisation.
· Amazon get their review and response from the customers and evaluate solutions using strategically. 
These evidences, are  demonstrating , that Amazon have an excellent knowledge application, validated by their customer loyalty to the company, but also by Amazon’s devotion and understanding of customers. 
[bookmark: _Toc76724402]Conclusion 
Amazon’s Knowledge Management (KM) process is to share perspectives, ideas, experiences, and information is strongly related with the  company year establishment, when KM was brought to attention by KM theorists, providing Amazon the latest information on KM. Their success is based on their good awareness of how knowledge management can provide insights on business successful strategies, for a better understanding of the customer. 
Amazon demonstrates an excellent understanding of KM based on their acquired knowledge from their internal and external knowledge providers, providing to its customers books, music, movies, housewares, electronics, and many other goods to other retailers. Their KM, enhanced their online business, developing electronic book readers, Web services, and renting data storage and computing resources. 
The Swot analysis demonstrates Amazon’s strengths, linked with RBV and VRIO attributes, positioning the company in competitive advantage, although the organisation needs to make improvements in their rarity and inimitability attributes, due to its competitors that are following the same knowledge as Amazon in the online business demonstrated to be a threat for Amazon. 
Amazon’s KMVC , linked with Nevis Knowledge typology, and with the application of Amidon and Skyrme Six Knows Typology and Nonaka and Takeuchi explicit and tacit knowledge, followed by SECI Model, demonstrates that Amazon is aware of how to acquire, storage, disseminate and apply its knowledge, and areas where improvements need to be done, for the continuous success of the company, and permanent development on KM.
[bookmark: _Toc76724403]Recommendations
Based on the conclusions, Amazon needs to take into consideration the following recommendations:
1. Based on Amazon’s Knowledge Application, Amazon must work hard to maintain its existing customer base and find niches in the market by constantly analysing the threats from nearby competitors, further enhancing their knowledge in regards with the know-where and know-when of Amidon and Skyrme Six Knows Typology.
2. Amazon presents weaknesses in regards with their inimitability, that can be followed and copied by any other online business, with  almost the same financial resources as Amazon, which is an area that needs to be improved in close future, for Amazon to be in competitive advantage in all its VRIO Attributes.
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