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[bookmark: _Toc76034427]Executive Summary


The purpose of this report is to assess the notion and importance of knowledge and information management in Amazon, understanding the significant knowledge and information management methods essential for organisational growth, and how to develop a context for creating a knowledge management culture.
The first part of the report provides essential information on KM, while the difference between Data, Information and Knowledge, provides a more accurate understanding of knowledge. Further, a brief KM history is given, for a better understanding and appreciation of knowledge management discipline. Further, the report discusses about knowledge management drivers, which are demonstrating the effectiveness of KM,  thorough methodologies that focuses on culture, formation, individuals, and Information System in the creation and impact of knowledge for organisational competitive advantage. Finally,  is being briefly presented the organisational profile of Amazon comprising the organisation’s history, activities, location and staff profile.
The second part of the report, focuses on Amazon’s KM SWOT Analysis, demonstrating efficient management of organizational knowledge, an important factor of the businesses competitive benefit in the knowledge economy period. Amazon’s strengths are critically analysed, based on the implementation of Resource-based View, a method that foresees resources as essential for outstanding performance in the organisation, and their VRIO attributes that empowers the organisation to gain and sustain competitive advantage. Further, Amazon’s Swot analyses provide details on their weaknesses, opportunities and threats, also demonstrating areas of improvement regarding their temporary competitive advantage and competitive parity.
The third and most important part of the report, is demonstrating a Critical Evaluation of Amazon’s Knowledge Management System, based on KMVC, linked with Nevis’s  Knowledge Typology, presenting three stages: knowledge acquisition, sharing and utilisation, displaying how knowledge becomes valuable to improve Amazon. The analysis is conducted on the four types of knowledge.
Amazon’s Knowledge Acquisition is linked to Quinn’s four levels of knowledge which best describes Amazon, bringing in attention, the importance of the company’s Knowledge Management System thru intellectual knowledge, developed skills, system awareness and self- motivated creativity. The organisation knowledge storage is linked with Amidon and Skyrme The Six Knows Knowledge Typology, a relevant typology demonstrating Amazon’s strategy of storing knowledge, applying three out of six knows: who, where, why, and further, area of improvement and recommendations in this specific knowledge management typology. The knowledge dissemination is engaged, by applying Nonaka and Takeuchi -Explicit and Tacit Knowledge Model, and Quinn’s Four Levels of Knowledge Typology, compared with Buy.com. Finally, the knowledge application in Amazon is demonstrated with relevant examples, through Amidon and Skyrme-The Six Knows Knowledge Typology.
The final part of the report, is providing the conclusion regarding Amazon’s KM, outlining the main areas of performance, development in the organization, based on the knowledge typologies used to critically analyse the organisation, showing areas of improvement and recommendation.
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[bookmark: _Toc76034428]Introduction

[bookmark: _Hlk73828280]The purpose of the report is to assess the idea and significance of knowledge required for Amazon development. Geisler and Wickramasinghe (2009), describes Knowledge Management as a discipline that encourages a cohesive tactic in recognizing, and distributing all the organisation’s information needs as formerly tacit knowledge.
[bookmark: _Hlk73913897]Kelley (2002) identified Data as the combination of the basic information. Amazon collects data on what is bought, shipping address, reviews or feedbacks, collected from all the customers that use the site (Marr, 2020). According to Koohang et.al (2008), information is data helpful for analysis and decision making. Amazon collects information on name, email address, age, home address, bank account, phone number, when the customer interacts with their website, products and services improving Amazon experience (Amazon, 2021a). Further, Koohang, explains that knowledge is described as the insights, experience and procedures, demonstrated in Amazon thru their successful strategy to provide to their customers the power to discover what and when the customers want it, rapidly and effortlessly, helping customers attain their objectives in an instinctive and adapted way, adding more value to the experience (Rosenberg, 2014).
Since 1970, it has been noticed a developed interest on innovation to create and maintain sustainable competitive advantages, and that knowledge comprises the primary source of economic rent (Johannessen, 2018).
KM discipline started in 1970’s, focusing on how information and knowledge could be utilized as significant organizational assets. The 1980’s brought an improved awareness on how knowledge operated as a competitive organizational resource, while Peter Drucker, wrote about the knowledge employee, subsequent in the theories of knowledge acquisition, knowledge engineering, and knowledge-based systems. In the 1990’s, KM become a major focus in many companies with the help of Nonaka and Hirotaka Takeuchi. By 1990’s, businesses commenced to understand that there is a competitive approach due to expanded company knowledge assets (Sullivan, 2016), providing Amazon the advantage of having in hand some of the latest information on KM, bringing them the competitive advantage.
Encountering the competitor’s knowledge, Amazon, have commenced to re-analyse and reorganize their culture, structures, information technologies and business processes from a knowledge point of view. By applying KM ideas, Amazon achieved the ability of overseeing their knowledge and to attain better performance (Kim, Yu and Lee, 2003).
An effective KM is achievable thru KM drivers important to stimulate sharing of knowledge within Amazon, focusing on:
· Culture- essential driver to encourage its workers to value, learn, and share knowledge within the organisation;
· Trust- a powerful element in influencing a  customer choice on whether to communicate their private knowledge with others;
· Structure- adaptable in promoting sharing and transfer of knowledge throughout organisational boundaries;
· Information System- driver used to connect people together and in sharing information, allowing innovation (Tan, 2008).



























[bookmark: _Toc76034429]Main Findings

[bookmark: _Toc76034430]1.Organisational Profile of Amazon

Amazon.com was founded in 1994, by Jeff Benzos, and had continuously developed each year adding more products and services to its customers. In present, Amazon’s main activities are retailing of its digital and physical goods, development, design, and optimisation of its Platform (website or apps), manage supply chain and logistics, secure and build a partnership with its suppliers and sellers, support the production of movies and show on its prime video platform, acquire new ventures to  its ecosystem (Amazon, 2021b). 
The company operates in the Internet Retail industry-retail trade sector (CNN Business, 2021), with its headquarters in Seattle, Washington, operating its business in thirteen  country specific locations, and offering Prime in nine of them before adding India (Digital Commerce 360, 2016), operating more than 175 fulfilment centres around the world (Amazon, 2021c). Amazon’s organisational structure follows a vertical ranked style, where the chain of command travels from top to bottom (Kim, 2019). 
















[bookmark: _Toc76034431]2.SWOT Analysis of Amazon’s Knowledge Management System

In a world where market places, manufactured goods, technologies, fast changing environments, the knowledge that empowers invention have become essential foundations of sustainable competitive advantage. There are various approaches used in the analysis of a business's tactical stance. SWOT analysis is an approach in strategy formulation and developments of the internal appraisal. Throughout the transformation into knowledge-oriented organizations, businesses might confront cultural problems. In Amazon, people might not like sharing their knowledge, because they take their knowledge as the source of power. Therefore, when adopting a KM initiative, Amazon, must provide some kinds of mechanisms to facilitate KM programs, such as providing some motivations for people to share their knowledge, or find new employees with more open-mined personality (Dyson, 2004).
[bookmark: _Toc76034432]Strengths
Amazon’s biggest strength in their KMS is that the organisation adopts Resource-based View, a method that foresees resources as essential for outstanding performance. Amazon’s RBV presents VRIO attributes (Value, Rarity, Imitability, Organization), that empowers the organisation to gain and sustain competitive advantage (Rothaermel, 2012).
Amazon’s RBV is demonstrated thru:
· Tangible resources: storage houses, distribution centres, employees and offices, helping the organisation in operating;
· Intangible resources: 
· Amazon’s reputation and brand image based on their KM, helped the business to became global (Kotha, Rindova, and Rothaermel, 2001)
· Amazon’s skill of its workforce and their extensive amount of customer awareness, created an unique user recognition service, a competitive advantage, allowing Amazon to implement an efficient customer relationship management (Donici, et. al, 2012).
[bookmark: _Hlk75433817]The two key expectations of RBV are that assets must also be heterogeneous and immobile. In Amazon’s case, their tangible resources are heterogeneous, far more advanced and different from eBay. Further, their intangible resources: brand name equity, methods, knowledge or intellectual property, are immobile. They do not move from Amazon, not giving the chance to the competitors to replicate their sources and implement the same successful strategies (Jurevicius, 2013a). The link between heterogeneous and immobile, is made by VRIO framework, a tool used to analyse the internal sources and capabilities, to discover if they can be a supplier of sustained competitive advantage (Jurevicius, 2013b).



Amazon’s VRIO
Value 
· A strong brand reputation; 
· Excellent customer service quality;
· Customer loyalty;
· Strong relationships with the sellers;
· Employees with unique skills and capabilities (Reisinger, 2020);
· Private labelling activities: AmazonBasics (Schaverien, 2018). 
Rarity
· Amazon’s capital and brand equity in the market are rare and valuable amongst competitors;
· Customer service quality, loyalty and trust;
· Proficiency in e-commerce.
Inimitability
· Amazon’s label brand
· Technological knowledge
· Distribution system
Organized
· Amazon boosts the advantages of its brand status by utilizing its name on all its products (AmazonGo, AmazonBasics, AmazonBooks, AmazonPrime), (White, 2019).
Amazon puts customers, before suppliers (Kim, 2017), therefore, all Amazon’s resources and capabilities are linked with VRIO framework, indicating that the organisation represents sustained competitive advantage, and their success is based on deep knowledge and understanding on KM (Jurevicius, 2013b).
[bookmark: _Toc76034433]Weaknesses
[bookmark: _Hlk75471893]Although, Amazon has a good competitive advantage, its weakness highlights their high reliance on Internet and e-mail services, a key part in KM, and can cause many challenges and obstacles in Amazon’s success (Bali, Wickramasinghe, Lehaney, 2009). Moreover, since the online retail businesses are growing, companies like eBay, Netflix and Oyster, have the accessibility and the sources to imitate the same knowledge management that Amazon applies (Gupta, 2020).
[bookmark: _Toc76034434]Opportunities
Amazon could expand their knowledge management, and make it inimitable, by providing their knowledge and services in countries as Cuba, Iran or North Korea (Amazon, 2021), which will boost the company competitive advantages. Further, the organisation, should reconsider their reliance on the internet, and produce KM strategies, for a better understanding of customers, sellers, and product innovation, that no other company can imitate, such as Artificial Intelligence, which can be used internally and externally (Das, 2020).
[bookmark: _Toc76034435]Threats
Amazon’s KM business model can be easily copied by other competitors such as IBM, Microsoft, Alibaba, competitors that  are well-placed financially and have the technical workforce. Some of Amazon’s organisational resources and capabilities such as increasing brick-and-mortar existence, strategic warehouses and distribution hubs, increasing variety of online services, proficiency constructed on a significant history of e-commerce, are either not rare or imitable, a huge threat on the company, placing them in either temporary competitive advantage or competitive parity (White, 2019).As conclusion to the Swot Analysis of Amazon’s KMS, it can be said, that, even though, the organisation is presenting a sustained competitive advantage, the organisation needs to improve the areas of KM where is positioned in temporary competitive advantage or competitive parity.





















[bookmark: _Toc76034436]3.Critical Evaluation of Amazon’s Knowledge Management System
According to Kaur (2019), KM refers to a collection of practices targeted at efficient management alongside with utilisation of organisational knowledge that can assist an organisation in establishing value, augmenting performance and securing a strategic edge over competitors. The most relevant knowledge typology, which reflects and is linked with KMVC, is Nevis’s (1995) Knowledge Typology, presenting three stages: knowledge acquisition, sharing and utilisation. 
[image: ](*Weggeman KMVC)
 (*Nevis Typology does NOT include Evaluating Knowledge)

[bookmark: _Toc76034437]Knowledge Acquisition
Knowledge Acquisition makes reference to the method of gaining and managing knowledge, from human specialists or databases. The acquisition process purpose is to investigate, and achieve the knowledge, to make them available to consumers (Jawadekar, 2010). In Amazon, knowledge acquisition, involves the knowledge acquired from sources such as providers, the competition, associates, customers, internal and external specialists (KMT, 2018). 
One relevant knowledge typology that is applied and can be seen in Amazon, is Quinn’s Four Levels of Knowledge (1996),  which describes the organisation, highlighting the significance of  Knowledge Management System in Amazon:
A. Cognitive Knowledge- (Know-What)
1. Amazon’s suggestion technology is centred on collaborative categorizing and decides what the customer believes he want by producing a summary of who is the customer, indicating products that persons with associated profiles have purchased.
2. Amazon collects data from each customer, while they operate the site, using Big Data. The company supervises what is purchased, customer pursuits, shipping address, salary level focused on the location, and if the client give reviews or feedback (Marr, 2020).
3. As comparison, Target operates data from loyalty schemes and exploit the research around preferences, to create buyer categories, formed on purchasing patterns (Arbuckle, 2017).
B. Advanced Skills- (Know-How)
1. Amazon collects data from clients when they visit the retail platform, the amount of time spent browsing each page, making use of external datasets, for collecting demographic aspects (Marr, 2020)
2. Netflix automatically collects data focusing on aspects such as: on what devices the customer watch Netflix on, the IP address, look at search queries, how long the customer watched a show or the customer contact with customer service (Saltzman,2021).
C. Systems Understanding (Know-why)
1. Amazon’s system understanding is focused in  predicting the demands of the customers by identifying the data that focuses the customers such as: their strategy of distributing parcels prior to customer decision of buying;
2. Exploiting customer data helped Amazon to become considerably more knowledgeable and responsive in the customer’s eyes (McorpCX, 2021).
D. Self-motivated creativity (Care- Why)
1. Amazon’s strongest strength is that the company is showing self-motivated creativity, seen thru constant profit reinvestment to improve communication with clients, get faster service, develop inventive delivery approaches and concentrating on continuing development over instant profitability, which brought Amazon loyal customers (McGovern, 2014).
Amazon’s success is the foundation of following all four types of knowledge: shallow knowledge to deep knowledge: procedural, declarative, semantic and episodic. The organisation is using accurate and up-to-date knowledge thru their Application Programming Interface, retrieved from internal and external sources. Moreover, the company uses tacit (socialization) to explicit (internalization) knowledge, demonstrated as follows:
· Amazon uses one portal and interface for everything they sell;
· The organisation shows information for products using a pattern;
· Every single page on Amazon is organized in easy-to-read sections
· Amazon uses elements like customer-provided ratings, reviews, feedback, images, subscriptions, alerts, and reminders, demonstrating deep knowledge in regards with customers and customer service
· The company provides easy and consistent transactions (Rosenberg,2014).

To conclude Amazon’s knowledge acquisition, the company demonstrates an excellent KM regarding customers, which lead the company to be one of most appreciated e-commerce business globally. Nevertheless, is essential for Amazon to improve their community of practice, displaying poor working conditions, lack of training for all employees and absence of motivation of the employees (Renz, et. al. 2014). 
[bookmark: _Toc76034438]Knowledge Storage
Knowledge storage refers to the organisational memory formation process, in which knowledge is properly stored in physical memory systems and informally retained as values, rules and beliefs associated to culture and organisational structure (Gonzales and Martins, 2017).
Amazon’s knowledge storage, is best described by Amidon and Skyrme, 1997: The Six Knows- Knowledge Typology, a relevant typology demonstrating Amazon’s strategy of storing knowledge, applying three out of six knows:
[bookmark: _Hlk75553121]Know-who. Amazon manages knowledge effectively by providing book reviews, the customer’s personal order histories, order history of other customers, and personalised recommendations founded on previous orders, motivating their customers to exchange knowledge about their favourite subjects, a great attainment in the organisation. As comparison, Holcim, an international cement company, created a knowledge sharing platform, where any participant of the community of cement and aggregates purchasers can transact business, share and exchange knowledge, communicating good and bad experience (Gibbert, Leibold and Probst, 2004).
Know- were. Amazon’s Web Services (AWS) can offer tools such as compute power, database storage and content delivery services. AWS portfolios comprise many services related with KM such as: compute, databases, infrastructure management, application development and security. These facilities comprise storage databases, data management, development tools, monitoring security, AI, analytics, mobile development, networking, messages and notifications (Gills, 2020). In contrast, Alibaba uses Alibaba Cloud, providing services like data storage, relational databases, big-data processing and content delivery networks, tools that are far more limited and still in development, than Amazon’s AWS (Rapyder, 2021). Amazons know-where, is supporting their extensive knowledge on how to collect as much knowledge from their customers, for the company to provide better services and products.
Know-why. Amazon is utilizing one interface to fulfil  the demands of all its customers, for an easy to navigate, and effortlessly available to customers, allowing them to increase rapidly and create business diversify from books to its own product lines. Hence, the way Amazon store, compartmentalize and control their massive amounts of information is legitimately one of their biggest competitive advantages (Document360, 2021).
The other three knows: when, that and how, are unclear whether the organisation is applying them. Although, there are some unclear evidence, showing their knowledge on the other three knows, but are not relevant and linked with KM, demonstrating an area of improvement in knowledge management, and recommendations in future.
[bookmark: _Toc76034439]Knowledge Dissemination
Knowledge dissemination a crucial part of KM, described as the process of distributing knowledge to those who may need it (Kingston, 2021). Amazon’s knowledge dissemination is engaged, by applying Nonaka and Takeuchi (1995) -Explicit and Tacit Knowledge Model, and Quinn’s Typology (1993).  Amazon have the capacity to turn the available information into knowledge for existing and potential customers, demonstrating knowledge dissemination as follows:
	Knowledge Dissemination at Amazon
	Nonaka and Takeuchi
Knowledge
	Quinn’s Four level of Knowledge

	[bookmark: _Hlk75645566]Search functions
[bookmark: _Hlk75645584]Product comparison
Links to other websites
[bookmark: _Hlk75645631]Email description of products to a friend
Listing of best seller product
Email reminder
Customer review/rating
Seller credit rating
Personalized product recommendation
Education information about products
	explicit 
tacit 
explicit 
tacit 
tacit
explicit
tacit
explicit
tacit
X		
	know-how 
care-why 
know-what 
care-why
know-what
care- why
care-why
know-how
care-why
X


· [bookmark: _Hlk75645721][bookmark: _Hlk76030431]Amazon does not implement the education information about products (explicit knowledge/ know-what), a very important aspect, related with Rarity factor in VRIO framework, segment that needs to be reconsidered, improved and implemented in Amazon.
As comparison, Buy.com websites are limited regarding their customers and supplier’s knowledge, providing only search functions, associations to other websites, email description of products to a friend, listing of best seller product, and one key benefit in knowledge: education information about product (Nah, et. al, 2002).
Amazon, in relation with their internal and sharing culture, the knowledge is first pushed from the bottom-up, by the customers, suppliers, HR. Following SECI Model of Knowledge Dimensions of Nonaka and Takeuchi (1996), Amazon, identifies four ways of in what manner knowledge can be merged and transferred, and, how knowledge is communicated in the organization (ToolsHero, 2021).
[image: ](Nonaka and Takeuchi, 1995).

The SECI Model of Knowledge Dimensions is centred on two forms of knowledge, explicit knowledge and tacit knowledge. Explicit knowledge refers to knowledge that can effortlessly be moved to others and can simply be codified, reviewed, and articulated. Amazon’s explicit knowledge is generated by merging and rearranging current explicit knowledge, and the process of combination is to make use of databases to obtain business analysis.  Finally, Amazon, takes the new knowledge created as tacit, and personal knowledge becomes collective group knowledge, where the process of externalization tacit to explicit knowledge sharing is driven using models with the implication of an intermediary (Nonaka and Konno, 2005). 
[bookmark: _Toc76034440]Knowledge Application
Amazon’s technology encourages knowledge application by embedding knowledge into organizational practices. These practices are culture-bound, inserted into IT so that the systems themselves develop into models of organizational norms. Their IT increase knowledge incorporation and application by facilitating the capture, revising, and openness of organizational directives (Alavi and Leidner, 2001). 
As a significant worldwide business, Amazon’s attention is on  customer, analysing market opportunities made available by digital technology. Furthermore, their focus is on tests and analysis of knowledge, to enhance results, consistently outperform retailers like Target, eBay, or Buy.com. Amazon knowledge application is linked again with Amidon and Skyrme-The Six Knows knowledge typology and SECI Model 1996, where the internalization happens, demonstrated through:
· Their business growth is based on a detailed approach to SEO and AdWords targeting masses of keywords;
· Establishing positive and straightforward experiences through testing and learning;
· Using the customization to make appropriate recommendations and a clear checkout, a method that now can be replicated by other organisations;
· Amazon's client-oriented culture thrills shoppers and keeps them coming back for more;
· Focus on improving the shopping experience, customers gift certificates, one-     ClickSM shopping, further reviews, content, browsing options, and recommendation characteristics and lowering prices, increased Amazon’s customer value;
· Their knowledge application brought the latest innovation in their business: Amazon Go, a new type of department store with no checkout required;
· Using high-level performance transactions systems, multifaceted interpretation, object catching, workflow and queuing systems, business intelligence, data analytics, machine learning, pattern recognition, neural networks and probabilistic decision making
· Their core competitive factors in its market sectors include selection, price, availability, convenience, information, discovery, brand recognition, personalized services, accessibility, customer service, reliability, speed of fulfilment, ease of use, ability to adapt to changing conditions, customers overall experience and trust in transactions with the company (Chaffey, 2021).



























[bookmark: _Toc76034441]4.Conclusion
After the critical assessment of Amazon’s KMS, the following are ascertained:
Amazon’s year of foundation, centred on the history of KM, brought the huge advantage of having in hand some of the latest information on KM, bringing them the competitive advantage. Their effective KM focuses on the culture, structure, people, creation and impact of knowledge for organisational competitive advantage, achievable through KM key drivers important to stimulate the creation, transfer, and sharing of knowledge within Amazon. Based on the SWOT analysis, Amazon’s strengths, shows an excellent application of RBV. Throughout VRIO framework, Amazon is demonstrating value, rarity, inimitability, and organized heterogeneous and immobile RBV resources, proving growth opportunities for the company in future. Their customer focus, is outstanding, compared with their competitors, like Alibaba or Buy.com. Nevertheless, Amazon presents weaknesses in regards with its high reliance on Internet and e-mail services, and the vulnerability of being easy imitated by competitors, which is a continuous further threat, placing them in in either temporary competitive advantage or competitive parity. Additionally, the critical evaluation of Amazon’s KMS, shows an appropriate application of knowledge typologies, outlining the importance of the company’s KMS, seen around the four levels of knowledge typology of Quinn, displaying shallow knowledge- procedural, to deep knowledge- episodic, using accurate and up-to-date knowledge. Amazon’s knowledge storage follows only three out of six knows from Amidon and Skyrme, 1997: The Six Knows knowledge typology, while the other three knows, are unclear whether the organisation is applying them, demonstrating an area of improvement in their knowledge management. In knowledge dissemination, Amazon applies best Nonaka and Takeuchi explicit and tacit knowledge model, demonstrated by SECI Model, and Quinn’s four levels of knowledge typology, showing the organisation capacity to turn the available information into knowledge for existing and potential customers. Finally, their knowledge application is supported by embedding knowledge into organizational routines, their focus on the customer, testing market opportunities made available by digital technology, and their focus on testing and analysis to improve results, consistently outperform the competitors. 
The conclusion of this report, highlight what Amazon do best, and where amazon needs to improve their KMS. Therefore, the following recommendation are made:
1. Amazon needs to improve their community of practice providing better working condition, training and motivation for their employees;
2. Amazon needs to work on a strategy to become in fully competitive advantage, based on VRIO attributes;
3. Amazon needs to reconsider their explicit knowledge, to demonstrate a better understanding on what the customer needs.
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