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[bookmark: _Toc75973140]Introduction
Knowledge management is the conscious action of defining, structuring, retaining, and sharing employee experience and knowledge in an organisation (Asrar-ul-Haq and Anwar, 2016). Another study by Gao, Chai, and Liu (2018), defines knowledge management as a practical or theoretical understanding of a subject. Data, a component of KM, are different characters and symbols that get meaning after being connected with a context. Information, on the other hand, is data that has been contextualised (Dammann, 2019). Finally, knowledge is information collected, and it is available about a fact or person. Knowledge influences the actions and thinking of people and makes it possible to make decisions. This study aims at evaluating Amazon’s Knowledge Management and how it is utilised to give the company a competitive advantage. 

[bookmark: _Toc75973141]Brief History of KM
Peter Duck first introduced KM in the 1970s, but it was recognised in the 1990s. Other scholars state that it has been there for centuries and is the centre of human behaviour. As people had the drive to capture, store and distribute information, more efficient technologies began developing (Masic et al., 2017). Each type of advancement in technology or communication was geared at expanding the possibilities of capturing, storage, and sharing of information.
KM grew immensely in the late 1980s when major technological, social, and economic changes took place globally. The idea of globalisation was a major boost because companies were now aiming to get global, and in the process, they were meeting new opportunities and increased competition which they responded by downsizing (Masic et al., 2017). Therefore, organisations adopted reducing employee workforce while, on the other hand, increasing computerisation and networking technologies to boost productivity and enhance efficiency. As people were being downsized, they were walking away with much knowledge that would prove to be difficult to replace and to solve this challenge, companies began to look for new ways of keeping the knowledge, and it was then that KM was adopted (Gao, Li, and Clarke, 2018). The first methods to be adopted were documentation but failed because documented information was stored away. This led to the development of KM that relied on technologies, and this has been improving from then up to date. 
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[bookmark: _Toc75973144]Brief History of Amazon
Jeff Bezos started Amazon in 1994 in Seattle, Washington DC. He started the company with an initial investment of $10,000 in the garage of his rented home in Bellevue. The company was named after the Amazon River, the largest river globally, because he had the idea of making it one of the world’s largest platforms. Upon conducting research, Bezos found that books would be the most logical product to sell online, although other companies were doing the same; however, the difference was that Amazon would deliver the books to the reader anywhere (Capitalism, 2020). Jeff started Amazon with his wife, MacKenzie, and other few employees whereby they would pack books and take them to the post office by themselves. Although the company started as a bookseller, its main aim was not to be a retailer but a technological company that aimed to simplify online transactions for its consumers (Hall, 2018). In the beginning, the company faced scepticism, whereby financial analysts belittled the company and referred it to as the Amazon Bomb. Other critics said that Amazon would not make it in the marketplace because other bookseller companies started launching e-commerce websites. Amazon stayed for a long period without making profits until 2001, which seemed to justify the critics’ claims. However, Jeff dismissed them by stating that the internet had much potential, but the company had to get big first. By October 1997, the company already had 1,000,000 customer accounts and making a revenue of $610 million; however, the money was invested in expanding the company. Amazon had become a public company in 1997 after raising $54 million in the NASQAD market (Hall, 2018).
The company rapidly expanded by associating other websites to offer their products for sale on Amazon at a commission, and by 1999 it had over 399,000 sites selling on its platform. Amazon also started to expand its portfolio, and in 1998, music and video sales were launched on its website (McFadden, 2019). In the same year, it started acquiring other international bookseller stores in Germany and United Kingdom and expanded its portfolio to sell video games, consumer electronics, toys, home improvement items, etc. 
In order to stress his point that Amazon is not a retail company but rather a technology company, the company started selling cloud services, Internet traffic patterns, and other computing resources. In 2007, the company launched its Kindle for e-readers, and later in 2009, it introduced Amazon Encore, its first dedicated publishing line (McFadden, 2019). In 2017, the company signed a deal worth $13 billion with Whole Foods Market to buy the Supermarket Chain. 

[bookmark: _Toc75973145]Amazon’s Primary Activities
Amazon’s primary activities can be classified into Amazon inbound logistics, Amazon operations, Amazon Outbound Logistics, and Amazon Marketing and Sales. 
Amazon Inbound Logistics
Amazon does not have long-term contracts with its vendors. It uses Fulfilment by Amazon (FBA), which allows independent vendors to store their merchandise in Amazon’s fulfilment centres, whereby Amazon assumes full responsibility, control of the products and therefore carries all other transactions on behalf of the vendors. 

Amazon Operations
Amazon’s operations are categorised into North America, International, and Amazon Web Services. North America segment operates amazon services in the region, including websites such as www.amazon.ca and www.amazon.com (LeBlanc, 2020). The international segment focuses on international websites such as www.amazon.com.br and www.amazon.com.au (LeBlanc, 2020). The revenue in international markets is subject to change due to different currency exchange rates. Finally, the third one, Amazon web services, focuses on the global sales of computing databases, storage, and other web services for institutions, startups, and governments. 

Amazon Outbound Logistics
Amazon’s outbound logistics are divided into three segments. Amazon has over 185 fulfilment centres that use robotics to receive, store, shipment, and pick products globally (Majed, Nuraddin, and Hama, 2018). Amazon also has digital delivery, which includes products that can be directly downloaded from the website directly. Finally, it has physical stores such as the Whole Foods Chain that it acquired in 2017. 
[bookmark: _Toc75973146]The Location of Amazon
Amazon Company is based in Seattle, Washington dc, and deals with cloud computing, e-commerce, artificial intelligence, and digital streaming. The company now has a presence in 58 countries and has an online population of approximately 1.2 billion people (Rattner and Palmer, 2020). Amazon has many sites in the name of fulfilment centres. There are 110 active sites in the US alone and more than 185 more centres globally (Alaimo, 2018). All the sites are used as warehouses to enable easy logistics by delivering products to their consumers. 

[bookmark: _Toc75973147]Staff Profile
Amazon is among the top companies that advocate for diversity, and this can be seen through its workforce. The company has constantly been bridging the gender gap by working towards providing gender equality in its services. In 2020, the company’s workforce comprised 44.6% as females and 55.4% men, up from 41.9% women and 58.1% men in 2018 (Soper, 2021). Amazon’s workforce varies along with different age brackets, with most employees aged 25 years to 44 years. The age-related demographics are as follows, 18-24 years are 5.9%, 25-34 years has 33.19%, 35-44 years has 32.43%, 45-54 years are 17.54 and 55 years and above represent 11.35% in the global workforce (StatSocial, 2020). 

[bookmark: _Toc75973148]Amazon’s Organisational Hierarchy
Amazon Company has a vertical hierarchical approach which has a top-bottom chain of command. Most of the main decisions about the company are made by the top management. The organisational structure begins with the president, Jeff Bezos, who is also known as the chairman. He is responsible for making major decisions and approving the ones made by his juniors (Meyer, 2019). He has an executive top management team called the S-team, which consist of departmental heads, as shown in the figure below. These are the members responsible for bringing innovative ideas to the company and taking an active part in solving the company issues (Meyer, 2019). Although the company is highly diversified, its chain structure allows the seamless flow of information and coordination among all the company stakeholders.
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Source: (Solanki, 2019)
The company’s organisational structure is highly customer-oriented, and therefore the company works to ensure that they provide quality and value to their customers. This is well illustrated in its organisational structure, whereby although the company is centralised, it has some independence which allows different international headquarters to make independent decisions (Solanki, 2019). This shows that the company provides localised services within a global context. The company has a policy that segments its employees into teams to make work more efficient. There is a golden rule called the 2-pizza rule, which suggests that if a team cannot be fed fully by two pizzas, then it is too large.

[bookmark: _Toc75973149]SWOT Analysis of Amazon’s Knowledge Management System
This research will use the Resource-Based View model to examine the SWOT analysis of Amazon’s KM. A resource-based view is a strategic management tool that Wernerfelt introduced, and it is used to identify a competitive advantage. According to the author of this theory, a company should seek to utilise its internal resources to gain a competitive advantage (Morris, 2019). Amazon has adopted the resource-based view of its knowledge management, which acts as one of its major strengths. This section will focus on how Amazon uses internal knowledge management systems to respond to external threats and opportunities. 
The resource-based view divides resources into two, tangible and intangible resources. The knowledge management of Amazon is an intangible asset, which implies that it has no physical presence. The company uses virtual space to store data and information about its customers and be easily retrieved to help consumers fund the products that they want easily (marc-Rosenberg, 2018). This has made it one of the company’s sustainable competitive advantages because it keeps customer data and uses it to improve customer experiences.  
Another major assumption of the RBV is that resources must be heterogeneous and immobile. Amazon’s KM is heterogeneous because although other companies have it, they have different capabilities, skills, and finances to manipulate the information and knowledge that they have about their consumers the way Amazon does (marc-Rosenberg, 2018). For instance, Amazon has used its KM to achieve an almost magical personalisation. This is whereby the company seems to know its customers and can remind them of their history, recommend products that they may like, and even provide additional information that its consumers may be looking for. Although other companies have the same amount of data as Amazon’s, they have not manipulated it as Amazon does, which gives Amazon a heterogeneous gap of understanding its users better (Assensoh-Kodua, 2019). This shows that Amazon has high competency and skills to use the information that it has about its customers as a strength towards achieving its goal of excellent customer experience. 
The other assumption is that Amazon’s KM is immobile. Actually, Amazon’s KM is immobile because it cannot move freely from one organisation to another. Amazon’s KM requires the expertise, skills, competency, and financial stability to achieve, whereby most of the companies cannot acquire that from Amazon, implying that its KM is an immobile asset (Assensoh-Kodua, 2019). Sometimes the company may experience poaching its topmost employees, but this does not mean they can apply the same Amazon’s KM strategies in their new companies, which indicates that Amazon’s KM is immobile. 

[bookmark: _Toc75973150]VRIO Framework
Amazon’s KM is heterogeneous and immobile; however, this alone is not enough to create a sustainable competitive advantage. Therefore, to further evaluate its sustainability as a competitive advantage, this study shall also analyse it through the VRIO framework (Assensoh-Kodua, 2019). This model will analyse Amazon’s KM based on its Value, Rarity, Imitability, and organisational system. 

[bookmark: _Toc75973151]Value
Amazon’s KM is a valuable resource because it helps the company to understand its customers. This leads to better delivery of services. Since the company is customer-oriented, the KM gives it more capable of achieving its goals by analysing customer data effectively to solve their challenges (Xiao, Arikan and Barney, 2018). Hence, this is a strength of Amazon’s KM.

[bookmark: _Toc75973152]Rarity
Amazon’s KM is not a rare resource because many companies have access to the same. The only difference is that Amazon has stood out as the market leader in manipulating the data (Xiao, Arikan and Barney, 2018). This is a weakness for Amazon because it implies that competitive companies can also improve their KM systems and offer personalised services like Amazon. 

[bookmark: _Toc75973153]Imitability
The imitability of Amazon’s KM is not easy. This is because it requires vast resources and skilled employees to manipulate customer data and to make their systemic designs. As Amazon’s Chairman Jeff states, Amazon is an easy-to-end business, but they should sustain it as long as it lasts. This is because they always ensure that they are ahead of other companies in innovations and creative solutions for their customers (marc-Rosenberg, 2018). This is done by using KM to understand future customer needs and address them before any organisation does. This comes as both a threat and opportunity because if Amazon keeps ahead, it is an opportunity, but if it lags in creating customer-based solutions, it becomes a threat. 
[bookmark: _Toc75973154]Organisation
Amazon’s KM is designed to fit the organisation’s resources to produce the maximum output. Amazon emphasises being a technological company rather than a mere retail company, allowing it to have sophisticated KM systems to manipulate its information as a technological company (marc-Rosenberg, 2018). The company even sells cloud computing services which show it is an expert in networking and computing services. Therefore, the company’s KM is well optimised to produce a balanced system. This is a strength for the company because its KM blends in with the company’s goals. 

[bookmark: _Toc75973155]Critical Evaluation of Amazon’s Knowledge Management System

The knowledge value chain model is an essential source of competitive advantage in organisations. According to Amidon and Skyrme (1997), knowledge management technologies mainly involve repository technologies, knowledge discovery technologies, knowledge gathering technologies, knowledge gathering technologies, and collaboration technologies. Therefore, this study will evaluate these by analysing the organisation’s acquisition, storage, dissemination, and application of knowledge management to create value for customers. 
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[bookmark: _Toc75973156]Acquisition
Amazon acquires its customer knowledge through three main ways: customer satisfaction, customer motivation, and customer information. It has created an excellent customer KM system through its customer feedback, whereby customers can rate both the seller and the product (Chyi Lee and Yang, 2018). Amazon allows its customers to communicate directly with the seller to solve any issues through private messages and emails. The company monitors these communications to ensure that there are no messages that are left unanswered. Amazon also gets information by sending emails and messages directly to the customers through Alexa (Amazon Web Services, Inc., 2019). This is whereby the customers rate the products according to how they were satisfied on a scale of one to five, and products and sellers with bad reviews are removed (Gonzalez and Martins, 2017). This ensures that customer experience when dealing with Amazon is enhanced through offering quality services. The IT department ensures seamless communication channels between the customers and the employees to ensure customer satisfaction. 
[bookmark: _Toc75973157]Storage
Amazon uses Amazon Relational Database Service to store its data. This relational database runs in the cloud, making it expandable and simplifies retrieving of information. This database is purpose-built, efficient and cost-effective because it bypasses vigorous administration tasks like hardware installation by providing automatic resizable capacity (Antunes and Pinheiro, 2019). It is also a modern way of storing information because the data is stored in the cloud enabling instant expansions to accommodate more of its customers. The database allows easy retrieving of information by simply using the username and password to the website and accessing the files making it user-friendly. It uses a multi-AZ that synchronously replicates data availability instantly (Amazon Web Services, Inc., 2019). According to Nevis, DiBella, and Gould (1995) in their article “Sloan Management Review,” three factors distinguish knowledge-based companies from others: leveraged core competencies, continuous improvement of the value-added chain, and ability to revitalise. This shows that Amazon has leveraged its core competencies by using the data to make significant investments in developing knowledge in its key competency areas. Since the company is a technological company and has been the market leader in cloud computing, it uses its data and resources to invest in cloud services that show that it is committed to create an identity and make a commitment towards identification in this key competency area. The finance and IT department also support data storage by providing financial resources and IT expertise to create the cloud space where data is stored. This has enabled Amazon to have one of the largest data banks in the world.  

[bookmark: _Toc75973158]Dissemination
Amazon’s knowledge is shared through a top-down model through regular in-person meetings. The employees of Amazon have the opportunity to engage their leaders, which leads to knowledge sharing. They also have roundtable meetings with senior management and direct meetings with supervisors to ensure that knowledge flows smoothly (Georgescu, 2020). Amazon uses an advanced KM model, which is inspired by Nonaka and Takeuchi, which states that knowledge conversion can be done through four stages, including combination, socialisation, internalisation, and externalisation (The Nonaka and Takeuchi Knowledge Spiral Model page 2 | Theoretical Models of Information and Knowledge Management, 2017). The company has used socialisation by creating a significant link between information and customers. Since its inception, Amazon has been aiming to provide a high-quality experience to their consumers by enabling them to select what they need anytime and through an easy procedure. It also uses extension engines to recommended products to consumers. The company ensures that the employees have internalised the information (from explicit to tacit) by providing training sessions for the employees (Hajric, 2018). Currently, the company has organised a training session for 100,000 workers to help them internalise knowledge and expand their knowledge. The human resources department is key in disseminating information by ensuring that knowledge is passed from one level of the organisation to the other. 
[bookmark: _Toc75973159]Application
Hands-on experience is essential to Amazon’s employees. Therefore, the company provides knowledge and allows the employees to use it then rate the customer evaluation depending on the knowledge. This is because the company’s main aim is to satisfy the customers, and therefore, they have to test the customer’s reaction (Georgescu, 2020). Knowledge is applied through the personalisation of customer products such that Amazon can easily predict what the customer needs currently and what they will require in the future. This makes the customers feel that the company knows them well, and it creates strong customer relationships. The application knowledge is evaluated by taking note of the knowledge implications on the product and seller ratings. If the ratings are poor, Amazon withdraws the use of the knowledge and goes back to the drawing board (Mutwiri, 2017). By monitoring personal mailboxes for their employees, they can easily determine the effectiveness of the knowledge on its performance. The top management mostly evaluates because some decisions made by Amazon are long-term, and therefore, without adequate knowledge of the company’s future goals, it is not easy to determine its knowledge’s effectiveness. 

[bookmark: _Toc75973160]Conclusion to the Report
The potential of knowledge management in an organisation cannot be underestimated due to its potential in helping companies to achieve their organisational goals. Amazon is an example of a company that has been able to successfully use its knowledge management well, and it has grown to be one of the largest companies. Amazon’s KM collects sufficient data from customers through reviews, social posts and other platforms and uses it to determine the current and future customer needs (Tettra, 2020). It then uses this data to predict its customer behaviour which has helped the company to suggest to customers the products they need. 
However, there are still some areas that Amazon has to improve. One of the areas that require development in Amazons’ KM is keeping all employees motivated. Good KM should be matched with good implementation of strategies. However, a company like Amazon, with over 500,000 employees, may find it difficult to bring every employee on board. This is because of the diversity of the employees, different perceptions, and other factors, which make some employees lag compared to others (DZone, 2018). Knowledge management can be used to motivate employees by integrating knowledge management with performance, whereby employees are rewarded for how they share knowledge, for instance, through updating various documents that contribute to knowledge sharing. The other way is by fostering a positive culture in the company. This is done by encouraging employees to share beneficial information with the organisation and, on the other hand, be open about sharing the company knowledge amongst themselves. 
The other area is to keep up with the ever-changing technology. Since Amazon is an e-commerce company, it must ensure that it swiftly embraces new technologies and keep up with them. This is because the company needs the use of technology to preserve and manipulate its information into knowledge (Tettra, 2020. Therefore, Amazon’s KM should adopt the latest technologies to improve its efficiency and performance. 
Amazon’s data is kept in the cloud, which exposes it to security risks such as breaching. A security breach on Amazon’s KM would have a lot of impact on its performance and operation, and therefore the company has to ensure that its data is well protected. Despite the drawbacks, Amazon has been successful in implementing KM. The company has been able to collect, store, disseminate and application of knowledge management. 
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The hierarchy of Amazon as shown in the chart above, clearly highlights the
hierarchical structure. Jeff Bezos who is the Chairman, CEO and President of the
Board, is at the top of the hierarchy and is responsible for making any major
decision in the company or approving the ones made by others. He along with
other top management figures, form the “S-team”. The S-team consists of global
divisional heads of all the business divisions and functional departments. This
team bears the responsibility to bring new ideas to the table and establishing an
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According to Gamble and Blackwell (2001)
“Knowledge acquisition refers to the knowledge
that a firm can try to obtain from external
sources. External knowledge sources are
important, and one should therefore take a
holistic view of the value chain.”

According to Jeff Bezos: “We see our customers
as invited guests to a party, and we are the
hosts. It's our job every day to make every
important aspect of the customer experience a
little bit better.”
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