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[bookmark: _Toc75987764]Executive Summary. 

The basis of this report is to examine the knowledge management value chain of Amazon. Knowledge management is crucial to Amazon to enhance the organisations’ ability to innovate and protect its’ key knowledge and competencies from being lost or copied. Researching different typologies resulted in Nevis (1995) being linked well to Amazon. There are benefits and disadvantages of some stages of the KMVC and two of the main areas of knowledge management success in Amazon are knowledge acquisition and knowledge storage. Acquiring the data from consumers navigating the website then storing it through Amazon Web Services (AWS) making it faster, easier and more cost effective. However, there are two areas that need development knowledge dissemination, the organisation has training programmes and upskills but with the employee retention and short-term contracts the company is losing the knowledge that has been shared. Also, knowledge application again with the employees leaving and new starting regularly is the knowledge being applied appropriately and is the organisation aware of the knowledge for staff or knowledge management value chain as a whole.                 The recommendations for the Marketing Director of Amazon are to review the short-term contracts, employees will have the knowledge applied to them for longer and will be committed to do more for the company if they feel motivated and valued this would decrease the employee retention. Also look at knowledge dissemination improvements will not only benefit the organisation as a whole but will improve profits. The time and cost to train new employees every couple of months would be saved especially after they have gained that knowledge and then take it elsewhere, it is a waste of resources. The knowledge application needs to be analysed to show that the knowledge is being applied appropriately and all the staff are aware of it.                                  
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[bookmark: _Toc75987765]Introduction. 

The report is presented by Tracey Williams and has been commissioned by the Marketing Director of Amazon. The report was requested on 26th April 2021 and is submitted on 2nd July 2021.The basis of this report is to examine the Knowledge Management Value Chain of Amazon looking at what areas are a success for the organisation and what areas need development. The report will research different typologies to see which one the organisation is based around. Discussing typologies such as Nevis (1995), Quinn (1993), Amidon & Skyrme (1997) The six knows’, and Wiig (1993) Knowledge Classification these will help to determine what areas need development and improvement. Also, SECI model, VRIO and RBV of the organisation. The report will also be discussing the historical development of knowledge management and whether there are benefits and disadvantages of the system. The findings will be researched through resources such as textbooks, journals, newspaper articles and the internet to help with the report to analyse the difference between them. The research method will be based on secondary research methods only.
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[bookmark: _Toc75987767]2.1 Provide brief description of why Amazon needs to examine its Knowledge Management System. 
Amazon needs to examine the organisations knowledge management system because with the short term contracts the company not just loses the employees but all the knowledge that the employees have gained during that term. The loss of knowledge can be costly.

[bookmark: _Toc75987768]2.2 What is Knowledge Management, definition.  
Knowledge Management is a system worked across the organisation, one that acquires knowledge stores it and the people in the organisation learn from it and apply it to become more profitable. If it does not have a positive outcome the organisation does not need it, knowledge should be about improving the company and always about learning new information. A knowledge asset is collecting information and sharing it and getting feedback then applying new knowledge.
Duhon (1998) created the second definition of KM which is Knowledge Management is a discipline that promotes an integrated approach to identifying, capturing, evaluating, retrieving, and sharing all of an enterprise’s information assets. These include databases, documents, policies, procedures and previously uncaptured expertise and experience in individual workers. (McInerney and Koenig, 2011). 
Knowledge Management came about in 1970s by theorist Peter Drucker who called it Knowledge Workers until Paul Strassman changed it to Knowledge Management. This focussed on the utilisation of the information and knowledge as valuable resources. The 1980’s brought about the awareness of how knowledge assisted as a competitive advantage. Knowledge management in the 1990’s was given more attention when companies realised the competitive advantage from when Nonaka and Takeuchi’s book was published. (Sullivan, 2016).                                                                                                                  Organisations manage Knowledge because it helps them learn from past mistakes and successes. It utilises existing knowledge assets by re-deploying them in areas where the organisation stands to gain something. It can promote a long-term focus on developing the competencies and skills and removes outdated knowledge. It enhances the organisations’ ability to innovate and protect its key knowledge and competencies from being lost or copied. (Knowledge Management Tools, 2018). 
Data is a collection of raw text, numbers, or symbols in an unorganised form, so it has to be processed before it can have meaning. Information is the result of processing the data which then has meaning, it can be obtained from various sources such as books, internet, and people etc. Knowledge is produced as a result of understanding the information and evaluating and incorporating into new experiences.                                                                                                                       There is a transition process when data becomes Information this is called 5 c’s: Contextualised: this is when you know for what purpose the data was gathered. Categorised: Splitting it into different categories to make it more reliable.             Calculated: the data may have been analysed mathematically or statistically. Corrected: looking at errors being removed from the data.                           Condensed: the data may have been summarised in a more concise form.              
Linking these to Amazon Contextualised: Amazon gathers the data to improve the products and services that they offer to customers. An example of this would be who the customer is and what the customer did in the past e.g., looking at the history of purchases made through the website which they can then predict future activities.  (Rogowski and Powers, 2013).                                                                              Categorised: Amazon uses big data to transform data into different categories making it more reliable and easier to perform more advanced functions and algorithms. (AWS, 2021). An example would be recommending a product or service that might be of interest to the customer by identifying their preferences.          
The transition process from Information to Knowledge is 4 c’s:                        Comparison: how does information about this situation compare to other situations known?                                                                                                                     Consequences: what implications does the information have for decisions and actions?                                                                                                                    Connections: how does this information relate to others?                            Conversation: what do other people think about this information? 
Linking these to Amazon, Connections: This would be looking at different people in the organisation from suppliers to stakeholders.                                          Conversation: These conversations would be through feedback and reviews between the customers and sellers. This insight will help them understand if their product may or may not be working.

[bookmark: _Toc75987769]2.3 Organisation Profile.  
Amazon was founded by Jeff Bezos in 1994 and is a vast internet-based enterprise. In 2002 the company launched Amazon Web Services offering data on internet traffic patterns which eventually led to renting data storage over the internet. The company sell products ranging from books, music to the Kindle e-reader. (Hall, 2020). 1998 saw the launch of Amazon.co.uk and then in 1999 was the opening of the music store. The early 2000’s saw the launches of Marketplace, Amazon Web services and Amazon Prime. New fulfilment centres opened in Scotland, Ireland and Wales and the company keeps on expanding in different areas. 
Amazon’s main headquarters are in Seattle, USA and in London in the United Kingdom. The organisation is in the private sector and the industry has been technology as its’ core, but Amazon have a noticeable effect on launching into the logistics service. (Gibson, 2020). 
The strategic business units are logistics and distribution and the culture of these are focused on safety and continuous improvement, and all are committed to the customer experience. (Baldwin, 2020). One of the SBU’s being examined for knowledge management is the IT systems single interface which caters to the needs of the employees as well as all of its’ users. (Document 360, 2021).
The demographic of the staff at Amazon are diverse candidates through partnerships with universities, institutions, and colleges. Gender diversity and inclusion, LGBT & BAME and disabled employees with a range of different age groups. Amazon created AWS Get It to encourage girls aged 12-13 to consider a career in Tech. (About Amazon, 2021). 
Amazon organisational structure can be classified as hierarchical due to the vast size of the business. It has three key features, Hierarchical corporate structure, flexibility of the business and stability in the top management. (Dudovskiy, 2020).
[bookmark: _Toc75987770]2.4 SWOT Analysis of the organisation KM system.  
                                                                                                                                                                                   The Strengths of Amazon’s knowledge management.                                         Organisational learning, Amazon has a good learning system from training programmes to onsite classrooms.                                                                              More effective Human Resources Management by having a good knowledge management system in place.                                                                                 Innovation, Amazon used good innovation strategies through the pandemic where everyone learned new knowledge from social distancing to screening.                                                                                     Technology, Amazon use AWS to store knowledge though machine learning and artificial intelligence etc.                                                                                                Resource based view, outperforming competitors, and organised capabilities of the skilled employees.
Weaknesses.                                                                                                                    Imitable business model, threats of limitations from technology and business models.  Short-term contracts, Amazon have a temporary contract system which when ended the company not only lose the employees but the knowledge that has been acquired through the term.                                                                                                     Employee retention. An investigative report shows that numerous workers called it quits after just days or weeks. Amazon hired new workers to help the surge in online buying during the pandemic. One staff member said ‘we are not tools used to make their daily, weekly goals; we are human beings’. (Carter, 2021).
Opportunities.                                                                                                                   Expansion in developing markets, more acquisitions of e-commerce companies this can increase the company’s market share and reduce the competition level. Knowledge application, not aware of the knowledge for staff or KMVC as a whole.
Threats.                                                                                                                    Cybercrime, there is rising unsettling over identity theft and hacking leaving customers data exposed.                                                                                       Improper knowledge application, not having the right knowledge management system in place to apply the knowledge to everyone in the organisation.
Resource-based View (RBV) is a strategic theory beneficial for understanding why companies outperform other competitors. It is used to determine the strengths and limitations of an organisations’ workforce. There are two types of assets in the RBV model, Tangible which are the physical resources that are quantifiable, including products, machinery, equipment etc. and Intangible Assets that are resources owned by respective organisations which do not have a physical presence i.e., trademarks, brand presence etc. (Yesodharan and Mohan, 2021). 
Amazon is able to succeed due to its’ intangible resources, organisational capabilities, core competencies and strengths. Organised capabilities include skilled and professional employees and knowledge management. The two critical assumptions of RBV are that resources must also be heterogeneous and immobile. Intangible resources are heterogeneous and immobile. These resources allow Amazon to outperform and gain control of competitive advantage.
The VRIO model is Jay B. Barney’s system of internal analysis for understanding the competitive advantages of an organisation. Amazon’s core competencies are based on organisational capabilities and business resources that satisfy all of the VRIO criteria (Value, rarity, inimitability, and organisation). Looking at artificial intelligence that would be all of VRIO, capabilities reinforce and intensify the benefits of the brands equity, this is sustained competitive advantages. Expertise based on history of e-commerce that would be Value and Rarity, this is in capabilities of the organisation. (White, 2019).

[bookmark: _Toc75987771]2.5 KMVC.   
The knowledge management value chain model was developed by Mathieu Weggeman to distinguish knowledge as a production process. Using these processes together the organisation will have a technique to attain its’ strategic objectives. (Van Vilet, 2011). This centres around four stages, Knowledge Acquisition, Knowledge Storage, Knowledge Dissemination and Knowledge Application.                                                                                                                     
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Knowledge Acquisition is capturing expertise from people and other sources of knowledge and creating a computerised store of this knowledge to be used to help an organisation in some specified way. (Milton, 2007, p. 1).                                             Looking at the Knowledge Acquisition stage of Amazon the organisation acquires data from consumers as they navigate the website and also making use of external datasets such as census data for gathering demographic details. (Marr, 2021). According to Devices chief Dave Limp data would be collected to produce a new product and create a new service that will be beneficial to the customers. (Kelion, 2021). A few examples would be through contact and delivery details, payment information and other preferences.                                                                                                     One of the typologies that can be linked to Amazon Acquisition stage is Nevis (1995) acquiring the development or creation of skills, insights, and relationships, these could be through employees, customers, and suppliers. Quinn Typology (1993) Cognitive, know- what can be linked to why Amazon needs to collect data? To gain information on the customers.
However, Goh (1998) suggested that knowledge acquisition is useless unless the knowledge can be disseminated across the organisation. 
Knowledge Storage generally involves the creation of a database. Once they are discovered, documents, patterns and expert rule must be stored so they can be retrieved and used by employees. (Site Economics, 2016).                                   Amazon store knowledge through Amazon Web Services (AWS) it is a cloud platform that has services from storage databases to emerging technologies such as machine learning and artificial intelligence, data lakes and analytics. This makes it faster, easier and more cost effective. (AWS, 2021). Knowledge storage can be linked to Quinn (1993) Systems understanding, what knowledge now exits in the organisation for example qualifications, upgrades, and capabilities.                                        Nevis (1995) cannot be linked to knowledge storage because he did not see them storing information for future use.  
However, there are some disadvantages of cloud storage, problems with internet connections and cybercrime which can destroy or lock the computer systems. Also, usage of algorithms which can be manipulated or deleted creates a risk for unreliable information. (Durst and Zieba, 2019, pp. 1-13).
Knowledge Dissemination is a crucial part of knowledge management because it ensures knowledge is available to those who need it. Amazon have career skills and career choice programmes focusing more on current employees and associates. The company upskill and train associates with the skills needed to move into more rewarding roles, with onsite classrooms so college and technical classes can be taught inside the fulfilment centres. (About Amazon, 2021). Knowledge dissemination can be linked to Quinn (1993) self-motivated creativity, by training and upskilling employees for more rewarding roles and performance.                                                      Linking Nevis (1995) to knowledge dissemination by the continuous education programmes and the commitment to lifelong learning at all levels.  
Having said that if the knowledge dissemination is not communicated properly to employees or is too tedious and time consuming this could lead to a lack of motivation which will not benefit the organisation.
Knowledge Application is when available knowledge is used to make decisions and perform tasks through direction and routines. (Becerra-Fernandez and Sabherwal, 2010, p. 91). Amazon apply new knowledge through training sessions for example on ethics applying this knowledge by writing a code of conduct for ethics for employees. Changing a product material due to health and safety issues from customer feedback, application would be launching a new product with changed materials. This could be linked to Quinn (1993) systems understanding-know-why.                                                                                                                       Linking knowledge application to Nevis (1995), using this knowledge at an organisation is the amalgamation of learning so it is widely available and can be spread to new locations. (Jennex, 2012, p. 285).  
However, without motivating employees to apply the knowledge consistently will not add value to the business.
Karl Wiig Km model (1993) marks the basic principle which says in order for knowledge to be useful and valuable it must be organised and synchronised. There are four defining characteristics to this model, completeness, connectedness, congruency and perspective and purpose. (Prabhu, 2021). There are also four stages, Building, Holding, Pooling, and Applying knowledge, this would link to Knowledge Application by changing or improving the work process.
Amidon & Skyrme (1997) produced a framework of six different types of knowledge, know-how, know-who, know-when, know-where, know-why and know-that, these have been used to help identify certain areas at building a picture of knowledge within organisations. (Knight and Howes, 2012, p. 21).                                        Knowledge dissemination can be linked to know-who, giving access to discussion of experiences and the transfer of knowledge. Also, knowledge application can be linked to know-how, knowledge which can be made explicit within the organisations procedures then converted into tacit to get things done. 
One of the more recent models is McElroy knowledge management cycle (2003) which aims to evaluate knowledge and whether or not it should be integrated into the organisational memory. This is broken up into two processes knowledge production and knowledge integration, with the combination of the both of them the organisation can determine which knowledge holds value and which does not. (McElroy, 2003, p. 8). The knowledge integration can be linked to Amazon’s knowledge dissemination, sharing the knowledge through teaching, training programmes etc.
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Nonaka & Takeuchi developed the SECI Model in 1995 to understand the natural mechanism of knowledge creation and how this process can be managed. It identifies four ways of how knowledge can be combined and transferred these are Socialisation, Externalisation, Combination, and Internalisation. It is based on two types of knowledge Explicit and Tacit. (Zeeman, 2019).                                         Explicit knowledge is easily articulated, written down, recorded, communicated, shared, and stored.                                                                                                             Tacit knowledge is knowledge gained from personal experiences and contexts that is more difficult to write down, express or present in a tangible form. (Alexander, 2018)                              
Amazon’s form of knowledge acquisition would be explicit to explicit then converting it to combination. This would be from inside the organisation then combined to process new explicit knowledge. This would be through web technologies and document systems.    
Knowledge storage would be explicit to explicit then converting it to combination, this would be the data and artificial intelligence systems of stored knowledge.   
Knowledge dissemination would be socialisation converted from tacit to tacit. This means the individuals can share knowledge by interaction, observation, and practicing.
Knowledge application is Internalisation, explicit is converted into tacit where employees have received the knowledge and apply it.
However, there are disadvantages of the SECI model it is based on Japanese companies where employees often have ‘jobs for life’. There is also a strong reliance on tacit knowledge in this model. (Mohapatra and Agrawal and Satpathy, 2016).   This may not work so well for Amazon with employees who have temporary contracts the knowledge will be removed from the company once the employees’ term has ended.
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This report concludes that examining Amazon’s Knowledge Management system there are benefits and disadvantages of some of the stages of the knowledge management value chain. Knowledge management is crucial to Amazon to enhance the organisations’ ability to innovate and protect its’ key knowledge and competencies from being lost or copied. One of the typologies that links well is Nevis (1995) acquiring the development of skills and insights through employees and customers, disseminating knowledge through education programmes and lifelong learning at all levels then applying the amalgamation of learning through the organisation. However, knowledge storage did not link because Nevis (1995) did not see them storing information for future use. Amazon apply many core knowledge management and user experience principles in providing to the organisations employee needs. The single interface keeps all items easy to index and find. One of the greatest competitive advantages is the way Amazon store, categorise and manage the organisations vast quantities of information. One of Amazons strengths is it has a resource-based view strategy which is why it outperforms competitors.                                                                                                     Two of the main areas of knowledge management success in Amazon are knowledge acquisition and knowledge storage. Acquiring the data from consumers navigating the website then storing it through Amazon Web Services (AWS) making it faster, easier and more cost effective. Areas for development would be knowledge dissemination the organisation has training programmes and upskills but with the employee retention and short-term contracts the company is losing the knowledge that has been shared. Also, knowledge application again with the employees leaving and new starting regularly is the knowledge being applied appropriately and is the organisation aware of the knowledge for staff or knowledge management value chain as a whole.


[bookmark: _Toc75987774]4.0 Recommendations. 

The recommendations suggested to the Marketing Director of Amazon are to review the short-term contracts, employees will have the knowledge applied to them for longer and will be committed to do more for the company if they feel motivated and valued this would decrease the employee retention.
Also look at knowledge dissemination improvements will not only benefit the organisation as a whole but will improve profits. The time and cost to train new employees every couple of months would be saved especially after they have gained that knowledge and then take it elsewhere, it is a waste of resources.                             The knowledge application needs to be analysed to show that the knowledge is being applied appropriately and all the staff are aware of it.                                      Amazon already outperforms its’ competitors through the knowledge acquisition and knowledge storage stage of the knowledge management value chain but now should be concentrating on analysing the knowledge sharing and knowledge application that applies to the employees.
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Swot Analysis.

Swot Analysis of Amazon Knowledge Management System.

	                           Strengths.

Organisational learning. 
More effective HR management.
Innovation.
Technology.
Resource based view.
	                    Weaknesses.

Imitable business model.
Short-term contracts.
Employee retention.

	                           Opportunities.

Expansion in developing markets.
Knowledge Application.
	                Threats.

Cybercrime.
Improper knowledge application. 
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