


Executive Summary 
The investigation that will be carried out within this report will present a detailed understanding of the knowledge management system within Google, U.K. In addition, the application of Weggeman (1997), knowledge management value chain will act as a guide when assessing the organisations progression through each phase.  

The identification and application of multiple theories and tools that are relevant to the discussed topic will aid in the better understanding of why and how Google is globally successful. The conclusion of the report offers a brief evaluation and discussion on the findings within each section. Finally, after the magnification of gaps in the knowledge management system, recommendations have been stated. 
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1.0. [bookmark: _Toc13754999]Terms of reference 

This report has been requested by the lecturer, Maria Heffernan, from the University of Wales Trinity Saint David. It has been compiled by Mosamaa Marjana Khatun. The purpose of the report is to critically evaluate the knowledge management system utilised in one organisation. The main problem faced during the compiling the report was the effective management of time. The report submission date is the 12th of July 2019. 



2.0. [bookmark: _Toc13755000]Procedure

The procedure surrounded the resources available at the UWTSD library, such as a computer, books, both hardcopy and online copies, websites, blogs, peer reviewed journal articles and e-journals. 




























3.0. [bookmark: _Toc13755001]Introduction

The purpose of this report is to gather a clear understanding of why and how a successful knowledge management system is needed in all sectors of business. 

A knowledge management system is the application of knowledge management principles, these can include; a competitive business model, and objectives driven by data within productivity. Additionally, a knowledge management system creates a better understanding and support within employee training along with assisting management in critical decision making. 

This report will be assessing the effectiveness of the knowledge management system within Google, U.K. A model that will be utilised and guide the assessment will be Weggeman (1997), knowledge management value chain. The tool will evaluate the organisations progression through each phase, this includes the identification of Google’s mission, vision, goals and values, knowledge development: knowledge inventory and available knowledge, knowledge sharing, knowledge application and knowledge evaluation.

Furthermore, the identification of how knowledge is transferred throughout the organisation will be supported by the work of Nonaka, (1994), and Nonaka and Takeuchi, (1995). The knowledge conversion model will assist in recognising the transformation of tacit and explicit knowledge. 

4.0. [bookmark: _Toc13755002]The introduction of Google and HSBC
[bookmark: _Toc13755003]4.1 Google 

Google is a multinational, publicly-traded organization built around the company's hugely popular search engine. Google's other enterprises include internet analytics, cloud computing, advertising technologies, web apps, and browser and operating system development. (Google, 2019). 

Google headquarters, (Googolplex), are situated in California, there are many offices around the globe such as: North America, Europe, Asia Pacific, Africa and the Middle East. (Google, 2019). 
[bookmark: _Toc13755004]4.1.1. Working at Google 

The Google office in London currently employs an approximate of three thousand six hundred and sixty individuals. Job seekers are attracted by the open positions that are advertised online mainly through job sites such as; Glassdoor and indeed, as well as the company website which has a segment dedicated to careers at Google. (Field, 2019; Sweney, 2019; Google careers, 2019; Glassdoor, 2019, indeed, 2019). 

Google are currently advertising an availability of one hundred and forty one jobs in London. (appendix, 1). Google advises individuals to review and match skills, interests and experiences to the roles applicants are interested in before applying for just one.  The organisation’s nine team roles, (appendix 2) display a wide selection of job role. Each position demands different skills and qualifications. This is exemplified in the analysis of three main roles; sales, service, support, secondly, marketing and communications and lastly, business strategy. (Google Careers, 2019).

Firstly, sales, service and support has nine vacancies within the overall team, (appendix 4) such as an account manager. Two of the positions qualification preferences specify the accomplishment of a bachelor’s degree in technical and engineering field and experience in customer and relationship management. (Google careers, 2019). 

Secondly, marketing and communications offers a range of eight roles, an example is marketing manager. The requirements include a bachelor’s degree and experience in enterprise or digital marketing. Finally, business strategy team include three roles such as; strategy and operations. The desired qualifications include a bachelors or master’s degree and an array of project management skills. (Google careers, 2019).   

[bookmark: _Toc13755005]4.1.2 SWOT on Google’s knowledge management system

A SWOT analysis has been completed below to assist in understanding the knowledge management areas that are threats to Google as well as the opportunities that can help knowledge management progress. 

	Strengths

· Organisational culture e.g. Mission, vision, goals
· HR policies
· Organisational structure is “flat”
· Employee perks and benefits 
· Dominant market 

	Weakness

· Recruitment process
· Employer branding 
· Although flat, still a bit hierarchical
· Conflict resolution 
· High turnover rate among all employees
· Mostly intangible assets

	Opportunities

· Initial training programs
· Expand knowledge to workforce

	Threats

· Recruitment process 
· Increase in informality 
· Workplace bias




[bookmark: _Toc13755006]4.2 HSBC

HSBC was founded in Hong Kong and is one of the world’s largest banking and financial services. The headquarters - HSBC holdings plc, is situated in London.  It serves more than thirty nine million customers through four global businesses: retail banking and wealth management, commercial banking, global banking and markets, and global private banking. The system is available at sixty six countries within Europe, Asia, the Middle East and Africa, North America and Latin America. (HSBC, 2019).

[bookmark: _Toc13755007]4. 2.1 Working at HSBS

HSBC firms in the United Kingdom currently employ an approximate of eighty five thousand individuals. The open positions are advertised online through job sites such as; Monster and indeed, as well as, the company website that displays a segment for careers in teams and business areas. (HSBC, 2019: Monster UK, 2019; indeed, 2019). 

The corporation are currently advertising an availability of three hundred and forty six jobs across the nation. Similar to Google, job roles are available within teams, the firm’s exhibit six team roles (appendix 3).Furthermore, each job specification requests a contrast in skills and qualifications specific to the interested role. An example of two job roles are; senior marketing analyst and customer service representative. (indeed, 2019). 

The senior marketing analyst position provides an outline of the multiple experience and knowledge the organisation is in search of, examples include; experience in the collation of data from multiple sources and the familiarity with the present and macro-economic trends. Lastly, customer service representatives are to showcase a range of people management skills and knowledge such as spoken and written communication skills and the ability to work in collaboration with colleagues. (indeed, 2019). 


[bookmark: _Toc13755008]4.1.2 SWOT on HSBC’s knowledge management system

Similar to Google, a SWOT analysis has been applied to assist in identifying the knowledge management gaps at HSBC as well as the opportunities that can aid in the success of knowledge management. 


	Strengths

· Organisational culture 
· Knowledge based skills, resources and assets
· ‘My learning’ platform
· ‘HSBC SharePoint’
·  ‘HSBC sametime’

	Weakness

· Training 

	Opportunities

· Growth through new technology systems
· Employee perks to assist in motivation 
· The impact of proposed knowledge sharing – the global knowledge hub
	Threats

·  Training – employees not on the same level




Google is the world's largest search engine therefore the organisation has been selected for this report. The focus will be on the office in London which is the marketing and sales arm for the organisations European operations. (Curwen, 2018).
5.0. [bookmark: _Toc13755009]Google’s knowledge management system

The knowledge management system within Google will be evaluated with the application of Weggeman’s, (1997) value chain. (figure. 1). The model assists in the understanding of how the value of knowledge increases with each subsequent phase. (Daal et al, 1998). 

Figure, 4. Weggeman’s Value chain
[image: https://lh5.googleusercontent.com/j-DVJwFC3-ssOVmPLgOpWNlOcZzu9IL1l7gnrDR7sasbeT7fb7pOf4t5GK-Afv9FfxRuc455US06hP4aRPJouK1cIl9fntzq95kiAXzsSmNONF9aVQj35QYvyBOtrz-IGsUYxJgt] 
(Toolshero, 2019).
In addition, Nonaka and Takeuchi’s model of knowledge conversion, (figure.2), will be frequently referred to which will represent the conversion of tacit and explicit knowledge within Google. (Nonaka and Takeuchi, 1995 and Nonaka, 1994).
Figure 5. Nonaka and Takeuchi’s knowledge conversion model: four modes of knowledge conversion. 
[image: ]
(Binus University, 2018). 
[bookmark: _Toc13755010]5.1 Google’s mission, vision and goals 

The company’s mission statement (appendix.4) defines the strategies of the business, such as the development of new products. It is parallel to the vision statement which inspires the organization to achieve new heights through expeditious innovation. Google’s corporate mission and vision statements are used as the base and guide for the company’s strategic choices, especially when dealing with the external factors in the industry environment. 

Google’s goal states that the organisation is committed to significantly improving the lives of the growing nations by providing the most relevant and applicable information. (Google, 2019). Employees are able to segregate each component and understand that these are also production factors comparable to a physical product, each act as a guide for all organisation practices. This is supported by the management by objectives theory of Drucker, (1995), in which the encouragement of all employees to simultaneously work together is established by the delegation of SMART objectives and goals.  (Drucker, 1995 and Drucker, 2007).
[bookmark: _Toc13755011]5.2. Knowledge development at Google: Knowledge inventory and Available knowledge

Davenport, (1995), had communicated that ‘human factors’ are critical when aiming to succeed in knowledge management. Furthermore, he clarifies that results will exemplify a supportive environment that facilitate in sharing and setting a foundation. The development of knowledge at Google is explicitly viewed in the organisations corporate open culture wherein data is perceived through the combination of science and human resources, this is extensively discussed by the previous head of people operations, Bock, (2015). Employees are motivated to support innovation which enables the control over competitors. The competence in addressing business needs that are linked to external forces are ensured by the workforce. (Smithson, 2018 and Meek, 2015). The active development in the cultural strengths are measured through the application of an array of explicit, formal, tacit and informal organisational processes. (Tran, 2017). 

An example can be viewed in the subject ‘goal setting’ which explains Google’s performance management review. The ‘objective and key results’ performance review gives authorisation to employees when setting a goal for themselves. Also, the processes provides an outline of a series of quantifiable results that will help them achieve the initial objective. (re:work, 2019 and Bock, 2015). Likewise, the operation of ‘People analytics’,  support a team of economists, psychologists, consultants and statisticians to congregate data in yearly Googlegeist surveys of every employee. (Fernholz, 2013).

Finally, acquiring new knowledge is applied through the companies training methods, examples include; micro learning and Googler-to-Googler. Google’s approach for micro learning was to create a ‘whisper course’, wherein mangers are sent a series of emails that consist of reminders of the tasks that need to be completed during team training. (Andriotis, 2015 and Newhouse and Getz-Kikuchi, 2017). Conversely, the alternative program of “G2G” is created to offer first-hand knowledge from employees to employees in different fields. It promotes a culture that values learning through volunteering. It expresses employees care for the significance it provides to them and the organization as a whole (re:work, 2019 and Stillman, 2017).

[bookmark: _Toc13755012]5.3. Knowledge sharing at Google 

Knowledge sharing as a process is implemented thorough different extents within Google. Skyrmer’s framework, (1998), describes technological tools that support alternating knowledge management functions. This can be viewed through the use of the re:work website. An array of knowledge is shared as a consequence to the uploading of beneficial case studies that aim to improve the use of data in the workplace. Simultaneously, blog posts are frequently uploaded wherein organisational leaders and researchers deliver innovative and new ideas. Moreover, ICT is also used in micro learning where three to five minute lessons are sent to staff and can be in the form of YouTube videos and email. (re:work, 2019).
Organisational meetings appeared to be one of the common knowledge sharing mechanism that advantage Google, such as Google moderator, which is a management tool that is intended to encourage employees in company-wide meetings or “tech talks”, to advocate the asking of questions, in return, participating employees vote for the question that is believed to be critical for team mangers to assess. Similarly, there is the weekly “TGIF” meetings that allow employees to raise questions and concerns about the organisation to the company’s top leaders and executives. (Google, 2019 and re:work, 2019).
Another form of sharing knowledge through ICT is Google’s use of workshops such as the digital garage ‘#iamremarkable’, which aims to help women and unrepresented groups to talk about their achievements in the workplace and beyond. (Google 2019 and Chartered management institute, 2018).
A further explicit initiative involves the evidence-based approach in the process of hiring as findings are shared for the beneficial use of potential employees and employers. This is magnified through blog posts and job sites like Glassdoor where reviews from past and present employees are submitted. (re:work editors, 2017; Glassdoor, 2019; Stillman, 2017). 
A more informal knowledge sharing practice that is proved to be common and create positive impacts are the perks that are offered to employees through such as Google cafés which are designed to encourage interactions between employees within and across teams. (He, 2013).
Google offer a ‘Talks at Google’ program wherein tacit knowledge is gathered. It is magnified that value is collected from a number of different areas. Talks are hosted in relation to fourteen categories, (appendix 5) that are addressed by the influential creators and thinkers who gather in in a workshop. (Google, 2019). 
Finally, to understand the dynamics of effective teams at Google, ‘Project Aristotle’ was applied. Researchers found the variables (appendix 6), that made a difference concerning teamwork more than individual variables. (re:work, 2019). 
[bookmark: _Toc13755013]5.4. Knowledge application at Google

There is a variety of common practices observed at Google as regards to fostering the application of knowledge. It was found that ‘Googlers’ have and are adopting the modern organisational management principles that aim at pushing individual and collective knowledge for action. Particularly, the internalisation of the corporate visions, missions and goals which are observed to be a common practice across the office. These are accompanied by appropriate policies, and guidelines that aim to turn them into reality. Each statement provides a strong foundation for action that assists the attraction and retaining of employees.
Nonaka and Takuechi (1995), explain that tacit knowledge resides in the creative culture of the organisation. Similarly, Davenport et al (1998), iterate that success in creative culture is exhibited through motivation and adaptability in the overall performance of a firm.  As stated previously, Google’s clear focus on workplace culture allows the organisation to offer countless company perks and benefits that encourage employee satisfaction and the increase in work performance. A popular example is the access to campus cafes and micro kitchens that award employees with a varied selection of free meals and snacks.  (Brown et al, 2015; Hartmans, 2016; Glassdoor, 2019). 
Michalisn et al, (1997), believe that organisations design mechanisms to assist in remaining competitive by means of the capturing and dissemination of accuracy, time management, and consistence. Google have applied this theory through the practice of “20 percent time”. This was created to grant employees one working day per week, (twenty percent of their time), to work on Google related projects of their own choosing or creation. Effective results are magnified in positive outcomes that have assisted in competitive advantage for the organisation, examples include: Gmail, Google News, Google maps and more. (Robinson, 2018 and Adams, 2016). This magnifies the externalisation of knowledge where tacit knowledge has been exchanged to explicit. (Nonaka and Takeuchi, 1995). 

Furthermore, this method is supported by the theory of Pemberton and Stonehouse, (2000), who, similar to Davenport, (1995), suggest that the organisational culture that promotes trust in empowering employees to experiment in new and innovative approaches can lead to the creation of successful core competencies. 

Lastly, Google encourages their employees to evaluate and submit reviews on job sites and social media. It helps to increases transparency about the workplace and make it far easier for employees to learn about alternative or promotional job opportunities within the office and gain intelligence about company cultures. (Glassdoor, 2019, Indeed, 2019, re:Work, 2019). 
[bookmark: _Toc13755014]5.5. Google’s Knowledge evaluation 

Google’s knowledge evaluation can be viewed to adapt the three pillars framework designed by Wiig, (2003). The model indicates that knowledge management involves a combination of many processes that work together to achieve a common goal. (Wiig, 2003).
Application of the three processes in the first pillar are drawn by analysis that exemplify that Google professionalize their business by standardizing their work management processes and procedures through their ‘People operations’, (human resources), example analytics include; annual and monthly performance reviews, engagement and feedback surveys, management by objectives and meritocracy. (Mellow, 2019). 
An outstanding example of an annual feedback survey is ‘Project oxygen’, which is an effort to increase the performance of managers through the application of ten behaviours (appendix 7), this is assisted by the use of the Manager Feedback surveys tool.  (Harrell and Barbato, 2018). Secondly, the organisation partake in a two part annual performance cycle which is parallel to the company’s 360-degree feedback collection process. Employees are asked to review peers, as well as self-evaluate, according to six criteria, (appendix 8), (Bock, 2015). The evidence suggests the focus on the last two pillars wherein knowledge is evaluated, controlled and distributed. (Wiig, 2003). 
Conversely, the application of Google’s conflict resolution policy is not deemed logical as Liane Horney, (present vice president of people operations), explains that the majority of issues in the workplace are resolved tacitly, this is supported by Google open source, (2019), where employees are encouraged to directly address those involved in problems instead of noting conflicts down in a system. (Meet the boss, 2019 and Google open source, 2019).
The regulation of work processes usually makes evident an effective internal control system and compliance thereby encouraging staff members to use their knowledge. (Mellow, 2019, Mellow, 2016, re:work, 2019; Sadun,2017). Brooking, (1997), suggest that knowledge management is actively concerned with the strategy and tactics to manage human-centred assets. Google’s knowledge evaluation can be seen as the rediscovering and recognising of employee assets that the organization is not using to full potential.







[bookmark: _Toc13755015]
6.0 Conclusion

In conclusion the application of each phase within Weggeman, (1997) knowledge management value chain have been applied. It is evident from the findings that Google have a stable and successful system that is extremely beneficial to both their micro and macro environment.  The application of Nonaka’s Knowledge conversion assisted in identifying that the Google do not aid in the ongoing conversion of tacit to explicit knowledge, in result most knowledge remains tacit. 
Point 1.2and3

[bookmark: _Toc13755016]7.0 Recommendations 

The identification of visible gaps within Google’s knowledge management system have been analysed and recommendations to fulfil needs have been structured.  
Firstly, Google can create a tool or a collaborative conflict management system that helps meet employees’ demands and needs, as well as improving management’s ability to respond effectively to systemic issues within their organization. 
Secondly, the organisation can apply the Amidon and Skyrme, (1997), framework of the six investigators when implementing a content creation framework that enables employees to understand if shared knowledge is relevant to their role. The framework can also empower   management teams to answer the questions that are suitable for the targeted audience. (Knight and Howes, 2012).  
Additionally, the continuing of encouragement in dialogue and collaboration can help the organisation progress further. The knowledge needed to cultivate and create opportunities for thought and ideas as well as the allowing of innovation and improvisation, at all levels, can connect and guide colleagues and management through all causes. 
Lastly, to enhance the recruitment and selection process, Google can enable the sourcing of candidates through multiple means, such as; alternative social media platforms, the attending of networking events, and the investment in sourcing tools. Additionally, job roles can be advertised to present employees who may be searching to experience different or higher job roles within the company. This can be resolved through the launching of creative workshops and meetings or updates on the re:works website. 









[bookmark: _Toc13755017]8.0. Appendices  
[bookmark: _Toc13755018]Appendix. 1. Google’s current job availability. 
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[bookmark: _Toc13755019]Appendix. 2. Google Teams.
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[bookmark: _Toc13755020]Appendix. 3.  HSBC teams 
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[bookmark: _Toc13755021]Appendix 4. Google mission, vison and goals
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[bookmark: _Toc13755022]Appendix. 5 Talks at Google categories
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[bookmark: _Toc13755023]Appendix 6. Project Aristotle variables 
[image: ]


[bookmark: _Toc13755024]Appendix 7. The ten ‘oxygen’ behaviours for managers 

1. Is a good coach

2. Empowers team and does not micromanage


3. Creates an inclusive team environment, showing concern for success and well-being

4. Is productive and results-oriented


5. Is a good communicator — listens and shares information

6. Supports career development and discusses performance


7. Has a clear vision/strategy for the team

8. Has key technical skills to help advise the team


9. Collaborates across Google

10. Is a strong decision maker

(Harrell and Barbato, 2018)
11. 

[bookmark: _Toc13755025]Appendix 8. Six criteria for performance reviews
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