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[bookmark: _Toc231133552]Introduction.
Vocational training within Swansea Bay Health Board operates in a fast changing environment. It is shaped by factors such as government policies, digital developments, funding requirements, regulations, and workforce priorities.
The setting discussed in this report is a vocational training and workplace learning environment. It supports work based learning, professional development, employability skills, and competency based training.
The organisation works with a range of people, including learners, employers, assessors, managers, and external organisations. Together, they ensure that training is delivered to a high standard and meets industry regulations.
Managing knowledge and information is central to this work. It helps improve how the organisation operates, supports learner success, and contributes to overall development.
The purpose of this report is to evaluate the role of knowledge management (KM) within a vocational training organisation and to develop a strategy to improve how knowledge is collected, stored, shared, used, and protected.
The report explores how knowledge currently flows within the organisation, identifies weaknesses in existing practices, and suggests practical improvements. These improvements aim to increase efficiency, support better decision making, and strengthen overall organisational learning.
The report covers several key areas. It evaluates important knowledge management theories and concepts, examines current workplace systems and knowledge resources, and develops a framework to support a strong knowledge management culture.
It also includes a strategic action plan and identifies key performance indicators (KPIs) to track progress. In addition, the report considers information governance requirements, including the need to maintain confidentiality, integrity, and availability of information in line with GDPR and ethical responsibilities.
Knowledge management is important in vocational training because organisations depend on using both clear, documented knowledge and personal experience effectively. This helps deliver consistent learning, meet compliance standards, support staff development, and respond to the changing needs of learners and employers.
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Knowledge management is a structured process that organisations use to create, collect, store, share, and apply knowledge. Its purpose is to improve organisational performance and support better decision making. (IBM, 2021)
When used effectively, knowledge management helps organisations turn information into practical understanding. This can drive innovation, improve efficiency, and support continuous improvement.
One of the most well known ways of understanding knowledge management is the DIKW hierarchy, developed by Ackoff (1989). This model separates data, information, knowledge, and wisdom into different levels.
Data refers to raw facts that have not yet been processed or given any context. In a vocational training organisation, examples of data include learner attendance records, assessment results, completion rates, and funding figures. On their own, these facts have limited value because they have not been analysed or interpreted.
Information is created when data is organised and given context so it becomes meaningful. For example, attendance reports that show patterns of absence turn raw data into useful information that managers and assessors can understand and act on. (GeeksforGeeks, 2020)
This information helps organisations identify trends, compare performance, and support day to day operations.
Knowledge develops when information is combined with experience, understanding, and practical use. Assessors and trainers build this knowledge through their day to day work, interactions with learners, and reflecting on past experiences.
This means knowledge is about understanding why certain approaches work and how to solve problems effectively. In vocational training, examples of knowledge include teaching methods, safeguarding practices, compliance procedures, and ways to improve learner engagement.
Wisdom is the highest level in the DIKW hierarchy and refers to the ability to make sound judgements and strategic decisions based on knowledge and experience.
In vocational training organisations, managers use wisdom when making decisions such as how to allocate resources, respond to changes in policy, or plan long term strategies.
Although the DIKW model offers a helpful way to understand how knowledge develops, some critics believe it oversimplifies the link between information and knowledge. This is because knowledge is often shaped by social interactions and organisational culture.
Knowledge does not always follow clear, fixed stages, as it is influenced by experience, interpretation, and human interaction. These factors play a key role in how knowledge is created and shared.
Polanyi (1966) identified two types of knowledge, tacit and explicit. Explicit knowledge is knowledge that can be written down, recorded, and shared through systems such as policies, manuals, procedures, and databases. In vocational training, examples include assessment guidelines, learner handbooks, safeguarding policies, and quality assurance documents.
Tacit knowledge is harder to explain because it is based on personal experience, skills, beliefs, and professional judgement. Experienced trainers often develop tacit knowledge about learner motivation, classroom management, and assessment methods, which may not always be formally recorded.
Tacit knowledge is especially important in vocational training, as much professional expertise is gained through hands on experience and reflection.
The link between individual and organisational knowledge is important because organisations rely on employees to create, share, and use knowledge effectively. Individual knowledge becomes part of the organisation’s knowledge when there are systems in place to capture and share expertise. (KM Insider, 2024)
However, many organisations face problems when experienced staff leave without passing on their knowledge. This can lead to inefficiencies, inconsistencies, and higher training costs.
Nonaka and Takeuchi’s (1995) SECI model explains how knowledge is created through the interaction between tacit and explicit knowledge. The model consists of four stages, socialisation, externalisation, combination, and internalisation.
Socialisation happens when people share tacit knowledge through observation, mentoring, and working together. In vocational training, this might involve experienced assessors supporting new staff by showing them effective assessment methods (Wikipedia Contributors, 2019)
Externalisation is the process of turning tacit knowledge into explicit forms, such as written guidance, procedures, or training materials.
Combination takes place when different types of explicit knowledge are brought together and organised into systems or databases.
Internalisation occurs when individuals use explicit knowledge in practice and, through experience, develop new tacit knowledge.
The SECI model shows that knowledge management should not focus only on IT systems. Instead, organisations need to create an environment that supports communication, collaboration, and continuous learning.

Wiig’s knowledge management typology also helps explain organisational knowledge. Wiig (1997) suggested that organisations should make sure their knowledge is complete, well connected, consistent, and purposeful.
This means that knowledge should be accurate, easy to access, and aligned with organisational goals. In vocational training organisations, poorly connected systems or unclear communication can make it harder for staff to find and use the information they need effectively.
Knowledge management is important because modern organisations increasingly operate in a knowledge based economy, where success depends more on expertise and information than on physical resources alone. Vocational training organisations need to manage large amounts of information about learners, employers, funding bodies, and regulatory requirements (Knowledge-Based Economy|EBSCO, 2021)
Effective knowledge management helps improve consistency, support compliance, reduce duplication of work, and allow organisations to respond more effectively to external changes.
In addition, knowledge management supports learning and innovation within an organisation. When staff share good practice and work together to reflect on challenges, they are more likely to develop better teaching methods and ways to support learners.
As a result, knowledge management should not be seen only as storing information, but as a key organisational process that helps improve performance, adaptability, and long-term success.
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Knowledge should be seen as a valuable organisational asset because it plays a key role in improving performance, service quality, innovation, and competitive advantage (What is Knowledge Asset? Definition, Examples and Guide, 2025)
In vocational training organisations, knowledge helps staff deliver effective learning, meet regulatory requirements, and adapt to changing needs from employers and learners.
Unlike physical resources, knowledge can become more valuable when it is shared and used effectively across the organisation.
The Resource based View (RBV), developed by Barney (1991), suggests that organisations gain a competitive advantage from resources that are valuable, unique, difficult to copy, and well integrated into the organisation.
Knowledge meets these criteria because the skills of experienced staff, professional expertise, and organisational learning processes are not easy for competitors to replicate.
In vocational training, specialist knowledge about learner engagement, assessment methods, funding rules, and industry standards adds significant value to the organisation. Experienced assessors and trainers bring practical skills and knowledge that directly influence learner success and the organisation’s reputation. When this knowledge is well managed and shared, the organisation becomes more resilient and better able to deliver consistent services.
The VRIO framework helps explain how knowledge can provide a lasting competitive advantage. Valuable knowledge improves efficiency and supports decision-making. Rare knowledge may include specialised expertise or strong, long-term relationships with employers. Inimitable knowledge comes from organisational culture, tacit knowledge, and experience that are difficult for competitors to copy. Organised knowledge refers to the systems and processes that allow organisations to use knowledge effectively (Morris, 2020)
Many vocational training organisations have skilled and knowledgeable staff but do not always capture or organise this knowledge effectively. For example, assessors may develop successful ways of supporting learners with additional learning needs, but this knowledge may remain with individuals instead of being shared across the organisation. A stronger knowledge management approach would allow this expertise to be shared more widely.
The idea of the knowledge economy highlights why knowledge management is so important at a strategic level. Many modern organisations depend on intellectual skills, information systems, and a skilled workforce to create value.
Vocational training organisations work in a sector shaped by digital learning platforms, funding regulations, and rapidly changing workplace skills. As a result, they need to continually update their knowledge and adapt their practices to remain effective.
Drucker (1993) described people working in knowledge based roles as “knowledge workers” because their skills, judgement, and ability to solve problems are essential to organisational success.
In vocational training organisations, trainers, assessors, quality assurance staff, and managers are all considered knowledge workers, as they rely on their professional expertise and information to carry out their roles effectively.
Better knowledge management would improve efficiency in the workplace by reducing duplicated work and making it easier to access accurate information. Many vocational training organisations face inefficiencies due to disconnected systems, inconsistent documentation, and reliance on individual staff for key information. As a result, staff may spend unnecessary time searching for learner records, policy updates, or assessment guidance. Introducing a centralised knowledge system would reduce this time and improve consistency across operations (Jacobson, 2022)
Knowledge management can also improve service quality and learner outcomes. When staff have access to accurate and up to date information, they are better able to support learners and meet compliance requirements. Sharing good practice between trainers and assessors can enhance teaching quality, improve learner retention, and increase achievement rates.
Another important benefit of effective knowledge management is innovation. Organisations that promote collaboration and encourage staff to reflect on their work are more likely to develop new and improved approaches to teaching, assessment, and learner support.
Improved knowledge management systems can also strengthen decision-making. Managers need accurate information about learner progress, staff performance, compliance requirements, and organisational risks. Tools such as decision-support systems and management information systems can help improve both the quality and speed of decisions.
However, poor knowledge management can create serious risks for vocational training organisations. When staff leave without sharing their knowledge, it can lead to inconsistencies, disrupted operations, and a decline in service quality.
There is also a risk of compliance issues if staff do not have access to the latest procedures or regulatory guidance. In addition, poor handling of information can result in GDPR breaches and damage to the organisation’s reputation.
Poor communication and silo working can limit collaboration between departments, leading to duplicated work and inconsistent experiences for learners. When knowledge is not shared effectively, learners may receive different or conflicting advice from staff.
The Knowledge Management Value Chain shows that organisations need to manage knowledge at every stage of its lifecycle, including its creation, storage, sharing, and use. Vocational training organisations often focus more on collecting information than on sharing and applying it effectively. A strategic approach to knowledge management would ensure that knowledge is actively used to support improvement, rather than simply stored in systems.
Overall, knowledge is a vital asset in vocational training organisations because it supports efficiency, compliance, learner success, and the ability to adapt to change. Managing knowledge strategically helps organisations remain sustainable and respond more effectively to external demands.

[bookmark: _Toc231133555]Current Workplace Analysis.
The vocational training workplace currently uses a variety of systems and processes to manage organisational information and knowledge. These systems support areas such as learner management, compliance monitoring, communication, assessment tracking, and quality assurance. However, despite having multiple systems in place, there are still clear gaps in how knowledge is captured, shared, and applied across the organisation.
Information is stored using several tools, including cloud-based learner management systems (LMS), shared network drives, email, spreadsheets, digital portfolios, and communication platforms such as Microsoft Teams. The LMS holds key data such as learner enrolments, attendance, progress, and achievements, while shared drives store policies, procedures, and training materials.
Email is widely used for communication between staff and external stakeholders, but it can lead to problems. Important information often becomes stored in individual inboxes, making it difficult for others to access. Spreadsheets are also commonly used to track performance and compliance data, but they can lead to duplication, version control issues, and inconsistencies.
Digital learning platforms are used to deliver training and support blended learning, allowing learners to access materials remotely and enabling assessors to monitor progress. However, these systems are not always well integrated, which can result in fragmented information.
The organisation has several valuable knowledge assets. These include the skills and experience of staff (human knowledge), organisational systems and documentation (structural knowledge), and relationships with employers, awarding bodies, and external agencies (relational knowledge). Experienced staff hold important tacit knowledge, such as insights into learner engagement, compliance processes, and employer partnerships.
To operate effectively, the organisation relies on different types of knowledge. This includes operational knowledge for managing processes, pedagogical knowledge for teaching and assessment, regulatory knowledge for compliance, and strategic knowledge for responding to changes in policy and the labour market.
Knowledge is created through staff experience, training, meetings, audits, and feedback. Storage mainly takes place through digital systems and documentation, which works well for explicit knowledge. However, tacit knowledge is not consistently captured, as much of it remains based on personal experience and informal communication.
Knowledge sharing happens through meetings, emails, training sessions, and informal discussions. While these methods support communication, they are not always consistent. Departments often work in isolation, limiting collaboration and preventing good practice from being shared across the organisation.
Knowledge is applied through daily activities such as training delivery, learner support, and compliance checks. However, the consistency of implementation can vary between teams.
There are several challenges affecting knowledge management. One key issue is fragmented systems, which require staff to access multiple platforms to find information, reducing efficiency. Another challenge is reliance on experienced staff, which creates a risk of knowledge loss if they leave. Time pressures also limit opportunities for sharing knowledge, as staff focus on immediate workloads.
Communication issues further impact learning, as information shared in meetings is not always recorded effectively. In addition, poor version control of documents can lead to confusion.
Using models such as the Nevis knowledge process model shows that knowledge is effectively gained through experience and training, but less effectively shared and applied. Similarly, the Knowledge Management Value Chain highlights that while knowledge is created, it is not always well stored or shared.
The organisation currently uses several types of information systems, including Transaction Processing Systems (TPS), Management Information Systems (MIS), Customer Relationship Management (CRM) systems, and learning platforms. However, it does not have a fully integrated Knowledge Management System (KMS) to manage organisational knowledge effectively.
In summary, the organisation benefits from experienced staff, digital tools, and established processes. However, challenges such as fragmented systems, silo working, inconsistent knowledge sharing, and limited capture of tacit knowledge reduce overall effectiveness. These issues show the need for a more coordinated and strategic approach to knowledge management.
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Developing an effective knowledge management (KM) culture requires organisations to align people, processes, and technology in ways that encourage collaboration, continuous learning, and knowledge sharing. This is especially important in vocational training organisations, where service quality depends heavily on staff expertise, communication, and ongoing organisational learning.
Senge’s (1990) concept of the learning organisation provides a helpful framework for building a KM culture. He suggested that organisations should continuously improve their ability to learn and adapt through systems thinking, shared vision, team learning, personal development, and reflection on underlying assumptions.
Systems thinking is important because organisational challenges are often connected rather than isolated. In vocational training, areas such as learner achievement, compliance, staff development, and efficiency all influence each other. Understanding these connections helps staff identify causes of problems and find more effective solutions. For example, poor communication between assessors and quality assurance staff can lead to compliance issues and inconsistent learner experiences.
Mental models also affect how organisations behave. Staff interpret situations based on their beliefs and past experiences, which can sometimes limit knowledge sharing. For example, employees may avoid sharing ideas if they fear criticism or extra workload. Organisations therefore need to promote a supportive and open culture where staff feel confident to share knowledge.
Argyris’ ladder of inference explains how people form assumptions based on limited information. In the workplace, this can lead to misunderstandings about priorities or colleagues’ actions. Encouraging open communication and reflective discussions can help reduce these issues and improve teamwork.
Leadership is essential in creating a strong KM culture. Managers need to actively support learning, collaboration, and continuous improvement. Their behaviour, communication, and decisions set the tone for the organisation. Transformational leadership is particularly effective, as it encourages innovation, shared goals, and staff engagement. Leaders should motivate staff to share ideas, reflect on their work, and contribute to improvements.
Trust is also a key factor. Staff are more likely to share knowledge when they feel safe, valued, and respected. In contrast, blame-based or highly competitive environments can discourage collaboration. Managers can build trust by encouraging supportive feedback, recognising teamwork, and promoting peer learning. Knowledge sharing should be seen as an expected part of professional practice.
Communities of practice can further support learning by bringing together staff with similar roles or interests. In vocational training, this could involve assessors, trainers, or quality staff sharing ideas and solving problems together. Regular workshops, discussion groups, and mentoring programmes can help share experience and reduce silo working.
The SECI model supports this approach by showing how tacit and explicit knowledge interact. Socialisation can be encouraged through mentoring and teamwork. Externalisation involves documenting good practice. Combination brings knowledge together into shared systems, and internalisation happens when staff apply what they have learned in practice.
Technology also plays an important role, but it is not enough on its own. Systems must be easy to use, accessible, and relevant to staff needs. A centralised Knowledge Management System (KMS) should be introduced to bring together policies, procedures, training materials, and best practice guidance in one place.
Tools such as Microsoft Teams, intranets, and online discussion boards can support communication and knowledge sharing. Searchable knowledge systems would make it easier for staff to find information and avoid duplication.
Processes must also support KM. Standard procedures should ensure consistent documentation, good version control, and proper information governance. Exit interviews should be used to capture knowledge from staff who are leaving, helping to reduce knowledge loss.
Reflective practice should be built into everyday work. Staff meetings should include time to share lessons learned, discuss improvements, and highlight good practice. Training and development should go beyond compliance and focus on continuous learning.
SMART objectives can help guide KM initiatives by making goals clear and measurable. For example, each department could be required to share monthly examples of good practice.
There are several barriers to creating a KM culture. Staff may resist change if they see new systems as extra work, and some may lack confidence using digital tools. These challenges can be addressed through training, clear communication, and involving staff in decision-making.
Time pressure is another major issue, as heavy workloads limit opportunities for collaboration. Managers should provide protected time for learning and knowledge sharing. Technology can also be a barrier if systems are too complex or not well integrated, so user-friendly platforms and support are essential.
Cultural barriers may arise if departments work separately or if knowledge is seen as a source of personal control. Leaders must promote collaboration and recognise knowledge sharing as a valuable behaviour.
Overall, the proposed KM culture framework includes:
· Strong leadership support for learning and collaboration
· A centralised knowledge management system
· Communities of practice and mentoring programmes
· Regular reflective learning and improvement activities
· Standardised processes and governance
· Ongoing staff training and digital skills development
· Recognition of collaborative behaviours
· Clear expectations for communication and knowledge sharing
This approach would strengthen organisational learning, improve consistency, and support long term development.
[bookmark: _Toc231133557]Strategic Action Plan for Creation, Storage, Implementation and Protection.
To improve knowledge management within the vocational training organisation, a structured action plan should be introduced. This plan should focus on how knowledge is created, stored, used, and protected, with clear responsibilities, realistic timescales, and measurable outcomes.
The first step is to put processes in place to capture knowledge more effectively. Tacit knowledge held by experienced staff should be recorded through mentoring, reflective practice, standard procedures, and recorded training sessions.
Managers should organise monthly knowledge-sharing workshops where staff can discuss challenges, share successful approaches, and highlight good practice. Key points from these sessions should be recorded and stored in a central knowledge system.
Exit interviews should also be improved to capture valuable knowledge from staff leaving the organisation. Departing employees should share insights on key processes, lessons learned, and suggestions for improvement.
A centralised Knowledge Management System (KMS) should be introduced to improve how information is stored and accessed. This system should bring together policies, procedures, learner support materials, compliance guidance, and training resources in one searchable place.
Clear version control processes should be used to ensure staff are accessing up-to-date documents. Managers should regularly review and update materials to maintain accuracy.
Cloud based systems would support flexible working and improve access to information. Access should be controlled based on job roles to protect confidentiality.
[bookmark: _GoBack]To ensure knowledge is used effectively, it should be embedded into everyday practice. Managers should include knowledge-sharing activities in team meetings, staff training, and quality reviews. Staff should also receive regular training on how to use the KMS.
Communities of practice can support ongoing collaboration between teams, while leaders should actively promote knowledge sharing and set clear expectations through their behaviour.
Protecting knowledge is equally important, especially as the organisation handles sensitive data. Information governance must comply with GDPR and ensure confidentiality, integrity, and availability of data.
Confidentiality means only authorised staff can access sensitive information, supported by secure systems and access controls. Integrity ensures that information is accurate and reliable, supported by audits and version control. Availability ensures that authorised users can access information when needed, supported by backups and recovery plans.
Clear policies should outline responsibilities for managing information, and staff should receive regular GDPR and cybersecurity training. The organisation should also address intellectual property, ensuring that ownership and use of training materials are clearly defined.
Ethical use of information is essential. Staff must handle data responsibly and make decisions based on transparency and professional standards.
The action plan includes the following key steps:
1. Introduce a centralised Knowledge Management System within six months
2. Set up monthly knowledge-sharing workshops
3. Develop mentoring and coaching programmes for new staff
4. Create standard templates for recording good practice
5. Carry out quarterly checks on data quality and document control
6. Provide annual GDPR and cybersecurity training
7. Improve exit interviews to capture knowledge
8. Establish cross-department communities of practice
9. Appoint knowledge champions in each department
10. Review and update policies each year
Responsibility for delivering this plan should be shared across senior leaders, quality teams, IT staff, and department managers. Progress should be checked regularly using performance measures and staff feedback.
The expected results include better collaboration, less duplication, quicker access to information, improved compliance, and stronger organisational learning.






[bookmark: _Toc231133558]










KPIs, Monitoring and Review.
Effective knowledge management needs to be regularly monitored and reviewed to make sure organisational goals are being met. Key Performance Indicators (KPIs) provide clear, measurable evidence of how well knowledge management systems and processes are working (Gallemard, 2023)
Several KPIs should be used within the vocational training organisation. For example, usage of the Knowledge Management System (KMS) should be tracked to understand how engaged staff are and how accessible the system is. This could include data such as how often staff log in, download documents, or contribute to shared resources.
The time taken to find information should also be measured, as improving access is a key aim of the KM strategy. If staff spend less time searching for policies, learner records, or guidance, this would show increased efficiency.
Staff engagement is another important measure. This can include participation in knowledge-sharing activities such as workshops, communities of practice, and mentoring programmes. High levels of involvement would indicate a positive and collaborative culture.
The frequency of knowledge sharing can also be tracked by monitoring how often best-practice examples are uploaded, how many collaborative meetings take place, and how often teams work across departments.
It is also important to measure the accuracy and quality of information. Regular audits should check for errors, duplicated documents, and whether materials are kept up to date. This helps ensure that staff are using reliable information.
A reduction in repeated mistakes or compliance issues would show that organisational learning is improving. Learner satisfaction and achievement rates may also provide useful evidence of the impact of knowledge management.
Compliance measures should also assess performance in areas such as GDPR, information security, and adherence to organisational policies.
Progress should be reviewed regularly through quarterly meetings involving managers, quality assurance teams, and senior leaders. Staff surveys can also provide feedback on how easy systems are to use and how well knowledge is shared across the organisation.
The knowledge management framework should remain flexible and open to change, as vocational training organisations operate in a fast-changing environment. Annual reviews should consider organisational needs, new technology, and developments within the sector.
Ongoing improvement will help ensure that the KM approach continues to support organisational goals and long-term effectiveness.
















[bookmark: _Toc231133559]Conclusion.
This report has shown that knowledge management is an essential organisational process within vocational training, as success depends on how well knowledge is created, shared, stored, and applied. It explored key knowledge management concepts, including the DIKW hierarchy, tacit and explicit knowledge, the SECI model, and the Resource-Based View, highlighting the importance of knowledge as a strategic asset.
The analysis of the current workplace identified strengths such as experienced staff, existing digital systems, and established procedures. However, it also highlighted weaknesses, including disconnected systems, silo working, inconsistent knowledge sharing, and a reliance on tacit knowledge. These issues can lead to inefficiencies and operational risks.
The proposed knowledge management framework focuses on the importance of strong leadership, trust, collaboration, organisational learning, and effective use of technology. Recommendations such as introducing a centralised knowledge system, mentoring programmes, communities of practice, and improved governance processes would support better learning and consistency across the organisation.
Implementing the action plan and using appropriate KPIs would improve efficiency, compliance, communication, and service quality. Overall, effective knowledge management would strengthen organisational resilience, improve learner outcomes, and help the organisation respond more effectively to future challenges and opportunities.
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