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Executive Summary

The report has been requested by Knowledge and Information Management module at University of Wales Trinity Saint David on 2nd of July 2021. The purpose of the repot is to critically analyse Amazon’s Knowledge Management System. The report will focus on the organisational profile including the main activities of the business, location, and employee profile by determining the demographic of the workforce and organisational hierarchy.
The report will provide a Swot analysis of the organisational Knowledge management System, which will identify the strengths, weaknesses, opportunities, and threats that result from Amazon’s knowledge management process.
The report will provide an analysis of the Knowledge Management Value Chain, identifying and analysis the methods adopted by Amazon when acquiring, storing, sharing, and applying the knowledge, discussing Nanoka and Takeuchi’s SECI model in the process.
A set of recommendations will be provided by the repot, aiming to help Amazon improve its knowledge management system.



















Introduction

The aim of the report is to critically investigate the Knowledge Management System at Amazon, analysing the organisational profile at Amazon, including the organisation’s main activities, location, and employee profile, identify the strengths, weaknesses, opportunities and threats in relation to the organisation’s knowledge management system, and critically evaluate the Amazon’s knowledge management value chain, as well as providing a set of recommendations that can help Amazon improve the Knowledge management System.
Knowledge Management can be characterized as the action of defining, structuring, storing, and sharing knowledge and experience of individuals within an organisation, aiming to improve business efficiency, the decision-making process, collaboration, training processes, employee happiness and retention, and build organisational knowledge.
Sullivan (2016) states that the knowledge management has started in 1970s as a result of a set of documents published by the management theorists Peter Drucker and Paul Strassman, focusing on the use of knowledge and information as an important organisational resource. In 1990s Knowledge management became a major focus for local and global companies, as a result of the publishing of the book ‘The Knowledge Creating Company: How Japanese Companies Create The Dynamics of Innovation’ by Nanoka and Hirotaka Takeuchi, companies starting to notice a competitive edge by increasing business knowledge assets.
Harper (2019) states that in order to build a sustainable program, the knowledge management should focus on four components, such as people, who will lead and support knowledge sharing, processes, that will measure and manage the knowledge, content and IT tools, which will link the people to the content, and strategy, which will meet the business requirements.
According to Pieper (2017) there is a significant difference between data, information, and knowledge. Data are the collected and measured observations, such as symbols and characters, becoming important only when they are linked to a context. When Data is introduced in the context it becomes Information. Increasing the Information about individuals or facts and processing that Information will result in Knowledge.
Knowledge can be divided in two main categories: Tacit, represented by skills, ideas, and experiences of individuals that are not written, and may not be expressed with ease, individuals being often unaware of the knowledge they possess and its importance to others, and Explicit, being documented and accessible, including reports, articles, and whitepapers (Starmind, 2020).





Main Findings

Organisational Profile of Amazon 

Amazon is one the best retail brands worldwide, providing fast delivery of online products, starting when Jeff Bezos and his wife created an online bookstore, by taking advantage of Seattle’s reputation as a tech hub, the Bezes family investing 10.000 dollars in the idea (Hall, 2020).
The Company became public in 1996, having a valuation of 300 million dollars when being introduced to the stock market, announcing a significant investment in technology and marketing to compete with Barnes & Noble (Hartmans, 2021).
In 1998 Amazon expanded to physical music sale, introducing CDs and DVDs to their line of products, and the ‘one-click’ buy technology was introduced, providing the customers an easier shopping experience.
In 1999 the organisation allowed other vendors to use Amazon platform when selling products and expanded its range of product in 2002 to clothing, by creating partnerships with major clothing brands, leading to a full range of products available in the present, including kitchen items, toys, and electronics (Hall, 2020).
2005 was the year when Amazon Prime was introduced, proving valuable for the business and the customers, and in 2007 the eBook device was available under the name of Kindle, which has changed the way individuals read today, by allowing users to read books, magazines, and newspapers without buying the physical copy. The virtual assistant Alexa was introduced in 2015, allowing users to ask questions and information about the weather and listen to music (elemerce.com).
Over the last 25 years Amazon has successfully connected users to the products and business to the customers that they need, having as primary activities: obtaining the raw material, converting it and deliver it to the users, as well as marketing and sales activities and services (bstrategyinsights.com).
Murphy (2020) states that Amazon is an international organisation with the office based in Seattle, Washington, having warehouses across the United Kingdom, in places including Manchester, Doncaster, Peterborough, Rugeley, and Swansea Bay.
According to Reiff (2021) the business at Amazon divides into three area:
· North America, representing the main source of net income along with subscriptions, such as Amazon Prime, offering unlimited free shipping and streaming
· International, representing the consumer products and subscriptions for internationally focused stores and export sales from them, excluding North America stores
· Amazon Web Services (AWS), providing services to businesses, government agencies, and academic institutions to save data and deliver content, and an ‘infrastructure platform in the cloud’, hosting applications and websites.
The five primary activities that Amazon has are:
· Inbound Logistics, defining the company’s actions in gathering raw materials by providing a platform for other organisations to sell their products and services
· Operations, including all the Inbound Logistics activities into the finished product
· Outbound Logistics, represented by storing, moving, and distributing the finished products
· Marketing and Sales, including activities linked to promoting and selling the products
· Services, gaining a significant competitive advantage through its excellent customer service and after-sales service, such as returns (bstrategyinsights.com)
According to Long (2021) there is a large variety of workforce at Amazon, including Black, Latino, and female employees the organisation planning to increase its representation of Black workforce and women by doubling the number of Black executives and providing job for 30% more women in senior technology, product manager, engineer, and designer roles.

SWOT Analysis of Amazon’s Knowledge Management System

In the process of identifying Amazon’s current Knowledge Management System, as well as identifying the future opportunities for the organisation, the SWOT Analysis tool will be used, being a tool that evaluates the competitive position of an organisation and help develop a strategic planning, analysing the internal and external factors, and aiming to evaluate current and future potential of an organisation, by identifying its strengths, weaknesses, opportunities, and threats linked to the knowledge management (Parsons, 2021).
Strengths:
· Amazon allows customers to buy a large variety of products by simply accessing the organisation’s website, instead of customers shopping from different stores, information being collected from a single platform and critically analysed and evaluated, all information being used in creating marketing campaigns and offering recommendations in frequently purchased or visited items (Rosenberg, 2014)
· Contact centre software Amazon Connect, based on historical analytics and intuitive management tools that improve agent efficiency, organisations using artificial intelligence and knowledge repository
· Amazon’s Subscription API, which uses the knowledge available on a single platform to notify sellers about the changes in product prices, helping them generate more revenue
· Third-party sellers, represented by individuals who sell products using the organisation’s name, generating a significant revenue (Sabanoglu, 2021) 
Weaknesses:
· Memorising user’s activity on Amazom.com or associated applications can result in inaccurate recommendations when users unintentionally clicked on items they are not interested in, altering customer experience 
· Unclear whether the organisation has adopted the Resource-based View.

Opportunities:
The organisation could adopt the Resource-based View, being a strategy that help organisations understand the elements of the business that can ensure a competitive advantage on a long term through resource analysis, resource allocation, and usage of resources (Yesodharan and Mohan, 2021). The VRIO framework could be included, which groups resources according to their: 
· Value, resources being valuable only if they improve the products and services
· Rarity, represented by tangible and intangible resources that few organisations can gather, ensuring competitive advantage
· Imitability, long term competitive advantage being supported by the decrease in imitating valuable resources
· Organisational System, that must be created in a way that helps resources generate maximum productivity (Yesodharan and Mohan, 2021).
Threats
· Political and legal changes can interfere with the organisation’s methods of acquiring, storing, and using the information related to amazon customers
· Cybercrime may access customer data, compromising the privacy of individuals buying products and services from Amazon, limiting the information gathered by the organisation as a result of customer loss
· Copy of business model can reduce the number of users Amazon acquired information from.

Evaluation of Amazon’s Knowledge Management System

Knowledge management represents a set of organisational actions that acquire, store, disseminate and apply the knowledge. It enhances an organisation’s ability to learn from its environment and incorporate that knowledge into its business process.
Effective knowledge management system has three goals in common:
· Provide easy access to knowledge, helping individuals wok more efficiently
· Keep the knowledge relevant, ensuring the latest information is accessible
· Provide a single source of knowledge, avoiding confusion and time-consuming research (Cook, 2019).
According to Green (2021), Amazon is considered the world’s most valuable retail brand. An example of effective knowledge management is that they help individuals save time when shopping online by offering a very large variety of products, instead of individuals shopping from different stores.
Nanoka and Takeuchi introduced the SECI model in 1996, a model that has become the foundation of knowledge creation and transfer (knowledge-management-tools.net).
According to Nanoka and Takeuchi, there are two types of knowledge:
· Explicit, representing the information that can be recognised, recorded, stored, and shared, being able to be transferred verbally, such as facts, theories, rules, relationships and theories
· Tacit, representing the hidden knowledge possessed by every individual, such as personal experience, insights, emotions, observations, and circumstances, being personalized and specialized (Surbhi, 2020).
According to Nanoka’s SECI model, knowledge can be created through a continuous transfer, combination, and conversion of different types of knowledge by practicing, interacting and learning. Organisations can create knowledge by:
· Enabling and encouraging knowledge sharing
· Creating an appropriate work environment
· Proving systems that support the work process
· Providing relevant data and information for employees
The Explicit and Tacit knowledge cand be combined in four ways highlighting how knowledge can be created and shared within an organisation:
· Socialization: Tacit to Tacit, Knowledge being shared using practice, guidance, imitation, and observation
· Externalization: Tacit to Explicit, being a difficult and important conversion mechanism, tacit knowledge being codified into documents, making it easier to be shared within an organisation
· Combination: Explicit to Explicit, codified knowledge being combined to create new knowledge
· Internalization: Explicit to Tacit, the knowledge being used and learned, changing individual’s existing tacit knowledge.
Knowledge Acquisition is the knowledge an organisation can acquire from sources including suppliers, competitors, alliances, customers, and external experts, the success of the process depending on how well the information can be retrieved from the memory and represented. It is important that the representation is selected according to the task assigned, knowledge acquisition being considerably improved by identifying the aim and function of the desired information (McNamara and O’Reilly, 2021).
The process of knowledge acquisition can consist in five factors:
· Process the material semantically, knowledge acquisition being increased when individuals involved in the process emphasis on the significance of the new material
· Process and retrieve information frequently, retrieving and self-producing information will increase the knowledge acquisition
· Learning and retrieving conditions must be similar, optimising the acquisition of information
· Create rational procedures, procedural knowledge being better retained
· Connect new information to prior knowledge, new material being linked to prior information for a better acquisition.
Amazon has developed several methods that ensure continuous acquisition of information, such as:
· One portal - one interface, where Amazon allows customers to buy a large variety of products by simply accessing the organisation’s website, instead of customers shopping from different stores, information being collected from a single platform and critically analysed and evaluated, all information being used in creating marketing campaigns and offering recommendations in frequently purchased or visited items (Rosenberg, 2014)
· Contact centre software Amazon Connect, based on historical analytics and intuitive management tools that improve agent efficiency, organisations using artificial intelligence and knowledge repository
· Amazon’s Subscription API, which uses the knowledge available on a single platform to notify sellers about the changes in product prices, helping them generate more revenue
· Crowdsourcing, focusing on features such as customer-provided ratings, reviews, and images and memorising the products and services individuals previously purchased, allowing the organisation to create knowledge of its customers
· Subscriptions, alerts, and reminders, by setting reminders in the system, joining subscriptions that keep individuals informed about the future products and services and when they become available
· Feedback, placing it on the product’s first page, allowing users to sort the information and rate the products and services, allowing amazon to optimize its services
· Mobility, using Amazon.com and associated applications, making the products and services available anywhere at any time, continuously gathering information.
Knowledge storage is the organisational process where information is formally retained in memory systems and informally retained as a value, being used to positively influence the decision-making process (Amsler, 2021).
The organisational knowledge can be stored through:
· Individuals, knowledge being represented by their experience and observations
· Culture, represented by what individuals think and feel in regard to a problem
· Development process, storing a set of rules and hierarchies that characterise the organisation’s functional model.
At amazon, the user’s browsing activity is memorised every time they navigate on the organisation’s website, memorising both the visited and bought products (Rolfe, 2021). Amazon stores information with every interaction user have with Alexa through Amazon Echo, available as an application for smartphones (Graham, 2019). 
The process of Applying the Knowledge is represented by people’s ability to locate and access the information retained, and use it to develop new knowledge by integrating, innovating, creating, and extending the knowledge accessed, influencing the decision-making process (Eraut, 2010).
Applying the Knowledge and reflecting on the decisions and actions taken will result in the creation of new knowledge and the replace of existing knowledge.
Amazon used Big Data, representing the customer information gained and stored, predicting the possible products and services individuals want to purchase and recommending them (Marr, 2020). The recommendations consist in filtering the data by creating a virtual profile of every user and recommending products or services that individuals with similar profile have bought. 
Sharing Knowledge within the organisation is an essential process that helps businesses achieve success. The process improves the decision-making, learning, and innovation, facilitating culture change within the organisation (Postolache, 2021).
The knowledge sharing process comes with a series of benefits for the organisations, such as:
· Makes the organisation’s best problem-solving experiences reusable, by allowing the effective solutions to be used in all future situations, saving time and money, and keeping employees motivated (Yohn, 2020)
· Improves the decision-making process, decisions being made on actual experiences faced by members in the organisation
· Stimulates innovation and progress, by allowing employees to access valuable information and deliver better results. By stimulating innovation businesses will increase the speed of progress
· Improves customer service, by demonstrating a widespread expertise and an ability to use it in business’ favour, as well as increasing time management, which in return will separate the business from competitors
· Reduces the loss of know-how, by capturing Nanoka and Tacheuchi’s explicit and tacit knowledge, and reduces the organisation’s overall losses (Postolache, 2021).
According to Georgescu (2019), at Amazon, the knowledge is shared by using methods that have proven highly effective over the years, increasing both the honesty and communication between individuals within the organisation, such as:
· Open door philosophy, highlighting constructing communication in an environment where mutual respect is the number one priority, employees being welcomed and encouraged to engage in discussions related to suggestions, concerns or feedback with their managers, Human Resource members, or Amazon’s Leadership members
· Voice of the Associated Boards, formed in Amazon’s fulfilment centres worldwide, being physical and virtual, consisting in a form that allows employees to express their concerns, present suggestions, and ask questions daily. Through ‘Voice of the Associated Boards’ leadership members are able to reply directly to questions, encouraging dialog and ensuring efficient problem-solving processes
· Connections, consisting in an employee feedback mechanism especially created to listen to and learn from employees in order to improve employee experience, responses to the questions being shared at a managerial level, under strict confidentiality. The feedback given through ‘Connections’ mechanism allows managers to analyse the insights of the organisation, take actions if issues are discovered, or recognise opportunities to improve
· Executive Escalations, being a method that allows employees to send suggestions and complaints, or raise concerns to management, being reviewed by Human Resources and used as a learning opportunity
· Appeals Process, being a mechanism that allows employees to challenge disciplinary actions including management decisions, reviewed by the General Manager or a second level manager, to decide if a policy or practice was applied properly and consistently, and fix the issue according to the policies and practices of the organisations
· Regular In-Person Meetings, represented by meetings with General Managers, supervisors, and senior leadership, creating daily opportunities for employees to interact with leaders, raise issues, and make suggestions, improving the workplace (Amazon.com).




















Conclusion

Knowledge management helps businesses manage the flow of information, increasing business efficiency, the decision-making processes, and employee happiness and retention, building organisational knowledge.
Knowledge management should focus on people, sharing processes, content, and strategy, which in return will result in a sustainable knowledge management program. 
Using the SWOT analysis tool one can identify not only the competitive position of an organisation and create strategic plans, aiming to evaluate the future potential of the business, but also the internal and external factors that can affect the organisation’s knowledge management system, identifying risks that can become threats to the knowledge flow, as well as opportunities for acquiring, storing, sharing and applying knowledge, and tools that can further increase the management process of organisational knowledge.
Engaging Nanoka and Takeuchi’s Explicit and Tacit knowledge in a continuous transfer, combination, and conversion, as well as combining it to create Socialization, Externalization, Combination, and Internalization processes, will lead to new knowledge.
Acquiring, storing, sharing, and applying knowledge has helped Amazon gather information that leaded to marketing campaigns and online recommendations that have significantly increased the overall revenue, making the organisation the world’s most valuable retail brand.
















Recommendations

Amazon can improve its knowledge management system by reviewing the following methods:

1. Invest in search functionality
Effective search systems allow individuals within the organisation to easily find and share information, improving productivity. To create an effective search system the following are recommended:
· Introducing advanced search options, defining and reducing the number of search results
· Using document tags, helping individuals find documents relevant to specific topics
· Creating an effective indexing system, documents being associated with key words.

2. Categorise content
Re-organising knowledge content help individuals find the content they need faster, avoiding loss of time and being more productive. 

3. Encourage content creation 
Encouraging individuals to create and share content will result new content brought to the organisation. It can be achieved by providing opportunities for individuals to upload current work achievements and experience, including forums, blogs or interactive events such as Q&A sessions.

4. Develop a community of practice
Ensuring relevant content is another way of improving the knowledge management system, involving a high level of employee engagement and organisation. Developing a community of practice will allow individuals within the organisation to share the responsibility of maintaining and improving the system, identifying new resources, tools, and technology, allowing the knowledge management system to grow with business needs.

5. Make knowledge management system mobile
A mobile system will improve employee experience and corporate knowledge, as more people started working from home. 
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