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[bookmark: _Toc231117637]Introduction
Knowledge management plays a critical role in the performance and sustainability of small businesses, particularly those that rely on accurate, timely, and well‑organised information to deliver consistent services. In the dog‑grooming industry, every client and every dog presents unique needs, risks, and preferences, meaning that information must be captured, stored, and applied effectively to ensure safety, quality, and efficiency. This report examines how knowledge is managed within Kings K9 Cuts Dog Grooming, evaluating how information flows through daily operations and how organisational knowledge is created, shared, and utilised.
By analysing the business through established knowledge‑management theories, including tacit and explicit knowledge, the SECI model, the DIKW hierarchy, and the Resource‑Based View, the report identifies strengths and weaknesses in current practices. It also explores how knowledge capture, storage, and sharing can be improved to support operational efficiency, client satisfaction, and long‑term business resilience. The aim is to demonstrate how structured knowledge management can enhance decision‑making, reduce risk, and strengthen organisational capability.
The following sections apply these theories to Kings K9 Cuts to evaluate current practices, identify gaps, and propose improvements that support long‑term organisational development.
[bookmark: _Toc231117638]Knowledge Management Theory
Knowledge management refers to the systematic processes through which organisations collect, organise, share, and apply knowledge to support effective decision‑making and consistent performance. It ensures that valuable knowledge is not lost or held solely within individuals but is captured in structured, accessible forms (Nonaka & Takeuchi, 1995). For small businesses, this is particularly important because operations depend heavily on accurate information and the ability to respond quickly to client needs.
A foundational concept in knowledge management is the distinction between tacit and explicit knowledge. Tacit knowledge is personal, experience‑based, and difficult to formalise (Polanyi, 1966). In a dog‑grooming context, tacit knowledge includes skills such as reading canine body language, assessing coat condition through touch, or calming anxious dogs. Explicit knowledge, by contrast, is documented and easily shared—such as grooming notes, medical alerts, standard operating procedures (SOPs), and hygiene protocols.
Research consistently links strong knowledge‑management practices to improved organisational performance. Damanpour (1991) highlights that effective knowledge processes support innovation and adaptability. Rogers (1962) emphasises that the spread of new ideas depends on how effectively knowledge is communicated. For small businesses, structured knowledge systems improve flexibility, customer satisfaction, and operational control (Ebben & Johnson, 2005; Pelham, 1999).
Within Kings K9 Cuts, knowledge is created and used daily through client interactions, grooming assessments, and ongoing care decisions. However, much of this knowledge is stored informally across handwritten notes, digital messages, and personal memory. 
This creates vulnerabilities such as inconsistent documentation, duplicated information, and reliance on individual experience. These issues reflect common barriers identified by Riege (2005), including time constraints and lack of standardised processes.
Overall, Kings K9 Cuts demonstrates a strong foundation of tacit knowledge developed through extensive hands‑on experience. However, explicit knowledge is not captured with the same level of consistency, which limits the organisation’s ability to share information effectively, maintain standardisation, and support long‑term planning. Strengthening documentation practices, improving digital storage systems, and embedding more structured processes would enhance accessibility, accuracy, and organisational resilience (Skrzypek, 2004).
[bookmark: _Toc231117639]Tacit and Explicit Knowledge in the Workplace
Tacit and explicit knowledge coexist within Kings K9 Cuts and collectively shape the quality, safety, and consistency of grooming services. Understanding how these forms of knowledge operate within the business is essential for identifying opportunities to improve knowledge management practices.
[bookmark: _Toc231117640]Tacit Knowledge
Tacit knowledge is embedded in the practical skills, intuition, and professional judgement that groomers develop over time. At Kings K9 Cuts, tacit knowledge is demonstrated through:
· Calming anxious or reactive dogs
· Interpreting subtle behavioural cues
· Assessing coat condition through touch
· Adapting techniques for elderly, disabled, or nervous dogs
· Developing a refined “feel” for scissoring, blending, and de‑matting

This form of knowledge represents a significant competitive advantage because it is experience‑based, difficult to articulate, and cannot be easily replicated by competitors. It is central to the salon’s ability to deliver high‑quality, personalised grooming services.
[bookmark: _Toc231117641]Explicit Knowledge
Explicit knowledge refers to information that is formalised, documented, and easily shared across the organisation. At Kings K9 Cuts, explicit knowledge includes:
· Grooming checklists
· Standard operating procedures (SOPs)
· Health and safety policies
· Cleaning and hygiene protocols
· Breed‑specific grooming guides
· Digital client notes and grooming histories

Explicit knowledge supports consistency, training, and quality control by providing clear guidance that can be accessed by all staff. However, current practices show that explicit knowledge is not always captured or updated consistently. This can lead to gaps in communication, duplicated effort, and occasional inconsistencies in service delivery.
[bookmark: _Toc231117642]The SECI Model of Knowledge Creation
The SECI model (Nonaka & Takeuchi, 1995) explains how knowledge is created and transformed through four processes: Socialisation, Externalisation, Combination, and Internalisation. Applying this model to Kings K9 Cuts highlights how knowledge flows through the business and where improvements are needed.
[bookmark: _Toc231117643]Socialisation (Tacit → Tacit)
Socialisation occurs through shared experience, observation, and informal interaction. At Kings K9 Cuts, this includes learning how to read dog behaviour, recognising coat texture, or developing calming techniques. These skills are developed through practice rather than written instruction, aligning with Polanyi’s (1966) view that tacit knowledge is difficult to articulate. While socialisation is strong, it relies heavily on memory and individual experience, which limits consistency.
[bookmark: _Toc231117644]Externalisation (Tacit → Explicit)
Externalisation involves converting tacit knowledge into written or recorded forms. At Kings K9 Cuts, this includes writing client preferences, behavioural notes, or medical alerts. However, this process is inconsistent, meaning valuable insights may be lost or recorded informally across different platforms. Improving externalisation would ensure that critical information is captured accurately and shared effectively (Probst, Raub & Romhardt, 2002).
[bookmark: _Toc231117645]Combination (Explicit → Explicit)
Combination refers to organising and integrating explicit knowledge into structured systems. Kings K9 Cuts could strengthen this by consolidating client notes, grooming histories, and medical information into a single organised system. Research shows that structured information systems improve efficiency and decision‑making in small businesses (Pelham, 1999; Ebben & Johnson, 2005).
[bookmark: _Toc231117646]Internalisation (Explicit → Tacit)
Internalisation occurs when explicit knowledge becomes part of an individual’s tacit understanding through practice. Written grooming instructions, breed‑specific notes, and health alerts help guide groomers’ actions until they become second nature. This supports consistent grooming techniques and safe handling practices (Skrzypek, 2004).
[bookmark: _Toc231117647]Evaluation of SECI at Kings K9 Cuts
The SECI model shows that Kings K9 Cuts has strong tacit knowledge and effective experiential learning but weaker processes for capturing and organising explicit knowledge. Strengthening externalisation and combination would reduce reliance on memory, improve consistency, and support long‑term business development (Riege, 2005).
[bookmark: _Toc231117648]The DIKW Framework
The DIKW hierarchy - Data, Information, Knowledge, and Wisdom - explains how raw facts are transformed into meaningful organisational insight (Ackoff, 1989; Rowley, 2007). This model provides a useful lens for understanding how everyday observations, client notes, and grooming experiences at Kings K9 Cuts evolve into informed decisions and consistent service quality.
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Data refers to raw, unprocessed facts collected during routine grooming tasks. In the salon, this includes:
· Coat condition notes
· Dog weight
· Appointment duration
· Behavioural observations
· Product usage

These facts form the foundation for higher‑level understanding (Rowley, 2007).
[bookmark: _Toc231117650]Information
Information emerges when data is organised or compared. Examples include:
· Recognising that severe matting increases grooming time
· Identifying breed‑specific tool requirements
· Tracking behavioural triggers

Patterns begin to emerge, enabling more accurate planning and consistent service delivery.
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Knowledge develops when information is interpreted and applied to decision‑making. In Kings K9 Cuts, this includes:
· Adjusting handling techniques
· Selecting appropriate de‑matting strategies
· Recognising seasonal grooming patterns
· Estimating appointment lengths

This reflects Nonaka’s (1994) view that knowledge becomes actionable understanding.
[bookmark: _Toc231117652]Wisdom
Wisdom represents the strategic application of knowledge to improve long‑term performance. In the salon, wisdom is demonstrated through:
· Developing SOPs
· Designing a time‑based booking system
· Training new staff
· Making informed equipment investments

Wisdom enables the business to operate efficiently and consistently, even during staff turnover or peak workloads such as May and December.
[bookmark: _Toc231117653]Applying DIKW to Kings K9 Cuts
The DIKW model illustrates how everyday details - such as coat assessments, behavioural notes, and grooming histories—can be transformed into valuable organisational knowledge. This supports decision‑making, improves service quality, and strengthens the business’s knowledge‑management culture.
While the SECI and DIKW models provide useful frameworks for understanding how knowledge develops within Kings K9 Cuts, both models have limitations that must be acknowledged. The SECI model assumes that tacit knowledge can always be externalised, yet in practice, some grooming expertise, such as intuitive handling of reactive dogs, cannot be fully articulated or standardised, which limits the model’s applicability in highly experience‑based environments. Similarly, the DIKW hierarchy has been criticised for oversimplifying the transition from data to wisdom, as it does not account for contextual factors, emotional labour, or the subjective judgement required in dog‑handling decisions. Recognising these limitations is important because it highlights the need for flexible, context‑sensitive knowledge‑management processes rather than relying solely on linear models.
[bookmark: _Toc231117654]Knowledge Management in Practice
Knowledge management in Kings K9 Cuts involves the creation, storage, sharing, and application of both tacit and explicit knowledge.
[bookmark: _Toc231117655]Knowledge Sharing
Effective knowledge sharing ensures that valuable expertise becomes part of the salon’s collective capability. This occurs through:
· Mentoring
· Technique discussions
· Behavioural briefings
· Informal problem‑solving conversations

Knowledge sharing reduces mistakes, improves safety, and supports consistent service quality.
[bookmark: _Toc231117656]Information Storage
Information storage ensures that important data is accessible, accurate, and up‑to‑date. In dog-grooming, this includes:
· Digital client records
· Behavioural and medical notes
· Grooming histories
· Incident reports
· Cleaning logs
· Appointment schedules

Effective storage prevents knowledge loss and supports continuity, especially when different groomers work with the same dog.
[bookmark: _Toc231117657]Business Case for Knowledge Collection and Distribution
A structured approach to knowledge collection and distribution is essential for Kings K9 Cuts because the business relies heavily on accurate, consistent, and timely information to deliver safe and high‑quality grooming services. Effective knowledge management ensures that information is captured, organised, and applied in ways that support operational performance (Nonaka & Takeuchi, 1995). At present, much of the business’s knowledge is tacit and held within individual groomers, creating vulnerabilities such as inconsistent documentation, variable service delivery, and reliance on personal memory. Tacit knowledge is valuable but difficult to transfer, making organisations overly dependent on individual expertise (Polanyi, 1966). As the grooming industry becomes increasingly regulated, with greater emphasis on animal welfare, data protection, and professional standards, the business must ensure that critical knowledge is captured systematically and shared across the team (Lips, 2020; McCubbin, 2022).
Recent changes in UK data‑protection expectations and increased scrutiny of animal‑welfare standards in grooming environments further reinforce the need for structured knowledge processes. As small service‑based businesses face growing regulatory and customer‑driven expectations for transparency and professionalism, effective knowledge management becomes essential rather than optional.
Establishing formal processes for recording behavioural notes, grooming histories, medical alerts, and operational procedures will reduce risk, improve decision‑making, and support continuity when different groomers work with the same dog. Research shows that structured knowledge systems improve consistency, reduce errors, and enhance organisational learning (Dalkir, 2017; Probst et al., 2002). Effective knowledge distribution also enhances efficiency by reducing duplicated effort, improving workflow predictability, and enabling staff to access the information they need at the point of service (Ebben & Johnson, 2005). By embedding structured knowledge practices, Kings K9 Cuts can strengthen service consistency, support staff development, and build long‑term organisational resilience, aligning with the Resource‑Based View that identifies knowledge as a strategic asset that contributes to sustained competitive advantage (Barney, 1991).
[bookmark: _Toc231117658]Linking Knowledge and Information to the Workplace
Effective knowledge management depends on understanding how information and expertise are applied within real workplace contexts. In a small business such as Kings K9 Cuts, every decision – from booking appointments to handling individual dogs – relies on accurate information and shared professional knowledge. The table below demonstrates how various forms of knowledge contribute to organisational efficiency, safety and service quality. By connecting these concepts to practical examples, it highlights how structured knowledge processes create a consistent, high-quality grooming environment and support continuous improvement across the team.

	Concept
	Example in the Workplace
	Why it Matters

	Information
	Dog’s age, breed, appointment time
	Ensures organisation and accuracy

	Tacit Knowledge
	Handling a nervous dog
	Improves safety and quality

	Explicit Knowledge
	Grooming SOPs
	Ensures consistency

	Knowledge Sharing
	Staff discussing techniques
	Builds team capability and further develops rapport

	Information Storage
	Client notes in system
	Prevents knowledge loss

	Knowledge Management Tools
	Booking software, templates
	Supports efficiency 



By integrating tacit and explicit knowledge into daily practice, Kings K9 Cuts creates a structured environment that supports consistent service quality and continuous improvement. This aligns with Nonaka and Takeuchi’s (1995) SECI model, where knowledge is continually converted and shared, and with Dalkir’s (2017) view that organised knowledge processes enhance adaptability. Together, these knowledge assets form a unique capability that strengthens the salon’s competitive position, consistent with the Resource-Based View (Barney, 1991).
[bookmark: _Toc231117659]Resource‑Based View: Knowledge as a Strategic Resource
The Resource‑Based View argues that an organisation’s most valuable assets are those that are valuable, rare, inimitable, and organised (Barney, 1991). In Kings K9 Cuts, the most important resources are knowledge‑based, particularly tacit knowledge.
[bookmark: _Toc231117660]Key Knowledge Resources
· Grooming expertise
· Understanding coat types and breed standards
· Behavioural knowledge
· Safe handling techniques
· Individual dog knowledge
· Hygiene and workflow knowledge

These knowledge‑intensive resources directly influence service quality, customer satisfaction, and operational efficiency.
[bookmark: _Toc231117661]KPIs Based on VRIO‑Backed Knowledge Resources
To ensure that knowledge resources are effectively utilised, Kings K9 Cuts can implement Key Performance Indicators (KPIs) aligned with VRIO strengths. These KPIs provide measurable evidence of how well knowledge is being applied in practice.
Average grooming time per dog reflects operational efficiency and the application of grooming expertise. Reductions in grooming time, without compromising quality, indicate effective use of tacit knowledge and improved workflow.
Re‑grooming or fix rate measures the accuracy and consistency of grooming outcomes. A low fix rate suggests strong application of tacit grooming knowledge and adherence to explicit standards.
Repeat booking rate is a direct indicator of customer satisfaction and trust, linking closely to the salon’s reputation and individual dog knowledge. High repeat rates demonstrate that clients value the service and perceive consistent quality.
Consultation time reflects how efficiently groomers gather and interpret dog‑specific knowledge. Consistent consultation times indicate effective information‑gathering processes and strong communication practices.
On‑time completion rate measures workflow efficiency and the groomer’s ability to manage behavioural challenges. High rates suggest effective use of behavioural knowledge and time‑management skills.
Appointment utilisation rate indicates how effectively the salon forecasts demand and fills available slots. This KPI reflects the organisation’s operational knowledge and ability to manage capacity.
Together, these KPIs demonstrate how performance measurement can be grounded in the business’s strategically valuable knowledge resources.
[bookmark: _Toc231117662]GAP Analysis for Kings K9 Cuts
A GAP analysis identifies the difference between the business’s current state and its desired future state, highlighting areas where improvements in knowledge management, processes, and performance measurement are required. For Kings K9 Cuts, the analysis focuses on how effectively knowledge resources are being utilised and how well current practices align with the KPIs derived from VRIO‑backed strengths.
[bookmark: _Toc231117663]Current State vs Desired State
[bookmark: _Toc231117664]1. Grooming Expertise (Tacit Knowledge)
Current State: Groomers rely heavily on tacit knowledge gained through experience. While this results in high‑quality grooming, the absence of consistent documentation means this expertise is not easily transferred or standardised.
Desired State: Tacit knowledge is supported by structured explicit knowledge, enabling consistent service delivery and easier onboarding of new staff.
Gap: Lack of formalised processes to convert tacit knowledge into explicit guidance.
Related KPI:
· Average grooming time per dog
· Re‑grooming or fix rate
[bookmark: _Toc231117665]2. Behavioural Knowledge and Handling Skills
Current State: Staff demonstrate strong behavioural knowledge, but behavioural notes are not always recorded consistently, leading to occasional gaps in communication.
Desired State: Behavioural information is captured systematically and accessible to all staff before each appointment.
Gap: Inconsistent recording of behavioural triggers and handling strategies.
Related KPI:
· On‑time completion rate
· Consultation time
[bookmark: _Toc231117666]3. Individual Dog Knowledge
Current State: Groomers hold detailed knowledge of regular dogs, but this is often stored in memory or informal notes.
Desired State: A complete, accurate, and up‑to‑date digital profile for every dog, including coat history, behavioural notes, and grooming preferences.
Gap: Reliance on memory increases risk of inconsistency and reduces continuity when different groomers work with the same dog.
Related KPI:
· Repeat booking rate
[bookmark: _Toc231117667]4. Operational Knowledge and Workflow Efficiency
Current State: Operational processes are effective but not fully standardised. Appointment lengths vary, and workflow efficiency depends heavily on individual judgement.
Desired State: Clear SOPs, standardised appointment durations, and consistent workflow patterns.
Gap: Limited use of explicit workflow documentation and inconsistent time allocation.
Related KPI:
· Appointment utilisation rate
· Average grooming time per dog
[bookmark: _Toc231117668]5. Information Storage and Documentation
Current State: Digital notes exist but are not always complete or consistently updated. Some information is stored across multiple platforms.
Desired State: A single, centralised, well‑maintained digital system for all client and dog information.
Gap: Fragmented information storage reduces accuracy and increases risk of errors.
Related KPI:
· Consultation time
[bookmark: _Toc231117669]6. GDPR and Information Governance
Current State: Basic GDPR compliance is in place, but information governance practices are informal and not fully documented.
Desired State: A clear, documented information governance framework aligned with GDPR principles.
Gap: Lack of formal policies increases risk of non‑compliance and reduces client confidence.
Related KPI:
· Repeat booking rate (trust‑based indicator)
[bookmark: _Toc231117670]Summary of GAP Analysis and KPI Alignment

	Area
	Current State
	Desired State
	GAP
	KPI Link

	Tacit Knowledge
	Strong but undocumented
	Documented and standardised
	Lack of explicit processes
	Grooming time, Fix rate

	Behavioural Knowledge
	Strong but inconsistently recorded
	Fully documented
	Missing behavioural notes
	On-time completion

	Dog-Specific Knowledge
	Stored in memory
	Digitally recorded
	Inconsistent profiles
	Repeat booking

	Operational Knowledge
	Effective but variable
	Standardised workflows
	No formal SOPs
	Utilisation rate

	Information Storage
	Fragmented
	Centralised
	Multiple systems
	Consultation time

	Information Governance
	Basic compliance
	Formal framework
	Lack of communication
	Repeat booking



Although tacit knowledge is a major strength, over‑reliance on it creates operational risk. When expertise is held primarily in individuals’ memory, the business becomes vulnerable to staff absence, turnover, or inconsistent interpretation of grooming practices. This highlights the strategic need to convert critical tacit knowledge into explicit, shareable formats.
[bookmark: _Toc231117671]GDPR and Information Governance
Kings K9 Cuts routinely processes personal data relating to clients and their pets, making compliance with the UK General Data Protection Regulation essential (McCubbin, 2022). Effective data governance ensures that information is handled legally, ethically, and securely, supporting both operational efficiency and client trust.
[bookmark: _Toc231117672]Key GDPR Principles Applied in the Workplace
· Lawfulness, fairness, and transparency: Clients must understand what data is collected and why.
· Purpose limitation: Data is used only for legitimate grooming‑related purposes.
· Data minimisation: Only information necessary for safe and effective grooming is collected.
· Accuracy: Records must be kept up‑to‑date to avoid errors, such as using unsuitable products.
· Storage limitation: Data is retained only as long as necessary and disposed of securely.
· Integrity and confidentiality: Personal data must be protected through secure systems, passwords, and controlled access.
· Accountability: The salon must demonstrate compliance through policies, training, and documented procedures.

[bookmark: _Toc231117673]Information Governance
Information governance refers to the broader framework of policies and controls that ensure information is managed responsibly. In a grooming salon, strong governance supports safe handling practices, accurate record‑keeping, and consistent service delivery. It also reinforces client confidence by demonstrating that personal data is treated with professionalism and care (Lips, 2020).
In addition to GDPR compliance, Kings K9 Cuts must ensure that information systems uphold the principles of confidentiality, integrity, and availability. Confidentiality is maintained by restricting access to client and dog records through password‑protected systems and role‑based permissions, ensuring that only authorised staff can view sensitive information. Integrity is supported by accurate data entry, regular updates to grooming notes, and version control to prevent errors or unauthorised alterations. Availability is ensured by storing records in secure cloud‑based systems with automatic backups, allowing staff to access essential information even during technical issues or staff absences. Embedding confidentiality, integrity, and availability strengthens information governance and reduces operational risk by ensuring that data remains secure, accurate, and accessible when needed. (Tchernykh, A. et al, 2019).
[bookmark: _Toc231117674]Conclusion
Knowledge management is essential for ensuring quality, safety, and efficiency in small service‑based businesses such as Kings K9 Cuts Dog Grooming. The analysis undertaken throughout this report demonstrates that effective knowledge practices underpin every aspect of grooming operations, from behavioural assessment and coat management to client communication and service consistency. By examining the organisation through established knowledge‑management theories—including tacit and explicit knowledge, the SECI model, the DIKW hierarchy, and the Resource‑Based View—it becomes clear that Kings K9 Cuts possesses a strong foundation of tacit knowledge developed through extensive hands‑on experience. This tacit expertise is a significant strategic asset, contributing directly to service quality and competitive advantage. However, the evaluation also highlights that explicit knowledge is not captured or organised with the same level of consistency, creating vulnerabilities in communication, continuity, and long‑term planning.
Addressing these weaknesses requires a more structured approach to documentation, digital storage, and information standardisation. Strengthening explicit knowledge processes would reduce reliance on individual memory, improve the accuracy and accessibility of client information, and support more consistent decision‑making across the team. Enhancing digital systems and embedding clear procedures for recording behavioural notes, grooming histories, and client preferences would also contribute to improved operational efficiency and reduced risk.
The application of the RBV and VRIO frameworks further demonstrates that Kings K9 Cuts holds several knowledge‑based resources that provide sustained competitive advantage, including grooming expertise, behavioural knowledge, and individual dog knowledge. Translating these strengths into measurable performance indicators—such as grooming time, fix rates, repeat bookings, and on‑time completion—ensures that knowledge is not only recognised but actively monitored and leveraged to support continuous improvement.
In addition, ensuring GDPR‑compliant information governance is essential for maintaining client trust and protecting the organisation from legal and reputational risk. Strong governance practices reinforce the professionalism of the business and ensure that personal data is handled responsibly, ethically, and securely.
Overall, the findings of this report indicate that Kings K9 Cuts is well‑positioned to enhance its performance by embedding more formalised knowledge‑management practices into everyday operations. By strengthening explicit knowledge capture, improving digital systems, implementing targeted KPIs, and maintaining robust information‑governance standards, the business can build greater resilience, support staff development, and deliver consistently high‑quality grooming services. In doing so, Kings K9 Cuts can continue to grow its reputation, deepen client loyalty, and sustain a meaningful competitive advantage within the local grooming industry.
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