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[bookmark: _Toc72098348]Introduction

In this assignment there will be research on knowledge management. This will include knowledge management, knowledge cultures, creating, storing, applying, integrating, and sharing knowledge. The relevance of data, information, knowledge, and wisdom. It will include the importance of knowledge management and knowledge assets to individuals and organisations. Throughout the assignment there will be management tools and techniques, such as SECI and DIKW. Tables, mind maps and diagrams will be placed in appendices. Working for 3M Bridgend in the stores as a purchaser will give plenty of opportunities to apply this research to a workplace, using examples from a global organisation. This will include current K-SWOT, PEST analysis and frameworks with recommendations for improvements.

1.0 [bookmark: _Toc72098349]Provide an evaluation of the concept and importance of knowledge management in the context of an organisation’s knowledge assets.

[bookmark: _Hlk72095718]Jelenic (2011) states that knowledge assets, comprising of intangible resources are more important than tangible resources. In appendix 1 is a table of data, this shows that some of the global brand leaders only have a small number of tangible resources. This will be made up of land, property, machinery, items that you can physically touch and put a price on. The intangible resources will be the employees, directors, stakeholders, and shareholders who hold knowledge. There is no price on these individuals and their creativity, motivation, flexibility, but they are what makes a company successful and can give a company a competitive advantage. These individuals must have professional development. They should attend training courses and feel valued by the company. The culture of the company should make the staff feel like they can share ideas because they trust their co-workers and managers. 
Teece (2000) state that it is vital to have individuals who share knowledge. Knowledge not shared can be knowledge lost. Managing knowledge correctly by encouraging knowledge sharing is key. Tacit knowledge is the knowledge an individual has. A creative thinker will have many ideas in their head, which is not available anywhere else. This can put a company at a competitive advantage, by producing innovation, which must be shared and managed correctly. This is because any competitors will not have the same information. The individuals must be in a knowledge sharing environment, or this information can be lost. Sharing of information can happen in the workplace through shadowing, team meetings, lunch breaks. It can be informal as well as formal situations. In the current workplace there is a Research & Development block, their door is always open for any ideas. R&D will never belittle anyone or their ideas and that makes staff comfortable to share with them.  

[bookmark: _Toc72098350]1.1   	Explain the relationship between data, information, and knowledge.

According to Ackoff (1989) data is raw, it can consist of symbols, numbers, letters and alone may not make any sense. It is only when key questions are applied to the data that there can be any information gained. The questions will be what? Why? Where? Who? When? Only once that has happened can the data have value in the form of information, raw data has no value. Once the information has been processed and understood this will turn into knowledge. Bellinger et al (2004) explains that there are different types of knowledge, they give an example of rote learning. This knowledge is called Tacit knowledge and is only useful to the person who knows it. Explicit knowledge is information that is easily available, it may be written down and it will be easy to follow. In the example of rote learning there is no understanding of that subject and therefore can not be applied to other circumstances. A person who can apply cognitive reasoning and judgement to their knowledge to apply it to other scenarios will use wisdom. 
Tacit and Explicit knowledge can be converted. The most popular framework is the SECI model. According to Hoe (2006) the model in appendix 2, often depicted with a spiral in 4 sections, will begin at the socialisation stage. During socialisation, the knowledge passed between individuals will be through communication, and be tacit to tacit. These exchanges could be in informal setting such as lunch breaks or more formal like on the job training. As the spiral moves into the next section externalisation the tacit information is written down, deciphered, potentially transferred into handbooks, leaflets, and documents. Once the knowledge has exchanged it will be easier to share to others. The next section the spiral moves to is combination. The combination section is explicit to explicit knowledge. The written information can be merged with other written information to create new documents – handbooks for example can be updated with previous and new information. The last section is internalisation. This is explicit to tacit knowledge. The written information is absorbed by the reader which will enable them to add the information to their own tacit knowledge. They can share this knowledge through conversations and job training, enabling the spiral to start again, building upon knowledge.
[bookmark: _Hlk71990916]Despite the SECI framework being very popular, and as simple as it may sound above it is quite complex. Many academics have doubted that it is knowledge creation at all, and at best it could only be seen as information creation. Gourlay (2003) states that the original research by Nonaka was weak. The original research on breadmaking could be described as accidental, as there was not clear tacit to tacit exchanges, it was more trial and error of those involved. Farnese et al (2019) agree with this, stating that there is insufficient evidence, especially from an overall workplace situation. The original research focused on managers and not all employees. There are strengths and weaknesses for and against this model, however, in the current workplace it would be a good model to use as there is currently nothing in place to share knowledge or build on knowledge already gained.

[bookmark: _Toc72098351]1.2	Explain the relationship between individual knowledge and organisational knowledge.
As stated in 1.1 individuals have information inside their heads, tacit knowledge, that is only useful to an organisation when shared. According to Wright (2005) individuals use tacit knowledge on everyday tasks, mostly subconsciously. The difficulties that may arise are when the individuals must put more thought into their tasks, problem solving will challenge them. These problem-solving exercises may be where individuals will rely on others and need the help of their colleagues. They may join forces with other departments or seek advice from other staff members, that may have had a similar project or simply been in the organisation for longer. They also reinforce the importance of having further training and professional development. Training is a benefit to the organisation as it gives an individual further knowledge, this will lead to expertise. 
Yang et al (2010) agree with Teece (2000) that organisational knowledge is key to gaining a competitive advantage. Therefore, organisations need to encourage individuals to receive training, broaden their knowledge, to be creative and become experts in their field. Most importantly the organisation will be most interested in individuals sharing that knowledge with others. Knowledge workers will happily share this information, they are interested in the organisation and its success. Organisations will use strategies for sharing knowledge, such as shadowing. If a member of staff is fully trained in an area, it is important that the knowledge is shared with other staff members. This may be vital to the smooth operation of the organisation because if there are areas where the job is unknown, and staff members are ill or leave then that knowledge is lost.
This is currently an issue in the workplace. There is a section, where the employee will not allow others to do the job. They have recently had shipping training, due to BREXIT there has been a lot of changes. This has caused carnage in the workplace, which has now meant involvement from another site, giving disciplinary action that it must change. 3M believe that all departments should have shared knowledge and be able to cover different stations. This is important for a cohesive working day and a smooth flow for issues such as absenteeism. Individual knowledge only turns into organisational knowledge when it is shared.  An organisation that pays money to enhance an individual’s knowledge and expertise, do so for the benefit of both the individual and the organisation. The manager at that station has been held accountable by HR as they have failed to deal with the issue or encourage knowledge sharing. The manager has now asked another manager to support that section. This will now include dealing with conflict and repairing strained relationships between the staff. The staff who are active knowledge workers are very unhappy that management has allowed this behaviour to continue. 

[bookmark: _Toc72098352]1.3	Apply analysis and modelling techniques to identify knowledge assets.

Helms & Nixon (2010) state that SWOT analysis is a popular management tool that can be used in different circumstances including knowledge SWOT analysis. The table in Appendix 3 is a general K-SWOT. It gives examples of identifying Strengths, Weaknesses, Opportunities and Threats in organisations. It shows where there are strengths in knowledge, this will always include staff members as they will have a great deal of knowledge. Staff members are also a weakness as they may be unwilling to train or change, but the biggest threat will be losing a staff member who has unshared tacit knowledge. If an organisation is aware that this is a weakness, they have the chance to act. If an organisation can act on their weaknesses, they can turn them into strengths. It has already been established that losing staff with tacit knowledge is a weakness, an exit interview could solve this problem and turn this into a strength. This process can be applied to threats. A threat to the organisation may be the size of the workspace, especially with the added threat of Covid -19 and social distancing. The size of the site may mean that there is room for expansion, therefore the threat of the workspace can be turned into an opportunity by expanding.
The table in Appendix 4 is a personal K-Swot. It is like the general K-Swot in Appendix 3 with some added important issues that are current in 3M. 3M’s biggest strength is its staff. They overall are very knowledgeable, happy to share knowledge and to help others and the organisation. 3M’s biggest weakness is the untrained managers. They are afraid of conflict from staff that they have inherited from the previous company, they have no management qualifications and have inherited their positions because they were working for the organisation when an opportunity arose. This weakness could be turned into a strength if the managers were encouraged to gain management qualifications. 3M’s Bridgend site is on a massive open space which has many opportunities, especially for team building and wellness breaks. 3M’s biggest current threat is covid-19. Being a medical company 3M have been under a great amount of pressure during the pandemic to get supplies to hospitals & medical clinics, unfortunately the building is not big enough for all the staff to social distance and therefore they are having to split shifts/work from home where possible. The opportunity available from the threat of covid-19 would be to use part of the green space to expand the workspace, which would also enable 3M to recruit more staff because there is a current need.
PEST is an acronym for Political, Economic, Social and Technological analysis. According to Sammut-Bonnici & Galea (2015) PEST analysis is a model applied by many organisations to evaluate risks. This tool is often used alongside Swot analysis. The table in Appendix 5 is PEST analysis on the current issues effecting 3M. The last 18 months 3M have had to focus on the Political scene with regards to BREXIT, this is still current and causing issues, although they are working through these, there can still be changes as it is not fully completed. Economic for 3M are positive with scope to be able to expand the workspace and employ more staff. Covid-19 is also a social issue, due to high infection rates it puts a strain on the business to produce more medical testing devices. As Covid-19 is so unstable, and the data differs when there is more socialisation it is difficult to make any predictions. 3M’s greatest asset for technological is having an R&D department onsite, the organisation is innovative and can compete with growing trends and technological advancements.

[bookmark: _Toc72098353]1.4      Evaluate actual and potential knowledge assets. Provide a rationale for capturing and managing knowledge.

The table in Appendix 6 lists the actual and potential knowledge assets at 3M Bridgend. It highlights that people, their knowledge, and the ways they share their knowledge is vital to keeping knowledge within the company.  The company intranet is a firm favourite tool within the company to capture and share knowledge, especially the training sections and the information available on 3M the brand. All the information on the company intranet is a reliable source. 3M Bridgend is the only company in the world that make this specific product. It is bespoke, which has its advantages as there will always be a need for it. There is also a disadvantage to this because there are no competitors to learn from or share knowledge.
Conger & Probst (2014) state that the DIKW Pyramid in Appendix 7 is an important model. The hierarchal model starts with Data at the bottom, the next section is Information, rising into Knowledge and ending with Wisdom. This model makes sense and is a tool used in the current workplace. As discussed previously, data is raw and needs to be questioned to have the information which is a step up. The information needs to be understood and applied in a scenario to get to the next level of knowledge. The final step up is Wisdom, to reach this step the knowledge needs to be understood, reflected on, and applied to different scenarios. It is hierarchical and makes sense, it is a popular model. Fricke (2009) disagrees that this model is of any use at all. Their main argument is that to receive any data, there must be information on the data that is collected. They give the example of researching temperatures in a month, the person will know what they are, what month, and why they want them. This does make sense, in the current workplace, the data collected will be collected for a reason.
To conclude, section 1 reinforces the importance of sharing knowledge in the workplace. In 3M Bridgend it is vital that knowledge is captured, stored, and shared correctly. This is becoming more obvious with the number of issues and conflicts that have arisen due to the gatekeeping of knowledge. The progress of the individuals suffers, and the company suffers. This is not 3M’s culture and other sites are not impressed with having to intervene with 3M Bridgend. The Managers are responsible and need urgent management training.

2.0 [bookmark: _Toc72098354]Demonstrate an understanding of important knowledge management processes in the context of organisational development.

According to Rollett (2012) there are two ways to manage knowledge in an organisation. One is people centred and the other is technology centred. When the focus is people, it will involve discussions and questioning, to create and gain knowledge – potentially sessions such as brain storming may help with creation. When it is more technology based, the information will be readily available on databases or intranets and easily shared with others. For Global organisations technology is key, they can reach people all over the world with one click. Global organisations can have thousands of employees, meaning that they should have thousands of ideas and voices. To be efficient an organisation will benefit from both people and technology to create, store, apply and integrate knowledge. Knowledge can be shared successfully in any size of organisation. The main key to knowledge sharing is having a knowledge culture in the organisation and to employ or train/retrain knowledge workers. All employees must be made aware of the benefits of knowledge sharing to the individual and the organisation.

[bookmark: _Toc72098355]2.1	Explain what is required to create, store, apply and integrate knowledge.

The table in Appendix 8 gives examples of how knowledge is created. The first column focuses on face-to-face interaction and includes meetings and shadowing others at work, using mainly verbal communication. The second column is written information using digital applications such as e-mails, internet, intranet except for letters. Letters are not a popular choice of communication, but they are still received/sent on occasion. The mind map in Appendix 9 goes into further detail of how the knowledge is captured in 3M. There are three main buyers of the testing kits, however, they are tailored to each specific field. Medical Services, Environmental Agencies and Local Authorities are obliged to supply feedback on their products. The feedback will be used to make any changes necessary, should it be a failure issue then it would be passed to R&D immediately for further testing. This feedback is vital to the continued success of the product and the company.
According to Chou (2005) the management, storage and easy retrieval of knowledge can be more important than the actual knowledge itself. If there is tacit, unshared, difficult to find knowledge, it is useless. The sharing and storing of information and documents are vital. There are many ways to capture knowledge as already stated. In 3M Bridgend, all information should be recorded in specific files/databases and every person in that department will have access to it. This is across all sites. Unfortunately, there is also the option of gatekeepers not sharing their knowledge or storing it correctly. As already established, I.T. is a good tool for knowledge storage, however, Choi et al (2010) explain that having access to this knowledge is not enough. The information must be legible and potentially step by step so that the user can apply it correctly. 3M’s intranet is very interactive, user friendly, has basic instructions and practice sessions. If there is ever an issue, there is a live chat available. All users are encouraged to use the technology available to enhance and apply their skills.
Coll et al (2011) state that there is a vast difference between learning and applying knowledge in a classroom setting and being able to integrate it in the workplace and subsequent workplaces. Once in the workplace the knowledge learned and integrated can be trial and error. This works both ways, this degree being a prime example of that. knowledge is learned, applied, integrated in the workplace, and then taken into the classroom. In the classroom it is examined and there is a greater understanding of the importance of knowledge management, to individuals and organisations. Jiang & Chen (2018) explains that knowledge workers in a team, integrating their knowledge is the goal. Surprisingly, they state that this has little to do with having a great leader, and more to do with the cohesive team working together and sharing knowledge for the benefit of the individuals and the company. This is not happening in certain departments in 3M. The gatekeeping of knowledge and specific tasks has caused issues and the managers are now firefighting daily.

[bookmark: _Toc72098356]2.2	Intellectual Property Rights.

According to Granstrand (2005) Intellectual Property Rights (IPRs) are vital. They protect an individuals or organisations product. There are different IPRs for different products and include patents, trademarks, copyrights, and trade secrets. It is illegal to copy products, and this applies to any item from inventions, music, books, slogans to movies, photos, and everything in between that has any protection. Gov. UK (2020) state that there is no fee for IPRs and that everyone has the right to protect their own products.  Unless otherwise stated, any invention at an organisation, belongs to the organisation and not the individual creating the product. 3M Bridgend have patents on their products, any tweak in a formula will be patented immediately, this does lead to the company having many patents as they are very innovative. Other organisations may make similar formulas, but due to the IPRs this will not be an exact copy. This works both ways, 3M must be cautious when testing and inventing new products that there is not an exact product already available.
The conclusion of section 2 is that it is vital that all knowledge should be created, stored, applied, and integrated correctly. Knowledge sharing is key and should be encouraged for individual and organisation gain. Technology and people both play important roles in knowledge processes. It is important to be mindful of laws and IPR’s when inventing new products or tweaking existing products. 

[bookmark: _Toc72098357]3.0	Provide a framework for establishing a knowledge management culture.

Although Jacks et al (2012) state that there is not a framework for knowledge management culture, there is a crossover between organisational culture and knowledge management. Culture involves beliefs, values, and attitudes, these can be applied to knowledge management. If there are staff members who have the belief that their knowledge will only benefit them and put them at the top, they will not share it. If the workplace does not explain the importance of sharing their knowledge, or that unshared knowledge is useless, then it will continue to be withheld. Rai (2011) agrees with Jacks et al (2012) that there is no specific framework. They explain that if the culture is correct in the organisation, then the knowledge management will follow that trend. If there is a strong workforce, working together for the sake of individuals and the organisation they will naturally be happy to share knowledge. 

[bookmark: _Toc72098358]3.1	Explain the contribution knowledge assets have on an organisation.

Carlucci & Schiuma (2006) explain the difficulty in measuring knowledge assets. This is not quantifiable. This can be an issue for organisations, and managers, who will be employing knowledge workers, without knowing the benefit they bring. In Appendix 10 is a diagram of a Knowledge Assets Value Spiral (KAVS). This spiral is for the organisation to breakdown key areas. The definition of key company’s performance targets, analysis of knowledge asset value drivers, definition of knowledge asset management process and assessment of performance improvements. Once these sections have been broken down the managers can make sense of the contribution they are making to the organisation. Knowledge workers are creative thinkers, team players and are interested in the success of the company. They will tell peers, suppliers, customers that they are happy at work and that it is a good organisation. This will encourage return business. 

[bookmark: _Toc72098359]3.2	Evaluate the knowledge requirements for the organisation.

3M’s biggest knowledge asset is the R&D staff, they are creative and innovative – they invent new products and help 3M to be ever changing, being mindful of trends including environmental issues. They strive to use better environmentally friendly products and make worldwide changes.  3M Bridgend is a stand-alone site; therefore, it needs to run as smoothly as possible. The organisation requires knowledge workers that are creative and put forward ideas. This can be any ideas, not just product related. 3M is particularly interested in environmental ideas, such as reduce, reuse, or recycle. 3M reward staff. This can be a reward for helping colleagues, having ideas, following health, safety & first aid instructions, any action that benefits the company. These rewards are of monetary value, they encourage knowledge working.

[bookmark: _Toc72098360]3.3	Evaluate the organisations framework for enabling knowledge sharing.

3M use Job Aid. This is a section on the intranet and is specific to the user. It is a list of jobs. When a job is clicked on, it will show a full list of step-by-step instructions on how to complete the task. This should be the major tool for knowledge sharing; however, the system is flawed. The user must report changes to the manager. Some colleagues are not reporting or updating Job Aid, that makes the system useless because it is impossible for any other user to complete a task. These colleagues are doing this intentionally, so that they can gatekeep that job. It has recently been discovered and management have had to intervene. 3M shares knowledge in meetings, via emails, video calls and sometimes 3M Bridgend will pass verbal messages because it is a small site this is sometimes the fastest option. In the rare occasion that there is contamination or sub-standard parts work instructions will be given. These are paper instructions, informing people on a need-to-know basis.

[bookmark: _Toc72098361]3.4	Recommend improvements to the current framework.

Job Aid is flawed. This has been proven recently. The tool Job Aid, when used correctly is brilliant. It can assist novices to do the job as well as someone who has been doing it twenty years. The issue is the updating. When head office or an American or European site make changes, they will e-mail that department to inform them of the changes. As you will see above, this information is not getting passed on. The improvement that would be suggested, is the colleague who is e-mailing the departments with the changes, should have unlimited user access to the intranet and physically update the Job Aid themselves. This would ensure that it has been completed. It would take the same time as sending an e-mail. This would also be time saving, as it would be one person doing one action, instead of two people doing basically the same thing, and therefore cost saving to 3M.
To conclude section 3, knowledge culture within an organisation is imperative. Knowledge workers will want to upskill themselves and support the organisation. An organisation should not remain stagnant and should want to make changes. Any ideas from employees should be considered, many employees mean many ideas.

[bookmark: _Toc72098362]Conclusion

The research for this assignment focused on knowledge management, knowledge culture, knowledge workers and the benefit to both the individual and the organisation of working in this way. There is research of both positive and negative views. The workplace examples have been put into tables and mind maps and includes K-Swots and PEST analysis. There are many diagrams that have been placed in the appendices, to give a greater understanding of the models available. There are frameworks from 3M and recommendations on improvements, which will be taken to the site manager for consideration.
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Figure 1 The knowledge assets value spiral




image1.png
Picture 1: The approximate relationship between the tangibles and intangibles resources in worldwide:
companies

I— Ford T — |
|Minmnﬂwimi1w: " e |
= BM T — |
I Generel Electries [ mmm— |
| Coca Cols  I— |
| i

[ Tangihies rewurees W Cntangibles resources |
Source: Adapted from Antonic, 2005, p. §0.





image2.png




image11.png
% ¥ Drindod Dewi sant
Trinity Saint David




