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[bookmark: _Toc1552342475]1. Introduction  
Knowledge Management is critical for organisations to operate efficiently, make evidence-based decisions and maintain compliance with the main frameworks. Within Cambrian Training, the leading training provider in Wales, Training Officers are primarily responsible for knowledge management. This report explores the application of KIM principles from the perspective of a Training Officer working in the Hospitality Department, where learner data, progress tracking and compliance are central to success.  
This report will examine how knowledge is created, shared, governed and strategically applied within Cambrian Training. It focuses on four key themes: understanding knowledge management in a vocational setting; linking strategic knowledge to organisational performance through KPIs and the VRIO framework; utilising technology tools such as Knowledge as a Service (KaaS); and ensuring ethical, legal, and secure management of learner information in compliance with GDPR. Another knowledge model that will be discussed is the DIKW, which is the progression from raw data, then organised and conceptualised into an understanding of that information. 
All Training Officers in Cambrian Training, particularly within the hospitality department have their own KPI targets to hit, such as managing a minimum caseload of 36 learners, completing four new learner inductions per month and ensuring learners are seen within 61 days of sign-up. Moreover, they are expected to support timely completion within 14–18 months depending on the level of qualification that the learner is on. These performance expectations rely on the officer’s ability to access and apply accurate knowledge consistently and securely. At the same time, ethical governance and information security, particularly regarding GDPR and data sharing protocols, are essential for maintaining learner trust and meeting organisational obligations.  
Through academic theory, practical examples, and workplace analysis, this report highlights how Cambrian Training’s systems and Training Officers use knowledge to meet individual and institutional objectives. This report also offers insight into the challenges and opportunities of knowledge governance, digital knowledge systems and strategic knowledge management in a regulated learning environment.
[bookmark: _Toc1709870442]2. Knowledge and Information Management in Context
[bookmark: _Toc1334407494]2.1 Understanding Knowledge and Information 
In businesses today, it is essential for organisations to differentiate between data, information, knowledge and wisdom, the foundational components of the DIKW hierarchy (Rowley, 2007). 
At Cambrian Training: 
· Data refers to raw, unprocessed facts such as start dates or completion deadlines. 
· When structured and contextualised, this becomes information, which supports decisions such as scheduling learner visits. 
· Knowledge is formed when this information is combined with experience and judgement for example, identifying disengaged learners based on past behaviour and employer feedback. 
· Wisdom is achieved when Training Officers apply this knowledge strategically, such as modifying learning plans based on a learner’s job role or stress level. 
A key distinction within knowledge management is between tacit and explicit knowledge. Tacit knowledge includes the Training Officer’s personal experience, instincts about employer relationships and informal know-how on handling difficult learners. Explicit knowledge is formalised, such as learner files, induction checklists or programme requirements. Both types are essential to effective training delivery. At Cambrian Training, explicit knowledge is stored in digital systems like Google Drive, Cognisoft YETI, Learning Assistant and the iPEGs portal. Tacit knowledge is shared informally during team meetings, development days or through mentoring and shadowing. 
Training Officers must continuously translate both knowledge types into actions that improve learner experience and performance. For example, recognising that learners in this fast-paced industry may find time management difficult allows Training Officers to schedule visits flexibly and encourage employer involvement. Holistic assessment is a useful tool for a training officer to gather portfolio evidence for more than one learner. Therefore, understanding the types and flow of knowledge helps officers make strategic decisions that affect retention, compliance and achievement rates.

[bookmark: _Toc1091674989]2.2 Knowledge Management in Practice
To manage the flow of knowledge carefully and critically, Cambrian Training applies several established knowledge management models. One relevant model is Nonaka and Takeuchi’s (1995) SECI model of Socialisation, Externalisation, Combination and Internalisation. 
In the context of Cambrian Training, socialisation occurs when Training Officers shadow experienced colleagues during onboarding or observe effective communication strategies with employers. Externalisation appears when this tacit experience is transformed into shareable resources, such as process guides or email templates uploaded to internal platforms. The combination involves the integration of various knowledge systems, like merging induction schedules with data from multiple systems to generate compliance reports. Finally, internalisation is demonstrated when officers use formal data to develop professional judgment, such as identifying and prioritising learners based on historical completion trends and engagement. 
The Wiig Knowledge Management Cycle offers an alternative for understanding Cambrian’s practices. Knowledge is built through continuous professional development (CPD) and sector-specific qualifications. It is held within centralised systems such as Learning Assistant and Cognisoft YETI. Knowledge is pooled using shared drives, fortnightly team meetings and quarterly updates. It is then applied using these insights to design timely interventions for learners at risk of disengagement or non-compliance. 
An example of this flow can be seen during the learner induction process. Learners provide official identification to establish eligibility, complete WEST assessments and discuss their learning preferences. This information is shared securely between the Training Officer, line manager and ALN tutor, enabling the creation of a tailored support plan. These practices demonstrate how raw data is transformed into usable knowledge that informs and enhances learner support. 
Training Officers implement these models in the day-to-day operations of the business. For example, upon induction, all learners will provide the Training Officers with a driving license and a council bill as proof to live and work in the UK. This information is shared between the Training Officer and the Data team to ensure compliance. The Learner is tasked with completing a VARK questionnaire which is known as a WEST test for Maths and English. Officers are then expected to adapt their training sessions to meet the learner's needs and to ensure they feel comfortable. This information is then shared between the Training Officer, manager and the essential skills tutor, depending on whether the learner needs to complete their essential skills framework.  
These knowledge flows support Cambrian’s mission to deliver consistent, high-quality and compliant vocational training. They also reduce performance variation between officers, allowing Cambrian Training to scale training delivery while maintaining quality. However, this process depends heavily on digital literacy and staff competency. Without shared understanding or willingness to engage with systems, knowledge may remain isolated, limiting its value.  



[bookmark: _Toc963882566]3. Strategic Knowledge Use
[bookmark: _Toc20343974]3.1 Managing Key Performance Indicators (KPIs) 
As Drucker (1994) famously stated, “What gets measured gets managed” (p. 79). In this sense, KPIs provide not only performance standards but also assist with feedback during the appraisal period and team meetings. They help Training Officers evaluate the effectiveness of their delivery and if there's any confusion, they can get support from other training officers or management.  
Key Performance Indicators (KPIs) are the main responsibilities of a training officer during the day-to-day operations and organisational strategy. At Cambrian Training, KPIs provide accountability and service delivery within the Hospitality department. Training Officers are expected to maintain a caseload of at least 36 learners, conduct a minimum of four new learner inductions each month, ensure all learners are seen within 61 days of enrolment and support completions within 14 months for Level 2 qualifications and 18 months for Level 3.  
These indicators are not simply administrative benchmarks or targets to hit, but they are indicators of how knowledge should be used to ensure that Cambrian Training remains compliant with the Welsh Government and EWC. To put it simply, if a training officer were to continuously not hit these targets, their career would be on the line and the reputation of the business would be scrutinised. For instance, monitoring learner compliance and progress depends on access to up-to-date records, effective scheduling, and professional judgment. Cambrian Training uses the Cognisoft YETI, Learning Assistant, iPEGs portal and Google Drive to track these KPIs, allowing Training Officers to take proactive steps based on data alerts.  
Parmenter (2015) suggests that “KPIs bridge the gap between strategic intent and operational performance” (p. 42). At Cambrian, internal audits and monthly team reviews ensure KPIs are not static targets but dynamic tools that help improve practice through reflection and action planning. When officers share solutions during team meetings, such as 'how to improve' early learner engagement, they transform performance metrics into shared knowledge assets.  
The strategic use of KPIs also supports organisational learning. By analysing patterns in completions or compliance breaches, Cambrian refines its induction process, adjusts staff support, and introduces digital tools where gaps are evident. Thus, KPIs represent both the application of existing knowledge and the generation of new insights.




[bookmark: _Toc1497884225]3.2 Strategic Evaluation Using VRIO
As Barney (2002) emphasised, “Resources that are valuable, rare, inimitable, and well-organised provide the foundation for sustained competitive advantage” (p. 112). At Cambrian Training, this insight applies to both staff and the digital systems that support decision-making. 
To assess how internal knowledge supports performance, Cambrian Training can apply the VRIO framework which is a strategic tool used to evaluate resources based on four dimensions: Value, Rarity, Imitability, and Organisation (Barney, 1991). This approach is useful in identifying which knowledge-based assets offer sustainable advantages. 
One such resource is the tacit knowledge Training Officers gain through years of working with diverse learners and employers in the hospitality sector. This experience is valuable because it enables Officers to tailor their approach based on learner type and employer expectations. Tacit knowledge will also be through their experience in the sector. Training Officers must have at least 3 years' experience in the industry, which highlights their competency. It is also difficult to imitate because much of this knowledge is experiential and context bound. 
However, digital systems, while valuable and well-organised, may not be rare or inimitable. These tools like Cognisoft YETI and Learning Assistant contribute to temporary competitive advantage, supporting efficiency but not necessarily differentiation and the fact that no other training provider in Wales uses these systems. Other companies such as Lifetime use CRM dashboards, which have been proven to be faulty and have glitches. 
Grant (2019) similarly observed that “competitive advantage stems from the interplay of unique resources and the capability to exploit them effectively” (p. 101). Cambrian Training combines its VRIO assets: structured systems, trained staff and a knowledge-sharing culture. For example, Training Officers are encouraged to document successful engagement strategies or induction adjustments so others can adopt and refine them. This enables the organisation to scale best practices while retaining flexibility. 
Ultimately, applying the VRIO model helps Cambrian identify not just what works, but also assists with decision-making on whether these advantages are sustainable. It supports strategic decision-making around staff development, knowledge capturing and system investment.

[bookmark: _Toc1802140352]4. Technology and Tools- Kaas and Digital Knowledge Systems
[bookmark: _Toc90773408]4.1 Knowledge as a Service (KaaS) in Vocational Training
In a knowledge economy, where innovation and efficiency are driven by expertise and information flow, Knowledge as a Service (KaaS) has emerged as a strategic enabler. It decentralises access to learning resources, making knowledge mobile, searchable and scalable. At Cambrian Training, this model allows Training Officers to instantly retrieve learner materials, policies and frameworks through cloud-based systems like Google Drive, Cognisoft YETI, Breath HR and Learning Assistant. 
As Dobrican (2020) describes, KaaS supports “a decentralised, scalable platform for knowledge access.” This aligns well with Cambrian’s operational needs, particularly when Training Officers deliver sessions across diverse hospitality venues. It ensures up-to-date resources are always available, eliminating geographic and logistical barriers. 
Furthermore, KaaS reinforces a knowledge-sharing culture. Cambrian encourages Training Officers to contribute resources, updates and strategies to shared repositories. This enhances collaboration and supports professional learning while reducing reliance on expertise alone. As Abdullah et al. (2011) note, “Without user engagement and consistent training, KaaS risks becoming a static repository rather than a dynamic support tool”. 
However, KaaS introduces technical and human challenges. Its success depends not only on IT infrastructure but also on the digital competence and participation of staff. Cambrian mitigates this by offering quarterly digital training and designing platforms that are user-friendly and jargon-free. 
In this sense, KaaS reflects the interplay between knowledge culture and the knowledge economy, Cambrian leverages its digital infrastructure not just to distribute knowledge, but to embed it into workflows, support adaptability and drive long-term value.
[bookmark: _Toc651758113]4.2 Digital Tools for Knowledge Sharing
Beyond KaaS, Cambrian Training employs Cognisoft YETI as a central knowledge-sharing and learner-management platform. YETI tracks key metrics such as learner engagement, overdue interventions, and WEST completion. It provides real-time insights via colour-coded alerts, enabling proactive decisions to safeguard learner progress and KPI performance. 
According to Turban et al. (2018), “digital platforms transform organisations into knowledge enablers.” Cambrian exemplifies this through integrated systems that bridge performance tracking with strategic reflection. 
Additionally, Google Drive supports shared access to forms, planning resources, sector updates, and frequently asked questions. This promotes transparency and turns tacit knowledge into reusable, explicit content. Training Officers regularly contribute strategies to support continuous professional development and reinforce collective knowledge assets. 
Nevertheless, risks persist. Low engagement or inconsistent data entry compromises reliability. Alavi and Leidner (2001) caution that “technology is only effective when aligned with organisational processes and user capabilities.” Cambrian counters this through regular audits, interface improvements, and performance-linked usage reviews. 
Together, KaaS and Cambrian’s digital platforms exemplify how technology supports knowledge mobilisation—transforming data into insights, supporting retention and compliance, and creating the foundation of a responsive, digitally literate learning organisation.
[bookmark: _Toc1955388227]5. Governance, GDPR and Ethical Knowledge Handling
[bookmark: _Toc1438321456]5.1 Knowledge Governance and Access Control
Effective knowledge governance ensures that organisational knowledge is used responsibly, securely and in line with institutional objectives. At Cambrian Training, this principle is implemented through clear access controls: only the Training Officer, the learner, the employer, designated data team members, and occasionally the manager (under specific circumstances) can view or handle learner data.
Access is tiered and traceable. Google Drive is shared within the company and certain departments have access to certain Drives, except the IT department, which runs the cloud and has access to all information. It tracks who accesses files and when creating accountability. Training Officers use encrypted laptops and password-protected documents to ensure that knowledge is not exposed or misused. 
The European Committee for Standardisation (2016) states that “ethical governance ensures that knowledge use aligns not only with legal standards but with institutional values” (p. 10). From the first initial visit to the completion of their qualification, learners are assured their data will not be shared without cause and Officers are given the tools to manage it responsibly. 
In practice, governance also includes training. Cambrian staff complete annual refreshers on data handling and policy changes, as well as ISMS training courses to keep up to date with the current ways in which data can be breached.  

[bookmark: _Toc1072141559]5.2 Ethical and Legan Compliance (GDPR)
Alongside internal policies, Cambrian must comply with the General Data Protection Regulation (GDPR), which governs how personal data is collected, processed, and stored. Core GDPR principles—data minimisation, purpose limitation, and lawful processing—are embedded in the Training Officer’s practice. 
For example, only essential learner data (e.g. NI number, contact information, qualification level) is collected during induction. It is shared only with those directly involved in delivery and assessment, as well as the data compliance team. Consent is obtained and learners are informed about their data rights under GDPR. 
The UK’s Information Commissioner’s Office (ICO) (2018) stresses that “data protection by design and by default is not just a legal requirement under GDPR—it is a moral obligation” (p. 5). Cambrian Training reflects this by implementing default encryption, file retention policies, and data breach protocols. Training Officers are supported with clear protocols, who to report breaches to, how to anonymise learner data in reporting and how to securely dispose of records once learners complete. These practices ensure both legal compliance and ethical responsibility.

[bookmark: _Toc1901417712]6. Conclusion
To support strategic knowledge application in Cambrian Training’s Hospitality Department, a set of clearly defined Key Performance Indicators (KPIs) is recommended. These indicators are designed to measure critical aspects of performance, including learner engagement, timely induction, and completion efficiency. Currently, it stands at 36 learners per Training Officer, four inductions per month, learners seen within 61 days and timely completions of learners. These new set of KPIs will be a contingency for if a member of staff resigns from their role. Grounded in Kaplan and Norton’s Balanced Scorecard (1996) and guided by Drucker’s (1994) the proposed KPIs offer a structured framework for aligning operational actions with broader organisational goals in extreme circumstances. 
Suggested KPIs include: 
1. Maintaining a minimum caseload of 42 learners per Training Officer 
2. Completing at least four learner inductions per month, per Training Officer 
3. Ensuring all learners are contacted and seen within 64 days of enrolment 
4. If learners exceed the expected end date, during contingency, mitigations will be put in place but with targets set by both the Training Officer and manager. 
These metrics act not only as performance benchmarks but also as knowledge signals, prompting action when targets are missed and enabling staff to apply judgment and collaboration to address emerging issues. By implementing these KPIs, Cambrian Training can enhance accountability, reinforce compliance and foster a knowledge-driven culture rooted in continuous improvement and decision-making.
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