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[bookmark: _Toc456901515][bookmark: _Toc72855163]Introduction 
This assignment will be broken down into 3 sections.
In section one I will attempt to provide an evaluation of the concept and importance of knowledge management in the context of an organisation’s knowledge assets. I shall do this by explaining the relationship between data, information and knowledge as well as explaining the relationship between individual and organisational knowledge. I will use analysis and modelling techniques to identify knowledge assets as well as provide a rationale for capturing and managing knowledge. 

In section two I will demonstrate my understanding of important knowledge management processes in the context of an organisation’s development. To do this I shall explain what is required to create, store, apply and integrate knowledge as well as considering the importance of intellectual property rights.

In section three I will attempt to provide a framework for establishing a knowledge management culture by explaining the contribution knowledge assets have on an organisation, as well as evaluating both the knowledge requirements for the organisation, and the organisations framework for enabling knowledge sharing. I will also be recommending some improvements to the current framework.


[bookmark: _Toc72855164]Evaluate the concept and importance of knowledge management in the context of an organisation’s knowledge assets.

[bookmark: _Toc72855165][bookmark: _Toc456901517]The relationship between data, information, knowledge, and wisdom. (The DIKW Hierarchy)
“Where is the Life we have lost in living?
Where is the wisdom we have lost in knowledge? 
Where is the knowledge we have lost in information?”
Eliot. T. S (1934)
Oddly enough, the earliest reference to the idea that there is a relationship between data, information, and knowledge that I could find came not from scholars or academics, but a poet. In his play ‘The Rock’ first performed in 1934, Eliot was the first to suggest that there was a DIKW hierarchy, though he did not call it by that name. While Eliot may have been the first artist to suggest there was a hierarchy, he certainly was not the last. in 1979 Frank Zappa also referred to the idea in his song ‘Packard Goose’.

“Information is not Knowledge, 
Knowledge is not wisdom, 
Wisdom is not truth, 
Truth is not beauty, 
Beauty is not love, 
Love is not music, 
and Music is THE BEST”
Zappa. F (1979)

Rowley. J (2007) states that; “Typically information is defined in terms of data, knowledge in terms of information, and wisdom in terms of knowledge.”
This is all very interesting, but what are we talking about? What is data? what is information and knowledge, and what is the hierarchy we are talking about? To put it simply, data is raw numbers, signals, or symbols devoid of any context or meaning. Data alone is meaningless and may as well just be noise. Data becomes information when you start to make it useful. For example, once you add the ‘what, when and who’ to data and give it context it starts to become useful. The next step is knowledge. Once you have the Data, and the meaning to make the data useful so that it becomes information, it must be categorized and organised it in a way that it becomes useful. Once this is done it becomes knowledge. Essentially Knowledge comes from learning and understanding. Wisdom is the final step and comes from understanding the ‘Why’ of the information and accumulated knowledge. We already have the ‘what, when and who’ to turn data into information, we have categorised and organised the information to make it knowledge. Once you have the ‘Why’, you start to develop wisdom. This hierarchy is often referred to and shown as the DIKW pyramid (appendix 1)
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(An alternate view of the DIKW pyramid)

Now that we understand the relationship, the question of the different types of knowledge and the relationship between individual knowledge and organisational knowledge arises. Is there a relationship between the two? and if so, what is it?

[bookmark: _Toc72855166]The difference between tacit and explicit knowledge, and the relationship between individual knowledge and organisational knowledge.
Tacit knowledge is best described as the knowledge that is unrecorded and hidden which each person contains within themselves. Whereas explicit knowledge is the knowledge that has been shared and more importantly recorded and stored in such a way that it can be accessed, referenced, and used by others who need it. Nonaka et al (1996) developed the SECI (socialization, externalization, combination and internalization) model of knowledge sharing (appendix 2) which has become one of the cornerstones of knowledge creation, and has been echoed and expanded upon repeatedly throughout knowledge management (KM) literature such as Anand, et al., (1998) who state that “to achieve effective information management, organisations need to pay greater to attention to managing soft knowledge, such as tacit knowledge.” The SECI model can be explained simply as I will show below.
Socialization: this is tacit to tacit knowledge sharing. This is done through interpersonal communication such as a training course, a meeting of managers or workers, an email or simply through imitation of another person’s actions after observation.
Externalization: This is tacit to explicit knowledge transformation. Tacit knowledge is documented and codified into things like training manuals, how to guides and other forms of documentation.
Combination: This is explicit to explicit. Explicit knowledge sources such as documents or manuals are combined to create new and improved knowledge.
Internalization: This is explicit to tacit knowledge transformation. As explicit knowledge sources are used and learned by an individual, it becomes internalized within the individual, thus modifying and increasing their tacit knowledge.

This model shows that the sharing of knowledge is dynamic and continuous. It is a swirl of continuous sharing and learning rather than a set and static type of model.
Now we have established the difference and relationship between tacit and explicit knowledge, we will look at the relationship between individual and organizational knowledge.
Individual knowledge is tacit knowledge as we have already discussed. It is the knowledge contained within an individual that has not been codified in a way that it becomes useful and shareable within an organisation. However, this does not mean that tacit knowledge is not organisational knowledge. it is uncodified and unshared within the organisation, but the knowledge is still there being used within the organisation. For example, an employee, over the course of years has worked out a better way to do his tasks within the organisation and has become a very valuable member of the organisation. But the knowledge and experience this employee is putting to use has not been codified and shared. If the employee were to then leave or retire from the organisation, the knowledge that employee has would be lost. If the knowledge that employee has is shared with the organisation and codified so it becomes Explicit and usable by others in the organisation, then the organisation will be in a much better position and will not suffer if the employee retires as their successor will be able to learn from the explicit knowledge, how best to perform the job. Therefore, organisations need to encourage a culture of knowledge sharing and knowledge management (KM). Simply put, individual knowledge is tacit, and organisational knowledge is both tacit and explicit.


[bookmark: _Toc72855167]Identifying knowledge assets using analysis and modelling techniques.
The first question we should ask here is what is a knowledge asset? These are best described as the codified and recorded explicit knowledge that is contained within an organisation. They could be anything from a database of customers to a best practice guide or other forms of intellectual property. Nonaka et al (2000) describe knowledge assets as being "firm-specific resources that are indispensable to create values for the firm". Boisot (1999) defined knowledge assets as, “stocks of knowledge from which services are expected to flow for a period of time that may be hard to specify in advance, with an economic life viable within industry and market context”. 
Since much of an organisation’s knowledge is also embedded within the people in the organisation, knowledge assets invariably overlap with the organisations human assets (appendix3), and it also includes knowledge of the individuals within the organisation.
Since we know what a knowledge asset is, how would we identify them and what analysis and modelling techniques could we use to find them? 
There are several different modelling techniques we can use, such as SWOT (Fine,.2010) for example. I will focus on SWOT here as it is an effective starting point as the first question you need to ask as an organisation attempting to identify knowledge assets is, ‘do we even know what it is that we know?’ if you do not know what it is that you know, how can you know what you NEED to know? So, start with the basics. Do a SWOT (Strengths, weaknesses, opportunities, and threats) analysis. What are our current knowledge strengths? They might be a business database with a list of customer names and email addresses for example. A knowledge weakness might be that the customer information is scattered and disorganised with some information contained on old school paper files, some on disks and some on different computer hard drives. An opportunity could be to organise the haphazardly stored explicit knowledge onto a single easily accessible online database so that your customer service agents can more readily contact customers. A knowledge threat here might be that because the explicit knowledge is haphazardly stored, it could be lost. A filing cabinet might be lost in a fire, information stored on disk could get corrupted and become unusable. Once you have done this you will have started to identify your knowledge assets within the organisation and started to identify your potential knowledge assets. For instance, we have customer information as a knowledge asset, but a potential knowledge asset is an updated safe and secure online customer database that can be easily accessed, used, and recovered even in the event of a catastrophic fire that destroys all the paper files and computers in one of the offices.

[bookmark: _Toc72855168]Evaluate actual and potential knowledge assets; and provide a rationale for capturing and managing knowledge.
In today’s world, knowledge is the key to gaining the competitive edge in the marketplace, and business success is increasingly dependent on an organisation’s ability to assess, manage and develop their own current knowledge as well to generate, create and acquire new knowledge (Davenport and Prusak, 1998).  Teece (1998) puts forward the argument that “the competitive advantage of companies in today’s economy stems not from market position, but from difficult to replicate knowledge assets and the manner in which they are deployed” (p62).  

Marr and Schiuma (2001) identified what is known as the “seven key knowledge processes” that can be used to help manage a company’s knowledge assets. These processes are defined as:
1. knowledge generation, 
2. knowledge codification, 
3. [bookmark: _Hlk72687007]knowledge application, 
4. knowledge storing, 
5. knowledge mapping, 
6. knowledge sharing
7. knowledge transfer
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As we can see the from their map, these processes are very closely linked and will often overlap. Marr and Schiuma, (2001) also put forward a ‘Knowledge Asset Map’ which they suggest is very useful when it comes to helping you identify and classify the knowledge assets within your organisation (appendix 5). 
[bookmark: _Hlk72845145]Another example we can look at regarding knowledge assets and how to identify them, is the hierarchical approach (Carlucci and Schiuma 2012). The model is based on 3 levels, starting with your general objective. For example, the general objective might be to deliver a parcel. The specific objectives might be to collect the parcel, get it to a sorting office and get it to a delivery driver so it can be delivered, thus meeting the general objective.  With the objectives defined, you can easily work out what knowledge assets are required to meet these objectives. In the context of a delivery company, the knowledge assets would be a customer database with names addresses and telephone numbers. Another would be to have a codified system for sorting collected parcels, another would be a codified system for delivering said parcels. These are your knowledge assets. Any holes in the hierarchy need to be filled. The missing knowledge asset(s) will need to be learned or created. For example, if your customer database is still an archive of paper files, though it is still a knowledge asset, an online customer database would be a potential knowledge asset that would improve efficiency and customer service, enabling you to meet the general objective with a greater degree of efficiency.
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The rationale for capturing and managing knowledge is to give an organisation of any kind the ability to compete and adapt to an ever changing and ever more competitive marketplace. Failure to adapt and create or acquire new knowledge will see an organisation be left in the dust by its competitors. A great example is Blockbuster video. They had the opportunity to partner with Netflix before Netflix became the powerhouse of entertainment we all enjoy today. Blockbuster video could have been the driving force behind the online streaming of movies, but they did not adapt to the times, they did not acquire or generate the knowledge necessary to change or adapt to a changing marketplace and are now a dissolved company while Netflix are now a household name.


[bookmark: _Toc72855169]The importance of knowledge management processes in organisational development
[bookmark: _Toc72855170]What is required to create, store, apply and integrate knowledge?
Knowledge creation is described through Nonaka’s SECI model as a continuous sharing, combining, and converting of tacit and explicit knowledge. As people share, use, and learn from the explicit knowledge available knew knowledge is created.  Cook and Brown (1999) separate knowledge from knowing and argue that new knowledge creation is the result of an interplay between them. A person may have knowledge but knowing comes from the using and acting out of that knowledge. We could also call this the wisdom born of experience. As a person uses their knowledge over a period, ideas, and better methods of applying that knowledge will often be generated as tacit knowledge within that person. One could even argue that to create new knowledge, the first thing you need is people. Knowledge can also be created through acquisition and research but what do you do with the new knowledge that has been generated learned or acquired? We go back to the SECI model. The new knowledge is now within the organisation. Whether the knowledge comes from experience or research is irrelevant at this point. It exists within the organisation as tacit knowledge, and it needs to become explicit, or it is at risk of being lost. Thus, it needs to be codified and stored in a way that is both safe and easily accessible for those who need it. This process is the beginning of the KM cycle, a process consisting of 4 stages which have been taken up by a multitude of academics such as Ikujiro Nonaka, the creator of the SECI model of knowledge management.
4 stage KM cycle
1. Creation; through experience, research, or acquisition
2. Adoption: what to do with it.
3. Distribution: Sharing with appropriate parties
4. Review and revision; reviewing regularly to remove irrelevant or obsolete information while adding new information.

The first stage, creation, we already discussed above. The second stage, adoption and what to do with it is discussed as well in the SECI model. It needs to be transformed into explicit knowledge through codification and storage. The third stage, distribution, is also a part of the SECI model, though Nonaka refers to it as internalization. The knowledge needs to be shared or at least made shareable and accessible by those who need it so that the explicit knowledge stored and codified can be transferred and transformed into tacit knowledge within the individuals in need of it so they can integrate and apply it as required. The fourth stage, review, and revision are also important. As knew knowledge is created or received by the organisation, old knowledge may become obsolete irrelevant, or outdated. Thus, the organisations explicit knowledge must be constantly updated. This does not necessarily mean that all old knowledge needs to be discarded. However, it must be constantly reviewed. If a database of customer addresses is not updated over time, then the customer may no longer be residing at the address, and indeed the address may no longer exist and so the database must be updated. If a piece of technology becomes outdated and replaced by new and better technology, this does not mean we can simply throw away the knowledge of how to use the technology. The new technology might breakdown or stop working and the organisation may have to fall back on an old piece of technology until the new technology is repaired or replaced, and so the knowledge of how to use the old technology will need to be kept safe, stored, and accessible to those who might need it. I remember watching an old YouTube video last year, where, after a teenager dropped his phone in the toilet, needed to make a phone call to his friend. Since his phone was broken and his dad had a handheld video recorder, the dad decided to test a theory. He started recording, went to a cupboard and pulled out an old-style house phone. The type where you must put your finger in the numbers and rotate the number clockwise to dial.  Watching the hapless teen futilely pressing the numbers, lifting the handset, and making countless failed attempts to operate the phone was hilarious and proved a point. Knowledge is being lost as time goes by, and though the tale of the teenager and the telephone might not be relevant in an organisational context, it does demonstrate that knowledge, though it may become outdated, should not be discarded out of hand as new knowledge is created.

[bookmark: _Toc72855171]What are intellectual property rights and why are they important?
Intellectual property rights (IPR) management are a vital component of data management. Owners of data resources will often have a vested interest in who it is that has access to those resources and the way they are used.
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(Government Digital Service 2012) defines Intellectual property as ‘something that you create using your mind - for example, a story, an invention, an artistic work or a symbol.’ It goes on to say that having the correct type of IPR protection, such as copyrights, registered designs, trademarks, and patents can stop people from stealing or copying your products, designs, written works or inventions. 
(Government Digital Service, “How Copyright Protects Your Work” 2014) states that ‘Copyright protects your work and stops others from using it without your permission. You get copyright protection automatically - you do not have to apply or pay a fee. There isn’t a register of copyright works in the UK.’
(Government Digital Service, “Unacceptable Trademarks” 2014) defines a trademark as ‘a sign which can distinguish your goods and services from those of your competitors (you may refer to your trademark as your “brand”).’ 
These protections exist to create fair play in a more and more competitive marketplace. For example, we often see copyright infringements on platforms like YouTube as people attempt to illegally upload movies. These YouTubers are then hit with copyright strikes and are de-platformed. Other examples of protected designs or trademarks are the ‘Golden arches’ which we all know as the McDonald’s logo.  



[bookmark: _Toc72855172]Provide a framework for establishing a knowledge management culture.
[bookmark: _Toc72855173]Explaining the contribution knowledge assets have on an organisation.
[bookmark: _Hlk72850882]Kamasak and Yucelen (2010) put forward that an organisation’s knowledge assets are essential for an organisation’s growth. These assets represent the organisation’s competences and a survey by James., P (2005) concluded that the most valuable knowledge assets an organisation could have were: 

· experienced people, 
· the ability to learn,
· organizational procedures, 
· know-how, 
· human skills, 
· social relations and networks, 
· on-line journals and databases, 
· intellectual property rights, 
· registered designs, 
· web content, 
· copyrights, and
· information technology 

Though Kamasak and Yucelen (2010) argued that, having used regression analysis, the most important of these assets, and the ones that had the most significant impact on an organisations ability to develop, adapt and grow were: 

· [bookmark: _Hlk72854005]experienced people,
· learning ability, 
· know-how, 
· information technology
· human skills as a knowledge asset.

It would certainly appear that there is a hierarchy of value when it comes to an organisation’s knowledge assets. Many of you will be aware of Maslow’s hierarchy of needs (Maslow 1943), which has basic human survival elements at the bottom such as food and water, with self-actualization at the top of the hierarchy. Gary Hamel decided to apply this in a workplace context and devised what he refers to in his video as the “hierarchy of capabilities” (mlabvideo 2013). 

1. Obedience: workers show up and do the job
2. Diligence: which could also be called commitment. Your employees work hard, stay focused, and are willing to work long hours.
3. Intellect: workers take ownership of their own skills, and through knowledge sharing will bring best practices into the workplace
4. Initiative: taking ownership for a problem, workers who take advantage of an opportunity to innovate before you ask them and are not restricted by the definition of their job.
5. Human creativity: brought by people who ask questions such as “how can we do this in a fundamentally different way? What is it that we can observe and learn from other industries? Are there opportunities to radically innovate with this product or service?
6. Passion and zeal: People who divine meaning from their work, both intellectual and spiritual. People often find meaning in their work which gives them drive and ambition. People who do not find meaning in their work will go through the motions of their job, but it will not be possible to exploit their talents to the fullest of their potential.
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These hierarchies and assets, if applied to the fullest of their potential in an organisation will all contribute greatly. The management and sharing of knowledge will generate a much more effective and efficient workplace, while Hamel’s hierarchy if applied correctly will create a more effective, efficient, and innovative workforce, enabling the organisation to adapt to a changing world and gain an edge over its competitors.

[bookmark: _Toc72855174]An evaluation of the knowledge requirements for the organisation
The knowledge requirements will vary from organisation to organisation depending on the product or service they provide. For instance, a plumber does not need to know how to fly a plane, nor will he need to understand string theory. For the purposes of this assignment, I will be looking at a parcel delivery company (DPD) and going through the knowledge requirements the organisation needs to perform at peak potential.
[bookmark: _Hlk72850543]If we can establish the general objective as put forward by the model Carlucci and Schiuma (2012) came up with, we can work backwards and establish with a good degree of accuracy what the knowledge requirements for the organisation would be. In this case, the general objective of any parcel company, including DPD, is to collect or receive, sort, and then transport a parcel onwards to its destination for delivery with maximum efficiency and customer service. The specific objectives are the next step in the model. Having spent a good deal of time in this organisation, I am familiar with these objectives, and have boiled them down to 10 primary specific objectives. 
By applying these specific objectives to the Carlucci and Schiuma (2012) model, we can establish the required knowledge assets, some of which are required for multiple objectives. All these assets were identified by Kamasak and Yucelen (2010). In the context of DPD, we can use the Carlucci model to specify where and when they would be needed.
1. Parcel receipt: either through collection by one of our drivers or delivery to a depot by the customer.  Required assets- information technology, online databases, know-how, experienced people, human skills, organisational procedures.
2. Parcel tracking: to identify where in the process a parcel is at any given time to avoid loss and claims for compensation by customers. Required assets- online databases, information technology, know-how, organisational procedures.
3. Transport of parcels: either from local depots to main sorting offices (also called Hubs), or from Hubs to local depots. Required assets- experienced people, know how, ability to learn, online databases, information technology.
4. Sorting of parcels at HUBS: for transport to local distribution depot or destination. Required assets-information technology, online databases, experienced people, know-how, organisational procedures online databases.
5. Parcel sorting: Parcels are sorted into postcode routes at local depots by warehouse staff for drivers prior to delivery. Required assets- experienced people, the ability to learn, know how, information technology.
6. Route planning: routes for drivers are established before they go out on deliveries. Required assets- information technology, organisational procedures, know-how, experienced people, the ability to learn, online databases, web content.
7. Delivery to customer: drivers must follow certain processes to confirm and record delivery. Required assets- information technology, databases, human skills, experienced people, online databases.
8. Parcel return: parcels may be returned to depot if refused by customers or if the customer is not home. Required assets- organisational procedures, know-how, information technology, human skills, online databases.
9. Parcel holding: For when customers request to collect their parcels from the depot. Required assets- organisational procedures, Information technology, online databases, experienced people, know-how.
10. Customer service: a point of contact for customers in case of any issues that arise or to request collection. Required assets- experienced people, human skills, Information technology, online databases, web content.

[bookmark: _Toc72855175]An evaluation of the organisation’s framework for enabling knowledge sharing and how it can be improved.
DPD, I can say from experience, has a very strong framework for knowledge sharing. Training courses are frequent, meetings are regular and their online databases and use of I.T to share information is excellent. Databases are continuously updated with new and improved forms of I.T being introduced wherever and whenever possible. One excellent idea DPD brought into the company was the idea of stress testing. Once a month we would kill the power to the sorter at the Cardiff depot. The idea being to then time how long it took to unload and sort one trailers worth of parcels, so that in the event of a genuine power cut or catastrophic failure of the technology, we would already have a plan in place that, through repeated stress testing, could be learned from and improved so that productivity and customer service would be minimally impacted. This created new knowledge assets as we were able to devise a best practice in case of a catastrophic failure of technology or a power cut. One area that can be improved, is the person-to-person aspect of knowledge sharing. Knowledge is power as the old saying goes, and there were many individuals at the Cardiff depot where I worked who were reluctant to share their tacit knowledge in case they become disposable to the company. This is a failure in the socialization aspect of the SECI model within DPD. If DPD Cardiff were to encourage a culture of interpersonal knowledge sharing, they would become even more adaptable and no longer be concerned that if certain managers are taking time off, then productivity would suffer. 

[bookmark: _Toc72855176]Conclusion
In conclusion, developing a KM culture is clearly an absolute necessity if a company is going to succeed in the long term in an ever changing, ever more technologically dependant marketplace. Failing to get the basics in place will lead to failure. A competitive company will need to share knowledge and develop its workforce, upgrade its I.T and databases, and continuously learn and upgrade organisational procedures and best practice protocols at every opportunity if it is going to succeed in the long term. I conclude that Kamasak and Yucelen (2010) were completely correct, if a company is going to succeed in the long term and establish a KM culture, its biggest assets, and the ones that will have the biggest impact will be Learning ability, I.T, online databases, human skills, and people that you can develop into experienced people full of know-how. 


[bookmark: _Toc456901523]
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The DIKW pyramid
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 Knowledge assets displayed as part of an organization's intangible assets. 
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