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[bookmark: _Toc75793733]Executive summary

The report identifies that Amazon has a successful Knowledge Management system, the organisation benefits from the ability to overcome financial barriers and provide the resources required to promote creativity, and deliver efficiency within the organisation, providing a competitive advantage. Amazon’s employees are recognised as the organisation’s  biggest asset, in conjunction with technology, innovation, sharing of ideas, assisting the organisation with the period of growth. Knowledge management requires a bottom-up approach with all employees supporting the system, willing and able to share knowledge. Amazon’s KMVC is successful through is data acquisition, its one platform storage and dissemination, data-driven approach to employees, training programs with knowledge sharing embedded within the strong organisational culture. The SECI model which is linked to the culture is used  to collect both tacit and explicit knowledge, the lack of interaction of employees  within the online organisation is a limitation. Another limitation is the SECI model was based on Japanese organisations which has employees for life where Amazon has a high turnover of employees. Employee turnover is a weakness of the organisation which identifies Amazon are losing one of the organisations assets. RBV assists the organisation with performance and a competitive advantage. The VRIO framework identifies that the biggest threat to the organisation is the possibility of the business model being imitated, the framework also recognises that the customer service provides a temporary advantage however  the Brand provides the organisation with a sustainable competitive advantage.
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[bookmark: _Toc75793734]1.0 Introduction

The report has been requested by the CEO of Amazon  on 26th April 2021 to be compiled and submitted  by Audra Arundel on 2nd July 2021. The purpose of the report is to investigate the Knowledge Management Value Chain(KMVC) at Amazon UK  and critically assess the management systems in place in order to increase profitability and the strategic position.  The report will identify the gaps in knowledge Acquisition, storage, dissemination and application and what knowledge is required to fill the gaps. The report will look at the history of knowledge management and examine various typologies, SECI,VIRO, & RBV of the organisation. The use of secondary research tools such as textbooks, journals, articles, and the internet will assist with research methods.


[bookmark: _Toc75793735]2.0 Main findings
[bookmark: _Toc75793736]2.1 Why does Amazon need to examine the Knowledge management system?
[bookmark: _Hlk75518371]Due to the increase in sales through the COVID pandemic the organisation feels that an analysis of the management knowledge system currently in place would benefit the organisation in future development, providing the right knowledge to the right people. A knowledge management system that is used to its potential will boost Amazon’s efficiency and decision making,  benefitting the company through the period of growth and enable the organisation to react instantly to new business opportunities. 
[bookmark: _Toc75793737]2.2 Knowledge management 
A definition of knowledge is concepts, experiences, and insight that provide a framework for creating, evaluating, and using information( Lauden, Lauden, 2014 pg.613). A definition of knowledge management is the systematic management of an organization's knowledge assets for the purpose of creating value and meeting tactical & strategic requirements; it consists of the initiatives, processes, strategies, and systems that sustain and enhance the storage, assessment, sharing, refinement, and creation of knowledge(KMT,2018). Knowledge management strategic aspect is to identify, What do we need to know? To detect and categorise data, promote and enable sharing, protect valuable knowledge, and generate new knowledge. Knowledge can be split into 2 categories which are shallow (short term) and deep, these are categorised into Procedural, Declarative, Semantic and Episodic. A firms value is related to its assets of which knowledge is an important component, with knowledge-based projects producing extraordinary returns on investment (Laudon, Laudon, 2014 pg. 449).  Examples of knowledge management within an organisation include cross training programs, document management systems i.e. Apple iCloud, chatbots, and social networking tools i.e. Our Tesco.
 Throughout the KMVC there is an important distinction between data, information, and knowledge. Data is the raw facts and figures that are captured by the organisations systems however this data is useless by itself. The data is required to be transferred into information that  is structured, organised, and processed data that carries a logical meaning. A combination of information, experience and intuition leads to knowledge which is valuable information with synthesis and context. Knowledge management started in 1970’s with Peter Drucker’s theory that information and knowledge were organisational resources. By the 1980’s knowledge was seen as an asset, in 1994 The International Knowledge Management Network(IKMN) expanded  to include the Internet, by mid-1990’s Consulting firms were offering KM services, in 2000+ the first KM programs were introduced into universities and the introduction of Social Networking Analysis(SNA) enabled sites like Facebook to create Enterprise 2.0, today  Knowledge management  systems are among the  fastest growing areas of corporate software investment (Laudon, Laudon 2014 pg. 449). Knowledge management and collaboration are inter linked as knowledge that cannot be communicated and shared is of no value. In order to share information an organisation turns data that is gathered and processes the data into the 5c’s, transferring the data into information, which is put into context, categorised, calculated, corrected, and condensed. The information is transferred into the 4c’s to be able to compare, consider consequences, make connections, and have conversations.
Drivers of knowledge management include Organisational learning, Human resource management, knowledge merging, content management, technology, and innovation. Amazon’s drivers can be identified through the Human resource documentation where the talents of each individual are documented and provided with end-to-end feedback (Charan, Yang, Summaries, 2019). Technology drivers at Amazon are motivated by creativity of new technology as seen in the organisation values. Knowledge management reduces costs for the organisation and improves productivity with less time recreating existing knowledge, the organisation is able to make informed decisions, fewer mistakes with standardised processes providing a better service to customers and employees. The disadvantages of knowledge management are the reliance on people, learning how to capture the rapidly changing knowledge and how to deal with tacit knowledge. The benefits of knowledge management  are that it promotes creativity, reduces loss of knowledge capital for the organisation, and gains a competitive edge(Prajapati, economics discussion,2021). Amazon’s drivers would be the employees where they are recognised as the organisation‘s biggest asset, along with technology & innovation, and sharing of ideas, the success of knowledge management is a combination of these resources .

[bookmark: _Toc75793738][bookmark: _Toc73785768]2.3 Organisational profile of Amazon
Amazon is the largest internet-based company in the world founded in 1994 by Jeff Bezos operating in the private sector. Amazon is an example of a hierarchal structure due to its size( Nouri, pingboard, 2019). The organisation’s UK head office is based in London with its headquarters in Washington, United States with ten marketplaces including Europe, North America, Japan, China(Ward, Better marketing,2018). The company sell everything from books to groceries  to shipping containers. The organisation is made up of five primary strategic business units: Amazon.com, AWS, Alexa, Whole Foods Market and Amazon Prime(Ward, Better Marketing, 2018). The unique selling point for Amazon is to offer greater convenience to customers across the world. Amazons ambition is to make the company a tech company rather than  solely an online retailer, launching Amazon Web Services(AWS) and expanding in 2006 with Elastic compute cloud and Simple Storage Service(S3) (McFadden, 2021). Amazon today is a giant of e-commerce, logistics, payments, hardware, data storage, and media(Gershgorn, Griswold, Murphy, Coren, Kessler,2017). The demographics of Amazon employees are around 75%  of Amazon’s employees are male, with 65% of the employees between the age of 25-44(Statsocial,2020).
[bookmark: _Toc75793739]2.3.1 What does Amazon do?
Amazon’s primary activities consists of inbound  and outbound logistics for both Amazon marketplace and others, operations that are organised into three segments: North America, International and Web services. Amazon is recognised as an online retailer however it can be described as a service business with its services including AWS, fulfilment by Amazon, Amazon prime, Amazon prime video, and Amazon pay. In 2021 Amazon employ more than 55,000 people in the United Kingdom and 1.3 million across the world (Davey,Businessinsider,2021). Amazon’s core values are based around the organisation being customer-obsessed, passion for innovation, commitment to operational excellence and long-term thinking.
[bookmark: _Toc75793740]2.4 Swot analysis of Amazons knowledge management system
See Appendix
Amazon has many strengths to the organisation including the Resourced Based View (RBV)  approach to gaining competitive advantage, helping organisations achieve higher organisational performance. Amazon relies on intangible(non-physical) resources to achieve their competitor advantage, the brand, customer awareness and employee knowledge. The organisation also has tangible(physical) resources including storage house, distribution centres and employee, tangible resources however are of less significance to an online retailer. These assets must be heterogeneous differing from other companies or immobile and cannot move from company to company. Amazon is developed in key areas of online technology, personalised customer features and a one platform IT system. A framework that is used to identify sustained competitive advantage is VRIO:
Value,  offer value for customers
Rarity,  provide service item in demand
Imitability, difficult to compete with what is on offer
Organisation, organised processes, structures, and culture
Amazon’s delivery adds value, but this can be replicated by other organisations, the customer service is of value, rare and organised providing a temporary advantage as it  can be replicated, Amazon’ s Human resource management provides the organisation with competitive advantage through data-based employee management, creativity and skilled employees. Amazon has a strong culture which is another strength attracting achievers and critical thinkers assisting the organisation, strong cultures are distinct and can therefore not be replicated (Baumann, Medium, 2017).The  strength of the organisations Brand provides the organisation with sustainability of its competitive advantage, through customer orientated values, fulfilling the four aspects of the VRIO framework. A weakness to the organisation is the turnover  of employees with data analysed by the times stating Amazon was losing 3% of hourly paid employees a week translating to roughly 150% per year( Scammell, Verdict, 2021), this would mean that Amazon are losing the valuable knowledge of their employees. The biggest threat to the organisation is the possibility of the business model being imitated from other organisations through replicating the customer service and customer loyalty.
[bookmark: _Toc75793741]2.5 Knowledge Management Value Chain
[bookmark: _Hlk73704518][image: ]The knowledge management value chain(KMVC) developed by Matthew Weggeman refers to a set of business processes developed to create, store, transfer and apply knowledge (Laudon, Laudon 2014 pg. 451). Nevis,1995 knowledge typology can be applied to  three sections of the knowledge management system, but not knowledge storage.
knowledge acquisition: the development or creation of skills, insights, relationships
knowledge sharing: the dissemination of what has been learnt
knowledge utilization: the integration of learning, 
By using all of these factors jointly an organisation will have a tactical tool to achieve strategic objectives(Toolshero, 2021). Knowledge management enables organisations to better manage processes for capturing and applying knowledge and expertise(Laudon, Laudon 2014 pg. 87). An organisation needs to consider the financial barriers of the system and provide sufficient resources, the system needs to have a clear and concise system to disseminate different knowledge and have communities of practice where people of all levels and length of employment can participate in communal learning. Communities of Practice (COP) were introduced by Lave and Wenger in 1991, An example of Amazons use of COP is seen in AWS where groups of like-minded professionals come together to share information and expertise(Amazon web services,2020). Knowing how to do things efficiently that cannot be replicated is a primary source of competitive advantage(Laudon, Laudon 2014 pg. 450).
[bookmark: _Toc75793742]2.5.1 Knowledge acquisition
Knowledge Acquisition is the process of extracting, structuring, and organising knowledge from one source, usually human experts to be used in large scale software to support businesses (engineering.purdue.edu,2021 ). Using strategic objectives, Amazon can establish what knowledge is required to achieve these objectives. Amazon uses algorithms that determine shopping recommendations with over 5,000 patents as part of the organisations knowledge acquisition(Towns,Wellspring,2016). Active knowledge acquisition is referred to where the organisation is using available knowledge to problem solve (Afolayan, White, Mason-Jones, core.ac.uk,pdf,2021). Prime subscription service provides the organisation with this knowledge acquisition using customers data preferences including the purchase and browsing history, online crowdsourcing providing customer feedback and ratings ,and a 360-degree buying environment, all providing the organisation with knowledge assets. Amazon recognises customers data that has been observed when customers are browsing which can then be transferred to information, so Amazon know for example what clothing customers have been browsing and are able to link offers on promoted lines or what music they like to promote Amazon music streaming site. Amazon is an example of a customer-orientated approach to product development strategy, the organisation strategy is focused entirely on customer needs relying on web-based intelligence (Carter, TCGen, 2021), Apple in comparison is a product driven organisation.
[bookmark: _Hlk75185813] Amazon turn rapid changing data into knowledge to deliver the best customer experience using algorithms, then using the 5c’s of gathering data, which are the raw facts, Amazon processes this to information, contextualising, categorising, calculating, correcting and condensing, enabling Amazon to transfer it into the 4c’s of knowledge, to be able to compare, consider consequences, make connections and have conversations regarding the information, transferring the information gathered into acquired knowledge, for example Amazon contextualise their data to provide an evidence-based understanding on the seller, price point and demographics by using keyword, sales and reviews, they then categorise the information. This information  is transferred to allow Amazon to make changes to the suppliers or price points which have been identified and compared with competitors data. Amazon’s knowledge acquisition would suit Nevis, 1995 typology where the organisation build relationships and insights into their customers, sharing the information and turning that into the knowledge to help them achieve the organisation’s mission, Amazon also promotes the development of skills. The organisation can also identify Quinn’s typology through the know-how of procedural knowledge.

[bookmark: _Toc75793743]2.5.2 Knowledge storage
[bookmark: _Hlk75105699][bookmark: _Hlk73798130]Knowledge storage involves both the soft or hard style recording and retention of both individual and organizational knowledge in a way so as to be easily retrieved(Koech, Boit, Maru, 2015). Once knowledge is acquired documents, patterns and rules must be stored to be easily accessible to employees this usually involves the creation of a database(Laudon, Laudon ,2014 pg. 452). Passive knowledge acquisition is defined as knowledge acquired but not used (core.ac.uk,pdf,2021) this includes the use of sales and forecasts. Amazon uses a single database to store its data and information providing customers with familiarity and a comfortable platform to shop(Rosenberg, learning solutions,2014). Amazon provides its sellers with all available information to enable conversations regarding prices or gaps in the market so sellers can increase their sales. Amazon uses Salesforce service cloud Customer Relationship Management as an integrated platform with a shared view of every customer this is integrated with Amazon Connect, a cloud-based contact centre. The data stored is contextualised using the 4c,s  customer shipping addresses for example  enable the organisation to use browsing data to predict customer incomes and make connections with previous customers’  with similar incomes requirements. The organisation uses an algorithm to rank products and assign Amazon Best Seller rank that is updated hourly  which  is based solely on sales rates (sellerapp, 2021). Amazon store their data preferences using a combination of knowledge development process seen by Nonaka and Takeuchi(1995).The use of data preferences to knowledge can be identified as tacit to explicit knowledge referred to as externalisation, where readers book reviews sharing experiences identifies with tacit-to-tacit  knowledge referred to as socialisation (Tibben, Sangal, Gonsalves, ro.uow.edu.au, 2006). Amazon’s knowledge storage can be linked to Amidon & Skyrme, 1997 typology with Know-that, and the Scientific view of data collection, it also links with Quinn typology and cognitive knowledge stored from employees.  Amazon uses a data-driven approach to  employees to understand who top performers are and provide a better understanding of performance moving away from with frequent feedback from managers and employees (Chicago tribune, 2015).

[bookmark: _Toc75793744]2.5.3 Knowledge dissemination  
A definition of knowledge dissemination is the interactive process of communicating knowledge(Serrat, Springer Link, 2017)The one portal provides employees with an easy-to-use knowledge tool, including e-learning and on-the-job tools(Rosenberg, learning solutions, 2014).Training programs are essential for employees to identify what is important as the organisation has so much available information and knowledge. Amazon offers opportunities for employees to develop skills regardless of if they relate to employees current position through the Career skills and career choice programs with onsite classrooms within fulfilment centres(About Amazon,2019). The development of employees skills could link with Quinn typology, 1993 with advanced skills and systems understanding through the one portal. Amazon uses a 6-page memo to communicate internally allowing employees to share ideas and participants the opportunity to understand the idea(Comcowich, Glean info, 2019). Knowledge dissemination at Amazon would link with Nevis typology through the way the organisation shares what has been learnt with all employees. Limitations of knowledge dissemination are it may be difficult to codify and transfer and knowledge  which is sometimes consciously withheld by people in organisations (Sanchez, 2001,pg.68).

[bookmark: _Toc75793745] 2.5.4 knowledge application
A definition of knowledge application is the ability to transfer knowledge across settings, to apply learned material to real-life application (IGIGlobal,2021). Knowledge application is the practice of sharing tacit and explicit information within the organisation. Knowledge that is not shared and applied to problems within the organisation does not add value, organisational knowledge must become a systematic part of management and situated in systems to assist decision making(Laudon, Laudon ,2014 pg. 453). Amazon has invested in Ionic Security, a data security platform, this type of investment allows Amazon to access new technologies whilst benefiting other companies through knowledge sharing(wellspring,2016). One of the most effective ways an organization can unlock the benefits of knowledge sharing is when it is embedded within the culture(Starmind,2020). A benefit to knowledge sharing is that productivity and efficiency are increased. Amazon’s sharing of knowledge links with Amidon & Skyrme ,1997 and the know -why, with contextualised knowledge available to assist the organisation with problem solving and decision making. And know-why within documented procedures. Nevis,1995  typology can also be seen with the integration of learning throughout the organisation. Wiig, 1993 model for building and using knowledge can be seen in Amazon’s procedural knowledge.
[bookmark: _Toc75793746]2.6 SECI
Nonaka and Takeuchi, 1996 introduced the SECI model of knowledge, proposing four ways knowledge can be combined and converted, showing how knowledge is shared and created in an organisation(Knowledge management tools, 2018). The SECI Model is based on two types of knowledge, explicit knowledge, and tacit knowledge. Explicit knowledge can easily be transferred to others and can easily be codified, assessed, and verbalized. Tacit knowledge  refers to knowledge that is difficult to transfer to others, and that is difficult to codify, assess, and verbalize (Toolshero, 2021). Knowledge is continuously transferred and created through the use of the model. The spiral model divides the knowledge into four sections:
Socialisation(tacit to tacit) acquiring knowledge from others and sharing. 
Externalisation(tacit to explicit) where tacit knowledge is codified into documents.
Combination(explicit to explicit)combining knowledge from  inside or out of the organisation and processed for all employees. 
Internalization (explicit to tacit) where knowledge is applied in practical situations and used for new routines.
 Amazon uses  Nonaka and Takeuchi (1995) knowledge creation model  where the insights and intuition known as tacit knowledge are processed to explicit knowledge  which can be stored and accessed through  Amazon’s web technology which gathers  personal information and is made explicit and accessible for the organisation(Tibben, Sangal, Gonsalves, ro.uow.edu.au, 2006).  A  disadvantage of tacit knowledge from a web-based organisation is  that it is more difficult due to little interaction between colleagues. A successful  example where tacit knowledge has been used in another organisation is where  Xerox  created a knowledge sharing solution called Eureka where engineers could  by documenting, share their tacit knowledge with the customer service team(Heath,Document360,2020). The SECI model is linked strongly to the culture of an organisation(Knowledge management tools, 2018).  Benefits of the SECI model are that it appreciates the importance of knowledge and provides a management framework. A limitation of the model is that it is based on a study of Japanese organisations where employees usually have a job for life, relying heavily on tacit knowledge and the spiral model only works in one direction.

[bookmark: _Toc75793747]2.7 KMVC- Support systems
Knowledge management systems are not just about software, it requires a combination of factors, requires a bottom-up approach with all individuals and departments supporting the system. Amazon has all the required support for a successful knowledge management system, organisational  technology  plays an important part in KMVC supporting through artificial intelligence, databases and enhancing customer service. Human resources offer support through training and development systems and detailed employee databases. People are another support for success with employees who are willing to share information and trust the organisation through the culture which is required to provide the right processes, environment, and technology. Trust is an enabler along with learning and collaboration required to make the system successful.


[bookmark: _Toc75793748]3.0 Conclusion
[bookmark: _Hlk75794046][bookmark: _Hlk75787123][bookmark: _Hlk75788249]The report identifies that Knowledge management systems are the fastest growing area of corporate software investment with the benefit of providing the right information to the right people. Promoting creativity, reducing the loss of organisational knowledge, and helping the business to gain a competitive edge. Knowledge management nevertheless is not just about software but requires a bottom-up approach with all employees supporting the system. The disadvantage of knowledge management is the reliance on people and how to deal with tacit knowledge and the knowledge sometimes withheld within organisations. Amazon’s employees are recognised as the organisation’s  biggest asset, in conjunction with technology, innovation, sharing of ideas providing the organisation with a successful knowledge management system assisting the organisation with the period of growth. The Swot analysis however recognizes that employee turnover is a weakness of the organisation which identifies Amazon are losing one of the organisations assets. The organisation benefits from the ability to overcome the financial barriers and  provide the resources required to have a successful KMVC, delivering efficiency within the organisation and providing a competitive advantage. Amazon’s KMVC is successful through its data acquisition, its one platform storage and dissemination, data-driven approach to employees, training programs with knowledge sharing embedded within the strong organisational culture. The SECI creation model which is linked to the culture of the organisation is used by Amazon to collect both tacit and explicit knowledge, the lack of interaction of employees within an online organisation is a limitation to knowledge management. Another limitation to the SECI model is it was based on Japanese organisations which has employees for life where Amazon has a high turnover of employees. The RBV  assists to provides organisational performance and a competitive advantage, The VRIO framework identifies that the biggest threat to the organisation is the possibility of the business model being imitated from other organisations through replicating the customer service and customer loyalty. The framework also recognises that the customer service provided is of value, rare and organised but provides only a temporary advantage and the Brand provides the organisation with a sustainable competitive advantage.


[bookmark: _Toc75793749]4.0 Recommendations
1)The report identified that Amazon has a high turnover of employees which suggests the organisation is losing the tacit knowledge of employees. The organisation needs to recognise and rectify why it is not retaining employees. This could be done with the use of employee exit interviews to examine exactly why employees are leaving the organisation. With this information Amazon could have systems in place to assist employee retention and maintain the asset of employee knowledge.
2) The organisation uses its knowledge to identify customer needs this could be improved by analysing why the customers are demanding the product or service and use this knowledge to develop training and organisational practices.
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