


[bookmark: _Toc13731368]Executive Summary

This report evaluates the knowledge management (KM) systems at John Lewis and Barclays to analyse their future sustainability in light of changing economic times within the UK. 
Part one describes the staff profiles of both companies and how the staff fit in with KM systems.   A SWOT analysis is drawn up for both companies.   The main strength identified for John Lewis is the quality of staff training that the company has, because it shows how the organisation is investing in their staff and improving their knowledge. In contrast, this is a weakness for Barclays as they are less focused on their staff and more concerned about their customers.   
Part two provides details about the KM system at Barclays, starting with a value chain. The value chain identifies how the organisation uses external technology to store knowledge, and how specialist financial knowledge is passed on to the customer.   Barclays is then analysed by comparing their practice to best practice identified by Nonaka & Takeuchi, Karl Wiig, and Robert Quinn.  This includes knowledge transfer and utilising staff knowledge.  
The final part of the report concludes by recommending that both organisations have a team or department that is responsible for knowledge management in order to develop their KM systems and keep their knowledge up to date with changing times.  There are further recommendations for the individual companies. 




[bookmark: _Toc13731369]Terms of Reference 

This report has been written as part of the UWTSD ‘Knowledge Management’ module.  
The scope of the report is analysing knowledge management systems at two companies.  The two companies are John Lewis and Barclays.  
The report brief was handed out in June 2019 for completion in July 2019. 
The specific requirements of the report are two investigate knowledge management systems at two organisations, including staff profiles and a SWOT analysis for both, followed by a value chain for one of the organisations.  
The report was commissioned by Maria Heffernan at UWTSD for the BA (Hons) Leadership and Management: Skills for the Workplace programme.  
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1.0 [bookmark: _Toc13731370]Introduction

The United Kingdom (UK) government and UK businesses are currently trading with European Union (EU) markets, but this trade is uncertain for the future. Brexit is UK departure from the EU is this a combination of Britain and exit. On 23th June 2016 the UK held a referendum on leaving the EU, (Nethetland, 2019)  The source of foreign investment and market is important to Britain and membership helps with a position for global financial centre (Benjamin, 2019). This means that organisations are concerned with how this can threaten their future success.  
This report will consider how organisations can ‘future proof’ themselves.  The two organisations studied will be John Lewis and Barclays.  Part one will discuss the main activities, strengths, weaknesses, opportunities and strengths in relation to their knowledge management (KM) systems.  This will include staff profiles of both organisations to analyse the talent within the organisations.  This will evaluate how knowledge is, analysed, developed, stored and mined to maintain a competitive market position and ensure future success.   
Part two will focus on Barclays Bank to evaluate the KM system in more detail, based on knowledge management theories.  This will include looking at the knowledge management value chain and how other systems such as management information systems (MIS) feed into KM. 
The final part of the report will conclude with recommendations based on the context of the organisation, making sure the recommendations are relevant. Recommendations will also be appropriate for the organisation’s sector.  The main aim is to make recommendations for a KM system that will work for today but will also maintain the success of the organisation for the future. 





[bookmark: _Toc13731371]2.0: Knowledge Management for John Lewis and Barclays 
This part of the report will look at both organisations to analyse their knowledge management (KM) systems and identify strengths, weaknesses, opportunities and threats. 
[bookmark: _Toc13731372]2.1 John Lewis
John Lewis and Partner (JLP) are a high-end department store allocated around UK a largest department store and a successful. John Lewis had won an award in 2017 for best in store experiences, best furniture retailer and best homeware retailer from the verdict customer satisfaction awards and retailer of the year at the Sunday Time Style Beauty Awards (John Lewis Partnership, 2019).
The company was founded by Spedan Lewis, son John Lewis, in 1929. Spedan Lewis created a way to do business which is commercial, highly competitive, and democratic, giving employees partnership in the business and responsibilities as a co-owners (John Lewis Partnership, 2019). 
Employees are a part of the John Lewis Partnership as a co-owned business. Employees appreciate that as a Partner, it means they will expect more from the business, and can take ownership of their own career as well (John Lewis Partnership, 2019). The benefits of employee ownership are sharing knowledge, power and profits. Employees’ opinions are important as they engaged in the business. This allows their views to be expressed through the formal democratic bodies, and employees are then rewarded for their effort. As profits are reinvestment is distributed to Partners, employees see a pay-out when the company does well.  In March 2013 this amounted to 15% of salary which is equivalent of nine weeks pay to partners (Employee Ownership Associaltion, 2015). However, in more recent years this pay-out has decreased.  The retail industry has seen an increase in imported produce since the vote to leave the EU. This is because of the inflationary impact, weakening the pound since the vote to leave (BBC News, 2018) John Lewis saw their half-year profits collapse in 2018 as a result of this (BBC News, 2018) Companies like John Lewis must use their knowledge assets to find ways to survive during economic downturns.  
[bookmark: _Toc13731373]
[bookmark: _GoBack]2.1.1 Staff Profiles at John Lewis

[bookmark: _Hlk12612884]In order to continue the knowledge assets of the company, the staff are required to have certain skills, experience and knowledge when applying to work for the organisation.  John Lewis Sale Assistant require candidates to be looking for a fresh challenge, knowledgeable, able to adapt to the changing demands of a busy selling environment, approachable and have warm manners. John Lewis Retail Sales Assistant jobs suit all levels of skills, experience and aspirations. There are three distinct departments in Fashion, Electrical and Technology, and the applicant would require a previous experience in customer facing role and selling in the department stated. The aim of the role is to sell, solve problems and handle complaints (John Lewis Partnership, 2019). 
A team manager at the John Lewis Partnership requires the responsibility for section of the store and must thrive on delivering sales motivating the team to deliver results. They must be able to contribute to the success of the branch. This role includes the management of Visual Merchandising and Selling departments (John Lewis Partnership , 2019). The candidate needs to be a coach and strong leader, have communication skills and the ability to take on responsibility of Duty Manager and Deputy Head of Branch (John Lewis Partnership, 2019). 
 A senior Manager at John Lewis would need to have a business strategy to driving development, and communication with the Partners for understanding the contribution contribute towards a bigger picture. John Lewis branch senior Manager would need the abilities to lead a team and promote the customer service, listen feedback and take on board ideas that partners have. John Lewis is known for its partnership and is happy to work by embedding democracy and building capability. The role also requires managing relationships with external and internal stakeholders, working with other senior management to collaborate on goals, and working with Section Managers to spread goals and values between the Partners.
All these roles require knowledge to be brought to the company, shared, and accessed. Some employees will bring in tacit knowledge from previous experience, whereas others will gain tacit knowledge over time by utilising explicit knowledge. Tacit knowledge is a subjective way of knowing, based on individual experiences, values and perceptions. This is distinguished from explicit knowledge which can be passed on by communicating to others (Dalkir, 2017).

“Tacit knowledge is difficult to articulate and difficult to put in to word, text, or drawing. Explicit knowledge represent content that has been captured in some tangible from such as words, audio recording or image. Tacit knowledge trend to reside with the heads of heads of ‘knower’ whereas explicit knowledge is usually contained with tangible or concrete media” (Dalkir, 2017, p. 10).

[bookmark: _Toc13731374]2.1.2 KM system at John Lewis 

In 1929, John Spedan Lewis published a Constitution expanding the profit-sharing scheme, creating a democratic structure. Constitution for the Partnership set out with a vision of a co-owned business, an experiment in industrial democracy based on the principle of gain power and knowledge sharing (John Lewis Partnership, 2019). The John Lewis Partnership model was set up to benefit public services, but it was accused of operating a ‘pseudo-democracy’ because the knowledge flowed from a hierarchical structure, giving employees an unequal share of knowledge and power (Cathcart, 2013). However, the company now operate in an equal partnership sharing knowledge at all levels.  John Lewis uses technology to easily acquire product knowledge, meaning the company can now focus on acquiring new knowledge, skills and learning agility for the staff (Newbery, 2015). 
[bookmark: _Toc13731375]2.1.3 John Lewis SWOT Analysis 

Strengths – award winning organisation because of their staff training (John Lewis Partnership, 2019).  This shows that the company takes knowledge management seriously, because they want the staff to gain further knowledge through training.  
There are expert staff members who are knowledgeable in different areas (John Lewis Partnership, 2019). This adds to the knowledge assets of the organisation.  
Weaknesses - The John Lewis Partnership, department stores and the Waitrose supermarket chain, are suffering a 99% plunge in first-half profits to £1.2m, forcing them to cut prices to match those of competitors to embark on the highest discount level (BBC News, 2018).
The John Lewis chairman, Sir Charlie Mayfield, told the BBC’s programme: “The biggest single reason for the decline in profits is all about margin. This year there has been twice as many extravaganza days as there were a year ago and actually the discounts have been even deeper” (kollewe, 2018). Mayfield blamed a rise in the cost of buying goods overseas due to the weak pound, which is still 13% below its levels before the Brexit referendum (kollewe, 2018).


Opportunities - The knowledge management system provides John Lewis with opportunities to expand their business into other markets such as the health food market and collaborate with health and wellbeing partners. They have used knowledge gained from their customers to analyse customer need in this area (Mayfield, 2018). 
Threats – Customer needs within the retail industry are constantly changing. Knowledge management systems need to be able to capture and store new knowledge in order for the company to cope with the changes.   As technology is advancing, knowledge management systems are advancing, and companies like John Lewis need to be able to keep up with these changes in order to remain a market competitor.  












[bookmark: _Toc13731376]2.2 Barclays 

In 1690 John Freame and Thomas Gould traded as goldsmith bankers on Lombard Street, London. In 1736 John’s son-in-law, James Barclay, joined the business. Barclays has been a leader in innovation; had funded the world’s ﬁrst industrial steam railway and also had introducing the world’s first ATM machine (Connelly, 2019). 
[bookmark: _Toc13731377]2.2.1 Staff Profiles at Barclays 

Customer Service Advisor
Customer Service Advisors are contacting customers face to face, so must be knowledgeable and professional. They must liaise with external and internal customers regularly to resolve queries and must meet the customer’s needs. As part of the role, they must educate customers on benefits and features on the international proposition, and also to managing clients in proposition tiers (Google, 2019). This means the employee in this role has to have specialist knowledge. 

Assistant Manager 
[bookmark: _Hlk13479042]Assistant Manager must have the attitude to work in a variable business environment and is periodically required to meet deadlines and handle aggressive turn-around times. The company requires a Post Graduate, MBA or MBA equivalent or CA/CFA Market and industry research experience, preferably for a Business research or consulting firm to fill this role. Relevant experience of working in a financial services institution is also preferred (Glassdoor, 2019).  This shows that specialist knowledge and higher education are essential for this role.  

Senior Recoveries Manager
The Recoveries team is a shared service working with financially vulnerable customers for defaulted in facilities to repay the Bank. A portfolio consists breadth of customers and clients through large corporate companies.

The team manage both secured assets on sale financing, property and asset, unsecured lending work with suppliers customer to resolve any issue and  individual circumstances, ensuring cases is approached in a fair and transparent manner and in line with Barclays Values and the external regulatory expectations (Google, 2019).
[bookmark: _Toc13731378]2.2.2 KM System at Barclays 

The main aim of the banking industry is to increase revenue by enhancing customer satisfaction (Jayasundara, 2008) As highlighted by Jayasundara, (2008) “one would have thought that this form of Knowledge Management was something that financial services companies were skilled in because of the service-based nature of their business” (p.73).  However, Jayasundara, (2008) points out that most banks do not take knowledge management seriously.  “Two thirds of European Banks are failing to exploit their intellectual capital effectively by not having a knowledge management strategy in place” (Jayasundara, 2008 p.73). This is concerning as “skill at knowledge management has become a critical competency for banking sector survival” (Jayasundara, 2008 p.73). However, Barclays have recognised the importance of KM and use external technologies to store their knowledge assets, as well as hiring staff with tacit knowledge about the financial industry so that their knowledge can be utilised and shared.  
[bookmark: _Toc13731379]2.2.3 Barclays SWOT Analysis 

Strengths - Barclays have integrated KM into the role of assistant manager, so that the company is able to share knowledge and best practice standards to improve content delivery (Glassdoor, 2019). 
Weaknesses - Barclays use other companies such as Fintech Businesses to store their knowledge (Vaswani, 2018). This can be a weakness if the knowledge is not backed up with another storage system, because if there are technical difficulties with Fintech Businesses, it could result in loss of data, information and knowledge for Barclays.  
Opportunities - Most banks are not paying enough attention to KM systems (Jayasundara, 2008).  By Barclays putting in a stronger KM system, it could put them in a better market position 
Threats - Other industries are taking KM more seriously than the banking sector (Jayasundara, 2008). This could be a threat to the future of Barclays. Another threat is that they put more focus on the customer than knowledge sharing for the staff.  Customer focus is positive, but in the long run, if KM systems are not optimal, this could have a negative impact on meeting customer needs in the future. 



[bookmark: _Toc13731380]3.0 Evaluation of Barclays’ KM System
[image: ]Mission Statement:
“Innovative, customer focused and market leading – becoming the most recommended brand for our clients and customers”









[bookmark: _Toc13731381]3.1 Barclays Value Chain 

1. Barclays use SmartBusiness Insights as a way to bring knowledge about customers spending and business spending together.  This provides them with an inventory of knowledge (Barclays, 2019) . 
2. Barclays have teamed up with Fintech Businesses in order to manage all their valuable data.  This shows them what knowledge is available (Vaswani, 2018).
3. The assistant manager is responsible for knowledge sharing and best practice standards in an effort to continuously improve content delivery (Glassdoor, 2019, Barclays, 2019).  Small businesses financed by Barclays also have access to Barclays relationship managers who share “opportunities and areas for growth, as well as providing access to sector and local knowledge (Barclays, 2019).
4. One way that Barclays applies knowledge is by using their expertise to advise business customers. Barclays Business Direct teams are able to share knowledge to businesses about trading abroad and managing cashflow (Barclays, 2019). Another way is by analysing the information from SmartBusiness Insights, as this can provide them with knowledge about industry performance, customer spending, and details about their market (Barclays, 2019).  This allows them to improve their growth strategy and meet customer demands.  
5. By using the knowledge gained from SmartBusiness Insights, they can continue to satisfy their customers and achieve their vision.  
[bookmark: _Toc13731382]3.2 KM Theories 

Knowledge management started in the 1800s with the industrial era (Dalkir, 2017).  Transport technologies was the focus of knowledge management in the 1850s, then knowledge management turned to communications in the 1900s.  In the 1950s, computerisation began to be involved with knowledge management. Virtual workplaces started to emerge in the 1980s which influence knowledge management, personalisation and profiling technologies started to emerge in 2000, leading to a new type of knowledge and KM (Deloitte et al cited in Dalkir, 2017). The timeline below is part of the ‘Endovation timeline’ which shows the different disciplines and domains from different theorists, that have blended together to create KM. 
[image: ]
Figure 1: Dalkir, 2017 p.17
There have been many theorists that that have contributed to knowledge management and how it has evolved.  These include Nonaka & Takeuchi, Karl Wiig, and Robert Quinn.  These theorists have focused on different types of KM needs, such as knowledge management as a business strategy, knowledge transfer and best practice for KM, customer-focused knowledge, managing knowledge responsibly, managing intellectual assets, and innovative knowledge creation (Dalkir, 2017).  KK=
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Karl Wiig, KM model in 1993 claimed the knowledge is valuable and useful in a synchronised and organised. According to Wiig, the purpose of KM is “to make the organization intelligent-acting by facilitating the creation, accumulation, deployment, and use of quality knowledge” (Essekia, 2019). KM cycle, WIIG attempts to show how knowledge is built with organisations and individuals. There are four part of Wiig’s KM model. 
· Building knowledge is from internal and external knowledge both sources are tacit and explicit knowledge. 
· Holding knowledge: Information are stored in specific and easily retrievable physical formats and trained through people. 
· Pooling knowledge: Appropriate KM systems to ensure unwanted transfer of communication between groups of experts.
· Applying knowledge: Knowledge is improving the work processes and new knowledge is embedded (Essekia, 2019).

According to Essekia, (2019), the Wiig model has four defining elements.  These are:
Completeness: In order to use knowledge, it is important build a complete knowledge base without gaps.  Both tacit and explicit knowledge can have incomplete information, so this needs to be addressed when utilising knowledge. 
Connectedness: Different types of knowledge can connect together to create a bigger picture.  To use knowledge effectively, it is important to recognise the interconnectedness of knowledge. This helps to retrieve related knowledge quickly.   
Congruency: Knowledge can help with problem solving when there is a clear link between facts, figures concepts and the company’s content, with the company’s objectives.  
Purpose and Perspective: Knowledge is gained and stored by looking at the parts of the knowledge that may be required for a particular purpose.  This perspective about the purpose of the knowledge makes it clearer to the user and makes the knowledge more relevant.  
Within the team at Barclays, they build knowledge from education, training and experience, as well as using Management Information Systems (MIS) to build knowledge about customers and trends within the financial industry (Barclays PLC, 2017). They also hold, pool and apply their knowledge by educating and advising their customers. By having different roles and experiences within the bank, Barclays aim to have completeness in their knowledge.  They also aim to connect this knowledge by matching financial industry knowledge to customer needs.  

Robert Quinn is a change management researcher. This is important when thinking about KM, as systems are required to change over time to meet changes in technology (Quinn Model). The model also looks at the effectiveness of the company culture (Online Talent Manager, 2014).
Quinn’s model identifies four workplace cultures:
· Clan Culture. This is focused on people working together in a team and collaborating with each other. 
· Adhocracy Culture. This is focused on innovation, entrepreneurship, growth and change. 
· Hierarchy Culture.  This is focused on company procedures, order and structure, as well as quality. 
· Result-Oriented Culture.  This is focused on productivity and competition, as well as results and profit.  
Within these cultures, there are different degrees of flexibility and focus on external factors.  Clan and adhocracy cultures are more flexible and divergent than hierarchy and result-oriented cultures, which are more convergent.  Clan culture and hierarchy culture are more focussed on internal orientation than external (Online Talent Manager, 2014).  Barclays fits in more with the Adhocracy Culture as it is customer focused and aims to find innovative ways to grow and develop.  Knowledge management systems should fit in with the organisational culture to ensure the knowledge stored in relevant. 
“We live in a world where knowledge is now the most important resource or factor of production and that knowledge provides the leverage for success in a turbulent and competitive global system” (Land, 2009, p. 18).  According to Nonaka and Takeushi (1995), to keep up with change, companies have to develop new ways of learning and for staff to engage in learning and gaining knowledge from experience and from the knowledge embedded within the organization as well as bringing in knowledge from outside the organisation.  This shows that staff and the knowledge that they bring to a company are an important part of knowledge management. Land (2009) goes on to say that “a key ingredient to organizational learning is knowledge sharing. Shared knowledge, it is suggested, can provide synergy and be a catalyst for the development of new knowledge” (p.19).  This shows that it is important for staff member to learn from each, sharing explicit knowledge to become tacit knowledge.  
In contrast to the idea that knowledge management should focus on sharing knowledge between people, ISTAG (2001) stated that technology that deals with computing and communications are “radically transforming business models and business practice towards… organizational re-invention in the twenty-first century”.  The report also goes on to say that “applying Ambient Intelligence, is the new model, an organization which uses knowledge intensively” (ISTAG, 2001) 
According to their website, Barclays’ vision is “Innovative, customer focused and market leading – becoming the most recommended brand for our clients and customers”(Barclays, 2019).  Their vision focuses on customers and clients, not on developing their staff.  The absence of mentioning their staff in in their goals indicates that they do not demonstrate a belief in their people in terms of knowledge management. This is not best practice for knowledge management according to Nonaka and Takeushi’s (1995) theory. 
Barclays hire people who already have the expert knowledge in their field, rather than developing their knowledge further (Barclays, 2019).  However, they do offer apprenticeships and internships which provides graduates with opportunities for further development and gaining knowledge.  Barclays state that “with business-specific and professional skills training, introductory sessions on financial concepts and markets, our training is tailored to all learning styles, which will give you a good understanding of how our business operates” (Barclays PLC, 2017; Barclays, 2019). This shows that they are willing to develop knowledge in their people but the staff they take on already have to have a certain level of knowledge to begin with.  
However, despite Barclays not focusing on their people as part of their vision, they have mentioned in other areas that they are interested in developing the staff and allowing them to gain more knowledge.  They state that employees are more of a professional representative at Barclays and the core promise of the company is the future of their employees and the employee experience. Barclays empower colleagues to be more connected globally, working on international project handling customer finances and delivering imaginative new solutions to problems (Glassdoor, 2019). This shows that they do view knowledge as an important asset for their staff to develop. 
As part of their effort to increase KM, Barclays have integrated KM into the role of assistant manager by asking that staff in this role are able to “Share knowledge and best practice standards in an effort to continuously improve content delivery” (Glassdoor, 2019). 
Goh (2002) identified knowledge transfer to satisfy the needs of customers as an effective method of knowledge management and best practice for businesses. However, knowledge transfer is not easy, as there are organisational cultural barriers that need to be overcome to transfer knowledge using sophisticated information technology (Goh, 2002).  One way to help overcome this is to focus on one value such as improving customer value. Focused knowledge can then be captured about the customer's needs and preferences. This knowledge can be used to find solutions for improving service delivery and resolving customer problems. “The results can then be captured as best practices and the knowledge transferred to other employees and even to the customer” (Goh, 2002, p. 24) .     


[bookmark: _Toc13731383]4.0 Conclusion

The main areas of KM systems for John Lewis are the staff themselves.  Previous experiences can be brought into the company to build upon their knowledge assets.  John Lewis value experience more than education because the recognise the tacit knowledge that comes with experience.  Staff are also trained and developed whilst working for the company to further improve their knowledge.  
In contrast, Barclays value education more because it brings specialist knowledge to do with the industry.  Their KM systems focus on customer demands and innovative ways to improve the customer experience such as introducing contactless cards.  
The main gaps in John Lewis is that they are not focusing their knowledge on the financial market in light of the vote to leave the EU.  This has put a strain in the quality of good offered and the cost of imported produce.  
Barclays are not putting enough effort into developing the knowledge assets within their staff, as they are more focused on gaining knowledge about the customer. 



[bookmark: _Toc13731384]5.0 Recommendations 
Sorrentino, (1999) states that “every organization needs a person or persons to watch over and manage the creation, storage and dispersion of knowledge” (Sorrentino, cited in Jayasundara, 2008).  
1. Both organisations should have a team or department that is responsible for knowledge management.  This should allow their KM systems to develop and keep up to date with changing times
2. John Lewis should have a system in place to gain and store knowledge about Brexit impacts, as this is an area that is affecting their business.  
3. Barclays should invest more in their staff to develop their knowledge.  This will help keep the employees up to date in their knowledge, which they can then feed back to the customers.  
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