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[bookmark: _Toc18705287]Introduction


The importance of knowledge management on an organisations ability to compete, develop, and grow in a global market has gained prominence in recent times. Knowing how to utilise data, information and knowledge to benefit an organisation, and the relationship between the three will be evaluated in this report. Managing knowledge assets, sharing knowledge within an organisation, and converting individual knowledge into organisational knowledge are key factors in knowledge management, and are topics that discussed in this report. The work of authors such as Nonaka, Polanyi, and Demarest will be used to better understand the use, development, and challenges of knowledge management within an organisational context. The repot will discuss differences between individual and organisational knowledge, how organisations can promote the sharing of individual knowledge, and how the sharing of individual knowledge could contribute to innovation and the creation of organisational knowledge will be explained. 

A Turkish language newspaper named Olay will be used as an example of how successful knowledge management, or the lack of can benefit or harm an organisation. The author will use personal observations from her time at the firm to analyse the effects that knowledge management practices have had on the company. Strengths and weaknesses of the firm will be analysed and recommendations on how the firm could better implement knowledge assets will be provided within the report.
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Data is a collection of specific facts that are unorganised as they provide no information or context. Data consists of raw information such as letters, digits and symbols that have no meaning. There are two types of data, Qualitative and quantitative. Qualitative data is data that does not use numbers. Qualitative data can also be referred to as categorical data, data which can be arranged into categories. Qualitative or categorical data considers properties and attributes such as, the cars in the car park are black, red and white. (Guhl, 1999)

Qualitative data is gathered through observations and can be gathered in the following ways. Records, Existing data held on record could be used to gather, reference and use data that has already been collected on a similar subject, Observation, Data is gathered through observing individuals or phenomena, taking notes, video, sound recordings or photographs can all be a part of gathering qualitative data through observation. Interviews, Informal, unstructured interviews can be arranged between the researcher, and interviewee, questions will be open ended and conversational with the aim of gathering data. Case studies, Analysing case studies can be a rich source of qualitative data, Data can be gathered from more than one source and can be compared and contrasted. (Bergin, 2018) 


Quantitative data involves numbers and has a mathematical value, it consists of quantifiable data that can be used to calculate and analyse statistic which can be used to make decisions. How much do those jeans cost, how often does it rain, or how many apples are in the basket are examples of quantitative data. Quantitative data can be gathered by using the following methods, Interviews, Researchers can use interviews to gather quantitative data, the interview must be structured and only answers to the questions asked can be provided. Questionnaires, Questionnaires and surveys are increasingly popular methods of gathering data, sheets, online surveys and post are ways in which surveys and questionnaires can be conducted. (Bergin, 2018) 


Observation: Observational quantitative data can be gathered, However, unlike qualitative observational data gathering, observations must be structured, with a specific set of observations pre-determined. (Bergin, 2018) 


According to Davenport and Pusak (1989), data, information, and knowledge, cannot be interchanged, therefore, it is essential for businesses to know which is needed, which they already possess, and how each can be used.(Guhl, 1999) Drucker (1988) argues that the conversion of data into knowledge requires information, this can be accurate to an extent when specific knowledge is required to process data, intervention of individuals is required. According to Cope (1998) knowledge is a facilitator of acquiring information from data. Knowledge can be described as the utilisation usage of information and data. (Guhl, 1999)
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Information is processed data that is accurate, specific, has meaning, and increases understanding. Information has value as it can affect decisions, behaviour and outcomes. Quality information can help make the right decisions resulting in favourable outcomes. If an investor had information that an organisation was launching a new product, or merging with another organisation, this could result in him/her investing substantial amounts of capital to purchase shares in the organisation. Information that fails to change anything is considered valueless. (Businessdictionary, 2019)
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[bookmark: _Toc18705291]Figure 1: Transforming Data into Information (Al- Mamary et al. 2014, pp.7-10) 
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[bookmark: _Toc18705292]Figure 2: The Process of Transforming Data into Information (Naaem, 2015) 


Classification, rearranging/sorting, aggregating, calculations and selection are all types of information processes.  Classification is categorising data, For example, categorising cash up front customers, and customers with credit agreement. Rearranging/sorting, is the arranging data into groups, or a certain order, such as, alphabetical or numerical order, or accounts, sales, and marketing departments. Aggregating, Summarising data, such as, average spend on utilities and services, and total payroll spend across all departments. Calculations, an example could be, calculating of items sold, comparing the production costs with sales costs to calculate profits. Selection, Selecting or disregarding data based on chosen criteria, for example, offering promotions and discounts only to customers that spend over a certain amount, and discarding customers that do not. (Austin, 2019)


[bookmark: _Toc18705293]Knowledge 

[bookmark: _Hlk17311058]Data, information, interpretation and experience, all contribute to what is defined as knowledge. Knowledge is the perception of things considered to be true, and push us into action provided there are no obstacles (Businessdictionary, 2019). According to Nonaka (1994) knowledge is a multifaceted concept with many layers of meaning. Although traditionally considered as a justifiable true belief, in modern times knowledge is considered a personal belief with prominence given to justification. Traditional epistemology focuses on the absolute, logical non-human truth, modern knowledge creation considers the human element of belief, in order to justify knowledge by aspiring for truth. Information and truth are often considered one and the same, however there is a distinct difference between the two. Information adds to the development of knowledge, by means of messages, learning from information can result in knowledge. Knowledge is born through the combinations of beliefs and information that ascribes to human actions (Nonaka, 1994).

Michael Polanyi (1966) described two distinct types of knowledge, tacit knowledge and explicit knowledge. Explicit knowledge can be communicated through words and numbers, which accounts for a small fraction of the possible amount of knowledge, Polanyi described this as “we can know more than we can tell”. Tacit knowledge is personal knowledge that is hard to communicate, it is rooted in actions and involvement in a situation. Tacit knowledge is comprised of cognitive and technical aspects, the cognitive includes beliefs, personal perspectives and paradigms, while the technical consists of knowing how, ability and skills (Nonaka, 1994). 

[image: ]

[bookmark: _Toc18705294]Figure 4: Relationship between data, information and knowledge (Cvev, 2019)
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Data, information, and knowledge management plays an important role at Olay newspaper. The firm faces stiff competition from other UK based Turkish newspapers for readers, advertising, and quality of product. The firm is the oldest and most reputable Turkish language newspaper in the UK, it has the widest circulation and generates the biggest advertising revenue among its competitors. An effective KM management system must be implemented in order to remain competitive, attractive to customers, and sustainable. There is a large Turkish speaking population in the UK, Emigrants from Turkey, Cyprus, and the central Asian Turkish republics are all part of the potential customer pool that Olay is able to tap into. In order to have a successful KM management system in place Olay must use procedures, people, and technology to gather, store data, information, and knowledge in order to have a holistic approach to KM management. Data such as number of readers, number of customers placing advertisements, revenue generated and outgoings must be gathered in order to ensure that the company can remain profitable, and sustainable. Collecting and making use of data can provide information on the most profitable customers, the type of advertising that best suits customers, the demographic of readers, and allow targeting of customers that produce the largest revenue stream for the firm. Once the data and information have been gathered, processed, and stored, it can be used to implement a more effective knowledge management system. 
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[bookmark: _Toc18705298]SECI Model

Nonaka (1991) first proposed the SECI conceptual model in 1991, it was later expanded by Nonaka and Takeuchi (1995), the model describes the generation, transfer and recreation of tacit, and explicit knowledge in organisations. The model has successfully translated to other sectors, such as education. There are four modes of knowledge conversion in the SECI model, socialisation, externalisation, combination and internalisation (Teacherknowledgeexchange, 2019). 

Socialisation is the sharing of tacit knowledge through, observing, imitating, practice and participating. Socialisation can occur in physical or virtual spaces where communities can socially interact (Teacherknowledgeexchange, 2019). 

Externalisation involves converting tacit knowledge into explicit knowledge, this is vital as tacit knowledge is held internally by individuals and cannot be observed, this enables the organisations to create and share knowledge between employees (Teacherknowledgeexchange, 2019). 


Combination enables the integration of concepts into knowledge systems. (Teacherknowledgeexchange, 2019).


Internalisation is the embodiment of explicit knowledge into tacit knowledge, becoming part of an individual’s internal knowledge (Teacherknowledgeexchange, 2019). 

The interaction of tacit and explicit knowledge is illustrated in the table below:[image: https://sites.google.com/site/teacherknowledgeexchange/_/rsrc/1472845347886/km-to-promote-learning/strategies-and-models/seci-model-for-knowledge-creation/Picture1.jpg]

[bookmark: _Toc18705299]Figure 3: Kujiro Nonaka Hirotaka Takeuchi: Theory of Knowledge Creation (12manage, 2019)
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Olay newspaper relies on both tacit and explicit knowledge to operate effectively, However, due to the culture of the firm many employees hold back from sharing internal knowledge. The perception that most employees have is that the more individual knowledge they possess the more indispensable they become, therefore, a culture of competition, individualism, and hoarding of individual knowledge is rife. As a result of failing to turn tacit knowledge into explicit knowledge, the firm is over reliant on individuals, who may have more power than is beneficial to the firm. Producing a paper that goes to print twice a week involves a great deal of team work and collaboration, each task is reliant on the one before, therefore, a sharing of information and knowledge is essential to operate at full efficiency, and productivity. The fact that a high proportion of the firms Knowledge base is individual knowledge, results in in operational problems, and a slowdown in productivity when individuals leave the firm. Due to the lack of successful knowledge management at Olay, large amounts of knowledge are lost when individuals leave which is very detrimental and costly for the firm as the firm needs to regain lost knowledge assets, and staff have to be retrained. 

It is important to note that knowledge is about knowing why and how, Information and knowledge are required, it is unproductive to do the wrong thing successfully, wisdom is also required (Gurteen,1998).  Relationship between data, information and knowledge are shown described in the figure below.
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According to Wieck (1978) and Simon (1976) it was individuals not organisations that had the capacity to learn, however, Starbuck (1993) and Nelson and winter (1982) suggest that organisations develop through their learning capacity. According to (Nelson and Winter, 1982) integrating reserves of knowledge and practices give birth to new knowledge through the culture and history of an organisation. (Bhatt, 2002) 

Tacit and explicit knowledge must be shared to create organisational knowledge. The creation of organisational knowledge consists of the integrated transformation of tacit, to explicit knowledge. personal knowledge should be shared with groups and other individuals, with the purpose of developing organisational knowledge. The increase in organisational knowledge will aid in the development of further individual knowledge, which can again be shared within the organisation, creating a positive cycle of knowledge accumulation. (Lustri et al. 2007) 
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[bookmark: _Toc18705302]Figure 5: From individual knowledge to organisational knowledge (Lustri et al. 2007) 
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Knowledge assets generate profit and add value to an organisation, Organisations need to possess knowledge of products, clients, technology, and the market to ensure they remain profitable and sustainable. Knowledge management entails more than just managing knowledge assets, firms need to implement processes that successfully utilise these assets. Processes such as knowledge development, knowledge sharing, and use of knowledge must be used to successfully identify and analyse knowledge assets and knowledge asset processes. For organisations to reach their objectives bot knowledge assets and the processes used must be planned and controlled. (Mackintosh et al. 1999)

Companies are increasingly becoming aware of the importance of, knowing what you know, and making maximum use of their knowledge. This can be described as organisational memory, knowledge assets can be found in numerous destinations such as, in people’s minds, databases, hard files, and are dispersed throughout an organisation. Failing to make sufficient use, and keep track of knowledge assets often results in the same tasks being repeatedly performed by different departments. Organisations need to be aware of their knowledge assets, knowledge processes. And how to manage knowledge assets and knowledge processes. (Mackintosh et al. 1999)

Companies face many problems in regards to learning what their knowledge assets are, and being able to cost effectively and efficiently utilise these assets. A good, effective communication process must be in place throughout an organisation in order to correctly understand its knowledge. This will enable an organisation to identify and create a model that reflects their knowledge, and to re-use and share present and future knowledge. A culture of sharing, communicating, and constitutionalising knowledge must be encouraged. (Mackintosh et al. 1999)
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[bookmark: _Toc18705304]Figure 6: Process of the dimensions of knowledge assets (Mashala et al. 2017)


[bookmark: _Toc18705305]Knowledge Assets of Olay

The knowledge assets that are utilised by Olay are mainly people-based knowledge assets, although technology, I.T and databases are an essential part of Olay newspapers knowledge assets, the firm is heavily reliant on individual knowledge in order to successfully use these assets. The culture fostered by the management and senior staff prevent the sharing and institutionalising of knowledge assets. The financial costs, loss of time, and drop in productivity caused by training staff has resulted in the management taking a short-term approach to knowledge sharing, however, the long-term negative effects on the firm far outweigh the short-term cost. Having successful knowledge management processes in place that convert individual knowledge into organisational knowledge would allow the firm to become more adaptable in the event of staff turnover, absenteeism, and prolonged staff absences.

According to Nonaka (2000), knowledge assets are the basis for knowledge creating, and are defined as firm specific resources that are vital in creating values for the organisation. 

The four knowledge types comprised by Nonaka were, experiential, conceptual, systemic, and routine. (Kamasak, 2010)

Experiential knowledge assets are acquired through practice, and experience of the organisation’s stakeholders. Skills, socialising, emotions are some examples of experiential knowledge assets. (Kamasak, 2010)
 
Routine knowledge assets, another type of tacit asset, these consist of knowing how things work, the way things are performed and the culture of the organisation. (Kamasak, 2010)

Conceptual knowledge assets are more explicit, and are communicated through language, images and badges. brand value, designs, ideas, are all part of employee and customer perceptions that make up Conceptual knowledge assets. (Kamasak, 2010)

Systemic knowledge assets are explicit knowledge that is systemised, knowledge is clearly stated in manuals, specifications and documents. (Kamasak, 2010)

The strategy and goals of the organisation will determine the importance of knowledge assets. Knowledge assets that are very important to one organisation may have no use for another. Knowledge assets should be analysed to ensure they are of benefit to achieving the aims and objectives of the organisation. (Kamasak, 2010)
[image: ]
[bookmark: _Toc18705306]Figure 7: Four categories of knowledge assets (Teacherknowledgeexchange,2019)
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Obtaining, storing, and the sharing of knowledge is vital to knowledge management, the identification of what and where an organisations knowledge is has to be determined, this can be described as a knowledge map. Key knowledge workers can be identified through documenting processes and workflows, knowledge workers create, utilise, and distribute knowledge. Knowledge workers are generally engineers, educators, writers, designers, scientists and various other professionals.

Knowledge workers are not the only source of knowledge, experience managers and workers can also possess vast knowledge despite not being categorised as knowledge workers. Upon identifying the location of knowledge whether it is an individual or a group, it is important to capture and document the knowledge in a way that has meaning and can be used. If knowledge is not in recorded or documented it may also be captured through dialogue or other types of communication. Once captured knowledge can be stored in files, records, computer databases, and software technologies. (Studycom,2019) 

Most organisations use computer networks to store knowledge and information, it can be set up to grant access to required parties, groups or individuals, however, a clear usage policy must be set, and data protection must be considered where applicable. Electronic folders can be set up to match paper filling systems to ensure they are compatible. Knowledge integration is also important to ensure that effective knowledge sharing can be implemented. Irrelevant or out of date information and knowledge must be removed to avoid clutter and unnecessary knowledge that is no longer of use. (Odi, 2009)

Olay fails to utilise the storing of knowledge, workers rarely share knowledge with colleagues, and the firm does not have a knowledge gathering structure in place. Procedures are dictated by the director and management with a tall hierarchical structure in place. The director will dictate to the managers, who will instruct the head of each department, work will then be delegated to the relevant individuals. Having a central knowledge database could provide a more efficient access to knowledge, resulting in increased productivity. Page layouts, advertisements, and design processes are constantly changed and modified due to conflicting information, the head of department may approve the work, only to be sent back by management for amendment. A successful knowledge management system for storing and sharing information and knowledge could enable all parties to form a consensus on what is required, saving time, effort, and resources.
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Knowledge management is increasingly becoming an integral part of organisations, it has emerged as an important contributing factor in the growth, sustainability, competitiveness, and profitability of organisations. The lack of effectively utilising knowledge management has resulted in many organisations failing to expand, become competitive locally, and globally, by mismanaging their experience, knowledge, and expertise. Even organisations that do implement knowledge management primarily focus on information and communication aspects of KM. The most important knowledge asset in an organisation is its people, therefore, people should be incentivised to share their knowledge assets, and create new knowledge assets. In a global economy where the slightest advantage can influence competitiveness, and can make the difference between failure and success knowledge management must be correctly used and taken advantage of. A constantly changing global market requires organisations to use their knowledge assets to be adaptable, flexible, Knowledge management can provide the required information when called upon to provide a competitive advantage to an organisation. (Goswami et al. 2013) 
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[bookmark: _Toc18705309]Figure 7: Knowledge at the point of execution (Workingknowledge, 2019)
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According to Demarest (1997) the knowledge problems faced by firms are,

• The firm does not have models for knowledge distribution or creation 
• Firms have no systems or processes in place to support knowledge creation or dissemination
• Firms have no form of measuring or evaluating the effectiveness of knowledge creation or knowledge sharing activities
•Command and control systems for measuring and the evaluation of knowledge creation and distribution processes do not exist in the organisation
The biggest challenge for firms that effectively participate in, and rely on knowledge intensive fields of the global economy epitomised in 6 key questions:
• What does the culture and actions of managers assert about the value of organisational knowledge, and what do individuals believe about that value, what is the purpose and role of knowledge?
• How is knowledge created, incorporated and distributed and utilised by the company, what is the connection between knowledge, innovation, and performance the company needs to successfully reach its objectives?
• What are the strategic, tangible, and material benefits that a firm expects to gain by implementing a more effective knowledge management system?
• How mature is the organisation in terms of knowledge management systems?
• How can a firm organise for knowledge management?
• What is the role of information technology in the firm’s knowledge management agenda? 

We obtain knowledge in numerous forms; our own assumptions can prevent us from comprehending some of this knowledge due to our assumptions about what knowledge is and how it is arranged. Knowledge that may seem to lack structure and stability to us may be of use to others, the purpose and usefulness of knowledge is often dependant on the reasons it was developed and used for. Commercial knowledge is different to other kinds of knowledge, Philosophical knowledge will be of no use in a commercial environment, successful commercial knowledge is knowledge that works. The ability of knowledge to produce desired commercial results is good knowledge, therefore, it should be distinguished from philosophical, or scientific knowledge. Philosophical and scientific knowledge may point to the truth; however, the aim of commercial knowledge is not the discovery of truth, commercial knowledge seeks effective performance. What successfully works, or works more successfully is what commercial knowledge is, rather than what is wrong or right (Demarest, 1997).

Olay as an organisation faces many of the problems that are highlighted by Demarest (1997). The management culture does not foster knowledge creation or distribution, knowledge is held by specific individuals who perform specialised tasks, each employee must do what is expected to ensure the paper is printed on time with very little motivation or incentive to innovate. A low level of value is placed on developing organisational knowledge with managers choosing to rely on personal knowledge due to the time and cost involved with training and knowledge sharing. The measuring of knowledge management at Olay is to the extent of employing staff with the relevant skills to perform in their role, the management are content with individuals having the required knowledge to fulfil requirements. This has resulted in the firm loosing much of its knowledge assets to competitors, although Olay is still the most popular Turkish language newspaper in the UK many competitors have significantly closed the gap due to employees leaving the firm to join rival papers.
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[bookmark: _Toc18705311]Recommendations

Olay newspaper has the advantage of being the most established, and reputable Turkish language newspaper in the UK with the largest circulation among its competitors, however, lack of effective knowledge management has led to its competitors closing the gap. The firm has failed to convert individual knowledge into organisational knowledge, and by doing so has lost vital knowledge assets to its competitors. People are the most important knowledge asset possession of the firm, a short-term managerial approach of failing to invest time and finances in training and developing staff has resulted in crucial knowledge being lost to competitors whenever staff leave the firm. Allocating the necessary time and funds may reduce productivity, and increase cost in the short-term, however, the long-term benefits of institutionalising knowledge, and encouraging a culture of sharing of knowledge, will far outweigh the short-term costs and minimise the effects of staff turnover and allow for innovation and new knowledge to be obtained.



[bookmark: _Toc18698026][bookmark: _Toc18705312]Conclusion

Organisations are becoming increasingly aware of the importance that knowledge management has on a company’s potential to compete, grow and remain effective in both a national and global economy. By successfully implementing knowledge management organisations are able to access the required knowledge when necessary by effectively mapping and storing knowledge. Having the correct knowledge, and knowing what you know are vital to the sustainability of an organisation. All organisations should seek to create a culture of knowledge sharing, converting tacit knowledge into explicit knowledge, and by doing so enable individual knowledge to become organisational knowledge. Knowledge sharing will ultimately lead to a more productive, skilled, and efficient workforce that will be able to create new knowledge, and increase knowledge assets in order to ensure that the organisation can remain competitive and efficient in a rapidly changing economy. As highlighted in this report, by failing to implement a successful knowledge management model, Olay has lost many of the advantages the firm had over its competitors. Loss of knowledge assets, failing to promote a culture of knowledge sharing, and relying on knowledge held by individuals have resulted in the firm’s competitors gaining a large part of the market share of customers that was previously held by Olay newspaper. The importance of knowledge assets is further highlighted by the fact the firm’s competitors have grown, and become more successful by acquiring, and tapping into Olay newspapers knowledge assets.
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