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Introduction to knowledge management

In today’s rapidly evolving business landscape, knowledge has emerged as one of the most valuable
strategic assets for organisations. Knowledge Management refers to the systematic process of
capturing, distributing, and effectively using knowledge to enhance organisational performance and
decision-making (Nonaka & Takeuchi, 1995).1t bridges the gap between data and wisdom by
promoting the sharing of information, fostering innovation, and improving productivity. This
assignment explores the key concepts, tools, and strategies involved in Knowledge management, its
impact on organisational success, and the challenges organisations face in implementing effective
knowledge management practices.

Concept of knowledge management

Knowledge Management is the process through which organizations generate value from their
intellectual and knowledge-based assets. It involves the systematic handling of knowledge to ensure
that the right information is available to the right people at the right time. Knowledge management
includes activities such as creating, capturing, organising, sharing, and applying knowledge to
improve organisational performance and achieve strategic objectives (Alavi & Leidner, 2001).

Relationship between data, information, and knowledge

Data is raw, unprocessed facts and figures without context. It represents observations or
measurements and has no meaning on its own. Information is data that has been organised,
structured, or presented in a context so that it becomes meaningful. It answers basic questions like
who, what, where, and when. Knowledge is information that has been processed by the human
mind and combined with experience, insights, and context to support decision-making. It answers
"how" and "why" questions(Rowley, 2007). Data is collected and processed into Information which
is interpreted and applied to become Knowledge. This flow is essential to knowledge management,
as it helps organizations transform raw data into actionable insights.

DIKW Model

This DIKW model is widely used across different fields and professions where decision-making,
information processing, and knowledge management are essential. The DIKW model stands for
Data, Information, Knowledge, and Wisdom, and it represents a hierarchy that explains how raw
data can be transformed into valuable wisdom through human processing. (Rowley, J., 2007)



Example of DIKW model

DIKW MODEL

Information plus context:
Adding in experience

and insight to get the
bigger picture

Discrete facts
(gathering pieces)

Here’'s who would typically use the DIKW model:

Business Managers and Executives - To turn data into strategic insights and for performance
analysis, market trends, and decision-making.

Knowledge Management Professionals - To design systems that capture and organise knowledge
and to ensure knowledge flows effectively from data to wisdom within an organisation.

Data Analysts and Data Scientists - To interpret raw data and extract useful information and to
interpret raw data and extract useful information which will help businesses move from data
collection to actionable insights.

IT and Information System Designers - To create systems like databases, dashboards, or decision-
support tools that reflect the DIKW hierarchy and to structure how users interact with data and
knowledge.

Educators and Researchers - To explain the learning process and how information becomes
knowledge and to develop curricula or research methods based on different levels of understanding.

Healthcare Professionals- To interpret patient data and medical history into actionable treatment
decisions and to ensure evidence-based practice by applying knowledge and clinical wisdom.



Government and Policy Makers - To analyse data and craft policies that address public needs wisely
and effectively.

Anyone involved in collecting, analysing, managing, or using data to make informed decisions
especially in knowledge intensive fields can benefit from the DIKW model.

People use the DIKW model because it provides a clear and structured way to understand how raw
data is transformed into actionable wisdom—a process that is crucial in decision-making, strategic
planning, and knowledge management. Here are the main reasons

Relationship in the DIKW Model

Data - Raw, unprocessed facts and figures without context.
Information - Data that is organised, structured, or contextualised to have meaning.
Knowledge - Information that is interpreted and understood based on experience, skills, and insight.

Wisdom - The ability to make sound decisions and judgments based on knowledge and experience

Summary of Relationships

Data - Becomes Information when it is processed and given context.
Information - Becomes Knowledge when it is interpreted and understood.

Knowledge - Leads to Wisdom when applied in decision-making with insight and judgement.

The Value of Information

The model shows how each level (Data - Information - Knowledge -Wisdom) adds increasing value. It
helps organisations and individuals understand that raw data alone is not useful unless it's processed
and applied meaningfully, It supports better decision making by progressing through the DIKW
hierarchy, individuals and organisations can move from simple facts to informed, intelligent
decisions. It emphasises the importance of not just collecting data, but also interpreting and
applying it wisely. The model also helps structure knowledge management efforts in business and IT;
the DIKW model is often used to design systems and processes for data management, business
intelligence, and knowledge sharing. It helps determine what tools and practices are needed at each
level, it also enhances Communication, the model gives a common language for discussing how
knowledge is created and used. It's helpful in education, project planning, and analysis because it
simplifies complex concepts into an understandable framework. The model can encourage



continuous learning by visualizing how learning progresses from facts to wisdom, the DIKW model
promotes a culture of learning, reflection, and growth within individuals and teams.

Relationship between individual and organisational knowledge
Individuals are the primary source of knowledge; all organisational knowledge originates from
individuals, their skills, experiences, insights, and creativity form the foundation of the knowledge
within a company (Zins, 2016). Organisational knowledge is more than the sum of individual
knowledge. When individual knowledge is captured, shared, and structured through processes,
systems, documentation, or culture it becomes organisational knowledge. Organisations use
knowledge management systems, collaboration tools, training, and communities of practice to
encourage individuals to share what they know. A strong knowledge sharing culture motivates
individuals to learn, grow, and contribute. This culture can enhance individual knowledge, which in
turn strengthens the organisation. When individuals leave, the risk is that their unique knowledge
leaves with them. Effective knowledge management ensures that critical individual knowledge is
retained and transferred to sustain organizational memory.

SECI model

The SECI model, developed by Ikujiro Nonaka and Hirotaka Takeuchi, provides a dynamic framework
for understanding how knowledge is created and shared within organisations. To explain it clearly,
we’ll define tacit and explicit knowledge, relate them to individual and organisational knowledge
respectively, and then explore how the SECI model facilitates the transformation of knowledge and
its implications for organisations (Nonaka, |. & Takeuchi, H., 1995)

Tacit Knowledge - Tacit knowledge is personal, context-specific, and hard to formalise or
communicate. It includes skills, experiences, insights, intuition, and mental models often acquired
through direct experience or practice.

Relation to Individual Knowledge:
Tacit knowledge resides primarily in individuals. It is deeply embedded in an individual's actions and
thoughts and cannot easily be articulated.

Explicit Knowledge - Explicit knowledge is formalised and systematic. It can be easily documented,
codified, and shared in the form of data, specifications, manuals, procedures, or reports.

Relation to Organisational Knowledge:

Explicit knowledge forms the backbone of organisational knowledge. It is what organisations store in
databases, training materials, process documents, and best practice guidelines. It is more easily
managed, transferred, and scaled across the organisation.

The SECI Model: Knowledge Conversion

The SECI model describes a spiral process of knowledge conversion between tacit and explicit
knowledge, enabling individual knowledge to become part of collective organisational knowledge



The Four Modes of Knowledge Conversion:
Socialisation (Tacit - Tacit) Sharing experiences directly, such as mentoring, shadowing, or
apprenticeships.

Externalisation (Tacit - Explicit) - Articulating tacit knowledge into explicit concepts.

Combination (Explicit - Explicit) - Systematically combining different pieces of explicit knowledge
into more complex sets.

Internalisation (Explicit = Tacit) - Learning and absorbing explicit knowledge until it becomes tacit
again through practice.

Implications for Organisations
Knowledge Retention and Scalability: Externalisation and combination allow individual insights to
be captured and scaled across the organisation, reducing dependency on specific individuals.

Innovation and Continuous Learning: By encouraging the SECI cycle, organisations foster a culture
of knowledge creation and continuous improvement.

Sustained Competitive Advantage: Firms that master the conversion of tacit to explicit knowledge
(and vice versa) can better adapt, innovate, and differentiate themselves in the market.

Example of SECI model:

SECI Model (Nonaka & Takeuchi)
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SECI stands for:

Socialisation - Knowledge is shared through direct experience, observation, and imitation without
using language.

Externalisation - Knowledge is articulated and codified into words, diagrams, or models so it can be
shared.

Combination - Different pieces of explicit knowledge are combined and systematised into more
complex sets.

Internalisation - Individuals absorb explicit knowledge and internalize it into their own tacit
knowledge through learning and practice.

Why It Matters

The SECI model shows that knowledge is dynamic and constantly evolving. It emphasises that
organisations must support environments where knowledge can be created, shared, and applied
across all four modes. (Serrat, 2017)

IP & GDPR considerations

When applying the SECI and DIKW models in practice especially within organisations it's crucial to
consider implications related to Intellectual Property (IP) and General Data Protection Regulation
(GDPR) (Fortier & Stignani, 2018). Here's a summary for each model:

Intellectual Property (IP)

Tacit Knowledge -personal skills and know-how, generally not protected by IP law unless
externalised. When externalised (e.g., in manuals or training materials), it becomes explicit
knowledge and can be protected via copyright, trade secrets, or patents.

Organisational Knowledge Assets - Must be managed as proprietary knowledge and ensure clear
ownership of knowledge created by employees or contractors (use IP clauses in contracts).

GDPR

Socialisation & Externalisation phases may involve sharing personal data, any personal data
captured, stored, or converted must be lawfully processed under GDPR and be minimised and
anonymised if possible during knowledge capture and also be protected when turned into explicit
knowledge.

DIKW Model: IP & GDPR Considerations

Intellectual Property (IP)

Data and Information - Raw data itself usually isn't protected by copyright unless it’s creative in
form, databases may be protected under database rights. For knowledge & Wisdom, if captured in
documents, models, training, etc., these may be protected as copyrighted works or trade secrets.
Proper licensing and attribution need to be used when reusing third-party information.



GDPR

Data Layer - The most relevant to GDPR, personal data (names, emails, IP addresses, health data,
etc.) must be processed lawfully, you must comply with GDPR principles, lawful basis, purpose
limitation, data minimisation, accuracy, storage limitation, integrity, and confidentiality. As data is
transformed into higher levels, GDPR still applies if personal data remains identifiable.

Business case

Here's a business case for an accountancy practice using the SECI and DIKW models to improve client
on-boarding and advisory services. This includes problem identification, solution, expected benefits,
and how the models support the transformation.

Improving Client On-boarding & Advisory Using SECI and DIKW Models
The firm aims to improve its client on boarding process and transition into more value driven
advisory services. By applying the SECI and DIKW models, the practice can better capture internal
expertise, streamline on-boarding, and leverage data for proactive client insight, leading to
improved client satisfaction, efficiency, and revenue growth.

Current Problem

On-boarding is inconsistent and varies by individual accountants. Much of the client-handling
expertise is tacit knowledge stored in senior staff’s heads. Data collected from clients is underused
and advisory opportunities are missed due to poor knowledge flow and insight generation.

Proposed Solution using SECI Model
Socialisation: - Encourage job shadowing and mentoring between senior and junior accountants to
share on-boarding know-how.

Externalisation: - Document key steps, best practices, and checklists from experienced staff into
templates and guides.

Combination - Build a centralised on-boarding knowledge base combining guides, checklists, CRM
data, and compliance requirements.

Internalisation: - Train staff using the on boarding guide so practices become standardised and
internalised.

Proposed Solution using DIKW Model

Data - Collect structured data from client intake forms, previous filings, and interactions.
Information - Organise data into on-boarding dashboards and timelines.
Knowledge - Interpret patterns and identify advisory triggers.

Wisdom - Use insights to recommend value-added services
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Expected Benefits

Benefit Description

. . Reduced errors, improved consistency, and faster on boarding
Standardised on boarding times
I .

Better knowledge retention Tacit expertise captured before staff turnover or retirement.

Improved advisory

. Insights derived from client data enable proactive service.
opportunities

Enhanced compliance Clearly documented processes reduce regulatory risk.

Increased client satisfaction Faster, more tailored service builds trust and loyalty.

Knowledge Assets in an Accountancy Practice (Using RBV)
Under the Resource-Based View (RBV), organisational assets are classified as tangible or intangible,
and value is derived from how unique, rare, and hard to imitate these resources are.

Tangible knowledge assets
-Client data - records of client finances, history, tax filings

-Documented work procedure - On-boarding templates, compliance checklists
- Training materials - manuals, software guides

-Technology platforms - centralised accounting tools & internal ports

Intangible knowledge assets
Tacit knowledge — Expertise in tax planning, client handling, advisory judgement

Firm reputation & trust — built on long standing client relationships and reliable delivery
Client specific insights — contextual understanding of client business environments

Knowledge culture — willingness to share, document and build on collective expertise

Assessment of Knowledge Assets Using the VRIO Framework
The VRIO framework helps determine whether a knowledge asset provides sustained competitive
advantage(Barney & Hesterly, 2015).Each asset is evaluated for:

Value — Does it help the firm respond to opportunities or threats
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Rarity — Is it unique or uncommon among competitors

Inimitability — Is it difficult to replicate

Organisation — Is the firm organised to capture and exploit it

Conclusion & Action Points
Strengths: Intangible assets like reputation, client insight, and knowledge-sharing culture show high

VRIO potential.

Gaps: Senior staff tacit knowledge is underexploited—needs conversion via SECI (externalisation).

Opportunities: Organise and codify high-value knowledge to create scalable advisory services and

standardised excellence.

Strategic Focus: Invest in systems and culture to better leverage intangible knowledge assets.

Data Collection Methods and KPlIs

Area

Data Collection Method

Purpose

Key Performance
Indicators (KPIs)

Tacit Knowledge
Capture

- Structured interviews
with senior staff

- Job shadowing
observations

- Knowledge mapping
sessions

To externalise critical
know-how

- percentage of key roles
with documented
procedures

-knowledge capture
sessions completed per
quarter

Explicit Knowledge
Usage

- Document usage
analytics (e.g., on-
boarding guide views)
- Internal surveys on
access and usefulness

To track adoption and
relevance of
documented processes

- Frequency of
guide/template use

- Staff satisfaction with KM
tools

Client On-boarding

- CRM data analysis
- Client feedback

To assess efficiency and

- Average on-boarding time
- Client satisfaction score
(CSAT)

Process surveys consistency - percentage of on-
- Process audits boarding tasks completed
on time
Advisory Insights H— Analysis of financial HTo measure conversion H- data-driven advisory

12




Area

Data Collection Method

Purpose

Key Performance
Indicators (KPIs)

Generation (DIKW)

data patterns

- Advisory reports issued
- Client response
tracking

of data into actionable
advice

recommendations per
client

- percentage of clients
upsold to advisory services

Knowledge Sharing

- Internal surveys
- Participation logs in
knowledge-sharing

To monitor engagement

- percentage of staff
participating in KM
activities

Culture sessions and collaboration )
o - Staff perception of
- Peer recognition .
knowledge-sharing culture
programmes
- percentage of staff
. - LMS tracking . P . & L
Training & To ensure knowledge is |[completing training

Internalisation

- Skills assessments
- Post-training surveys

internalised and used

- Improvement in process
adherence or audit scores

Reputation & Client
Insight

- NPS (Net Promoter
Score)

- Retention & referral
rates

- Account manager
notes & CRM entries

To evaluate client trust
and knowledge
application

- Client NPS

- Client retention rate
- Client-specific action
plans documented

When creating a Knowledge Inventory for an accountancy practice, it’s important to identify and

categorise the different types of knowledge and resources available within the organisation. The

available knowledge and inventory section serves as a starting point for understanding what

knowledge is already in the organization, how it's currently being managed, and where there are

gaps. This section is critical to developing a solid knowledge management framework.

Knowledge Sharing in an Accountancy Practice

Types of Knowledge Sharing

Training and Development Programs: Regularly schedule internal training sessions where

employees share their expertise on specific topics, such as new accounting software, tax reforms, or

auditing procedures.

Workshops and Seminars: These could be firm-wide events or smaller group sessions where

employees share lessons learned from client engagements, case studies, or personal expertise on

accounting practices.
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Knowledge Repositories: Implement and maintain centralized knowledge-sharing platforms such as
an intranet, document management systems (DMS), or knowledge base. This allows employees to
upload and access client templates, reports, case studies, tax regulations, audit checklists, and other
resources.

Mentoring and Coaching: Experienced staff, such as senior accountants or partners, can mentor
junior staff members. This informal knowledge sharing builds relationships and fosters personal
development.

Communities of Practice (CoPs): Form small groups of employees who have specialized knowledge
or interests (e.g., tax specialists, audit teams, or IT/accounting systems experts) and encourage them
to meet regularly to discuss challenges, trends, and share solutions.

Peer-to-Peer Learning: Encourage informal, ad-hoc knowledge exchanges between colleagues. This
could happen via direct communication, chat platforms, or during breaks where employees discuss
solutions to challenges they are facing.

Tools and Platforms for Knowledge Sharing
Document Management Systems (DMS) - Store and share structured knowledge such as client
records, audit documents, financial reports, tax forms, and accounting templates.

Internal Collaboration Tools — A Platform like Microsoft Teams can be used for knowledge sharing
across teams. These tools allow employees to share ideas, discuss complex client issues, and provide
real-time updates or solutions.

Intranet or Knowledge Base - An intranet can serve as a hub for firm-wide knowledge. It can house
training resources, internal newsletters, industry reports, and documentation that employees can
easily access.

Project Management Systems - Tools such as Microsoft Project can facilitate team collaboration on
client projects. These systems allow knowledge sharing by tracking tasks, responsibilities, and
timelines, and documenting processes followed during client engagements.

Creating a Knowledge-Sharing Culture

Leadership Support - For knowledge sharing to thrive, it must be actively encouraged and supported
by leadership. Firm leaders should set the example by participating in knowledge-sharing activities
and communicating the importance of sharing insights and expertise.

Recognition and Rewards - Recognize and reward individuals who actively contribute to knowledge
sharing. This could be done through formal recognition programs, bonuses, or career advancement
opportunities for those who contribute consistently.

Clear Knowledge Sharing Objectives - Set clear goals and expectations around knowledge sharing
within the firm. These objectives could be tied to performance reviews, project outcomes, or client
satisfaction scores.

14



Barriers to Effective Knowledge Sharing and How to Overcome Them
Cultural Resistance - Employees may feel reluctant to share their knowledge due to concerns over
losing their competitive advantage or fear of criticism.

Information Overload: - When there’s too much information, employees can feel overwhelmed,
making it harder for them to find relevant or useful knowledge.

Lack of Time - Professionals in an accountancy practice are often busy with client work, making it
hard for them to contribute time to knowledge sharing.

Measuring the Impact of Knowledge Sharing
Client Satisfaction - Track how knowledge sharing impacts the quality and timeliness of client
deliverables. More knowledge sharing can lead to better client service and faster responses.

Employee Engagement - Survey employees regularly to assess whether they feel empowered by the
firm’s knowledge-sharing culture and whether it helps them perform their work more effectively.

Operational Efficiency - Measure whether knowledge sharing leads to reduced duplication of work,
quicker problem resolution, and the ability to handle more clients without increasing headcount.

Applying knowledge in a accountancy practice

Applying knowledge in an accountancy practice is the process of putting the knowledge that has
been developed, acquired, or shared into practical use to solve problems, improve performance, and
create value. The goal is to ensure that the knowledge generated within the firm is not just stored
but effectively utilized in day-to-day operations, decision-making, client service, and continuous
improvement.

Here’s how applying knowledge can be effectively implemented in an
accountancy practice:

Integrating Knowledge into Client Service
Customized Solutions: Use knowledge from past client engagements to offer tailored solutions that
best meet the specific needs and challenges of each client.

Practices: Apply documented best practices, methodologies, and templates from the knowledge
base to ensure consistency and efficiency in delivering services such as audits, financial reporting,
and tax filing.

Real-Time Problem Solving: Encourage teams to apply knowledge gained from both formal training
and informal discussions to resolve client issues or internal challenges as they arise.

Applying Knowledge to Internal Processes
Process Optimisation: Use knowledge from experience and lessons learned to streamline internal
processes such as accounting workflows, client on-boarding, or document management.
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Technology Utilisation: Apply knowledge of new technologies and tools to improve the accuracy,
speed, and efficiency of accounting services. Knowledge about new accounting software or
automation tools can be implemented to improve internal processes.

Internal Reviews and Audits: Apply knowledge of compliance and regulatory requirements to
conduct internal audits and reviews that ensure your practice is operating at optimal levels and
adhering to industry standards.

Knowledge Transfer for Continuous Improvement
Mentoring and Coaching: Apply the tacit knowledge of senior staff by using mentoring programs,
where experienced professionals transfer their expertise to less experienced employees.

On-boarding New Staff: Apply organizational knowledge during the on-boarding process, ensuring
that new employees are equipped with the knowledge they need to perform effectively from day
one. This includes knowledge about company culture, systems, processes, and client expectations.

Feedback Loops: Use feedback from clients and employees to apply knowledge for continuous
improvement. After completing a project or client service, gather feedback and apply any learned
lessons to improve future projects.

Applying Knowledge for Innovation and Strategy

Strategic Decision Making: Use the knowledge of industry trends, market analysis, and client
behaviour to drive strategic decisions. This helps in identifying new business opportunities, market
segments, or service offerings that can benefit the practice.

Developing New Services: Apply knowledge from market research, customer needs, and industry
changes to develop new services or refine existing offerings. This allows the firm to stay competitive
and relevant.

Monitoring and Measuring the Application of Knowledge
Tracking Client Success: Measure how applied knowledge impacts client outcomes, such as
improved tax savings, better audit performance, or more efficient financial reporting.

Internal Performance Metrics: Set specific metrics to measure how applied knowledge is improving
internal processes, such as time saved, costs reduced, or error rates lowered. This demonstrates the
return on investment from knowledge management efforts.

Knowledge Sharing Metrics: Track how effectively knowledge is being applied by evaluating
participation in knowledge-sharing activities and how those activities are improving performance.

Overcoming Barriers to Applying Knowledge
Time Constraints: Accounting professionals often have tight deadlines, which can make applying
new knowledge challenging.

Solution: Make knowledge application a part of regular workflows by integrating it into standard
procedures and making it as easy as possible to apply by providing quick access to templates,
checklists, or automated tools that allow employees to apply knowledge efficiently.
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Resistance to Change: Employees may resist applying new knowledge, especially if it involves
changing existing processes or adopting new tools.

Solution: Foster a culture that encourages continuous learning and rewards employees for
successfully applying new knowledge to client work or internal processes. Highlight the benefits of
the knowledge applied in case studies or success stories.

Knowledge Gaps: There may be gaps in knowledge that prevent the application of best practices or
optimal strategies.

Solution: Fill knowledge gaps through continuous learning, ongoing professional development, and
access to external sources of knowledge, such as industry reports or consulting experts.

In Summary

Applying knowledge in an accountancy practice involves turning acquired insights and expertise into
action that enhances client service, improves internal processes, drives innovation, and helps meet
strategic objectives. By integrating knowledge into everyday practices, employees can enhance their
decision-making, problem-solving abilities, and overall performance.

Conclusion

Implementing the SECI and DIKW models within the accountancy practice creates a structured,
intentional approach to capturing, sharing, and leveraging knowledge across the firm. By identifying
and codifying both tangible (procedures, data, technology) and intangible (tacit expertise, client
insight, culture) knowledge assets through the RBV (Barney, 1991) and VRIO frameworks, the firm
can focus on high-value, hard-to-replicate capabilities that drive competitive advantage. Through
consistent data collection, knowledge capture, sharing practices, and KPI monitoring, the firm builds
a knowledge management culture where tacit knowledge is no longer kept, but shared and scaled.
Data is actively transformed into insight, not just stored, Employees are empowered to learn, apply,
and improve through accessible knowledge resources and Client interactions become more
informed, personalised, and valuable.

This cultural shift leads to workplace efficiencies such as faster on-boarding, higher quality advisory
services, improved compliance, and better use of staff expertise. Ultimately, embedding knowledge
management into daily operations strengthens decision-making, improves client outcomes, and
positions the firm for sustainable, knowledge-driven growth.
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