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[bookmark: _Toc197282761]Strategic Knowledge Management in a Convenience Store Using POS Systems

1. [bookmark: _Toc197282762]Executive Summary 
This report outlines a strategic plan to explore and implement effective knowledge management (KM) in a convenience store. Focusing on the use of Point-of-sales (POS systems), and current systems in place, identifying any gaps and improvements. With customers’ expectations evolving, digital technology improving and government policies changing, convenience stores must adapt to keep competitive among their community. The objective is to demonstrate the value of effective strategic knowledge management by examining how it can improve the operational efficiency and identify decision-making tools that can support efficiency, and the business growth. The distinction between data, information and knowledge will be highlighted to drive smarter business decisions. 
This report looks at how managing data in a convenience store, through POS systems, can improve decision making processes and everyday operations. Looking at how a knowledge sharing culture can support the operations, and help use current systems better, and keep data safe. Concluding and suggesting ways to measure success using key performance indicators (KPI’s). Overall, the report offers a more practical way to use the knowledge data and help grow the store to keep up with the changing times. 
2. [bookmark: _Toc197282763]Introduction
This report aims to create a strategic plan for using knowledge more efficiently in the convenience store. It aims to show how the store can use existing systems and staff knowledge, to improve operations, service quality, and business growth. It also explains how creating a knowledge sharing culture can lead to long term success. 
The convenience store is based at a local community and serves a regular base of customers. Most of its data is collected through outdated POS systems, such as sales, stock and customer purchases. This data is not being used to its full potential. Staff knowledge is almost never shared, and decision making is often almost based on expertise and habit, rather than available data. 
3. [bookmark: _Toc197282764]Understanding Knowledge and Knowledge Management
[bookmark: _Toc197282765]3.1 What is Knowledge?
Duncan (2021) summarises knowledge as belief, experience, and understanding, based on facts. Duncan (2021) also talks about generating knowledge of the world through knowledge of truths and knowledge of things. Knowledge of truths present backed up evidence, or objects that are visualised in the presence. Knowledge of things, such as information read from books or articles, captured by others. In the world book of records, there are records captured by judges and recorded, for example.
3.2 [bookmark: _Toc197282766] Knowledge Management Overview
Hislop, et al, (2021), defines knowledge management (KM) as “an organisations competitive advantage, or principal asset”. KM depends on what information is known, how fast it becomes knowledge, and how this information is used. KM can be visualised in many ways, helping identify knowledge within society and the economy. Sohal, et al, (2020), note that knowledge can be documented, captured on compact discs (CD’s) and can also be found online on the internet. 
In the retail sector, KM can be critical to its growth and are often captured by experience, knowledge and the technology used within its industry (Aversa, et al. 2018). The retail industry gained 35% capitalisation during the years 2020 and 2021 (Mostaghel, et al, 2022). From workplace experience, data capturing can be accessed easily using data analytics when making good use of social media ads, more specifically on Facebook and Instagram. The Nisa convenience store rely on real time data, such as information captured on a POS system, to understand customers buying behaviours, and to make data informed decisions. The importance of a good POS system, can benefit the Nisa by ordering more stock, having a better staff schedule, and by improving the customer’s experience. According to Harper (2013), a POS system combines a cashiers draw, along with the technology that integrates buying and selling habits, to enable stock purchasing, staffing and other added benefits like accounting functions. Sidhunata et al (2023) also suggests that a POS system carries many benefits to enhance buying and selling techniques. 
The Knowledge Management Chain is often linked to how an organisation captures, stores and uses the data to support the growth of the organisation (Fennema, 2023). Knowledge management focuses on what the whole organisation understands and how that knowledge is used. As such, within the Nisa, its staff may have sufficient knowledge of certain sales during days of the week and times throughout the day, therefore, managing restock might be decided at certain times throughout the days/week, or during quieter periods to avoid sales disruption.  
Currently, at the Nisa, data is collected through stock control, linked through a POS system that monitors sales in, and sales out. Due to lack of training, staff are unable to log stock in and log any stock wastage, therefore sales reports may become affected. It is unclear to how the Nisa operate their knowledge management chain, affecting the business in many ways, such as information processing by capturing data on top products, knowledge creation by understanding best sellers for the business, and being able to share this knowledge with staff. Without this knowledge, operations cannot be improved. 
3.3 [bookmark: _Toc197282767]Individual vs Organisational Knowledge
The Nisa benefits from long lasting employees within the organisation, with an ability to share their experience and knowledge to others. This creates relationships with the organisation’s customers, more specific, this can develop trust. An organisations culture can affect team dynamics. Team dynamics, often referred to as Forming, storming, norming, and performing (Largent, (2016), helps to identify a team’s ability to work well together and the stages that they work through. Hirsch, et al, (2024) believes technology can help to improve communications across departments, such as artificial intelligence (AI), powerful software and digital tools, that can help organisations improve their ability to communicate across departments. Being able to share information can create a positive work environment for both staff and customers. Specific to the Nisa, individual knowledge can support the business through recommendations, providing customers knowledge on product deliveries or special deals (Aversa et e, 2021). Examples of specials deals may be, note taking when stock becomes limited, as well as updating the manager with up-to-date information to enable reordering. On the contrary, when individual knowledge is not shared, it creates the risk of poorly managed stock purchasing. Such cases are often a result of negative work experiences that may result in a high turnover of staff as witnessed from previous work experience relating to communication breakdown. Lack of resources and little training was offered, making employees feel their best option was to leave the organisation. Herbert (2023) suggests that creating respect in the workplace can help to support employee retention. 
Balthazard (2004) believes that sharing knowledge is a significant factor for business success. Organisational knowledge can impact the growth of the business, such as creating the staff rota, and product decision making which may affect the overall net profit of the business. Both have equal importance and have the option to be utilised through POS systems and shared knowledge provided. An organisations policies and procedures will help to ensure knowledge is distributed between the two, and often, organisational training is provided to distribute correct information, (Jarrahi, et al, 2022).
Jarrahi, et al (2023) talks how a knowledge management culture can be created to ensure its employees contribute to organisational knowledge, however from experience in retail, it is important to capture data and document any updates, to share this information and create changes necessary. At the Nisa, products are always changing to meet customer demands, therefore a POS system would be able to analyse stock take, therefore capturing customer feedback and this can also provide up to date sales information, allowing staff to update their customers, (Liyushiana, et al, 2024). 

[bookmark: _Toc197282768]4. Strategic Analysis Tools for Knowledge Management
4.1 [bookmark: _Toc197282769]VRIO Analysis
Figure 1 demonstrates the value, rarity, imitability and organisation analysis to assess the POS system in the Nisa convenience store, highlighting problems.
Figure 1; 
VRIO Analysis
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A value, rarity, imitability and organisation (VRIO) analysis is created to identify areas within the current POS system for the Nisa. The VRIO analysis is a strategic tool used to analyse the internal resources for a business to evaluate their competitive advantage (Simamora, et al, 2024). An evaluation of current resources (POS data, staff, systems) The VRIO analysis can be used to support the Nisa to identify their current effectiveness of their resources and system in place (Kim 2011). The current POS system captures stock data; however, the POS system lacks integration with modern analytics such as valuable buying feedback and reporting tools, affecting its overall value. This will limit its value and its potential to drive decision making, (Sourav, et al, 2021). 
The POS system is standard at the Nisa, offering little features that competitors cannot replicate and lowers strategic positioning. The POS system shows gaps; particularly in staff training around data interpretation and knowledge sharing. This lack of data and features make the knowledge management process difficult. 
By using the VRIO analysis, the Nisa can identify gaps in KM infrastructure and justify investing in an upgraded POS system (Alqarni, et al, 2023). 
4.2 [bookmark: _Toc197282770]Key Performance Indicators (KPIs)
Several KPI’s should be monitored to evaluate the effectiveness of KM (Kerzner, 2017), through the POS system. Inventory Turnover; Managing data on sold items and replaced items. A high turnover suggests strong demand and effective restocking decisions. A low turnover suggests poor forecasting or obsolete stock and can identify any gaps. Stock Accuracy; recorded stock levels to actual inventory, providing accurate data can reflect well-maintained KM, where discrepancies can pinpoint flaws in training and data capturing. Sales Trends: The POS system can track popular products, identify trends and allows the Nisa to promote, optimising the data systems, and plan for future demand, (Sidhunata, et al, 2023). This can help with customer purchasing patterns to allow for changes such as open times. 
KPI’s can provide an overview of how efficiently the knowledge data is captured and applied to the operations of the Nisa, (Kerzner, 2017). They can guide managers in stock management, staff planning, promotional strategies, and overall business improvement. For example, identifying a drop stock accuracy may promote training or audit. Problem solving tools are useful in support of identifying such problems mentioned above, such as the 5 why’s (Card 2017), a fishbone diagram, a SWOT analysis (S.A.C.I. n.d.), and the DIKW pyramid. Some of which have already bee used to support findings. 

[bookmark: _Toc197282771]5. Current State of Information Systems
[bookmark: _Toc197282772]5.1 Types of Information Systems in Retail
POS systems are frequently used in modern day retail operations, (Aversa, et al. 2018). In the Nisa convenience store, the current POS system performs features such as processing sales, capturing basic stock levels, and generating receipts. As these are important functions for the store, there are underdeveloped knowledge management tools that are not being utilised. The system mainly captures transactional data but doesn’t leverage buying analysis, customer behaviour or stock optimisation, (Aversa, et al. 2018). Leaving little impact, despite having a digital POS system, manual stockholders are still relied on at the Nisa for validation and adjustment. This approach is time consuming and does not account for human error. The lack of inefficiencies may lead to inaccurate data records, missed sales opportunities, and lead to overstocking or stockouts. As there is no way to be sure that knowledge is captured or updated, decision-making becomes reactive rather than proactive. Furthermore, manual methods may hinder the businesses’ ability to learn from its operational data over time, (Chiu, et al, (2021). 
To improve knowledge data within the business, the Nisa could benefit from integrating more advanced information systems, such as an enterprise resource planning system (ERP), (Bamufleh, et al, 2021). This allows for integration of stock, sales, finance, and human resources data. An ERP could turn data into insights, improving both strategic and operational decision-making. Another option is a management information system (MIS) which provides structures reports derived from POS data, assisting managers in evaluating performance trends, making staffing decisions, or adjusting products. (Galliers, & Currie 2011). Furthermore, Dao (2010) notes that decision support systems (DSS) utilise advanced analytics to support decision making. DSS could create outcomes based on promotion strategies or recent stock changes. This can allow managers to act on data driven forecasts. 
These management systems extend the value of basic POS system functionality and embed KM more deeply into daily operations. Implementing these systems can help to improve and transform the digital transformation in the Nisa and supports long-term competitiveness.
5.2 [bookmark: _Toc197282773]Evaluation of Current Data Collection Practices
Limitations of minimal data collection on the current POS system in place at the Nisa misses out on deeper insights such as demographic data, customer journey mapping and buying insights, (Zhang, et al, 2019). The current POS system in the Nisa can capture transactional data, such as items sold, how many and the time, however the data restricts the business from creating wider strategies. Without detailed data, the store is unable to recognise customer patterns, optimise staff, personalise services, to drive profitability and customer loyalty. 
Moreover, without effective interpretation of data (Matuszak, & Szczuka-Dorna, 2023), the stores management is unlikely to identify operational risks. This delay could result in wasted shelf space and reduced overall profitability. 
In a fast retail environment, accurate data is essential for agile decision-making, (Matuszak, & Szczuka-Dorna, 2023). Real time POS integration with inventory systems would allow for immediate visible stock movements, faster replenishment and reducing waste. Automated systems also reduce the risk of human erroring manual data handling. Such as order alerts, sales trends and directly informing, creating better supplier relationships and promotional strategies. By imbedding these KM processes, real-time systems transform retail data
When supported by KM processes, these real-time systems transform retail data into strategic assets, (Whyatt-Smith, 2021). 
[bookmark: _Toc197282774]6. Structure for a Knowledge Management Culture
[bookmark: _Toc197282775]6.1 Building a Business Case for Knowledge Management
Budianto, & Sardjono (2021) suggest the implementation of KM using POS systems can enhance performance at the Nisa convenience store. Currently, the POS system is used mainly for transactions, leaving untapped potential to generate valuable insights into customer buying behaviours, stock movement, and sale trends. By When able to leverage data, this can improve the operational efficiency, customer service and the stores profits, (Williams, et al, 2014). Enhancing KM will benefit the store to respond more accurately to the customers buying demands and optimise current stock levels, supporting reduced waste, (Budianto, & Sardjono, 2021). When gathering buying data analytics, such as buying times and popular products, automated features can help to replenish stock quicker, to support operational growth. This will promote customer trust and loyalty, (Tadayonrad, & Ndiaye, 2023). Financially, KM insights can help the business to identify high margin profits by maximising sales through targeted promotions.
To summarise, KM policies embedded, can support daily operations, transform data to create strategic growth, (Sourav, et al, 2021).
[bookmark: _Toc197282776]6.2 Creating, Storing and Implementing Knowledge
Effective KM requires structures processes for creating, storing, and applying knowledge to day-to-day operations, (Sokoh & Okolie 2021). Within the Nisa, knowledge can be created through; POS analytics, that reveals customer buying behaviours, sales patterns, or staff sharing knowledge during team meetings. This can highlight any recurring issues or local preferences. When gaining analytics, knowledge should look to be stored in a secure system. Cloud-based systems are a good solution as they can hold large quantities of data, are often secure and help to share across the business, (Putra, et al, 2024). These are online storage systems, allowing business to store all data on the cloud, supporting safe storage practices. Data such as sales insights, buying reports and training materials, can all be stored on the cloud. By implementing software with cloud-based storage, the Nisa can operate more efficiently as these features are easily accessible by the managers and staff, enabling instant updates, supporting decision-making for a more strategic plan, (Kholod, et al, 2024).
[bookmark: _Toc197282777]6.3 Current Knowledge Assets
The Nisa already holds valuable knowledge that when used properly, can support strategic development. Staff experience will be beneficial and is often underutilised. Long-term, employees understand customer preferences, supplier reliability, and peak times. The ability to capture and document this data can support training, planning and provide consistency.  The current POS system identifies sales and stock data; however it is not being utilised where insights could capture buying trends regarding seasonal purchases or identify where the store can shrink inventory. With an updated POS system, stock forecasting can be made efficiently, reducing any unnecessary costs and maximise the shelf stock. Staff are often considered as assets, having knowledge on buying trends from loyal customers. This can help the manager to plan more accurately around inventory, (Olubiyi, 2024). 

[bookmark: _Toc197282778]7. Action Plan for KM Implementation
[bookmark: _Toc197282779]7.1 Steps to Collect and Use Knowledge Effectively
To embed effective KM in the Nisa store, steps can be taken to collect, analyse, and use data systematically such as to integrate POS data with intelligent reporting tools, (Aversa, et al. 2018). This means upgrading the existing POS system to generate real-time dashboards, enabling instant access to stock levels, sales trends, and customer preferences. Secondly, introducing regular audit checks to enhance inventory and reduce human errors. These digital audits should be able to link directly with the POS system, enabling flagging features such as stock discrepancies, and optimise replenishment. Finally, creating staff feedback options, such as monthly review  meetings or suggestion boxes, can ensure knowledge is captured from the store. Staff can highlight buying behaviours or report on operational inefficiencies that systems might miss. By applying the data, information, knowledge and wisdom (DIKW) tool, POS data is transformed into actionable insights, (Matuszak, & Szczuka-Dorna, 2023), which staff and management can interpret to make informed decisions, thus improving performance and profit, (Lo-Duca, & McDowell, 2025). Figure 2 details benefits to the Nisa of updating the POS system, such as valuable data and valid information to improve decision-making.  
Figure 2; 
DIKW Pyramid
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[bookmark: _Toc197282780]
7.2 Cultural Knowledge and Organisational Change
[bookmark: _Toc197282781]KM initiatives rely on systems and organisational culture. Creating a knowledge-sharing culture will be essential in operations. This begins by encouraging open communication among staff, recognising contributions and providing training on knowledge sharing. Team meetings and noticeboards, (Barrow, & Nedd, 2021), are helpful to build this culture. Resistance to change is often due to the fear of improved technology, lack of training to use the technology and not knowing the job role. Managers should look to implement new training strategies to ensure all staff members understand their role and are capable of use the new POS system. Managers need to act as knowledge champions and model the behaviours, (Mandel, Et al. 2017), expected of others. By embedding a knowledge-sharing culture into the store’s values and standard practices, resistance and can be reduced, and staff will begin to see KM as a tool for empowerment, not control. 
7.3 [bookmark: _Toc197282782]Information Security & Legal Considerations
Effective KM requires secure handling of data and with POS systems storing sensitive transactional and customer data, general data policy regulations (GDPR) compliance is important to follow. Holden, & Millett, (2005) note how data must be collected lawfully, stored securely, and accessed only by authorised personnel. Adelaja (2024) suggests data must only be kept for 6 years and then reviewed for deletion of in some circumstances, may need to be kept longer. In retails, 6 years minimum. To protect confidentiality, integrity and availability of knowledge assets, the Nisa can look to implement secure access controls, such as tiered user permissions, and encrypt data in storage and action. Regular backing up of data can be completed automatically and cloud-based data ensures that vulnerable knowledge is not lost due to system failures. Embedding a privacy policy and training staff on privacy policies can help to reinforce trust with customers and staff. 
[bookmark: _Toc197282783]8. Barriers and Challenges to Knowledge Management
Jennex (2019), discussed how implementing KM, in this case at a convenience store, is not without barriers. Technical issues include outdated POS systems that lack integration with analytics or cloud storage. This restriction causes lack of integration with analytics or cloud storage. This can cause financial implications and delay growth if upgraded systems are not purchased, or staff are not training correctly. Employees may resist to change, feeling overwhelmed with any new responsibilities or the lack of digital literacy understanding. Without proper engagement, this can create a culture divide. 
To address these changes, a fishbone diagram helps to identify root causes, (Shinde, Ahirrao, & Prasad, 2018). Figure 3 captures the lack of knowledge management within the Nisa, identifying key areas, such as people and technology, to support the growth of the knwoledge within the business. 
Figure 3; 
Fishbone diagram
[image: A diagram of a company's process
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[bookmark: _Toc197282784]9. Recommendations
KM can be enhanced to overcome these barriers. By upgrading the POS system, allowing insights to be captured, this will enhance the KM at the Nisa, as well as overcoming barriers. KM meeting and training will help to support staff with changes and enable them to read the data correctly. Other options could be to create a knowledge sharing culture, where managers and staff meet to share ideas, knowledge and suggestions. Monthly progress reviews will help to empower and motivate staff, guide them into understanding their role in more depth and to check how their digital training is progressing. The Nisa might consider integrating other features with the POS system to gather wider data insights or fully develop a KM policy into the workplace. Cloud-based storage would boost the safety of the data collected. All the above will enhance the functionality of the POS system, for the managers to make better decisions for growth. Top of FormBottom of Form

[bookmark: _Toc197282785]10. Conclusion
To conclude, outdated POS systems may hinder a business’ profitability leaving no room for competitor advantage. There are areas of needs which an updated POS system would benefit from. Areas of such include data collection features and insights, specifically capturing valuable data on buying trends, seasonal trends and buying times. Instant inventory and replenishing stock triggers would create advantages such as customer trust and loyalty. Furthermore, ensuring a knowledge sharing culture to support the buying decisions. Other benefits which should be within the KPI plan is to upgrade the storage, to create a safer and faster KM platform where insights, training and policies can all be stored. Models like VRIO, DIKW, SWOT and fishbone have all been utilised to show results. Outdated systems can cause challenges such as staff resistance and limit the resources needed. Therefore, by looking at smarter digital enhancements, the Nisa can improve the stores efficiency. 
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