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[bookmark: _Toc72701417]Introduction

In 1597, Francis Bacon wrote, “Knowledge is power” At present  knowledge and  knowledge  management (KM) become  essential  elements  to  both  employees  within organizations  and  to  all  global  researchers.  Interest  on knowledge  and  KM  has  been  seen  in  economics, management,  information  technology,  anthropology, sociology, epistemology, psychology, and other disciplines. (The Impact of Knowledge Management Models for the Development of Organizations, 2021)
In organisations the importance of knowledge management is critical in ensuring the success of a business. It is important for businesses to identify the different ways in which individuals process, maintain and share information. IBM defines knowledge management as the process of organizing, storing, and disseminating information within organisations (Education, 2021)  
This report will use Starbucks coffee as a case study and will focus on demonstrating the importance of understanding how knowledge management systems work, and their significance within the organisation. The student chose this organisation as they felt that they were a very established business that possess a lot of experience and knowledge within the industry. The first part of the report will examine the difference between data, information, and knowledge as well as the difference between individual knowledge and organisational knowledge. The second part of the report will focus on the importance of knowledge management processes in the context of organisational knowledge. The last section of the report will then be looking at the framework required in order to establish a knowledge management culture. 

















[bookmark: _Toc72701418]Explain the relationship between data, information, and knowledge.

The words data, information and knowledge are often used synonymously. However, they each carry separate meanings and definitions. In order to fully understand the differences and connections between the three terms, it is necessary to define them first.  
Data can be identified as information at its rawest. Data can be words, numbers, dates, images, sounds etc but without context it carries no meaning. Data items need to be structured and put into context, such as putting words into a sentence or numbers into spreadsheets. This can then be processed into information which can be understood and leads to knowledge. Knowledge is the ability to understand information and to then form judgements, opinions and make decisions based on that understanding. 
The relationship between data, information, and knowledge is often displayed using a DIKW pyramid. DIKW being an abbreviation of data, information, knowledge, and wisdom. The addition of the word wisdom is due to various depictions and studies that suggest wisdom is the last step in the DIKW hierarchy. At this stage, the knowledge found in the previous step is applied and implemented. The pyramid or knowledge hierarchy as it is sometimes referred to, is a model that has been used widely within knowledge management. An early academic reference to the DIKW hierarchy was in 1987 and is attributed to Milan Zeleny. Zeleny (1987) says that knowledge is like the recipe that lets you make bread out of the information. He proposed a taxonomy of knowledge that describes the progression of data leading to information, information leading to knowledge, and then knowledge becoming wisdom. 
A copy of Milan Zeleny’s taxonomy of knowledge is included in Appendix A. 


[bookmark: _Toc72701419]Explain the relationship between individual knowledge and organisational knowledge.

Individual knowledge is developed throughout one’s lifetime. It is motivated by opinion, personal experiences and is the information believed by an individual as justified truth and stored in memory. Individual knowledge is often referred to as tacit knowledge and is attributed to Michael Polanyi (1958). Polanyi stated that “we can know more than we can tell” and referred to individual knowledge as being difficult to put into words and therefore not easily communicated. The reason for that being that tacit knowledge is based on experience and observation. 
In order for knowledge to be clearly communicated, it has to be written down and recorded in some way. This is known as explicit knowledge and is easily transferred between people. It can be conveyed through articles, books, seminars, and video presentations and does not require direct experience. An example of this could be a university student who has gained a lot of knowledge from books and tutorials (explicit knowledge) but lacks any real-life experience (tacit knowledge). 
[bookmark: _Hlk72234512]In a book titled the knowledge-creating company by Ikujiro Nonaka and Hirotaka Takeuchi, it was theorised that explicit and tacit knowledge need to work together in order to create organisational knowledge. This is demonstrated through the SECI model of knowledge dimensions which explains the process. The central thought of the model is that when individual knowledge is shared with the organisation, it can be used by others and therefore creates new useful knowledge. In their book, Nonaka and Hirotaka describe how organisational knowledge is created through processes in the knowledge spiral. It consists of the following 4 steps; 
· Socialization (tacit to tacit) – An individual learns knowledge from others through observation and sharing experience.
· Externalisation (tacit to explicit) – Writing the knowledge down or communicating. 
· Combination (explicit to explicit) – Combing different forms of explicit knowledge such as that in documents or databases.
· Internalisation (explicit to tacit) – The receiving and application of knowledge by an individual, enhancing the overall organisational knowledge. 

A copy of the knowledge spiral is enclosed in Appendix B. 
This model is very effective at demonstrating the relationship between individual knowledge and organisational knowledge, however it has been criticised over the years. Some criticism suggests that it is heavily based on organisational employees sharing their tacit knowledge and that employees are often with a company for life. 


[bookmark: _Toc72701420] Apply analysis and modelling techniques to identify knowledge assets.

At Starbucks coffee company, strategic knowledge management is heavily relied upon. The success of the company depends critically upon the quality of knowledge, such as customer knowledge management. For example, the company’s product development requires knowledge of consumer requirements. 
There are many techniques and tools that can be used to identify the knowledge assets within the Starbucks company. The student applied two analysis and modelling techniques. The first technique was a SWOT analysis which has been included in appendix C. 
The SWOT analysis revealed that the company’s strongest knowledge assets are their consumers and marketing strategies. People have a high brand awareness for Starbucks coffee, and it is recognised globally. The company invests and creates unique relationships with its employees and insists that the key retail success and brand reputation is determined by customers interaction with the company’s experience. This indicates that Starbucks coffee has tacit knowledge demonstrated through how they treat their employees. 
The SWOT also showed that an area of weakness for Starbucks coffee was negative publicity. The company is criticised for not using more free trade products and not considering the environmental impact on emerging countries and its workers. This positions Starbucks as an unethical company in many respects. Another weakness is that the American brand offers no diversity in its stores around the world. This hinders the expansion of organisational knowledge and prevents the company from attracting new consumers from different cultures with different tastes. 
The second technique the student used to identify knowledge assets within the Starbucks company was a knowledge map. The Von Krogh and Roos KM model (1995) differentiates between individual knowledge and social knowledge and supports an approach to managing organisational knowledge. The model identified the Starbucks brand communication strategy as being the most valuable tangible asset within the organisation. The company’s individual knowledge comes from the employees and their professional know-how. When this knowledge is shared to the rest of the organisation it becomes explicit knowledge and can be used to attain the company’s objectives.  

[bookmark: _Toc72701421]Evaluate actual and potential knowledge assets.

By using a knowledge map the student was able to identify the intangible assets Starbucks coffee held and showed where these assets originated from, as well as identifying the company’s future potential knowledge assets. 
[bookmark: _Hlk72590811]The company’s actual knowledge assets are its people. The brand values its consumers and employees and expresses the importance of providing learning opportunities to develop skills, further careers and help employees achieve their personal and professional goals (Culture and Values: Starbucks Coffee Company, 2021). The company’s consumers are the knowledge holders, and the goal of knowledge management is to build unique relationships and experiences with its customers. This enhances the company’s research and development knowledge and enables them to keep producing quality products based on the requirements of its consumers. 

There are a number of ways in which Starbucks coffee can develop future potential knowledge. The SWOT analysis of the company identified some opportunities that can support this. The first opportunity could be to further the diversity of food, drinks, and products available in stores globally. By researching and collecting information from consumers and businesses within the coffeehouse chain in Asia, Starbucks will be able to expand its knowledge in different cultural tastes. Currently, the Chinese population is a more tea drinking society, rather than a coffee drinking population. This development of different research and marketing strategies will become the company’s potential knowledge assets.  
Knowledge management is fundamental within any organisation. It supports the constant sharing of data and information between employees and emphasizes the importance of learning. By identifying and analysing available and required knowledge assets, organisations are able to operate successfully and reach their objectives. The benefits of capturing and managing knowledge can result in the possible outcomes:
· An increase in customer satisfaction, because the organisation has a better understanding of their requirements through feedback.
· An improvement in staff productivity, since employees are able to benefit from co-worker’s tacit knowledge and know-how, in order to find out the best way to get things done. 
· An improvement in products and services due to an expansion of knowledge in research and development. This gives organisations a chance to identify market trends before their competitors. 
It is important for organisations to know what their knowledge assets are, what their knowledge related processes are and how to make full use of them. Organisational knowledge should be captured and stored appropriately so that it is easily accessible to all employees. This includes being updated when changes in the organisation take places, as well as when new knowledge becomes available. 
When employees quit or retire, they take with them years of company knowledge. Even if they train their replacements before leaving, departing employees are unable to pass on everything they know because some of the knowledge is tacit. This is why it is vital to document information based on that knowledge.




[bookmark: _Toc72701422]Explain what is required to create, store, apply and integrate knowledge. 

Every organisation needs to have an effective knowledge management system in place. Capturing, storing, and sharing knowledge is very important to any KMS. There are various ways in which knowledge can be stored, but the most common method is through the use of information technology. IT provides a number of functionalities that can facilitate knowledge management. Some IT systems that can create, store, apply and integrate knowledge are: 
· Databases – These can be used to organise data and information collected and convert it into effective knowledge. 
· Intranet – This is a secure internal network for anyone within the organisation to access and offers employees the opportunity to share professional and personal knowledge. 
· Internet and search engines - Provides a powerful source of information and knowledge, although the credibility of the information source should always be checked. 
· Customer relationship management software – Helps to create a profile based on the information from customer databases and supports customer communication through e-mail, telephone, or postal marketing campaigns.  

It is important to identify and understand the process of managing organisational knowledge in order for it to be applied. The process of knowledge management can be identified by creating a system that is mapped. The system is as follows:
1. [bookmark: _Hlk72498058]Create and identify knowledge - The first step is to identify and document existing and new organisational knowledge. This could be staff knowledge and skills that have been gained through work experience. This would firstly be considered as information, which would then be converted into knowledge through employee training. Roger E Bohn produced an article titled measuring and managing technological knowledge. In the article (Bohn, 1994) said that the continuous process of individuals sharing tacit knowledge and organisations sharing explicit knowledge is also known as knowledge creation. 

2. Storing knowledge – The next step is to store knowledge. A typical way of storing knowledge is through the use of information technology. Computers and the internet are usually used to host and distribute organisational knowledge to its employees and consumers. This encourages the sharing of knowledge, as well as keeps knowledge retained as people move from job to job. 

3. Apply and integrate knowledge – This is the final step within the knowledge management process. Sharing knowledge within an organisation helps employees connect, innovate, experiment, and grow. Ways in which organisations can apply knowledge is through training programmes, seminars, company handbooks, video tutorials and demonstrations. 

Effective knowledge management within an organisation enables workers to find information faster and therefore improving overall company productivity. A good knowledge management system encourages social interaction at the workplace and leads to the preservation of existing knowledge, so that it is not lost when employees retire or quit.


[bookmark: _Toc72701423]Consider the importance of intellectual property rights. 

Intellectual property is the creations and knowledge of an individual’s mind and are considered to be very valuable assets for businesses. It is important to Identify who the knowledge belongs to and where it originated from, as well as for organisations to protect the rights to it. Without protection of ideas and knowledge, businesses and employees would not gain the full benefits of their inventions and would be at risk of infringement. 
There are many aspects of a business that can be protected such as company name and logo, slogans, inventions, art and designs, sounds etc. These can be protected by putting rights in place. There are four main types of intellectual property rights which include patents, trademarks, copyrights, and trade secrets. A description of these rights as well as why they are important to organisations are listed below:
Patents are important because they help protect the company brand or product from being copied, sold, or imported by other organisations without rights. 
Trademark protection is available for the names, symbols and logos that will be used in connection with a product of an organisation. The owner of a trademark has exclusive use of that symbol or logo. 
Copyright is a legal right that protects the use of an individual’s work. For work to be protected by copyright law it has to be original and tangible. This means that it needs to be one’s own ideas and not that of someone else’s, as well as needing to be expressed in a physical form. The United Kingdom holds copyright acts and related laws such as the Copyright, Designs and Patents Act 1988. 
Trade secrets are considered as an important component of a business that requires protection. Trade secrets are a company’s confidential information and might include products, recipes, or designs. 
Starbucks coffee is a well-established brand that holds a recognizable logo. The organisation holds many patents in the US and rest of the world, as well as having copyrighted their name, logo, and products. 

[bookmark: _Toc72701424]Explain the contribution knowledge assets have on an organisation.

With many of Starbucks knowledge assets being identified, it is easy to see that they hold great value to the organisation. These assets provide the company with a good reputation and allows the business to run efficiently. The contribution of new ideas and personal knowledge from employees offers Starbucks an impressive amount of intangible assets that support the success and expansion of the business. The most essential knowledge assets of Starbucks are its people, experienced workforce, research and marketing, know-how and its intellectual property rights. This knowledge has assisted Starbucks in becoming the world-famous coffee house that it is known as today. 
Starbucks have benefited greatly from the contribution of customer knowledge. Through this they have been able to maintain and produce quality products based on the requirements of their consumers, whilst building real customer relationships. Without this knowledge, Starbucks would have struggled to find a competitive edge in the coffee house industry.  

[bookmark: _Toc72701425]Evaluate the knowledge requirements for the organisation.

In order to evaluate the knowledge requirements for Starbucks coffee, the student created a value creation map to help identify the main objectives and goals of the organisation. This has been included in appendix D. The map highlighted the knowledge that the organisation needed to focus on such as customer engagement, research and marketing, brand development and more ethical sourcing. The way in which Starbucks grows their organisational knowledge is through the use of information technology and research and development. This has ensured that the company is keeping up to date with the latest market trends in the industry, as well as expanding their brand and knowledge. 
Another important knowledge requirement for Starbucks is that they need to acquire all relevant knowledge regarding specific laws, as well as the safeguarding of intellectual property rights. This knowledge needs to be regularly updated and easily reachable throughout the organisation. This enables workers to access company information such as guidelines, policies, and procedures quickly and efficiently and reduces errors that may occur. In order for the organisation to grow in strength it will require sharp focus on a set of key components including innovation and experimentation. 
By measuring knowledge, organisations are able to identify knowledge requirements, such as areas that need developing. A good model to use that can assist organisations in recognizing their knowledge requirements is the Choo sense-making KM model (1998). This can help by processing collected information and knowledge and attempting to make sense of it. This will then aid in the development of organisational strategies and can help organisations determine what knowledge is relevant, what is no longer needed and what is required in order to develop new knowledge and organisational skills. 

[bookmark: _Toc72701426]Evaluate the organisations framework for enabling knowledge sharing. 

A good framework to enable knowledge sharing is fundamental within organisations. The knowledge framework is a device for exploring areas of knowledge. Effective sharing within an organisation promotes growth and encourages development, so that every part of the company has access to required knowledge. 
Starbucks coffee has a highly effective framework in place in order to observe their organisational knowledge. The organisation uses a variety of different tools such as data mining. This is the process of extracting and discovering patterns in data, as well as finding anomalies and relationships in databases that be used to make future predictions about market trends. Starbucks make a great example of a good marketing strategy and an important part of that, is the marketing framework that they use. A key framework that is based on this is the core competency framework. The core competency framework is a tool that helps organisations, and their employees identify the skills and behaviours needed in order to perform a job well. 
In Starbucks, this framework enables knowledge sharing within the organisation. A way in which they do this is through the use of social media for customer knowledge management. The company uses platforms such as Twitter, Facebook and four square to engage with it’s customers and advertise new products or promotional offers. Starbucks also encourage the sharing of knowledge between their employees. The coffee shops hold weekly staff meetings and brainstorming sessions in order promote the sharing of ideas and to ensure that everyone knows what they are doing.   
The values and beliefs of Starbucks are defined by their mission statement. “To inspire and nurture the human spirit - one person, one cup and one neighbourhood at a time.”  (Culture and Values: Starbucks Coffee Company, 2021). The company’s relationship with its customers and employees plays an important role in the commitment of knowledge sharing. 



[bookmark: _Toc72701427]Recommend improvements to the current framework. 

The current framework that Starbucks has in place is already of a good standard for the sharing of knowledge. This being said, there is always room for improvements. The SWOT evaluation identified areas of weakness within the organisation and one of these was the risk of losing knowledge through the high turnover of staff. Starbucks are constantly training its staff in order to develop the new skills and knowledge required in every part of the business, so when staff leave, they take with them vital knowledge how-to. A way to improve this could be to offer staff incentives such as a bonus system. This could improve employee productivity and offers workers to feel more valued. 
Starbucks also need to improve their product line and make it more culturally diverse. This can be achieved by doing more market research as well as introducing significant products that will match the demands of consumers in different countries. Other improvements to the current framework of knowledge sharing could be to get managers and team leaders to share their expertise. This could be done through knowledge and skill mapping, allowing workers to identify their strengths and areas of improvement.  
Organisations who embrace knowledge sharing, create a culture that encourages workers to help one another grow and improve, and therefore succeed from the benefits. 

[bookmark: _Toc72701428]Conclusion. 
The importance of knowledge management is an essential component within any organisation and is what enables the company to expand and succeed. The process of creating, using, sharing, and managing knowledge enables organisations to run smoothly and minimise mistakes. Through the use of modelling techniques, organisations can evaluate actual and potential knowledge assets, which can help with the development of marketing strategies. 
In conclusion, the evaluation of Starbucks knowledge management system has demonstrated the value of core company knowledge. The organisation has benefitted greatly from consumer relationships, feedback, and marketing research. These have all been closely monitored in order to identify patterns and anomalies, as well as to identify areas of organisational knowledge that need improvement. 
On the completion of this report the student feels that they now understand the importance of knowledge sharing within organisations and feels comfortable with the use of knowledge mapping, models, and techniques. 
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The SECI spiral model
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Table 1. Zeleny's Taxonomy of Knowledge

Element  Technology Analogy Management Metaphor
Muddling  Know
Data Electronic Data Processing Elements  through nothing
Information  Management Information systems ~ Ingredients  Eficiency  Know how
Decision support systems,
Expert Systems and Arificial Choice of Know.
Knowledge  Intelligence recipes. Effectiveness  what
Human systems
Management and Management Choice of
Wisdom  Support Systems menu Explicability  Knowwhy

Source: Zeleny (1987).
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