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Abstract

The demand for improved service delivery requires new approaches and attitudes from local
government. One of the ways this can be achieved is to focus on continuous improvement by
driving innovation and lessons learnt from the municipalities’ past successes and failures. For
local government authorities to rethink service delivery, they need to find better ways to share
information assets, business processes and staff expertise with their citizens and business
partners. The lack of Knowledge Management (KM) and, therefore, a low level of information
and knowledge transfer in the public services have been identified as two of the main
contributors to poor service delivery. The implementation of knowledge transfer process is one

of the factors that will impact on the improvement of service delivery.

The main purpose of this research study was to investigate how knowledge management
systems can be used to improve the knowledge transfer at Buffalo City Metropolitan
Municipality (BCMM). The research study focused on knowledge transfer within the
Municipality as the general area of research. The objective of this study was to produce critical
success factors that would improve knowledge management systems and knowledge transfer

among employees at BCMM, which would ultimately improve service delivery.

The data was collected by means of semi-structured interviews. Eight respondents were
sampled, namely, an Information and Communication Technology manager, two directors, two
heads of departments, KM champion and two staff members from the Knowledge Management
Department. The snowball sampling technique was employed by asking members of the
population to identify other participants who might have a similar status or be experts in the
field. The qualitative interviews were analysed by means of thematic analysis and NVivo was

also used to analyse the data.

The study found that the culture within the Municipality is not supportive as the hierarchical
and bureaucratic management supresses any attempts at openness and support. At human
resources level, information is not seamlessly transferred between managers and their
subordinates. There seems to be a culture of knowledge hoarding in attempts to augment
personal importance or worth. Most of the Municipal employees still believe that knowledge
management falls under the Knowledge Management Department and should mainly reside in

employees working in this department.
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The study, therefore, recommends that BCMM must ensure that knowledge transfer
practices and initiatives are fully supported and promoted by the top management. This will
ensure that sufficient resources to support knowledge transfer are allocated. To solve the
knowledge transfer problems found to be challenging the Municipality, Knowledge
Management must be aligned with the organizational strategy. Official KM strategies must be
developed and aligned to organizational strategies to ensure that top management makes and
shares a vision on knowledge transfer and continually plans on realising the agreed upon KM
objectives. The Municipality must ensure that the organizational structure is flexible so that

distribution of knowledge and cooperation can be increased.
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1.1 Background

The local government sector exists in an environment that is transformed and influenced
by political, economic, technological and scientific changes (Theriou, Maditinos, & Theriou,
2011). In addition, communities demand adequate service delivery from municipalities. Where
local government has been unable to deliver basic services, this has resulted in a series of
protests across South Africa (Managa, 2012). The May 2016 press release by Municipal 1Q
indicated a total of 164 service delivery protests between January to December 2015 in the
country (Municipal 1Q, 2016). This is slightly less than the 191 service delivery protests that
were recorded in 2014. Twenty-four per cent (24%) of these service delivery protests, the
highest percentage when compared to other provinces, occurred in the Eastern Cape in 2015.
Dikotla, Mahlatji and Makgahlela (2014) state that service delivery problems remain

unresolved in almost all South African municipalities.

Munzhelele (2012) states that service delivery is used as the key focus area in assessing the
performance of private or public sector organisations. There are several factors that contribute
to poor delivery of government services. Managa (2012) found that among the key challenges
that are facing the South African local government are institutional capacity problems such as
lack of key personnel and a clear strategy to manage institutional information, high levels of

corruption, mismanagement of public funds and lack of public participation.

The demand for improved service delivery requires new approaches and attitudes from local
government. One of the ways this can be achieved is to focus on continuous improvement by
driving innovation and lessons learnt from the municipalities’ past successes and failures
(Kitchin, Ovens, & Turpin, 2013). Etherington (2013) believes that for local government
authorities to rethink service delivery, they need to find better ways to share information assets,

business processes and staff expertise with their citizens and business partners.

Ondari-Okemwa and Smith (2009) state that lack of Knowledge Management (KM) and,
therefore, a low level of information and knowledge transfer in the public services have been
identified as two of the main contributors to poor service delivery. Munzhelele (2012) also
argues that the implementation of KM is one of the factors that will impact on the improvement
of service delivery. A range of initiatives can be implemented by organisations to recognise,

share and exploit their knowledge resources. According to Yun (2013), Knowledge Transfer
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(KT) by means of Knowledge Management Systems (KMSs) enables local government
employees to acquire and understand suitable knowledge that will influence the quality of
service delivery. KT is fundamental to the process of learning. KT is sometimes used
interchangeably with knowledge sharing in literature (Paulin & Suneson, 2012). Therefore, in
order to explore KT, knowledge sharing (KS) should not be ignored. Knowledge sharing, on
the other hand, is often considered synonymous with knowledge transfer. Knowledge sharing
is a key aspect of both organisational learning and knowledge management processes (Deverell
& Burnett, 2012). “Knowledge sharing is the process where individuals mutually exchange
both tacit and explicit knowledge, and jointly create a new knowledge” (Deverell & Burnett,
2012, p. 132). Deverell and Burnett (2012) demonstrate that KS is central to the interaction
between knowledge and people. Knowledge sharing is considered to be an essential component
of the knowledge management model. Knowledge sharing is not only about transferring
knowledge from one department of the municipality to another; employees are actively
involved in the transfer process so that knowledge is transformed into that that is relevant to

the receiver.

In 2005, the Knowledge Management Reference Group (KMRG) was formed to encourage
a shared-learning partnership around KM in South African municipalities to support good
governance (Kitchin et al., 2013). The aim of this initiative was to strengthen the competencies
among the municipalities to identify the opportunities for recognising and sharing knowledge
in a way that would assist in finding, harnessing and managing their knowledge assets. In 2007,
this formation was further strengthened by a strategic collaboration between the South African
Cities Network (SACN) and the South African Local Government Association (SALGA).
Therefore, the KMRG members are SALGA, SACN and its member cities, which include City
of Cape Town, Buffalo City, Ekurhuleni, Johannesburg, eThekwini, Mangaung, Nelson

Mandela, Msunduzi, and Tshwane.

Kitchin et al. (2013) conducted an overview of the KM status within the nine KMRG
members. The study indicated that Buffalo City Metropolitan Municipality (BCMM)
conducted a knowledge audit process in 2010 which revealed a lack of central data repository
and data sharing which hampered the data capturing processes within the municipal
directorates. Data collection efforts were duplicated and access to vital information was limited
to certain individuals. The Information Technology (IT) infrastructure was found not to be

integrated, limiting the flow of information within the Municipality. Kitchin et al. (2013)
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further revealed that document sharing was found to be limited and only the staff directly
responsible for the documents knew about them. This led to poor updating of documents and

poor content management. The research problem will be discussed in the next section.

1.2 Statement of the Problem

A lack of institutional capacity in local government is one of the primary reasons why
service delivery is still an issue in almost all of South Africa’s provinces. Munzhelele (2012)
indicated that the implementation of KM is one of the factors that will impact on the
improvement of service delivery as it will improve institutional capacity. Dikotla et al. (2014)
state that government employees do not share their knowledge and experience as their

counterparts do in the private sector.

The success of KS cannot be measured without taking into account the culture of the
environment in which the sharing takes place. Cultural concerns such as leadership, trust,
reward and communication (discussed under 3.7.1) may impact negatively or positively on KS
between and within municipalities (Deverell & Burnett, 2012). The culture of knowledge
sharing may then be thought to be one in which the influence and importance of such issues
for enabling or preventing KS is acknowledged and addressed. In order to address these issues,
BCMM became a member of the KMRG with the aim of strengthening its capacity to identify
the opportunities for recognising and sharing knowledge in a way that would assist in finding,

harnessing and managing the Municipality’s knowledge resources.

A knowledge audit process conducted at BCMM in 2010 revealed a lack of integrated IT
infrastructure that limits the flow of information (Kitchin et al., 2013). Knowledge transfer has
been found to be limited in the Municipality and staff members found it difficult to share their
knowledge with their colleagues. Therefore, the problem is that while there is evidence of
KMS being introduced and implemented to improve knowledge transfer in the Buffalo City

Metropolitan Municipality, there is, however, no tangible evidence.

1.3 Research Question

This section provides the main question of this research study. It will also outline and

explain the three sub-questions formulated to aid in answering the main research question:
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What factors will impact on knowledge management systems to improve knowledge

transfer in Buffalo City Metropolitan Municipality?

1.3.1 Sub-questions

The main research question above has been answered through the following sub-questions:

How well are knowledge management systems embedded in the Buffalo City
Metropolitan Municipality to enable it to improve institutional capacity?

This sub-question seeks to address the extent to which the BCMM has leveraged
on KM to enhance its capacity to function intelligently. The question also seeks to
find out if there are any failures in the Municipality so far and what the causes
thereof could be.

Which knowledge management systems can be employed to improve the knowledge
transfer at BCMM?

The aim of this sub-question is to identify knowledge management systems that
can be used by the Municipality to improve the knowledge sharing culture.

Which factors affect Buffalo City Metropolitan Municipality employees’ attitudes
toward an intention to use knowledge management systems?

This sub-question helps to understand better and assess the influence of the
factors affecting the application of KMS and knowledge transfer among employees
of BCMM. This sub-question will assist in further developing successful decision-

making skills using the Municipality’s knowledge assets.

1.4 Objective of the Study

The main purpose of this research study is to investigate how KMS can be used to improve

the KT at Buffalo City Metropolitan Municipality. The research study focuses on KT within

the Municipality as the general area of research. KT is critical in local government because of

its contribution to knowledge application, innovation and competitive advantage (Wang, Noe,

& Wang, 2014). Therefore, the objective of this study is to produce Critical Success Factors

(CSFs) that will improve KMS and KT among employees at BCMM, which will ultimately

improve service delivery.
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In order to support this objective, two conference papers were published from the
researcher’s honours research project to assist with the background and identification of the
research problem. The two articles were titled Knowledge management systems to improve the
knowledge sharing culture among local government employees (published at International
Conference on Information Resource Management 2016) and An evaluation of knowledge
sharing in South African local government (Published at 28th Annual Conference of the

Southern African Institute of Management Scientists).

1.5 Significance of the Study

A KMS would enable BCMM to build up organisational knowledge through the systematic
capture and organisation of the wealth of knowledge and experience of staff, stakeholders,
clients, partners and beneficiaries. Knowledge management systems leverage knowledge that
already exists within and outside BCMM and can make this knowledge readily accessible to
the Municipality employees. The effectiveness of KMSs would help BCMM to become more
competitive and have the ability to serve the needs of Buffalo City residents better. The KMS
would enable the right information to be accessed by the right employees at the right time for
effective decision-making. The management of knowledge would empower and motivate the
staff and would also support innovation, learning and improve service delivery within the

municipality.

1.6 Literature Review

1.6.1 Knowledge Transfer in Local Government

Knowledge has been recognised as the primary driver of an organisation’s growth and
competitive advantage (Wang, Lee, & Lim, 2009). This is also supported by Assegaff and
Hussin (2012, p. 130) who claim that “knowledge is believed as a potential asset that could
bring sustainable competitive advantages for organisation. To gain value from the knowledge,
an organisation should be able to manage it effectively”. An approach implemented by
organisations to manage their knowledge is recognised as KM. Therefore, organisations are
becoming more interested in implementing KM programs to manage their knowledge
resources. KMS are used to support and improve the processes of knowledge generation,

sharing, storage and application (Wang et al., 2009).
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The formation of knowledge involves the transformation of data into information and
information being transformed into knowledge, which finally develops into wisdom (Gaffoor
& Cloete, 2010). Scientific data are objective facts that describe an event without any judgment,
perspective or context and it becomes information when meaning is added to it (Mohamed,
2014). Information is the result of processed and structured data, it can be transferred into
knowledge by means of connections, comparisons, conversations and consequences.
Knowledge derives from information which is anchored in the beliefs, views and obligations

of its holders (Ramdhania, 2012).

Knowledge transfer involves knowledge being transferred or disseminated throughout the
organisation. As a process, KT involves the contribution of knowledge by the organisation and
the collection, application and assimilation of knowledge by employees (Van der Meer, 2014).
The value of knowledge grows and increases as it is shared within an organisation. When
employees use knowledge, they add more insights to it and refine it further, thereby adding
more value. When knowledge is used it grows, but when not used it depreciates (Teimouri,
Emami, & Hamidipour, 2011), meaning that knowledge will keep on growing whenever a
employees share what they have; when employees transfer their knowledge, they do not lose
it. Knowledge transfer requires the preparedness of and individual or a group to work with
others and share knowledge to their mutual benefit. When knowledge is not shared within an
organisation, it is nearly impossible for it to be transferred to other employees. This indicates
that KT will not happen in an organisation except the employees and teams exhibit a high level

of co-operative behaviour.

The goal of KT in local government organisations is to improve decision making among
employees so as to improve service delivery and achieve business goals through the sharing of
knowledge between the municipality and citizens (Mohamed, 2014). Knowledge transfer
improves organisational learning, which in turn improves service delivery, by reducing
customer response times (Van der Meer, 2014). If municipalities share knowledge with
external organisations, they can develop their own knowledge bases and thus improve
innovation. Municipalities can access different expertise, competencies and capabilities that

may be costly or unobtainable through other avenues.

The South African (SA) public sector is making use of the sectoral network that was created

by the Department of Public Service and Administration. The aim of the sectoral network is to
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enhance the model of a client-centred public service sector by applying the “Batho Pele”
principles (Mothamaha & Govender, 2014). This ideal of a client-centred public service sector
was endorsed by the SA government and resulted in the creation of several initiatives to
establish a client-centred philosophy. During the mid-1990’s the international public sector
reform policies, that stemmed from the “New Public Management” (NPM) theory, placed an
emphasis on the SA public sector’s performance with regards to financial efficiency and budget

parameters (Mothamaha & Govender, 2014).

Considering the above influences, it is apparent that the SA public sector functions in a
business-like style where the central idea of service provision is to respond to the needs of the
citizens and provide inclusive and integrated service delivery (Dikotla, Mabhlatji, &
Makgahlela, 2014; Gaffoor & Cloete, 2010). This means that they have to adopt the idea of KT
as a mechanism of achieving a competitive advantage by making use of human and intellectual
resources within their organizations. Dikotla, Mahlatji and Makgahlela (2014) disagree with
Gaffoor, arguing that although KT has been seen as a mechanism of improving municipal
governance, the majority of South African municipalities do not have formal functional KM
programmes in place. Knowledge sharing culture does exist within individual municipalities
but not across the municipalities. Those municipalities that perform well do not share their best

practices with the underperforming ones (Dikotla et al., 2014).

In South Africa, KM has become a priority within the local government context (Gaffoor
& Cloete, 2010). Knowledge management has been recognized by South Africa’s Provincial
and Local Government Department as a strategic management skill for local government senior
management personnel. Gaffoor and Cloete (2010, p. 5) contend that “at local government
level, cognisance must be taken of the fact that South African municipalities function in an

environment characterised by greater uncertainty and competition than in the past.”

In South Africa, there are legal frameworks in place that regulate the legal aspects of KM.
The Intergovernmental Relations Framework Act of 2005 has influenced local government to
ensure that a coherent system for knowledge sharing is in place (MILE, 2010). According to
this Act, local government organizations should take all reasonable steps to ensure that they
have institutional capacity and effective processes to consult, collaborate and share information

with other organs of the state.
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More legal frameworks that stem from the Bill of Rights include the Promotion of Access
to Information Act of 2013 (PAI) and the Electronics Communications Act of 2005. The
primary objective of the PAI Act is to influence the constitutional right of access to any
information held by the government, and by any other person that is necessary for the
application or protection of any rights (Gaffoor, 2008). The PAI Act ensures that good
governance, transparency and accountability are exercised to promote better decision making
and participation. The Electronics Communications Act of 2005 provides a regulatory
framework for South African electronic communications (Gaffoor, 2008). The Act provides
for research and development within the Information and Communication Technology (ICT)

sector. The Act further provides for information security and reliability of networks.

SALGA (2015) reported that BCMM was the first South African municipality to appoint
political KM champions. The Municipality also conducted KM training for councillors, senior
and middle management, as well as departmental KM champions, in terms of the KM strategy
and framework. KMRG identified BCMM’s councillor training as a best practice that must be
used as the basis for training councillors in other municipalities and members of both

parliament and provincial legislatures (SALGA, 2015).

The success of KS cannot be measured without taking into account the culture of the
environment in which the sharing takes place. Cultural concerns such as leadership, trust,
reward and communication (discussed under 3.7.1) may impact negatively or positively on KS
between and within municipalities (Deverell & Burnett, 2012). A KS culture may then be
thought to be one in which the influence and importance of such issues for enabling or
preventing KS is acknowledged and addressed. Since prominence has been given to the need
for effective KS practices and to the value of intellectual capital within organisations, it would
be advantageous to promote a KS culture in municipalities (Schutte & Barkhuizen, 2014). Due
to the increasing interdependencies between jobs expectations and the information explosion,
many local government officials, if given a chance, have knowledge (know-how) that could
add some value to the institution. Municipalities that embrace a culture that restrains KS will
never be able to create a competitive edge, as knowledge sharing is believed to be significant
in creating and leveraging knowledge assets. A knowledge sharing culture is thus an imperative
for the South African municipalities, in order to distinguish them as institutions of service

(Schutte & Barkhuizen, 2014).
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1.6.2 The Role of KMS Infrastructure in Knowledge Transfer

Knowledge management involves the transfer of knowledge while technology is used to
search, store, retrieve and access the information. According to Tan and Noor (2013), KMS’s
infrastructure facilitates the transfer of knowledge by employees. KMSs are technology-
supported information systems that help document, transfer and distribute between employees
the tacit and explicit knowledge that improves organisational efficiency (Wang et al., 2014).
The role of KMS infrastructure includes supporting collaboration, communication and the
search of information and knowledge. Becerra-Fernandez and Sabherwal 2010) indicate that
IT facilitates, shares and accelerates knowledge growth. A KMS makes use of a variety of KM

technologies and mechanisms to support the KM processes.

The objective of a KMS is not to manage all the available knowledge within the
organisation, but the selected knowledge is managed and made available to assist employees
create, store and transfer or share it within the organisation (Greco, Grimaldi, & Hanandi,
2013). The types of KMSs include customer relationship management systems, decision
support systems, document management systems, knowledge portal systems, eLearning
platforms, supply chain management systems, virtual human resource management systems,
and artificial intelligence (see section 2.4 for more details on the systems). The following

section will discuss the theoretical framework of the study.

1.6.3 Factors that affect employees’ attitudes toward Knowledge Management

Systems

As knowledge is personal, created and developed by employees, the sharing of it is
important for its development, distribution, and management at all higher levels. Knowledge
cannot be shared without the participation of the employee, which requires learning (Duan,
Nie, & Coakes, 2010). For knowledge sharing to be effective, fundamental changes in the way
municipalities run their businesses are required (Ismail & Yusof, 2010). The recent
developments in ICT have resulted in many public organisations adopting ICT-based KMSs to
support their employees’ KT and they are engaging in virtual Communities of Practice (CoP)
(Zhang, Vogel, & Zhou, 2012). Contrary to the expectations, organisations are facing serious
problems as these ICT-supported KT projects have high failure rates. Zhang et al. (2012) state

that KMSs are more prominent in improving KT in large units with routine tasks, and that
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junior employees have a good attitude towards making use of communication tools to share

their knowledge.

Individual factors such as attitude, self-efficacy, motivation, trust and reciprocity influence
the local government employees’ intentions to share knowledge. The results of a study by
Tamjidyamcholo, Bin Baba, Tamjid, and Gholipour (2013) show that attitude is found to have
the biggest influence on an employee’s intention to participate in KT. Attitude is also alleged
to play a critical role in employees’ intentions to share their knowledge as those that are positive
towards KT will be more motivated to participate in KT activities. Knowledge cannot be
transferred effectively if employees are not motivated to share it (Amayah, 2013). A high level
of self-efficacy in an employee encourages self-confidence about the skills and abilities, and
strengthens motivation (Tamjidyamcholo et al., 2013). The high level of trust among the
employees encourages their attitudes towards KS (Seba, Rowley, & Lambert, 2012). These

individual factors will be discussed in more detail in Section 3.7.1.

Kathiravelu, Mansor, and Kenny (2013) investigated factors that influence KS behaviour
among Malaysian public service employees. Their study revealed that organisational
influences have a direct bearing on employees’ KS behaviour. Lee and Hong (2014) examined
the factors that affect hospital employees’ KS intentions, KS behaviour, and innovation
behaviour. They found that organisational factors and individual factors significantly influence

KS intentions. The next section will discuss the theory applied in this study.
1.6.4 Socio-Technical Systems Theory

New information technologies are regarded as important driving forces that address
systematic and complex problems that our societies face (Fischer & Herrmann, 2011).
Information technologies alone cannot improve the human behaviour and social structures in
an organisation, therefore the design of socio-technical systems is essential. The socio-
technical term originated and was used in literature in 1951 by Trist and Bramforth to highlight
the interrelationship between technological and social factors in understanding an organisation
(Assegaff & Hussin, 2012; Lusa & Sensuse, 2012). The motivation behind examining the
socio-technical problems is to describe other organisational aspects that are a combination of

social and technological sub-systems in the operational activities.
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Since the socio-technical perspective offers a suitable framework in helping to realise the
manner in which the technology is implemented and utilised in organisations (Chai & Kim,
2012), this study has adopted Socio-Technical Systems (STS) Theory to investigate the extent
to which information systems can be used to improve the knowledge transfer in local

government.

Social System Technical System

Structure <——f——> Technology

\

MiIS
(Direct)

/|

People <——F—> Tasks

Figure 1: Socio-Technical Systems Theory (Cartelli, 2007)

Chai and Kim's (2012) study, which employed a socio-technical approach, examined the
factors that affect knowledge contribution behaviours of Social Networking Sites’ (SNS) users
who share user-created contents with one another. Their findings indicated that by applying
socio-technical systems, users’ knowledge inputs in SNS were positively influenced by a sense
of belonging to the SNS, ethical culture and social connections with one another. Oyefolahan
and Dominic (2013) investigated how socio-technical factors essential in organisational
practices and KMSs led to the emergence of autonomous motivation to use KMSs, which in
turn, influenced actual utilisation and competency development as an impact of KMS
utilisation. Their study found that the actual utilisation of KMSs was found to contribute

significantly to competency development among knowledge workers.

Research done on South African local government by Gaffoor and Cloete (2010) in
Stellenbosch found the Municipality to have a top-down, hierarchical organizational structure

which is not the most favourable to knowledge management efforts. The structure was branded
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by its bureaucratic nature and was not open to changes being implemented. It was also found
that the structure was restraining the flow of horizontal communication. Dikotla, Mahlatji and
Makgahlela (2014) also found cultural differences to have an adverse impact on knowledge

sharing.

In a study of the manner in which eThekwini Municipality’s intranet was enhancing KS,
Averweg (2012) found that the intranet seemed to be at a medium maturity level in this
municipality. The study revealed that although there was information sharing in eThekwini
Municipality, the intranet seemed to be ineffective as a knowledge sharing structure. The
results indicated that there seemed to be an opportunity for the development of the content on
the intranet. The next section introduces the methodology followed to collect and analyse the

primary data for this study.

1.7 Research Methodology

1.7.1 Research Paradigm

According to Yin (2014), research design is a functional plan where procedures and research
methods are combined to gain a reliable and valid body of data for empirically grounded
analysis, theory formulation and conclusions. According to Saunders, Lewis, and Thornhill
(2012), research paradigms are used to study social phenomena from which certain

understandings of these phenomena can be achieved and justifications attempted.

POSITIVISM INTERPRETIVISM
2 Approach to Social Science
)
Reality as a Reality as a Reality as a Reality as a | Reality as a Reality as a
concrete concrete contextual realm of social projection of
structure process field of symbolic construction human
information  discourse imagination
OBJECTIVIST SUBJECTIVIST/

>

CONSTRU CTIVISM|

Figure 2: Continuum of core ontological assumptions (Collis & Hussey, 2009)
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According to Saunders et al. (2012), interpretivism defines a manner in which individuals
make sense of the world around them. People are in a continual process of interpreting the
social world around them in that they interpret the actions of others with whom they interact;
this interpretation leads to the modification of one’s actions and meanings. The continuum of
core ontological assumptions, illustrated in Figure 2, indicates that this study falls into the
“Reality as a Social Construction” stage. At this stage, which is the fifth stage of the
continuum, Collis and Hussey (2009) state that individuals create the social world through
language, actions and routines. For the purposes of this study, the researcher has used the
interpretivist paradigm, making use of a case study involving interviews. Therefore, the
interpretivist paradigm has been considered appropriate for the study as qualitative data were
collected and used to inductively interpret the attitude towards and behaviour of employees at
the BCMM towards knowledge management systems. The next section will discuss the

research methodology that will be used in this study.
1.7.2 Research Approach

A qualitative research approach has been applied in this study. This approach is
characterised by the collection of descriptive data which is done by making use of interviews
and open-ended questionnaires. An inductive approach, which is in line with qualitative
research, has been the research approach used. This approach is mainly concerned with the

generation of new theories from the data collected (Punch, 2014).

1.7.3 Research Design

This study made use of a case study design. The aim of the researcher was to provide a
detailed account of the knowledge sharing culture at BCMM. The case study has thus focused
on how a KMS can be used to facilitate KT among employees in order to improve the
knowledge sharing culture within the Municipality. Yin (2014) defines a case study as a first-
hand investigation focusing on an existing phenomenon within its real-life environment, and
boundaries between phenomenon and its environment are not clearly evident. Case studies are
thus suitable for studying complex social phenomena as this case study seeks to investigate the
complex knowledge management systems in the BCMM and how the employees make use of

these systems to share knowledge.
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1.7.4 Sample and Population

The population identified for the purpose of this study included the employees of BCMM
in East London. With regards to the sampling of participants, a convenience sampling
technique was used. In convenience sampling method, participants are usually those who are
most easily available. With convenience sampling the researcher can choose the study
participants that are thought to provide the most valuable information for the study (De Vos,
Strydom, Fouche, & Delport, 2011). According to Engel and Schutt (2013), convenience
sampling is the most common method used in evaluative research, such as evaluating the
effectiveness of a program. Eight participants were sampled in this study. These participants
were an ICT manager, two directors, two heads of departments, a KM champion and two staff
members from the KM unit. The snowball sampling technique was also employed by asking
members of the population (BCMM staff) to identify other participants who might have a

similar status or be experts in the field.

1.7.5 Data Collection Methods

According to Creswell (2014), data collection includes setting the boundaries for the study,
collecting information through unstructured, structured or semi structured interviews and
observations, visual materials and documents, as well as establishing procedures for recording
information. Primary and secondary data were collected. Primary data included data collected
by the researcher for the first time, while secondary data included data that had been collected

and recorded by someone else but was readily available from other sources (Surbhi, 2016).

1.7.5.1 Secondary Data

This study collected the secondary data by means of conducting desktop research which
involved reviewing literature from previous studies such as articles from academic journals,
books in both print and electronic formats, conference proceedings, relevant websites, and
theories relating to this study. Electronic databases such as ACM Digital Library, Sage Online
Journals, Science Direct, Springer Link and Sabinet Reference were used to find relevant
literature. Research study keywords such as ‘knowledge management’, ‘knowledge sharing’,
‘knowledge management systems’, and ‘local government’ were used as search terms. The
secondary data collected informed the interview questions used to collect the primary data,

which is discussed in the next section.
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1.7.5.2 Primary Data

The primary data were collected by means of interviews. In qualitative studies, interviews
are generally semi-structured or open-ended (Yin, 2014). The use of semi-structured interviews
allowed the participants to expand on responses and enabled further probing by the researcher
when necessary. The interview questionnaire used in this study was constructed from
questionnaires used in previous similar studies such as Phakola (2011), see Appendix 6. The

next section discusses how the data was analysed.
1.7.6 Data Analysis Methods

The qualitative interviews were analysed by means of Thematic Analysis (TA). TA is
defined by Crowe, Inder, and Porter (2015, p. 617) as “a process of interpretation of qualitative
data in order to find patterns of meanings across the data” (p. 617). An interview can generate
multiple pages of transcription. Ethical and practical issues related to managing the massive
amounts of data need to be considered. An electronic qualitative data management system
called NVivo was used to analyse the data. NVivo helps researchers to organise and manage
data and further facilitate the identification of themes, analysis of data, gathering insight, and

developing conclusions (Sotiriadou, Brouwers, & Le, 2014).

Informal member checks were done to establish credibility. After the interviews, the
summarised notes were shared with participants to establish whether they were true reflections
of what had been said during the interviews. Research results were also shared with the
participants for comment (Mertens, 2005). A confirmability audit was conducted to minimize
the influence of the researcher’s judgment. Participants’ views were fairly presented to ensure
a balanced view of all perspectives, beliefs and values. The next section discusses the ethical

considerations.

1.8 Ethical Considerations

This study collected the primary data by means of interviews. Therefore, ethical approval
was pursued from the University Research Ethics Committee (UREC), see ethical clearance
certificate CIL021SNCOO01 (Appendix 1). Ethics with regards to participants’ confidentiality,

privacy and willingness to take part in the study were considered.
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Participants of the study were presented with the following rights, as identified by Oates,
(2006), during data collection:

= Wilful participation: Participants were not forced to participate in this research study
but were encouraged to.

= Informed consent: Before data was collected, the participants were informed of how
the data would be used and of any thrid parties who would have access to it.

=  Withdrawal: Participants were also allowed to withdraw from the study should they
feel that their rights were being infringed upon.

= Anonimity: The identity and location of the participants would be withheld and

protected unless the participant gave explicit permission to disclose it.

The next section will discuss the delimitation of the study.

1.9 Delimitation of the Study

This study has been conducted in Buffalo City Metropolitan Municipality and not any other
metropolitan municipalities in the country. The main purpose of this research study is to
investigate how KMSs can be used to improve the KT at Buffalo City Metropolitan
Municipality. Only communication within the Municipality or among the employees was

evaluated. The following section presents the outline of chapters proposed for this study.

1.10 Outline of the chapters

This study consists of eight chapters. An overview of each chapter is provided below to

guide the reader to understand the reasoning and flow of the content.

Chapter 1: An introductory chapter which provides background to the study. This chapter
states the problem of the study and explains the research question which is divided into three
sub-questions. This chapter also explains how this study has been designed and provides the

methodology used in conducting the research.

Chapter 2: This chapter provides an overview of knowledge and its dimensions.
Knowledge management is discussed focussing on the knowledge management processes.
Based on the first and second sub-questions, this chapter seeks to identify the KMSs that can
be used by BCMM to improve the knowledge transfer among their employees.
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Chapter 3: This chapter is based on the third sub-question which focuses on how social
and technical factors affect Buffalo City Metropolitan Municipality employees’ attitudes and
their intentions toward the use of intention to use knowledge management systems. Literature
has been explored to understand better and assess the impact of the factors affecting the
implementation of KMSs and to further develop successful managerial strategies using

knowledge resources.

Chapter 4: This chapter covers the research methodology that was used in conducting this
study. A detailed explanation of how the study was conducted and the tools that were used have

been discussed in this chapter.
Chapter 5: This chapter provides an analysis of the data obtained from the interviews.

Chapter 6: This chapter provides a discussion of the results of this study and makes

recommendations.

Chapter 7: This chapter provides the conclusion based on the research findings and

suggests future research possibilities.
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2.1 Introduction

We live in a world where knowledge has become a basic commodity (Ansari, Youshanlouei,
& Mood, 2012). Organizations that depend on their knowledge assets rather than their physical
assets are expected to be more sustainable in the future as they have accepted knowledge as a
strategic resource which is crucial for their competency and stability within the competitive
environment. In order to use knowledge as a valuable asset, it is a necessity for organisations
to manage it appropriately. This means that the organisation must prioritise and put in systems
for creating, storing, transferring, and employing knowledge within the organization. (Ansari

etal., 2012).

This chapter provides an overview of knowledge and the two dimensions that can be
associated with it, which are tacit and explicit knowledge. Knowledge management is then
discussed including the two knowledge management processes which consist of knowledge
creation and knowledge transfer. This chapter closes with a detailed description of various
knowledge management systems that can be used in an organisation, such as the local

municipality.

2.2 Data, information and knowledge

Data, information and knowledge play a fundamental role in both a knowledge management
system and an information system, therefore, it is important to examine their relationship.
According to Galandere-Zile and Vinogradova (2004), the terms data and information are often

used interchangeably. Figure 3 on page 21 illustrates the relationship between the three terms.

Van der Meer (2014) describes data as isolated facts such as structured records but with
little context, while Mohamed (2014) defines data as objective facts that define an event
without any judgment, perspective or context. Data only becomes information when meaning
is added to the data. Galandere-Zile and Vinogradova, (2004) argue that managers differentiate
between data and information intuitively and describe information as data that has been
processed through contextualization, condensation, categorization, calculation, and/or
correction processes. Data could offer valuable insights that would facilitate greater
understanding of the needs of Buffalo City residents. Lonergan (2013) proposed that the

municipality employees can use the wide range of customer insight data available to them.
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These data could help the employees to understand residents’ needs, and manage resources
more effectively in a similar way to that in which private companies tailor their responses

according to customer data.

Internalized: Absorbed & Knowledge
understood by the
human mind

Processed & Analyzed:
A reconstructed picture
of historical events

Externalized:

e v el Verbalized &/or
sible fut .
s::me ure Information illustrated

Captured & Stored

Data

Figure 3: Relationships amongst Knowledge, Information and Data (Liew, 2007)

Information is gained from processed and structured data (Mohamed, 2014). Information is
transferred around the organization, in this case BCMM, in both hard and soft (electronic)
format, through social and electronic networks (Galandere-Zile & Vinogradova, 2004). In
order for information to be translated into knowledge, the activities of comparison,

connections, conversation, and consequences must take place (Mohamed, 2014).

Knowledge is considered to be deeper, richer and more extensive than data and information.
Knowledge is a combination of contextual information, experiences, important values and
expert insight. Knowledge emulates the cultural, institutional and social environment in which
it is developed. Therefore, it reflects specific national characteristics such as culture,
technological development, resource endowments, demand and supply conditions,
organization of industry, and scientific, regulatory, and technological environments (Jandhyala
& Phene, 2015). According to Garcia-Sanchez, Garcia-Morales and Bolivar-Ramos (2015, p.
2), ‘“‘’knowledge often becomes embedded not only in documents or repositories but also in
organizational routines, processes, practices, and norms.”’ Therefore, the formation of

knowledge is preceded by data storage and analysis plus information processing. Knowledge
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shared among employees can be categorised as either explicit or tacit. The following sub-

sections will discuss these types of knowledge.
2.2.1 Tacit Knowledge

Tacit knowledge, first introduced by Michael Polanyi in 1958, is the knowledge acquired
by individuals or groups in the workplace through the process of learning by doing a task
(Panahi, Watson, & Partridge, 2013). Tacit knowledge is difficult to communicate as it is
internalised to the employees’ mind. It is more dependent on its holder and deeply grounded in
employee’s experience and actions. This is supported by Hau, Kim, Lee and Kim (2012) when
they argue that tacit knowledge is not easily organised or expressed because it is entrenched in
the employee’s experience. Tacit knowledge is associated with employee skills while

embedded in context (Kothari et al., 2012).

Hau et al. (2012) believe that tacit knowledge is harder to transfer between employees than
explicit knowledge, since its dissemination is associated with considerably more time and
effort. The use of tacit knowledge assists local municipalities or organisations to apply essential
knowledge during operational activities, which then result in better financial performance,
value creation and improved efficiency (Arnett & Wittmann, 2014). Panahi, Watson and
Partridge (2012) also attest that tacit knowledge plays a significant role in improving one’s
competitive advantage plus one’s organisational and individual productivity. Tacit knowledge
can be a foundation of competitive advantage and, therefore, it is imperative for local

government to understand how it can be exchanged and transferred.

Implicit knowledge can be simply defined as knowledge that is not explicit (Davies, 2015).
Cole et al. (2013, p. 560) define implicit knowledge as “procedural knowledge: the rules,
functions and mechanisms of how we know, which includes priming procedures and
categorization procedures.” The management of implicit knowledge involves techniques, tools
and approaches that capture these apparently intangible thought processes and make them more
generally available to the organization (Frappaolo, 2008). According to Mostert and Snyman
(2007), implicit knowledge is the portion of tacit knowledge that can be communicated through

formal systematic language to generate explicit knowledge in the external environment.
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2.2.3 Explicit Knowledge

Explicit knowledge is prescribed, codified and clearly expressed (Dagada, 2012). Examples
of explicit knowledge in local government can include organisational procedures, policies,
systems and directives. The advantage of explicit knowledge is that when employees articulate
their knowledge in documents, process descriptions, drawings, or other forms of explicit
knowledge assets, the knowledge can be quickly disseminated throughout an organization or
externally through use of information systems (Sanchez, 2000). Table 2 below provides the

differences between tacit and explicit knowledge.
Table 1: Properties of tacit and explicit knowledge (Panahi et al., 2012)

Tacit Knowledge Explicit Knowledge

Resides in human minds Articulated, structured and documented
Unconscious knowledge that is both known | Consciously accessible

and unknown to the holder

Unstructured, difficult to see, estimate, Easy to recognise, formalise, codify, store,
codify, investigate, write down, formalize, communicate, share, and use

capture and communicate accurately

Transferred through conversation and Can be found in journals, books, databases,
narrative etcetera
Learnt through experiences, intuitive Learnt through instruction, repetition, or

feeling, observation, skills, beliefs, mental recitation
modes and values
Expert knowledge and know-how Know-that, know what

Highly individual and personal Academic language

The significance of knowledge as an essential resource has inspired organisations in both
the private and public sectors to consider KM implementation. Large organizations throughout
the world have employed KM strategies, programs and policies (Gharehbiglo, Shadidizaji, &

Yazdani, 2012). The next section will discuss knowledge management.
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2.3 Knowledge management

Knowledge management is “a discipline that promotes an integrated approach to
identifying, capturing, evaluating, retrieving, and sharing all of an enterprise’s information
assets. These assets may include databases, documents, policies, procedures, and previously
un-captured expertise and experience in individual workers” (Meihami & Meihami, 2014, p.
81). The above definition is supported by Al-Khouri (2014) who states that knowledge
management is a strategy that enables employees to develop a set of activities to capture, create,
share, transfer and use knowledge to improve organisational effectiveness. Knowledge
management enables organizations to selectively “apply knowledge from previous experiences
of decision-making to current and future decision-making activities with the express purpose

of improving the organization’s effectiveness” (Theriou et al., 2011, p. 101).

KM in local government can be identified when employees share their knowledge either in
the form of tacit or explicit knowledge (Lusa & Sensuse, 2012). When KM is implemented in
organisations, it does not only provide benefits to the organization, but also to the employees
who are part of the organization. Some of the advantages perceived by employees are an
increase in proficiency and experience in working together and sharing knowledge. In addition,
learning processes do occur among employees. These learning processes improve the
employees’ personal performance, resulting in better career progression (Lusa & Sensuse,
2012). The next section will discuss how knowledge management can benefit local government

organisations.

2.3.1 Benefits of knowledge management

The effect of good KM in an organization increases the efficiency in business operations by
means of an increase in the effectiveness of good decision-making, appropriate planning,
increased performance or optimisation of the operation time (Kuras & Kuras, 2015). Table 3

below provides a summary of the KM benefits.
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Table 2: Benefits of knowledge management

Category Benefit

= Improvement in the quality of the operation of public

Internal benefits . : . . .
institutions in the dimension of: efficiency, economy,
transparency, responsiveness and accountability;

= Strengthening the ethos of public service;

= Change in the organizational culture of public institutions.

= Making space for economic and social projects of the

External benefits . . .
residents and their unions;

= Strengthening the capability of the state to control
development processes and increasing its capabilities to
effect the decisions taken internationally;

= Reducing transactional costs of economic and social
projects;

= Participatory co-government based on the principles of

partnership, autonomy and subsidiary;

= Improving the quality of public services;

Benefits from knowledge management

= Anincrease in social and economic and spatial cohesion of
the state;

= (Creating the conditions for an increase in competitiveness
and innovativeness of the economy;

= (Creating and developing accurately addressed policies and
public programs; and

= Increased trust for public institutions.

2.3.2 Knowledge management processes

Knowledge management emphases on four main components which include people,
technology, knowledge and processes, as illustrated in Figure 4 below. For organizations to
succeed in their KM initiatives, deliberations and interactions among all of these components
are essential (Al-Khouri, 2014). These components embody the four steps of KM: creation,

storage, transfer and use.
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When Garcia-Penalvo, Hernandez-Garcia and Llorens-Largo (2015) reviewed literature on
KM processes, they concluded that in all the models there are two common stages, which are
knowledge creation and knowledge transfer or sharing. Therefore, in the next sections
knowledge creation and knowledge transfer will be discussed in more detail while the other

two stages, knowledge storage and knowledge use will be discussed briefly.

Create, :

Generate
>
< o
o
Disseminate, Represent, [=]
Transfer Store =
£
[

Access, use
Re-Use

Knowledge

Figure 4: KM Components and Process (Al-Khouri, 2014)
2.3.2.1 Knowledge creation

Beck, Rai, Fischbach and Keil (2015, p. 394) define knowledge creation (KC) as “the
codification and development of new knowledge in the form of new pages or adding knowledge
to pages created by others, thereby translating personal experiences possessed by an individual
into explicit knowledge”. According to Durst and Edvardsson (2012) KC refers to methods that
emphasise the construction of new knowledge. New knowledge can be acquired from outside
the firm or created internally. KC means discovering or generating new knowledge through
Research and Development (R&D), lessons-learned, experimentation and innovation, which is
the most advanced phase of knowledge management (Ranjbarfard, Aghdasi, Lopez-Saez, &
Lopez, 2014). KC is the building block, which supplements knowledge creation and embraces

all management efforts intentionally directed at producing competencies.

According to Lopez, Pérez, Aguilar and Alexander (2016), the KC model is based on the

realisation that personal knowledge is created and developed through social interaction of

26| Page



explicit and tacit knowledge. This interaction is called knowledge conversion. It is considered

to be a social process that is not limited within the individual, as this has a social interaction

when a person perceives things. Then, through this process of social conversion, tacit and

explicit knowledge expands both in quality and quantity. On the premise that knowledge is

created by conversion between tacit and explicit knowledge, Panahi et al. (2013) state that

Nonaka and Takeuchi developed a KC model in 1995 called the SECI model. The SECI model

illustrated in Figure 2, presents four phases for knowledge conversions.

1l

Tacit Tacit %
5 m
S | Socialization | Externalization =1
= a.
m
= >
&) . .. g=1
,t_“ Internalization | Combination 5
@I Explicit Explicit

G

Figure 5: The SECI Model (Panahi et al., 2013)

Socialization (tacit to tacit): this is the process by which employees attain tacit
knowledge. In local government this can happen through employees sharing their
experiences, observing others, and practice, which improves or develops shared mental
models. An example of socialization is on-the-job training (Richtnér, Ahlstrém, &
Goffin, 2014).

Externalization (tacit to explicit): is the way by which tacit knowledge is articulated.
Externalization is initiated by conversations among employees in an organization, such
as local government. This also includes the development of new codification schemes
and the use of metaphors (Richtnér et al., 2014).

Combination (explicit to explicit): is where the association of different pieces of explicit
knowledge creates new knowledge. Examples of combination include the creation of
documents, databases and manuals that can be accessed by other employees in local

government (Richtnér et al., 2014).

27 |Page



= Internalization (explicit to tacit): happens when employees share their technical know-

how and mental models. Internalization is often referred to as the process of learning-
by-doing (Richtnér et al., 2014).

Three of these conversions, socialization, externalization, and internalization, are the main

processes of tacit knowledge transfer.

In knowledge creation there are a variety of tools that can be used to identify new patterns
between existing knowledge. These tools include discovery tools, data mining, text retrieval
and relational databases (Canzano & Grimaldi, 2012). Systems that can be used to create new
knowledge are intelligent software agents and conceptual mapping. Knowledge discovery
systems are used in local government organizations to provide for the improvement of explicit
or tacit knowledge from data and information or from blending of prior knowledge (Becerra-
Fernandez & Sabherwal, 2010). According to Rasoulinezhad (2009), corporate repositories,
online expert systems, discovering patterns and transactional processing systems are KMSs

used for knowledge acquisition.

For knowledge generation, South African municipalities make use of the following

platforms provided in the toolkit (Kitchin et al., 2013):

= After action reviews enable employees to provide constructive suggestions and
actionable recommendations during or after a project. They are used to capture
knowledge gained in a project before a team disbands.

* Brainstorming helps municipalities to generate ideas to solve problems through
stimulating the creativity and innovation of a group of people.

= Briefings are conducted to inform executive and senior management about policy issues
or projects.

= Communities of practice enable experts to collaborate in sharing experiences, practices

and tools that are relevant to a specific topic.

Knowledge storage is a process that encompasses the documentation of organisational and
individual knowledge repositories. In these repositories, knowledge is organised, structured
and maintained (Denner & Diaz, 2011). The process of knowledge storage is concerned with

moving knowledge into a state where it is kept available for future use.
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Knowledge storage can be supported by data warechouses because they act as central
repositories for storing the local government relevant information (Canzano & Grimaldi, 2012).
Data warehouses can be accessed by employees through intranets. Document management
systems (DMS) control store and control access to files in the repositories. Content or index
terms are used to search the files within a DMS (Canzano & Grimaldi, 2012). Frost (2010) also
supports the above statement by indicating that DMSs are systems that enable organisations to

store, publish, index and retrieve the documents.

For knowledge storage, South African municipalities make use of the following platforms

provided in the toolkit (Kitchin et al., 2013):

= [T-based tools: Information technology provides tools and systems that enable
knowledge management to fulfil its goals. These tools encompass intranet, groupware
systems, content and document management systems, and data warehousing and
mining.

= Directories of experts help employees to find who has expertise or knowledge for a
particular project or task. These directories also help employees to seek guidance from

other employees in other organisations.

According to Garcia-Sanchez, Garcia-Morales and Bolivar-Ramos (2015), knowledge
transfer (KT) is the process through which one organisational section is affected by the
experience of another section. From time to time, KT had been used interchangeably with KT,
so in order to explore KT (Paulin & Suneson, 2012), this study will not ignore knowledge
sharing (KS). The KT theory was first suggested in 1978 by Findlay and has since been
renamed to knowledge flow, knowledge sharing, and knowledge acquisition (Sheng, Chang,
Thompson, & Yuh-Feng, 2013). The transfer of knowledge has been viewed as the
transmission (representing or sending knowledge to a prospective receiver) of a message from
a source to the receiver in a given context. This message is then absorbed by, and changes the

behaviour of the receiver.

The transfer of knowledge between the municipality’s different directorates and experts
stimulates the usage of knowledge required to produce services and goods that necessitate a

combination of various areas of expert knowledge (Garcia-Sanchez et al., 2015). The use of
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knowledge becomes more efficient when the number of knowledge transfers from various

trained and qualified staff members are higher.

Sheng, Shen-Yao, Thompson and Yuh-Feng (2013) stated that the use of knowledge
necessitates the consideration of knowledge transfer. Knowledge ambiguity and knowledge
stickiness have been regarded as two major KT barriers. Knowledge ambiguity is the “basic
ambiguity concerning the nature of the causal connections between actions and results” (Sheng
et al., 2013, p. 464). Knowledge ambiguity inhibits the KT process. Knowledge stickiness,
which is also referred as unwillingness or inability to transfer knowledge, stops the flow of

knowledge and has been quoted as the main cause for failures in KT processes.

Knowledge transfer process in local government can be supported by the Internet as it has
the ability to enable users to have access to any information anywhere and anytime (Canzano
& Grimaldi, 2012). Chigada (2014, p. 61) acknowledges that KT systems enable organizations
“to integrate vast assortments of disparate application interfaces, controls and datasets, thus
enabling information sharing and centralized management of information and knowledge
across the organization.” Intranets also facilitate KT in organizations. Web portals are also used
for KT as they provide links to other sites and offer opportunities to search other pieces of
information (Canzano & Grimaldi, 2012). According to Becerra-Fernandez and Sabherwal
(2010), systems that facilitate knowledge exchange are groupware; web-based access to data
and databases, and repositories that include best practice databases and lessons learned

systems.

For knowledge transfer South African municipalities make use of the following platforms
provided in the toolkit, which is an overview of the KM status among the KRMG members

(Kitchin et al., 2013):

= Publications are used to share knowledge around events, practices and information.

* Social media is used to encourage knowledge sharing and networking through
collaborative and social tools. It facilitates self-directed, informal and social learning
using online web-based resources. Municipal customers, stakeholders and partners can

connect and communicate using social media.
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= Story telling is used by municipalities to share values, knowledge and organizational
culture. Commitment and trust are developed through story telling. It is also used to
capture past knowledge that can be adapted to the present and future.

» Communities of practice enable experts to collaborate in sharing experiences, practices
and tools that are relevant to a specific topic.

= Conferences and seminars provide an opportunity for employees to network, learn and
interact with other employees working in a similar field.

= Directories of experts help employees to find who has expertise or knowledge for a
particular project or task. These directories also help employees to seek guidance from

other employees in other organizations.

Knowledge use is the final step of the knowledge management process. Knowledge use
allows organisations to understand the information presented within its internal and external
environment (Gaffoor, 2008). The use of knowledge can generate value within the Buffalo City
Metropolitan Municipality. If knowledge is not shared and used by BCMM employees, it
becomes lost knowledge. Whether new knowledge has been developed internally or acquired
from outside the organisation that knowledge needs to be utilised. The use of knowledge drives
innovation, enhances customer satisfaction as well as escalates the municipality’s profits and

productivity (Durst & Edvardsson, 2012).

Systems used for knowledge application enable employees to utilize knowledge that is
possessed by other employees without learning or acquiring that knowledge (Becerra-
Fernandez & Sabherwal, 2010). Intelligent software agents are valuable in knowledge
application as they have the potential to discover and access information from many sources,
to resolve irregularities and incorporate information essential to recognize the knowledge

application process (Canzano & Grimaldi, 2012).

For knowledge application, South African municipalities make use of the following

platforms provided in the toolkit (Kitchin et al., 2013):

=  Mentoring empowers inexperienced employees in new jobs to acquire new skills and
knowledge. This is achieved by using the organization’s existing knowledge and

expertise.
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= Training programmes are used by municipalities to ensure that their staff members learn
and acquire new skills and qualifications; to enable ongoing professional development;
and to motivate and retain key employees.

=  Knowledge fairs are platforms where municipalities showcase their information or
particular issues. In this process, employee and team achievements are recognized.
Problem solving and networking are also fostered through knowledge fairs.

= Lessons-learned help local government employees to learn from mistakes at the end of
projects. These help in planning and preparation of future projects.

= Directories of experts help employees to find who has expertise or knowledge for a
particular project or task. These directories also help employees to seek guidance from

other employees in other organizations.

The next section will discuss the concept of knowledge management systems and the types

thereof.

2.4 Knowledge management systems

An organization’s capability to transfer knowledge between departments is essential for a
number of organisational processes and performance outcomes, including innovation,
creativity, and new product development (Tortoriello, Reagans, & McEvily, 2012). Garcia-
Sanchez et al. (2015) also indicate that KT among the organisation’s staff supports the
application of additional flexible production processes, lessens the possibility of repeating

errors, and improves organisational performance.

Knowledge Management Systems (KMSs) are information technologies that support
organisations to manage their knowledge efficiently and effectively (Assegaff & Hussin, 2012).
Meihami and Meihami (2014, p. 6) describe KMSs as organisation’s “computer-based
communication and information systems applications” that support the KM processes. Wang,
Noe and Wang (2014, p. 979) also define KMSs as “technology-supported information systems
that help document, distribute, and transfer between employees explicit and tacit knowledge to
increase organisational effectiveness.” A KMS is not technologically distinct from Information
and Communication Technologies (ICT), but include databases such as directories and
networks, and lessons-learned repositories. It is planned to set organisational members in

contact with recognized experts in a variety of topic areas (Meihami & Meihami, 2014).
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In KM, the use of technology plays a significant role, but, knowledge is primarily about
people and the role of technology can only be in a supporting capacity. KMSs are established
to enhance and support the organisational processes of knowledge creation, knowledge storage,
knowledge transfer, and knowledge application (Kekwaletswe & Bobela, 2011). Pinto (2012,
p- 2079) supports Kekwaletswe and Bobela (2011) by stating that “KMSs are tools developed
with the purpose of supporting KM processes, namely knowledge creation, storage and
retrieval, transfer and application and the flows between them.” These systems support explicit
and tacit knowledge by enabling the sharing of experiences and knowledge throughout the

organisation.

A KMS incorporates a broad range of tools and their goal is not to manage all the available
knowledge within an organisation, but to manage selected knowledge and make it available to
assist employees create, store and transfer or share it inside the organisation (Greco, Grimaldi,
& Hanandi, 2013). This improves individual and organisational performance. The following

sections will discuss the different types of KMSs.

2.4.1 Customer Relationship Management System

Khodakarami and Chan (2014, p. 29) describe a Customer Relationship Management
System (CRMS) “as a group of information systems that enable organisations to contact
customers and collect, store and analyse customer data so as to provide a comprehensive view
of their customers.” According to Greco et al. (2013), the name CRMS describes all the
management systems that have an emphasis on new market strategies and concepts, on
information systems and organization. The most key characteristic of CRM, is the management
of the customer life-cycle and its value. As per Khodakarami and Chan (2014), CRMS mainly

fall into three categories:

= QOperational systems are used for automation and to increase the effectiveness of
customer relationship management processes;

= Analytical systems are used to analyse knowledge and customer data; and

= Collaborative systems are used to integrate and manage customer interaction touch

points and communication channels.
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2.4.2 Decision Support System

Organizations use Decision Support Systems (DSS) to update and store their strategic
knowledge in databases for better retrieval and use of the knowledge in decision making
processes (Greco et al., 2013). DSS are defined by Power, Sharda and Burstein (2015) as a
group of high-tech information systems that support decision making activities. They are

designed artefacts that have specific functionality. They provide five DSS types, which are:

= Communications-driven DSS are communication technologies that are used to

support decision making processes;

] Data-driven DSS provide access to large data stores and analytics to generate
information;
] Document-driven DSS use documents to make available information for decision

making processes;
" Knowledge-driven DSS, also called expert systems or recommender systems, and
" Model-driven DSS use quantitative models for functionality and they are also called

computationally oriented or model-oriented DSS.

2.4.3 Document Management System

A Document Management System (DMS) helps organizations to store and distribute their
documents and inform employees about the state of the advancement of their processes and
activities (Greco et al., 2013). Pinto (2012) provides the main functionalities of DMS. These
include: edition collaboration, document sharing, versions control, document management,
support for all content types (audio, graphs, text, web, xml, video, etcetera.), searching and
retrieval mechanisms. All of these functionalities are typical activities that employees of local

government will perform on a daily basis and are thus relevant to this study.

2.4.4 Knowledge Portal System

A Knowledge Portal System (KPS) is a web-based application that offers single access to
numerous sources of knowledge. The KPSs are regarded as the fastest and best resolution for
sharing information and knowledge between employees (Greco et al., 2013). These systems
improve knowledge transfer within an organization and are considered as an extension of the

information portal to knowledge management.
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Examples of Knowledge Portal Systems used by South African municipalities, also

accessible through the SALGA Knowledge Hub, are briefly described below.

= Centre for Municipal Research and Advice (CMRA): established in 2005, CMRA is
a vibrant consultancy and research, and is a technical service provider in the field of
local government (CMRA, 2014). The goal of CMRA is to strengthen and support
municipalities and Local Government Associations in Southern Africa. CMRA
conducts quantitative and qualitative research on local government themes; provides
technical support to municipalities so that they can improve their services through
effective reduction of Red Tape. CMRA provides support and training to ward
committees, councillors and officials on issues such as the enhancement of operational
community involvement in municipal governance (CMRA, 2014). Buffalo City
Metropolitan Municipality is a CMRA partner.

= HIV/AIDS Local Government Learning Network (HALOGEN) is a network of
consultants, researchers and other partner organisations working on HIV/AIDS and
local government in South Africa. The primary purposes of HALOGEN are to share
information and learning about HIV/AIDS and local government amongst
organisations, researchers, government officials and consultants working in this arena;
and to document and disseminate good practice, as identified during learning events,
that are of benefit to various stakeholders involved in local governance processes,
including communities and municipalities (HALOGEN, 2015). SALGA is a member
of this network.

= South African Cities Network (SACN) is a recognised system of South African cities
and partners that promotes the exchange of information, experience and best practices
on urban development and city management. SACN, together with SALGA, also
facilitates the Knowledge Management Reference Group (KMRG), a learning and
sharing platform, to support KM practice in SA cities, and municipal districts (SACN,
2016).

2.4.5 e-Learning Platform

The ICTs are used to facilitate and support learning processes. E-Learning is the process
whereby employees use electronic devices such as computers together with learning

technology (Greco et al., 2013). E-Learning Platforms (E-LP) are regarded as a solution for
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complex organisations in developing new skills and knowledge, either individually or in

partnership with others.

2.4.6 Supply Chain Management System

Supply Chain Management System (SCMS) play a significant role in organisations in the
creation of competitive advantage and profitability. According to Greco et al. (2013), SCMSs
stress the significance of knowledge within the supply chain departments. The SCMs also
“improve the strategic importance of efficient data, information or knowledge among members
of the SCM network, such as suppliers, manufacturers, distributors and retailers” (Greco et al.,

2013, p. 3).

2.4.7 Virtual Human Resource Management System

A Virtual Human Resource Management System (VHRMS) is an information technology
application that is used for networking and supporting employees to share their activities within
an organization. VHRMSs include an extensive range of human capital reskilling events that
are conducted within the organisations, such as career development activities (Greco et al.,

2013).

2.4.8 Artificial Intelligence

Becerra-Fernandez and Sabherwal (2010, p. 93) define Artificial Intelligence (Al) as “the
science that provides computers with the ability to represent and manipulate symbols so they
can be used to solve problems not easily solved through algorithmic models.” In KM, Al
supports user profiling and corresponding profiles, search and retrieval, text and web mining.
Al-based technologies support organizations in handling their knowledge (Birzniece, 2011).
Al systems, such as genetic algorithms, neural networks and intelligent agents provide
intelligent tools for text mining, semantic text analysis, pattern matching and user profiling.
Table 3 below indicates which knowledge management systems can be used to support the

creation of knowledge creation and transfer.
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Table 3: Systems that enable knowledge creation and transfer

KMS Knowledge Knowledge
creation transfer
Customer Relationship Management Systems X
Decision Support Systems X X
Document Management Systems X X
Knowledge Portal Systems X
e-Learning Platforms X
Supply Chain Management Systems X
Virtual Human Resource Management Systems X
Artificial Intelligence X

2.5 Conclusion

An organization’s ability to transfer knowledge between departments is essential for a host
of organizational processes and performance outcomes, including innovation, creativity, and
new product development (Tortoriello, Reagans, & McEvily, 2012). Garcia-Sanchez et al.
(2015) also indicate that KT among the organization’s staff supports the application of
additional flexible production processes, reduces the possibility of repeating errors, and

improves organizational performance.

This chapter has reviewed literature related to knowledge, knowledge management,
knowledge transfer, and knowledge management systems. When KM is implemented in
organisations, it does not only provide benefits to the organisation, but also to the employees
who are part of the organisation. Some of the advantages perceived by employees are an
increase in proficiency and experience in working together and sharing knowledge. Now that
these concepts have been unpacked, the next chapter reviews literature BCMM and knowledge
transfer. The next chapter seeks the best practices that can be employed to improve institutional

capacity at BCMM.
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Knowledge management is a modern management concept that has a significant impact on
the success of businesses and organisations (Dikotla et al., 2014). One of the characteristics of
a successful municipality is the extent to which the knowledge that its employees possess is
made available to all members of the municipality (knowledge transfer), and is embedded in
structural and other intellectual capital assets. Knowledge management is the focus of modern
organisations because knowledge has been recognised to be more important for production
rather than capital and labour. In the public sector, KT is as essential as no single employee
holds the combination of skills, knowledge, and expertise to complete tasks without assistance
from other employees (Dikotla et al., 2014). Noeth (2006) believes that an effective KM
strategy could eradicate many of the problems confronting municipalities and therefore

enhance the range, as well as the quality, of services available to the communities.

When preparing a municipality for KM initiatives, it means that the organisational culture
to support, facilitate, encourage the utilisation, creation and sharing of knowledge must be
adapted or changed (Madue & Ncume, 2012). An important step in knowledge management is
the identification of factors that enable the transfer of knowledge within the municipality.
Organisational factors such as organisational culture, leadership styles, organisational structure
and knowledge preservation processes can either support or hinder the management of

knowledge (Noeth, 2006).

This chapter provides a comprehensive discussion of the Socio-Technical Systems Theory,
the theory that has been selected for this study. A brief overview of the local government in
South Africa has been provided, focusing on the legislation behind the formation of the eight
South African metropolitan municipalities. The description of the case, which is the Buffalo
City Metropolitan Municipality, and its KM status will also be discussed in this chapter. The
role of knowledge transfer and the socio-technical barriers that can challenge the
implementation of KT in local government will also be discussed. The next section discusses

the Socio-Technical Systems Theory.
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New information technologies are regarded as important driving forces that address
systematic and complex problems that our societies face (Fischer & Herrmann, 2011).
Information technologies alone cannot improve the human behaviour and social structures in
an organisation, therefore the design of socio-technical systems is essential. The socio-
technical term was first produced and used in literature in 1951 by Trist and Bramforth to
highlight the interrelationship between technological and social factors in understanding an
organisation (Assegaff & Hussin, 2012; Lusa & Sensuse, 2012). The motivation behind
examining information system problems making use of both the social and technical dimension
is to describe organisational aspects that are a combination of social and technological sub-

systems in the operational activities.

Since the socio-technical perspective offers a suitable framework against which to realise
the manner in which the technology is implemented and utilised in organisations (Chai & Kim,
2012), this study will adopt Socio-Technical Systems (STS) Theory to investigate the extent to

which information systems can be used to improve the knowledge transfer in local government.

Social System Technical System
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Figure 6: Socio-Technical Systems Theory (Cartelli, 2007)

Figure 6 above illustrates the Socio-Technical Systems Theory and its components. The

theory emphasises two sub-systems which are the social and technical sub-systems. According
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to Cartelli (2007), the technical sub-system is more than the sum of the equipment in local
government organizations. This sub-system can be recognized with the processes that convert
system inputs into system outputs. To achieve the system goals, the process of converting the
systems must be controlled constantly. The social sub-system is much more than the technical
control of responsibilities to be executed by local government employees (Cartelli, 2007).

Individual jobs are merged with technical tasks and with duties assigned to groups.

In describing the social, technological and socio-technical perspectives of KM, Sajeva
(2010) indicated that the technological approach focuses on technical and technological aspects
of KM. The technological approach is centred on the collection, storage, categorisation, and
use of knowledge by means of technical systems. Technical systems consist of several ICT, for
instance, email, groupware, intranet, databases, and others (Sajeva, 2010). The technological
approach is a system strategy with its prominence on the codification of knowledge within the
KM processes. This strategy concentrates on the codification and storing of knowledge through

IT, and attempts to share knowledge formally.

Although ICT are the key elements in KM, they are not the one and the only, and not the
dominant aspect of KM. Effective KM is more than about the management of the technology
(Sajeva, 2010). Effective KM embraces more than merely manipulating the data held on
information systems; attention to the organisational, human and cultural aspects is also
required. The social approach to KM acknowledges that knowledge is personal in nature.
Knowledge predominantly exist in the heads of employees, and in the social interactions of
these employees. In contrast to the technological approach to KM, social based KM stresses
that knowledge can be attained and shared through socially interactive processes such as

experts, reciprocal relationships and trust among employees to support KM activities.

Previous studies that have made use of the socio-technical theory include Chai and Kim's
(2012) study which examined the factors that affect knowledge contribution behaviours of
Social Networking Sites’ (SNS) users by sharing through user-created contents with one
another. Their findings indicated that by applying socio-technical systems, users’ knowledge
inputs in SNS are positively influenced by a sense of belonging to the SNS, ethical culture and
social connections with one another. Oyefolahan and Dominic (2013) investigated how socio-
technical factors are essential in organisational practices and how the use of a KMS lead to the

emergence of autonomous motivation to use a KMS which in turn influences actual utilisation
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and competency development as an impact of KMS utilisation. Their study found that the actual
utilisation of a KMS was found to contribute significantly to competency development among

knowledge workers.

Lusa and Sensuse (2012) investigated the significance of socio-technical characteristics in
the design and implementation of a KMS. An interpretative approach was used by conducting
document reviews, interviews and focus group discussions directly to end users. Their findings
revealed that not only technical aspects but also the social aspects contribute to the success of
KMS implementation. Strategically, the results indicate that the general planning, design, and
implementation of a KMS depend on the organisational strategy that is aligned with the KM
strategy. The socio-technical aspects of a municipality could influence the organisational
strategies that systematically give some impact on the implementation phases of the KMS. By
knowing and understanding these aspects well, a municipality can determine the
implementation of KM strategies more precisely and can identify the factors that are required

in KMSs (Lusa & Sensuse, 2012).

Municipalities are severely affected by technological innovations and need a flexible
adapted change model that can be appropriate for the social system of the organisation into
which technology is being implemented. Appelbaum (1997) examined the Socio-Technical
Systems Theory by presenting the classic organizational theories of Trist, Burns and Stalker,
Thompson, Woodward, and Perrow to develop organisational development intervention in
terms of self-regulating work teams performing interrelated technological tasks. Appelbaum
(1997) advised that effectiveness and humanism must be linked together in the design of work
and wor