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Analyzing and Solving Difficulties Experienced in Knowledge Management: The Case of &
Knowledge Intensive Organization
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Knowledge management has become an important 100l in staying ahead in the competition between
companies. In this paper five different phases of the knowledge management process are
distinguished. The occurrence of knowledge management problems has been studied in g case study in
a knowledge intensive company. Most of the problems in this case occur in the first three phases of the
knowledge management process: knowledge acquisition, knowledge codification and knowledge
dissemination.
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In our time we live in a “knowledge society” in which knowledge is the most important means of production and not capital, raw
materials or labour (Drucker, 1993). Growth of the service sector, automation, the development of new (information)technology,
chaugesinstmmmdworkprooess&ofcompaniesmdglobalisationandasaoonsequmcegmwingomnpeﬁﬁmmafew
causes for this development (Castells, 1996; Rifkin, 1995, 2000; Zolingen, 1995). In a society based on knowledge, says Drucker,
the knowledge worker is the single greatest asset. But survival and innovation of companies is nowadays not only dependent on
the knowledge they have but on the creativity with which they apply knowledge upon knowledge (Weggeman, 1997, 2000).
Knowledge can provide a sustainable advantage. According to Davenport & Prusak (1998): “Eventually competitors can almost
alwaysmatchthequalityandpﬁccofamarketIeade:s’cunmtproductorservioc.Bytheﬁmemathappensmoug:,me
knowledge rich, knowledge-managing company will have moved on to a new level of quality, creativity, or efficiency. The
knowledge advantage is sustainable because it generates increasing returns and continuing advantages. Unlike material assets,
which decrease as they are used, knowledge assets increase with use: ideas breed new ideas and shared knowledge stays with the
giver while it enriches the receiver. The potential of new ideas arising from the stock of knowledge in any firm is practically
limitless - particularly if the people in the firm are given opportunities to think, to leamn, and to talk with another” (p 17). This is
why knowledge management has become very important for companies. Further the growing interest in knowledge management
is closely related 1o companies” efforts to become leamning organizations, in which managers strive to create a culture and a .
system for creating new knowledge and for capturing knowledge and getting it to the right place at the right time (Senge, 1990;
Watkins & Marsick, 1993; Marsick & Watkins, 1999). Knowledge management aims to make knowledge explicit, codifies
knowledge and experiences and develops knowledge that is essential for the realisation of the core competencies of a company
(Davenport & Prusak, 1998). In this paper we pay attention to questions such as: what is knowledge, who uses it, where is it, how
do you create it, how do organizations store it, what is knowledge management and what problems do organizations have with
knowledge management?

Theoretical Background.

Data, Information, Knowledge and Knowledge Management. When one talks about knowledge, the question arises how
the difference between knowledge, information and data can be interpreted. Davenport & Prusak (1998) say: “data is a set of
discrete, objective facts about events” (p. 2) and Peter Drucker (in Davenport & Prusak, 1998) once said that information is “data
endowedwithmlewmoeandpu:pose”.mfommﬁoncomsinwbeingwhensomebodym’bummeaningwdmWhenthat
person communicates that meaning, from his point of view information is being transtnitted. Davenport & Prusek (1998) say,
“data becomes information when its creator adds meaning” (p 4). One talks about knowledge when information has acquired a
pweinthereferenceﬁmnewmkofﬂieusaandﬂleusaconneasdﬁswiﬂxhisownacﬁons.Davmpon&ank(l”S)say
about knowledge: “Knowledge is a fluid mix of framed experience, values, contextual information, and expert insight that
provides a framework for evaluating and incorporating new experiences and information. It originates and is applied in the mind
of those who know. In organizations, it often becomes embedded not only in documents or repositories but also in organizational
routines, processes, practices and norms” (p 5). Davenport & Prusak describe knowledge as a socially constructed reality,
influenced by personal beliefs and values, forged in the rhythms of daily work, and visibie in a company’s products and services.
Knowledge is complex because it is personalised. This makes it hard to standardise and to share effectively with others.

Knowledge management is about knowledge creation. Marsick & Watkins (1999) say “Its focus is releasing creativity
and invention in people, who in turn can use what they know to develop the capacity of people, improve prectices and processes,
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and develop better products to serve the customer (p. 82). .

In this paper knowledge management is being described as: /isting the knowledge needs by examining what knowledge
does an organization need and what knowledge is available among its employees. Knowledge management aims at systematically
rdwhg%edbawcybﬂmdairdmdawﬂabkhwkdgebyacqﬂﬁngwdﬁngd&smmwng developing and
applying knowledge according to policy and plan on behalf of the strategic objectives of an organization.

Knowledge Management as Process. Sprenger (1995), Diepstraten (1996) Van der Spek and Spijkervet
(1996),Weggemans (1997) all distinguish several phases of knowledge mangement process. Van der Spek and Spijkervet for
example mention four phases in the knowledge management process: 1) New knowledge is being developed; 2) Knowledge is
beingdish‘ibutedtodxosewhoneedthishlowledgeinozdertobeabletoexewxeﬂxdrtasksweﬂ; 3) Knowledge is being made
accessible for future use, also for the collective; 4) Knowledge fields are being combined. 4

From the foregoing it appears that various possibilities exist to describe the phases within the kmowledge management
process. lnd:isresearchlmowledgenmagmtisbeingebarmisedasacyclicalpumconsisﬁngofﬁvephases: Acquiring
knowledge; codifying knowledge; dissemination of knowledge; developing knowledge and applying knowledge. Acquiring
h:owledgenwansincorpomingncwlmowledgeinﬂteorganimﬂonFormisonly&esuanegicbowledgeisitmmtbeauseit
contributes to the execution ofmacﬁﬁﬁesmdmedevdopnmtofﬂremwnmemdesofmemgmiuﬁm%ifyhg
knowledge means making knowledge explicit and making it accessible so that, if desired, other persons can acquire’ this
hxowledgeatandtbimrymmematanmbimry.plwe.Thetlﬁrdphaseofd\eknowledgemamtp:mismadeupofme
dissaﬁnaﬁtmoflmowledgetoﬂmseforwhomitisﬁnpmtantformeexewﬁonoftheirtasks.lnﬂnefowﬁmhaseknowledge is
being developed by means of existing knowledge. By combining elements of existing knowledge, new insights can be formed
and'thus new knowledge can be developed. The fifth phase of the knowledge-management process is the application of (newly
developed)knowledge.,mismeansmatknowledgeisbeingusedonbdmlfofﬂ:eorganimﬁon.

- Organizational Factors Influencing the Knowledge Management Process. Organization characteristics such as
smme,culnne,andsuategy,mdlnmmthatlmowledgeminﬂneaee!hepmgwssof!beknowiedgemaganent-
process.Madstsadivasityofopinionsabommeidealwganiuﬁonsuucnueforﬂxemnoﬁonofmeprmofkmwledge
magmthonak&&TM(l”S)&keﬁevkwM&ehypmmhﬁmhsdemwwm
WMthwmmiSMwofmmmmwmmmsmm
pmjeateamandmehowledgebase.Amdhngomkg&Takawhi(lM)“theomalhyaisthebusinmnhyam
wmwmmmmwmmmmsmaammmumkwmmmm
cfﬁcia:ﬂy,&islayerisslmpedlikeahiﬁamhicalp_ymnﬁd.Thetoplaya’isﬂ:epmjece-wamlayu'whaemlﬁpkmjeum '
mgehmwld@amﬁngaﬁﬁdaax&wwm&vdmmwmsmww&ma
nmbaofdiﬂ‘erwtunitsmss&ebusinesssymmmdma@gndexclusivdymapmjeammﬁldwpojeuiscmm
mmmumm&mm«mmmmmumwmam
mmmmhwaammummmm&mm,msmmmm
mmmmwmw.amm@mmmmmwwmmwmmm
orpmdtmandclmiﬁmﬂu‘ﬁew'inwhichhwmwphy.OrganimﬁmalwmneMﬂumhmaandwﬁmofevay
employee.%ikmmmmmmm%mmdpmwwmmwmm
the explicit knowledge generated in the two other layers (p. 167). And ‘The key characteristic of the hypertext organization is the
aﬁﬁwoﬁnnmﬁmmshiﬁmmﬁqmmemzduammmwmmdm&edm@gmmm
ofsiu:aﬂoasbod:hﬁdemdmmfdemminﬁm"(lﬁ).nisabﬂhyoﬁasmcminﬁmmﬂadbﬂny.lntbehypemxt
mmmmmammsmmmmmmdumm

: Several authors (Bertrams (1999; Marsick & Watkins, 1999; Ostroff, 1999; Watkins & Marsick, 1993) take the view
dmhod«mammodm&ﬁmfw&emofhmﬁgemagemnkkbeﬂfwmmmﬁmwmfmmthe
WmM@MmmwmdmymmwmmhMmmmkmm
mofMﬂWmMomamofmmwmummumﬂm“A
makmimﬁonkamupofbudmwﬂywmmemmknwwﬁcmmdenmof
waﬁngmgem«meywywuseeach'other’smngpoims.W‘xdld:iaitisi!lwmtthatvmimmmwﬁvdywork
together in the exchange of clients and the offering of overall solutions™ (p. 126,127). According to Bertrams (1999), within the
Meofmmmmwmwmdmmmlmmom_wmﬂkﬁw

mwwmmmwmmmmmﬁdmmrwupwmd&cmd
knowledgemagmt.Wad:ins&Marsick(l993)mmﬁmﬂxeimpmmoeof“aaummatislwnmgoﬁam¢whhbeﬁc&
WMwlmmemfmmhwmmmmmﬁngmdm&mm
mdpolicisﬂmrewa:dh:owledgeandthestmrhgofh:owledgeasweuasrewaxdsforpetfoxmmoc"(p. 166). Davenport &
husnk(l”S)saydmdmepolidesmdadhe&evﬂmmhedeghwwledgehlheorganinﬁonandﬂmmis
mﬁmmommmwmmmmmmmmmmmummwwmm
(Watkins & Marsick, 1993). Davalpon&M(l%)my&mmmbevia‘ble(secpeoplegaaeditforhwwledge
sharing)andmwmﬁhmnmmmmemp(ifmewpmmmmMy,MWmseepmmdmm
characterise the whole firm). anhwsahopohtmndwimpmofmvidmgﬁmfwmmgmdnﬁwﬁmhaos
ﬁwnmemluneofdworgmizat_ianmmglyinﬂuencingﬂnennﬁvaﬁmforlemningandgivmgteedbwkue,mdingw
Bertrams (1999): feedback(whathappmswiﬂlmylmowledge),ﬂxedivqsityofskills(dolgetdxechaneemuseﬁmtwhichlam
lwning),ﬂ:emco@isabﬂityofdletask(doesdmwhichlmnlmingalpplymaddedvaluetomyaxnbiﬁm),theirmmof
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dletask(dolhelpmeorganizaﬁonwiﬂlmybehaviom)mdautonomy(dolgetenoughfreedomto learn). Next to that it is
important that an organization rewards the comrect behaviour. Not the amount of the knowledge a professional gives feedback
uponnmstbeau'iterion,butﬂxeextmttowhich,hisfeedbmkhlowledgeisbeingused. :

Bertrams (1999) distinguishes two types of organizational cultures that can facilitate knowledge management: the
mte:prisingaxlmandﬂxegoupaﬂum.Bmamsays“Anmwrpﬁsingwlunechamaaiswmimﬁonsmkingagrwmt
of risk, dealing with a dynamic and complex environment, highly valueing creativity. Innovation, individual initiative and
independence make up the standard. This is also the culture with which many businesses will identify themselves. Recruitment
ads of almost all businesses will characterise their own organization with the described terms and will ask for professionals
meeting those characteristics: enterprising, creative and full of initiative. Professionals in this organization want to score quickly
and to climb at a high speed, their goal is to be able to start leading quickly, to get responsibility and finally to join the top of the
organization. A group culture is characterised by tradition, loyalty, socialisation, lots of teamwork and social control. People
enter into a long-lasting association with each other and they feel socially strongly connected. Although the organization aims at
agoodunnover,woﬂdngmgedmwitheachodmininteresﬁngﬁeldsgetspﬁoﬁty.Commmiaﬁon,mmdmaﬁonmdﬁnegmﬁon
takeplaceondxebasisofshmedgoals.lnnovaﬁonispossibleinthisorganizxﬁmbutsuonglydependsonmemdm‘dsmme
organizmion.Becauseondxewholemeymmreainﬁngatﬂxeinsidethmat,dleo\nsidenotnmcheanalknow}edgeis
brought inside” (Bertrams, p. 142). Bertrams (1999) takes the view that knowledge management stands the best chance in a
mixture of an enterprising culture and a group culture. ’

Next to a certain structure and culture a strategy aimed at knowledge with a clear and detailed knowledge policy
(Bertrams, 1999) aimed at innovation and learning (Watkins & Marsick, 1993) is essential for orgenization for their survival.
Customer-orientation, product leadership or cost leadership, all three require a well running knowledge management process.
Vexsatilemdacmalknowledgeahommewstommdhisneeds,gwdsavieemduainingwbenmepm@cwhavebem
delivewdandlastingcanmctswidlthewstotmrmquiredlatmorganizaﬁonnmstbecomapmofitsmvimmmm.That
envirommtnmstbeminlyseenasthewstomersmdsuppliasoftheorganiznﬁmKnowledgeconﬁngﬁwnd\eenvironmt
nmstbeeasilypiekedupwithinﬂxemgminﬁmmbeinwmmamdh&epmdummddxemwa””mmisa
transition from internal to external orientation of organizations. Furthermore, the accessibility, the content and the feedback
possibilities of the (electronic) mﬂedgesysmmsofmmimﬁonmﬂmmewmofknwkdgenmmgamt(m
1997).

Research Question

Mﬂ\emmtthe;nmofknowledgenmgemtmeivesnmhamtion,bmm«ehashaxdlybemmwdl into it. This is
Wbecauseormizaﬁons,despitemchgoodwill,donotrwllylawwwhatﬂleymxstdowid\knowledgemmgenmtin
mlmlhaefore,mﬁlispapamefolhwmgmwcbﬂ\misbdngexplored:Knowledgeima\siveqrganizaﬁom
uperiencediﬂiqﬂtiesinhandlingknowledsemagthiﬂ\whidlpmblmindneﬁeldofhmwledgenmagenmtm
Memmwngmm?ﬂw®m&mmﬁmwemmlm?mmmmﬁmmk
made to prevent and solve problems in the field of knowledge management? ,

Methodology

Selection Case/Respondents/Functions. We have chosen to perform the research in knowledge intensive organizations
employing professionals, because the acquiring, codifying, dissemination, development and application of knowledge is
especiallyforﬂaeseotgmﬂntionsofvimli:mormForﬂmeorganimﬁmshmdlhmghnowledgenmagmtmﬂis
mﬁallyinq)omntfortheirsurvival.At&esmmﬁnx,pmfesﬁmalsmﬁeonawhoﬁndithmdeﬂmshmﬂmﬁknowledg&
For they derive their value from the knowledge they ‘possess’.

muorganimﬁmsﬁmnaliaofmmofammwﬁﬂmsﬂmqumiuﬁmmmdmw
develownentwereappmmhed.Mlmmorganimﬁonspmﬁdpwmmemchmjea.medmewﬁdpaﬁngmgmimﬁms
can be typified as customer oriented knowledge intensive organizations, also labeled as ‘heavy  knowledge intensive
or@nizm’om‘.Wmmmmimﬁommedommmtmﬂmmmeﬁmmmameminﬁombbdngmwm
employees and the - direct - output is in the form of software, reports, drawings, formulas, programs and the like (Weggeman,
1997).Inﬂxispapamlytbemswchresulmofﬂxemganmﬁonwidxapzmﬁnmtposiﬁwhﬂ:eﬁeldofmmﬁonminclwed
beemsemisorganimﬁonisinamhlephasemdhasreasonableapuimcemmeﬁeldqfknowledgenmagmtAtmemond
compauytheprocessofknowledgemmgennmmsbehgdisnnbedbemwedﬁswmpmywasmgingwimmcmy
andthemi!deonmywasstininamﬁnguppbaseandeonsequenﬂydidnotpaymmedmﬁmmknowledge
nmxagement.lnthecasesmdyappliedinmissmdyfowrespondemswmmvohed.wiﬂxﬂxefollowingjobs:ﬂ;eexewﬁve
manager, the service line manager consultant (a specialist in the field of documentation); the knowledge manager and g (female)
enwloyeeofﬂxeeonmnnﬁcaﬁondepmmt.mso:ganimﬁonwiﬂbemfmedmmmispapamlcrm

Procedure and Instruments. The data collection was being executed with a questionnaire followed by half structured
inwviews,goingdeepetinmd:ewbjeasmnlevamformismganizaﬁm'lheaimofmequwionnairewastogaaquick
imageofthatwhatismldngplmeinﬂ:eorgmﬁzaﬁonhdmﬁeldofknowiedgenmagenmt.Nmtomanheqnesﬁonnaim
servedasprepamdonh&hﬂmﬂequwﬁmnﬁmwasﬁﬂedhbyfompamswi&dhmﬁmﬁmﬂeqmﬁmm
mmhed59iwmneﬁtuannewasdirwﬁveinthemalinﬁonofmemEachitemmpmsentednbonlmeckinmeﬁeldof
knowledgemanagmmndisﬁnguishedinmelitaannemimnswmfomnxlatedinﬂxefomofpmposﬁmmd‘weremswed
on a scale of six points with answer categories ranging from complete agrecment to complete disagreement. The items were
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classified on the basis of the phases of the knowledge management process: acquiring knowledge, recording knowledge,
dissemination of knowledge, development of knowledge and applying knowledge. Next to that questions were asked about the
structure, the culture, the strategy and the knowledge systems of the organization. Next to the written questionnaire half
structured interviews were being used. The aim of these interviews was to further examine the most relevant bottlenecks
organizations experience in the field of knowledge management. At the same time it was examined which activities are being
arranged in organizations to optimalise the process of knowledge management. The subjects in the half-structured interview had
been formulated beforehand in a topic-list,

Resuits

A Large Automation Company. The company is a part of ICT International, one of the biggest automation companies
in the Netherlands. It is a combination of ten subsidiaries with their own expertise in their own domains and markets. ICT Ltd. is
one of the subsidiaries of ICT Intemational and an information and comunication technology service provider from the very
beginning. With its six hundred employees it extends service to the government. Public government is its field of activity. Its
oﬁmnnsﬂydedwi&h&mmeemin&bmeﬁs,pmﬁmmbﬁdim,ﬁnmmddmmtmmm& In the beginning
of this year ICT Ltd. has started the project ‘Knowledge management ICT Ltd.’, because they realized that knowledge is the most
important value in the organization.

The Knowledge Management Process at ICT Ltd. In this paragraph the results are structured on the basis of the various
phases of the process of knowledge management: acquiring knowledge, codifying knowledge, dissemination of knowledge,
development of knowledge and applying knowledge, and subsequently on the basis of the factors of the organization influencing
the process of knowledge management: structure, culture, strategy and knowledge systems. -

The Different Phases of the Process of Knowledge Management

Acquiring Knowledge. All four respondents experience it as a problem that ICT Lid. bas not or hardly not established which
speciﬂclmowledseandsldﬂsitsanployeeshaveatd:eirdisposal.Beeameofﬂﬁsitisnptclearwhichkmwledgeisavaﬂablewiﬂﬁn
lCl'LuLAtthemmmm_chﬁnnisb&ngloawith&emchimofﬂwﬁgmpeoplewimtheﬁynquﬂiﬁ& “You really have to know
peapletoﬁzd:omeboay”,mﬁmmmdﬂnmmmmmm&aﬁgmmmm&ﬂmmm
notmakeitanyeasia'.mhmdofmedqmwvahghowldgemmmmwﬂmmm&mhadmmw.
Hesaid:"éfeadzdepnrmenlhmestabﬁshadbxiuownwwhohmwhichhowledgeandskﬂls,thwothasmabomm’ewthiy
quicklymvxaphmaalloranemail".AnmpondamseeasoMﬁmforﬂﬁspmquninmcfwmowaplehgs,whichmbdng
aganizedatholdbglcvel.ﬁwhlespondanmkesﬂwvicwdmlcrmisacﬁvdygaﬂminghnwledgeabom_thewishauﬂneedsof
incﬁm.Amﬁngmdnmgingdﬁmﬂﬁsisbdngdmemdwfamothd‘ﬁmm".Duimtheseraﬂnr
h&mm&ﬁmaﬁmmw.wmwmofmnmmmmymmeﬂn
organization.Widn’nlCTltd.vawmmmsoﬂyspmdomhypawe&wim&dr(pmible)cﬁmmmmfw
daysdwyoeoupythmdveswimimamlwotﬁammondmmseeﬁsuamﬂmmmmmmfw
thequisiﬁonofnewcliemsandmtodmmﬁndomabandnwislusmdmedsofmeedsﬁngcﬁansandnmmsolvcmw
problans.mmoﬁmismmm@mﬁlﬁﬁmlmﬂm,wmgmmms&mm&mw
trainings and seminars. Employees themselves have to indicate that they want to follow a certain course or want to attend a seminar. One
of the respondents says about this: “The management never tells you that it might be good to follow a training in this or that field. You
really have to explain what purpose it serves for ICT Lid. ™. Thus the following of trainings and seminars takes place on one’s own
iniﬁa!iveandusna.llyadhoc.Ommbeﬁmhsbmymﬁmemmmewhle@mﬁrmdaywmmingﬁs
mmmmmmmwmm«mwmbmmmwwmwm

Codifying Knowledge. All respondents except one do not know how they can get access to knowledge about activities in the
past.Anywayﬂnwc&esibﬂityofhfamﬁonim‘ttakusai«n,monlymeaceensﬂiﬂityofknowledgeﬁunthepasl,butllsothe
accessibilityofmhpwledge.mmmcofmemismaedbymedwuﬁesofmitmmymdanhﬁc
past,nowitiﬂoundmdandnmatallwdl-’tmdad.m&cubwymvndymmﬂy.mimmmmdlCTLﬁ,
WMWMMmpm@mmmmofmmwmwm
Whasfbﬂwﬁ:‘7titthema:dnehamofdwpamerdmisbaﬂthdofm'i'l‘helnnmisaposs&lesoluﬁmbm
ahowamlm-wqmimmcmmm-mmyiwBmployeesdonotsetmghﬁmcfordﬁs.l‘huaismmha
mwmmmmmmmammmmmmwmmmmw
tnowledge,andthch»w-whathnwl:dgc,alsoeaﬂedfacnmlhnwledse,hasbemreasomhlywdlorwdlmorded.ﬂmﬁmme
mmuahmmtkmmmwyhmmuhbmmhpm “The advantage of it is that everybody
wkwesmwmmedbdmuagebwnddmbewhbxg has to be done in procedures. People handle this rather
ﬂg«ﬂywhilethepmcedwmmmmbeﬂmble",mﬁngwampmwmhwwmkmﬂdgehbdngmm_
wmkelmmmmmhydowwlichwmabomcﬁmmmothasavieelinesmainlymmdknowledge
eomaningconmofpmjects.mshwﬁedgeismlyaec&ibleforﬂwmployeesofmwmlinemqmﬁmTbemspondmtsm
aﬂofﬂuopinionthatwiﬂn’nlCl‘Ltd.mwhhfmmﬁmisaheadyldddowninmefomofemﬂs,lmﬁxes,docmmanddn
like. But this information is left lying around the whole organization. “When this information is being stored and opened up in a
mmedwuy,tlmwouldbeamldemblelwadwayforlamineaslbrmvmgbnpommbg‘bmadm",mdingwmeheadof
ummmwwmmofwmmuwmwﬁwm
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workxmsisinpa:ﬁcularbeeameofmcnlmoflcrmleeisavayﬁiexﬂlyammphere,d:ismkesitvadifﬂuﬂtwwﬂeach
omerwhmeouldlmvebeendonebeuer.mnspondenmngmthisbmmatﬂwmmemlcrud.basahighmﬂunmvamdnsa
mnltnmchknowledgedisappwsﬁ'omtheorgmﬁudon.Omofthempondentsalsom:pﬁmbavingownsmymulwdswhich
minaocmibleforothersandalackofaconvenﬁonabomformts,asboulenecksmtheﬁeldofthereootdingofmowledge.‘l'hmearc
no rules for assigning a name to a file. “Most of the time information is being put on one's own laptop computer. There are hardly any
common directories. When there are common directories these are only accessible in the office and not when you are as a client’s house
or at home ", according to the employee of the department covering knowledge management. . .

Dissemination of Knowledge. With regards to the dissemination of knowiedge the respondents expetience only few
bonlmksMuchhmwledgeisbeingspmdbymnsoftheinformalcimuiLTlﬂsisbeinga&petimcedspleamt,bmdwwrﬁdms
also canse much ‘noise on the line’. The employee of the department covering knowledge management said about this: “If there is no
commnicmbupeoplewillﬁllbuthedouthemselm.lfﬂneydonolangerbwwﬂ.zheystmmhdngmadwuaﬂy:hegawulmauagw
isthefallguy".Theheaddenomhates&einfamalchuﬁt‘ﬁwphcewhaeywmdohninwsqtﬁddy'. “It’s like ‘I am working on
rh:k.doyoubwwsomeonewhobwwxmabamit?"’.Amdingwmempondansmeinformalchmﬁthasadvmgwwume
famalcirwit.ltiswqwsible,‘safe’,easyandquidc.Adisadvmnageisthatitismotedimcultmwpavise,mmdmdwwveyﬂm
thefommlcMLOmWBofﬂmwhﬁoanybcﬂzhﬁrmﬂcﬁcﬁthmbmwﬁghmeof&ehckofagood
fmmlcixcuit.Whenitisbeingmordedinam—ﬁiaﬂlyawmbksymwhowmoawwandwhohaswhchhmwledgemd
skills, the informal circuit becomes less vital. )

Nenrlyallrespondemswaimtlm&cnhmwithinlcrmmnchknowledgeisinsidetheheadsofdmemployeaasa
pmblem.Onexespondentsdoesuotomsidel'itwbeapmblanﬂmmnchhmwledgeisinsidedwheadsoﬁheewbmbmmefmt
ummishwwledgeisnmmdedisamublmTheMdofﬂzedmnwvaingkmwledgemanagunanisofﬂxeopinioad;at
“thi:mplicixbwwledgeisajbmuw,bwﬂmuldbewnhwnmhingiflam.mddbeamlessdepmdwmmemw
presence and effort of employees with a lot of implicit knowledge . Much personal knowledge is being lost when an employee leaves the
mxﬁuﬁonltisalsodifﬁculttolaydownmisimpﬁdtknowledgeinsyswm.nmmdiﬁmwayswsolvethisboulmkGood
facﬂinﬁonofkmwledgeummgememmuwchamethatmdemployeesdomy.Becameofdﬂsmemhfoﬂelmm
information takes less time and projects pass off more efficiendy. A good knowledge management system also enlarges the pleasure in
one'swork.Inanycaseitexpelsanumbaofﬁwuaﬁons.Aseeondsohxﬁonistolinkaseniorwiﬂ:ajmimButwithinlcrLtd.theydo
noﬂnvethenervetog’veasmioreechwwkadayoﬂ'fonhis.Whhﬂwissuwofﬂndaymzmmlcﬁmmkepmedmce.Toonmch
mﬁonisbeingpaidwmem-wmresults.‘l‘hefactﬂmlcrud.isqudwdnstockexchangeisbeinsmedasanmfmdﬁs.
Aeeordingtoﬂ:edirecmrmeimplicithwwledgeandmea(paimeofthcemployeewholeamﬂwmganimﬁmisalsobeing:eﬂecwd
inedvicerepmtsandproducts.Aceoxdingwhimﬂlmisinthis"anbnplicitbtmvledgeu'anv'erbuhewayinwhichtheworkhasbeen
done. Others can learn from this.”. _

'l'hreeofthefmmmdmmketheﬁwmmmwledgewimwnmmdnpodﬁmmme
organization. "Forwhenwushareywrawnbwwledgz,mawmmIilaelytoget_baawledgebagtﬁnmotlm",acootdinamﬂmc
respondents. number four states that many employees of ICT Lid. find the sharing of knowledge with colleagues threatening.
He says sbhout this: “People are afraid to lose prestige when they yield up their knowledge".

Theﬁcttlmanployes.ncverchangemwonsisbdngcmidaedasaboﬂlmckintheﬁddqfﬁedisemimﬁonof
kmwledgc.mmmmm&mmammw“amﬁdﬁnmmy.ﬁmﬁmchmmm
mhadiﬂicultbewxsememlwandmsksofﬂ:ediﬁ'manployeesdivugetoomnch.wdingwmedim"Itisharﬂypassible
foraprogmma'wmrrymthetasbofanadmordmhgamthmdwbevma”.Howeva,lhuemmnydiﬁ'emnpmjects
dmndinsvarionssldllsofﬁwanployew.Apmﬁvmthea&ehangesinthemojw&wiﬂﬁnlﬂhiomwmksamstalwyswith
immﬁsciplinaryteamconq)osiﬁms.mmpondansﬁxltlﬁsvaywmhwlﬁlqmmﬂﬂswaymmhmwledgeis.bdng
disseminated. Next to that because of this new knowledge is being developed since you leam from each other.

Onlydndincmnnkasmevicwdmtthem:ployeesoflcrmmvideeechothuwimtoolinleinfo:maﬁonabomwuk
Wmﬂwthmmﬂwmjmmmwiﬂﬂnammmmmmwmdissunimnad.
W&W@k%Wthw,hWhﬂwmﬁM&thﬂymm
Mmmm@mmmofmmmwmwmmmmmsmmwm
than with others. More is said about this under the heading ‘culture of the organization’. ,

Development of Knowledge. The head of the department covering knowledge management and also an employee of that
Wmmﬁwmaitmmwiﬁn&ewmpmymmsmkmwledgehbdngdﬂdopedauwndiffelunplwainﬂw
amﬁmmm“ymnﬂsbwmedbyhckofmfmﬁmwmewﬁﬁﬁaofedm Both respondents experience this as a
pmblmlteoststimeandthaefotemy.The&mwofﬂwmgmﬁmﬁonpbohﬂimdmhd«dithapmmehawlﬁkmme
smeknowledgeisbeinsdevelopedauwodiﬂ'mpminthem-ganizaﬁonbmhedownoaoonsidathiswbeapmblan.Abomthis
he says: "ix'sbeaerdlatthe:anebwwledgeisbebtgdevelopedalmmbldwaxanizhabnlhaalbw:hbbwwledgeismbeing
developed at all. Indeed it's a pity about the time, but in any case the employees have learned”.

lCTUd.hasmsombletogoodcomwim-mhinsﬁmﬁmSmdmﬁequmﬂydoawmkplaceumormeirmbjea
forﬁmlpmjeaatlcrLtd.Bompaxﬁesproﬁtﬁomthis.lnﬁﬁswayboththemdentandAmmaﬁsaingBVaequﬂmmddevdop

The respondents all take the view that ICT Lid. offers them enough room to experiment with, for instance, new working
mhods.medevdopmanofncwkmwledgeisevmoneofmeimofﬂmwalmﬁm.Tbeemployeeofmedepmunaneovering
deemambofdnopiﬁmmatwidﬁnmewmydwwkbwhnmﬂydmebymBmaoem'dingmhimthis
working by reutine does not hinder the knowledge management process. “Certain activities have to be executed by means of certain
fixed steps ", according to this respondent.

Application of Knowledge. Acconding to the respondents new knowledge and/or methods are well applied. Knowledge is
bdngapplidwithﬂxewwtingforclim,mewﬁﬁngofarﬁclsandwiminmmloonsumﬁm For the execution of assignments
kxwwledsqwquitedmﬁaisalwa)sbdngmedmuﬁveatnewmdasundinp.mnspondansdomtexpaimanydifﬁamywim
the application of knowledge of colleagues. There is no fear that knowledge of colleagues is of insufficient quality. Everybody takes the
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knowledge broker is often forgotten. The head of the

416

view that the application of new knowledge is important. The director says about this: “fhere is no cudture ‘1 have always done it this
way, it always worked, so why should I change”. Furthermore, acconding to the respondents, the employees for whom new developed
methods are intended are sufficiently involved in this development. - :
Orgauizational Factors Influencing the Knowledge Management Process

SwmofzkeOrganization.Theopi:ﬂomabomthelengthofﬂ:eeommunieaﬁonlinsoflcrmdiﬂ'u.Onlyt.heheadof
the department covering knowledge management says that the communication lines are short. “A culture of calling very quickly and
wdﬁnghmmdxoﬁer'smmwhmmhmaqmﬁm&m[au”amﬂingm&cmpomn'meoommicgﬁonlinwtodle
mmgcmemmdmebomdew}dbem.Theomaﬂmerspommuﬁxviewmdmaimitasapoblm_mdﬂﬁs
thekmwledgefeedbackisslowu.hjmaﬂanployesﬁnditdiﬁcuhmwmmmemmof&wdirem.Onlheodlerhéndme
directar is of the opinion that: “ylgetanemﬂmmageoraphouecallﬁomanwloyee,ImmitthesmdaySome:ime.'sldo
not succeed in answering it the same day, but then I always inform the person in question about this”. The director also gives the
following example that aptly expresses the situation with regards to this: “I heard from a colleague that person X wanted to ask me a
quesﬁonabawacerwhwdy‘ect.Hedidnotdmewcal(me.somchlleagueadv&edhimtosmdmme-mlttookavm*bgﬁmhe
hadmmoneduphiwoumgetosaxdrueamﬂmessage.hvzplladthesmday,mdhemsomazadﬂmhemwmwumew
tell this remarkable news”.
Thenmerespondanwbotaksmeviewmmecomunieaﬁonlinﬁoflcrmareshon,abosaysdmmemﬁ'umvuwim‘mme
eompmyistdadvdysmall,anywaywhenyoucompmitwithﬂmholdin&Theotheﬂneexwpondemsmkeanop]miwview.l\llﬁme
wuimmebigsmﬁ'mmverasapmblan.hhmmmﬂﬁymmywﬁmmﬁquedgemmwﬁchm
mmhsmbeenmded,lmcmeemmy.Aeeotdingtpmeemployecofdxedepmmeomingkwwledgemnam
themhnpwmmmofﬂﬁsisﬂieﬁctthatanployeembeﬁxglﬂnddedinexecuﬁngtlm’rwo:tpl'upg'ly.Toomyinwmal
matters have to be solved by the employees themselves.

Wmofmmmgﬂmagaﬂa’i@smmﬁngw&ewmﬂmlhmbmof&emm
hv«dedgemgmmkesduviewthatdmingmeaingsmomuhﬁmeisbeingspanondiscussicmofmﬂesaysabomﬂﬁs:
“let’s stop that nattering and get to work!”. )

Culture of the Organization. According to the respondents the emphasis is mainly on the short-term results. This is so becanse
ICI'L&d.isanotgmizationqnotedontheswckatchanse.“Nawaddmmmwshquuuww,bewmodpwbemwﬂlm
getanymomtogoan",mwammm-mmﬂﬁnﬁmﬂvusdymtmmmemofw
management. Because of this one handles knowledge pragmatically. The result of knowledge management only becomes visible in the
long-term, because of this it is difficult to indicate how much benefit one derives from an investment, for instance a database.

meerespondunsukednﬁw&mwidﬁnlCtLﬁ.mecmopmlyﬁlkabmnﬁmkamd-Mﬁes.Oﬂymembyee
ofﬁedwmmmmvaﬁuhnﬁdymw_&m%bokmmnﬁm&sw&ammmmmInenseofa
mistakcitislike‘wbataﬁailﬁe’inswedof‘lhaniedsomethingﬁcmdmt’.OncofdnmofﬂlismbeﬂleMdmdnounpmy
ﬁm“ybukmﬁmaswmeﬂmlhmpoﬁmkofﬂwmmaﬁsmmmmme'
knowledge management process. “When there is no willingness to learn from one s own mistakes, possible other points of improvement
mdsombehepmdmboﬁa&Nmme&hhlawmwbdgekmﬂoﬂmwakmbeca«seofthis
empbymmojknmwﬂﬂngmmbﬁmebmvledgemwwwwml’imﬁumﬁm

Amuqmvwmmmmonamgmmmmkmmmwmmu :
opinignsaredivided.M'Mwwwofwdqmwvﬁmm&ymgmﬂehmmwm
moﬂymhwbdgemammbmhﬁtabwpﬁebﬂdgemwmmmﬂywﬂlmmmw
are of the opinion that more stimulation from the management is necessary.

MofmmmmmMMamammwwﬁymmham
ofﬁemwgicpdkyof&eeompmy.lhemoﬁmmaimtﬁsasbﬁngwhﬂﬁswayemployesgumefedingm

wﬁmdown,allMofplm'mheﬁxgmdqumhsqumﬂymmhdmﬁmnﬁmpmmmdmbmlmm
ﬂntthephmwﬂlbepmhmmmdecision—mldngisvuyslowasamltofﬂxerdgninghimhy.Alnns:andcdsionsm
bdngmdebyﬂnmﬂmgu.&wojmmguywmyhvemydbowm _

: Wde%mMmmﬁmhwwmwmmmhMMofm
mwummmehmwhiﬁglawwngwbemInmostmodyunployeesofﬂwdiﬂ'am
servieelinashavemmﬂwhnﬁdysyﬂmof&drmmbelh&NmmthtlﬂLﬂMmmm&
olxanimﬁon.'l\voofthefan'mpondun,mof&m%mmofu@mmwvmmpmmmhm
ﬂmﬁshmmisnmup-mdateandmisdifﬁcuh.Nmmthafeedbackofinfmmﬁmmkaalotofﬁne.bmofﬁsitoﬂm )
does not take place. One of the respondents describes the state of the Intranet as follows: “nothing at all happens on that Intranet,
nobadybbbatil.audifyoudowkethewubletohavealookatityouﬁnddead%andrefermwpeoplewhonobngerwrtfor
us, and in a few cases to someone who has already died”. A'nomwdvasiwofMicmoﬁOﬁiceisbdngused.Tﬁsmme
mhangcofdatadiﬂicuh:maﬂywimcmasbmaboﬁmdauwmpmmmmwmadommﬂwm
standards.

Toooﬁwonethinksﬂmaknowledgemwmisﬂ:esoluﬁonformypmblems.Soforeachpmblemamwsmisbehg

bwsln.Oneoﬁenhgesdmhnwbdsemgemzmhmcdnnmhnmhhm_ﬁcm,fwamkhhfmmda

‘covering knowledge management says about this: “when I have a

problem in the issues of the day, my first thought is ‘Who can help me with this' and then I make one or two phone calls. Only when I do
not succeed I'll start looking in systems. " :

Ly
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Within ICT Lid. mail facilities are being used a lot. In that Internet certainly has a value,

Conclusion and Discussion

About the phase of knowledge acquisition three employees say that they have not enough time for knowledge acquisition and sharing.
The management team of ICT Ltd. does rot make time for the evaluation of projects, for knowledge exchange meetings, for writing short
reponsorgivingshmtptmﬁomaboutmwmdedoom.Yetmedirectortakatheviewﬂmhedoessﬁmulmhisemploymwith
ngurdsmmesepoins.hsmadvimbkwmmﬁmeforabowwﬁmedacﬁﬁm .
'l‘hen:iswgoodimightimwhaemwledgeisloemdinlcrm.Nodﬁnghasbeenmdedabom‘vhichspeciﬁc
lmowledgeandsln’llsdwdiffmmfem’omlshaveauheirmBecauseofmis,ittakmalotofﬁmemﬁndmeﬁghtemployee
withtherigmqualities.BothBuuam(l999)andDavenpon&Pmak(l%)mﬁmnﬁspmblan.mdingmbavamm'&m
(1998) knowledge mapping can be helpful to improve the matching of knowledge with pesple. The respondents mention this solution
d\eusdves.'l‘hcyconsider?mple?agstobeasoluﬁonforttﬁs.hdneaeitisbdpgreomdedwhichcompﬂmiﬁmhmhyeehﬂsat
itsdisposal,inwhichmojectshemsbcbaswﬁcimwdandawlﬁchwojmhemsheiswmidngm.lcrl..ud;doaregisnerwbauln
market asks.
Allmetinwmdindiﬁ'etemwys(formallyandinformlly)hwwledgeabbmmeneedsofﬂwcliemsiswivdybcing
guthered.ltisremarkablednatthe'respondemsmketheviewﬂmnoacﬁvehwwledgepoﬁcyhasedmmdmisbdngpmm ‘
Themondmmofthewhﬁmmunmmmmwmvwemghs&nﬂaﬁmfmamﬁngmaa
saninar.'lkydomrkthatdmingpmjectsmhisbdnglwned.ltsemmatwemofesﬁomhdomtmwwbatdwymm
T‘hismoblemisbdngnwnﬁmedbyBaum(IM)mmukameﬁwmmbadmﬂmmofmmmmm
learn decreases. Bertrams (1999) comes out with a solution: goal-oﬁmdmplamﬁngandlwningbasedmagoodpimoﬂhe
knowledgeanemployeewgbuohaveathisdispomlmomgtolcrminordu'tobeablewriscmadesimdposiﬁonandan
intended competence level.
There is also dissatisfaction about the phase of codification. Three employees say that they have not enough time to codify knowledge.
Momover.accesswhlowledgeandinfwmﬁmisdiﬁaﬂtaxmmandtothe'mlmowledgeisbdngreouded.itisnotbdmkept
umeunhumme,mmbymmnotbeingsﬁnnnawdtohydownmwledgaltseennadvisabledmlcrud.inmenenrfme
cﬁﬁeaﬂyteviswitsmeofinfmﬁonwchmlogysysmmmwﬁchsymmwhasmmkimmm,ms,m
mdmechanismsmchasdatawmdmsing,dmnﬁning,mwledgempping,decwdcmxmia,mmuseﬁllformeadmceof
WymlﬂmmMmﬂmmfakWMWMM(w&Wm 1996).
mammmmmm&mmﬁmmmﬁmmwxmmmmmmy

abomtheinfomalcircuitmatitiseasilyaoem'ble,ﬂm‘ble,easyandquick.mimpomnceofﬂaeinfwmleimuitfame
dissemination of knowledge is being endorsed by several authors (Nonaka & Takeuchi, 1995;Davenport, & Prusak, 1998) in particular
fordnemlnngeofmitkmvﬂedgeforwﬁchm&w-ﬁeeoommssenﬁnl.Howevu,ﬂnemondmtscawlainahuﬂpow
kmwledgecxchmgewithmdswwmkapaimMmhknowledgeismsidemchndsofmeanplommdmﬁsism
mmwmdmwwswamhofamwmﬂemﬁmwofumm&hw(1995)
MMW&M(IM)mﬁmwhssmbmmemmMamlikevidnotapﬁlgassoluﬁonw
mmw:wmm(lm)mmmwmmmwwd
kmﬂda&Odumabdsmlm&mmaimmprojmmmemﬁmoﬂmﬁngmm&ml997)md
cmﬁnga&maﬂcadmwsdmhwmwofmﬂcehwﬁcthaimmbewinaumeinformlway
on a day-to-day basis (Wenger, 1999).

Mka&odsmmﬁeﬁmabomhnwledgedevdopmmﬂcmﬁmwmﬁnlcrwithappmdmmesameh»wledgeis
beingdevelcpedauwophees.mmloymwmy@dmmmofﬁmmofﬁsmamhmmdﬁs
woblanhasalreadybea:nmnionedbyNomh&Takwchi(l”S).Akmwledgesyswnwithagoodovaviewofwhﬁtandwidn
whomknowledseeanbefamdwidﬁnﬁemgnﬁuﬁmandwhatmhmlmisdohgmdﬁamxﬂmﬂdoﬁaamymAlxhough
allmpwdﬂnstak'cmeviewmatMisemughmomtoamainmmdthat&edevdopmnofhmwdedgeisevenapMofme
wulﬂmmmugemguuysmmﬂmeismhﬁvdymﬁnkamﬁonfonhedevdopmanofnewknowledge.
This problem has already been mentioned by Bertrams (1999). A :

The employees of ICT Lid. experience no problems with the application of new knowledge. Barriers for the use of new
knawledgemaniomdbyaaumsmhasavasimtoﬁsk.feuforpmblamwitheoneag\mwhowmmgoonusingolda'hwwhdge
and insufficient support sre not being menticned by the respondents of ICT Lid. :

mmmmmmlmm&mmm»mmmﬁmmm@m
uumva',nothavingtegxﬂard'mctmiomofpmgmandmwaﬁnghawoj&tbasedmy'mboﬁmcksmﬁvdyhﬂmﬁgdx
wmmmmmMMmmmbmmﬁmbymWMmemmm
linmmmﬂeﬂmmsboﬂandwmnﬁmﬁmﬁw‘mmemmaslm&’memﬂ'nnnovuatlcrud.ishigh.Asahmdyhs
beamd,bmmeofﬂis,mﬁqnepamalhnwledgedisappmmofmemnimﬁmThehsttwohonlenecksdonotm.'l‘hae
ismguhrdiscussimofptogrssandmeywmkinaprojwtbasedwayinlcrm'I'heeompmyahwdyhasachiusctaﬁcofthc
hypertext organization mentioned by Nonaka & Takeuchi (1995): the project-team layer, the working in projects for which the right
persons are being deployed per project However, ICT Ltd. lacks a knowledge based layer where new generated organizationsl
knowledgeismm‘medmdmonmaﬁsed.Newlyaeqnhedhnwledgemminsfonhrgepaninﬂxhea@ofanpbymwa
that ICT Lid. has the characteristics of a flatter network structure which certainly hes a positive influsnce on knowledge dissemination

Culture. Of the culture mentioned by Watkins & Marsick (1993) that is leamning ariented, with beliefs, values, and policies
d:atsuppatleaming;faamplgwlamefwnﬁsmkssommﬁﬁesfwlmnmgmdmoblmsdﬁn&mdwﬁdawmwmd
lnnwhdgeandtheslmhgoflnmdedgeaswellasmwmdsforpafmmconlyafewuwmbefmmdatlcrud.mmwghmwh
hbdngleund&nﬁuﬂnwwﬁngmpmjm,meﬂommbdngmdamkmwsynmﬁmﬂyhymﬂﬁshwwledgeonoslmeit
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wimoﬁugawmaekmawﬁaﬁmwsymnﬁunygmmmaofmeinﬁﬁdmlemployeamtln(ﬁnwe)suntegyofd)e
m@mdmmMFM@Wmhwﬁﬁmwmwwwemmww
nﬂsmkesanddoubc.AndlCTLtd.dognotlnwpoliciesﬂmmwmdkmwledgemdlheslmingofkwwledgemdoﬂ‘asaswdl
rewudsforpaforme.mrapondmakodiﬁumophﬁmabmﬂwqusﬁmwmmcmagmmmawmmlewim
mmmmuymmmummmmﬁsmmﬁmmmwmmmmmmm
menﬁonedbyBemm(lM),suchas:feedback(whathappmwithmthwledge),ﬂwvmietyofskﬂls(dolgaﬂwclnncewuse
ﬂmwhichlamlem'ning),mereoognisibilityofthctask(doesmatwlﬁchlmnleuningaddamplnsvaluctomyambiﬁon),the
sigﬁﬁeameofd)emk(dolhdpdwwgadmﬁmﬁ&mybehavbw)andammy(dolgammhﬁeedommlm}dnrw
onlymﬁonvaﬁetyandmmmy.memlmmmmﬁtmccmwbﬁesofmmwmﬁsingcummm
innovaﬁonindqmﬂemworkandiniﬁaﬁveisbdngemecwdﬁomtheemployeesandomwoﬂ:sinadymnicriskyuwimmnmt,bm
mumamnmmmwmmmmofammw ,

Smuegy.lCrLtd.mmmmwldymmmimmgicpdky.wmemmisinmﬁdwdymwm
deciaivm,mdingmawWiﬂﬁnlCTLﬁ.Mismaspﬁaﬁonwsysmﬁedlygwﬂnmmmi&ofdevidm
employees to the (future) strategy of the company by means of courses or otherwise.

Knowledge systems. ltk@m@tmmmmmmmmlewmﬁmm
1999 and Davenport &Prnsak,1998).Theh»wldgesystamoflcrud.mmbeingmiuminedmaiy,mmmmﬂdn
i mtionisimpmplmhbmwkableﬁat&edﬁmﬁnﬁsﬁedwiﬁ&zcmmhnﬂdgesymm&ctmmﬁﬁm

skills,wmbasmmdwmchwojmandwhohcmmﬁywmﬁngmwﬁchprojmbavam&mmk(1998)mendmsingthis-
view. Yetasalreadymenﬁoneditseemsadvisablematlcrmmmenarﬂmnecﬁticaﬂymisesitsnseofmfotmﬁonwchmlogy
systemsanddeddeswlﬂchsystemsuchasimanet,ﬂ)l,inumet.MID.DSS,ERPandmechanimsuchasdmwehwsing,dm
uﬁning,kwwledgempping,elecuoﬁclihmia,mmtweﬁmforttnexchmg_eofkmwledgeinlcrl.md,andwhicbpmwiﬂhe
responsible for keeping them up-to-date and running (Sprague, & Watson, 1996).
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