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CuP Zonimunity of Pracice 1 1
HAM muman Aesnurca Mansgement Why th e C u rre nt Inte reSt ln
ICTs Irtarrmation and Communication lzchnologiss

KM Enowledos Maragemeani kn DWle dge management?

M-V Organization  Metwork-Virmgal Crganization
R&D Resaarch and Developmant

introduction

hnowtedge is at the lizact of much of today's glabal econery, and managing knowledge
has become vital fo companies’ success. (Kluge et al. 2001, 1)

Phe knowledge econrowmy i wof as vet all-conguering, but i & well on the way to being
Wi ks a mojor mansition nothe aoture of economic activing Trforikalion
leclimology, plus covrmusications lechmolngy, are the enahling media af the mew sconopiy,
it 15 ngents are krowledge workers, . The gnow o of such workers i the most
Vil praperty fioms hae, (Giddans 2000, 63)

This transforenation from a world largely dominated by plysical resources, to g world
diminated By knowledyge, implies a shift in the locus of economic power as frofound as
(it wliicih occurred at the fine af the indusinal revolution, (Burlon-lones 1969 3)

[l vasie econcrmic resource . . &5 po longer copilal, vor natural fesources .., nor
Hubour. oo It is and will be knowledge. (Drucker 1993, 7 ernphasis in original)

W amre witmessing o change i the naies of jobs, Muscle jobs aro disappearing: finver
rid brain jobs are growing o, fo pol it more fommally, labour-based fndustries have
beew displaced by skill-based industries, and these in turn will have to be replaced by
krowdedge-Based industries. (Handy 1984, 49

Krnvledge is a paorly undereiond and thus ungervalocd eqomomic resource, (BLrion-
lones 1999, 5 eophasis added)

I real questicn is how car g company systematinally exploit all disnenstons of knowledge
I and fully wtilize therm fo fmprove revenues, profits and grewd, (Kluge et al. 2001, 1900

Hew often have you tead/heard statements like these in the last few years? Innumerable
tines, probably. These statements flustiale a ruiber of key themes that heve come w




CURRENT INTEREST IN ENOWLEDGE MAMATEMENT

Table 1.1, Themes in the knovwladgs sacisty lizratue

Key Themes

Knowiadge is of central impariznes o sdvanced LLONOMEES
Knowlkedge is key 1o organizations! pade manos

Organizations & work have became more knowlodnes intensive

Praminerce during the course of the 1990z (Tahle 1.1 ). Firstly, knowledge is nosw the mos:
important and valuahle resource in the advanced Industrial 2conomies. Secondly, knowl-
edge represents the most impottant economic asset that husiness organizations perssess,
and that it is the prime determinant of their innovativeness and profitability, Finally, the
naturs of paid emplovownt and husiness uTEanizations is thanging, with an CILOTITICNTS
growlhin the number of knowled ge workers, and knowledge-intensive organizations. On
the basis of such assumptions, the contemporary explosion of interest in knowledpe
MEHAZemen| ¢an be nnderstood.

The sentiments embodied in e in froductory statemcents have boen sn often tepeated
thai lhey have almost taken on Ue status of vanonical statements, unquestionabie truths,
A general, implicit assurmption in the wast majority ot aticles and books that ex[iress
these sentiments is that their valldity is so alwious that Zroviding empirical evidence to
suppott them is not deemed necessary, Tliws, for example, Burton-lones (1999) in the
Infroducticn (o his baok Knowledge Capitalinn provides anly the scantiest of evidence to
support the assestion that we now Tive in a knowledge-hased fociely, and that knowledme
Is Lhe most impurtant econemic asket,

However, what is the empirical substarce to these clatms? Are they t2ally so T s
Honably true? Can empirical cvidenee b2 mobilized which challenges thom? This chapter
takes a critical perspective o these asserdons, and shows thai, in a number of ways, these
claims can be challenged, This refiects tae general philosophy of the book, which EXAI-
lnes knowledge issues from a cricical perspeciive, examining assumptions that are
typically unquestioned in the knuwled &E Managerment literature.

The extent to which knowled Aemanagrmen: has become a Lapic of interest can be eqs-
iy Nustrated, Liestly, surveys show that Enowledge management is a topic that an enor-
mous mumkber of business organizations have engaged with. Secondly, the late [9s(s
wilnessed an exponential increase in the rumber of acacemic arliclss ard books that dual
with knowledye management issues (sec Fgire 1.1% Linally, there is also evidence that
sovernment policyv-makers have cngapged with this Pz Thus, 8 key clement of New
Labowr's econumic and social vision for the future of the Uk draws on the idey of the
Information/knowledge socicty, Many other natingal governments also have social and
educational policies thiat are similarly predicated in this future vision {Thompsan et al.
200k, 924; MacKeogh 2001 s

To answer the question ratsed by the Utle of <he chapter, why knowledge and knowl.
RIS Management are currently regarded as so impaoriansz, il s necessary to briefly exam-
ine the way work and society liave been evolving and the way these changes have been

CURRFNT INTEREST IM ENOWLCDGE MAMAGEMENT
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10 B knowledgs management
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Fig. 1.7. The growth in knowledae managemant publicat'ons {lrom scarbreugh and
swan 20071)

theorized, I'his will invalve elaburating (and then criticizging) Daniel Bell's ea Ly 197105
future vision of a ‘post industrial society’. This is beceuse either explicitly, or impicily,
this typically provides the theoretical foundation for much of the knowledge manage-
ment literature.

This opening chapler has twe primary functions. Firstly, it provides 4 gencml context
to the grivwth of interest In knowledge managemenl| and, secandly, it provides an intoo-
duction tv tha thermes examined 1n the baok. The pext section nut'ines the sost-industrial
society thesis, where the resonances with the coniemporary knowladge management
literatwe will become apparent. A critique of post-industrial society is then developed,
where a number of its primary arguirents are challenged. Finally, the cha prer concludes
by outlining the general aims of the hock, drawing out the ey themes that it will engige
with, ane the way they will be examined.

Knowledge society and post-industrial society

The knowledge management Titerature s typlcally based on an analysis whick Suggests
that since approximately the mid-1970s, economies and socicty in general have become
mare information- and knowledge-intensive, wilth in formation/knowledge-intcnsive
induslrics Teplacing manutacnarie & industry as the key wealth gensrators {see Neof 1999,
for cxample). Arguahly, the main source of Inspiration for this vision was, and is, Dianijel
Biell's seminal book The Coming of Post-lnchustrinl Society, which was Arst published ir
1973, While earlier writers, notably Machlup (1962), developed a similar analysiz, Bell’s
waork has provided (he main nspiration tor CONTEmM POrary wiiters in the area of knowl-
edge man-ﬂgenent. As a comsequence, Bell’s post-industrial saciely dnd contemporary
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Fig. 1.2. Characteristics of post-industrial sociaty

conceptualizations of knowledge society bear more than a Passing resemblance to each
other. Burtom-lones 11999, 4), for example, explicitly links ais knowledge ea pitalism mede]
"o Bell's thesis. Hfurther, Tell himsell has, over time, used the terms knowledge and infor-
mation secieties inlerchangeably with the post-indusirial soclely concept (Webster 1994),

Bell's analysis is based on o ypology of socielies characterized by their predominant
mode of employment (Webster 1996). Thus, induasial society 15 characterized by an
errhasis oo manufacturing and fabrication: the building ol thioys. In pnst—lndu;mal
socielics, however, which zre argued 1o evolve oul of industrial societies, the service soc.
tor has replaced the manufacturing sector as the biggest source of employment. O e
cial characteristic of Bell's post-indust=ial society is thal knowledge and information play
a much more slgnificant vo'e in economic and social life than duting industrial sociely, ay
work in the service seclor is argued to be significantly more information- and tnowledge-
intensive than industrial work. (see Fig. 1.7

Mowever, Bell suggests that not oaly Tiss Chere been g quaniitalive increzse in the role
and impertance of knowledge and information, but there bas also heen a qualitative
thange in the type of knowledge that is most important, In a post-ndostrial sociesy, the-
oretical knowledge has become the most important type of knowladoe, 'Iheo;-ul'ma]
knowledge represents abstract knowledge and principles, whica can Le codified, or at
least zmbedied in systems of rules and frameworks for action. This is to a large extent
hecause for Bell, in pust-industrial societies professlonal service work is of ceritral import-
ance, and Lhis lype of work typically involves the development, use and application of
abstract, theoretical knowledge more than manal work ever did. This relates not just Lo
technical kmowledge, such &5 :nay be used In R&D processes, bul also encompasses a large
Anc growing diversity of jobs which Increasingly require the application and use of such
knowledge  for example, formulation of guvernment policy, architecture, medicine,
software design, ote.

CURBENT INTEREST IN ENOW! FRUGF MANAGEMENT

m Post-industrial society

A saciety wicre senvice and knowladpe-bezed goodg/services have replaced industrial, manufactured
noods asthe main wealth generators.

An impodant elernent of Bells analysis is that posi-industrial societies represent an
advincement on indusuial socetics, as in general more wealth will be generated, and
workers individually will have better, more fulfilling jobs. 1n fact, there is 2 tendency
Losvards utopianism in aspects of Bell's vision, as he argues shat unpleasant, repetitive jobs
will decline in number significantly; social mequality will -educe; (z21l) individuals will
have increasec amannts of disposable income to spend on persomal services; society will
e alde Lo Dietter plan for itself; and that soclal relations will become less individualistic
and provide greater scope for commurity development and collective support.

What empirical evidence cxists to support this characlerizalion of conteriporary soci-
ely! Typically, statistical evidence is maobilized to show the increasing impaortance of serv-
ice work, end the simulianeous decline of manufacturing employment, Thus, slaistics on
the US economy in the mid-1970s were argued to show that 46 per cent of it's economic
output was from the information sectar, and 47 per cont of the total workforce was
employed in this sector (Kumar 1995), Castells (1995), in articulatling his vision of a
networkfinformation society mokilized an impressive amoons of evidence from a wide
renge of cconomies which showed the long-lecm, historical skift from industiy Lo
services, and from goads handling to information handling work (Figue 1.3).

Empirical evidence oo the growing skill intensity of much work also supports Bell’s
thesis. Zuboff (1968) suggested that advances in computer technelogy had the potential 1o
make work more knowledge- and skill-intensive, through the potential fur probilemn solv-
ing, and absiracton these technalogies provide workers. This pespective s supported by
rescarch conducted by Galide er al. (1998 i0 the UE in the mid-1990s5, whare almcsl
63 per cent of warkers surveyed reported experiencing an increasein the skill levels of their
jobs. Further evidence slso reinforces these conclusions (Folstead ot al, 2000; NSTT 20003,

9 miga1 gie7]
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Fig. 1.3. The changing character of the sconorvy of the USA in the 2000 cenlury {from
Caslells 1995, table 4.8, 296)
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However, az will be seen in the following section, the exten| uf this trajectory of upskilling
is questioned by a number of wiiters,

Owerall therefore, aggregate stzlistical cvidence appears o support the Xnowledge
seciety/posi-industrial society thesis, with Ball's analysis of the increasingly important role
of inlormation and knowledge in 211 aspects of social and cconomic life being AppHenthy
vindicated. Thus, one answer to the quustion, why is knowledge so important, is hat
there have been findamental changes in the nature of economic and sacial lile which
have seen its Imporlance grow significantly, However, Bell’s thesis has bean the subject of
A sustained, and not insigrificent critinne, much af which has relevance 1o the knowledge
soclety vision developed by conlemporary wilters on knowledge managemens, The
following section changes focus o consider these criticisms,

A critique of the knowledge society

Cne of the main criticisms of the argurnents made by knowledge suciety, or post-industrial
suciery theorsts, is that they typically canflate knowledge work with service sector
jobs. Thus, as outlined, aggregate slatistics on the size of service secton e sluymsnt s
usnally used tw indicate the mensition to a knowledge society (see igure 1.3). However,
not 2|l service ssctor work can he classified as knowlecge worls, as the service sector is a
resichual emplayrient category for all types of work which ase neither manulzcturing nar
agricalural. Thus the service secior encompasses an enormously heterogencous rar e of
jab bypes, including consullants and cleaners, warketing executives and milkmen (and
woImen, aswell as scientists and securily guards. Thus, the service sectar doce not TEICS-
ent a cobierent and uniform category of employmicnt. While some service sector wark
such as corsultancy, research, ele, can he classified as heing knowledge-intensive, othe:
types of service wark, such as security, office cleaniug, fast food restaurant work is ow
skilled, repetilive, ane routine (Thompson e al, 2001} Therefore to sigpest thal all
service sector employvment is knowledge-intensive work does not ackuowledge the reality
of much service scctor work,

ILLUSTRATING THE ISSUES

The knowledgeability of call centre work

Ir the late 18805 call centiv work represented one of the lBrgest orowing emploviment sectors in
the UK. Pradictions sunnested that employrmant in the secter af the Uk aconomy could acocunt
for 2.3 per cont of the total workfarce by 2003, Taylor and Bain argua that cell cantre work is
dafined by the 'intzaration of teleprone and VO U wechneingies’, whers warkers recsive inbound,
or meke outhouno welephore cails. Intheir conclason, laylor and Bain summranze the characler
o the call centre hbou process as lollows.

‘the tyoical call centre coerator iz voung, ferrale and works 0 2 large, upen plan office or fabic-
gled buiiding, which may well justity the white-collar Tactory dascription. Although prosanhy full-
Time, she i5 incressingly lixely 1o se 3 part Ume permancnt eiploves, wor<irg compies shift

CURREMNT INTERFET IM XNIWLEDGE MANAGEMENI

patternn which corresponz to the pasks of custoner derand. Promolion prospects and caraar
sdviancamont ana limited so hat she arection of better pay and conditions 0 another call sentra
iy prove rresistible, gl probaniity, work consists of 80 uninterrupted ard andizss SBOUETCS
ol slnllar convarsstions with customers she nsver meets. She has o concarira-e hard on what
i soid, jump from page 1o Cage ona screen, raking surs tha. the details entered are 2ocur-
nhand that she has szid the right thingz ina plegzant manner, The convarsation snds ard as she
Wil up the loose ends theta is anothar walie in e headses The pressure s intenss because
W knoies that herwaork is being measured, her speach manitneed, and it otten leaves her men-
Ly, physicolly and smotionally exheusted,' (115)

fagtor and Bain 11992) "~ An Aszamily Line in the Head”: Work ard Fmolovment Belations n
Wl call contra Indusice! Meltions Joeurral, 30/2: 10117

i the dace that call centre emplovment involves the uss of computers, anda significant armount o
Suptormet interactizn, rgan theb il is mare knowladge- intensiee than toutine manutectur ng wark?

Swrondly, empincal evidence for the olaim that emplovment growth in knowledge-
tensive nceapations has ocourzed is at best ambiguous, For example, taking professional
Wathoas a proxy for knowledge work, Ellas and Gregory (1994) shaw that there was a growth
i pralessienal necupational categories in the UK during the 1990s, However, this growth
WS enarmceus, and burther by 1990 professional occupations still on'y acoounted for
spptoxdmitely 20 per cent of all emplovment (this figure is identical to the estimate made
by Bithin (2000, 174) for the USA in the mid-1990s). Thompson et al (2001} also argue
that vmplovment growth has been equally significant in more routing, and Tow-skilled
decupations. Thus, claims that there hes Sern a massive expansion i knowledge work,
il that knowledge worg represents the largest area of emplovinent can be questioned as
|I1'III_|.‘, sormneswhat Qx.?.ggezated.

Miother aspect of the knowledge socicty thesis that has ocen criticized is the
prvileging of thepretical knowledge over other vpes of knowledge (trpically, tacit
nowledge and skills). An explicit example ol this is Frenkel et al_'s analysis of knowledge
Work (1985). In their analysis the knowledge intensity of any job can 5e measured on
[ dimensions, one of which 15 the type of knowledge used. For Frenkel et al., theoret-
lul knowledge is used as 2 measure of knowledge intensity, while what they call ‘contex
Wl knoewledge is not. However, This risks losing sizht of the fact that, o some extent, all
warl s knowledgeable work (Knights et al. 1993, 9761, invniving the use of signilicant
pmounts of tacit knowledge (Manwaring and Wouod 1985; Eusterer 19783 This therelore
loadds 1o disputes and difficulties in defining what constitutes knowledge work,
which types of workers should be classified as knowledge workers, and leads to the know-
loslge required in routine, manual work heing underestimated (see Chapter 14 [os this
ilislnte).

tuestions have also been ralsed regarding the way knowledge was conceptualized by Bell,
Hiv conception of theoretical knowledge as codifiable and objecdve draws on classical

Hnages of scientific knowledge. However, much contemporary analvsis views knowledge
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a5 llaving substantially differens: chiaracterisiics, beirg partial, tacit, subjeclive, and
context-dependen (see Chaplers 2 and 3 for these debates).

While aspects of the analvtical framenvarls developed by post-ndustsial sociely and
knowledge sacicty theorists cap be coticized and challenged, this doss not mean Lhal
Society and 2conomies have remained unchanged, or thal EVEry aspect of these analyses
is unfounded, Thus, it 45 0, ifeniable that the last quartcr of lhe twenticth Century was a
perlad of protound change. For the advanced, industeal economivs there was nnt- only a
significant change o the type of products and servicps produced, and the nature of work
itsell, but the role of information and kaowledge, in many aspeets of social and economic
life, also inereased substartially. However, il is Arguahly going too far to sugzest that these
changss represent & fundamentz] rupture, wilnessing the birth of a new | ype of sociely,
This is becavse while much change has occurrad, there have also been significant ele-
ments o conlinuity—organizations remain driven by the same Imperatives of accyrmmnla-
fiony, and the gencral social relations of capitulisin remains unchanged, Thus, Kumer
(1995, p. 31) suggests, capitalist industrialism has not haen franscended, but simply
citended, deepened and perfected

Thus to challenge Bell’s conceptualization ol a post-industrial soclety as representing a
fundamental rupturs with cuisting social and economic Stuctures is not to suggest that
there has been no change. Tqually, such Critiyues cannot be used 1o conclude that knowl-
edye is not smpartant to tuntempotary husiness orpanizations.

Themes and perspectives

This final section of tha first chapter articulates Il general philosophy of this book, as
well as outlining the themes and fssyes Examined in each rhaptor,

Critical perspactives

This Is not intended to be » preserprive hook, providing a toolkit on how by marnage
knowledge for improved organizational performance. There are plenty of hooks already
I cxistence that meet this need, The primacy objective of the book is 1o prowide a critical
review and analysis ot the kev themes (fat underpin the subject of knowledge manage-
menl in organizadons. Thus, its STIMArY purpose |5 to provide readers with a rich nnder-
standing of the debates and diversity of perspectives that exist through drilling dowi
below the sucface ass wrripticns that go unguestioned n oo much knowledge [maEnage-
menl literature. This will allow an in-depth explotation of the jssups undetlying the
theme of knowledge man Agement. Thus, it should make 1t casier for students to uﬁdcr—
stand what knowledge in urganizations is, as well a5 the complex dynamics of organiza-
tional knowledge processes,

While the critique just outlined undermined the general knowledge snciety thesis, this
dowes not make studving the subject of knowladge in organizations redundant and irreley-
ant. In fact, it makes such a task even nore important! This is hecanse taking a critical
stanue involves going bevond the ta ken-for-granted assumptions that remain unexplored
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in the more presuriptive know.edge management literature, Undertaking such an analy.-
sts reveals fundamental, and important questions, which arc likely to be of perennial
interest, such as what is knowledge? Can it be conleolled? Can it he codified? What are -he
difficulties involved in sharing it? The bool: therefore engageswith the philosophical ammd
thearetical acodemic literature o the subject of knowledge in organizalions, and does
|ustice fo the complexity of the issues raised, by rxamining how they are likely to affect
processes of knowledgs usc and development in urganizalions. A crtical perspective also
has the advanlage of exploring issues which are ignored ar downplaved by the more pre-
scriptive fiterature, such as how conllict, power, and pelilics affect the way knowledge js
used in organizations,

The importance of examining the subject from a oritical perspective is made more
important Ly the fact (hat critical perspectives have been diowned out in the enormoeus
flood of literature on knowledge management that has been published since the mid-
19905, Swan and Scabrough (2001), looking back on a special issie of the Journal af
Management Siudies [rom 1993 (Vol 30, no, 6) on, Knowledge Workees and Contemporary
Organizations’ larnent thal luo much writing has lost the criticality that emacdied much
af the early writing on the subject. This texthook atternpts o deal with this by sediscov-
ering these critical perspectives,

Key thameas

The description and critique of the knowledge society thesis raises o number of important
themes, which the book will explore. One of the fundamenial guestinng of intorest is
obvioas!y, what do we mean by the term ‘knowledge'? This question will be explored in
detail in Chaptes 2 and 3. These chaplers present two dilferent and conrasling perspect-
ives on what knowledge is, which -eflacts the status of the debate in the acacemic Tlvrat-
ure. As will be seen in subseyuent chapters, these perspectives have guite different
unplications with regard to how knowledge is managed, produced, and sharsd,

Chapter 4 then moves on to Lle yuestion of how knowledge processes in organizations
are infimatcly linked to the Lopic of human mativation. The chapter challenges Lhe
assumption that people are Tkely to be willing to share their knowladge, and explores
why Lhis is the case. T'his chapter utilizes the now copions Hoerature that argues for a
greater sensitivity to human and social factors,

Chaplers 5 and 6 look at the dynamics of knowledge-sharing and knowledge peneration
in two distinctive types of group situstion. These chapters both ilustrate different aspects
of the colleclive anc shared nature of much erganizationzl knowledge, Chapter 5 ises the
community of praclice concept to consider the dynamics of knowledge sharing aiud knowi-
edge production in a homugeneous group context, where the people working together
have well-established social relations, a significant degree of common knowledge, and 2
sense of collective identity. Chapter 5 closes by examining the potertlal dark sice of com-
munilics of practice, which has been relatively unsxplored in the communitics of practice
litersture. Chapter 4 considers knowledye processes in heterogensaus group oontexts
where there are limited social welations, a limited degree of commen knowladge, and a
limiterd sense of colective identity (for exarnple in inlernatdonal project teams). This
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chapeer shows how the dvuamics of knowledge sha ting ana production 0 such g conest
are significantly different from those that are typical wilhin communities of practice,

Chapter 7 builds from some ot the issues fouched on in Chapter 4: how knowledge
pIOCEsses are shaped by the conflict and politics that are an inherenl prarl ot organizatonal
life. In general, the chapler considers aaw and why knowledge and poveer are inexi ricably
linked, and specifically examines how conflicts in the development and vse of knowledge
van also be linked to the fundamzntal characler of the cmployment relationship.

Uine of the most heated debates in the knowlerdge management Hterature relates to the
rale that informaltion technology can play o processes of Enowledge management,
which range from perspectives waich suggest that 1T can plav a crucial role, to diametrie
ally npposed perspeclives which argue that the valure of krowledge makes it impassible
i shiars knowledge electronically. In examining this debate Chapter & links back to dssues
of epislemology, #nd definitions of what inowledge is, thal are discussed in Chapters 2
an:d 3.

Chapter 9 lin'cs closely with the theme of haman motivation, as [l exuamines the way
that organizalicns have, wid can attemnpt Lo shape, the knowledee behaviours of their
staff through developing specific HRM policies and practices, ar culture IMANEQEIIETIT
exprcises.

Chapters 100 and 11 cxamine the subject of learning and knowledge acquisition,
Chapte: 10 examines the gencral toncept of the lsaming erganization, which became
populanized through the 19905 The chapter examines the contrasting viewpoints on the
leamning organiration that have emerged, specifically engaging with the debate on
whelher the leaming organization increases Opportunitics for sel -development or simply
represents a new method of control and exploitation. Chapter 11 cxamies learning and
knowledge acquisition during formal processes of innovation and R&ED. This chapter
shows how Lhese orocesses are shaped by the tacit and context-depemdent nature of
knuewledge, as well as the role plaved by the broader institutional context.

Cheplers 12, 13, and B4 shifl from heing thematically focused to examining
character and dynamics of knowledge sluring in iree different l¥pes of organiration:]
context: knowledge-intensive firms, global multinatinnals, and virtual/metwark organ-
Leations, The reasons [or examining these organizational contexts are that therv link
closely to the themes and issues exarrined in the book, and also hecause they all Iepresent
Important centemparary organizational forms. The hoolk closes in Chapter 13 by engag-
ing with the noi insignificant queslion of whether knowledge management reprasents x
passing managerment Ffadd,

Throughovt the book extensive use s made of case study examnples to illustrate the
Issues discussed. Thess examples are dawn from two primary sources. Firstly, use is made
of the vast body of writing on kuwwledme rranagement, much of which Containg compir-
ical evidance on orgenirational experiences with nowledge MAnagement initiabveas,
Secondly, vse is also made of empirical evicence on soven case study comparies from a
range of European coupntries that I was involved in Tesearching (see Acknowledgemoents
for the deraily of these projects), Most of these companics are ulllized in more than cne
example. Thos, to provide an overview of where sach compaiy is used, this information
15 summarized in Table 1.2
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Table 1.2. Chapiers whare personal case Uiy exsmplos are Jtilized

Company name Company type Chapters where used

Sk Tk Swadist-basad fark * Chepterd. uulonamous business umls
Iift rruck compary: and the 1sgmanted nature of he
argan catonal knowledge sase
s Chapter 3 2 exampla of 3 successhul
knowlsdne rrenagsment process hased in
A preclica-oasen parenoclive

Castca Likasad casting ® Chapter 20 stories as 2 form of ool cotive
and in.aclion knowlzdzn.

McLlsing cormpsEny ¢ Chanter §: Enking businees and knowdadgs
Management slratagics,

Pharirma co Speciglist, Uk-hasad, = Chapler 3: the contssted nalure of “troth clsims’.
intemaliong pharms- = Chapter B: the dvmamics of ICT mediated
cauical corpacation COMMUAICEion processas

LIE-Panzion Ui nemsioen wdh fifs # Chadter 5 commiunitizs of orclice and the
EESURANCE COM@any atrutuning of work

® Chapter §: boundary chjscs facilitating intsr-
Sormmunity inferactiaons

Disrnand LI pension aid e ® Chapier 11: nenwiork-based collshoration in

Pensian HESLTENGE normpany svalam developrmeant wark

Franoe-nn French-bazed company & Chanter 4. Lo dilliculfes of knowledoe-
winch designsared sharing babwesn comimunities of practics
rearfactIres due to spisteric differences.

ImeciEnical connactans & Chaplsr 7 kawledpe-hoarding as 2
palitical strategy.

Globalban: Duleh-based, ® Chapzer £ an exampls of 5 suscessful
intsretional bank knowiedne managermant initialive which
Uilizzd and abjsctiv st perspective on
knowledos.

s Chapten 6 the diflicultiss of inisroommurnity
knowledgs-sharirg due to idemity differances.,
Chapter 8 the aroblems with ectienlagizaly
centroad knowledue mEnsgamen initistvos,

REVIEW QUESTIONS

1 Ars you, of Fave you baena knowladne worksr? Feflect an Al WICTE BRDENENSE Wou havo
had. What tvpe of knowdedge was important wcontextual, skil-besed knowladge, or abstract,
theoreticel knew 2dge?). Cuuld the jobs ¥ou havae done bo deseribed as krowledge-
ntensieed Lo hey fit with the clazsical image o kiowladge-irtensive johz? 1such as
consaltanny, R&D waork . .,

2 What 15 yaur posijon on the kaowlzdns society debate? Dothe conemparary changas in
aconomic and sncizl itz represent a fundsmentally different sockey, desuiving The ‘post prefix?

3 What uses are there for knowledae other than argenizaticnal profit! Drane Jpa s of vacs o
which knewlerns in organizations cauld be pLt. For example, to protec. o sdvence e
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intarosts of a 2aticulsl subgrodo, Fow many examples can yau hink oi? Hawving done this,
reflect on the exrent wwhich thers is potentel for the objectives of thess phes Lo De in
cortlict veth the organizational goal of using knowledos far the prirary pupose of improving
crganizatongl perrormignieg.

FURTHER READING

e Al Burtod Jones 11999, Enawledge Caoiialism, Ouford: Oxford Lnivarsity Press,
This reprasens & gaod exampls of 8 text clearly arguing in favour oF the knuawisoge socicty (heais
anel gamining the nplicaticng af it for orgarizanons A mansgers.

o | Swenand H. Seacbrough (2001, 'Editoriah Knowdledge Mansgament Lorcepts ancl
Camtrovarsios, Jeormal of Managamen: Srdies, 387 31321
Provides an interesting analysis on Now the tnowisdge management iteranirs fios oVcivED SCE
tris early 18505,

s H. Searbrough and S Swan (20001 "Exclanirg the Diltusion of Krowlkedyge Managamenl', s
sournsl of Managemen!, 12: 3112,
Eramings e ol of intares! in benwiedge managsmsnt from the point af visa 0l the Feds and
Fashians [arature,

e E \Wahster (1996] Fiooress of the nformation Susiety ipartioulary cho 31 London: Routlzdzse.
Prewdidas & comprehensiva descriprion and oringus of Seis o -ndusTHE! seoaiy 1hess.

Epistemologies of knowledge

Chapter 1 has introduced the ices that increasingly knowledge s seen &s recresentng the most
IMmportant @sset arganizenons possess, and that socishy has witnezsed g signiflicant increase v
both the number of Tnowlecge workers, s0d knowlsdge-iniensive organizations. This Degs the
mns- Tnndamantal of quesficne: what is cnowladga? &3 you may axpact, howovern, answarning it
5 oy o means Simple. Tris s s lerue exienl Decause in Ue conlsmmorey Eleralue wn kil
erins thers ara an enormous divarsity of definmicns, and from theway knowledos is descnbad Dy
diffe-gnt writars i s ohyvious that Il iz concepiualizad in hugely divergent ways.

Thie sestion of the hook explores these cormpeting concerlualizations, in analtempt 10 oo jus-
tice lo this debate, Rather thar suggost that thore is one single 'trus’ definition of what knowl-
edgs is, the book reflects the fragmentsd tature o the centemaorany sebate on this topic ano
presonis the ditfering definifions and desaripfinors. Az will be sssn, the compsling concaptualiza-
fions examinad &re besed on tuncamenially d fierent episiemologes,

:-,%:; Epistemology

Phifosophy addressing the nature of knowledgea. Concarmed with gueztinns such as:is knowledge
objective anc measurable? Can knawledge be acquired or is it expariznced? Whatis -egarded as valid
knowdedge, and wiy?

Just as Bursell and Maorgan (1979) argued thet there arg. »wo broad perspeciives inths socizl
sciences with regsrd 1o epistamolegy: the positivist and anti-positivist,” thare are twa broad
aristamoiogical camps in the contemporary debate on the nature of knowledog, These Lwo
teormpating?) perspectives have beo labelled ina rangeo of ways by ditforznt authors (see Table 2)
Cn the one side, here iz what will b called the anjectivist parspactive, while on the othor
sida, with aradically differant viewpoint, is what will be called the practine-based perspetive on
knowledge, Chapters 7 and 3 axemine thass perspectives inoturm, exemining notonty how they
concepiualize knowdarne, hot also hoe ha managrmand ane shaing of nowladgs is chamcteized.
bazed on their differsnt sssumptions about bnowledoe, Therelom, w bese ondeesiand . hass

U Fur g dufisition of Pugitvibom, sueCh. 2
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Table 2. Compsting epiztemnalogiss

LAuthor Objactivist perspective Practice-besed perspective
Werr and Stermbera {2003 #nowlsdge as theory Xnewlocdee as aractice
Lrmpson (2001 Enowledse as an assat Xnowing a5 3 Crocess

Cock and Brown {1000} Epistemalcay of possession Epislemalagy of practice

Moadar and MoCreedy (20000 “Xnowledge as Tuih' Lnowledpa as sodially constriciad

Srarkaough (1508 '‘Content theary of knowledee "Relsticnal’ view of <nowledge

CompRng oerspectives, ard Lo sllow a0 elfzchive companscn of ther ditferences 11 1s useful to
read thase chepters in paralel, snd consider therm a2 baing two halves of o dabate

VWihle the practizce-basoa parspactiva, aswill ke ssen, 5 founded oo & aritigue of the objeciivist
perspective, the objseivist verspective has by no mesans oeen abandoned. |0 terms of conom-
porary knowledye mensgeEment practce and analysis therzis evidonse that both perspaciives ara
atill v dlely uzag. Thiz trerefore inceases Lhe ulilty of having gr undsrstanding of both pe-spect-
iveass, e 15 wirg the bonk has bean structursd to examing them separatshy.

Triese represent probably the most diffisult chaprars to reas, 23 thay ars dealirg with reat valy
azstract iocas: However, they orovide & uselul foandstion to-he 12308z addressad in the remein-
der of the ook, Therelors a therough grasp of thees issues shoud fecilizate 8 doepor under-

standing of what T2llows,

The objectivist perspective on
knowledge

What is knowledge?

Wit iy kninwledge represents one of the most fundamental questions that humanity has
grappled with, and has occupied the minds of philasophers for centuries. Thus while e
conlemporary explosion of interest in knowledge management has reipnited nicrest in
the topic, it is by no means a new or orginal question, Furthermore, even in COTITCTpOr-
ary tmes, interest in the topic of konowledge stems from more than the growih of interest in
knowledze maragement. For example, post-modern nhilesonhy has raised questions about
the assured objectivity of knowledgy, and in the process has sparked an enormous debzte.

Muore relevant to the purposes of this baok than sngzging with historical and phila-
soplical analyses ol how definitions of knowledge have changed and evolved, is to
engage with and descrbe contemporary conceptualizations of knowledge with tha
oubjective ol reflecting on their utility and value, Therefare, after quickly distinguishing
hetween data, information, and knowiedoe, the rest of this cha pler concentrakes omn
cxamining the objectivist epistemology of tnowledge, as it provides the basis Lo g sub-
stential proporiion of the conlemporary knowledge management lteraiure,

A uselul way of arriving at & definition of what knowledge is can he achieved by differ-
entiating It om wilzat it is not. One of the most common distinctans in the contempaor-
ary knowledge literature is hetween knowledge, information, and data. Datr can be
delined 25 raw numbes, inages, words, sounds which are derived {rom observation or
measurement. For example, data could be the taw nuinbers, and replies from a marketing
survey of a company’s clients, aimed at establishing their ch iNging preferences,
dnfariation, in comparisorn, represents dala arrangsd in a meaninghul pattern, data whers
some intellectual Input has been added. For example, where the 1aw data from the mar-
keting survey has bren analysed using a specilie statistical lecknique, to produce some
structured resals,

Floally, kncravledze can be undsrstood to emerge (rom the application, ana ysis, and poo-
ductive use af dara and/or information, In other words, knowledge can be seen as data or
information with a turther layer of intellectual analysis added, where it is interprelod,
mcaning is attached, and is structered and linked with existing swetems of belicfs and
bodies of keowledge, knowledge (herefore provides the means to analyse and understand
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datafinfornation, provides beliefs aboul the causality of eventsfactions, and provides the
basis to guide meaningful action/fthought, Thus, for cxample, koowledge 15 used and
developed wher the analysisof the statistical results from the narketing survey are done,
This may be where the results are compared and conlrasted with previous surveys, where
particular causal relations and systems of meaning are infeered (for cxample, mayboe those
betwaen 18 and 25 yvears of age have quite specific attitudes towards consumnption), and
where the analysls of the results {5 used to fustify a specific course of action {for exdmple,
focus the marketing of the product on the 18-25 age catepory).

!% Data = Information » Knowledge
[\

Data Raw images, numhers, wonds, snuwds eto, which rasult from obsarvation or measuremeant.
Information Cata arranged or organized into & mesningtulpattern

Knowledge Means Lo analysefunderstand information/data, belief about causa ity of events/actions, and
pruvites e Dasis o guide maaningful action and thought.

Following the above definitions, one commeon way that data, mnformatica, and knowl-
edge are Intecielaled is in a hierarchical stracture, where the relationship is primarily uni-
ditectional, with data supporling the generaion of inforrmation, which is in rarn used to
generate knowledge, Howewver, the interrelationship between these elements is much
more complicated than this, While data and information cen provide the building blocks
of knowlodge, equally knowledge can he used Lo generale data and intormation, theretore
the relationship between them is dynamic and interactive, sather Lzan simply unidirec-
tional. Further, the knowledge we possess shapes the type of information/data we collect,
and [he way Il 15 analysed. Thus people with different knowledge bases may develop
different interpretations of the significance of the sane events/results. Framplies of such
situations inchde: competing political parties anabysing, sost-hwod, election results; Jiffering
interarelations of why a new product release did not generate anticipared ravenue levels;
different interpretations of the results of & marketing survey,

Stop and think

Try ard think of an organeational silustion yauhave baan in where diferont aoople kave developod
divergenrtinteqpretations of specific evants, actions, or circumstancess What was the hasis o these
difterences! UEn ingse ditteranoas 08 parily onwholly alinbulad o tha diffamsel knowladges bases,
and valuss of the relavant indwiduals?

Objectivist perspectives on knowledge

While the previous section established 2 broad, and peneral definition of knowledge, this
definition said Oitle about what knowledge is actually like, and what its characteristic
propetties zre. To dothis if s necessary to examine in detail different epistemnlogical
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Table 2.1. Tha chjectivizt characiar of knowlada

Character of knowledge from an objectivist episiemology

1. Knowlsdge is an entityiobjeet
Z. Bazed ona posiivistic philceophy: <nowledge ragarded as objective "tacts”
3. Explicit knowledge (oiective) prvilegsd over tacit knowiedge isubjective)

A, Knowladge is denved from anincellectiual process

perspeciives v knowledge, The rest of (s chiapler describes (e objeclivist epistemuology
of knowledge (see Table 2.1}, outlining bath the way it characterizes knowledge, and how
it coneepiualizes the sharing of knowledge. Cock and Brown (1999) refer 1o this perspec-
tive as the epislenmoliogy of possassion” as knowledge is regarded as an entity that people or
ETOLpPSs POs5ess.

The entitative character of knowladge represents its primary characteristic from the
objectivist perspective, Knowledge is regarded a5 an entity/commmodity that people pos-
sess, but which can exist independently of people in a codifiable form. Such knowledge
can exist in & numher of fsrms including docomenis, diagrams, compurer systems, or he
erbedded in phiysical artefacss suchs as machieery or wols, Thus, for caample; o lesl-
based marual of compater-operating procedures, whether in the form of & document,
CT, o wel page, cepresenls a [oom ol explicil koowledge. Tiom the olzjeclivist peospective,
the idea that explici: knowledge car exist in a textual focm steens from anumber of assump-
tons about the nature of language, including that language has fized and cbjective mean-
ings, andg that there is a ditect equivalence between words, and that which thev denote.

Afurther assumption aboat the nature of knowledge is that it s reganded as objective.
The assumption s that it is possible to develop a type of knowledge and undarstanding
that iz free feom individual subjectivity. This represents what Mcicam and MeCreedy
[2000) described as the konowladge 1s truth' perspectlve, where explicit knowledge |s seen
as equivalen: tn a canemical hody of sclentific facts and laws which are consistent aross
willupes ad Lime, These ideas ars deeply ronlad e Lhe philosophy o pesiliviam, e idea
that the social world can be studied “scientifically”’, Lo, (hal social phenomena can be
quantified and measured, that general laws and principles be eszablished, and that object-
iwe knowledge is produced as a result.

i‘lf Positivism

While Comte, a nineteenth-century French philosopher, founded what s now called Positivism, Durkheim
was argushly the firstto trenalate these ideas into the realm of sociolegy. Durkheimwas concemed to
make socilogy mio s seience, and sthvocaled the use of posiivishic philosopive. This phifogophy assumes
that cause snd effect can be established between social phenomena through the use of observation and
testing, and thet gensral laves and prnciples cen be established. These gzneral lews and principles
consttute objective snowledge.
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The third key elerrent of the objectivist episternology is that it privileges explicit knowl-
edge over facit knowledge {see the following section for a definition and description of
tacit and explicit knowledge). Prinacly, explicit knowledge is regarded as ecuivalent o
objective knowledge, Tacit knowledge on the ather hand—knowledge which is difficult to
articulate in an explicit form—is reganded as more inform al, less sigorous, and highly sub-
jective, being embedded within the cultural values and assumptions of thoss who possess
and use it (Sayer 1992). Nonaka ctal, (20000, for example, make (his vaplicit by suggesiing
that, "explicit knowledge can be expressed in formal and systematic language and shared in
the form of date, scientific formulac. | . . In contrast, tacit knowledgs is highly personat
- - - Subiective insights, intuitions and hunches fal into th's category of knowledge !

The final major assumption is that knewledge is regarded as primarily a cognitive, intel-
lecrual entity (but which is ultimately codifiable). As Cook and Brown (1999, 384) sug-
gest, knowledge, 'is something that is held in the hsad’. From this peispective, the
cevelupuient and production of knowledge cowmes from a process of intel ectual reflec-
tion (individial or collective), and is primarily a cognitive process.

One of e most well-known exanplars of this pesspective in the contemporary know-
Iedge literature is the body of work produced by Nonaka and his colleagues (Nonaka 1994;
Monaka and Takeuchi 1995; Nonaka el al. Z000). While Nonaka et al. view knowledze as
dynamic rather then static, with new knowledge heing continually creased through a dia-
logue between tacit and explicit knowledge ((lirough thetr four widely articulated methods
of knoswledge convession), ultimately they conceplnalize knowledge as an entity that
individua's possess. Maore straightforward exemplans are econnmic based znalyses of
kncwiledge, such as Szulanski (1996) and Clazer {1998), bath of whom hase thels analysis
wn the foundational sssamplion that knowledge tepesenls o commerdity/entity,

(rlazer's arlicle provides a number of indicators that it is based on 2 positivistic philns-
ophy, and has an entilative view of knowledge, For exampls, shis is reflected in L whiject-
Ive of the article, wluch is to tacilitate efforts to ‘develop ~cliable and valid measures of
knewledge' (176, emphasis added), Furthey, It also locates itsell in a tradition of sclentific
reseatch (1760, and talls about considering, ‘knowledge as a "conunodity® ' (176), Fi 1ally,
it concludes in optimistic tones by challenging the pessimism that suggests that attempls
Lo develop measures of knowledge are flawed and misguided, and that the difficulties in
daing this are surmonntable,

Typologies of knowledge

Bised on these spistemelogical foundations, the vast majority of the Conlemporary
knowledge literature then progeesses by developing tvpologies thal distinguish between
lundamenluldy differsnt tvoes of knowledge, Two of the mosl commen distinclions
made, which are examined here are hetween tacit and explicit knowledge, and individual
and collective knowledge.

Tacit and explicit knowledge

‘The Lzeit—explicit dicholormy is largely ublquilous in dnilyses into the characteristics
ol crganizationa’ knoseledge. Explicit knowledge, from an objectivist perspectve, is
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Tahla 2.2, |he charactaristics of facit and explict knowladge

Tacit knowledge Explicit knowledge

I cosiale i e codifable formn coufiat o
Lukjectiva obsctiva
Fersocngl imaersang

Cantext specilic conbext independenl

Difficult to skara ¢asy 10 share

synonymous with objective Imowledge, as outlined in Table 2.2, Therefore, it is unneces

sary to restate in detail its characteristics. Suttice to say that explicit knowledge is regarded
as obrectve, standing above and separate from both soadividoal and socizl valae systemns
and sscondly that it can be codified into 4 taagible form.

Tacit knowledge on the other hand represents knowledge thel people possess, hut
which is inexpressible, [ incoeparates doth phvsicalfcognitive skills (such as the ability Lo
jugele, o do mental arithmetic, toweld, or to create s successfol advertising slogan), and
cognitive frameworks (siuch s the value systems that peaple possess). The main charac-
teristics of tacit knowledge are therefore that it is personal, and is difficult, if not npos-
sible to disernbely and codify, This s becanse tacit knowledge may not only be difficalt
to zrticulake, it may even be suhoonscious ises Table 2.2).

This distinction between tecit and eaplicit knowledge is by no means unigue to the
objectivist epistemology of knowledge, but the specific way that the distinction is theor-
ized within this perspectiva s quite particular Importantly, as will e seen later I the
chiapter, somme major irplications flow from this depiction of the dichotomy i ternis of
tae way xnowledge-sharing processes are conceptualized, Within the objectivist epi-
stemaological framework there is an ‘eithe-for’ logic o the dichotomy, with knowledge
typically being regarded as either tacit or explicit, This characterization of the dichotomy
is explicitin the following quotation, “[Hhere are two tyoes of knowledge: explicit xnowl-
edpe and tacit knowledpe' (Monaka et al. 20000 Thus from this perspective tacit and
explicil knowledge do not represent the extremes of a spectum, but instead represent
two pure and sepacate forms of knowledge,

Typical'y, this polarzed dichotomy s argued to be based on the wotk of Michael
Polarwi (1958, 1984), Wanaka, Tor example, makes this reference sxplicit. Howewver, as will
be showrr i Chrapler 3, there s sopother, distizetly diffevent nlerprelation of Pelanyi®
worlk, which guestions this conceptualization of the tacit-explicit dichotomy.

Individual-group knowledge

While Nonaka argues (hat knowledge can only ever exisl at the level of the individueal,
this idea is disputed by a range of other writers. These writers argue that while much
knowledge does reside within individuals, there is a sense in which knowledge can reside
in socizl grouwps. This insight is used as Lhe basis for a (usther dicholomy ol nowledge
types: into individual and groupfsocial level knowledge, One ol Lhe mos. well-snown



EPISTEMOLOGICE OF KNOWILEDGE

Table 2.3, Cororic knowledge types
ladlatenl Niam Spander 1998)

Individual Social

Explicit Conscines Diojectified

Tact Ariamatic Collective

advocates of such a perspective is Spender (1996), who combined the tacit-scplicit
dichotomy, with the indwvidual-geoup dichotomy to produce 2 two by two malrix with
fonr generic types of knowledge (Table 2.3).

Examining social/group knowledge at the erganizational level objeciified knowledge
represents explicit proup knowledge, for example a documented system at rules DpeEral-
ing procedures, or formalized organizational routines. Collecifee knowledge on the other
hand represants tacit group knowlecge, knowledge possessed by 2 group (hat is not codi-
fied. Examples of this inciude informal organizstional routines and ways of working, sto-
ries, and shared systems of understanding. For exanple, the value systems that people
possess have a collective clemient, as they are related to valuies end ideas that cirmlate
within the particular social milieu that people work within. The massive expansion of (Le
culture management indusiry that has occurred since the mid-1980s, which attempts to
inculcate specific value systerns within organizations, suggests Lhat there is an optimism
amongst crganizational management that such shared svstems of values car be developed,

ATING THE ISSUES

== . Distrusting large consultancies: stories as a form of collective

_ {tacit-group) knowledye

Casteo is a relatively smal UK-based company that oroduces spacislist castings and injaction -
ings for & range of industrial sectorz, To imorove tha sharing of kaowlecge end nlonmalicn benwssn
dwisians, Timplemented & comman, corporatewice Miormaton managemsnt systerm. Howevar, i
the precass of selactng a consulting corepary to hels ther with this project, all of the mzlr, inla-
national conzuting companias were sxplicitly, and dalibarataly exc uded from 198 hidd i process.

The same seazons Tar this exclusian wars mardsa by a number of the staff who were intar
vigwed-- thare was & general mistrust/dislive ol the "big’ consullants as they were ancUod 1o sal|
larga-scale Businezs Frocess Rearpinecring sclutfons, and were also axtremely expsnsive,
These attitudes ard valuss were part of the sravailing organizational culture, as they wers relat
ey indepandent of the direcs, parsonzl expedences of the orojecl staff, Theso attitades were
sapousad quite 2008 stEnlly Ly Ui Tsenl project team mambers, ewen thouagh rone of them hed
oerscnaly workad with (hese large conauiting fdrms. These cultural valiies appesrad to circalste
through Costeoin the form of stodes, which diffused threugh processays of socisiization and cam-
mnication. Stones wers therstore & vis'ble manifestation of the culture! valuas frwands consui-
ants. ~hus storics can act a3 importart repositories of knowledze, znd Ispresen 4 form of
collestive knowledze, which is widely shared, But relatvely tacit in nature,

THE CEBJECTIVIST PERSFECTIVE ON KNOWLEDGE

Stop and think

|= it appropriate to refer 1o stoties &5 2 form of callective knowledps? Whils storiss bave 8 collaaliva
alement, haing shared by a rangs of peopla, soch crvededpe s cliimaialy possessad by peopla, who
may hevae qura different intciprototions of he Same Storyg

What scope do managemsanlin an srganization nave w shape, or change the stoties that circy lzte
within orgarizalionz?

Howewer, the erganizational context is by no means the only level at which groug
knowledge can exist. One specific, more micralevel type of collective knowledge that is
increasingly being soferred to 8 chat possessed and held within communities of practice
(e Chaptees 550 ALa mere macredevel, Lamm (1997) also found that the naticnal cultural
context could play an Important role in shaping the nature ot organizational knowledge.
She examined the sharing of knowledge between Japanese and UK divisions within a
mltinational corporation and found that what soe cefecred o as the “social embedded-
ness of xnowledge’ made these processes complicated znd extremely fime-consaming.
Primarily, significant differences existed Dedwees B Japariese aond UK Qivisicos iovolved
in the joint wentare in: the dominant type of knowledgs; the degree of taciness of this
kncwledge; (e distibution of keowledge wilhin the organization; and the knowledge-
sharing mechanisms typically utilized. Lam attriboted these significant cillerences 1o the
different societal sellings in which the two divisions ooerated.

Do wou have any exoetiancas af having o shars knowledoe with peopks of dilfsianl nalionalitiss?
Wlae this srosss cil lieulfaase 7 Wene L gy noliceashe ciffersnces in tha natare o the
krowladge, or thz values underlying i- Batwesn those veled inthe process o thay axistad, ol
thesze differcnces complicate the shanng of knowiedae?

An objectivist perspective on the sharing and
management of knowledge

Having examined both the fundamental character of knowledge, and the way knowledgs
can be calegorized inte differert types, the final section of this chapter examines the
implications of (hese ideas for the sharing and management of knowledga, Phis section
begins by making explicit the general model of knowledge-sharing which Hows from
abjectivist assumprions regarding knowledge, before concluding by oullining the way
knowledge managemenl processes ate characterizad,

Conduit model of knowledge-sharing

Based on the suict dichotomy on which the objectivist perspective is founded, where
tacit and expliclt knowledge are regarded as distinctive and separate types of knowledge
with quite specific chiaracteristics, the shecing ol lacil and explicit kmowledge is also
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regarded as being tundamentally different, From this perspective, while thie shaving of
tacit knowledge is acknowledged to be difficals, complex, and time~-consuming, the shar
ing ol cxplicit kneswledge by consrast Is regarded as relatively straightforward. The dilfi-
cultics invalved in sharing tacit knowledgr, and the nature of such Procosses are not
typically central to objectivist models ol koo wledge-sharing. These issues are therefore not
examined here, Instead, they are considered in Chapter 3, 25 the shating of tacit keowl-
edge 15 3 more fundamental element of the practice-Dased perspeciive on knewledge.

The privileging of explicit over tacit knowledze, which represents one of the distin-
guishing characieristics ol the object vist perspective, becomes apparcit as the knowledge-
sharing mode] underpinaing the objectivisl perspective focuses slmosl exchasively on
explicit knowledge, From the objactivist perspeclive, the easy transferability of caplicic
knowledg: tepresents one uf its defining characteristics, For example, Grant (1994, 111
suggests that,'explicit knowledge is revealed by ‘ts communication. This casc of commam-
ication is its fundamensal praperty.

Thisstraightiorward communicability of explicit knowled peisintimately related to Lhe
assurmptions, outlined earlier concerning the nature of lenguage, and the fdea Lhat
eaplicit knowledge can be codified into a textual formm,

The sharing nf {(explicit] knoewledge represents what has Seen elerred to as (e conduit
af fransmilter/receiver model (sec Figure 2,15 This nodel suggests that knowledge is
shared by the translerral of explicit, cocified knowled £E (in the form of text, a diagram, or
an electronic decumen!, ele) from an isolzled sendeor, to a scparate peceiver, The
metaphor of knowledge-sharing as being similar to the posting of a lstier is thus AppPIG-
priate. Thwe idea behind this rmodel is that the sender, in isolation from the receiver, can
procuce seme wholly explicit knowledge, and then transfer it remotely o the toceiver,
The receiver thien tales this knowledge and 's able to understand i ana use it withoulany
other form of interaction with the sender. Further, it is assumed that no important aspecls
of this explicit knowledge are lost in the Lransfer provess, and that both sender and
teceivir dertve Lhe same meaning [rom the tnowledge

Seulanski (1996) is 2 good example ol an article based o1 such asswmplivos. [T examnines
the Importance and difficulty of sharing knowledge within organizations, let alone betwern
orfaizations, Sauanskd conchides that the*internal st ckiness’ of organizational knowledge
is rot czused by a lack of motivalion on the partof the sender or receiver, but ismost typically
due to (he characier of the knowledge being transferred and the context of the fransfer,
Ahile it is acknowledged that most organisslional knowledge has lacit components, znd
can be embedded In organizational routines, it is suggested thal knowledge-sharing
invalves, ‘the exchange of oreanizational knowledge belween 2 source and a redpisnt’
(1996, 28}, which indicates its basis in the conduit moiel c:ufl-:nn'ﬂ.'[cdge-sharing_

Where he sharing and menagement of tacit knowledgs is considered fram the
ebjectivist perspective, the focus is on comaerting tacit knowledge Lo explicil knowledgp

v T | Euplieis A
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Flg. 2.1. The conduit mode| of knowledga-sharing
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{what Nonaka ct 21, refer to as *externalization ), ather than te direct sharing of tacit kmosel-
etlge. Further, thereis 2 generally optimistic assumption that much taci: knowledge car be,
At least partially, converted into an explicit form. This means that e difficyities af sharing
tacit knowledge can be ignoted or downolaved, becarse ance tact knowledge has heen
made explicit it is regarded as being relalively szaigntiorward to then share and mans @ it

Knowledge management processes

Huilding from these assumnptions regarding the sharing of knowledge, ws can riow exam-
ine the natwe of mowledge managemznt processes frem an oljectivisl perspactive
(lable 2.4}, The starting point is the processes of coailying relevan! knowledge, convers-
ing tacit to explicil krowledge. Fram this perspective there is an dekrowledsement that
much organizational knowledge may be tacit. But thisis accompenied by an optimizm that
it is possible 1o convert much of this knowledge Lo on explicit ‘orm. For examplz, whils
all he sxvernbly msieuctions for pulling together a car or all the stages in a telesales
custormer interaction mayv nol he totally explicit, with effort and work it i3 assamed to be [E15-
sible to make all this knowledge expliclt, and codifv it fato a womnplele set of instructions,
body of knowledge, This can be achieved hy gettin £ relevant warkers to articu ate all their
knowledge about such processes, making eaplicit all the assumprons, behaviours, 2
sctions they utilize in accomplishing the task being examinad. Thus, the firse stage in gny
knowledge managerent initiative, from this perspective, is to identity whar knowledge is
important and then make {1 explicic

Stop and thinlg

Thietk szt an exempla ol ot knowlodns that you posssss, 1o what sxiant could this knowladge be
correriad inko an explicit form? Could it ba codified such thal sorreone elae cauld Hrliza 17 Furthsr,
e 2asy, 2nd owe time-consuming iz this proosgs likely to hn?

The next stage in the knowledye management process involves eallecting all the codi-
fled knowledge rogether into a central repusitary, and then structuring it in a systematic
way to make it casily accessible to others. Thus, fur example, the knowledge mey he

Table 2.4. An objectivist perspective on enmladge
managemeant

Knowledge management: objectivist perspective

® Corwewn | il to explich knowlsdge

® Codifeatinnfeapturs of relevant kaowlodos

® Collact knowledge in ceqlizl repositony

® Shuctusfsystamatze knowledgs jinto discreis categorias)

» Technology plavs a key role
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Table 2.5. Fnonties of ongaing gnowledge menzgement srojects
lzdzpted from Chart 2, Rugales 1998, B3

Knowledge management project priorities % of respondents
Create an intranal 47
[T&ta warshousingTreale knowisdge renosione: 33
Implemanting decizion-sunport toals +3
lmpiemanting groupesarns +3

collected in g central database, where it is not only stored, but also categorized, indexed,
uinl cross-referenced. The importance of doing thus effectively is related to the final part
of the knowledge management process: making this knowledge accessible to all people
wio anay want to use it. One of the primary rationales for organizations managing their
Encwledge is to allow knowledge to be more widely and effectively shared within urgan-
izations (so that "best practices’ can be shared, et ) This makes organizing knowledgs,
and making it accessitle, equally as important as the cadificabinn fconversion stage.
Finally, technology typically plays a key rale 10 knowledge snanagement processes util-
izing the objectivis: perspective. For example, technology can play an importans rale in
almost every clement of the knowledge management poocess, First, It can provide a repos-
itory (for example databases), Secondly, it can play a role in. the organ‘zing of Enowledpe
(for example with clectronic cross-referencing systems). Flnally, il can prowvide condoits
and mechanisrs through which kaowledge can be transtesred bnto, or extracted fram, a
central repository (for examsle through an inteznet system or search engine). The role of
technology in knewledge management processes is examined more [ully in Chapter &
‘These characteristics are visible in the majority of the carlicst knowledge management
miliatives. For example, Ruggles (1998) reports the Hndings of a sarvey of 431 US and
Eurapean companies, The emphasis of these initiatives was neavily technological {the tos
four reported priorizies of these projects all had a signitcant technological element), con-
ceptnalizing knowledge as a codifiable asset, and focusing on the codification, storige,
and making accessible this codified knowledge (see lable 2.5). Manazenen! Eeview
(Management Review & AMA, 1999) reports on 4 survey of 1600 TS managers conducled
i1 1998/%, und meached stmilar canclusions, In this survey the dop priorities were: (1) iden-
tify useful inlormation; (2) establish repositories snd retrieval systems; (3) gather know-

ledge from custuinees; and (4) create and maintain emplovee ralent,

—8 ILLUSTRATING THE ISSUES

Globalbank: an abjectivist approach to knowledge management

Glavalbank is a Dulch-bessd, globaly dispersed bank. From tie mick1290s anweards it invested
significantly in inlsanet echnologies, 25 this was percoivad as racililating the shanng of knowe-
lzdge zeross divisions. One gpecilic intranerhased knowlados managernent syatenm which wes

Litimatsly sucoassiul, was deveiopsd by the 11 suppon function.

THE QBJECTIVIET PERSPECTIVE OM KHOWLEDGE

Glebslrank's T function was enormous, emplayving 1500 staff in Amzterdam, whore it was
Lenlred, and approximately S000 satf wordwide, |here was fell to be 2 significant need for 2
krawladoe rmanagement systam, to sunpert T staff, 2o steff wers Typically widshy dispersed,
both gecgraphically and divesivnally, end wese invehed in doing similer ks tor difarent divi-
sions. The obectivist sssumptions regard g knrwladge were acparent in a number of WA,
Firgty, in termis of knowledge, the projscl leam had an oniitative con czprion of knoweledos, which
wias agperent from the assumation that ralovant knowlerpe could 2 sodifisd, Socondhy, thars
w8 lerge technological emphasie 1o e pojscl wth @ being assumed thart tha knowlengs
which had been codifisd could ba storec in datzbases linked to an in-ranet syatam A signiticant
oot of e intranst oroject team's work was a so congened with categorizing this knowdedge
WSINg an indexng systemn which made it sasy for ste¥ to find and accesz what th gy wera looking
for. Fimally, with ‘ogards 1o knowlsdge sharing, the aroject axznplifisd the tratsniler—eceiver
logic of the objectivist perspective; knowledaa-sharing happenad through staf firstly coadifying
Lhesiv krowledgs, putting itir the databass, whars other statf would then be asle to suowss and
ulilize it witheut o nead Lo personaliv intaracl togesher.

Jrce Lhe systern fad Deen cevelopad end irplermeanted it wes deemad relativaly successul,
a5 51all in tne T auapar funcbon mads freguent Lse of the svstem, and fouad it to be helpiul in
‘i vk,

Stop and think

With such systems what wepgens tn any knowledos which cannet bs codified

The sutiess of suzhinTrane-based knowiedge managsment systems s deperdent upor paopls
haing wlling Lo codify 2nd store thoir krowlsdge. Ao workors tymizally [fkely 1o bo wailling ta de this?
Seaoondly, what can maragamant do o molivis workers paricisals in such processos?

Hewever, as the following chapters show, this characterization of knowledge TanE ge-
ment has been the subject of a giowing critique, both 1o termns of the way knowledge is
conceplualized (see Chapter 3), end also in terms of issues which are downplayed and
neglected in knowlodge management processes (see Chaplers 4-9, the ‘Tssues’ section of
the book).

-hapter 3, for example, suggests that the objectivist framework undersstimases the
exlent to which knowledge is embodied (1acit), embedded (context dependent), and sub-
jective (value laden), Further, Chapiors 4-2 consider how issues sucl a5 hurnan motiva.
ton, politics, and personal identity requite 1o be taken zccount of in attempling to
manage knowledge. Therefors, as the book progresses, the somewhat simplistlc model of
knowledge management characterized here will be challenged,

Conclusion
This chapter has examined the objectivist perspective on knowledge and knowledge
manzgement. The key elements to this perspective can be summartized as fallows:

& Tlis based on s positivistic philosophy.

* Knowledge is assumed tobe codifiable and objective.
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Knowledge is regarded as a discrate entity—something we possess and van make explicit.

Tacitand explicit knowledge are assimed to be separate and dislinctive types of knowledge.
¢ Exoliclt knowledge (which ls chiaraclerized as being objective) is privileged over tacit
knowledge {which is characterized 25 being personal and subjective).

Enowledpge-sharing 18 based cn 2 ‘transmitter receiver’ maodel,
* Knowledge management initiatives ciiphasize the codlfication of knowledge,

¢ Thz role of technology in knowledge manageront initiatives is regarded as kev.

This perspective represents one of the two dominant conceptualizations of knawledge,
and knowledge maragement in the contemporary literature on the subject. Chapter 3
changes Iocus to exsmine the sccond, totally dilfzrent perspective an knowledge, the
praciice-based perspective,

REVIEW GUESTIONS

1 Think sbaut yaur axperdence of zocizlforoun knowledge in tha worknelace, |s it largaly lacit ot
axplicit! Cid It exist in the formn of systuns ol wles, routines, stofies, s ?

2 Mztional culture and nomrmunities of practics havs soon disciszad s two types of socal
conextsetting whers collectve Kiowledas vun be seen to oxist, 10 whst other social
oontexts, N vour own expedence, have you wilnsssed collactive knowlsdge o axist—
arganization, tamily, gecoraphic region, pesr group, frigndshiz natwark, profossion?

§ Dozs the use of 11 as parl of 3 knowledgs management syatem always indicate an chizolvist
perEpective on knmudedns? Have any of the orgzrizations vou have warkes in developad
IT-centrea knowledos managerment sysloms? Did they ambody abjeclvist assumptions
regarding knowladgs? Hewe sucoesstul wers Uiese intistives?

4 Towhat extentis keowladce 17 the sodzl stivnsss obisstive? knchwlsdas in organizations
13 acknowlzaged as being somewhar subjective, does this mean ohizctivist-hasard
knowledge manspement streseoies have limited ut iy #

FURTHER 9EATING

e | Monaks {8840 A Dynamic Thoory of Organizationzl Knowdadys Creatinn’ Organization Soience,
b1 a-a7

Clng of the MosT widsly resd and reforcncad paners on knoviadge sreation-convorsion, Srovides 2
Looo niiveducTion fo Monaka s argurnents.

* G, 3zLianskl 11896), 'Exploing Intersl Stickiness: Impedimants to the Tranafar of Best Practice
weithin the Firm', Sireleic Wdanagoment Jdooimsl 17, Wirner Spanisl lssus, 77247,
A good cxamplar of &1 empnss study ar v edpe-sliaing fesag on the rananiiei—reeeiver
s,

= . Spender (1296} 'O garieationg! Knowlodge, Lamrning snd hMemory: ioee Conzepts in Saanh
of a Thaory , Jowrnal of Grganizations! Chenge Mansgamens, 811, B3-T8.

Artmiates shamotenslics af and relations Baivessn four penonc knowledge nepss,

The practice-based perspective
on knowledge

What is knowledge?

Lhapter 2 provided one specific answer to the question 'what is knowledge! Howewver,
the objectivist penpective has been widely challenged, and lor a number of different
reascns. Arguably the most fundamental chal'engs and eritique of it is that it is based
or flawed epistenological awsumptions. Chapter 3 theretors preseots an alternative
Answer ta Lhe gaestion ‘what is knowledge?’ This chapter is based or fundarmentally dif-
feranl epistemological assumptions, and as will be seen, characterizes Knowledpe and
knowledge management praclices quite differently from the nhjectivist nerspective
(e Table 3.1,

The practice-based perspective concepluallzes knowledge not as a codifiahle
object/entity, hit instead emphasizes the extent to which it is embedded williien ared
inseparable from practice. Cook and Brown (1999) labelled Lhis perspeciive an 'epi-
stemology of practice’ due o the centrality of human activity to its conception of know-
ledge, Further, Gherardi (2000, 218) ATZUCS that ‘praciice conmecis “nowing with
‘deing”’. Thus, the embeddedness of knowledge in human aclivity (practics) represants
cne of the central characteristics of this episternological perspective.

Table 2.1, Ubjectivist znd sractice-hased enisternciogies of knowlsdge

Objectivisl epistemology Fractice-based epistemology

Knowledas derivad frorm a5 intzlleclual process ® kbrovwledye i embedded in practios
® Enowingfning inseparabils

Enowledos iz a disernbodied anlitviohjant » knowdedgs is omboded in peaple
v knowdsdge is secially construciud

Erowledie is phiective Tacts’ ® knowdedge is cilfraly embeddsd
* knoedndge is contastables
# knowladoe is sociolly constrocted

cxpacic knowlodgs (nhjective) * 1AcT an explch knowleds are insspamhis and
prvileged over tacit knowladoe isubjoctivel mitually constilterd

[stinct knowlzdgs caloguiss ® fnowlsdge iz oudidimensional
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Table 3.2. Theorstical parspective related o the prastico basad

pErepaciive

Writer Thearetical perspective

SmpsoT 2000 Interpretive

Blackler (108E) Aty Theory

Teaukas (1258) Cifinemathadolcopinienpre e pivosophiv
Cook & Brown 19593 Arnenicen Cragmaisls

Lave & '\Wenger ("991)  Snueres Learning Theory
Seyor {1992) Cinhcal Realfsm

Suchman (003 Aetor Mahvork Thoony

m Practice

Practice refars to purposeful human activity, Itis based an the assumption that ectivity includ 25 bath
physical and cognitive elements, and that fhese slements ere inseparsble. Knowledgs use and
developmentis therefors iagarded &z a flundemental sspacl of aulivily.

While the cbjectivist perspective was closely aligned with a positivistic philosaphy, the
practice-based perspective is compatible with a number of different philescphical per-
spectives (Tahle 3.2, Another perspective that has much in common with the practice
bascd perspective, but has thus far not been atitized by knoswledge management analysts
is Critical Bealizsm (with the exception of Mutch 200237

The chapter Zollows a sumudar structure to Chapter 2, and beging by frstly outlining
the way wnowledge is characterized within the practice-based perspective. Fallowing Lhis,
the chapter then examines how kmowledge management processcs ace conceptualized,
As the chapler proceeds, the vast differenees that exist between the practice-based, and the
objeclivisl peespective on knowledge ilustrated in Table 3.1, should become mare apparent.

Practice-based perspectives on knowledge

The practice-based epistemology can be uaderstood Lo terms of seven specific, but inter-
related faclors, eacly of which are nowe eaanined inturm Clasle 3.3,

Tha embeddedness of knowledge in practice

Perhaps the most important difference between the objectivist and practice-based epi-
stemalogies of knowledge is that the practice-based perspective challenges the entitative
conception of knowledge, From this perspective, knowledge isn't regzrded as a discrete

¢ It iz bevond the scops of this book o exantine in detail the differencoes Between these thennetical
perspectives.

FRACTICE-BASCD FERFFPICTIVE ON KMOWLEDGE

Tahle 3.3. Freclivehased characlanslios of anowlados

Characteristics of knowledge from practice-based
epistermology

1. Knowledge is embeddsd in orgotice
. Tacit and explicit knowledye are inseparabla

. kKnowledge is embodied in people

b= L o2

- Bnowdedge s socially construcies

£

. Endvdedge is cuinrs Iy embedded

. Enowladge s multidinensional

- |

Knowledoe is contestanis

entityfobjcct that can be codified anc separated from people. Instead, knowledge, or as
soree cf e wrllers Tooen Ihis pecspective prelen, knowing, is inseparable from: human
activity, Thus all activity is to some extent knowledgeable, involving the gse and/or
developmenl ol knowledge. Conversely, all knowledge work, whether using it, sharing it,
developing it, cr creating i, will involve an element of activity. Blackler {1995, 1023)
summed this up as follows, ‘tather than regarding knowledge as something that people
have, it s sugrested that knowing is hetter regerded as something they do.’

Aswell as challimgir g the knowing=doing dichamomy, this perspective also challenges
the mind-hody dichotomy that is inhezent to the abjectivist perspeclive (see “able 3.4
later). As potlined, the objectivist perspective, drawing on the classical images of science,
conceptualizes knowledge as being primarily derived from cognitive processes, some-
thing involving the brain but not the body, The praciice-based perspaciive instead views
Enowing and the development of knowledge as ocourming on an ongoing basis through
the roartine activities that people undertake. Knowing thus can ke seen as less of a purely
cognitive process, and more of a holistic process invelving e whole body (Sherandi 20007,
Thus, Froon this perspective, thinking and doing are fused in knowledgeable activity, the
development and use of embodied knowledge in undertaking specific activities) tasks,

These ideas can be illostrated through considering a number of examples. First, Orr's
i 1990) widely referenced study of photocopier engineers comphasizes now thelr koowl-
edue developed through a process of dialogue and improvization, which inviclved the
adaptation of exisdng knowledge (o new and novel situatlons. Similarly, Patriota (2003),
in astudy of a Flat Auto plant in aly, showed the embeddedness of knowledge in the nar-
ratlves possessed by workers, and how thesse narratives evolved inthe resolution of 'dis-
ruptive ocourrences’ (349), Thirdly, DeFillippd and Arthur (1998} na study of film (e
movie] production, showed that for apprentice technicians provesses of leacning by
walching wers crucial, Knowledge in this context tended to develop through processes of
sopviallea ion, observa oo, wod practice. The linal example, of (he badilional coall skill of
metalwaorking can be illustrated by a quetation:

When vou have & bar of iron in front of you which bas Lo be wisted and wrought Intc 4 certein
shape. . . . then vou leam to apply ideas to things, You become practical. Yo connal think thie fnos
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fite the position and shape thit 3 wanted, Bl Jute cannal do it wiltent thought, Your ithoughts,
Ifyou are to succeed 1 your puupose, must be limited, cixcumscribed, bound dewn tn the Facts of the
situation. MoKinlay {1996, 36, empthas’s added)

This quolation also reflects whal = growing nummber of authors are Arguing (sce, for exa:nple,
Advessan 2000, 20011, that all work can be regarcded as knowledge worli, and that all
workers, whether bus drivers, CleRNers, auCOuntEnts, man agement consultants, or
rescarch scientists, are, to some cxsent knowledse workers. Flowwinrer, this debzte will ba
examined in more detail in Chapter 14,

Tacit and explicit knowledge are inseparabla

Another poinl of depariure between the objectivist and practice-based perspectivis url
knowladge is in the way that 11w relationship between facit and explicit knowledge is
cenceplualized. The practice-based perspective sugyests that rether than tacit and cxphicil
knowledge reprosenting separale and distinctive types of knowledge, they represent two
aspects of knowledge and are in fact are inseparable, and are mutually constituted
{1soukas 1998; Werr and Stjcrnberg 2003), One vonsequence of This is that there is a0
such thing as fully explicit knowlsdee, as 21l knowled ge will have tacit dimensions. Clark
(20001 uses the term ‘explacit knowledge' to lin guistically syrubolizes thelr inseparability
{Table 3.4). For example text, which is often referred to a5 a form of codified knowledge,
has tacit components, without which ne reader could make sense of IL Zxuuples of (hese
tacit elements include an understanding of the language in which they are written, or the
gremmar and sviilax used 1o structure thep. Polanyi {1969, 193] suggests that, “The idsa
of 2 srictly explicit knowledge is ndeed self-contradiclory; deprived of their tacit cocffi-
clents, all spoken werds, all formulae, all maps and praphs, are strictly meaningless.”

IATING THE ISSUES

This boole: partially explicit kn owledge

Thiz took reprasents 3 picon of 28 Tially sxpicit kicw 2dge far o resscns, Firstly, as an authar
I have not bezn anle to make fully explicit all the ideas, Aisumpt ons, thecratical rarnaworks and
values whizh underpin what | havs written. Fram the puirt ot viawe of the reader it can alsa be con-
sidlesed partizlhy explici, &3 o reed tyay feauire o have 8 good grasp of the English naLace, ard
navE soma knowledge of mher relevant acedemis top s,

Table 3.4, Chalienging dicholomics

Challenging objectivist dichotomies

Explacit cnowdadoe fracit 2ie axnlici knowledpe)
Enowledgeatls aclivity [krowing and doing)

Zarsual cognilion brain arg Dy

FIACTICE-BASED PERSPECTIVE DN KNOWLEDSE

While, as oullined in Chapter 2, Polanyi’s work is often used to justify the tacit—cxplicit
dichotomy, a number of writers suggest (hat this misunderstands his analysis (Brown and
Duguid 2007; Prichard 2000). These writers challengs this and suggest thal his analysis is
prounded more in (e practice-based perspective,

Knowladge is embodied

The oljectivist perspective on knowledge assumes that knowledge can exist ina Tully
explicit and codified torm, thal knowledge can exist independently of human beings, This
position iz fundarmentally challenged by the practice based perspective on knowledge,
whlch assumes all knowladge ar knowing is personal. The practice-based perspective
therefore assumes that it is impossible to wotally disembody knewledge from people into
a tully explicit fwon, This assumption is therefore closely related to, and flows (rom, the
previous two issues examined: that all knowledge has tacit dimensgions, and that knowl-
edge is embedded in, and inseparable from practice,

The practice-besed nature of knowing/knowledge assumes that knowledge develops
through practice: peaple's knowledge develops as they conduct sclivities and gan expert-
ence, Further, the insepazable snd mutually conslituted nature of tacit and explicit
krowledge mearss that it is not possible to make such knowledge fully explicit, There will
always be an elemnent to whick knowledge resides in the head/bodyv of those who devel-
oped and passess it Thus while it may be possible to partially convert tacit knowledge
intoyan expliclt form, in contradiction with the objectivist perspective, the practice-based
perspective assurmes that siecn processes can never be compleie. For example, in terms af
a situation mesl eaders are likely to be familiar with [rom one context or anofher, con-
sider the nature of knowledgs sharing in ‘master-apprentice’ type relations, where some-
ore expericnced attempts Lo share their knowledge with a moce incaperienced colleague,
The practice-based perspective assumes that the practice-based nature of the knowledge
and expertise the ‘master’ possesses means that this knowledge will be to sume extent
smbodied, ard cannos be tully articulated and made explicil. Further, the practice-bascd
perspective assumcs that for the apprentice Lo learn the knowledge of the master reguires
that they communicate, mteract, and work togetber, typically over an extended period
of time

A further sznse In which knowledge is embodicd {and simmultaneousty embedded in
aractice) eelates to what Tsoukas (1996) referced to as the Tndetenninacy of practice’, where
the essential distinctiveness of all silualivus that people act in requlics them to continu-
ally make personal judgemients. o matter how explicit and well defined the rules are that
may gulde action, there will always 2e some element of ambiguity or uncertainly Bt cre-
ates a necd for actors to make inferences and jadgements, Foe examole, applying this
insight to the perspective of the ‘apprentice’ just discusscd, no matter bow formalized,
structured, and cxplicit the knowledge they have acyuired, there will always be droam-
stances thar emerge where an clement of judgement will be mguired. Thus, knowledge/
knowing invoives the aclive agency of people making decisions in light of the specific
circumstances in which they find themselves.
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The socially eonstructed and culturally embedded nature of knowledge

Two factors that are closely interwoven are Lhat knewledge §s socially constructed and
culturally embedded. Tt is therefore necessary o examine them simultanecusly. I stark
contrast to the knowledse (s trath! assumption of the objectivist perspective on knowl-
edge, where it is suggested thal codified knowledge can exist in an objective formn inde-
pendent of social and cultural values, the epistemology of practics perspective argues that
all knowladge is socially constructed Ia nature, which makes it somewhat subjective and
open to interpretation. Thus, knowledge Is never totally reutral and unbiased, and is, to
some cxtent, insepamable from the values of those who prodoced (L

Aswith the objectivisl perspective, this viewpoint is based on a particular understand-
ing aboul the nature of language. The objectivisl perspactive assumes that languzge has
fixed and obyeclive meanings, and that there is 4 dircct equivalence between words and
that which they denote, Tnstead, the practice-based perspective suggests thal language
has no such fixed meanings, sl et o Tl he meaning of language is icherently
smbiguonus, This subjeclivity, or interpretive fexibility in language, thus undermines any
claims about the objective status of any knowledge, whether it is highly tacit and per-
sonal, ar whether it is partially explicit and codified. Jowever, the sodally negotiated
natuze of language limits the scope individuals have to modify and inte:pret Lhe meaning
enid use of language (Saver 1993; Tsoukas 1996)

m Perspective making and taking

Parapacive making is thz process through which a community develops, strengihans, and sustaing its
knowledge and values. Perspective Llaking is e process Ui osghwhich people develop an understanding
al the knowladge, valucs, and “worldviaw” of others

The socially constructed nature of knowledge applies to both its prodection and it
interpretation. Tolanyl (1969 referzed to those two processes as sense giving and sense-
reading, while Boland anc Terkasi (1995) used the terms perspective making and per-
spective taking, Thus both the productinn of knowledge, and the reading/interpretation
required to develop an understanding of if, mvolves an active process of meaning
comstruction finference. For example, a written meport s a pices al partially explicit
knowledge, whose meaning is constructed by its author/s. Howewer, eaders ey inlen 2
different meaning and analysis. This aspect of the practice-hased perspective therefore
Liats profowund fonptications Ior the way knowledge is shared andd managed, as the altractive
simplicity of the transmitter-recelver model is questioned.

Stop and think

Can wou think of ar ccarmple rem your organizet oral experienae of wheare arange of people infered
different megnings from g repart? Can thesa diffsrencas pany be exolained Dy the fuidity of meadning
in languagsy

FRACTICE-BASED PERSPECTIVZ ON KNOWLEDSGE

larther, this process of meaning constriction/inference is typically culturally embedded,
The meanings people atfach to language/events are shaped by the values and assumptions
of the soca. and oultural context in which people ve and work One way in which pre-
cxisting walues and assumptions influence these processes ol knowledge construction)
knowledge interpeetation 15 theough the Aliering of date-information in deciding what is
comsidered ‘relevant’. A dramatic, and tragic exampla of such a filtering process was one of
lhe conbrilrubeey facims e the Challenger Space Shultle accident Mawmand 1999; Skabock
and Milliken 1988). In this case NASA engireers neglected what furned out to be important
information regarding O-1ing erasion, as based on the assumptions they had, such a situation
was 1egarded as presenting a minute risk, This cultural embeddedness resulls in much
knowledge being confext-specific and context-dependent, making its relevance, and trans
terability between contexts not necessarly always straighttorvand.

The idea of knowledge heing culturally embedded links to the concept of collactive
knowledge discussed in Chapler 2. Collective Enowledge was shown to be culturally
embedded in a number of different contexts, such as within communities of pracrice, o
williin Lhe coenlesl of a national or regicoal culture, Whal distinguishes (e culiuzal
embedding of knowledge in the practice-based perspective from collactive knowledge in
the objeclivist perspective, is that [rom the practice-based perspective all knowledge is to
some extent cultueally embedded. Thus [rorm this perspective, none of the knowledge we
pussessis totally separate and independent from the social contexts that pecple aperate in.

The simultaneous multidimensionality of knowledge

The use of taxnromies, as illustrated in the previous chaprer, suggeses that all krowledge
can e classibed inlo disiinclive calegories, e (hal i is eiller bkl orexsplicil, or et it is
tacit-rollective, or explicit-individual, etc. This idea 15 gquestioned by 2 number of writers
who suggest that while such an approach may have analytical benelits, il misrepresenis
the complexity of arganizational Knowledge, Taoukas (L99¢), [or example, suggests that
dichotomies such as tacit explicit end individual grovp sre nnhelpful as they disguise
the extent to which these elements 2re insepardble, and mutaghy defined. Blackler (1995,
10321 makes a similar point by sugoesting that,

oitis pomistake Lo assume hal embadied, embedded, embrained, enceltared and encoded Loow-
ledge can sensibly be conceived as separate from each other Knowledge is multi-faceled and complex,
being both slluated and abstract, lmpliclt and explicll, distibuted and Individual, physical and
meatal, developiog ond s:atic, verbal and encaded,

Thus the praclice-base perspeclive rejecs Lhe taxonomy-lased appaoach o categoric-
ing knowledge, For examnple, consider thie knowledgs that an engineer nses to design a
car's chassis, crthat a craftsman{/person} uses to assemble and build it In bota cases Lhis
knowledge is simultaneously individual and collective; tacil ard explicit; phvsical and
mental: and abstract and sihoated,

Stop and think

Think of sorre speaific orgarivarional knowledges that vou pozsess. Canit be clagsified into 2 neat
catagary, sustas lact-callectiva, or doss it hava multinle dimensioossirillanaoushy?
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The contestible nature of knowledye

The final key aspect of the practice-based perspective 15 1a¢ acknowledgement that the
subjoctive, socially comstructed, and colturally ermbedded mature of knowlaedge, means
that what constitutes knowledge is cpen to dispute. This therafore challonges and under-
mines the idea central to the objectivist perspective Lhal [t is possible to produce truly
ohjective knowledge, Thus, competing conceptions of what constilutes legiliate’
Enowledge can cocur where different groups/individuals develop Incommpatible and con-
tradictory anaiyses of the same events, which may lead to conflict due ta altempts by
these groups to have their knowledge legitimated.

Ome of the main conseqguences which Aow from this, thereloree, is that issues of POWEL,
politics, and conflict become mare important than aie acknowledged by the objectivist
perspective. Most Fundamentally, Michel Foueanlt's conception of power/knowledge suy-
gests that these concepls are usepurable (Foucault 19800 McRinlay 2000). Relatedly,
Storey and Bamet| (2000) suggest that all knowledge management initiatives require in
be seen as highly political, and are likely 1o be accompanied by what they describe as furf”
wilrs” by different organizational inierest groups attempting to gain scme cortrol over
these projecis. The importance of acknowledging 2ni taking account of Lhe contested
and palitical nature of knowledge s magnilicd by the fact that this aspect of knowledgs,
and knowledge management initiatives is typically either neglected or ignored by the
majority of the knowledge management literature, These issues are examined maore tully
in Chapter 7.

JLLUSTRATING THE ISSUES

The palitics of intreducing ehange: compating “truth elaims’

Fharma-cois 8 JK pharmaceutical company. Until tha early 153805 it had been = govarrment-
cwnet rasearch lasoratony, and By the mid 18005 there wes still evidznes in pert of the compary
ci the technically tocused culturg which had hstariza v predomiratad, [uring the mid-15890s3 a
decizion was meds o implement 3 new information managament svsten, The dominant rhoto
ric used by the project wearm o justfy the nezd for chenoe was that the changing rature of tair
markets reguired significant changas f0 be made to inprove the competit verass of thair oro-
duction fecilitios. & hnpuilenl ficure 10 Pharmaao’s orojecl was the World Manusacturing
Diraztor, who strongly champizned £ Whan the project sizrtec ne had boon a akhtivaly racsnt
recruit to the organization. As pert of Pharmarco’s long-temn stretegy of sdupling imore commer-
cial and cost-sansitive opsraling préct ces a nood had beer idenlili=d to introduce =uch attitudes
toits sen o mensgement. The recruizmont of the Weorld Manufecturing Director was ona of these
apoointments. |hus his ‘commercial’ knowladge from working autside of the company was
Aighily regerded by cenlor management, However resizlance to tha propesed changes emarged
from middle marsgers within the production functicr, They suggested tha propossd changes
wizre fundamertally unnasassany, and that Pharma-co could remain compet tive through staving
tocuzed on lhe dovelopimsnt and production of techniczliy innovative products. The raditonal cul
Ture which kad besn histocneally predeminant within Phanma-co was focusad around prociction

PRACTICE-BASED PERSPECTIVE ON KMOWLEDRGE

One of the rmair facfors strengthening the argument of aroduction MEnEgemErt was thsir
detailed knowladge of the cnmpany's intemal manufaciuning practices. Thus al the start of
Pharmaco's change project thers was 4 highly odilica aondflict between those for ard agsinst
change which centrad on the validity of Sieir knowledge and the way they used it 1o lagitimate
their differert analyses of the extant to which change was naeded,

Stop.and think

I such situat ons, to what sxtant is it cossinls 1o abjactively oveluate the compsting argumesants and
decide on the ‘camact’ courss of solion?

YWhat does the differanl parspectivas of the irmerests group say about the colural embaddedness
ot kneavkerlpe? Toowhat axtont are the viewooints o° those o conllicf defved from the valuss and
ideas ol e arganizationa! cormmunitiss they ars ambeddad in?

Implications for the nature of the organizational knowledge base

The above outlined characteristics of knowledge have profound :mplications with regard
to the nature of organizational knowledge bases, a4 a growing nirmbar of writers racogn-
ire. The practice-bascd pesspectlve on knowledge supeests that rather Uit belng unilary
znd roherent, nrganizational knowledge bases are in fact fragmented and dispersed,
being wade up of specialized and specific knowledge communities, which have some
degree of overlapping ‘common knowledge' (Kogut and Zanger 1992). This led Brown
and Duguid (1991, 53) to suggesting that organizations require 1o De conceptualized as a
‘cormmanity-ofcommunities”’, and Blackler et al. (20007 as decentred and distributed
knowledge systerns. Finally, as will be seen in Lhe following section, thess insighits have
cnormous implications for the sharng and management of knowledge in orgarizations,

The fragmentation of the organizational knowledge base relates elosely to the idea that
knowledge is emmbedded in practice, Typlcally, the practices undertaken by Grganizalional
staff, and heoee the knowledge they possess, are localized and specific, heing shaped try
the particular dewands of their conlext (local customers, market condifions, character of
nationalfregional regulation and legistation, erc.). The degree of fragmentation and spe-
cialization wi'l also be related to the culture of the organization, and the extent to whick
it encouragss and suppocts autonomaus or standardized working practices.

=l ILLUSTRATING THE ISSUES

Autonomous businese units and epecialized knowledge communitizs

In Swed-Trick, which seld, rented, and servosd Tork it trucks, work had historicelly been crgan-
zed into sroall, disuieie busiiess units, wiich had responsibiity for all business wthin speciic
gengranhic recions. Withir this stucture, here was ithe need for interacton bebweasn busingss
units, a1d they ooeratad as virtaal stend-slone busingsses. Whils cach business un Ti principle
sold the sames raage of groduets and services, inreality they hzd significant autcnormy over Dow
they did this. This was becauss both the natuse of tha merkat and character of custorrers vanizd
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slgniieanfy o sach business, and alss that mansgemant in sach businass unit offored differcnt
kzvels of service and support, The sutonomy of the DUsingss units wes such that tha evolution of
thair wiorking praclices, the upgrading of their IT syziems eto., was done purehy on the hesis of
lesal cansiderstions. Thus, discrel: snd sueciic knowlsdae communities cevelopad, with staif in
ezch business unit possessing substantsl amourts of saanizlirsd knowledge, relevant Lo thair
own loseleod weorking practizes, and sustome dernends, which had lmites Trans eratiliy and
relevanse i other busiress units.

Is the existeroe of such specialis: commuan ties, with their own krowlsdge bazas and weyvs of
working necessariy a prablem lof o'oanizstions©

T what extent is it possible in mullidivissanzl corporations to balancs the conflicting demands of
prowiding civisicns the autonormy o wark indeperdenthe and aovs some level of standardizetion
acT0ss the corporction?

Mot only can the knowledge of organizational communities be different (i.c. specialized
end specific), but it may also be hased on qualitatively different assumptions, values, and
Interpretative frameworks, Brown and Duguid (2001) referred to these as ‘spistemic dif-
ferences’. For example, the communication and interaction cifficulties between: staff
fromn diffesent functions of an organization (such as production and R&D, or finance and
R&D), ar hetween stall from different disciplinary backgrounds (such as in a multidiscip
lmary praject team) con be to some extent explalned by such differences, 4s will be seen
in Chapler 6, where this issue is explored in detail, this significantly affects the dynamics
of knowledge-sharing jnocesses. Finally, these issues are again examined in Chapter 13
which examines knowledge-sharing witain the context of global multinationals, where,
what Becker (2001) referred to this as the problem of ‘fasge nunbers’, wcans that as organ-
lzational size increases, so do the problems in managing an increasingly fragmentod
czganizalional knowledge base,

Thirk abous 2n arganizazion you have warkad in. Was s knowledos bass fregmersed? Further, whd
facioms influenced the nature of the knowledye bass mores the matggemaent alliues or the diversity
of local conditions?

A practice-based perspective on the management and
sharing of knowledge

Having considered in detail how the practice-hased epistemology conceplualizes knowledge
itis mow Cme 10 cxamine the implications of these ideas for understanding the character of
organizational knowledge-shasing and knowledge management provesses (see Table 3.5).
Umiz of the central comporents of the practice-based perspective on knowledge man-
agemsnt is [nal it eschews the id=a that itis possible fur organizations to collect knowledge

PRACTICE BASZD PERSPECTIVE OM KENIWLEDGE

Table 3.5. & oractics basad parspactiva on knowledge nanagameant

Knowledge management from s practice-based epistemology

1. Knowdedos sharingfacouizilion raquirgs paspactive magdng’ ard ‘parspaclive
raking'—developirg an unnerstanding of tA0T ARSUMPTINNS
2. knowiedge shanngiacguizition thiough
‘fiah” socilinteracTion
— M ISI i pracioe—acsLehieg snido doing

A Managermant role to facilitate social interaction

togelber inlo o cerstral seposilory, or fer middle and seoionr meaceagers Lo fully woderslad
the knowledge af those who work for them (Goodall and Boberts 2003, Tsoukas {1994,
I3), quoling Havek, suggesis that a belial in the alilig wachieve such 2 slale iepiesenis
the ‘synoptic delusion , ., that knowledge can be susveyed by a single mind,” Thus man-
agesial Loderstanding of organizational knowledge will elways be fragmented and incom-
piete, and aticmpls (o collegl knowledoe In a ceatral location likely (o be limited, The
following guotation from Tsoukas (1996, 22} sums this up, emd points towards the
practice-hased perspective’s conceptualization of knowledge-sharing processes: ‘the key
to achieving coordinated action does not so muoch depend on those “higher up” collecting
more and more knowledse, as on those “lower down ™ Anding more and more weys to get
connected and interrelating the knowledge each one has!’

The practice-based perspective further suggests that the transmitter—eceiver model nf
knowledge.sharing 15 questionabls hecanse the sharing of knowledge does pot invodve
the simple transferral of a fxed entity between two people. Instead, the sharing of knowl-
coge involves lwo people actively irferting and constructing meaning. This pespective
sugeusls tha to e effective the shariog of keowledge reguires individueals (o develow @n
appreciation of (some of) the tacit assumptions and values on which the knowladge of
orhers 15 based—ihe processes of ‘perspective making” and ‘perspective taking” outlined
earlier by Boland and Tenkasi {1995}, This challenges the assumption embedded in the
tansmitter-recciver model that the nowledge cxchanged in such processes is unchanged.
Bolisani and Scarse (20000 suggest the practice-hased perspective on knowledge-sharing
representts a language game’, due to the imoortance of dialogue and language to such
processes. Boland and Tenkasi {1995, 358) argue that effective knowledge-sharing involves,
‘a process of mulual perspecive taking where distinctive individual knowledge is
cxchanged, evalualed and integrated with that of oifiers in the organization.”

The logic of the Tanguage game' model complicates the nature of knowledge-sharing
processes, as the inherent ambigoity of language, combined with the fact that those
involved in the knowledge-sharing process have different cognitive fmmoworks means
that thiere iy always scope for Qiffering Detecpretations, Thus, as voeu read this ook, the
meaning vou take from a piece of partially explicit knowledge may vary from the mean-
ing Iintend to comvey,

These perspective-making, arud perspective-taking processes typidcally reguire an extens-
ive amount of social interaction and face-to-face comumunication, which is a conclusion
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reached by & namber of empirical studies (see, for cxample, Lam 1997, 2000; Lecnard-
Barton 1995 Swan etal 1999, The acquisition and sharing of knowledge tvpically occur
throwzh tweo distinet, but closely interrelated processes:

1. Dnersion o practice—for example leaming by deing, or learning by wa ching.

2, Rich’ social interaction—lor example, an interaction which allews people o develop
some Tevel of trust with cach other, as well as develop some insights into the acil
knowledge, velues, and assumptions of each other,

These processes are inlerreated because Icarning by doing is lkely to simultaneousky
involve an clemen: of social inferaction, and vice versa, the sorl of ‘discursive practice’
referred to by Gherardi (20000, 2270,

ILLUSTRATING THE ISSUES

Swed-truck: an example of practice-based knowladge management

In tie late 19905 Sweod Truck {descibed earlis—aes pages 3581 decided Lo implemont on
organizatiowide nformation mansgemant system, with the chjective of intioducing g greater
leve| of coordination and standandization across ms businsss units. To implament the T useda
socially besed model o krowlecge-sharing, which mede extznswve use cf inlensive social intar
actien This can be corsiderad by axamining the systam dovelsprnant phase anly The system
being mplemearted invalved the intoductor of @ commaon information systom scross & sigritic-
ant number o o fferent business units. A3 outlined carlorn, the rbosiness nnits had oneralad quite
gutoncrrousy from ezct othern a1d a5 8 corsequance had developsd their own spedialized
recwvlzrine hases. The projact toam decidad that the development and implermaniation of a com-
rrian anforrnslion nanegement syslem reguirsd the utifization of thiz distributed kaowledge,
whizh waas schioved througn the coeslion of a 2rojact team bringing togethzr staff from a renpe
o the'r business units who waorked pant time on the project]. As o substantial armount of dovel
aprment ywork was necessany, This procass lasted for 3 year. This inlerbusiness unit projsct 7zam
wiorked inensively with consubiants to develop comman svstoms thet were compstible with
the diversa needs of their differen: businsss apits, While the project wes not without its
problems and deays, he projsst wes deerned a success, and wes implamented cloze o
predicted tme-scales.

Stop and think

Tor aihissvitich sucial nlesclions & 1) necessary 1 get peopls wogsthar faceto face?

How imparent to e succsss of knowledgo sher ng processes is tha existancs of rusl belwaan
participants to such plocesses?

From a practica-hased perspective, the manageelal role is therefore to encourage and facil-
itate the Lype of communication and social interaction processes that will allow elfective
perspective making and laling (o ocous. Thiscan be done through an enommaously diverse

FRACTICF-RBASCED PERSPECTIVE OMN KMOWLEDGE

range nf ways induding (to highlight jusl a few examples):

develop a knowledge-sharing culluze (Lhrough rewarding people for sharing);

facilitating the development of organizational communities of practics;

providing forums (clectronic ot tace-to-face] which encourage and support knowledge-
sharing;

implerment a formalized ‘mentoring” svstem (o palr experienced and inexperienced
workers

These issues are examined in more detail in subsequent chapies, with Chapter 4 look-
ing al generzl issaes of motivation 1o share knowledge, Chapters 5 and & looking at e
specific dynamics of knowledge-shacing within and be.ween communities, Chapter 7
lnaking at the political nature of knowledge-sharing, while Chapie: 9 considers the role
thal enganizalions can play through their human resource management policies wnd
colbare management practices. Finally, Chapter 8 coasiders the role that nformation
systems may be able to play in lacilitating perspective making snd taking procoesses.

Conclusion

Ll conclusion, Chapters 2 and 3 have oudined two dlstincrive eplsternological perspect-
ives, which characterize knnwledge in extremely differeant ways (see Table 3,10, These
perspectives also conceptualized knowledgesharing and  koowledge mwosgeonenl
processes different iy They therefore have very diffeeent managerial implications with
regard to how kunowledge management ellorts should be argenczed and stroctured:

e (Mbjectivist perspective: focus on the codification and collecton of knowledge, create
mechanisms to allow this knowledge hase tao he searched and accessed, such as setting up
a searcheble database and encourging stall to codily theh knowledge and store it there,

Practice-based perspective: Facilitate interpersonal knowledge-sharing through diverse
forms of interaction and communication, such as developing the levels of trust betwoen
the membiers of o new project team through allowing them Lo inleract extensively face-
to-face (perhaps [n bolh work and social contescts) at the initial stages of the project.

REVIEW QUESTIOMNS

1 Think aboul an example of parizlly explicit knowledge you ars tamiliarwith, Tor exampls a
sot of instrictions o how to conduct & gertzin task What tacil krowledgs is necassany for
ol 1o ke senss ol Bem? What does 1his say about the inssparebilily of tacit and explicit
knowlesne?

conflict between sompating knowedge daims? Wha: polilical tactics and strategias did the
conflicting partias uliize to justity their posigon? Did they use axlemal ‘expartize’ as a way of
rationalising slEims, ate?
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2 Compere the Teo perspoclives or knowledoe oudined in Chapters 2 and 3. Which ane mors
clagsly models the natura of knowlsdos in the arganzstians thet vou have waorkad in? 1
these organizations implemantad knowlzdgs managerment initistivos, which esistamalneical
parspective wors thoy based cn? Did this affect the success of shese initalivas?

FURTHER READING

o F Slackler 1935). Krowladse, Knowlsdges Wors and Crganizotions: An Cworciow ond
Intararetation’, Cnganzation Stodies, 18E. 1021-48.
Viddely retarenced artivle Ihal Scvozates adooting 8 practicosctivity based wisw of knawietge.

o SoCock and.l, Brown (19530, 'Bridoing Epistemiolagias: Tha Generatve Derce betwecn
Cirganizatanal Knowledpe ano Orpanizetions! Kaowing' . Crgarsation Smannes, 1004 3871-400
Links together the olfectivisl s graclice based perspscives Fio s unifany fremswork,

* || Tacukas (19861 “The Firmn s & Distilated Knowdedye Systuon: & Censtroctionist Aoprosch’,
Stategc Manegsment Journal — f Wanler Speoial 1ssuel: 11-26.
Argues tha! organratianal mmadenge hesas ang Rinhil distiboted,

¢ Specal izsue of Sroanestivnon Knowing in Practice’ (20001, 72,

A collzction sf theoreriza ang empincs papers ol woobedded in e practize-basad perspective, but
uiiizing & oiversity of thoorabical ivarmewores

Social and cultural issues
related to managing and sharing
knowledge

Whille enormous nembers of companies have implamanted knowledga nanagement projocts,
many of tham heve baen cither partisl sLooessas or cutrighs failures: Surveys corsistently reveal
el Che i eisiaches @ suecess inosuch initiztives are scocizgl and cuteral Tactors (Table 21
& ~prther conclusion that could be infarred from these results i thal the orgarizations sureysd
did not consstently take adequats account of thass Tactors in their effonts to manage tisir knowd-
edoe. Thys, tor those cancemed with achieving &n intclioctua) understanding of the dynamics of
knowlsdos managerment inifiefives, as weall as 1hoss conarnad wilh making specific knowlodoes
menzgament projects successtul, appracisting the significance of sooial and cultual faciors is
wital, Tha sid chaglsrs in this section of tha book all deal with this topic and thus arguabiy
represent the core of Lhe book

Chagtar 4, the oponing chepter in thig part, nas two broad objectives. Frat, © sxamines the
questicn of why social and cultural factors are =0 important by considening both why Fuman
can't be taken for granted that peope il Ceowilling W actvely parbicipas nseet pocesses, The
second ooajactive of this cheptar is to provide a briet ovarview of the diverse range of specif:c
tactors thet effect the attitutes of workers to participate 0 knowlsedgs menagement initiatives,
(hapter 4 thus &cts 85 & springboard nto the remainirg shapters in this section (Chaoters b-9),
wehich cach boiid from this ovorvicw, 1zoking in dopth et a range of sacial and cultural Topics.

Chapier & examinas the dynamics of knowladge-ralated procaszes within communities of
practica. Chapter B builds Tror this by examining the dyvnamics of knowlsdge-sharing in a toislby
different contaxt, where, unlike in communities o practice, pecple have limited common knowl-
ecge and oaly & wear sense of shared identily, Tz can include knowledoe processes within
rraitidisciplingry teams, of nowlednes orocssses which sopan fuictional or crgarizatianal bound-
arips Chapier 7 fonuses an the topics of powear and conflict, which, as will ba =een, sre undar
resesreied drags i e knowdlaczg rmarmgesenl ilraiong, Chapier 8 axaonings e sl and
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Table 4. Dbsiacles o the success of knowledge manzgamert imlgiives

Author Survey details Survey results

Mogeles {1995 451 Respondentz in USA and = higgest problerm mornanaging knewledge

Europe Conducted in 1837 'changing peoptes behavour” (56% of
e L
& aipgesLmpadimant o knowiedos
transtergl ‘cultura' (B4% of mspondents)
MAA TS LTI TE00 Respondents i the USA. Three mest comrigy proalems:
Haview 15985 Conducted 199513 1. ‘goning people 1o s28 4 Dest prantioes’
2. 'measuring resuls’

3. 'geting people T shae hei knowlodoe'

KEM LD £23 l=rge organizstions T most irmnpartsng ressons lon he
freom LIS&, UK, Franzz friure of ¥now adge maragersnit
and Gemary initiatives 1o mea. axgaciations:
1. 'lack of user uptake dus to insullicent
sormmunization’ (20% of respondents)
P “coryday uae did not inlesgizie into
norrnal warking dey' 173% of
jaspondenls)

Paulosn and A6 resgondants in Mew 7ealand The single lergest baricr fidentifind by

Pelizzsun (2002 frorn argarization: jpubliz and 46% ot respondents) o knowdadge .
provatel Ianage et was culture.

Fawards stal. 35 Azademics and ‘Pacale’ and "Culture’ are the ninst

(20031 praclitioners irmpecilant issues organizations saouln
irmetuesd b A Ticld armniasiTe in their K initialives

raale il erchnalogy in knowledne mensgerment initistivas. Finslly, Chapter 3 consicars the rola that
culurg manrysnenl @id human resourss rraragement practices can heve on knowledge ran
acamentiniativas, and in shaging the atfitudes of workers to perlicipsie In knewledge processes
e ganallhe

'Why should | share my knowledge?’
what motivates people to share
knowledge

Introduction

As the topic of knowledge management has matised and cvolved interest in humarn,
cultaral, and secial guestions hes grown significantly. Thus, while the zarliest literalure
{and organirational attempts 10 Taage knowledge! typically assumed peopls would
be willing to share their nowledge, and as a consequence neglectad to look at factors
that mav influence knowledge-sharing attitades, later literalure illustrated how *people’-
rolated factors ame key to knowledge management. This chapter prov des an OTETViEW
and an iniroduction to these issues through examining the interrelated guestions of
why human melivation is key to knowleoge management initiatives, and what
[zctars have been [uund to induence the knowledge-sharing astitndes and behaviours of
wiorkers,

The fssues ruised aere conmect to the two previous chapters an epistemologies of
knowledee as, cadely, the carly knowledge managemcnl literature, which typically
neglected ‘people’-rclated factors, was firmiy embedded in the objectivisl perspective on
knowledge, while the growing realization cf the importance of such factors owes much o
insights developed from a practice-based perspect ive. Fundamentally, this is because its
conceptualization of knowledge takes greater aciount of tuman agency, ancd views
knowledge as bring largely Lacit and personal,

This chapter is stmctured into theee main seclions. ‘The first cutlines why the early
knowledge management literature so conspicuously played down 'prople’-related issnes.
The second and thitd sectioms then consider the gacstions of why humen motivatinn is
key to understznding the dynamics ol knowledge management initiatives, and whal
perscmal and organizational leclors influence peeple’s attfitudes fo participating in
krumwledge managemendt initiatives,
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The *first generation’ knowledge management literature;
the neglect of socio-cultural factors

Starey and Chaintas suggest thal cudal wo the suceess of knowled S0 management initiatives
15 that “ernplovess are Willig to sie thefr kmowdedge and expertise” (2001, 339). Today, such a
statemrnt appears Sommaonsensical, & matter of statn g the obvious. This is largely bacause
such un essrron can be backed by a wide razuge af survey findings (see Table 1; Cranfeld
Business Schon! 1998; Hauschild of ], 2001; Rilivre 2001), and case study evidencs 0
knowledge ransgement nitistives (see, Empson 2001 Fload et al, 2001 Kimn and
Mauborgne 1998: Marris 2001; Robertson and O Malley Hiwnrnersley 2000). I'hese Teports
show that human, social, and culnaral zactars are typically key determinznts of the success
or failure of knowledge managementinitiztives, for example, with 2vidence sugeesting that
d reluctance by workers to shae. or even hoapd their knowladge is not uncom mon.,

Tlowever, the lmportance of such issues has not always beer recognized i the knowl-
cdge management literature, In muach ol the e fdiest writing on knowledge MATARET it
whal Scarirough and Carter (20000 reler o as the 'first seneration’ litera ture [VEry approx-
imately all knawledge management literatne Lefore L998), socio-cultaral factors were
rat accorded this level of impartance, This before looking in detail at why human and
social factors are s¢ important it is worth bricdy looking at this carly lileramure to help in
uniderstanding the assunnptions it was based on and why ‘penple’ questions were ro warded
as of secondary importance

Agood insight into the character and assumptions of the early knowledge MAnagement
literature can be derived from a survey of it (Scarbrough ot al. 1999 Suarbrough and Swan
2001). Titerature up to and inclulding 1998 was included in |he sEvey, and was classificd
dCCOTOIng 1o ity priviary thematic intorosts {see Table 4,1). This showed that alugst 70 per
cent of this Terature was primmarily focused on IT ur Information-systems-related 1x51168,
and Lhat anly 3 PET COIT JOne N bweniy articles) had a rheroatic emphasis on ‘human
Tesolnce’ issues. Thus it is in no way inaccurate to suggest it this early literature focused
primarily on technological issves, and neglected scdo-cultural factors, The SULTLy
Evidence reported earlier (see Table 2) indicatos that the earliest knowledge management
iniliatives had a smiler emnpliasis,

Table 4.7. Themalic fooys of aarly krowdedgs mencgemert
IFerzture (zdsnled fram Scarbrough a7d Swen 2001, T3bie #, 8

Fhematic category Mumhbaer Y

fefarmiation Teclnology T3 40
InTomnatinn Syslems -7 Z8
Streregic Manapemen: 3R 15
Hurnan Mesalrse g £
Con=ultanzias a !
Other B E

SYHY SHCULD | SHARE py EMOW_EDZLy

This literalure, ard the eyrlicst krowledge managemert mitiat'ves, were typically
based on a numbe uf key asso mpEinns;

= People will be willing to share knowledge,

* Enowledge is cither codified, ot 15 codifiable (lacit knowledge can be convarled inta an
Cxplicit form).

= Enowledge can be shared vig IT systemns,

The resonance between (hese assumptions and the objectivist fropective on
Enowledge outlined in Chapter 2 should be dPPAaLent, and the vast majority of this early,
IMT-based literature is fundamer lally based on this epistemological perspective. As a
tunsequence of these assumptions the emphasis of this Merature and KM initiatives) was
enosetting up wechanisms and § ralevant (lechrological) infrastruchire b support
knowledge management offorts of codification, and electomic kmowledge diffusior.
Chaestions of whether Pecple were willing to share their knowledge, or what could he
done to motivate them to de 0 wele by and Jarge ignored. But these assumptions
have been undemmined by empirica evidence and have been widely challenged as a
L'U]'J'i?quE'I'I{'I:".

People’s motivation and willingness to share kn owledge

The fitle of this section contains the seotds of two buportant and interrelatad gueslions,
which owver time gained greater and grester proninence in che knowledge management
Literature;

1. What is the mle and significance of human wwtivation in knowledge-sharing
processes?

2. How willing are people to share Uieir in owledge?

The growing eritique of the first-generation literature 5 uggrests that in answer Lo the first
question, human motivation is of ‘undam ental importance lo krowledge-sharing
Procasses, and thal in answer to the seromnd question, people’s willingness to share fasir
knowledge should ot he taken for granted. These conclusions can be unders toed oy look-
ing at three specific lssues fsee Table 1.2}, vack of which are examinad ir. turn.

Table 4.2, Laciors msking human riotivation mpartent 1o
croanizationsl snowledgo Froccsses

Why human mativation and willingness are important to
knowledge managament and sharing processes

Embodied/narsans facil nanire of imruch! knvwdadga
Mature of (He EMplayment re'ations g

Embeddedness of potential fork canflic. i intra-orgenizational reigtians
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The personal and embodied nature of knowladge

The first factor which helps to explain why buman agency and mativation is important
to knowledge-shaning processes relates to the character of organizational knowledge. As
the previpus two chapters have examined this topie in detail, elsvant issues car be exam-
ined without having to restate a lotof detail. The characteristics of knowledge considered
relevant hore are drawn largely from the practice-based perspective on knowledge (scc
Chapter 31, This 85 breeawse, in general leoms, e ailigue of he objeclivist-orientated
‘first generation’ knowledge management literaturs has been made using insights derived
from this perspective,

Frimarily uch organizational knewledge, rather than being explicit in 2 disembadied
form, is personal, lacil, and embodied in people. Thus, Kim ard Mauborgne suggest,
knowledge is a resource locked in the humar mind' (1998, 323). As & consequencs, the
sharing and transmission of such knowledge occurs through inleraction and communics-
flon belween people. Thus, the sharing and communication of knowledge requires a
willingness om the part of those who have it Lo participate In such processes, Or, as Flaod
etal. {2001, 1153) suggest, ‘the tacit knowledge . . . employees possess may be exploited
onby if these warkers decide to part with this knowledge on a voluntary basis,!

Further, chiallenging e locii—explicil dicholomy of discrete knowledge types as well as
acknorwledging the socially and contextually embedded calure of knowledge, suggests
thene are limits to the extent Lo which knowledge can be made cxplicit. Thus no matter
how willing workers may be to make their knowledge explicit, they will never be aile to
rnake explicil all the assumprdions and values on which it i3 based {pften becavse Lhey may
nol even be aware of all of them). For example, an expedenced worker who has built up
his knowledgs over tirme will oniv be partly able to explicitly artdculate his knowledge.
Further, other workers attempting o fully understand this nowledge will typically
regquire 0 dircclly cormmunicate and interact with the sxperienced worker ta help ander-
stand aspects af the knowledge that could not be made explivit. Finally, and crucially, the
suceess of this process of knowledge-sharing, 1s dependent on the willingness of hoth
winhkers aking e effoel b aclively engage in this process,

Thus, as much organizational knowledge is embodied and personal in nature, and
where Lhere are finite limits to the extent to which this knowledge can he codified, the
impattance of the active agency of people in knowledge-sharing becomes apparent.
Howewves, the character of knowledge provides only part of the explanation why buman
and social issues are key to knowledge management indtiatives, Two other issues ot eanal
imporiance are the nature of the emplovment relationship, and the natore of intra-
organizational relalions, These 1ssues help to explain why Scarbrough and Cartee (2000)
sugrast that it is problemstic to assurme that arganizalions represent a harmonious
environmen: where people are willing and bappy to shame their knowledge,

The nature of the employment relationship

The gquotations gt the start of Chapter 1 (p.1) portray knowledge as an cconomic asset
which is owned by orgenizations, and which ey have the power t0 manage. However,
the krorwledge that woekers have can also be conceptualized as belonging to them rather

"WHY SHCGULD | SHARF WY KNOWLEDGE?

than the organization. From this perspective, while workers may apply, develop, and
use their knowledge towards Lhe achievemenl of organizationally directed goals and cbjec
tives, the knowledge is fundamentally the workers, to use as, when, where, Jow, and
it they want, This highlights the potential zension between workers and the organizations
they work for over who owns and controls their kmowledge, and poinls towards an
iiuportant factor which may inhinit the willingness ot workers to share thelr knowledze.
This tension is neatly summed up by Scarbrough, who suggests that, ‘knowing as an
active, lived experience is i a constant state of tension with Krtowledge as a comumodity
within firms and markets” (1999 5, craphasis in original),

‘thus while the knowledge-related objectives of Ui arganiration (to utilize and develap
knowledge into an economic asset, and to extract economic value from it), and workers
(to sustain, develop, use, anc apply their knowledge as anpropriate, 1o deive a sense of
impaortance [rom their knowledge, and to have a krowledge base which enhances o1 sus-
lains their emplovability) ma coincide, it is cqually possible that Ly may not,
Therefore, from a managerial perspective, the willingness of workers to Use their knowl-
edge for the achievement of organizational chjectives should not be taken for granted.

Such lensivny are not new or noval. In facl hey represent one of the most fundamen-
tal conflicts alfectng managemeni—worker elations. Thus, for example sne of the fun-
damental aims of Taylorism was to dispossess ctalt wozkers af their krrowledge, and
embedy it in z system of explicit managerial prindiples (zffee 20010),

ILLUSTRATING THE ISSUES

ensions over the ownership of knowledge

ane rretEE raarane e R T L T T e RN T R R LS RS e hea e pa

Marrs 12007) examined & nowledge codification project undersakan oy & managemant
consullancy: He found the cadilication projectwas significarly depandent on the consultzals taking
A actve and witling pen | e codfication process. Mornis suggests (het ths projast regresented
87 attamnod by the company 7o asser its propamy figis’ over the knowledoe of s workars, 1o
catablsh & senze of organiational ownership gver 0 I this case the workers wers willing 1o
partivipete ntha project, butthis was because they considarer 11e codicetion project to have 5ig
riicant [ milations, Ulimately the workers perosived tha ary gllempt o codify thair snowledgs
wias likely 1o be partial and that they could thus parfcipste in the projact whi 2 simultanaous Iy ralain-
irg key aspocts of thair krowledge that sustained their poveer and imaorance in the Clgelr lation

Sfop and think

It the workers had percoived that I mey heue boon pozeible for the arganization to aodity significonst
andimportant slarmesrets of their knowledgz, weould Tielr attilude to pa TigipEting in e puojse; have
beon different?

The negative effect that conflict in the employment relationsbip may have on workers
allitudes to knowledge-related activities lakes on added impartance when recent chianges
in the nature af the employmeni relationship are taken account of. Since apprwjmul:ely
the mid-1970s there has been o massive upheaval bosh in the structuring or organizations
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iwith a shift away from hierarchical, bureaucralic structures towards maore Hexible stroc-
sures) and in the nature of the employment zelationshin. In ganeral terns workers ars
seyuined Lo e more flexible in the howss they work and tasks they do, while simultane-
onzsly empluymth has become less secure, and with fewer internal promotion opportun-
ities (the ‘MNew Deal’ Capelli 1999), Some commeritators argue that this has witnessed Lhe
rise of 4 ‘cortracs culture’ (Guest 1998), where workers Lave a Umited levels of com-
mitment and loyally to the organizations they work for (see for example, Gallie et al
2001 scase 20M1; smithson and Lewis 199993 This therefore suggests that (e polential
for conflict hetween the ohjsctives of the workers and their employers over how the workers'
knowledge 15 uililized may be significant,

Stop and think

Are faciors sich as job security and prometion cpportunities ikaly to affoet o workors lovel of
nrganizational commitmenl, of willingness to share o codily thoir knowledgs?

Intra-oryanizational relations: the potential for conflict

While issues of power and conflicl are Tooked at more fully in Chapter 7, they roquire fo
he touched on here, as one way that they get *played ous’ is through attitudes ro knowl-
cilge-sharing and codification, Primerily, the actual or perecived differences of interest
hetween individuals or groups in knowledge management projects may atfect attitudes Lo
participating in such projects, Thercfore, intergroup, or interpersonal conflict is the final
Eactor considerad which hielps explain why the willingness of workers to share knowledge
i5 an important issue to censider in knowledgs management projects.

The contemporary knowledge literature 15 full of examples of where organizational
comilicls have affacted attitudes Lo knowled ge-sharing. Borh Hayes and Walsham (20001
and Ciborra and Patiotza (1998) Hustrate how concerzes by wockers over the visibility of
what they said and did in electronic knowledge exchange forums affected their attitudes
Lo participation. Furtluer, Wewell el al. (2000) and Cmpser {2001) illustrated how intoe-
group conilicls and rivaldes created a reluctance for intergroup knowledgesharing.
Further, Willman et a’. (2001) and Morrs (2001 show how concerns ehoul ‘ziving away’
specialist knowledge shaped attitudes towards knowledge codification projects. Such acts,
as will be discussed in Chapter 7, represent expressions of power, whick are all the more
siamificant if the knowledge in question is scarce or regarded as valuable.

Stop and think

Can piou inink of an example from sour W axperence where e s inlepersonal, QT intaTgreun
conflict with regards mo the shaing and ilizetion of soine knowladge? What was e basis of the
contlict?

¥ There is an cxtonsive debate in the Tuman resource managemenl Herature over this topic,
parLcularly over questions such as the degree to which managements belleve in high wmniinend
management practices, and e level of loyalty that workers have [or thel organizarions

WHY SHCOULD | SHARE MY EMNOWILERGE?

Eaves and Walsham (2000} alsa show how the 'politicality’ of the social context (such
as to whom knowlzdge/information is visible, and real, potential, or perceived sanctions
from knowledge-sharing behavinuresh can vary significartly and affect knowledge-sharing
attitudes arud behaviours, They also acknowledged that the potental for survelllance and
maonitoring of such behawiours was grealer in electronic forums, where a permanent
record of contributions and interactions was aveilable, These fssues are discussed mone
fully in Chapters 7 and 8.

Thus the patentially conllictual nature of organizational life combincd with the fact
that knowledge represents an important power resource means that it may not necessar-
ily be straightforward to get people to share their knowledge with colleagucs.

What motivates people to share/hoard their knowledge?

Thie prreviows seviion looked o detail al the guestion ol why it s important to take aceoint
of human attitudes to knowledge-sharing, which touched on how Lhe social and cultural
comtext in which knowledge management initiatives occar shapes their dynamics. This
leads to guestions of whael spoeciic aspects of the social and oaltural context influences
people's attitudes to knowledge sharing. An enormous number of surveys and case stad-
ies of knowledge management initiatives have sow been conduacted, which have shad
light on this gquestion. In broad terms g wide range of extremely diverse faclors have been
found to be relevant (Table 4.3). The managerial implications rom these mnsights,
discussed more fully in the fcllowing lUve chapters, ase as profound 25 they are straight-
forward: the success of knowledge management initiatives i crucially affecied by the
social and cultural context, and as a consequence these issues require o be propetly
avccourtbed Ton io e planning and Donplementalion of koowledge manasgement mitat-
ives, gnoring them thus has potentially negative implications for the likely success aof
any initiative, as countless analvses illustrate {see Table 4.3). The rest of this section pro-
vides a briel overview of how zach of these [actors can affect knowledge-sharing attitudes
and behaviours, and points towards subsequent chapters where these issues are examined
mote tully

Inter-group and inter-personal conflict

As oudlined aliove, the polential fon conicling interesls i organizations is an important
factor that can significantly influcnee the attitudes of wotkers to share their kneledge.
The importzance of knowledge as a significant power fesource amplifies e pulenlial Lo
conflicl thal exisls (Starev and Bamett 20000, such condlicts can be over a wide range of
issues (historical antagoenisms and dvalrdes, coneemns over reward and recogaition,
promotion opportanities, disputes over the legitimacy of knowledge claims, conoeimns
over changes in status, and allempls W control knowledge management initiatives).
The dynamics of intta- and inler-group-knowledge-sharing processes ame examined more
fully in Chapters 5 znd 6, while Jssues of power, politics, and conflict are examined in
Chapter 7,
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Table 4.3. Factors sffeciing peopls's willingness to shars Enowiedge

Factors affecting people’s Case study examples

willingness to shars knowledge

D Lo & Fahey 20005 bmipson 2001,
Mesaezl| et al, FO00; Storsy & Bamett 2000;
Wyzred 2000

fAarris 200 Willman oo &l 2001 Andiees &

IrtergroupdPeraons. Conflico

Canmemns over whethar status/experiss

aitenter Delatays 2000

Sanse ol gquingfaimess in organizationa| Kir & Wauborgns 1558

procosses

Irmerpersonel pusl Androves & Dalshaye 70077 Morrs & Empson

1598: Noberts 2000

Srozay & Ouintas 2001 Guest & ack 2000
BEyrnes 2001

[Cre Long & Fahey 2000 MeDemmot: &

O Dl 2007 Pan & Scarbrouah 1585,

Sibiere 2001 Bnhertson & 0 Malley Harimarsiey
2000; Bobarlzon & Swan 2003

Crganizationa comrm lnsnt?

Gererml organizeticnsl ol

Besurmant & Hunser 7002, Hangen st gl 1999,
Hunter st al, 200%; Jarvenpea & Siaplos 200
Bebeitenn & 0 Malley Hammersiey 2000, Swart &
Kinnis 2003

HRL Fracbess rowardirsengnition)

wisigil ty of krowledge, atiludas, and valss Cibona and Patrictts 1988; Hayes &
to zarior level of organzatonal biararchy Wialzharm #0000

Fanpaon (2001) provides a vivid example of such a conflics, and haw it impacted on
knowledge-shating processes. She studied allempts to inlegrate the knowledge bases of
companies following mergers and acquisitions (in accounling and consultancy compa-
nics). This study found wide-ranging resistance to the snowledge sharingfintegration
process between staff from the consulting comparies being merged, based on perceived
differences i (he quality and character of their knowledge hases (such as Lhe degree of
tacitaess:, conflicting images of the companics being merged, and fears related to 1k
potential megalive ConSUGUCNCEs from parlcipating in the process.

Equity and fairness

Kim and Mauhorgne {1998), hased on a shady of senior managers from a small numbe: of
case-study organizations, suggest that the willingness of workers to share their knowledge
can be related to wheiher they perceived a sense of ‘mrocedural fustice’ to exist In their
arganization, Procedural justice represcnls he extent to which organizational decision-
rmaking processes are fair, with falrness being related to how much people arc involved in
decision-making, the vlarily of communication regarding why decisions are ma de, as well
a5 a clarity of cxpectations, They suggest that when all these tactors are 1o place wiorkers

UWHY SHOULD | SHARE MY KMNOWLEDGE?!

will feel valued for their intellectoal capabilitics and skills. ®Kim and Mauborgoe argue (il
making workers feel valurd can impact on attitudes towards knowledge-sharing, ‘'wien
they felt that their fdeas and person weie recognized through fair process, they were
willinng trs share their knowledge and give their all’ (19498, 332). Conversely, they argue
that when workers Jo ool Lelieve procedural jastice exists, workes are lkely to hoard
their knowledgze, and be less willing 1o partic’ pate in team-based cooperative work. This
study suggests that organizations can significantly inlluance such attitudes through the
way they manage thelr decision-making processes. The way in which organizational
cultare, and the use of speciic human resource management policies can affect attitudes
to knewledze-sharing aze explored in Clapler 2.

vwhat level of equity do workers expact from the crganizations thay warking Pur e phe, with
regatds to imvovamenl in dec sion making, what type of cevizions, and what lzvels of involvement do
wearkers ragand as lair?

Interpersonal trust

There is currently an enormous incerest, and guantity of weiling on the topic trust, with
wuch of he conlemporary literature considering how trust underping effective growp
working, and inlerpersonal interaction (Jarvenpaa and leidner 1999; Maznevski and
Chudoba 2000; Moyerson et al. 1996; Nandhakomar 1929 Weswell and bwan 200007, The
crucial role of tmast in facilitating knowledge-relzted processes is also being recognized
{Andrews and Delahaye 2001; Davenport and Prusak 1948; Molnerney and LeFevre 20K,
Riobearss 20007, Fundamentally, & lack of trust between [ndividuals is likely t inhibit the
extent to whicna people are willinig to share knowledge with aach ocher, Tis is herause a
lack of trusl creates uncertainny and risk (or the perception of 4 risk) thad all parlies may
nat perticipate, or benedtequally, and that due toopportonistic behaviour, someons may
lose out from sharing their knowledge (for example, by getting nothing in returm).

Por example, Andrews and Delahave (2000) in a study of attitudes to knowledge-
sharing by scientists fuwnd thal pecceptions of trustwarthiness were crucially important
in shaping who the scientists examined were willing to share their knowledge with. They
provide a quotation lrom one of their intervicwees who fllustrated this by saying,

T3 you haven's got trusl and confidence then it doesn’t matler what else you've putin place, or what
pehier slruclurss you put i place to oy and encourage cooderation, 1% not going e lappen” (804),

8
Trust

Trust refers o tho beliel people have shout the likely bzheviour of others, and the sssumption that they
will honour their obligetions (nat ecting ooportunistically). Atrustng reladonshipis based onan
expectatinn of raciproeity or mutual benefit,
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The issue of trust highlights how the character of interpersonal relztions cracially
alfzcts knowladge-sharing attituces and behaviours. lrom a managerial point of view,
sepsitivity o the character of cxisting socisl relations, combined with attempting <o
facilitase Lrust-bascd rolations mav have a crucial impact on knowledge managsment
initiatives. Finally, an issue explored further in Chapter 8 is how social relations and
the development and maintenance of trust are affected when they are electronically
mediated, through information and communication techinelogies.

Level of erganizational commitment

A number of articles suggest (hal the level of commitment workers leel for the organiza-
ficns they work in may affect both their knowledge sharing attitudes and behavioues as
will as thelr level of lovalty (Byine 2007; Guestand Patch 2000); Storey ame Cuintas 2001;
Scarbrough and Carter 2000}, While there is some empirical evidence that shows that
loyally levels are affected by organizaticnal commitment (Buck and Walson 2002; Chen
and Francesco 2000; Sturges and Guest 2001}, there is no empirical evidence which shows
how knowledge-sharing athtudes and behaviours are connected o commitment levels,
T'hus, the relationship between knowledge-snaring attinudes and veganizalional commit-
ment is, at this peint in time, somewhat thearetical and tenlative.

Orgznizalional commmilment also connects with the issue frusl. The cegree o which
the trust placed in organizations by their workers is [ulfilled represents one of the main
faclors underpinning their level of wiganizational commitment (Guest and Conway
1409) The topic of organizational commitment will be revisited in Chagpter 9, where It will
he seen thal developing commitment can be seen as part of an organization’s knowl-
edec manzgement strategy as it can prevent the loss of valuable krowledge through
increusing stalf retentiom levels.

Organizational commitment
Ll 2

The sar se of amotional attaclurent What pecple teel to the arganizations thay werk for, which may be
reflezted invalue alignment and comman goals,

Human resource management and culture management practices

An extensive amount of the kaowiedge management iterature has showr how the cul-
ture ol an organization, as well as the humarn resource managemant practices 1L utilizes
{such as systems of pay and recognition, training, character of working condilions) can
coucially impact on knowledge management initiatives (Hansen et al. 1990: Hislop 199%;
Hunter and Beaumaont 2002; McDermott and (YDell 2001; Pan and Scarbrough 199%;
liobertson and O'Malley Hammersley 2000). Two impacts these lactars have is thal not
only can they allect the attitudes and nehaviour of workers w knowledge management
initiatives, but they can also affect staff reteatlon levels. Theee issues are illustrated in tha
example below, znd are examined more [ully in Chapter 9,

SWHY SHOULD | SHAHE MY <MOWLEDGE?

ILLUSTRATING THE ISSUES

The role of gulture management and HRM policies in facilitating
knowledge-sharing

Rubertson gnd O'Malley Hammersiey [ 2000} conziderad Fove the HEM and culture management
practicas of Expart Consulting, 8 specializt UK cansulting comzany, shapad the attitudes of (hai
consultants to shars thair knowledgs, The study found that Expe | Consalling used & wids range
of HAM practices 0 achicve this. including recrailment and s=lection (where workers weera
chosan for how weell ey (itled wity the knowlsdge-sharing cultured: treining and dewalopmesni
Pwhzre workers had & el of autoromy to decide o1 their awen training erd development requite-
ments), job design dwhore the workers were granted significant sutanomry over how Dhay
workad); and the developmant o a culturg of informality and opennass o knowledos-sharng,
The study concluded shat Expert Consultng was successiul inits andaavoars, which was visible
from the tact that not only wizre s warkars willing to prosclvely shars tar knowladoo, but that
[tz retention rates wers significanthy highar than tha ndastry avarags.

Concerns over the visibility of interactions

Bath Hayes and Walsham [20061) anad Cihorra and Patriotta (1998) showed how concern
by waorkers over e visibility of their opinions to senior managsment inhibited their
sartivipaticn in electronic knowledge exchange forums, These coneems were related to
aow Lhis informaticn/knowledge might be wsed, or intororeted by senior managers. Fu
example, Ciborsa avd Patciotta (1998, 500 showed that in one of Lthe groupwiare systems
they studied contributicon levels changed dramatically following comments put on the
systemn By a vy soior meanager” Thelr research showed that Jtihis ‘intrusion'. ..
provoked a panic reaction amongst employees and contribualed to a frecee in the use of
the system for some months.! Primarily in beth siudies, workers ware loath to express
opinions which mighl bz seen as not complying with managerial perspectives in forums
which were lranspasenl and widely used, This theme connacts closely wilh [he issue of
power, which is explored more fully in Chapter 7.

Stop and think

Aoy typical are the findings of Hayss sl Walsherr, and Ciborra and Patrictta? (Fwarkers ara s
“het e knowledge and values will be visiblz to senior managament, ge they kely 1o cansar, or
modify howy they act and what they say!

Concerns about power/status/expertise

The Anal issue considered in this chapter which has been found to influence peaple's
knowledge-sharing attlludes and behaviour is the extent to which seople's power, status,
and experlise is alfected, or the extent to which they perceive it will be affected, by
participating in knowledge sharing processes. These percepodcns and concemns can have
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positive or negalive effects on knowledge-sharing behaviour, dependsnt upon how
warkers perceive Lheir power, status, and expertise will be affected. On the posirive side,
the Morris example outlined carlien in the chapter (see p. 47) showed how consultants
had a positive attitude to an organizational knowledge wodification project, as they
perceived that participating in the project would not jeopardize tructal elements of their
spectalist knowledge aud expertise, and the status and power which they derived fram
Eaving i1, Willman et al. (2001) oulline a more negative cxample, where tmaders in
London’s financial markets occasionally refroined from codifying slements of thelr tacit
knowledge, due to the inancial benefits, and status they believed they could decive frem
persunally relaining, or ‘hoarding’ it. This issue connects closely to the topic of trust
discussed above, as the degree of trust people have in their colleagucs and employers will
affect the risks and rewards they percelve to exist from participating in knowledge
management initiatives.

Tlese ansietics highlight a dilemma far woekers related to participating in knowledge
rmanagement initiatives: whether to share cr hoand knowledge. Shaiing knowledge has the
potential henefits of improving a person’s status as well s crealing opportunities for
the development of new knowledge, but has the risk that it invelves workers 'giving away”
the source of their expertise, status, and power. Ilowever, the opposite strategy ol hoard-
ing has its owa visks and adventages. The advantage of hoarding is thal It may profect an
individual’s expertise, but runs the tisk of the importance of their knewledge not heing
reengnized and rewarded, These issues will bz explored more fully in Chapter 7.

Conclusion

The chapter has cutlined the limitations of the frst-generation knowledge management
literature, which so conspicuously played down socio-cultural issues. The eritigue ol Lhis
perspective has revealed the substantial limitations of much of this early literature and
has showtt that:

1. Human, social, and cultural factars are fundamental o underssanding both the
attitudes of workers Lo knowledge management initiatives and the dynamics of
knowledze managemsani processes,

2, 1t is problematic to assume at people will be willing lo aclively particizate in
knowledge management initiatives.

These conclusions ster from nes laclors. Firstly, that much arganizationa’ kncwledgoe
is personal and embodied, reqairing the willingness of its pussessor [or 1L to be shared,
podilied, etc, secondly, the nature of the employment relolionship mesns that in relation
to knowledge management iniliatives the interests of warkers, and their employers may
not elways be compatible. Finally, the typiczlly conflictual nature of intra-organizational
relarions means that conliol over knowledge and knowledge management inidatives in
organizations are likely to be contesied. The chapter also illusirated the wide range of
specific faciors which can influence peaple’s willingness to share kinwledge.

WHY SEOULD | SHARE MY ENOWLEDGE?

Finally, the most important managerlal implication Qowing lom the issues adcressed
in this chaplen ae Lhat attention reguires to be peid to the character of the socio-culfural
context, and that a lack of sensitivity to it is likely to jeopardize the success of any knowl-
edge menagement initiative.

REVIEW OUESTIONS

1 Bazed onwvour awn expenancs, whal Fas been ths attitiudes o work collsaguss 1o sharirg
their knoweledge? Have ol found tham to ba willirg ta shere, ar has hoarding boen more
tyoicel? What are the mostimpartant factors which explain 1his bekavioor?

2 How compatible have your and your amploving arcarization s interests baanwith rogand to
how you have used your knowledaa? Have the arganizalion's goals and your owin always
been harrmonicus, or have Shere basn any conllicl and tensions ovar how you Uss yaur
knowledge?

3 Have you tound frust 1o bear imporant factos unasrpirning attitudss e knowlsdys-shaning?
Have you had any sxpariences wihars g leck of tust has inhiited knowisdge-sharing, or
where the exiszence of trust has facililated 07
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Communities of practice

Introduction

I the wast literature on knowledge managemesnt that has been produced, the concept of
‘communities of practice’ has been ane of the most popular, Thus Edwards et al. {2003),
in a survey of KM academnics and practitioners, tound that they repeesenied the second
most important concept develnped In chis Derature. Unsarprisingly, therefore, an enor-
mous mamber of articles have wsed il o understand he dynamics of organizalional
knowledge proecesses (for example, Baumard 1999 Brown and Dugaid 2001; DeFillippi
and Arthur 1998; Fan and Scarloough 19990 Sore prescuiptively, a growing number of
writers suggest that developing comrnunities of practice can be key to the success of
kuowledge management initiatives (for example Bate and Roborts 2002; Ward 2000;
Wenger 1598; Wenger ef el 2002),

Communitics of practice are informal groups of people who have some worl related
aclivity in common. As will be seen, the communities of practice lterature is most closely
associnted with the practee-based perspective on knowledge, as it assumes that the
knowledge people have 13 cmbedded In, and inseparabie from, the (collectively based)
activitics thal people carry out. The informality of these communities stems from the facl
that they emerge [rom (he social interactions that ate a necessary part of the work activ-
ities that people tndertake. Further, while masi of the literalure on communities of practica
focuses on organizationally specific communities, cormmunliies can span ofganizational
boundaries (Brovwn and Duguld 2000). For example, Gittelman and Kogot [2003) analyse
the researchiers involved in (e Unlies States’ blotechnology industry as constituting a
com Aty of practice.

While cornunilies of praclice may appear Lo be a totally new concept, discovered and
developed within the knowledge managemen! lileralure, this is not the case. For exa-
mple, i Lhe area of industrial sodology there has been an interest in the closely related
concept of ‘occupational communities’, which sigrificantly predazes the emersgence of
knowledge management (Salarman 1974; van Maznen and Darley 1984). The invisibility
ol this literature stems from the fact that almost withoul exceplion 1 is ignored by
konowledge manzgement writers.

This chapter hias a very specilic tocus, discussing and analysing the internal dymarmics of
comimunities of practice, The chazacter and dynamics of inter-community knowledge
processes ace cxplored in Chapter o {hapiers 5 and 6 can therefore can be read together,
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as Lhey both examine the dvnamics of grous-based knowledge processes, The reason for
doing this in twe rather than one chapter is that, as will be discussed more fully in
Chapter 6, the character and dynamics of intra- and nter-community knowledge
processes are gualitatively different, Farther, the dynamics of knowledge processes within
“wirtual’ communities are discussed in Chapters 8 eand 12,

Defining and characterizing communities of practice

Communities of practice are groups of individuals and workers! who have some form
of practice in commaon, tor example, an intommal group ot 1T stett within an organ-
ization which has responsibility fo- designing and maintaining similar TT systems.
These groups are tvpically infermal, ard ad boc in matere, developing out of the
comimunication and interaction which is a necessary part of most work sctivities. Unlike
formalized warkgroups, and teams, 1hev do nol repeesenl 8 part of the [ormal organiza-
tional structure and therefore opically do not appear on organization charts (see
Table 5.1).

Table 5.1, Difforence bobwess a CoP ard lormal work groups

Community of practice Organizational work group or team
Chjective Eva'ving Clees, formally dofirce
Shamad by corormion valjes Faternally caterningd

Internzlly negatiatesd

Foous of efforts Colizctive mracticedknowledne Provide saecific service and/or oroduct

Iiereibersltip Waluntary Typically lrmzlized ard dekpas
[though occasionally voluntanyd

Gavernrmant of Corsensoaly egosatec Formabzed divaion of lakour

Internal structurs Man-hicrarchical Higrarchical strociure

Indraduahzsd rafes & responsbiites
Lxternal sysemoct Selt-rrenaging Formalred relations dsmnsd by
management & oontrol  Informal, interpersansl relations  organizational nierarcky
Farfarmnance monitanig against
speciilic Eigets gogly
N N Inesslinite, imter iy regaiaigd Farrnamsnl, o v th firile
time-framefobjective

* Comrunities of practlce do ol st solely within business organizailons. For exemple, one of
rhe examples of a commumity providsd by Lave and Wengez {1991 was of nen-dnnking, recovenng
alcoholics, However, in this chapler, twe Bocus 1s narewly cn communlties of practice within a waork-
place comtext.

COMMUMNITIES OF FRACTICE

ILLUSTRATING THE ISSUES

Gas appliance service engineers: a community of practice

In Gas-ca, tha UK's largest cas supply and sardoe cormpany, senvics engineers are horme-bazed
workers, who heve no formel alfize space, The training of new enginea s oo s througn atand-
anceata numbarof farma , classroom bescd training covrses, 38 weil asmorz infarmahy, througa
& ‘buddy systermn’, The hucdy sysiem operates for 76 wasks, and involves agw engingers
working along beside expensnced engineers, snd constibutes s form of andtha-job training. Tha
indmidualized nature ot tne work, comoines with the lack of anorhcs Dase mases CoTHTILICE w0
and intzraction betwaen angirears dificull. However, a strorg sensa of group idantity is main-
faned through regular phong conlacts wilh colleagues, and fragquent fonrmat and informal face-1o-
faca grous maatings. For example,  ongineors find situations where they ere Lnsurs what o do,
fypicaly they nhone Up coliesguas. Furher, 1o onsure regular faco-toface contact many eigi-
Neers arrangs to oo o the parts depot simultansoushy, anc use s opportanily o heve calles
with eech other, socialize, srd share stories regarding their wark,

Stop and think

Given theincividualized rmoe ol ek, and G inforal natore ol ool Ueinleipersonal
imtgsactioes, iz thare a rsk that particularlv shy peopie, or pcocle who are notliked by their colleagues
will not be fulby integrated into the cormmunity:, and may nat benefit from the snowledgs and nfommation
sharad by athas? s this a potent 2l negaive sigs of al corrrmumibizs, whsm memberzhp s affeciad by
P sonuhbe refaaed Tleclors, winich Can lead to exclusion or the weak intsgration of some zeople?

Such groups have traditionally been treated with hostility by senior management, whao
miay be concerned aboul how these groups may undermine formal structares and systems
{brown snd Dugeid 19%1), However, more and more, £ part of knowledge management
initiatives, ociganizations are sttemnpting to deliberately support and develop commoun-
Uies of practice due to their perceived benefits in relation tw knowledge processes (see
below!. By their very nature, hnwevers, commaunities of practice are not easity amenahle to
deliberate management and control, The contradictions of attemsding 10 formalize such
inherentiy informal interactions are not insignificant, and will be discussed later.

I
-l.w‘.' Community of practice

-

Agroop of people who have 3 particular astivity in common, and 28 2 consequence have 30ma common
knowledge, & zense of eomr unily identity, and some elermant of overlapping values

Pramissas

The comrmunity of practice coacepl Is based on bwo cenbral premisses: the practice based
persprective on Enowledge, and the geoup based-character of organizatonal activity. Uhe pri-
rary relevance of the practice-based perspective on knowledge stems from the assurmption
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in tne communities of practice literature that knowing and doing are inseparable, as
undertaking specific tasks requires the gse and development of embeddied Enenwledge. Thus,
Brown and Dugnid (1991, 43) argue that leaming-in-waorking is an oceupaticnal necessicoe
Aand that camrying out work activitics also Involves the ‘situated production of unrju::stan;i-
ing' 1991, 44) 7

The second mazjor premiss is that ganizational activities are Wwpdcally collective,
invalving (the coordineted intetaction ol groups of workers (soe for example, Barnes 1977;
Brown and Duguid 1998 Gherardi et al, 1998; MeDermatt 1390, Thus, one comunon fea-
lure of virtzally every tvpe of wark bmaginable, [rom office cleaning to management con-
sulting, s that they involve an clemant of coordinatico and nteraction with co-workers,
suboudinates and/or supervisors,

Therefore, while the knowladge that members of 2 conmunily of practice have and
develop is highly personal, thers is an extent 1o which much of thiz knowledge is simul-
tanecusly shared within a community, From an objectivist perspective on I-;nu'.-ﬂfdge, Fhe
carmmon knowledge shiared by the workers ina community of practice is collective/gron a
knowledge (with both tacit and explicil clements—see Table 2.4),

Lave and Wenger (19913, who are Trpicaly acknowledzed as belng instromental in the
development and elaborztion of the comimumily of practice concept, define them s 1
eommuaity of practitioners withir which situational learning develops, which results in
the community developing, ‘a set of relations AMeTE Persons, achvily and the world'
(#8]. Extrapclating [rom this Jefinitlon comumuanities of practice can be seen to have thros
delining characteristies, all of which flow “ram 1he commurity members’ involvement in
some shared activities (Table 5.2 [ LY. participants in g comumunity possess and
develop a stock of common, shared knowledge. Sezondiy, cm'nmunitifs- typrivally also

develep shared values and attitudes, @ corrmon “worldoview', Boland and '1‘c:nI<asi (1995
leterred 10 the process af developing and commmunicating such vicws, ‘perspective mak-
ing’ {see Chanter 3). Finally, and eqqually importanily, members of Lommunities also pos-
5655 @ sense of comununal identity (Brown and Diuguid 2007). These elements of a
commurity develop not only through the Physical aclivities involved in collectively car-
I¥lng out tae communities tasks, bul also ltrcugh langoage and communication Thus,
for example, stories, or specialist jargon can be regarded a5 & part of the collective knowl-

silge of e group, whose use by group members contrdbutes to their sense of collective
wlentily and shared valies,

Tahle 5.2. Caneric charecteristios of
cammuniics of practice

Charactaristice of CoPs

1. Bady of sommon knewiedgeiaract oa
2. Fznze ol =hargd idamtity
2. Sorma cammon or overlaag nL waluss

¥ Brown and Duguid Lake rhis Quetation trom Crr (1990,

COMMUNITIEZ OF PRACTICE

A useful way to illustrate these characteristics s through an example. Trowler and
Turner (2002) ilhastrate how the Deaf Slwdies group of an English Univesily constittes a
community of practice. This group consists of thrae hearing academics (who are Tuent in
sipn langmage) and three deaf academics. The shared practice of this communily cunst-
tutes both the teaching of the Deaf Studies curzdiculum, aswell as research conducted hy
the group on a range of issues affecting deaf people. This group has a strong sense of
collective identity, as well a5 a belief in 2 commen goal (contributing to the education
of deat people and their integration In Socicty, raising awareness of the social issues
affecting deaf people, and harthering snowledge on the issucs which affect deaf people
through carrying out research. While the group communicates both Intemally and
externally in hoth sign language and English, the shared langiage of the group is arguahly
sign. language, The study ase showed how the use of Frglish langaage, and the
English language protocals embedded in certain formal meetings and group forums, ep-
resented a form nf power that simificantly disadvantaged the cezl members of the work-

ing group,

Emp and think

Areynu ar iave you evir boend rsmber of a community of practice? What role, © amy, dic EnOUEge
in the: forrn of spec alist jargon and sherad stores pley in the devalopment zne reinfarcament of tha
Ity ?

Communities of practice are highly dynamic, swnlving as aew members becarme
absorbed into a commumity, o3 existing members leave, and as the krowledge and prac-
tices of the community evolves with changing drcumstances. Teaming and knowledge
cvolution arc therefore irherent and fundamerial aspects of the dynamics of commur-
ities of practice, which helps cxplain why one of Lhe main comzexts in whick the commur-
ity ol practice concept originated and developed was in (he organisational learming
literatuze,

Lave and Wenger (1991) used the term ‘legitimate peripheral participation’ to charac-
terize the process by which people learn and become socialized into being a member of a
community. This precess is based on “miadic” group relations involving masters (or ‘old
tmers’), young masters (o ‘journeymen’], and apprentices (or ‘newcomers'). Apprentices
lean from watching and communicating with the master and other members of Lhe
COMIMUALLY, and start as peripheral members, participating initially in relatively siraight-
Frrward tasks. However, over time, as the apprentices become competent with these basic
skills, they gradually become introduced to more complex tasks, Legitimate peripheral
participation is thus the process by which newcemers to a community acquire the know-
leddge required to be a community member, through gradually increasing levels of purticip-
aifon in commurity ectvities, during which time they simultancously move from being
periphizead members of the community o become more central nd legilimate members of
1t Informal learning from other group members is a key element of Lhis process, or as
‘Irowler and Tumer (2002, 242) suggest, Teatning to become an organizational member is
far more a question of sadalization than of formal learming.'
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ILLUSTRATING THE ISSUES

Legitimate peripheral participation; naval quartarmasters

Hutchirs (1333 descrilbes tha pocsss ol lsarmirg end socia ization that aparentics naval quarter-
mastars undenga (his study is slso describac and analvsed by Fox 20001, Naval quartarmastars
ars responsinle for mairta ning & sontinuews oo of a shic's pesiton. Whils much o s work (s
relativey solitary, kay aspects (such as entering and leaving part) require a lzam of qusrte mas-
103 o work togetharn Lasrnirg 1o boa guartermester tygically takag ebout one vear, The preferred
wiay nal eslathished querermasters |ke 1o Ugin new onss is throdgh an ths ok leaming, Ower
the yas- that it taces to learn to be & quartermasten, newcamsrs begin by doing relatively rougnz
and straightforwarg 1asks (such as taking bearingz). Cncs such skils vave becn masiarsd,
gpprentices gradually bacoms allowed 10 e more complex tasks, such as inlegrating 2 the it
ferent rzadings togather, aos ivlenmelng the intormation. By tha end of the wvesl theyv will have
become morg sential, experznced, and astablished members of their communiny, and will ha in
i position totrain other new appromticas.

What iz the poleatizl for confler between the establizhed guartsrrmastars and the appronticss? 1s it
pozsible that the ezlablished quartermastars may feel reseniiul lovwerds and Uirsaisnsd by tha
apprentizes, whom 118y may regard as providing & potsntisl challengs to their stanus and suthority?
Further, can such lsnsions be managed and mininmized?

Communities of practice and the organizational knowledge base

The comrunities of Dractice Hrerature, bullding from insights developed using the practice-
biased perspective on knowledge (see Chapter 3), suggests that the knowledge base of
organirations can be conceptoalized as a ‘communily-of-comnunities’ (Brown and
Duguid 1991), or more paelically, a ‘conmstellaton of communities’ (Gherardi and
Micolini 2002; Waid 2001). Tlius, rather than the organizational knowledge base being a
coherent and unitary body of knowledge, it can more accurately he comceptualized as
Fragmeonted, being constituted oy a diverss tange of localized bodies of specialis) kuow-
ledge possessed by specilic commnumnities. While the knowledge base of these communities
is owarlapping and interdependent, with an element of common knowledge exisling
(Kegut and Zander 1992), much of the knowledgs contained within these arganizaliona.
communities is localized and specialized in nature, Laving limited rolevance beyvond i
specific context of application.

HMowever, the character and structure of organizational knowledge bases varies signific-
antly between crganiealions (sce oo example Empson 20010; Tam 1997, This is because,
as Brown and Duguid suggest (1998, 980, ‘the distdbution of xnowledsze in an nrganiza-
tien .8 a8 whole, reflectls the social division of labour” Thus the way 1n which work
activities are structured within orgamizatioes will affect the character of the organiza-
tional knowledge base. For example, compare the case of the pension com pany described
immediately below, where business unils are structured by praduct, 1o the example

COMMUNITIES QF FRACTICE

described in Chapler 3 (sze p. 35-4) whers husiness units were steuctured into geographic
regions. While the knowledge base in both cases is lragmented, the characler of the
Lnowledge hases reflects the different ways in which work Is structured.

8 ILLUSTRATING THE ISSUES :

Communitie

3 of practice and the structuring of work

Buziress n LE-Pension, one of the LIK's lzroest and mos: recegiizible pens ons companizs hed
iradit onally been structured around their twe main geducl areas, pensions and lile assurance,
‘hase divisinns wara run &8s separals husinesses, with eir own, distinet mensgement sts
nirse, siaft business sccesses, 11 systemns, and customner bases, Furthear thero had historicalhy
besn lille interaction betweer them. Communicstion only ocourred within the divisions, and
mever hetwean them, Thiz reaulted in the dove opment of two separate snd specizlized knowl-
acge communities, which only had knowledgs of their own custemers, [T systerns, and working
nrect CES:

Ore llusiation of e extent ol this was in the fact that 1hers was no sharing of cusomner
infarmaticn. Meiter division vad any ssraighi fnnward way of finding outwhathar any of ther cuz-
temars had business in the cihar division, and i wes inpossible for custorers with produets in
both divisione 10 gat a single, summarnizeg statenent of their lotal porttalia. Further Lhe auto-
nomy of these divisions was such that the evoluticr and develogrnent of their weeking practices,
e upggrading of thoir 1T systzms ete. was done ourehy on e hasls of intre-divisional considars-
s, Far ssarmpile, each division han its ow separate | T systems and working practices for using
‘e, These systems a1d working proceduiss wera 3o diferant thal administrative start i the
m=nsions divisicn would not have been abls to uss the 1T gvetams In the life sssuranze divdgion

without substantial training, end vicse versa.

Chapters 12-14 examinz the character of the know'edge base n three generic organ-
tzational contexts (virtual organizations, globzl mullnationals, atnd knowledge-intensive
organizazicns), which consider how 1hese affect and are affected hy organizational

Enowledge mamage nent lnitdatives,

Communities of practice and intra-community
knowledge processes

Almost universally, the communitizs of practice literature considers communities of prac-
tice 10 be advantageous for both individuals and viganizations, Thus they provide work-
ers with a sense of collective identity, and a social context in which they can effectively
develop and utilize Lheil knowledge, For erganizations, thoy cun provide a vital source of
inmovalion. The inowledge management literaiure, which has utilized che communities
of practive concepl, strongly argues that they can facilitate organizational knowledge
processes (Table 3.3). The rest of this section considers the potential benefits in termms of
knowledge processes that communities of practice can provide.
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Tahle 5.3, ¥rowisdosrelated tenefits of CaoPs

Eeneafits of CoPsin terms of Caze study examples

onrganizational knowladge processes

Undergir crganizalional innovatveness
(througgh tha crestian. development and
application of knowledge)

Arnidan 1938; Browi & Duguick 1937; Dounhery
2007 Lisd s 15534 Mitsure 1399; Wenger 1996,
Wenoar & Sryder 2000

Fzcilitate snowledge-sharing and supporn Bate & Hoberts 2002 Brown & Cuguid 1998,

and ancaumgs ind vidual and group lBaming OeFillippi & Arthur 1938; Gillelman & Konut 2003;
Hilaares iy at &l 30003; las 1934; | 2ve & Wengaer 1287,
IieDermiott 1992, Jazlin 1987 Ward 2000

Interms of knowledge processes, comeninities of practice have the potential to provide
henefils in twn hroad areas. Firstly, communities of praclice can underpin levels of oigan-
igativne] innovativeness througs supporting and encouraging the (reation, development,
and use of knowledge. Thus, Crr (19900 showed how the community of practice tiat
exisled amongsl ¥ewoa’s pliotucopy repair engineers allewead these workers o develop
their knowledge and understanding through solving problems that could not be cor-
rected by simply following the knowledge encoded in instruction manvals. Secondly, G
common knowledge possessed by members of a community of practics, commbined with
their sénse of collective identity, and s¥siem of shared values mesns they have the poten-
tial to Facilitate individual end group learning, and the sharing of knowledge wilhin the
COmmunity.

ING THE ISSUES

E{nnwledge shanng within a community of prar:tma

Hildrezk 1 gl, (2000) examined an interwacionally distributed sommanity of practice within tha 11
SUpport function of the research departrnent In 8 ‘major irtemational compery’. T gioup of 1T
suppart managers slodied, wh le being intemationally distributed (primanilyin the UK, sndthe USAL
had 2 nommen sense of pupess, o sharcd soense of denting, ard its own specs ist language and
termirotogy. VWhile tha main form of interaction belwesn group nembers inthe UK and Armerican
sites was through e-mail, voicemail, and 3 telephions bascdvideo liak, ke ledco vearly fece-to-facs
meeTings the groLp hed slso played a key olz. These face-to-Tacs mgsedngs, much moare than tie
slectrenicelly madiated interactions, helied i she development of a sense of cornmuni'y identity
and strengthancd tha InTemersed 2lkions benween commun ty membees. During the researsh
underlaken, the group were obseread, whils working onoa rollsberstive sazk, the developrent of 2
COMmmMcT @arning docurrert. Ths lesk, which invovsd communication and intaraciion batwaen
stat® in the UK and the USA, was mades possible by the sharsd sensa of dentity snd common
knowiladze thet these worksrs had, Further, the prosess ol producing the decument isseif helped
sustain ana reinforee tha senss of communily that sxisted beoween these workers,

COMMUMITIEZ OF FRACTICE

e —_—

// Cormmon Kmpd..nplngé Shared HR)

\ KROWILEDRGE Y, Val LIES |[DENTITY
B T = 3
_":IIII e 1 -
W /
A X
= I"'n' T-JIL’
Eresan ¢ I 5 e e
. e T
//:-"-.Ilc:-'m under&ta.'lclnh reatas socal
I af values and ' conditions J
dseuriplions which / \\ conducive o Fy
\\"""\-\Ii: _dfrfin knc‘.'.'le_d EE-” H_HEIE""'IE{HE_Shfr_iI_ '-}_,_,-f’ﬁ

EFFECTIVE KNOWLEDGE PROCESSES
= Sharing:
= Creation
= Ufifization

Fig. 5.1. How communities of practice underpin knowledae processss

Heowy important is Tace-to-izce contact in nelping to sustain commmunities of practice? |s it aazsibia Tor
camrunitias to develon snd survee wthows a9y face-tofaee conssot a1 2l between membors?

The advantages of communilies of practice in cnabling such knowledge provesses are
closely related to the elements that members of a community share. As outlined carlier,
members aof a community of practice, not onty have a stock of commen Kknowledge, but
also have a shared sense of identity, and some overlappirg, cornonon vahlaes. The simul-
tanecus existence of these clements enables knowledge processes, as they simplily the
comraunicalion ol knowledge (hat is inheeently sticky: acil snowledge, This is for two
reasons, Frstly, the exdstence of these three clements make sppreciating the taken-for-
granted assumpricns, and values which underpin tacit knowledge easier to understand,
Seoondly, the existence of tese elements is lkely to produce and sastain trust-based rola-
thons, creating social conditions thal aze contdwcive Lo knowledge-sharing (see Fipure 5.1).

Managing communities of practice
In discissing the topic of how toexplicitly manage communities of practice, the diffical-

ey, vantradictions, and risks of alteopding o) do this reguire o be Dighlighred, The
contradictions and difficulties related to menaging communities of practice stem from
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their fundamentally infonmal, emergent, and somewhut ad Eoc nature (see Table »1).
These characteristics mean that communites of practice are not ezsily amenabla to top-
down remtrol. Communities of practice are autonomos, self-managing systems, which
can waist and Tourish without the need for any senior management suppaort (Baurnard
1999, Managerial attempts to controsl and influence communitics of prachoe may these-
fore comflict with a conununity's systemn of sell-management. Thus, the risk, in attempting
o explicitly manage communities of practice is that such attempls may infact have adverse
effects on the community, and the very knowladge processes thet such etorts are intended
to support and develop. For exarmple, one spedific risk may be that atternpts to formalize a
commmmunity may introduce rigidities which inhibit 1ts fnnovativeness ar adapability,

Huwever, despite these difficulties and potential problems, more and mare Organiza-
fians are attempting to develop and support communities of praclice as part of theic
knowledge management initiatives. This section considers the wiavs in which (his can he
donz. Due to the narrow focus of this chapter, anly issuss related to managing and sup-
portng individual communites and intracomrmunity knowledse processes are exam-
inzd. The managerial implcations of roordinating intelcommunity relations and
knowledge processes are discussed separately, in Cheapter f.

In general terms, the knowledge management literatire advocates two main ways in
which communities of practice could, or shiould be mgnaged. Firstly, it is argued that their
management should be done with a ‘light rouch’. Secondly, all management interveri-
rinns should reinforce the essential attributes of communities that make them 50 effective
al [avilitating knowledge processes.

Twa acvocates of the light touch' approach to mEnaging communilies of practice arc
MeDermott (1999), and Ward (2000). Thus, Mcellermott sugaests that orgenizations
should, ‘develop nastural knowledge fommunities without forma lizing them' (1100
Ward, utliring a garder; metanhon, urgues that communities of practice require to be,
‘tencded and nurtured rather than commanded and controlled’ (), The gardening
metaphor, suggesting the communities of practice lave urgante gualittes and ase contin-
ually adapting and evolving, usefully capturss the informal and emergent 2spect of comi-
munities of practice, However, the limitation of this managerial advice is that it is
sumewhat vague and lacking in detzil. Thus, the analvses that advocate such an approach
typically fail to provide specific details on what the light touch’ management appraach
laaks like, or consisls of.

Muore concrete is the second type of advice, to reinforce the best sttributes of commun-
ities of practice. This advice covers & runge of 13sucs inchiding:

® Emphasize practice-based, peer-supported learning methods rather than formalized,
classrocm-based methods as this reinforces the exisling ways that communities learn
andl share knowledge (Brow und Duguid 1891; Stamps LN,

* Avold privileging formal objectificd knowiedae, as this leads w a neglect of the non-
canonical’ tacit, practice-based knowledge developed by communities (Brown and
Dugaid 199717,

* Due to the significant length of time required for communities of practive to develop
(1o allow the creation of a commaon Pespective, and a stock of conunon knowledge, ax

COMMUMITIES OF PRACTICE

well a5 2 sense of collective identity) continuity is important (Baumard 1999), Overly
discontinuous social relations are thus likely o hamper their develnprment.

* Find, nurture, and support cxisting communities (McDe muil 190, MoTlermott
suggesls that the hest way to do this is reinforce each communities svstems of self-
management, lor cxample strengthening their existing mechanisms for sodal inteiac-
tion, end providing them wirth adequate sutomomy to allow them o decide and control
hoth what knowlecge is important, as well as how it should he organized and shared.

Therefore, a signifizant ameunt of adviee exists on how communities of praciice can
hest be supported. However, ironically, much of this advice suggests thal the best way la
manage commuonities is to previde them the aulonomy to manage themselves.

Stop.and think

Inpaur work sxperionce, what has managament aTUdes 1o cormmimities of practios heen? Ware
they aweans of thern P Wers they hostile <o tham? Wars they given culonormy 1o be sal- maraging O
whErs atle mipls mada o faclitale and manage therm ? Fuths, did these amiudes and behaviours
[acililziiyg or inhibit the apersticn of these commun besd

Disadvantages of communities of practice for
knowledge processes

Asoutlined earlies, much of the commumities of practice literature presents eommunities
in A very posilive light, suggesting that in relation 1o snowledge processes they are largely
orexchusively beneficial for organizations, However, the limitation of this idealistic char-
aclerization of communities is that it creases a blindness to the range ol polenlial wavs in
which they may inhibit organizaticnal knowledge processes. Thus, whilc communiries of
oractice may facilitate processzs of knowledge-shating, they also have the potential to
tnhibil them. Arguably much of the communities Fteratuee has thus provided a some-
what one-sided, and vnhalanced ana’ysis of communities of praclice, To avoid the same
problem it is nocessary Lo consider the potennial dark side of commurnities of practice.
Two specific issues are examined here: first, how power and conflict can shape the inter-
nal dynamics of communites; and secondly, the way corunites may develop Thlinkeors!
which can Inhibit innovarions and intercommunicy interaction. The issue af knowled ge
‘hoarding’ within a community is discussed in Chapter 6, as this is related (o inlercormmuin-
Iy relaticns. The issues considered hepe rolate Trimariy to intracommunity dynamics.

Power, conflict, and the internal dynamics of communities

Aswill peseen in Chapter 7, one of (he masor oriticisms of the majority of the mainsieeam
knowledge managemen! literature is the neglect of fssues of power and conflict, The
communities of practice literature 's ne exception o (his, and thus, genczally, issues of
pawer and conflict within communities are either typically downplayed or ignored . In
Sltuaied Learning (1991) Tave and Wenger, as will be seen helow, do discuss (ese issues,



SOCIAL AND CULTURAL IS5UES

But their appeal for future 2nalyses to take greater account of, ‘unequal relations of power!
142) within comimunities has typically been neglected by subsequent writers (the most
notable exception being Fox 2000), Further, these issues have also been downplayed in
some of their own later work, such as Wenger (1598), where, as Fox makes clear, issucs of
power and conflict are largely relegated to foolotes, Further, while Wenger 1 al, (2002)
devore a whale chaprer to the 'downside of communitics’ {ssues nf power are ignored.

Iimdamentally, communities of practice have inherent tensions built Into them which
wiisvoiably 1esults in them possessing a7, ‘unequal distribction of power! (Tave and
Wenger 1991, 423, and where whar Fox (20000 described as ‘power conflicls’ ao likely: The
uneven distrilulion of power results from the, by definition, greater amount of comumun-
7y knnowledze masters have compared to neweomers, Thus while communities of practice
donot have o formal hierarchical structure, (his does not mean Lhat all members of the
community are equal. This uneven distribution of knowledge creates potential conflics in
processes of legitimale peripherel participation, Fur exam pie, Lave and Wenger (1991, 37)
acgue that, ‘“There is & [undemernlal contradiction in the meaning o newcnmers and ald-
dmers of increasing participation by the former: fur the centripetal development af full
[Rricipants . .. implies the replacement of old trers.”

Legitimate periphersl participation thus requites the ‘eld-Limers' helping o dewclop
the knowledge of the ‘newcomess! who will, over llme, take their place. Further, the con-
tradictions inherent in such a process ars lundamental, snd unaveidable (sec Lave and
Wenger, 1991, 113-17), Another source of conflict wilhin communizies of practics relates
to the ‘contradiciory natire of collective social practice’ {Lave and Wenger 1991, 58). This
contradiction relates Lo the fact Lhai while the mermbers of 4 COMIULitY work together
collectively and cooperate, they are also sanultaneonsly, fo some extent, competing with
2zch other inside their organizations, for exdlmnile for promaoiion opporlunitias,

The power conilicts that are an inherent aspect of communities lake on areater impaort-
ance wher communities are faced with chamgz, which, over lime they Incvitzbly do.
Change (fat requlees & community’s practices/knowledge to adapt, threatens the starus U
(the reproduction of existing knowledge/practices), and can have contradiclory implica-
tions for different menbers of a comrmumity of practice (Fox 2000, Thus old-dmers mav see
such charge as 3 threat to Lheir status, prvwer and knowledge, whereas other members of a
CaMImInity may see il as an opportucity w develop and increase taclr own power, know-
ledge, and status. These insights have two imalications with regard to how cammumnities of
praclice respond to change, which are oh neglected by the mainstream literature, Firstly,
comumunities of practice aze as llelv to resist as suppivl chiange, and secondly, it can't be
assumed that all the members of 2 comm unity will respond in the same way to chianges,

¢ community rasisting culture change

Braw ard Hemingwsy (2092 studied 3 lerge Furcnean soientific rasseroh oroarization, Alphe,
whizh had recently been privatized, Falicening 1his privallzation the seientists hed been mighly
resistant {o the ntroduction of & new, cormmercially focused business culture. The sciantists in

COMPMUNITIES OF FRACT C2

Alpha constitutad a community of graclive as they had tha thres constituent elerments of 4 corr-
munily Fratly, there wis a shared, comman practice (cond uting "hlus sky' rescarch in specialist
disziplinay teams). Sscondly, the scienlists Fad s LUTHTION 56T oF valles & belisTin the valye of
soientiiic rzsearch grivae by scientific inquiry and the acdvancemeant af snawledos) Finally the sci
enlists in Alpha zleo had 2 collootive sanse of identity das haing piulessional SUEmtiats whoware
e s of both & local and glabal research COMITEUNityl.

I resismance by the scisntizts ir Aloha had a number 5f sources. Cire facion was the perticu
archarge imolementalion srEtedy sdopted lintroducing large-scale chaios rapidi i anly lir-
ted consultztion). Howewvar, 2 large a1 of the scizntists’ rasistance siermmed fram the faul L
hey inferpretod the values of 792 now RCONORIC CUlture 1purswing research driven by BCONCriG
doals) as being antithedcal 10 the valuas of thair research camrmunity. Furchern the scientists
refused to oiangs their valuss, and wars able i yuite effaciivery resist tie changss Thiough a
range o srategies ncluding continu ngta pursue work deiven by srirrtfic values, resruting now
ariantists it ways which pempotustad the existing culiue, and gevelping indspendent ard infar-
migl natworks far the iesoure ng of resesnch projects,

Stop and think

Gillelman na Knqut 2003 identfisd simitar lensicns v ha Uritsd Siales Dictactnalogy
induztry, betwesn praducing kel Tor soientif o purposas @nc knowledge for eoonomic
gain. Dows this mean (st thera ars neviteble and wnavoidzble tensions beivesen the
camimerciaizaiion ot knowladge S ot and the develaprant of knowdedge for mars abstract,
stiontific pumosas?

Blinkered and inward-looking communitiss

While the cnllective sense of identity and values that cxist belween members of a com-
IRty can create 3 bond that may facil tate the development of trust, and knowledge.
sharirg, there are poteniial negallve consequences if such bonds are oo stromg, For
example, where too sliony 4 sense of community identity exists this may provide 2 has's
for exclusion, where those not part of the ‘community’ are ignored, and their knowledge
not considered Lo be recevant or importacst to the community [Alvesson 2000 Baumard
1999}, This can cavse communities o hacnme inward-lcoking, and unrecrptive to ideas
generated outside the commumity, I sach clrewms-ances a fommunities’ search
processes may e limited ralhor than extensive, with conseguent negative implications
for the communities’ innovativeness (Leonard and Sensiper 1998}, Ses, for example, the
Atarbuck and Miliiken (1998) example of the Challenger Space Shuttle disaster, cutlined
carlier {p. 33

auch communities mMay not only neglect extermnal ideas, bul also people, Communities
with a strang sense of identity may become exclusive clubs or ‘cligues’ (Wenger et al,
2002), where membership is lightdy controlled, and the facturs that definz a community’s
identity ased 1o exclude entry to others. Just 35 with the neglect of external idess, such
practices can result in communities becoiing poor at absorbing new, external kaowiedge
and ideas,
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Stop and think

Have youwinked 85 Tar ot atoam, or cormrrunity whers thers has baon a hos(lity or blincnezs to
ideas gereraiad ouside of it IF so, did <his hawve ary effect on group or aroanizational performence 7

Conclusion

Communities of Practice have been defined as infarmal groups that have some work
detivities In commorn, As a consequence, these Communities develop: (1) a shared body of
counrnon knowledge; (2) a shared of collective identity; and {33 some overlapping values.

The mainstream knowledge management lterature portrays communities of praclice
as being ellective vehiclas for knowledge-sharing and knowledge creation. Crimsequently,
the existence of effectively cperating communities of waclice is lypically argued to
undemin indivicual and organizationallevel learning processes, as well a5 supporting
high lewels of organizational innovativeness. The effectiveness of communitics of prac-
e i this respect is because:

» Theexisience of common knowledge and a shared system of values makes sharing tacit
krowledge easier, as geoup members have insights into the implicit assumptions and
values embedded in cacly others knowladge,

* The shared kewledge, values, and identiiy whicks exist alse facilitate (he development
and maintenance of trust-based relations, which, as outlined in Chapter 4, create sacial
conditions conducive to knowledge-shzaiing,

Towever, the chapler also concluded thiat the mainstream Hieraliw on commmunities of
practice porteays an ovecly ootimistic image ol them. To understand why communities of
praclice have the potential to Inhibit as much as facilitate knowledge processes, account
needs to be taken af fssues ol power and conflict within communities, as well &s the way
that too strong a senss of community identity may inhibit intercommunity processes of
knowlzdge-sharing. This final conclusion points towards the dynzmics of intercommun-
ity interaction, which isthe Inpic Ceslt with in Chapter 6.

REVIEW QUESTIONS

1 Ifyouare. o have been a member of a commuiity of oractioe, how wars you sooiglized?
Howr did yeur devalos the snowledes, values, and idenlity hal chaiscteize mambership? Thc
your sacalization closely resemble the process of lagitimate peripheral partizipat an
descrbed by Lave and Wengsr?

2 How relevant ard acourisis 5 the community of communites” metaphor “or describirg the
snowladgse bese 07 49y organizations you have warkes in? Does this dowplay the amount
of cormmien knowlsdae whish is typicellv shared Ly werkens in business crganizetions?

3 Based onany ormanizatior sl expericnes vou have had what effect heve communitizg of
practice hat on ergsnizational knowledge procasses? lHave they been laraaly i puraly
pasitive and benef cial? Has there been any ragative aspects to tham such s snowiedos
hioarding, or a7 urwil ingnass 1o accopt ideas from ol side the community?

CoOMMUNTIES OF PRACTICE

FURTHER READING

s . Laye and O Wenger 11397], Svosiled Learning: Legitimsre Periphecal Farmlsiparion. Camioridge:
Carmbridga Unive sy Press
A aharr and highly ccoossible introdustion 1o the soncapts of aitusted lesrning, communitias af
practioe, and legivmate penpieal pa ioos oy

w ) Brown and B Duguig 179371, 'Orgarization Learming and Communities of Fractice: Towards a
Linitied Vigwe o Waorking, Learira s Innovation’, Crgenzation Soierive, 201 40-057.
Apnlios the sommusity of fractios concept 1 work (rgamzations, end discusses the nature of

orarERnang kearing,

w8 Eow (20000 Practice, Foucault and ActorMetwnrk Thaone, Sooris! of fdanagamani Siudics,
3708, 85368,
Coneing & good dissussion of vy powss and conflicn nesd o be acosuniled for when considann
eI RS of practioe



Intercommunity, boundary-spanning
knowledge processes

Intraeduction

This chapter is premissed on the idea that knowledge processcs within and belween
communities of praclice are quite different and distinctive. This is pei marily because
while members of a communily of practice have much commmon knowledge and a strong
shinred sense of identity, peopls who are not members of the same community typically
do not. While Chapter 5 examined Lhe characteristics of intracommunity knowlxdge
processes, the focus of this chapter is exclus ively om intercompumity knowledge
processes. Further, this chapter will show thal infercommutlity knowledge processes
are typically more cornplex and difficult o maks suceessful. Why this is the case will be
fully explored as the chapler progresses.

Trtercommunity knowledge processes encapsulale an enonnous variety of contexts
and can involve knowledse processes which span community, occupational, organizd-
Honal, functional, nationzl, or project boundaries. This chapter builds om issues raised In
Cliapler 3, such as the nature of the organizational knowledge base, and is primarily
founded in a practice-based perspective on knowledge. This will become apparent as (e
chapter progresses, as varous terms and concaps are ireintroduerd.

The chapter begins in the following section by considering why i ntercommunity
knowledge processes are o important. A'ter this, the main section of the chapter exani-
ines the character of intercommunity kuowledge processes, and presents a nurnber of
examples to illustrate 1he points made, Finally, the chepter closes by considering the way
that inlercommunity knowledge provisses can e facilitated and managed.

The significance of intercommunity knowledge processes

Consider the following situations:

e A joint technology developmen| project invelving close collaboration hetween UK and
Japaniese eleclionics corpanics Lam 19497
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e The consolidation of the knowledge hase in some socounting and consuliancy
cennpraries Dollowing wergers and accuisitions (Empson 2001).

= Collaboration between Indigenous Maorl groups with the New Fealand government in
nesotiation over land Leeaties iPaulzen and Yoore 20015,

Altempts by project-based cormpanies mvolved in the design of complex products to
share knowledge between projects (Prencipe and Tell 2001 ).

A farge-scale interuniversily rescanch project volving staff from three UK universities
whose disciplinary backgrounds ecncompess engineeriag, operatlon managemenl,
organizational behaviour, and marketing Mewell and Swan 2000,

Imterorganizational product development efforts in the biotechnology sector | Powell
atal, 1996),

Cross-occupational collaboration that ccours as parl of Lhe concurront engineering
work al a semiconductor equipmnent factory in the U5A (Bechlor 2003),

Al thess situations, while being diverse in character, have one thing in common:
they invelve the shatdng, or joint wtlization end development of knowledge among
people who doe not typically work fogether, and who have substantially different
krowledge Dases, One of the neasons why examining the dynamics of intercommneanity
knowledge processes is so important is that the tvpe of working praclices ouflined in
Lthese exanmiples i secamiog more aod more common, Thos evidence suggests that the use
of project-based working methods znd the utilization of interpessonal and inlerorganiza-
donil networks kas become widespread [for example, see Castells 15%6; Cravens et al.
1996; Davies and Brady 2000; Powell 19907, For example, all theee of the organizational
cemtexts cxamined later, in Chaptess 12-14, Le, knowledge-intensive firms, global multi-
ngtionaly, and networkvirtecal organizations, invalve the ulilization of intercommuanity
knowledge processes.

Another factor that signals the importance of intercommunity znowledge processes is
the growing acknowledgement that the knowlecge bases of all organizatons arse to some
extent fragmented into separale, specialized knowledge communities. As putlined in
Chapter 3, this led Brown and Dugaid (1991, 533), to refer to organizaticas as belng
comparasle w a ‘conmmnunity-of-communities’. Thus, the knowledge base of 211 organiza-
fions can be considered as being mads ap from a diversity of localizred communities
which hawvz some ovardapping knowledge in commmorn, but which zlso nossess much
specialized and spedific knowledge. As this perspective is close'y assnciated with the practice-
pased perspeclve on knowledge, (he specialized amd Tocaliced  pature of much
orFanizational knowledge 1s related to the particalar Zasks and activities that different
aroups of workers undertaze

From this perspective, one of the gereial tasks of managorient is to coordinate thase
divesse internal cormmmunities, integrating, diffusing, and combining fragmented inleinal
anowledge as necessary (Blackler et al. 2000; Brown and Duguid 2000; Grant 1996;
Isoukas L826). Thus, if the knowlecge hase of all organizations is constituted by a diverse
rollection of specialized keowledze comumunitics, managing intercommurnity knowledge
processes will be g day fo day activity for most organizalions.

GOUENDARY-SFANNING KNSWLEDGE PROCESSES

5 the lovel of fregmientation in anorgenizaton's snowledge base likeby 7o 2a prapamonal 1o
organizaticngl siead Furtier, (s, m Fw dilfioulies of tianaging =aot e Tegmenled snowledye bose
likcely Lo be greatesi Torlarge, global multineticnals?

Thus, the Importance of intercommuinity knowledge processes stems both from the fact
that the contemporary restructuring of crganizafions is placing a grealor emphasis on
intercammunity and interorganizational working than has been traditional, and also
secause intra-organ:zational coordination can be conceptualized as invelving intercom
munity interaction.

Characterizing intercommunity knowledge processes

Imrercormmunity knowledge nrocesses invalve colleboration between individuals whe are
likely tw have a limited amount Enowledge I cemmorn, and who may have a Timited, o
weak sense of shared identity. As will be seen, in temms of knowledge orocesses, fhe
consequences of this are significant.

As illustrated by Figure 5.1 In the previcus chaples, koowledze processes within
communites of practice are facilitated by the high degree of cormmog knowledge, ovier-
‘apping values, and shamed sense of identity that community mambers typically possess.
This is becanse in such croomstances it is lkely that the facit assumplions underpinning
people’s knowledge, which are key to effective knowledge-sharng, are likely Lo be well
andlerstood, or commanly shared. Also, the level of trust and mutal understanding
netween people in this coniext is also likely Lo be conducive to effective knowledge-
sharing. Hantsen (199%9), in the context of product innevation and dovolopment
processes, argues that effective wnowledge-shanng requices two key elements to cxist
(lable 6.1), First, people must be willing to share their knowledge, and secondly, people
must have the ability to share knowledge, Both these elements typically eadst wilin com-
muanities of practice as due Ly the shared knowledge and values, there is enough mutial
understanding .o make the sharing of knowledge possible, while the sense of shared fden-
tity and va.ues makes it probable that peopls will be willing, to share their knoweledge.

Howewer, in intercommunity knowledge processes the situation is semewhat different
isee Table 623 In thess circomstances people will have much less saared, common
knowledze, they may only bave o weak seose of sloeed idenlily, o may even have
distinel ve and separate idertities, and, finally, may have fandamentally different value

Table 6.1. Faciors undarzinning cifoctive knewlodgo-sharing
(edaptac from | lansen 15390

Willingnoss

Ability (adzgazte mutual enderstanding)
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Table 6.2, =actors rraking intgroomimunity snowladoe
pocesses difficuls

Liriad corrmon knowledoo
Wwezok shared identity or different sense ot idendty

Veluosfastumptions potentially diffarert

systems. Thus, the social reletions hetwesn peaple who are not members of the same
group/community are much less conducive Lo offective knowledgesharing. For example,
Hansen (1999} found that when wesk ties exisied bebween people this was likely to
impede the transter of complex knowledge (knowledge which was highly tacit, and
which had a high level of interdependence with other knowledaze).

I'he [ollowing two sabseclions consider how the lack of a shared identily, and/or a
limited degroe o commaon knowledge can inhibil knowledge processes, illustrating the
issues examined with examples.

Identity

People [romn different groups or communities whe work together may have silfer o weak
sense of cornmon identity, or may have distinctive and separate idenlities, For example,
consider the situation described by Lam (1997), outlined above, and elaborated more
tully later. Tn the clectronics corporation examined, the Japanese and UK stafl who
required to collaborate had a weak sense of shared idertity as being members of the seme
organization. Inslead, huir icentity was more closely linked (o the divisions they had
historically worked within. Mare negatively, Empson (2001) found post-meeger atternpts
at consolidating the organizational knowledge base in one of the corsulling companies
she examined to have been significanily inhibited by the strength of identity that staff
retained for their pre merger organizations, end the typically disdainful view (hat they
had regarding the knowledge and experience of workers in the company they had been
mergad with.

This potentially weak sensz ol common identity arguably complicates knowledge
processes throvgh the polantial for conflict this creates, as peaple with differing senses of
idertity may percetve differences of interest Lo exist between hemselves and athers, The
issue of conflicting interests, and how this can inhibit knowledge-sharing was touched on
earlier in Chapter 4 and is exarninud again more fully in Chapter 7.

f ILLUSTRATING THE ISSUES

Globalbank: conflicting identities inhibiting knowladge-sharing

Glabalbank 15 & Dutch nank iat grew sogressively oy scouisition, By the stz 1980= it 4ad
divisions in aver 70 countries warldwicds. At the point coiperate management docided # was
NECESEAn 10 Imorove levels of coordingbion and kricwledge-sharing botwean divsions. & zey
alerrent of this stategy was the developrent of & global intranal, a orejest develoned and

BOUMDARY SPANKNING KMOWLEDGE PROCESSES

managed by corporate 1T steff, However, Glickalbank had a strong histancal culture of dvisionz!
auronomy, with divisiors having teoically opersied complaialy ndependantly from esch other
[huseach division had controlled how it wies crganized, with the consenuance that each division
ha its owr working practices, [T systoms. wle Foe sxamols, weoh division bad s oweein ene|
site, with s ower soscilic sivie. level of functiorslity, eto.

Staff thus typicaly had & strong s=nze of identity with their divizion, and possessed saecielist
knowledge related To their division's particular customens, products, market cordiions, atd inter-
nal ways of working, The global ntranet project expenences aignifizant probloms howesver, os
Mmaragement star trom most avisicns were nostile 1o the idez, primarily bacadae they poeroaived
the objectives of the project to be incompatible with feir desire o relain divsional 2ulanoms.
Ihus ong of the main oheBcles 1o The project's progress was the stronger sense of idertity that
key divisional management steff typicelly had for $air specitic dvision ratar than the corpomie

Oroun @s a wiale,

Stop and thinl

What can be dong to oveicome the narmew 2enss of divisional icentily that izl had, which weas
acting &3 8 braks on he prograss o the gloos intranet project?

Knowledge

The difficulties of knowledge-sharing between communities are however related to more
than just the sense of identities that individuals possess. Anolher, equally imporiani
factor complicating such processes, outlined abowe, is the nalure of the knowledse pos-
sessed by people in these situstions. These difficulties stem from three interzelated factors
[lable 5.3). Firstly, tne degree of common knowledge shared Oy pecple may e quite lim-
ited, with different people possessing specialist knowledge related to the specific activities
they cach undertake, Secondly, the Enowledge possessed by people may also be “sticky!
arud difficnlt to share as it may be context-specific, tacit, and highly localized in nature
(Boown arnd Duguid 1798; Lan 12370, Thidly, aod Oreally, there may De significant epi-
strmnological differences in the knowledye people possess (e, their knowledge is hased on
differenl underpincing assumplicons and values). Thus, for exaniple, Mewell and Swan
(2000) found that the ditficulty of knowledge-sharing between different enembers of the
rescerch project they cxamined were telated to epistemological differences in their
knowledge, which stemmed from the different disciplinary harkarounds rthey came Tram,

Table 6.3. Fnowlcdge-roiated fastors advarsaly affecting
intercommunity knowledds processes

Lirmitsd amount of commion knoeeeladge

Enowdedge poesessad by poople s "sticky’ and difficult to shase
(highly tacit and cortest-spactic)

Faistermie difarances

Ipzoole’s knowledge basec on differsnt assumptions, valuos)
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ILLUSTRATING THE ISSUES

The difficulties of sharing socially embedded knowladge

Larn (15097) sxamined a joint technelogy develesman) betwsen a Japanase and a LY elecimaics
comoeny. Whils the ompaniss were compatitars tie Japanese company fad & rrajarity share-
holding inthe UK commpany. Hoveevar, this collisbarative re atonshio proved pnoilemetic, with s1aff
frequantly relerng to, ‘mroslemns of poor communication, misintemetstion of apecilications;
anrt tha clash betwesn sheir approaches @ product cevelepmant', with these oiff cultiss belng
gy attributsd o, ‘difterences in e organzation of cnowledge and wok between the fir-
nertrms’ 1385). Lam rennd tha knowledoa of all relevant statff 1o be desply 2mboddad in ts sccial
anc organizaticnal cunlsxl, and that further, the knowiedga base ano organizetional contest of tot
divisiors wars sigrificantly iffarent. Whilz in tha UK rompany there was an ermphasis on form-
alized krenwdaoge, developed through edacation, i the Japansse CGOMMIPEny T2Cit knowd 2oge acou-
mulsled trough experience was mara irmportant. Seconaly, in the UK compary thame was s caar
demarcatior of job beundarics, Imited use of job retetior, snd & tendeny for people to devvalap
MaErcly spacaizon cnowlecge bases. In the Japaness comaany by contrast due to the emohasiz
ontesrm-working the dermarcation betwean jabs was blurresd, and dus to the uss of iob noiation,
seoples knowledoe tases wara typically broed. Firally, there were also signrificart differences in
the way knowledgs was w13 ad anc developed thrioughout the producs oycle. o the LK division,
product dasign, and «hig cevelopment of detzilsd saecificetions was princinally the domain of
design stafl | the Jsparsss compeny by contsas) preduction ane dezign stzff both had an
irmpo-tant raig i the developiment of product specificalions, with this inleracome’ vy of working
fequining & signifizant level of ‘krowledas-sharng batwasn upsiream aad dowaslresm ste 1980,
These diffeiances therefers made the process ul knowisrge-saaring, and [oint mehnology
developmant extemely complicaec.

“his suggests that the sharing of wrowledge betwoor prone with cuttures whoh ars quite differant
i5 likshy o be difficdll. Fram & managermaant poins of visw, vwhat can be dofe to sddress sich
orotlers?

Thzissue of epistemological ditlercnces is worth elaborating on, as such differences can
have a profound effect on attempts to shate or collectively utilize krpwledge, Browr and
Dugiid (2001, 207) argue that while the advantage of communities of practice is that
COMIMON ., . practice . creales sociglepistemic honds!, conversel ¥, ‘|lplecple with
differert practices have dilTeienl assurnpriens, diffewcnt outlooks, differcnt interpretations
ol the world arourd theny, and differeal ways of mzking sense of their encounters, Thus,
people from different communizies of practice, o1 work groups, may 0ot cnly have
limited amounts of commen, shared knowledse, but the knowled oo they possess may be
bascd on a fundamentally different systemn of values 2nd assurmptions.

Such issues may arise in multidisciplinary waork (Newell and Swan 20000, where staff [rom
different organizational subunits require to collaborate (Hansen | G905, in international
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collaborations invelving people with siprificantly different cultures working together
{Fauleen and Yoong 2001, where people Trom different occupational communities reguire
to shiare kmowledge (Rechiy 20030, or where different organizacdonal funclions renuine to
collaborate (see France-co example below), The complesity of knowledge-sharing in such
circumslances stems from the fact that epistemological differences hetween people or
groups can inhibit the development of even o fundamental understanding of the basic pre-
risses, and valoes that the knowledge of others s based on. For example, the foeling of "oul-
ture ¢lash” that peaple can experdence when visiling a countrey with very different cultural
values sterns from difficuliics in underslanding (e basic values underlying ‘other’ culiures.
Mewell and Swan {20000 suggest that the greater the epistemoelogical difference bebwesn
collaboraling parties, the less chance “here is that such collaborations will be successtul, and
the more likely thas they will s be able to effectively intograse theie different poespect ives
and knoawledge bases.

ILLUSTRATING THE ISSUES

France-Co: epistemic differences in cross-functional collaboration

Francs-Co sreduces spacialiet componanis for miltary and civil aircra™, As part of the company's
altermnpts to infrocuce e managemant practices folowing the end of the Cold Wer it caecidad
w implenent a1 Enterprise Fesource Planring (FRPI sysiem, which wseas infeaded o improva
levels of interfunctional knowledos-sharing. This project repressned snenonmmoaos chdllerngs
far Frenca-Do, as own of Tne most impartant functiong Tor This projecs, sales &nd production, had
histaricaly shared e infoomation, These Tuocienal groops posssssec oin onn spocalisl
hodies of kvowlagge and etaff tyoicel v had & stong sense of identity for the fuaction they worked
in. Murihar, the kneededge possessed by stalf in these groups was hichly tacit, and was typicely
adeveloped througn practics, over limes, Finally, relsions betwssn thase fungloa communitias
nad histerically been antagonistic.

A5 France-Co's ERP project cevelopad it became apparent that the Eck of xnowlodge-shanng
boTwoaon those commurities was proving detimentzl to the project. Thos, izl atlempls o
implement the new systern proved disastrous end had o be stoppead. The main regscn for s
faiture was thal siall in hoth the sales aqd production functions wara not sharing the tyvpe of
knowledgs anc infarmation thae was nacessay To e sucusss ol e ojsal, Whils i
raluctance o shase knowlodoo was parthy related to the historical antagonism hetwesn these
functions, i wiss also related to ke specialized naiure of the knowledge they each possessed.
This, combined with the exiznsve laek of inleracion thal nag been typical, meant that they nad 2
vory poor undorstonding of how cach othor warked, orwhat thei- corst-aints and requirements
were, Thus, even whan staff frorm these comrruniios were willing to share knowledge with each
other, effestivey daing so proved diffizu s, as esch had an scdrermsly limitsd understanding of
what knowledgz was relevant, importens, or userdl wothe other,

When such significant epistemoiogical ditferences exist it 5 necessary for thie partics
invalved to develop an improved level of mutual understanding belore any krowledge
can be effectively shared, or collectively utilized (3echky 20030, From o practice-bassd



SOCIAL AMD CUITURAL |SSUES

perspective, developing such an understanding inveolves the sort of perspective naking
and taking processes outlined in Chapter 3. While tae practice-hased porspective on
knowledge assumes thal processes of perspective making and Laking are necessary fon
the sharing and communication of knowledge in ol circumstances, the lack of comimon
knowledge in intercommunity eortexts raises the Importance of such processes, These
perspective making and taking processes do not result in the integration of the different
krawledge bases into a coherent whole, but shovld instead involve a process of dizlogue,
where ‘each compiunity maintains (Ls own voice while listening to the voice of the other’
itsherardi and Nicolini 2002, 421), Thus, perspective making and taking occurs through
A provess of talking, llsteaing, scknowledging, and being tolerant to any differences
identified.

lneenclusiv, intzrecommunity kaowledge processes are inhibited by ke differencesin
Lhe knowledge nossessed by the peop e invalved in suca processes. In general Lermis, the
greater the degree of common knewledge thet exists, the more straighttorsard know-
ledge processes are likely o be. Further, the character of knowledge processes in such
circumstances are also aflected by the degree of epistemnologmical é1fference in the ASSLITIP-
duns and valucs underpinning the knowledge hases involved, with a high level of 2pi-
stemolagical difference likely to significantly increase the diffienlty and complexity of
sech knowledge processes,

Identity, knowledge, trust, and social relations

One ol the majer conclusions to emerge from the previous section was (hal whire the
comunon knowledge base is limited, or where people have a imiled sense of shared iden-
tity this means “hat the social relationship between parties is unlikely o e st ru, drid
that the foundalions for the sxistence of trust are relatively weak. Thus in such circam-
slances not only is the existence of streng tust nnlikely, but the development of Lust will
typically be complicated end ditficull. Fundamentally, the level of trust and mutual
understanding between pecple who do not normally work together and who are mol
members of the same work group or commanity ol practice is likely to inhibit the sharing
and collective utilization of knowledge, as was discussed in Chapter 4,

The importance of trust in these soclal contexts, combined with <he complexity of the
concept of trust, means that it is worth elaborating more or the lopic. Analyses of Lrust
shiow il to be a theoretically complex concept which has multiple dimensions (Lang 1998;
Mewell and Swaz 2000; Zucher 1996). Thus, most analyses of frust outline 2 number of
dittereni Iy pes of trust (see Table &,4). Further, this work shows that these types of trast
are distinctive in character, are developed in quite diferent ways, and have a com plex,
mutually interdependent relationship,

The limited basis for trust which exists in inlergroup contexts, and particuiary for
newly formed intercommunity project groups can be seen from any of the three typolo-
gies of trust described. Thus the nature of the social relationship between pzople in a
rewly lormed intercommunity work context pedudes the existence of what Zucker
(1998) referred to as process-based, and characteristic-based (rust, what Lane (1008)

BOUNDAFY-SPANMNING ENIWLEZGE FRGCESSES

Table 6.4. Typologies of trust

Author/s Type of trust Description of trust
Zuickar |1988) Frocszs bazea Basad on exporence, and buill ug over time
Charscreristic based Based on social similanies snd cultural congruence
Instituticnal bassd Trust n&ded on nsftations! or protossicnal reoutation,
MET intersersonal Ta i ianly
Lare {13493 Cakularve st aEsnd o same Tarm ol calouftion regarding
costgbenslils
Mo mdvalue basad rUET Drssd an cormmon saciEl valles
Cognitivefexparctation Triar bhased on common sxpectalions about futurs
hasod ewvarls, ancior paticms of hahaviour
Mewel and Companion Trust based an judaemants of grnoreill of friend=ain,
Saman (20000 bugi t Lp aver ime
Compaianig Trust based on perceation of othars compseiancs
1o cary out ralevant tasks
Camiritmenl Truzt stemming from contractuzl ebligstions

referred toas value- ot expectatiom-hased troask, and what Newell and Swan (2000) referred
Lo as countpractivn- and compelence-based toust, Thus in sech droumstances, the omly hasis
bor Leust s the most impersonal, and arguably weakest vpes of (rust (institutional-based
in Zacker's terms, calculative in Lane's tesms, and conunilent-based in Newell and
Swan's terms). Thus, as will bz discussed in the following szcsion, one of the main ways 1o
Facilitute the development of knowledge processes in inlecommunily work cunlests Is
through the develonment of trust based an beller mulual understanding and soronger
social relations.

Stop-and think

Heflact on the relzticnshin yao have with a rarge of people. Tewhal cstent ore thess relationshins
Cased on difforend bepes of Dusc? Fucihesn b does e levelard tepe of trust you have in diffarent
r2ape affect the amount and type of Know adna aad niamalion vou share with them?

Facilitating/managing knowledge between communities

Up to this point e chapter has emphasized the not insignifecant difficulties in the
elfectve, collective utilization of knowledge in intercommumity wo'k groups, However,
these difficulties are ot insunmonntable. Thus, there is muach that can be done to sddress
them, and increase the chance of Intergroup work processes effsctively making collective
s of theis knowledge, In general terms, this invelves improving the level of mutsal
urnderstasuding and developing the social relationship berween relevant people, Current
writing suggests two hroad wavs in which this can be zohieved . First, work can be investad
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i managing the social relationship between people, e@nd secondly, developing the
existing aress of overlap between people.

Relationship management

Relationsnip management mvolves altempling (o develop the social relationship between
the pecple involved in an intercommunity work group to becomes less based on the most
Impersonal, and reladvely weak forms of trust outlined above. Tn Newell and Swan'’s tenms,
this involves moving away {rom a relationship based on commitment trust, to one where
commpetence and companion types of trust are developed, However, successfully achieving
such a transition is by ne mesns straightforward. Primarily, the development al these
more personal types of busl volves group menbers developing & wreater level of sens-
itivity to and underslanding of the konowledge, values, and assaumptions held by ocher
members of the same work group. This requires the processes ol perspeclive making and
taking outlined sarlier in the chapter, which requires all partics 1o both talk and listen to
each other. TTowever, the more limited the amount of shared, common knowledgs, and
the greater the level of epistarmological difference in the valies and assumptions, the moce
time consuming and complicated this process is likely to be, Further, to be offective such
processes may well require a cerlain level of [oo-to-face mnteraction (Bechky 20003, Thisis
because, as Larn (1997, 992) suggests effective collaboration in this conlext requires the
development of. ‘direct and intimate sacial reations . . . [as] ., . Iearers will need fo
become “insiders™ of the sosial coonmunity in order to acguire its particular viewpoint”
Grown and Duguid (1998) idendfed two roles that key individuals ool d take in the devel-
wpment of intercommunity social relations: brokers and translators, The brokering role is
relevant where there 15 some pre-existing overlap in the knowledge of the communities/
people mviolved, A broker 15 someone who inhabits both commumities, and uses theie
koowledge sl understanding of both to facilitate the development of mutual understznd-
ing between other members ol the cormunities, Cherardi and Nicolini (2002) arge that a
broker i someone whe has the ability to, ‘mansfer and oanslate cerlain elements of ong
practice to anather. The role of anslator is relevant where Lhere Is no overdapping common
knowledge besween cormmunities/people, This requires the wanslator to have a detailed
knonsledge of both conununities, and further, the translator requires to be trusted by the
mermnbers of both communities as they play such a key role in interacting botwoen them,
such roles are acknowledged to be extremely complex and difficalt to soccesstally manage.

Stop and think

How imperant s fzce-le-face interaclion o e developmanl ol usl ard @ elisolive working
rataunnshig betwsan people from sonifcantly ditferent calures? Can crass-cultural working relabions
b davalopsd withow! any Tece-o-Tace intersction?

Boundary objects

The third and Onal method discussed by Brown and Duiguid (1998) to facilitate inter-
community knowledge-shering involves the development and atilization of boundany
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objects. 3oundary chiects are entlties that are common o a number of Communiies and
cary be either physical or linguistic/Svmbolic in character. Boundary objects provide a
{ocus for negotialion, discussion, or even shared aclivily Between peaple Tom diflzend
communities, and thus can be ulilized to help develop and improve the working rela-
tiomship between prople, and the muteal understanding they have of each other. One of
the most common type of houndary objects mentioned by Brossm and Duguid are con-
tracts, which typiczllv provide a focus for interecommunity negotintion, and which can
hielp provide an initial stimulog to a process of perspective making and taking at 2n early
stage in the working relatiorship of an intercommunity worle group.

{rherardi and Micolini (2U02) examined a building site, focusing on how salely issucs
were jointly negotiated by the three communities of practice with some responsibility for
and involvernent in satety issues, L hese three communities were engineers, site foremen,
and main conteaclors. Boundary objecls In this context includod the phvsical site that
evervone worked on, the bullding vnde: construction, as well as the assortod range of raw
materials that were used, and which were dotted around the building site. Howewver, theee
were some equally important linguistic boundary objects, such as the (emm “salely” iselL,
Omne of the main ways that relations between these three communities were developed,
and negotiations of how sately was managed onsile cocuired was Huougl discussion and
negotiation over 1aese boundary objects, which peowided a common focus which
brought the commumnities together.

ATING THE ISSUES

UK-Pension: boundary objects and brokers

Az outined i Chapter b (see p. B3 UX-Pensicn had trediicnaly Deen sirictured inge two
dizcreiz diisions that opersted wilh such sigrificant levels of auioromy that they constituted
seogfgse snd distinet comrmunities of practice, As part of 8 maor restructuring process which
began in the mic-1980s UK-Fension atizmpted to move towards & marsg integrated stuclure,
Wit grestar links betweean Ther Two main busiress areas: Ife assurancs snd pansions, Ons key
wiay this was done was through setting uz 8 cross-business call centre. This was & single call
certre that would handle work from both business areas. Inilially, the call contie was siallod by
pecple from both divisiens, with the lsader of the cell cenlie imelementetion project having the
role of persuading staff to work in the centre, The project mensger tierefore was in the role o
broker, and the cal centre represented a {new! bounday chject. While the call cantrae was a
boundary objoct comman ta bath comrmunitizys. g1d which would orovide 2 physical site wheare
ghadf Tram bath divisions would ek lagethe, staff wers unfamilisr with it Further, itrepresentad
a racical change in working practices for UK Ponsion, not oniy besause it reguirea staff fram baolh
divisions o wark tagathern, but becauss itwas tha tirst large-scale use of a call cente within the
company Tasrstors, the brotering mles played by the call entre project manager in communicat
ing the purcose of the call centre w0 stafl, anc persuading seme of theot to wark in iwas kay In
the end, the projzel marager was suceessiulin his brokering mie, 25 heowas ahble to persaads an
alagquale nurmbar af stall wehangs iobs and wark ir the cal cenire
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Conclusion

This chapter nzrowly focused on Cross-Cormmumity, brundary-spanning knowledge
processes. Arguably, the relevance and inpotlance of cross-comrmmunity knowledge
processes has increased dus the changes in working peactices thal hawve emerged from
the contemporary restructuring of work organizations. The dilference belween intra- and
inter-community knowledge processes relares to the sense of shared identily and typically
Figh level of common knowledge which eaists within communities (see Chapter 5}, but
which is relatively absent from infermommurity contexts. Further, it may alsobe the case
that not only are there limited amounls of commaon, shared knowledge belween parties,
bt that there may be epistemcic differences in the knowledge of the people and comImuL-
ilies involved, where thein knowledge is based on tundamentally different assurnpiinns
arul valiies.

Typically, as dlustrated by a number of examples, intercommunity inowledge pro-
resses are likely to be more complex and dillicult to make successful than iulracom-
muily processes, This is due lo both the differences in identity, which may induce
intercomm-nity conflict, and the lack of commeon knewledge. Someawhat simplistically,
the less comman knowledge that exists, and the graater the level of epistemic differsnce,
the more complicated and ditficult the knowledge-sharing process will typically be,

Knowledze sharing across communities was showr to require two primary, and closely
interrelatec elements, batk of which are developed through a process of sncial interaction
and commanication. First, an adegualte level of Lust tequires 10 be developed between
the individials from both communities, ideally with the strongest forms of personal trust
helng developed. This type of trust has heen variously labelled as process-hased (Zuckar],
cognitive {Lanc), and cutnpanion est {Mewell and Swan). Secondly, people from baoth
commurities Tequire to develop a hasic understanding of the walues, assumptions, aml
viewpoints which wnderpin cach other’s knowledgs base. This process of perspective
making and taking, which was also examined ln Chapter 3, requires not a merging ol
these Jiffecent knowladge bases, but an appreciation ol, sensitivity to, and lolerance of
Lhe differcncssin peespective which emergc,

Finally, the chapter examined the ways in whicrh intercormmunity knowileclge processes
can be fadlitated, through brokers/rranslators atlenpling to bridge communites and
develop rolations between them, and thrm igh the use of boundary objects that are
commaon to all relevant cormmunities,

REVIEW QUESTIANS

1 The pevelzncs of intercrganizatonsl petworking Lun e gauged by 3 simpl2 piesc of
raseatch. Exarmina the business section from any ser ous dally newspapar el you are lkely
(o Tod ralevant sxamzies. However, is this typs af winrking practins likaly o be more
COFRTC N SOrE Dusiness sectors more than others? What factors aifect the extent o
wehich interciganizations’ nrhworks are davelased and utilized?
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2 .Fhe.cr\f suggu:..a::s that more impersonl Tures of st such as sommitmer-based Tust or
instituticnally bassd rust ars tyoically wesker and more fragle than rast developad throoch

an angoing social relationship, such 8z process-tasoc trust, Does this reflect your o
SxEerience?

Reflect oh arywark expericnoe that yveu bave had, To wial, iF arything did yvou and vour
weors colleaguss inussbongly fecl a senses ol idandty as baing part of: vour immeadiste work
grodp, the function vou worked in, tha division vou waorked for, nr the varsll corporate .
group? Ars theze senses of identity lkely to inhibit the development of an l’;:ﬂul.:l-.".-'r;: :,n.n.-rking

relaticnship, ans the shering of knewladgs vath people fram diferent parts of the
organizaticn
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Power, conflict, and
knowledge processes

Introduction

Cne of the defindny chiareclenistics of the vast majority of the wiiting on knowledge man-
agement is that any disoussion of power 15 1vpically absent, and as a consequence it can
vily be ussurnend thal Lhis Hlerature doesn't regard issues of poawer a3 being important in
shaping and understanding organizationz] snowledge processes. This is not coclusively
the cese, because, as will be scen, o numbor of welkers do lake such issees serioushy (for
example Contu and Willmott 2003; Goodzll and Roberts 2003), Such an omission is puzz-
ling, as a cursory glance nutside the narcow confines of the knowledge management it
eatire reveals both the need to understand issues of power in explaining organizational
dyramics, as well as the close relationship between knowledge and poser Thus, under.
standing the relalionship berween power and organizational koowledge processes s of
[undamentzl importance, énd the fask of deing so s magnilied by the genezal absence of
such an analysis.

While power has nol heen adequately dealt with in the knowledge management literat-
ure thers has been @ growing acknowledgement thal nol only can people’s attitudes Lo
participate in knowledge activities ba highly varable, but that loteepersonal or Inter-
group conflict in kovwledge processes 15 not uncommon, These fssues are raised again
here, hut are explicitly linked Lo oower, Arguably, a missng link in the knowledge man-
agernent lHterature tha! does address such issucs is that it does not address the lundamen-
tal canses of such conflicts, To do so requirtes power to be accounted for, which reveals not
only the inherent potential for conflict that exlsts in organizations, but how power is
structurally erbedded in the emplovinent relationship,

In the analvsis presenled, power and knowledge will be seen 1o be extremaly closely
interrelated, which is anothcr reason why 15s1es of power “equire to be accounted for in
attempling Lo understand the dynamics of crganizational knowledgs processes. However,
there isn't 8 consenals around either how power should be defined, or bhow ies reladion
shio to knowledge should be coneeptuslized. This is accounted for by examining two al
e mest Influendial perspectives, o considering i oplications Too Enosledae
DITECESSES,

The chapter is structured into three major subsections. The Qrsl subsection re-engages
with the tapics of the emplovinent relationship and conllicl, but suggests that a full
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understanding of their dynamics requires power to be accounted for. The following rwo
subseclions then separately examine Lhe twa penspectives on power consideced, Tl Oost
examines the ‘power as a tesource’ perspective, while the second examines the work of
Michel Foucault. However, what 35 commen to both perspectives is the closeness of e
relationship between power and knowledge,

Knowledge processes: the relevance of power and conflict

The abjective of this section is to outline why issues of power and conflict are important,
anc requice Lo be aken into consideration when examining knowledge processes, To do
this involves returning to, and claborating on two issues discussed in Chapter 4: the
cmployment rzlationship and the inherent potential for conflict Qiat exists within organ-
tzations, This seclion shows how locating these 15sues within their socio-economic con-
text requizes that power and palitcs be taken into account, and thit it is fundamentally
impeesible to fully undersiand ether the employment relationship or organizational
condlict without reference to these issues.

Power and the employment relationship

The fundamental character al organizations is an issue which has, thus far, no: been
addressed in detail. As will 50 many other subjects of analysis in organization studies,
there is ittle consensus on the topic. However, lirmitations of space preclude an exarmina-
Eiom of the different perspectives (hal exist, Instead, the perspective ulilized here will
siinply be outlined, and &1 furthe: analysis huilt from (hese assumptions. The model of
organizations utilized here s neatly summed up by Mokinlar and Stakey (1998, 2), who
suggest that behind the fagade of eflicicncy, equity, or bumanity which surrounds formal
organizations of all kinds lie distinct concentrallons of powerknowledge’. From this
perspective (ere arc thus fundamental inequalitics in the distribution of power and
knowladge (o1 power-knowledge) in organizations, which can be (pardy) exolained by
eximnining the namre of the employment relationship in detail,

Stop and think

What docs your awn experiencs say 2hout the naure of ormanizations? 1z conflict iqavissble? bea
powwvar immbalarens inerent?

As outlined “n Chapter 4 there are contradiciory tensions hetween warkers and their
employing organization over the ownership and contral of workers' knowledge (Contu
and Willmmott 2003). On the one hand, their interests may oc compatible, through the
potential mutaal benefits that workers and their cmplovers may derive from the
emplover supporting and facilitaling the workers' knowlacge sotivilies. On the other
hand, simultaneously, the regquirement of organizalions to appropriste economic value
trom their workers' knowledge may conflict with thewr workers' ‘ndividual abjectives o

POWER, CONFLICT, ARD KNOWLEDGE PROCESSES

this respect. For example, while thers are economic benefits to organizations from havi ng
their workers share or codify their knowledge, workers may be unwilling to do so if they
feel such 2 process may dilute and diminish their expertise. Such tensions are amplified
Ly thw {putentiyl) tfragility of the emplovment relationship resuting from the ability of
both parties to easily leomdnate <he relatinnship, the worke: through leaving, or the
employer through making workess edundant,

A concrete examnpls of such a conflict was examined in Chapter 5 (see p. 6%.9) where
members ol a scientific community of practice resisted the bnplementation of a ‘com-
mercial’ culluee as they believed that its ceonomic facus, whoere the em phasis was o mak-
ing profits from scientific rescarch, was not compatible with the basic elhos uf research
driver. by the more abstiact objective of advancing knowledge (Breu and Hemingway
2002). The extent to which these objectives are genceally compatible is discussed in
Chapter 15,

However, anly when the employment relationship is located within the socio-
economic conlext of capitalist relations of production dees 3 structurally emibedded power
relationship become visthle (see Figuze 7.1). Tals concepiualization af conrext is based an
a realist perspeclive o souial structure where social action is cobedded in whal Beed
(2000, 52, 33) referred to as the ‘recurring matrices of sncial structure’, where such struc.
turcs are assumed to, ‘pre-date the social actons which ceproduce and transfomm them”.
More spactically, Tsoukas (2000), daveloping & realist conception of the employment
relaticnship {see Figure 7.1) 1elorrcd to the 'structural basis of managels’ power’ (349,
witich places workers in a typically subordinate relationshio to managers/superiors. With
this framework management are the mediating agents of capital cowners and shas eholders,
where organizalions are shaped by demands to make profil, and accumulate capital, and
whirh tequires managers/superiors to control and simu’taneously achicve the coop-
cration (selforegulatlony of workers it order o turn theit lzbour power into actual,
praductlve work effort (Contu and Willmott 2003),

Realism

Realiam is o philosophy that sssumes thatwhile social structures are produced (an reproduced)thratgh
sozial action, there ara enduring social structures wiich exist independantly of the socizl actors wha
produce them

At this point, a significant caveat is required when considering the situation of krowl-
edge workers, The power of management over workers Is contingent upon the sperific
characterisfics of the neganizational context, and the power of management can he
diminishec or enhanced by shifts in socletal power relations (Tsoukas 20000 For knowl-
edge wotkers two factors imbuing them with power are fisst, the typical importance of
their knowledge to Lhe enganizalions they work for, and secondly, the general scarcity
of their skills in labour markets, which makes many knowledge workers highly sought
alter (Resumont and Hunter 2002; Flood etal. 2001}, These factors zre thus likely to pro-
vide knowledge workers with significant amounts af power [this issuc is returned to in
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Fig. 7.1. The structure of capitalist emplovment relationa (from Taoukas 2000)

Chapter 14}, However, the tensions and conilicts in the employvment relationship out-
lined above still apply. Thus, while the basic structure of the cmployment relationshop is
thesame torall workers, the specific balance of power betwecnt management and workees
can vary enormously, Bub a constant issue for managers in ousiness osganizztions,
whether referring to low-skilled rouline workers, or highly skilled knowledge workers is
Lthe necessity to ensure that the labour powst of these workers 35 comverted fnto actial
producllve effort. What Is Wiely to vary, depending on the balance of power in the
ernployment relationship, is the extent to which strategics of conlrol and/or coooeration
are utilized (Figure 7.1}

Stop and think

Hass unigue iz the situation of knowladoe worksrs? Ara by The cnby ype ol workers whoss
kenesaeledige e oo bEnd and selosd 7 Zaeyou Uik of other leges of waaikers whias heve important
knowlodge that provides them witn a souce of power

In eonclusion, the embeddedness of power, znd the potentis] for conflict in capitalist
cmployment 1elations means that power has to be accounted tor when attempting to
understand the dynamics of knowledge processes.

Conflict, power, and politics

The potantial for conflict in organizations emanates from more than just the nature of the
employment relationshlp. Thls potential flows from the different interests which exist
within organizations between both individuals sand groups. Marshall and Brady (2007,
103), for example, refer to the, ‘frequent organizational reality of divergent interests,
political siruggles and power relations’. This divergence of interests may come from indi-
viduoalsfgroups competing owver scarce osganizational resources, or Lheough clashes
hetween the personal objectives and strategies that individual cmployocs may pursue in
order to sustain and develop thelr careers, such as receiving recognition for pardioalar
efforts/knovledge, roceiving fogncial rewards, or gaiving proanoticns. UTsing a Weberian
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Table 7.1. Websnan-besed lyoas of astioniationality

Type of action Underlying rationale

Traditcral Automatic, nabrual action,
barderina rational

Affactive Shaped by emotion,
Exncder g raiicnl

Walize National Aclion orarted 1o velues.
alias beaficved ool
retionally based, but soticn
in pursuitis

Calculative Irestranrerisl s aliiy.
I ost retiznal acdon o’ sl
bazad on meanserd

Knowledge-related examplas

Wiling, unguasioning knowledns-zaaring with
ciallerg sz wathie o lony-stablis! oo community
af practice,

Linwi lingneszs tn paricipate in knowledoo
prooess w LN individualiorou s due 1o [smictionsliy
nasec) nadgatve colnlon regarding abilities and
krowisdne o others—brmsson 2301,

Particinsta in knowladgs process. such @3 R&D
aclivities o innovelicn process, due to belist in
=opial valies and banafirz of knowlodoe
sdvancemen—ruller 2005 forowdadne
production for ite own sake).

Wilireg wEs pation in knowledie process dus ta
calnulaion that, an balancs, benefits
Irecagniion, inancial rewart) outweigh nsks

calculations, lnss af axpariizal - Morris 2007,

framework, human action can alse be classified into ditferent categories, hased on differ-
end Iypes and degree of rationality (Craib 1997 (see Table 7.1). Thus the potentizl for con-
ilict within organizations 1s due to the interest-laden nature of buman behavicuy, the
diversity of interests thas individuals/groups can pursue, and the competing rationalities
that underpin their actions.

Empirical evidence suggests that the implementation of knowledge management ini-
tiatives, or participallon in knowledge processes, is a common battleground wheee such
conilicts are played out, 45 a growing body of case study evidence sugrests that such inter-
personal and intergroup tensions and condicts are comcnon in organiza donal kaowledge
processes (Empeon 2000 ; Marshall and Rrady 2001; Nawell et al. 2000; Ward 2000
Willrman et al. 20017,

However, Lo understand how conflicts evelve, and to explain the attitudes and behavi-
ours of peopls in siteations of conflict requires power and politics to be introduced, and
demands an understanding of the relationship belween Lhese clements (see [Mmare 7.2).
This complea relationship can usefully be explained by making reference fora spocific
sxample. Figure 7.2 can be understood as a cycle within a oycle, with the inner cyele of
the political procsss being shaped by the broader cyee encompassing the relationship
between this process, contlicts of interests, and powce, Storey and Barnett (2000) analyse
a single company Case study of a falled koowledge management project. One of the main
reasons for the failure of the peoject was (hal ere was a 107 of Interfunciicnal contlict
aver the owneeshpoaf the project, with different functional groups attempcing Lo use the
knowledee management posject as a political ool Lo pursue a breader agenda related to
shaping the future of the company's IT infrastructure, These atlempls were resisted and chal-
lenged by other individuals and groups within the organization producing ‘micre-political



SOUIAL AND CULTURAL ISSUES

| Comastinnfrantlicting irtarests |\
5 S
o

el Political Progess H_\

/,f'
f/r.d::flr- o intlience s— ol L;:;I:.iG\‘\I

i, S

I .
.""L IIlll
\\\ o

. Alliludafesponse to power_ el

v A/'
| Different powver rasources |

Fig. 7.2, Loking power, politics, and contiict

Lutiles’, where each interest group utilized particular political tactics anid modes ol influ
ence, drawing upon the different power resources Lhal they nad. Thus, not enly was the
knowledge management initiative itself shaped by, and subject Lo, power struggles, polit-
ical battles, and conflict, but ownership of the initiative itself was used as a political tac-
tic to pursue @ broader agenda. This medel will be returmed Lo, and elaborated upon in the
tollowing section, when the Hales model of power is desceibed,

USTRATING THE ISSUES

France-Co: knowledge hoarding and cross-functional antagonisms

In the Franca-Cn examole discussed n Chapter 8 the umwillingness of Sales and Production a2t
to share knowledges with 2acq other was seen W underming thair change project. Az outlned,
17ie was partly as & result of the egisemic differences ir their knuvelecge Lesis,

Heweenver, 2gually impartenc in explaining the reluctance of staf to shaie krowledga soross
Zunctions were a numbar of ather factors. Fisdy, & desy-seaied and historicaly embeddad il
terle ot matcal susgicion, mistrusl, and antagonism existed betwean thass funciions. Thus the
requirsie il ol the changs project for staff ir these ‘unclions to share knowleage with saga other
chellenged this. Secordly, thars was 8 concern by slafl in both functions that by participating in
Il shange crograrrme and sharing Lheir knowlcdge that sormehow thay would losa power and
sialus threugh giving awey’ the rexpart knowladga. For exemp e, the knowledos and exporience
of zales staff was mpleally tacl, znd developed over time, through experiance. Thase workars
ware conceried that te reguiremant o the change programme o codify this knowledze mesant
what they would lese aither thei- autanoemy, their expart knovwledge. or botn For tase rersons,
sales stEll were tharefore quita reluctert 1o actively participate in the knowlsdge vediicalin
element of the change project This hebavinur pould slec ba interpreted as poitical innature s it
was shapad by & paricular agenda—sasdzrmpliog woaither stop the changs progranima, of 10
shape it in ways desmac more accepiable andlor advarzagaous to the sales Sunction. Finglly, the
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celustence of sclos staff to participats in the codificstion procass could be regarded &5 2 palitical
tactic imvalving (he usa or one of their sources of power—Lhs krovwledoe thay possessed,

Stop and think

Ising the Wabicrian Framewarie outling in Takle 7.1, what wpe lor typas! of action/rationalz urderairs
the behaviour of sales staft in Francs-co's changs project?

In conclusion, this secton has shown that not anly does the divarsity ol Inferests and
rationales which underpin action make intrd-organizadonal conflict likely, but that to
understand the dynamics of these conflicts requires issues of power and politics to he
accounted for

Power and knowledge processes: theorizing the relationship

Up urtil now, powet is a tenn that has been used, hut not defined. The following two sun-
sections each provice separate and quite distinctive definitinns of power. This 15 deae
deliberately to illustrate two of the dominant perspectives i the debale or what poswer
is, and how it should be conceptualized. As well as defining power, the Tollowing two sub-
sections also look al the consequences of these conceptualizations for the relationship
between power and knowledge. As will be seen, whal is common 1o hoth perspectives is
thel power and “nowledge are closely inlerrelaled, which provides further support to the
arguments already examined thal power requires to be accounted fur when considering
organizational knowledye processes,

The neglect of power in the knewledge management literature means that it s heen
necessery Lo draw on work from outside of it to provide one of Lhe conceptualizations of
power 1sed, Thus, what can be defined as the ‘power as Tesourcs’ perspeotive is based on
the work Colin Hales (1993) who developed his frammework to understand the natuee of
managorial work. The second perspective examined is based on the work of I'oucault,
which as will be seen has been utilized and adapted by a numberof writers to understand
organizational knowledge processes.

Before proceeding 1o examine these two perspectives Or pOWeT, and the implications
they have [for organizational knowledyge processes, Tt is necessary to male one final abser-
vation. When considering the relationship between power and knowledge processes, the
relationshio requires W0 be understood as being cyclical in natuee (see Figure 7.3). Thus,
not omly does the passession and use of power affect kowiedge processes (as lustrated
Lry the Storey and Barnett example just comsidered), knowledge processes themselves are
likely to dnpict oo the character, distribation, and use of power in orgdaiza lions. Ths for
example, Gray (2001) suggests that the use of [0 T-hased knowledge repositorics is lkely
to change the balance of power in organizations. while he suggesls his may result ina
reduetion of the power of wortkers (as repositories may make wiprkers mmore easily substi-
tuted, and that they may reduce the analytical conlent ol work), ke arguss that the effect
of such technelogies on che nrganizational balance of power will br mediated by the
chioices and strategles that organizalional managemens pursue.
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Pawer as a resource

a5 autlined, the subsection develops a concepiualization of power drawn trow (he work
ol Hales {1993). However, [or the purposes of this hook, it is nof necessary to fully articu-
late every aspect of his model, Thus there will bea close focus ol Lo this conceplualiza-
tion links to knowledse, and how it can help understand the dynamics of knowledge
ProCesses,

Hales (1093, 20) defines power resources as, 'those things which hestow e means
whereby the behaviour of others may be influenced and power relations arise out of the
uneven distributinn of these resources.”

This defintiziun is Lherefore hased on a similar conception of organizations as Ihat out-
lined earlier in the chapter, where power i not egarded as beung evenly distrihated.
Secaridly, this delinition, like the abjectivist definition of knowledge, repands power to be
d diS{'l"E‘l:E‘ resovroefentity <hat people can possess, of have access [0, and which they can
use in attempting to modify the behaviour of athers. Furlhar, Hales argues thal power
resources have this ability through (hree specific propertics Ihey possess (see Table 7.2).
Firstly, they are relatively scarce and only available 1o some. Secondhy, thev are desired
because Lhey can salisfy certain wants. Finally, there are no allernatives available,

lm; Power (Definition no. 1)

Power is a [scarce) resource whoss nse allows peoale to shape the behaviour of sthers.

[Tules idertifics four basic types of power resource: physical resonrces (the capacity o
harm or physically resirict the actions of others); eCONOMIC TESOULNS fmoney); knowl-
edue resources (scarce or desi rable krowledge); and normative rescumces {meanings, val-
ues, ar idenlogics which are scarce or desisgble). For Hales, political acts are thost actions
whareby people attempt W indvence nthers through theuse of these powel Tesources (see
Figure 7.2). Further, these resources are ava lable to people either through personally pos-
geysing Lhem, or by virmue of prganizational position giving access 10 them. For example,
money can be a source ul economic power Lo cithur those who possess adecuate amourts of
i- ar to those who individually nave access to financial Tasources isuch as through control
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Tabla 7.2, Properties of krowladge thal can maks 112 power resourcn

Property Knowladge-power

Stercily Spacizlist knovvlsdgefoxoortise which only & lirited number of peopls posaess,
Enowlsdgs which may he highly teil, doclwhichnsyainas o b deeolewad taagh
BROENANCE,

Satizfy wanta wnonvledoo winch mey solisly individual wants through its possassion or use
{sugh 35 status, or rewveards), ar knowledge which selisflies erganizational gosls end
abjactves thraugh its possaession o uss (Euchas providing ueganisatives which
slatus, pradits, market share, or productmarkst innoveticns:

Mo alternatives Withera the weanis which are satizfied (see above) are anly achiswab e through the
possessinm o use o speciiic bpes of knowledge,

Tabla 7.3, Powor resources and modss of influsrce (edepled from Halze 1883)

Power resource Parsonal Positional

Physical Ittt stosng L, Ancass tocontrol over
mieans of wolenge mieans of violanss

Evurariic Ineliviclual veealth ACness tornontrol over

SCONOMIC resources

Knowlcdne fadrministrative) Individeat expartise Acsoss tofoontral over
relevant knowladge
Knoawwledos ftochnical) IndividuR! exparme Aerass lofoontral ovar
“elavant knowledges
MarFigtive Individusl belisfsiealues, ArcEss toysonbml over
persenal gualities ideas and valuss

over budgets). Thus, for each power resource, there zre two separate modes of influence
awvailahle: personal cr positional (sec Table 7.3).

Mower and knowl=dge

This conceptualization of power therefore shows the close relationship with knowledge,
as knowledge represents one of the four fundamental types of power resource, Secondly,
power can he derived from xnowledge cither through someone possessing it (personal
knowledge power), o through having access to knowledge By dint of organizational posi-
tHorn. Thus, for example, a senior manager employing external consultants/advisers could
be argued Lo be using their position to gain acecss to Impaortant knowledge-power
resaurces, Thivdly, Hales makes 4 distinction between bwo ypes of knowledge, 2ach ol
which czn be &n imporianl powe: resource: administrative knowledge (knowledge of
mganizalional processes, rles, regulations, eto.); and technical knowledge (specialist
snowwledge of parlicular work activities/tasks, or knowledge relevant to such activities),
linally, the connectedness of the relationship between knowledge and power mesns that
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all behaviours invalving the use of knowledge to some extent involve the use of power,
and can be understond as political acts driven by attempts to pursue particular objectives
isee Figure 7.2).

Thus, for example, in the context of knowledge-shzring hoth willingly sharing knowl-
edge, ar hoarding and protecting knewiedge from othices vould e irterpreted as a politcal
act shaped by particular interests/objectives, involving the use of ihe knowledge-power an
individual possesses. A willingness to share keowledge with others may be driven by a
desire to contribute (o arganizational poelormance or to roceive statuy and rewards from
being seen to use persunsl knowledge, whereas a reluctance to share knowledge may
be due to roncens that one is giving away what makes one powerful, or from a desire to
prevent certain individuals!groups gaining access to o0’ knowledge,

Social mapiial

Chre important modificalion that reguires to be made to Hales” model is to take account
of sucial capital. The role of social capital n shaping prganizazions] performance and its
role i affecting knowlecge processes has increasingly been acknowledged since the mid-
19906 (Adler and Kwon 2002; Nahapict and Ghoshal 1998; Yiienko et al. 2001). Social
capital relales to the networks of mutual acquaintances that people possess, and s defined
lonmialiv, by Nahapiet and Ghoshal (1998, 243) as "the sum ol the actual and potential
resourees embedded within, available through, and derived from the netwock of relations
possessed by an individual’, Arguably, however, social capital can be conceptialized as a
potential power rescurce, and van be added to Hales' model as a fifth dimension ol k-
ledge power. As with the olher sources of power I Hales” madel, sncial capital can be a
source of power through the personal social capital that preople posstsy, o 854 positional
sower resonree, avallable to people as a resu tof their formal organizational position.

Sacial wotringing ‘chss, raligion, gemdsy, whoicity), organizatonal positon (2enionty inercosss TRl
speass lo macant somal nebwarks), and persongl endeavour are all grgued 16 Do impartant in the
Jeeloprient of socil capilal? Ao ary o° thess elemenis mare importanl han ths oth 2rs?

The hnal part of Hales's mode! requiring elaboration is how the use of power is shaped
by the response of those subject to it (see Figure 7.2} Such judgements can have import-
ant implications for behaviour, as if someone’s power is deemed as legitimatr, [hen peo:
ple are more likely to comply than if it is regasded as being of duhinus legitimacy. This is
equally true lor positionally based or personally possessed power resotrces. Thus while
manageria’ power i, 1o some extent, a function of organizational pesition it is one of the
problematic aspects 0f management that such power can't be assumed to be aulomlivally
deemed as legilimate by workers (Hislop et s, 2000). For example, behavigur such as
verhally abmsing workers, or not adeguately consulting (hen, may undermine the extent
to which power related to maragerial position is deemed legitimate by workers.

¥or LEales, the legitimacy of rach power Tesource is likely Lo vary {sce Figure 7.4). Thus
for example the nse of physical power, such as threatening violence, 1s likely never to he
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Fig. 7.4. The perceived legitimacy of, and response to atteimpts to use different power
resaurces (from Hales 1233)

decied as legitioste, I conteast, e Tegilimaey of konowledge-poswer resounes aie Ly -
ically ambigaons, with their legitimacy baing evaluated by workers dependent upon cod-
lexlual Facloes. Thess Bsues can be illustrated by examining the politics of knowledge
dissernination processes, which can lnvalve negollations and conllict regarding the legit-
imezcy of different and competing knowledge claims (sec Chapter 3, p. 345 for a previous
example of such a dispute).

ILLUSTRATING THE ISS5UES

The UK aceounting profession: disputed knowladge
Mitchell et al, (2001) dezeribe a nurmbser of casss where the validing of their knowladges and Snd-
ircs wene disputad, and which invalvas them in kighly Dalitizal camles over the accuracy of ther
trisgn clama, While the speafic astals of the conflict are not relevant, the genoal dynamice of Ine
depute illustrate how processes of knowledge disssminalion, equsily a2 much 85 processss of
knowlodge shoring, croation, application, otc., involve the use of power resources, and can be
frinhly politiczl in nature.

Frimarily, basod on the accumulatad evidense and knowladae they possessed, and e znaly-
s ot 1 that they made, they challenced the 'public fgoe of respecabiity’ (D249 which reprasents
the dorminant image of the UK accountang profession. lowever, atiempts ware mads o silence
tres knowledye, gnd prevenl il becoming pubhic by thoss with & vested interes: ir maintain ng the
dorpirart image. This wees amampted primenly thraugh threats o (bell lawsuits Lsing Hales's
frarmaweark, individualsfarouns in possesgion of aconomic and knowladge power rassurces
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[zzcisl ard cutural capitall attempted to usa Ihis powsr threugh the peitizal tect e of threstzning
wsura. Howeewern Mitchell L&l did not regard the kpowledge claims of those challznging them as
egiimate, &nd r23izted the attemps 10 prevent their work being publisaed. Uilimately they wease
successtul in their endeavours and have published thedr findings Trverdous books and journals.

Stop and think

Lising Haes's Irameaveark (lable 7310 what typefs of power rescurce does threatening lbol acticn
imvohe tha uza of? Doas this axample suggest thet 4l these differst 2ower resources are
interralzted?

Thus, while MeKinlay (2002 79 comments that knowledge managemenl can be
regarded as 2 'brake on corporate forgetting’ the case of Mitchell et al. suggests that
knowledge managemenl can involve deliberate attecnpts to enginest processes of forget-
fing Enowledge managemen: is therefore not only about remembering and managing
knowledge, but actively marginalizing, discarding, and Lorgetting knowledge not deemed
as legitimate. Thos, the disserninafion of knowledge can be a highly pelitical process
involving conflicts to establish the legizimacy of competing knowledge claims,

Fouczault and power /knowledge

It is inpossible to exanine the relationship hetween power and knowledge withoul Lak-
ing account of the work of the French philosopher, Michel Foucault, as arguably he is the
single moslinfluenlial autbuor i his area, As will De seen, Foucault’s conceptoalization of
power. and charscterization of the relatioriship between power and knowledge, 1s quite
different from thal elaboialed by Hales. Tlis section Deglos by giving o brivf overview on
the way Foucault theozes power and its relationship with knowledge. Fallowing this
there will be two subscctions where a Foucauldian fzamewnrk s used to éxarmine the
dynamics of different organizational knowledge processes,

Une of the main themes in Fowcaults work is (sclf) discipline and the role of
powerknowledge in attempting to produce (and reproduce) it However, before consid-
ering how discipline is produced it is necessary to start by cxamining Foucault's definition
ot power, whers it is worth quoling Bim in full.

[The power exercised on the bedyr 5 concelved aol as a property, but as a strategy . . this power is
exercised rather than possessed: 1t is aot the ‘privilege’, acguired or preserved, of the dominant class,
but the oversll cffect of 105 stealegic positions—an effect that is manifested and sometimes sxtended
by the position of those who are domcinated. (Rabinow 1991, 274, quoting from Foucault's Discipline

and Ponichment)

Thus Foucault suggests that power, rather than being a discrete resource that social
actors can wiilize, is seoething which is prodoced and reproduced within and through
the dyniamics of evolving social relationships. Further, Foucaull suggests that power ansd
knowledge ave so inexiricably interrelated that they are fundamentally inseparable, and
coined the phrase power/knowledge to symbolize this Foucault 1980), To properly
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aporeciate Foucaolt in this respect, it 55 again worlh quoting bir in full:

Tower produces knowledge . . . power snd knowledge dicecely inply one another; that there 1s no
pover rélation withour the correlative constitution of a Aeld of knowledye, nor any knowledge at
does nob pretuppese and constitute 2t the same lime power wlations. (Rebinow 19971, 17, quating
(e Poocaull's Discipline and Parndshmment)

The implication of this insight o undestanding the dypamics of knowledze processes
is therefore profound, as all vses of knowledee, or attempts to shape and manage knowl-
edge within organizetions, incvitably involve the use of power,

lﬁ Power [Definition no. 2

Power is produced and reproduced throagh the svalution nf snial relations, What it iz and whas itdooz
arethus the sam= thing.

IT based snowledge managemeant: [ he power of the panoplicon

hs outlined above, central Lo Foucault's analysis in this area is the topic of disdpline,
and how it 15 achileved. The chjective of disciplinary power (| to define the parameters or
what is aceeptable and unacceptable, to punish those who transgress, and ultimately to
produce docile, obedient self-disciplining behaviour For Foucault, the social transforma-
tion from feudalism to capitslism saw a change in the way discinling was achieved.
Wilhiiil capitalisi, the wie of expert imowledge/power and surveillance via panopticans
rzpresent two key disciplinary practices (Clepg 1998}, Expert knowledge, power can play
a disciplining wle through providing an ideolegieally based (ustifcacon for what behav-
loues are appropriate. A panoptican is 2 surveillance instrurment, a tool which has (he
potential to monitor behaviow continvously, but where the ahserver 1s Invisible Lo the
person being obscrved. With suck @ mechanism, the (heeat of surveillarce may he
adeauate to produce self-disciplining behaviour by the subject of the panoptican, as Lhey
van never be sure when or evan if they are being observed.

That I£ITs have the porential to be used as panopticans is vividly illustrated by Lyons
in his books on surveillance in comzemporary society (Lyons 1994, 2001). In relation 1o
knowledge management, Lhis represents one of the main ways in which Foucault's work
has been applisd,

The potential for ICTs o be tools of surveillance is well decumented, Tor example, the
exlensive literature on cell centres fllustraies Lhe bewildering diversity of ways in which
the behaviour and work of call centrs staff can be moenitored via their use (Bair and Taylor
20000 Tiall and Wilsoon 2008 Taylor 1948; laylor and Bain 1999), [CTs represant an almost
perfect example of a panoptican. as the act of observation is (virtually) invisible, a-d
workers dor't know when and if they ase being observed, The idea of 1CT5 a5 a panopti-
rar Tas alsn been applied to the understanding of TCT-medizted knowledge processes
By buth McKinlay (2000, 2002) and Haves and Walsham (2000). However, they come Lo
guite different comeliasions.
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The znalysis developed by Hayes and Waldham, based on a case study company's use of
groupware technology (Lolus Notes'), conduded thar 1CT5 did sopresent effective pan-
opricans and had a significant discipliniag effect on worke: behaviour In their study
workers were concerned that what was sald on Lotus Motes would be visible to senior
mznagement, which made some workers meluctant to articulate views not felt to be com-
patible wilh senior inatagement perspectives. The partlcular forums where management
participation was deemed likely thus typically resembled a ‘public facade’ (84), whers
warkers censored themselves to present management with 4 parlivular inpression. This was
argued would lead to a process of ‘homagenizalion’ whese diversity would he damaged.
Thus, based on this analysis, a potentially negative effect of the use of 10T for knuwledge
maragement is that because of such factors they may not redect, or perthaps even damage
the diversity of knowledge and attitudes which typically cxdst in organizations.

McKinlay (2000, 2002 presents an allernative aralysis, which suggests that the discip-
linary power of ICT-hased knowledge management systems has been somewhat EXNag-
gerated. MoRinlay's analysis, based on a case study of the UK divisions ot an American
pharmeceutical corporation, suggests that ICT-based knowledge managerment systems
have a imited ability to capture highly tacic knowledge. Further, workers have the ability
tor resist the disciplinary gaze of such systems through creating and communicating
within “anregalated social processes’ (2002),

Basad on your awn sxpeniance. do 1IZTs ropresent teenaologims wirh signiticent dizciplinary powesr?
Can their gaze o2 evoided, resiatod, ar suiverted?

Knowledge waorkers ana fwilling) self-discipling

The ypical image of the relationship between knowledge-intensive workers and thel:
cmplovers s of & win: wir scenario, where such workers are Fighly skilled, have a lot
of suronomy [ their worl, whose knowledge is highly valued, and whose contributicon
to organizaticnal performance is cegarded as key (sec Chapter 4], Such analyses (vpically
do ot describe any negative consequences that may be experienced by such workers,
Dreetz (19985) takes a orifical perspoctive to such assumprions, and wses 2 Foucauldian
famewaork Wo consider how such work invelves a process of (self) subordina licn/discipline
which can Bave damnaging effects for such sworkers, Lhis analysis also reveals much about
the power dynamics invalved in the relationship between knowledyge workers and their
eInploying organizations,

In many ways, the knowledge workers {consulfants) examined by Decte did comply
with the dominant image. They were highly paid, kighly educated, relatively happy, had
good career prospects, and did a relatively high-status job, Further, they had a high degree
ol work autunomy, which reinforced the sense of status they had. There was also evidency
of goel elignment Between the company and the employees, whers the consultants consist-
ently under-reparted the actual hours they warked for clients, accepted the long worki 15

b Letus Motes 15 a speific, widely used IBM software system which allows groups of peaple o elec-
tronically cxmimunicate, vol’aborate, and share/medily documentation collectively,
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howurs which were commaon, and were prepared to do what was deemed niecessary by
clients to ger the job done.

However, thess consaliants were not totally free from organizational contiol systems.
Mormative control sysiems wele used through an extensive systern of culluee manage-
ment (Kunda 19923, ‘This operated through the wsual mechanisms of vision statements
nnd soctalizalion programmes and shaped what seee regarded as destrablelacceptable
hekhaviours, values, and atiitudes.

Dieetz arpues that there was  dack side expeienced by e consullants, but chat they
committed willingly to it, The baustian pact they negotiated involved subordinating
their selves/budies to e organizalion In exchange for the attractive levels of pay, stafus,
and job security that working as a consultant orovided, Self-discipline/subordination
Involved thern controlling themselves in order to further the crganization’s objectives.
Cinz of the aspects of the dack side for these workers was that the adoption of a scll-
idenEity as a consultan: involved accepting the demands ol cliznts, even when they were
unreasonable, Such demands typically required these consullants (o work long howrs. To
do this successfully invelved the consultants subordinating their own bodies and non-
wock lives o their job. Thus when the body (thiough illness or tiredness), or non-work
commitments (such as lamily), conflicted with work objectives they were regarded nega-
tively, as they inhinited the achievement of work-related objectives.

Part af the reasnn for thiswilling selfasubordinetion, whers thest worlkers placed smess.
il work dernanads v Lhenh bodies and their families was due to the perception that, while
work conditions were good, a climate of [ear wasn't far helow the surface, where if they
fadi't committed the hours necessary, or achieved the required results, then negative
comsequences may have ensued. Thus, even for aigh-status, knowledge-intensive work-
ers, issues of conflict and power are not absent, and only a lttle amount of digging is
required to expase them.

Coanclusion

While two contrassing perspect ves on power have heen examined, they both point o the
concluston that toanalyse and effectively voders and Uhe Tull dynamics of organizational
knowledge processes requites power to be accounted for, The chapler has icentifed three
key reasons why this is the case, Tirst, power is embedded in the employment relationship
between warkers and the organizations they woek lor, and the potential conflict that
cxists between workers and their employers over how workers’ knowledge is used cannot
be fully understood without taking account of power Secondly, understacding rhe
dynamics of lnta-crganizational conflicss over how knowladge is used, for sxample
wherz certain groups or individuals may be unwilling Lo share knowledge with each
other, car also only be fully understood when powear is accounted for Finally, power and
knowledge are closely interrelated, I nol inseparatle.

As a conseguence, one of the most genersl conclusions of this chapter is that the can-
trality of power to knowledge processes means that any analyses of such processes hal
neglect to account for powsr are relatively impoverished, Por example, taking account of
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power hielps to explain and undersiand the human/social dimension of knowledye
processes, such &3 whether people ate willing or reluctant to participale in organizational
knowlerdge processes. Thus, Walsham suggests (2001, 603) ‘what we know affects b
influential we are [thus] - . . there may be good Teasons why individuals may not wish 1o
partiripate in, ur may modity some aspect of (heir sense-giving activitieg, lor reasons
related Lo organizetional politics.’

Knowledze management was also show Lu Te concerned with mare than iy Tar-
aping all the knowledge that exists on orgamizations. Key to knowledge management
srocesses are decisions shout whal knowledge is important/irrelevant, and what know-
ledge is reificd/marginalized, and prwer plays a [undamental fole i SUCE proOCEsses.
Finaly, based on the work cf Forwcaull Lhe chapter showed how power is i mplicated in
1CT-mediated knowledge management processes, throug? the porentlal for suiveillaree
and monitoring which is possinle wilh such technologies.

REV/EW QUESTIONS

1 Ingsnaral, o compatible arg tis nianests of workers and their employe:s ower oy
werkars knowledgs is ussd? Dozs the ronuitement bty organizations toderive Feletedite pall
valLe ‘rom it mean corfiictis kely of inzvlabie?

4 |he chaoter aszumed hat power gnd knowledga are closely selated, if not insaparabla. Can
o Think of gry waysiny Hich know adgs can be wsedin orgarizations which do not irvalve
the use of powvear in one way of znoiner?

3 Comears the tao concapiLalizations of powar exariined. Cuan vou relate eithoracth of therr
toy gl T expetienoe?

& Whattyps of warkers, if ary, are lilzely 10 be empowered through the wiilizetion of knowwlodos
repositoriss W sw0rs and codify krowladge?
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Information and communication
technologies and knowledge
management

Introduction

As cutlined in Chapter 4, one of the dominet themes inthe carly knowledge managemeaenl
literature was the importance of the role accorded to information andd communication
technologies (ICTs hereafter). This is visible in Gvo ways. Firstly, ICTs had a central place in
much of the early knowledge management literature {see p, 44), with the vasl majority of
Ihis writing being optimistic regarding Lhe role that :hev could play in knowledge man-
agement processes. Secondly, 101 had a prominent role in marny uf the eacliest knowledge
managernent indtiatives. Thus, Tuggles (1998), reporting on a 1997 survey, found that the
{our mest popular types of kmowledge management projects volved the implementation
of intranets, data warehouses, decision support tools, and groupwir [Froupaearne relates o
shared Information spaces-—such as Lotis Nolas—which allow 2 mnge of pecple to work
with ths same documents simultaneans v. More generally, they are technologies that sup-
porl collaboration and compmication), While these perspectives have been the subiject of
widespread criticism, this hasnof led to a position where ICTs are regarded as having nous:s-
finl role, Lostead, there has been an enoomous cvolution in Figse thie ralatiomship bemween
1CTs and knowledge management processes s conceplualized. This chapter examines these
CHangos,

m Infarmation and communication technologiss (ICTs)

ICTs ere technalogies which allowlfacilitate the management and/or sharing a® knowlelye and
snformation. Thus the tarm cevers an enortous diversity nf hetarogensous tachnologies inchuding
computers, telephongs, e-mzil, dataly seg, data-mining systems, search gnginas, the intérnst, and
videa-confersncing equipmant.
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Hendriks (2001 described the bringing fogether of ICTs and knowledge mmanagement
as involving the clash of two titans, dr such an enommons ameount of ink has been spilled
on examining hath topics, and the interrelaiionship between them, Atternpting to do
justice to the seale and scone of the debate on these linkages in the space of one chapter
14 threrefore a difficult task.

The chaptel begins by examining the ole ascibed Lo TCTs i knowledge anageiient
processzs when an objectivist perspective on knowledge s atilized. Following this,
practice-based perspectives on the relationship belween ICTs and knowledge processes
will e axamined, with the vast differences between Lhese pesspectives becoming visible
as the chapier progresses. Howoever, there Bsm't  consensus amongst those wiiting from a
practive-based perspactive, therefore this section of the chapter examines thees areas of
disagreerzent/debate. Thesz debales centre on: (1) the extent to which ICTs can facilitate
the sort of perspective-making procosses described in Chapter 4; {2) the extent to which
comrmunication medivms have oxed or varizble degrees of infermation richness and
[#) the extent to which st can be develaped and sustained w social relations mediated
by T, Following this, the chapter dloses by examining the dynamics of Implementing
ICT-bascd knowledge manageinent systems.

Characterizing ICT-supported knowledge management processes

The fallowing lwo seclions examine the substanially different ways that the abjectivist
and practice-based perspectives on knowledge suggesl thal BOTs can be wsed in arganiz-
tional knowledze maragement processes. While, a5 oullined in Chapters 3 and 4, the
chijectivist perspective has been the subject of widespreac criticism, this perspective still
vieerping many conternperary knowledge management initiatives.

Ohbjectivist perspectives

Chapter 2 outlined in detail both how the objectivist parspective on koowledge concep-
tualizes knowledge and how it characterizes knowledye-sharing processes, However, 1. 1s
worlh brizfly restating soane of the key assumptions of this perspeciive, as they help
explain the roles that this perspective assumes 10775 can play in inowledge management
processes. Firstly, this perspective concepiualizes knowledge in entitative terms, with
Enowledge being regarded as a discrete object that can exist separately (rom the peaple
who possess and use it Secondly, there 35 an aplimism embedded o s perspective that
much knowledgs either exists in an cxplicit fomm, or that it can be made explicit throngh
# process of codificetion (Steinmueller Z000). Thirdly, this perspective concepluslizes
Enowledge-sharing as being based on a transmitter-receive: model (see Figuze 2,10, and
assumes that it is relatively st-aightforwarnd to share codified knowledge.

Guilding from these assumptions thosz utilizing an objectivist perspective belicve thal
ICTs can play a direct role in knowledge management processes. Based on this vicwpoint,
which swan and Scarbrough (2001) refer (o as Lhe “Enowledge management as techno-
Logy® porspective, TCTS simply represents one charnel/medium through which explicit
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Fig. 8.1. Objectivist perspective on ICT roles in knowledge processes

Enowledge can be shared. Figure 5.1 oullines he variows mles that ICTs can play in
knowledge maragement processes, and Che interrelationship between them. These toles
can be understood o exist at two levels,

The two primary, underpinning roles that 15 can play in Ue manageme:st of knowl-
edge, from which five fusther roles arc Boked, arc fizstly, in the codification of knowlecge,
and secondly in the storage of knowledge in some repository. Intermediate ta them are
the processes of categorization and differentiation, where distinctions are mads between
the discrete pieces of codited knowledge thal exis, based on some systern of categoriza-
tion. Onee the codsfed knowledge that exists has been through these peocssses, 10T
sysbems can then play @ key role in utilizing these trameworks for the siorage of knowl-
edge. Thus, for example, stiuctured cleclronic databases represent cne example of an
ICT-based knowledge repository.

As illustrated in Figure 8.1, linked to from these roles, are five further ways in which
ICTS can beused to manage an organization’s knowledge (see Table 810, For example, one
commen wse al search engines i for inding people within directories of expertise (thus
the search role is underpinned by an electronic slojage systam, where (he vaperlise of
relevant people is categotized and struclured Into a scarchable electronic database).
Ancther example would be where Lotus Notes {a type of groupawvare technology) were
esed in g maltidisciplinary project team for the sharing and simultancous inlegeation of
the knowledge possessed by different projoct team members,

107
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Table 8.1. |CT applicetions relevant to knowledds management rales

Knowledge management roles ICT application

Saarching erFindng Knowledgs Saainh Engines, Wab Porizls

Cruatng Knowladge Cal jcompurar-zided design] Sysluims

i iaing Knowledge Dei: sinn Supman Syaioms
Shanng Keowledge Itranats, e-mei
Integrating Knawiadge Qrouppae

Stop and think

Intermst sea-ch enginas such a5 Google sre good exarnples of tecnalogies that car be used for
n‘armation/nowledge seaching, Suchtechnologies maks the intemsl usseful th'ough providing 2
weay of idertifying refevant sources of knowledge on requastad toaics. Whal advantages and
dizadveniages have yau parsarally found fror waing Lienn? Ais s sdvertagss and disadventages
likely 10 also be sopiczble to organizalionaly based search engines?

As outlined in Chapter 4, there was a strong emphasis on 1215 ‘n mary of the caclizst
knowledge inanagernent ini-iatives, This was, toa large extent because, at that time, the
ubjeclivist perspective on knowledge was popular and widely accepied. However, the
introduction to Part 2 of the book (p. 41-2) showed how 3 large proportion of these
Lechoology led initiatives failed because they focused almost exclusively on techinolog-
ical issues and typically, played down, if not completely ignared, social, cultural, and
political facters which have since been shown Lo be hey in influenicing the willingness of
people [o participate in knowledge management initiatives. However, a8 ran b seen by
the example from Norte! Netwaorks described below, such a neglect, while being common,
is not intrinsic to [CT-based knowledge management initiatives. Therefore, technology-
based knowladge management nltatives do nef have to be lechnology led projects when
they are belng designed and implemented. This issue will also be returned to in the penal-
timate section of tha chapter,

ILLUSTRATING THE ISSUES

Mortel nefwork: ICTe and knowledge management

Massey ot al. {2002) sxamined how Morol Metworks used a 'process orented’ knowelsdgs
managuiment sualegy w successfu ly re-engingar its newve product developrrant (NFDI process.
This was done through tha developmant znd irrplermentaticn of a knowledge managemen: tool
caled "irtual Merto®, which was described as an slecionie performance support system
iEPSEL This syezlem linked togathar all relevant ‘cisparate knowledge resourcss' that ware
relevant 1o thair product develogmenl pucess fincluding intemnal knewledoe and expertise,
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wivch was highly cispersed, 25 wel as customer knowledge, and relevant, achived historicel
kriowlednz). Virtual Menlor was casioned to be of velus 1o tha three calagosies of workzr they
idenl Fed a5 belng kay Lo the NPD process: idea generators, decision-makers, and piocess own-
&rs, Process owrers baing the paople responsibla Ter tha trackirg the progross of the evo ving
MPL crocoss. Massey el al, argue 1l e devalopmant and implemertation of this system was
asigriticant factar in the sconomic success -hal Mo Matworks oxpanienced botwasn 1994 and
2000, One of Lhe central elements to the suucsss of this prosct was thal while it was atechno e
besed knowledge mensgement project, zchnolngical izsues did not deminate, Insicad, Morel
Matwarks hegan by defining the stages in thair NPD procass, befora considenng the pecpla-
refated issues towing from this process. The technical soecificstion and design of Yieval Man o
was iUz the thire and final stage i thair 8ED FEsHngiEeing project.

Ihe suctcss of Morte's knowledge munagameant syalerm was thal e technalogy was designad
bes canrmpatiblo with existing work gracticos, rather than vies veres, Based on your understandng o
arganisational knowveledos ma TEGRITIENT projacts, which approash is mos cammanly usod?

While the widespread criticism of this techaulogy-based perspective on knowledge
management has exposed a numbir of severe linitations in it {see the following section
tor A brief discussion of these issues), evidence siuggests that the knowledge managemont
Initiatives of many organ‘zations aie slill embedded in an abjectivist-based perspectives
on knowledge, and (hat some of these organizations have been successful in their knawl.
edge management initiatives, Consides, [ur vrample, the case of Global Fank's IT support
initlative described in Chapter 2 (see pp. 24-5), and Norrel Netwarks, just examined,
Farther examples include: the knowledge codification project underraken by the UK con-
sulting hirm examined by Mords (2001 ; the media arganization examined by Roberlson
(2002}, whose knowledge management SYSUEM was In essency & searchable repository of
vmployee expertise and know-how; and, the Woerld Bank, where the objectives of its
kEnowledge management Stratepy in the late 1990s was Lo make irself a technelogy
brisker, transfetring knowlecge from one place where it is available -o the vlace where i-
isneeded’ [van der Velden 2002, a0,

Practice-based perspectives

Even aver the short space of time that knowledge management has been regarded as an
Important Lopic there has been a significant evolution in <he role that 1075 age LOTICETHLL-
alized as being able to play in such processes. The objectivist perspective just outlined,
where TCTs were considered able (o play a dlrcet and signifcant role in knowledge codifi-
cation and sharing processes, while still heing utilized, is much Jess prevalent than it was
in the mid to late 1990y, Consequently, the optimism possessed oy those utilizing this
perspective regarding the ability to codify tacit knnwledge, and then store and share it
electronically has also largely dissipated. Qver dme, therefore, there has been an evolu-
lion in thinking regarding the ro'e of ICTs in organizationa’ knowl edge processes which
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Table 8.2, Criticisms of the objoctivist perspeciive on khowiedge

Criticisms of objectivist parspective on knowladge

Muerestimates sxeant 0 wibch Tacit knowlsdos can be made codifizhle
Lindarcstirnaies extenl 0 wihich taci and explicit Kvoradedge are ingapeimbie
I Indeorestlimeates extans 1o which crganizetional khowladgs is fragrmanted
Urdsrastimates extent 1o which knowledge s contsxl-caparaont

Oheerconfident on ahitity Tor cnowledge to bs collacted in contral reposiany

s seen practice-based perspectives nn knowledge become more fully embraced. As will
be seen, the practice-hased perspective regards 1CTs as having a less direct, but cqually
important rolein supporting and facilitating the social processes thal undzrpin interpes-
sonal knowledgs pocesses.

The critique of the okjectivist perspective on technology, which to some extent under-
pints 1ie shilt in thinking regarding the role of TCTs in knowledge management processes,
was outlined in detail in Chapter 3, However, it is worlh brietly restating the main points
af Lhis critigue (see Table 8.2), as it helps in understanding the role that ICTs are assigned
by those ntlizing a practice-based perspective on knowledge. Flestly, the objectivist
prrspective i criticized for overestimating the extent to which tacit knowledge can bz
codifiaid, with the practice-based perspective arguing that much tacit knowledge can
never be made explicit, Secondly, the objectivist perspective docsn’l acknowledge the
inseparable character of tacit and exalicit knowledge, which means that there is no sach
Lthing as fully zaplicil knowledge, and the electronic communication of any {partially)
cxplicit knowledge will (yploally mean that ils lacil components are lost, or not fully
communica.ed and shered. Thirdly, it underestimates the extent to which knowledge in
organizations is ragmented, dispursed, and specialized. Fourthly, it is argued to underes-
Hmate the extent to which <nowledge is contexi-specific, which means that such knowl-
eilge is dilficull Lo remeove from its conzext and be understond fully in a different context.
Fifthly, and finally, to some extent as a consequence of éll of the above ciliclsms, the
plijeclivist perspective is arzued to suffer from whal Tsoukay (1994) called the ‘symoptic
delusion’, the idea that it is possible to collect an organiration’s knowledge in a single
LEFOEITOTY,

One consequence, lowing from this general critique of the objectivist perspective on
knowledge, is that the tole that analysts using an objectivist perspective assumed 1CTs
could play in knowledge processes became questicned (Hislop 20025 Walshiain 2000).
Thus, those writing from a practice-based pesspective belizve that he role of ICTs in he
codification and storage of tnowledge in electronle renostories is limiled, as such knowl-
edge is stripped of Lhe tacit assumptinns and values which underpin it.

Further, the transmltter—receiver mctaphor of snowledge-sharing is regarded as
inappropriale, as the sharing of knowledge does nol involve the simple transferal of a
fixed entity (explicit knowledye) belween two people, Tnstead, the sharing of knowledge
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imvolves two people actively inferting and construcidog meaning from a process of
Imretaction (Hislop 20025y, This ielaies Lo e processes of prospective making and Laking
which were described in Chapter 4, where those Interacting develop an understanding of
Lhe values, assumptions, and tacit knowledge which wnderpin cach other's Inowledge
base (Walsham 2001, Communicatior processes in such interactlons, to he successtal,
require to be relatively vich, open, and based on a cerain level of trust,

Thke role which those writing from a practice-based perspective believe that 1CTs can
play in knowledge processes is thus somewhat indirecs, befng related 1o lacilitating and
supporting the social relationships and communication processes which underpin
krowledge processes. Walsham (2001, 5991, usefully summarized this by anguing that,
‘computer-based systems can be of benefit in knowledge-based aclivities . . . o suppott
the development and commundcation of human meaning.”

Debates within the practice-based perspective regarding ICTs and
knowledge procasses

Within the practice-bused perspeclive, however, there isn't a consensas on the rode that
ICTs can play in knowledge management processes, This section examines three of the
key debates, and will simultaneously provide a deeper understanding of how those utiliz-
ing a practice-based perspoctive conceprualize the role of ICTs in knowledge managem:ant
PIOCESSEs:

ICTs and perspective making/taking

The first area of debzte relates to the guestion of whether (15 can tadlitate the nch
interaction that is usuaily necessary for perspective making and taking processes to be
suecessful, Walsham (2001 answers this question in the positive, and belicves Mhat TET-
mediated cominunicalion does have the potential to Facilitate processes of perspective
making and taking. Boland el al. (1994} also believe that iU could be possible to design 10
systems to do this, suggesting, ‘information techneolegy can support distribused cogni-
tion by enabling individuals to make rich representatlons of thelr understanding, reflecl
upon those representations, engage in dialogue with others about them, and use them to
inform actlon.' (45770,

However, as will be seen later, Boland et al. argue thal to do this reguires a radical
transformation in 18 duesign philosophies. DeSanctis and Monge {1999, 696) also take a
positive view ragarding the ability of ICTs to allow a rich form of interaction by arguing
thiat ratter than the loss of social cucs which oceurs when communicating via most I0TS
being megative, that such a loss may in fact facilitate understanding, by removing the
distraction of irrelevant stimuli’,

I5 & polentil slvariage of CT-medisied comminication that people ars 'ass | kely 1o judge others an
pelantially sugericisl -actors such 85 oks? How docs Tha prozess of makirg inital judaercats of
strangers very hetweasn lacs-to-face situations znd ICTmediated siluainns?
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Hwever, ofHer writsrs are mote critical, fundamentally arguing that the difficulties of
facililating rich interactinns via IC75 should not be umderestimated (Hislop 2002F). This
is orimarlly hecause e loss of social cues {tone and pace of voize, gesture, facial expres-
sion’ which accors when using most ICTs significantiy degrades lhe communication
process, and limils the extent to which knowledge can he shared via such medinms
(Goodall and Roberts 2003; Roberts 2000; Symon ZU00). Further, thare 1ay be a limited
rale fur ICTs particulatly in the sort of intercommunity krowledge processes examined in
Chapter 6. This chapter showed how konowledge-shasing in such clroumstanies i%
complicated oy the lack of shared identity and limmited owvarlap 'n the knowledge hase of
people. These difficultics are anguably pxacerbated when such kowledge-shiaring is elec
tronically mediated, as the social cues that are iImportant fo lhe sharizng of such factors are
lost (Walsham 2001 Maloughlin and Jackson {1995 make siimilar conclusions, arguing
that rich knowledge sharing in virtual interactions is most likely to be successful where
Lhere is a positive, pre-existing social relationship betwien [eo prle.

Finally, a perspective, somewhat intermediate Lo the ahove 1wo positions suggests that
swhile ICTs alone may have a limited ability s facililale a rich form of communication,
they can have @ role when corrhined with faco-lo-face interactions (Nandhakumar 1999],
Maznevski and Chudaba (1999) reach such a conclusion in their study of global virtuz]
teamns, suggesling that ‘effective global virtual teamns . . . generate a deep rhythun of rege-
lar face-to-face incidents interspersed with less intensive, shorler incidents using various
mecia’ (473).

1 Ts and meadia richness

Cse Ninding that emerges from the above debate is that face-to-face communicarion has
dfferen: characteristics from electronically mediated commurcalions. Looking in more
detail, it can also be seen that different JCTS have different communication characteristics
{soe Table 8.3). However, the characteristics and degrees of Information fyliess of differ-
ent commurication mediums, are the subject of disagreement, and are the second area of
debatz examined.

Tn ihe information systems literature Information Bichriess Theory (IRT) suggasts dal
different medizms have Fxed and static levels of Information fchiness, where ‘commun-
icalion chness {or leanness) s an veariant, objective property of communication media’
(Mgwenvarma and Lee 1997, 147, Further, this theory adopts a rational choce approach to
people's selection decisions with regard to the communication medioms they use, with
peeple seleching the communication ciedivm mest approoriate to the task being under-
taken. Vrom this perspective, il s possible to rank differcnt medinms in terms of their
‘ubjeclive’ levels of Information cichness, with face-lo-face interaction deing the richest,
and e-mail heing one of the leanest. Table 8.3 is thus laid out to reflect such & ranking.

Howvever, (his theory has Leen the subject of an increasing level of crilicism, which
gumestions the idea thal each communication medium has fixed and objective Information
Tichriess i acleristics, This is therefore why there is a question mark in Table 3.3 beside the
ranking arrow. Instead of communication mediums having fxed and objective inforoation
rdcliness charzcteristics, as LET suggests, others suggest the leanness or fchness nf any
communicalion process is something which emerges from the, ‘inleracions butween e
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Table 8.3, Characteistics of varous cormmumication mediums

Medium Communication characteristics

Faceto Face Interastion = |nformatizn rich ksocizl cues such &s “arial exprossion, voics, gesturs
vizible, Plus, synchioeaus conamanication, patental for rapud
mgh-nuality fezdosckintzaci o
& Iy ozt ralevenl To- sharing of tecr knowladgea
Spontanscusinformal inteactions possiblz when people
aengraphically proximate
Candit ons arrerable Lo developrmaent of trust {olhar factors excluded)
Cxpensive when paapls goographizsly dizpersea

Widen sonferancing o |nfnrmaticn rich ‘sccial cues, and vrualy resl tne, synchrons s
meCium)

Crpensive to se1up

= Su| ap limeinhibits spontanc ty

Teleptors # |rig-rreciote intarmarnion richness (ionc of wolo2 conveys Some
sociEl cuss, but gosture, sepression mndsible. Alsa synehmroes,
iacilitating datailed, immediate feedbrok)
Coat variab s
o Spontaneousinformnal interscions possinle irespective
ot grographic praximity
e Can facilitate development of Trust where faes-lo-Tacs interaction
o fizult intaraction difficult

E-rnail ® Syitabie for sharing of highéy codiiad knowledge

& Felatively oy inlamation richness (gl social cues ost)

& [nzspenaive (oost unielsland 1o ceograpnic groximilyl

® Asynchrenods, witt vanzhe feerdback spood

® Spontanacusinformal intgacticns mossib's rrespective of
guograEhis Lo mty

Fermznont racord of inlgmotion wasis

CevelopTent o trust 2ased on e-mail alons difficu

Increasing Informnation Richngsss’

people, and the organizational comtext’ (Ngwenyama and Lee 1997, 148). Thus the richnass
of any commuuication process will nut bre delzrmined by the technical characteris3es of the
communication medium, but will ‘nstead be shaped by a range of social and technival
factors, Helewant social factors inclwde the degree of muteal understanding which exists
herween people, the willingness of people 1o make the effort to communicate and undee-
stand, ad the abilities of people to effectively use a communication medium, Thus, Tow
“ichness” mediums like sanail can be wsed for complex, information-rich _nieractions it
urganizalions encourages i1, or people bocome cdept at using it (Markus 1094 Mywemvama
and Lee 1997 DeSarcts and Monge 1999). Thus, if people are more comfortable and com-
petentusing e-mail, compared to ‘richer’ communication mediums, such as groupware, this
may helpexplain the preferance for e-mail reported in 2 number of studies INgwenyama and
Ler 1997; Marlous 1994; Tauleen and Yoony 2001; Robertson et al, 2007 ).

Drganizational level factors, such as the character of the organizational culture can
alsa atfect both the Lype of medium wsed, and the way in whick it is used. Thus, if an
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arganizational culture places an emphasis o accountasility and documentation, his
nay encourage the use ol e-mail, as, compared to cther communication medivms this
provides a good, decumented record of conversalions sl interactions. Alternative’y, an
organizational culture that empaasizes leamworking, openness, and gond interpersonal
working relations, may encourage the use ol lace-to-face eetings, and telephone
Comversations,

ING THE ISSUES

Fh:rbet‘tal:m et al. EDEI'E explamlng the predominance of e-mail

LR LR T LT P tmmma T T L LT TN T T T T R ———

Fobarann &t &l examined te commdnicalicn and know edge-sharing patterns in & knowladze-
Intensive crganizesion: 8 scientific consullancy. Much of the wark in this organization wes
krowladoa-ntensiva, sl raquired mulidiscipinery project teams to shere and intagrate thais
krowladdoe legethzn The preferred mods of communication and shering of knowledge was
thraugh sither telechone convarsstinns, or facetoface mestings, which supporiad 5 rich inter
actien. Howoevi, a sagnisiog firding in the study was the slgnificance of the exten: 10 which
-l was uses, and the lzck of uza that was made of | otus Motes, even though it had bean
implermentad organizatiorswide. Aczoding Lo IRT theery, groupwans tachralogies such és Loms
Motes, arz a richar communication medium than e mail. thersfore this thecry would suggest the:
Lotos Motes would De of use for the yge ol knuwlsdye-intansive interacdans typically raquired
by the consulants, Fobartson &0 &l suggest thet thore are a number nf sacial and contowtus)
faciors which explsin this communication pattern. Firstly, e conseluns hed becormne adept
oomail neers, and wers ablz o make irnovative use ol iL Secondly, few consulzants had invesied
the fime to learn howe to use Letus Motes, which created a vicious circle whea peopls dido't fes)
encouraged to make the uza ol i1, as they wera unsure thet others would be adept with 1. Finally,
the organizationat cubure, for g variety of historical ressons, zlso encouraced and rein‘oeed [he
Ee of armail, 35 one of tha main metheds of cormmunication.

Im such an organizational conlaxt what would mansgemen: requing Lo da to persuade its workess to
rriaks oreater uss of Lotus Notas?

ICTe and daveloping/rataining trust

[he final area of debate and disagreement examined, which links closely to the first topic
of debate examined, is the extent to which Lrust can be developed and sustained in socdal
relations which ase mediated by IC1based modes of communication. The literature on
this topic shows thal the extent of face-to-face interaction that ocours between people
affects more than just their ability to develop an undesstanding of each other. 1t alsa
alfects the basic natuze of the social relationship, and the extent Lo which trust can be
developed and sustained. The debate in this area is over the question of whether tras: can
be devaloped and sustaine] by elactronically mediated communication alone,

[ECHMOLOGIFS AND KNOW _EDGE MANAGEMERT

One schoal of thought suggests thal it isn't possible to develop and maintain trust in
social relabions mediated purety by ICTs, Robests (2000) thus argues that face-to-face con-
tacl is a vital element in the estehlishment of a relationship of trust, Research concuctod
by Maznevsii and Chudoba (1999) reinforces this perspeclive, as one of the henefits for
the successful teams who used eccasicnal face-to-fzce meetings as well as electomically
mediated interactions was that the face-to-face mectings impoorved 1he sucial relation shilp
and the level of 1rust that existed smongst oroject team members,

Finally, the research conducted by Nandhakumar (1929 on global virtual tezms also
supports this perspective. Tiis research examined patterns of information and knowled -
sharing within a glohal virtual team. The communication of the team was mediated bya
PC-bzsed 1CT system which included desktop video conlerencing, multimedia e-mnail and
grougaware applications, which included an intranet and fie transfor software. In this
research the absence of co-location was found to significantly alfoct the davelopment of
trust. The prajecs feam examined consisted of people whe had never previously met, or
worked lugether, therefore heee was no pre-exisling personal relationship, and initially
Lrust was relatively rontractial and weak. Towsver, project leam members actively initi-
ated face-lo-face Interactions witlh othicr tezm members to develop 2 more personal type
of trusl, Overall, Mandhakumar concuded that TCTs in and of thermselves wers ot
adeyuate for either e development or malitenance of must in working relations, This
conclusion can be illustrated with (he following quoetation from one of Lhe project team
members interviewed, ‘Lo slarl vstablishing a relalionship I think ¥ou nced to have the
pliysical contact more because you have this indefinable thing abeut relationshi s and
body language and you don‘t get it in Ui saine way [in electronic interactions| . . . so
as you do the teambuilding vou aeed to have some phivsical contact” (52).

ILLUSTRATING THE ISSUES

Pharma -¢0; communication wmhm a virtual project team

Pharma-co deciosd in the md-19305 o imalemart a new information managenant swstam into
their production sites, which would beter ink therm to crher organizations? Turcions e furthar
delzils onPharma co's project sze pp. 3451 Pharma-co's production sites wers sproard thrig o
Eurcpe, Asia, and Morth Amcrica, with the grestest concensiation of sites i the UE sl USA. Tha
project leam set up 10 fadliiale (he design and imolementaticn of the informasion managamant
system wiore e beea UK and two American sites. Therefore there was Some 180285 Ly Lo wark
wituglly. A number of different commurication medivms wers Uzed to faci itate the develpment
ot zocizl relations and knowledgs-sharing noludirg oomail, vides corigrancing, telephone cells,
and conferences, as well a3 otcssional tece-in-a0e meestings. |he project manager in pariculs
had to doa lot of fravel ing to mainain feguent facs @ fes intersctiors wish project memibsrs
frorm all sites, \Whi e the projact was ulimately sucoessiul in its werk, slectron cally medistod
winrking wes found to be difficult and chal erging, for a number of rezsons. Firstly, video conferen
irng tacilities ware only availzble ontwe sites, so it was ditticul 1o include all preject team members
whien lising tham. Seeondly, the croject developed a reutine of having a wockly voice canference
linkiny &l 1zarm members on all four sites, The projact manager, nowever, tound that this mettod



EOCial AND CULTURAL SSUES

~f communication had its difficulties, primarily because of the loss of surne social caes. Thus, in
discyssing 1he telephans conferencas shs argued that, fram s p rojecl MEnafament il oF wiEw
you are complstaly blind es 1o g reactions rocewad, you don'Lknow whether they ars comiznt-
gole telling you et what they are deing, whathar They arc being aplimistic or pessimiztic.
Winereas whe you are iooking al tham you can 552 il thal they arc uncormfortabla teiling you
(s cecaUsSe Tiky Sre nat very oo ~fidant abous it, or thet they are Rotd rg something back.”

Fiaaly, languane d fierences also comp icated Surnmunisasion and know edge-sharing. Thus.
knowisdgs-sharng was initialty inkisited by d faring definitians of key tarms betwsen the L and
Armerican team memhars.

Huywever, soimne Wiilers are more positive, and Zrgue that it is possinie 10 huild and sesiain
tmsl in interpersonal Telatons that are otally mediated by ICTs. Pauleen and Toorg
(2001} in a study on the role of 1T for relationship building in virtual teas argue that
social relasicns can be developed and built amongst strangers by the strategicuse aof arange
af electronic communication nediumssu ch as telephane, e-mail, and video conferencing.
They also suggest that the specific balance of Lhe most appropriale commurnication medi-
s is likely to vary between contexts, and will be shaped by factoss like national and
nrganizalional cultural nomms, individual personality, and the range of mediums availabe.

Stop and think
Lo agres with Pauleen and Yoony's canclusion thint thraudh tha judicious use of a range of
[ Lhases communication mrechsisms i is possible  deveiop siferte warking relitiong with
strangats whe have differant criltural values without ey facsto-fane nie ractian?

Tarvennaa and Lewdner (1999) aig also positive that tost car be developed in totally
virtual social relations, though they lound that the type of teust developed in temporary
virtual teams was extreiuely Tagile. The virtual teams examined oy Jarvenpaa and Leidner
were ‘separtated by time and culture’, 3s Lhey invalved Temote interaclion Fretwieon peojpls
of ditterent nationalitiss whe not only had no previous knowledge of gach other, bus whio
liad rio opportunities to meet lace-to-face. In the learmns examined tine was not available
far the development of personal-hased trust, it with some groups what has Been labelied
as swift trust developed, which allowed them o work together effoctively. Swifi st (5
utilized in siluations where thers isn't the Ty af time to develop sodal relations, and
is rypically inlerred presumptively based on the limited information that team membess
hmve of sach other, However, this lype of st was foiand to he fragile, precariuus, and
easy Lo destroy. Jarvenpad and [eidner (1959, 807) lound that certain actions anud behav-
sours facilitated the development of this typc af trust [see Table 8.4). For examr ple, in the
early stage of 4 group’s e, st 5 mote likely Lo be developed if group members com-
municate an enthusiasm for the task tobe nndertaker, and show a willingness to engage
in social communication Lo estublish 2 more persunal basis to socidl relations. Further,
they found that at more mat-e stages of a group's working life, frust wias sustained i
group members provided tmely responses 1o querizs, and if groups were able to manage
the transition from social-based interactions to task-based Interactions. Thus, Jarvenpad

[ECHHOLOGIES AND KNOWLEDGE PMAMAGEMENT

Table#.4. Trust tauiilating behavieu s and actians fadapiad from 1able 4, Jarvanpaa and
|aidn=r 1988, 807

communication behaviours and Cammunication behaviours and actions which
aciigns that facilitated trust in helped maintain trust over time
early group life

o Spcial cort LRGN Procictable communicaticn

¢ Demonsrate cnihusiasm # Suaz-artizl and imey responacs
o Copwith dechnical uncetainTy & S pomssiul transilon from Seoal o procedural letask focus
v Shawvw individual inligtiva & Praitive lzansishia

o Phlegriatic resaonss 1o oisss

and Toidner conclude that (2 wieak foem of) Lrust car be dey elopsdin ICT-mediated social
relarions it peaple behave and act o rertain ways.

implementing ICT-based knowledge management systems

1p to now, the focus of this chapter as been o0 one central theme, the extent to which,
and ways in which JCTs can be used to faciiitale knowledge managemernt Protisies. This
section changes focus to consider e queston of oy TCT-based kmowledpe menagemendt
systuns should be designed and implemented. Chapter 411 lusteated thie high failure rate
of the carliest 10 -based knowledge management initiatives. In heoad terms, (hese [ail-
ures could be the result of two general causes. Firstly, it may be thal these systcrms were
designed [or knowledge-reiated lanctions for which [CTe are unsuited. This repicsents
one of the main critiques that wiiters iroma practi{'e-haam perspective have utilized, lor
example, suggesiing that the ohjectivis-based early initiatives underestimated e
difficulties of codifyng tacit knowledge. Llowevct, another, equally relevant explanation
for the failure of these carly knowladge management initlatives 1s that rhey wer2 nap-
propriztely designed and implemented. This seclion therefore considers this question.

A critique of the implem ertation methods of the sarly
knowledge management initiatives

As described n Chapter 4, one of the main problems of the early T focused knowledge
maragement initatives was that they neglected people’-related issucs, hy typically
assuming unquestioningly that peaple would be willling tu share their knowledga, I
these early knowledge management initiatives the neglert of ‘people’ meant that inade-
qquate accouni was taken al the social and culiaral contaxt Inlo which the systems ware Lo
ke mmplemented. Instead these projocts weore typically very much lechnbcally led, and
technically focused, e on how to physicaliv store knowledge, rather than o whether
people would e willing (or able) to store their knowledge 10 such sysTems.
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These problems are nol exchusive to the implementation of knowledge wanagement
swstems. For easmple, Symaon (2000, in discussing research on the use af elecironic
communication systems, concludes that it is tpiezlly problematie to assure. Lgues-
Homntngly Fial people will he willing to use thesc systerns. Orlikowskl et al. {19957 alsoin
relation to eleclronic communication systems argued that when sucl) systams are not
adapted adequately to the social conditions of the local context |hat there is a significant
rrance that such sysiems will be underused. Tinally, McDermoll (1994 argued that «
neglect of social and cultural issues in the destgn and implementation of information
technology muns the risk fhal such sysiems will reinforce tathier Lthen transform cxisting
culbares, values, and behaviour.

RATING THE ISSUES

Globalbank: the problems in a technology led KM project

In Chzoter six ises . 76=7} the problams Glopalbank sxperenced wiilh ilg inTanet project wers
deseribed, One ot the main problems, which adversaly sffanted This project, was thet swaff from
diffarant business units didn’t adegquately collsooraie with sach ulhern, and share relevent knowl
edge, & significent patt of Jne explanaticn For weny this happened was that the projact, whiose
owerall coordination was the responsibility of corporate [T slall, was foousead primetly on izenno-
logizal issues, such as whether she T infrazzrictue in place was adequately far the functions
required, agresing protocols tor sie deve OpmMars, anu deciding on the content and style of Lha
miranes sites. The projact leam, whike acknawledg ng the culture of aulonormy and antagonislic
competiveness which exsied between divizions, did little 1o improve or chango thess social
celstinns, Tris mesant that Tie lewel of trust beteaen divisional steil was tyoically low as nathing
Fad peen done to break down snd challzngs Lthe Listarics! artagonisms which oxsted. lronica ly,
<he result of this was that & projoct whinse aim was ta atternpt 16 reducs cross-organizational
boLndaries, and mnprove lavels of intra<iganizationsl communization and kriowlsdge-sharing,
inetead helpad to reinfires the existing culture of divisionzl sUtornamy,

Iowever, being sensitive (o the socio-cultural conlext means taking account of the spe-
cific and distinctive charactesistics of each arganization. Lhis (herefore makes i= aJifficult
to provide a general checklist of prescriptions and answers Jbout how to e successiul in
wweh ventures, What warks in one organizational context may bz completely inappiopi-
ate in anothes, different organizational context, A better way ol dealing with this issue is
not to try and give such standard, generalized answers. Walsharm (2001) inslead suggests
(hat 4 better way to develop an understanding of relevant socia-cultural factors is Lo ask a
set of sensitizing questicny, such as:

e Whal type of knowledge-sharing processes does the exisiing organizational culture
enicourage and discourage?

s How du exisling power relations affect knowledge processes?

TECHNOLOGILS AND KHNCWLERGE MAMAGCMENT

Orce these questions have beent answered it should then be possible 1o design and
implement ICT-based knowledze management SySEMS which take acconnl of these
lactors,

An alternative design philosophy

Joland ot al, (1994) arc optimistic that 1C]5 can be designad to suppart processes of
serspective making and taking. Bul they aso acknowledge that achieving thiswill require
a significant shift of emphasis in systam design philosophies (Tenkasi and Beland 19961,
This is primarily because, while the objeclivist perspective or knowledge and knewlecge-
sharing has been widely criticized, it still represents the dominant parad gm in the main-
streqm information systamms literature (Schulze and Leidmer 2002), This is made visible hy
2 number of #he assomprions made by s literature:

» Objective knowledge exists and s transmittable thiough words and language which has
a fixed meaning.,

« The knowledgze base of organizations is cha racterized by consensus, and a significant
comman knowledge base, making knowledge-sharing unprohlematic.

e ICT svstems for knowledge-sharing are based on Lhe transmitter-receiver model (se
Figure 2.1},

From this perspective, system design s concerned wirth designing colmunication
channels that maximize signaliinformation richness and minimize ‘nojse’ levels
{Baolisani and Scarso 2000), Insteac ‘tenkasi and Boland [1998) argue thal, from a praclicc-
based perspective, design objectives should shift <o faclitate processes ol pemspective
making/taking between people who can't he assumed to have a lot ol knowledge in com-
mion, This thurense Teguires the creation of open systems fhat allow (he surfacing and
sharing of different intarpretations, [a<en for granted assumnptions, and values.

Conclusion

A significant umber of writers sugges: thal 10775 can play an impottant role in knowledge
menagement processes. However, ITere 1s @ significant debate in the contemporary
knowledge management lteraure regarding the role hat CTs can play in knowledge
management processes, which this chapter has examined, Thos, tather than allempt to
present a ceherent and unilary persnective, this chepier has sttempted to do justice 1o the
debate by presenting a range of perspectives,

In hroad terms there has heen a retreat from the optimist embodied i the carly
knowledge managemen: literature that kuowledge processes can easily e mediated znd
sueilitated via the use of advanced ICTs. There Is now, thus, a greater ac<owledgement of
the not insignificant difficulties of haviug kaowledge processes mediated by TCTE.

Ome contrzst in the literature can he made between analyses utiliz.ng ebjectivist amd
practice-based perspectives. Writlng which utilizes an obiectivist conceptualizatine of
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wnowledge typically argues that ICTs can bave an irportant and direct role fn kniowledye
arocesses, for example in the structuring, storage, and dissemination. of codified
knowledge. By conliast, writing which adopts a practice-hased purspeclive on knowledge,
questions this tole for 10T systems in knowledge processes. 'his work cmphasizes £ac
difficulty of both codifying knowledge, and sharing codified knowledge dlectronically,
Wiriting embedided in this perspective thus tends (o suggest that ICTs can have & more
indirect role in knowledge processes, factlitating interpersonal Interaction and procosscs
of perspective making/taking. However, as was shown, itis decepfive to prescil these twa
perspectives as peing unified, as within the pra ctice-based Hicramure there are debates on
& mamber of fssoes, incloding the extent to which trust can he built via social relations
madiated by TCTS

The managerial implications that flow from these nsights are quite sigriificant, Tor
caariple, 1 different types of beheaviour are appropriate for the developmant and maintern-
ance of trust in face-to-face and ICT-mediated interactions, this atfects the types of behav-
iowss and artifudes that organizational managernent should encourage and reinforce.

Iawever, one general conclusion Laar can be made on this topic 1s hat, whatever {Lae
rale that TCTs have in knowledge processes, for such systemns to be effective, their design
and implemertalion requires to be sensitive to Lthe sacin-cultueal contextinte wlich ey
ate being implemented. The danger of not doing this, as was well demonstratzd by the
high failure rate ot the cazliest technology led knowledge inanagement projects, is thas
the chances of such projects succeeding are Telafively low.

REVIEW QUESTIONS

i Argaazly, an eithesvor fogic prederminates in much ot the litersture which comparas
technolome-adiated end [sos-to-face methods of communication and knowilsdge-anaring
processes, whors they ars nonsiderat to exist al the opposite ans ot a spectrum, ard
where the Use of ons mads oF commurization i raga-dad as baing likely to limit the axtont
e ket (he athar iz used (Waoloar 20030, Hovwavar, is This necessarily the caser o what
excers may the use of gither form of nowledge-zharing supporl and teciitste the uss ol the
othar? Forexampla, 15 1t possilile the: the use of technology-bused knowledge syslems,
such a5 4 sazrcaanle dirsctory of expertise, may also isad lo an nerease 0 Sace-l-tace
Fased knowlodge-shenng meshan sms, for axarmple nreugh meeting paaple fonnd through
Lsing such dirpotorias?

s Wher I0Ts are usad for knowledge manags nent paposes there appoars to be a creferorce
for weing off the-shelf products and the 1 sttampting te customizamodity e o ilizational
contest, ralhar than custamiz ng or desigrirg technological systems to be comeatibla with
sxisting organizations| peclives, Why is tis the sage’

3 The aritiqus of nformation Richness Theory {IRT) discussed challa nged the idea that any
COMTIUTCETOn rmeiun les qn chjsctive ard fxed leve of camrrunication richness, and that
instesd the rebnoss of siy commun cation 2rocass would be snaped by tne relaTionship
between poaple, and their sklle at using differant commurication mediums. 1 what extent
diyon agres with this arguenent? Codld s enguiment ne b chellenged Dy suggueling that
AN crrRLnication mediums are inherantly richer corrmunication medums cormpared 12

TECHKMOL DEIES AMO KNMOWLEDGE MANATGEMENI

pihers, for axample phone conversacions, whaie voite fone tdn he heard, and e-mal, which
iz a puraly text-bezed maodivm?
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Organizational culture, HRM policies,
and knowledge management

Introduction

As the Inlroduction to Part 2, and Chapter £ detail, social and cultural factors have been
found to be key mediating factors, allecting the dynamics and likely success of knowledgr
management initiatives, Lhis 5 oramanly becanse such factors have increasingly becn
recognized as playing a fundamental role in determining whether workers will he willing
o gctively participale ln knowledge management initiatives, Inevitably, (s has led o
nrganizations daliherately attempting 10 manage their calnnes to produce aporopriate
knowledge hehaviours.

Orverall this chapter examines two broad topics. Firstly, how organizational cultures
shapz the attitudes and Sehaviours of their steff to knowledge processes, and, sccondly,
the ways In which management can use culture, and Human Resource Management
(HEM hereafter) practoes such as recruilment and reward, to prodoce appropriate
attitudss and behaviours, The atlituces and behavicurs chat are relevant o knowledge
management initiatives are outlined in Table 9.1, Thus, the use of culture maragement
and HRM policies can be seem to be concerned not only with attempling 1o produce
appropriate knowledgs behaviours and attitudes, but also with making wotkers commit-
wed and loval t their employer, so that valuable knowledgs 15 not lost through staff
turnover {Leidner 2000},

Table 9.1. Attitudes and behsvioars relevant to knowisdgs management initiatives

Attitudes Behaviours

* Sosities attitude wards knowlodge & Socnee participation i knowledos
rnznagernant initiatives MEN&gemens initiesivas

» _cvelof lovaly arad commilment to tha # Hzwing eontinisnns emalmyreset Gar

argarization, and tha goals it 1= perssing significant periocs
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The chapter begins by examining the Hnkidges between knowledge management,
Fuman resource management, and geaeral business strategies, The second major sectlon
then shifts focus to examine the fopic of organizal {omal culture, and considers its import-
ance in relation to knowledges management initiatives. The third and final secton hen
cansiders how specific HRM practices can be used o aflect not only attitudes and beha-
vicurs 1o snowledge processes, ot zlso levels of crganizational loyalty and comuiiment.

Linking HRM, business, and kn owledge strategies

Before it Is nossible o articulate the type of TTRM policies and practices that can support
an organizatinn’s knowledge management eEforts it is necessary understand the type of
knowledge management strategy that organizations are PUTSUINE. ‘This is because not
oIy is there an enormous diversity In the type of knowledye management stralegies that
organizatiung can pursue {sce Hendriks 2001 for a wsefnl taxonomy), but crucially the
HRM implications of shese diffeient stralegies are quite distinctive. This raises a number
uf related questions including: what is the Yirik, if any, between an organization’s know-
ledge management sirategy and its Dusiness Stratlgy: and how s an organization's
husiness strategy related to Its genera. HARM strategy. This section thercfore exaimines
how the strategic context (see Figure 9.1] shiyes the type of TIAM practicss and poliries
organizations uliize,

Before considering this tople furthe 1L is necessary Lo say that the smowledge
management-strategy relationship, as articulated in the knowledpe rmanageinent lteralurs,
has idealistic and rationalistic overtores. Thus, There 8¢ 455 umptionrs that husiness strategies
are developed on the basis of thorough and ohjective analyses of the usiness Markel envir-
aamest, and that the implications of thes: bnsiness strategies are then nsed in a logical and
structured Fashion to determine orpanizational practices (such as HRM pulicies, IT stralegy)-
In Mintzherg et al's teoms (L1538), strategy folows the Tlesign Schanl or Planning School
models, which niegects the extent to which strategy is ad hoc, emergent. based on limited
seagches and Ivanchies, or that business slrategies 4re £5 m uch the result of political battles as
carefi.| rarkel analyses, Arguably, this &8 because The issue of stretlegy has been given inade-
quate aliention in the krowledge management literature (Zack 19997, and that as 4 Com-
sorjuence strategy raodels are (hus relatvely basic and unsophislicated.
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Fig. 9.1. Lirking business, knowledge, and HEM strategies

HiAM POIIGIES, AMD KNOWLECGE MANSGERERNT

A pumber of writers and zunalysts suggest that it is fundamen lally important to link
knowledge management initatives Lo concrele husiness sirategics (Hansen et al. 1999
Hunter ot a., 2002 Mclermott and O'Dell 2001; Pan and Scarbrough 1900, Skyrme and
Amidon 1997). Zack (1999) suggests that thisis the case because doing so represcits the
primary way that such injliatives can be made o effectively contribute to the creatior af
cconomic value and competitive advantage Thus in relation to Figure 9.1, (e starting
soint in deciding on what Lype of knuwledge management igitiative Lo implement
should be an analysis of an arganizalion’s business stralegy to identity the role of know:-
cdge in 11, The development af knmwledge and HEM stratepies should therefore be
informed by this analysis and link back to the business strategy by developing aml
reinforcing it

Different writers Have characterized the diversity of knowledge managemeul slrategies
that organizations puisue in a variety of ways. Hansen et al, (1999), in what is one of the
most well-known frameworks differentiate between wo broad knowlodpe strategies:
codification and persenalization {zee Table §.2). The coldification stralegy iy mmost relevanl
for companies whose competilive advanlage is derived from the reuse o) codified knowl-
edge and is centrally concerned with creating searchahle repositories lor the storage
and tetricval of codified knowledge The personalizativn strategy, by contrast, is mmost
relevant for companies whose competitive advantage is derived from processes of knowl-
edge creation, The persenalizaiion knowledge strategy focuses 011 wuys [0 LLprove
the facc-te-lace sharing of tacit know'edge between the different workers who pOSSC33
relevant knowledge,

Hunter et al, (2002) develop an alternative “ramework that has four specific xuowledge
strategies (see Table 9.3). The fitst two slrategies, huilding and leveraging human capifal,
hawve in common the fact they are focused on the development and use of hurran capital,
The secomd two strategles, decpening knowledge processes and diffusing knowledge,
have in common {he fact that they involve the development of human processes. Thein

Table 8.2, Cadilicatior 314 persoralization knowledgs strateges ror Hansen at 2l 1434849

Knowledge strateqy Codification Personalization
Buziness-Knowdedzs Link Coampetitive sdvanlage thro ugh Coampotitive advaniags trouah
knowladon re-use knowledye creaton
Relavar Enowladye Traraternng knowledss fram Imnrwving sooial pracesses o
Procsss penpls o dacumerts faciitate sharing nf laci
knowledge bobwaen psock
HER Immplica wns o Nolvete peopls to codify & hotvate people o shang ther
1hsir knowledos kenavindns wilh othars
& Training should emphiosies & Training should armphas==
the deve opment of 1T 3kills the develepmant of
s Feward peopls for coditymg inter-persongl skills
thei~ knowledss e Haward people forsharisg

kn oo ledae with athers
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Erarnewnrk, hased on an analysis of the knowledge strategies pursued by five lagge Seottish
law frms, is sinilar to that of ITansen et al,, in thal the knowledge strategies relale to
particular business strategies, and hat, differeat [IRM implications flow from cach
kurneledge sleategy.

ILLUSTRATING THE ISSUES

Casztco and Swed-Truck: strategy and knowledge

Casteo and Swerh Trick are twoorganizatons which bad histoncally been crganized inte separate
arid discrete divisions which had cperatad independsntly frem sach ather had interacted
salativey nireguandhy, and which had little in the way of comman standads gl working prac-
Hieas Im the lata 10905 serior managament i both oreanizations, based nn an analysis of their
changing rmarket conditiors, decided that tnis had to changs, and thet thee waeuld be arganira
tional benefits from inersasing the anount af intardivisional kanwleoga-snating end througn
ineressng the degres 1o witgh wearking practices Wwers standardiza. Tu suhigvs this, both organ-
izaticre ombarked on change programimes that imwahed the devalopment and imzlamentation of
CormiTon, organizat an-wids information ManadermInt SysIems Thase systems not anly reguirec
tha cevelaoment of commnn stendards and wn-king practices, but also fecilested interdivisiona
communication &nd xnowlecge-s1aning.

Using the stiolegy typelogies eulined in Tehles 9.2 and 3.3 classify the fype of knowlsdge
rmanagerrent siratsyy adupled by Castoo and Swed-Trusk.

Tahle 8.3 Huntar 2t &l (200275 tour snowiedae stretenios

Focus Knowledge strategy Objective

Iurran capital Builching “wnan capital Incresse the maount of knowledgs capils
possossed by the aroanization thraugh (b
raciuibmant and ressnbioe of 51aff.

Leveraging hursan capitzl o s e lectively unilizing existing <nowledgs
capital, [ar seampla through nse ol 1CT-zazed
kncwledss-shanng sysiorms:

Hiran process Deeparing krovdsdge lingresinig The qualmy of intersction petwoon staff
utilization wrimprove lewel of ftacil) knvw ecge-shanng and
pErERECVE makingftaking
Enawieoge diffusion Irmprore eoctent Lo which key knowdodgs s
diffused ard mnds sooessile 1o all ralevant
ol KErS,

BN FOLICIES, AMD KROWLEDGEE MANAGENMENT

B realistic s the strategy madel porrayed in the enowledge mansgemant litsrsture? Does
Armsar oo rational 4 monel of the sttaiugy-making and irnplementation process?

Hansen et al {1999} make clear that the HEM implications af the codification and
personalization knowledge strategivs are ditferent, and argue that it is shus important for
prgandzations to ensire thet their knowledge and HEM strategies are aligned (see Tanle 2.2
For example, with the codification stzatogy, the main motvation issue is persuading
wirkers to codily their tacit knowledge, whercas with the personalization strategy it i
refated to persuading people to share their knowledge with cthers. HRM policies and
practices thus need to be direcied towards the achievement of these quite different objecl-
ives, Thus, for example, in terms of recruitment and selection, it will he important to
identify and recruil prople with suitable personalilies to these different knowledge acliv-
tdes (kuowledge reuse versns knowledge croation), Faualiy, training and development
implications alsa requise to be different, with companics pursuing codification strategies
requiring Lo emphasize the development of TT skilis, whereas those organizations
pursuing 3 personalization sUategy requlie 1o place a substantially greater EITH2LASLE ()
Jeveloping the sodial networking and interpersonal skills of their workers. Finally, pay-
mezt and appraisal systems should reward behaviours appropniale to the organizetion’s
knewledge slratcgy.

Organizational culture and knowledge management

This section examines two interrelated topics: (be extent to which and ways in which
organizational culture can aflect attitudes towards and participation in knowledge imt-
atives, and second.y, the extent to which appropriate, positive knowledge cultures can be
created by deliberate management efforls, While there s general unanimivy regarding the
importance of cullure in alfecting knowledge initiatives, as will be seen, opinions vary
geeatly on the sacond topic, wilch to some extent rellzoss debales in the wider culture
literature.

Before proceeding any further it is necessary 0 define whal arganizal.onal culture 15
While every piece uf wiiling on cullure typically gives its own specific definitinn, auseful
one is that provided by Huczynskd and Buchanan (2001, 624), who define aorganizational
cullure as "the collection of relatively uniform and enduring values, beliefs, customs, La-
ditions, and practices that aze shared by an organizalion’s members’. This definition 13
useful as it highlights the collective nature of culture and alse suggesis |hat caltuee exists
beth al the level of ideas and behaviours.

m Drgnizational culture

The behefs and besaviours shared by an organization’s members.
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s anthined below, and in subsequent sectivns, culturs is closely interrelated with HRM
palivies ard practices. Thus, for example, a culture that emphasizes and encourages active
participation in knowledge initiafives can be reintorced by HREM practices sache as
payinenl systems or taining and development schemes, However, culfure is mot
reducible pursly to the HEM practices emploved by an organization. Based on the delini-
tion of culture used here it incluces slements such as the general managemant style,
modes of communication, degree of formality 1n operating praciices, a.l of which may
affect attitudes and behaviours to bnowledge management activities, For example, Kim
ard Mauborgns (1948) show how the extent to which organizational decision-making
processes are deemed fair, and the extent to which workers are invalved in them, which
represenss a fundamental aspect of viganizational culturs, can be crucial in shaping
atlitudes to knoawledge sharing,

Creating appropriate knowledge cuktures

MeDermott amd O'Dell (2001} sugmest that the reason why cultural issues are such a
prominent reason for the failure of many of the warliest knowledge management inill-
atives is thal orgznizations have taken the completely wrong approdaciy Their case study
evidence suggests that crganizations which are successhil with their knowledge manage-
ment initiatives, ‘build teir knowledge management approach to fiz their culture’ (2001,
773, 'Lhis is hocause organ=ational culteres are much more resllient than any knowledge
management iniliative, thus organizations whict aliempt to shape the culture to fit with
their knowledgs management initiative, tather than vice versa, aTe likely to find that their
knowledge managerment iniliatives fall. Further, the success of such initiatives is glsa
predicatad on organizations having suitable krowledre cultures already in place,

To allgn a knowledge management initlative with the organization's cullure they arguc
that it is necessary to link it to both the visible and invisible elements of the culture {sc8
Table 9.4, In terms of visible clements, the knowledge management initiative needs to
hs focused on addressing existing business problems, needs to match the existing siyle’
of the orgarlzation (such as the degree of bureaucratic rigicdity), and that reward and
appraisal systems should make visiple the Importanc: ol approprizte knowledge

Table 9.4, Linking knowledgs management inidslivas to orgenizalional culture ifrom
tdeDarrmott and O Dell 2007}

Visible elemants of culture Invisible elements of culture

foh Initietive shod ink to sxising K initintives should nkto core

business groblems arganizational values

i initiativas shows reflsct existing KR initiatives should link into sxsting natworks
arganizatiuna =l of sacil felatiens,

HP aractizas shouldd fink tn annmgiEia
knondedpe hehawvious

HR& FOLICIES, AND KNOW _ERGE MAMAZEMENT

bebavivurs, In terms of the invisible aspects of an organization®s cullure, knowledge
managemert initiatives should reflect existing core values, and should link into existing
networks of sodal relations. T a similar vein Schulee 2nd Boland (200H) argee that
knowledge management initiatives are likely to fail if they involve the development and
use of wark practices which are iIncongrient with existing work practices.

Fmbedded in McDermott and (FDell’s analysis 15 a pessimism that large scale culture
change can be achieved, and that if appropriate inowledge behavinurs are not a part iof
the existing culture, then it is likely 1o be very difflcult to change the cullue (o maxe
them so. An alternative perspective, which is the mainsiream perspective n the know-
ledee management literature, is that arganizational cultures can be changed Lo produce
appropriate knowledge related hehaviours and values. Analysts based in die perspect-
ive therefors zrgue that vue of the key tasks likely to underpin the success of knowledge
manzgemment nitiatives is the modilicztion of an organization’s culture in ways that
encowage and support desired knowledge behaviours and attitudes (De Long and Fahay
2000; Ribiere and Sitar 2003),

o managerr=nt bowe the power to contral dnd irllusnce organizational culture, Gris cultung
zomething beyand the cartral of menanermsni?

Contrary to McDermott and OTiell, Pan and Scartbrough (1999) argue that zpproprizte
knowledge cultures can e developed, but adini, that doing so is a complex, daunling,
and time-consuming precess. Their argument is based on a detailed sxamination of one
organization; Buckman Laboratories, This arganization has arguably heen a pionesr of
krnowledpe managemenl, and was one of the earliest organizations to actively manage
arnd ulilize its knowledge base o improve busines: performance. Buckman Laboratories
has heen relalively successTual in these efforts, and qas, in the words of one top Imanager
interviewed by Man and Searhrough (1999, 360}, ‘crealad a culture of trust encouraging
active knowledge-sharlng across fime and space ameng all of the COMmpAny’s comployess
across the world!

1 his knowledge-sharing culmre was something that had to be builtaed sclively developea
wiz a culturs change programme. Pan and Scarbrough argue that key o the success of this
programme was the role plaved by the organization's leader, Bub Buckman, whe initiated
and stiongly champinned the idea of developing a knowledge-sharing culture. e skills
attributed to Bob Buckiman by Pan and Scarbrough—of heving a clear vision, a strong
comrtnent o implementing it, and an zhility to communicate it to others—fats casely
with the typical chiaracteristics of charismatic leade:s (Bryman 1992; Nadlerand Tustman
19903, Thus, for Pan and Scarhrough, knowledge-sharing cultures can'be developed, given
adequite levels of commitment and leadership from senior wpanizational management.
Hihiere and Sitar's (2003) strong leadership &5 a key element to successful knowledge.
related culture change,

The ditterence ot perspective between hMeDermott and O'Tell and Fan and Scarbrough
regarding the ahility of management to deliberately manage culture change reflects
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similar debates in the wider culture literature (Debonna and Hai1is 1998, One factor that
complicates the management of culture is the existence of subwuitures, which may have
the’r own intorests and value systems, and whose strength of idenlity can affocs actinides
i change (Tlaris and COgbonna 1998; Hofstede 1998; Sackman 1992, A wealkness of tha
kKnewledyge management literature that exarmines cultuee is that the issue of suboultures,
and how they may affect attempls to develop appropriate knowledge culturss, is
relatively neglected (De Long and Fzhey 2000 being one of the rare cxreptions).

HRM policies and practices

As cutlined in the introduction, Jie Luman and social aspects of knowledge processes are
related to and affected by more than simply the attitudes and behaviemrs of staff iowards
these particular activities. QF equal impoilance is the more general attitude of emaloyvess
Lowards their emplov.ng organization. This is ‘or two primary reasons. Firstly, the level al
commitnient workers feel towanls their employing organizations is likely eo shape thele
attitudes and behaviours towards knowledge processes. Secondly, and equally mport-
antly, the level of commitment that workers have for their cmployers shapes tie extent
to which they are Lkely to continue working for them. The next section considers how
HEM practices can alfect levels of commitment and employes retention, while the sub-
suyrent section 1ooks ac how HRM policies can shape attitudes and behaviour towards
knowledge processes specifically. This is an analytical separation only, because there i3 a
close elaliouship berween employees” attitude towards their cmploving organization,
and their artitude towards the knowledge activities of their smployer.

Employee retention, organizational commitment, and the psychological contract

Retaining workers who possess valuable knowledge should arguahly be gs iImporiant an
element in crganization’s knowledge management stra.egy as motivaring workess to
particinatein knowledge activities. This is becanse the tacit and embodied nature of much
organizatichal knowledge means that when emplovees leave an organization, they take
their knowledge with ther. Thus staff tumover means an inevitable leakage and loss of
knowledge (Leidner 20000, As Byme (2001, 325) succinctly put it, ‘without loyalty knowl-
edlge is bost'. However, paradoxically, while many wrilers comment on <he impaortanee of
retentian, very few knowledge managemant studies examine the topic ol retention in
any delail. An exception to this is the literature on knowledge workers, cxamined in
Chapter 14,

To examine the tople af relention it is necessary (o utilize the concepts of organizational
commitinent and the psychiological contract, Commitment was defned and disoassed in
Chapter 4. The psychalogical conlracl represents the unwritten expectations or obligations
that exist belween an employvee and the emploving vrganization. For example, workers
may have expacialions of work which is intrinsically interesting, high levels of Job security,
or good promotion prospects. Most lterature focuscs on the em ployes’s psychological
contract, which is acknowledged to be highly subjective (McDonald and Mekin 20007,

HEM POLICIES, AND KNOWLEDGF MANAGEMENT
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Fig. 8.2. Linking the psychologics! contract, organizational commitment, and
orgenizational behaviours

The imporlance of the psychological contract is thal the extent to which workers perceive
1t to be fullilled (or not), or the Lype of psyehological contract that warkers develop, can
importantly shape their attitudes and behavigurn The refaticnship between the psvocho-
logical contract, organizational comunitinent, and allitudes/behaviours al work is sum-
marized in Figure 9.2 Thus, the extant to which workers perceive ther psychological
confract w0 be fulfilled will alfect their level of organizational commitment, which will in
turn affect the attihuides and behaviours of employess at work,

l%% | P=zychological contract

i L

The unwiriten expectations andior obligations that exist hulwsen 3 worker and thair employing
arcanizatian

Acommoen distinction is made belween Lransactional and relational contracts (Roussean
1990; McDonald and Makin 2000; Morrison and Roblason 1997). ‘Itansactonal contracts
are where the level of organizational lovalty and commitment workers have s limited,
where there may be a limited sense of goal alignment between emplayees and their
employer, and where the smployment relationship is regarded primari: ¥ in eronomic
terms, Relational contracts, by contrast, exist where there is a sense of goal alignment
between emp.oves and organization, where lovalty and commitment levels are sigrific-
ant, and there is an emotional as well &5 economic comoonent ta the cmployment
relatinnship. Flood et al. (2001) in a study of knowledge workers found that a posiLlive
paychological contract did result in hugher levels of arganizational commilment,
while Robertson and O'Malley TTammerslay (2000) found that levels of organiza-
Uonal commitment alfected] eployserstensicn levels and attitudes to knowledge
processes,

The lype of psychological conliact and level of oTfanizational commilment that
workers have has also been lound to affect a wide range of arganizational attitudas and
behaviours, includinge

» Controllasle absences—higher commitment levels ate assoclated with Tower levels of
such absences (Iverson and Buttigieg 1999; Somers 1995)

o n-role’ behaviours, e, tasks and dutes which are part of 2 worker's formal respons-
ibilities, Chaality and timeliness of worek likely to be positively related to commitment
Levels (Kim and Mauborgne 1993; Meveretal. 1993
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o ‘citizenship behaviour’, ie, behavioar beyoud 2 worker's formal responsibilities. Such
hehaviour Is positively related 1o levels of commitment (Covle-Shapuan and Kessher
2004 Organ and Ryan 1995)

Empirical evidence also suggests that when wo-kers percelve that thers has been a
violation in their peychological contract, for example when expectations are ot met, LIS
can have negative consequences for levels of organizational commitment and leovalty
(Atkinson 2002; Coyle-Shapiso and Kessler 200001 Howeves, In the TTRM literature ais is
an arce of intense debate relating to such topics as: the typical content of the psycho-
logical coniract—does it inclnde exoectations of job security, cacer prospects, elu; Is the
psvenological COLUACT uilergoing change—are expectatiens of job securily declining
iSmithson and Tewis 2000; Bzaumaont and Harris 20023, and have contem porary changos
‘o the employment relationship given rise to & ‘contract culture’ where transactional
peychological contracts arc Lypicalt

ls oh ssourity | kaly 10 o2 & significsnl G2 af the peychological ontract ol ITIEmy GoniEmporEry
wentkars, o7 15 job seciily sermething 1hat no one realisticaily axpects to have oUArENTERS OVEN
AT BT

The fnel issue dealt with in this sectior is the ruestion of what organizaticoal
management can do o nduce high levels of comrmitmen and loyally fom their workers,
Developing high levels of commitment is generally not simple and straightiorwarnd
iMeyer and Allen 1997} However, prnpiTical evidence suggestsan umber of factors within
managerial control can affect commirment levels including levels of worker involvemernt
in organizational decision-making (Gallie ef al. 1998); the use of recruitment praclices
which attempt to achieve a fit behween ¢m ployes and organizalion (lverson 110 Futgivy
1949 and & general sense of eyuality (Purchell el al, 20023, Robertson and O'Malley
Eammers.ey (200600 explain he high retenlion male in the company they gxamined,
which can be Interpreled as indicating high levels of commitment, as being related to the
specific managemen: praciices it adopted. These included providing workers with high
tevels of aulonomy over their work, as well a5 over their Taining necds, crealing a culture
of trosl and invelverment through having open azpd participative decision-making,
ericouraging extensive communication, and having a flat organizational structure.

LUSTRATING THE ISSUES

Staff

retention, organizational commitment, and HEM practices

Burk and Watsor (2002} report an research into how HRM pracliues in nigher educalion instilutes
i the USA afiscled levals o organizstional commitment and turnover amongst staff. This was
dene throvoh poslal and web-bassd surveys of a range ofinstitutions, They found that thers was
sitive correlation bateesn lewal of nb anrichment and soTimiment, but a negative corelation

a

HHEK POLICIES, AND KNOWLEDGE MANAGEMINT

bebwesn fraining and organizational cormmitrent. Thus, corrmitmant was most jkely w be
clovelopad through job enrichment practizes such #s providing workers itk high levels of autonormy
and dsoreann, However, the provisian of training mdy bave @ nogative affect on cammilryant
lavale Lhrough providing workers with more mareetable skilis, anu raging thair awarsness o the
berelits from pursuitg 8 nulliple company cares

Tl |l 2xient ere thass findings spec fic o the lype of ocoupation sxamined? Forwhat othar fype af
job is thare ikaly to bz expeciations of autonomry? Think abou. arage of cooupatian sfabs and -ﬂ- et
=g peyrhologicel contrecl of the worzers doing them may oe. For exampls, what anz the typical
expactations ot workers daing routire adminislrative jobs/

In conclusion, this section suggests that fuldlling e psychelogical contract and
inducing high levels of commitment amongst an organizaticn’s work orce can contribute
importantly 0 an orgdnizalion’s know.edge mansgement strategy through hielping to
ietain key knowledge within the organization. Secondly, there are a wide range of HRM
and general management practices that can he utllized as a way of developing commit-
ment levels in workers, owever, as ouflined in Chapter 4, a point worlh reintorcing is
lhat very fow detailed empirical studics have been done on how workers’ commitrent
levels affect thetr stiltudes and hehaviours o knowledge processes (see Fislop Z00Za).

HRNM policies and knowledge attitudes/behaviours

Lhis final section of Chapter % examines the role (hat HRM practces can play in shaping
allitudes to knovwledge and learning processes. This is done through focusing centeally on
Tie ideas and analysis conlained in ene challenging, interesting, and stimulating book:
Beamd Knowladge Manmgement by Garvey and Willlamson (2002]. This book considers in
detail vhat au elfective culture of knowledge-sharing andleaming leols liks, as well as con-
sicerng the specific [IRM and management prectices that can be ulilized to tacilitate such
Behaviour, and thus is of contril relevance to the issues addressed here, The analysis pre-
sented here {s also sunplemented by the use ofa number of ather relevant books and articles.

Characterizing an effective Kmowledoe culture

Before considering whal HEM practices can be useful in supporting organizational
krowledge processes, L s necessary to consider fn mors detail whal constilu.es efective
knowledge and leaming processes, and the characte: ol orgenizational cultures that
support themm. Two Xy concepts elaburaled by Garvey and Williamson are the corporate
curtieulum and knowledge woductivity (see Table 9.5). For Garvey and Williamsor, 4
corporate currlcutum which iy necessacy to suppott learning end krowledge develop
ment is one whichs is respectful of exisling knowladge, but which is simulaneously
avcepling of new idezas, knowledge, and frameworks. Relatedly, high levels of knm-.fledg;:
productivity ars likely when people are zble to modily, update, and transform existing
knowledge through a process of critical rellection, dislogue, and experimentation.
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Table 0.5, Comoerste curnculum and knowdedge productivity (Ganiay and Williameon 2007}

Corporate corizulum Srganizatonal levaiclirmsta and fremewors of vailes which shape ey 4]
atliludes to lesrng and new ideas, as well a5 what's def ned as valid
wrovwledoc

Krowledge productivily Irdiedualievel abiliy 1o produce nave ingighs/kno eoge, Troegn an

npeEnness Lo new idess, ani through intsgrating them willh existing
knowlodns and exparience,

Thisinvolves nota rejection of existing knowledge, but a reflection upan il wi thout either
reifving it (an overemphasis on tradition which creates o blindness to the new] or
rejecting it (an inability to cifectively leasn from the past).

Garvey and Williamson's ana’ysis is fundamencally embedded in the epistemology ol
practive framework outlinec in Chapter 3. Thus, knowledge productivity and learning dce
achieved as much through acton, experimentation, and risk taking as Lhrough a peocess
of ahstract reflection and formal education or Iraining, Further, leaming is most likely to
oveur when the corporate curricaluin is egalitarian, and respectful of all nowledge and
cxparience. This requires creumstasces where people are abie 1o openly expeess their
opinlons withoul fear of sanctions. Such circumsiances crease the potential for apen,
critice] dialomues through which perspective making and taking is likely 1o occu, and
which provides clircumstances lavourable Lo deep-moted knowledge sharing and leam-
ing, Bowever, as discussed in Chapter 7, the pmbeddedness of power L the employment
relationship, combined with the inherent potential for conflict that exclsts within organ-
[zations, means that creating such circlmstances (s Aot likely to be a straightfurward Lask.

HAM practices end the creation of a culiure of learning and

kriowledge development

As with Pan and Scarbrough (1999), Garvey and Williamson believe tha urganizationa’
managemert does have the ability to pul Ie place practices and struclures that can ¢NCom-
age, suppors, and develop a culture of learning. 1o L knowledge productive roguires a
certain mode of thinking and is fhus o some extent the responsibility of tae individual.
Thus, Garvey and Williamson (2002, 125) make clew that the first step In Ecing knenvledge
preductive is for workers to develnp a aritical sense of seli-awareness. Hawrever, theee 15 also
a fundamentally Important rule (hat organizations car ploy In creating a corporale
curmicuium that is suppartive of such modes of thinking, lzaming, and working.

ILLUSTRATING THE ISSUES

ing (selfl development

Garvey and Wi lamson (131) describes an ol company whers it2 pay 2nd appraisal system is used
to suppors 8 learming culture. To rainforce e importanue ul {5l developroant activity by stati,
werkars arc roveardss Tor botn mesling commessial perorrraree largats and for undertaking snc

HRERM POLICIES, AND KNDWI FREF MANAGEMENT

utlizing ssli-dovalapment activites. To sigral the '.mp-u'tanq:é of both these elemeris they are
armhacded rthe anruzl appraiselpey 2cherme and togetner constiute 30 per cenl o aworker's
pey. Davelopment needs dre an intrirsis part af the annual appraissieviesw, and staff se
sxpected lo provide evicence o the sell<devalzprment solvities thay have undwriaken. [his
schome was regsrded as successful, a5 it hed & positive effest on the amount of tme and effart
=19[T davorod o develoamont sctralies,

Stop and think

While such & sohame is likely 11 b suscasstul at ancouraging sel-develapnoent, T whal exlant is
theare & risk that it may digtact workers from a central focus on the achisvemenl ol prganizationd]
goals?

Tais example shows how appraisal, pay, and training systems can be used to cieourage
appropriatc knowledge and learning behavioues. Yahya anid {znh (2002) and Hansen etal.
{1999) also conclude that appraisal schemes can provide 4 uselul way ol reinforcing Lthe
importance of knowledge-relzted behaviours that arganizations e wird as appropriatc,

Garvey and Williamson also argue that mvesting in Lrainiong can liclp vreate an envir-
anment supportive of appropriate knowledge and learning behaviours, as such inwvest-
ments reflacs a corporate carricului which is supportive of leaining. Hewewer, for Garvey
and Williamson trzining shauld not centee *narrowly’ on skills-based trzinic g, but should
instead be related to developing social skills of self-reflexivity, how to leam through
experimentation and risk taking, and now to conduct critical dialogues with othoes, The
importauce of Laining was 2lso emphasized by Hunter ot al. (20023, In their anaivsis,
training wias most important [or crganizations pursuing a stra cgy ot building socal cag-
ilal (see Table 9.3, where providing tralning represents ona key way of doing this Fina ly,
tohertsor and O'Malley Hammessley (2000 aso regard the provisicn of fraining as oo
key way of creating a supportive knowledge culture. However, foor 1he knowledge workers
they examined this was achieved through prov.ding the staff wilh the antonomy and
resources to identify and undertake what they indivichally regarded a5 their own traindng

needs.

Can peonlc oe Tained 0 ne knowlscae produclive, or ére such skillsfabiliteafrttitudes sheped by
nesonality and intslligenoe?

Pay znd reward systemns provide another averue theough which TTRM practices can be
utilized Lo lacilitate and develop appropriate knowledge cultures. As Hustratad by the
ahove example, this cen be done through linking pay to development activities. [t coukd
alsn be achieverd, as suggestad by Hansen et al, (1499), through rewarding knowledge
ehaviours which are consistent with the knowledge strategy heing pursued (see Table 9.2),

I comelusion, this fimal section has outlined the role that TRM practices such ay trairn-
ing, appiaisal, and reward systoms can play in sepporting and reiatorcing appropriate
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knowledse hehaviours, This therefore suggests that management has potentially signilicant
scope toaffect the b, social, and cultural factors that are so crucial to | he success of
knowledae initiatives.

Conclusion

The central focus of this chapter has been on the relationship hetween organizational
culture and knowledge management initiatlves, and has lound the relationship to he
loth important and complex. The culture an arga niration has was shown to be an impori-
ant {actor shaping the attitudes of workers to suowledge initiatives, and the extant to
which they arz preparsd Lo nse and share their knowledge, Ona general conclusion
ernerging from the chapicr 1s that organizativnal management, throughk shaping their
culture, ard ulllizing relevant TTRM policies, can inlluence the attitudes of their workers
towards knowleége initialives. Huwever, it was also shown that there is an actve debale
o this topic, with some writers Taising questions regarding the extent to which eftective
know.edge cultures can b achieved through culture management inizigtives. Thus,
MeDermott and O'Dell (2001) suggest thai attempiing to modify an organization’s
cubture Lo fitin with the objectives of a knowledge management initiative is likely tobea
recipe for failure.

The chepier also showed how allempting to develep the commitment and lovalty
of workers can be a key pail of an organization’s knowledge managemment shiategy, This
is hecause mot coly does the typically tacit and embodied nature of knowledge mean
shat when workers leave ar organization 1hey take much of their knuewledge with them,
bul al the level of commitment a worker leels towards his emplover is alsc Lkelw
in affect s willingness to participate in knowledge managemn| initiatives (Hislop
2002a). owsver, developing such commitmend and atlinades i by no mean:
straigh!forward,

Finally, the chapter also llustrated the importance-specilic HEM practices such reward
systems can have in shaping the attitudes and belaviour of workers to knowledge inid-
atives. However, as was considercd at the start of the chapter, Lo be most effective, such
practices require o be effectively linked to e business znd knowledge managemenst
strategy being pursued, as different business and knowledge strategies typically have
guite differcnt HEM implications.

AEVIEW OUESTIONS

1 Do mestorgenizatons navea singls, darminant cultire, or is it mere ycical that they kave
distinctive subcuitures with thair awn values end knowledge? What factore affect the oxtent
10 which orgsnizational cultuse is cohgrant?

3 Some resesrch suggests that monsy alone iz unlikely 1o mativate peopls to share thair
knowledge, Can pay systams be used 12 malivate ceople to devsiop or display suitabis
s1liudes ana buhaviours towards knowledgs processes?

HRI POLICIES, AND KMNOWLEDGE MAMAGEWENMT

3 Given the eroeddedness of power and conflict within orgenizations, era Gerezy and
Williarmson urreslistic shout the ability of orgarizations o craate open, aqgalitarig cuitlras
wihers krowlsdge ard ioess can be shared fracly?
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e DO Hislap (200241, 'Linking Aurman Rescures Managenert and Kaowledge Managerrent:

A Raview and Research Agerde’, Emolayes Aolations, Yhid 182-202
Crrsidens Row lsveds of srpstEplonal sommitrmant may et knowsange-relaiod atttucss and
bahavioors,

a S Pan acd H. Scarbroagh (19990, Kuowlsdps Management in Proctice: An Exploraleny Case

Srudy', Technokany Analyss snd Strategic Managamant, | |43 388-7L,
Fresents & gositve mase study of culture change =t Buckman Laboa fories, whers dn onective
Ennwiedge-sharing culture v devsioped,

e . WcDermut, end © 0Oell 22071, ‘Overceming Cultursl Barfers 1o ¥nowladge Sharing', Joorng!

af Knowasoge Marageraint, 5 TE-HE
Considars how organimaticnal culfing A koowlodpe mEnsgoment iniiiativios ara inlerralatad,
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the aralysis of snme case stughes in farge Scollish gw frms.
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Learning, innovation, and
knowledge management

Tiese two chapters have i common & focus on delibsrale pocessss of learning within
neganizations. Hewever, cach chaprar consicers guile differant types of lsarning. Thus whila
Chaptar 10 examinas organizations fmaning i gensral, Chapier 11 has a mars spccific and
narroe focus on processes of prgenizationzl innovation. Howeever, this 2 rot o sugoest these
topics are urrelatad. Thers is elviously much averlar: betwesn the cnanlers, ag procsssss of
innewation manageriant ang vety muach shout leaming. However, as Mesus ¢ al. (2201} arzue,
while hwwvalion processas can be cheracteized as a wps af lsaiming, they repressnl 2 very
eaacific znd distingtiva wee of leaming. 1t is beyord tha scope of Lhis Introdustorny saclion 1o
define what is meart by the torme learming’ and finnovation’. Tnis 2 primarily hanaluse, 38w Il b=
seen in each chapter, doing 5o s not straghtforwad and involas 2ngaging weith debales and
cormpeting dafinitions

Chamter 10 exernings the contermporany literature on leaming in organislicns. [ntersst in this
subiect mredatsd tha explosion of interest in «nnwladge nansgement by a Fawy oA, ITWEVEL
thero 15 &6 encrmaous overlan betamen the subjecls, o fact s mpessible land inacouratel (o
cefine learning and knowladge processes a2 baing sepersle ard distine: phenomena. Trying Lo
define whare |2arming sivs and snowledss processes begin s a Tutile process, a= knorsiodges
procasses can be charactarized as Deing about leaming. or 10 put il the apposte way, lzarning
Arecasses can be cliraclenized as knowledge processes. One of tha contral feouses in Chaptar 0
iz the dehate over the corcept and cheracter of The learning organization” that, a5 will be seen,
can be characterized as imvobving o diametrizally oppozad perspectives.

Chapier 11 by contrast focuses rore narrowhy on Crganizational nnovalon processes, il
noudes B&D activitios, aswell az what some paople term new prodliet development NPT IE
chaptor sterks fror the basio pramiss that innovelion procosses dig [undamentally knowlscge
processes, whizh iz the way Meonska, argusbly the most vuell-knowen wriksr in the contemporany
knowledgs iterature, charactoizes innovalion processes.



Learning and knowledge
management

Introduction

As Figure 1.0 indicates, a growth of irlerest in hoth learning n organizations and
knowledge management occurred al very similar times. This ix toa large extent no acci-
dent, and indicated the interrelatedness of these issucs, Ultimately, leamning, whether at
the level of the individual, group, or organization, is about inmproving and developing
knowledgeability: changing idess, values, and/or behaviours through a change or trans-
[eralion in understanding. This can Involve the acquisition and application if new
knowledge/practices, the reconfiguration of existing bodies of knowledge/practices,
refining cxisting knowledge/practice, or the application of existing knowledge/practice tc
a novel contaxe, Thus, while the precise relationship between learning and knowledge
managemnent is unclear, their relatedness is unquestionable (Thomas et al, 20015, The
purpose of this chapter is o consider the ways the learving lileratue links with
the topic of knowledge management, and how it can help to understand the dynamics ol
organizalional knowledge processes,

tiiven the enarmity of the body of work on orgenizational leaming this represents a
formidahle task. In the space of one chapler it is impossible o outling, let alone examine
in detail all -he issues raised by the organizationzl learning literature. Thus, celiherately,
this chapter naowly focuses on the learning literature from the late 10005 ardis lurther
only concermed with haw this literature relates to the subject of knowledge management.
Even wifh this narrow fucus, Lhe increasing averlap of interest that occurred herween the
learming and knowledge menagement literature betwzen 1835 and 2002 (oo the fmport-
anee of social and cultural issues, on group-level processes, and om sncial construclivist/
practice-based perspectives on knowledge—Fasterby-Smiih er al. 200, Vince el al, 2002)
reeans that there 15 still much Lo examine.

Aswith tha general perspective of the hook, 4 criticl perspaciive, i taken o the descrip
tive, prescriptive, and eptimistic tersture an learning which conveys the idea that it is
relatively stmightforward to become a learning organization, This is becansce, dosoite the
rhesoric which sugoests that all organizations are becoming learning organizetions, thene
are many who argue thal leamning is still somethiog that fow organizations do well or do at
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all (Farr 2000 Hedbers and Wolff 2001; Szlaman 2001; Snell 2001; Weick and Westley
1996). Tais chapler examines the factors that help explain why this is the case, and why
venuine learning can be difficult to achieve within the context of wort organizatlons.
The chapter begins by very briefly examining the difficulties invalved in defining what
learning is. After this, the nexl major section examines the dynamics of learning inorgan-
izaticing, and the relationship between individeal, group zmid organizational-level learn-
ing processes, The largest section in tie chanter then exanines the Cobate on the leamning
nrgenization concept, which providas a useiul way of discussing some of the key issues
wlhich link the learning and knowledge management literamures. As will be seen, issues
raised bw Ehe critics of the learning organizalion thetoric, such as the need to zccount for
power, as well as the broad contexl of the employment relationship, link closely with
some of the key issues developed In Part 2 of the book, and in Clrapter 71n particular

Characterizing learning

Tt would seem sensible to begin the chapter by defining learning, However, such a rask i3
by no mezns easy dus to the diversity of definitions which exist, Ir. facy, one of the char-
acteristics of Lhe literature an learming in arganizations is a lack of theoretical consensus
{Berthoin Antal et al, 2001; Crussan el al. 19999 Tronically, the only conzensus in this

Table 10.1. Typologies of earmng

Frameworks Concepis/Levels Description

Learning Moogs Cugnitive |.rarning 2% a change in inlellectual concenis and

frammeworks lal individual or gronplaveli

Cultural Changs in intersusjzetive, aroup-based values,
congepts ar tramewarks,

Fehaviau shaction basead Leaming oosurs grimarily thrmgh action tollowsd
b o procass of ontical reflection.

Learning Tepss Singa-loop [ncrermenTal changas witnin 2 coherant
frarmework 2f thenry
Coubladoor Learning whiig existing theo iesfassgmptions
ara questioresd and reficcted o
Dz The highest leval of leaming which imvoheas the
precess of larming and ~=dlsclion el heing
qaestionad
Leanming | sweis Ingiivid s Changes inthe bahaviour or theonss and
ponoaepls of am indiviciusl,
Group Changes in group lzvel, shared urdsrstandings o
praciices.
Organizational Institutinnalizatinn at organizational lewvel of
changes in vehaiourthanny,
[mre=rarganizat oral Leamning &l sLpra-crgenizations [eval—To

exarnple within.s nelwork or sector,
2
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subject arva uppears to be on the ack of consensus that exists within itl Tha heterogeneous
and relatively fragmented nature of the literature on leaming is partly because il 135uch a
hioad, multidisciplinary topic. Thus learning in organizations has been wrilten abhout by
ecomomists, management scientists, psychologists, soclologlsts, historians, and anthio-
pologists, all of whom conceptualize itin differen! ways.

Thus, instead of providng a single definition o learning, Taole 10.1 gives an overvicw
of some of the most importan| ways that learning in organizations has been characrerized
{fora more detalled exammination of the different taxonomics of learning which exist sce
Pawlovsky 2001 ). These lypologies are not examined in detail because not only co con-
strains of space mzke it impossible to do just.ce to the depth oo debate, but tha debate on
these lypologies became somewhat dormant during the mid- 195305 (Fasterby-5mith =t al.
2000), Thus, most of the contemporary learning literature makes only passing referenice
lo these frameworks. Presenting sach a summarized overview flustrates the complexity
of the topic and the diversity of ways In which learning has been roncephualized.

The dynamics of organizational learning

While the central conerm uf the chapter is on leaming within organizations, this does
notreen that there is an exclusive locus on organizational-level learning. As will be seen,
learning in organizations can be characterized as involving a dynamic reciprocty
between leariiing processes at the individual, group, and prganizatioral Tevel. Befor
presenting a comoeeplual model that outlines the nterrelationship between those
processes il is useful to define and discuss the term crgarizational learning., Organizations
can be understond to learrn, nol because they ‘think' and ‘behave' independently of the
peopie who work within them (they cannot), bul thimugh the embeddiag of individual
and group learning in organizationzl processes, routines, structures, databases, systems of
rules, ete, (Hedbers 1981; Stuivastava 1983). Tor example, wrganizational learning would
be whers insights developed by an individual or geoup result in a systematic transforme-
tion of the oiganization’s work practices/valies. However, 1L 1s wrony, to cquate OIEaTIiva-
tional leaming £5 being simply the sum of individual and group learning processes (Vinwe
200H), (hganizational learning only occurs when leaming at the i ndividual o group level
impacts on arganizztional-level processes and struclures. fut such a wansition i by no
eans sutornatic. For this to e achievable egrnizatioms need 1o he able to sustain critical
reflection on their established norms and practices. It is thus possible, as will be seen in
the exarnple of Hyder presented later in the chapter, thal learning can accur at ndividual
and group levels, ot rof prodece learning al the organizational level,

ﬂ':-' Organizational learning

The ambeéding of indiwidual- ard group-level leaming in crganizatinial structures anrd procosses,
sehiever through reflacting on and muilying the norms and values embodied in astablished
organizations| processes and structures,
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Fig. 10.1. The mocified Crossan et al. madel ifrom Ziatsmz et al. 2002)

This complex interrelationship betwesn learning at differert levels s taken account of
in the Crossan—7Zletsma froonework of organizational learning, This framewerk was
initially devised by Crossan et al. {1999, bt weas usefully modified by Ziclsma et al
[20002) with the addition of two aclon-based learning processes fo supplement the mare
cogmitively focused processes of Crossan et al. The retationship between Lhe six learning
processes and three leve’s of leaming in the Crossan Zietsma Framework is {lustrated in
Figure 10,1,

ﬁcac:iptiuns of the learning processes, and the levels at which they exist are nutlined in
Table 1002, Tn the framework, the six leasning processes ok the three levils ol leaning
throug? two opposing dynamics: feed forward and feedoack loops. The feec forward loop,
alternatively reterred to &5 an exploretim-based jcarnit g provess, invelves the development
and assimilation of new knowledye. Feplaration thas starts with individual-level leamning,
theough inmiton or attending, and then builds 1o both group- and organization-tevel
lezrning through interpretation, experimentation, integration, and instinrtionalization
processes, Tl feedback loop, by contrast, referred to as an capioifation based learning
process, involves the utilization of existing knewledge, whereby in stitutionalized learning
wuidles arud afects how groups and individualsact and think, However, while feed forward
and “eedback learning laops involve moving between learning processes 21 different levels,
surh movement canmot Be assumed to happen automatically or unproblematically. Thus,
for example, °t can be difficult for someone to lake an individual-level insight, articulale it
tera group, and for this to develon into a shared, agreed upon, collective insight,

{Jme of the tore themes in the Crossan—7ietsma framewonk is the tension that exists
between axplomtion (the development and acgnisition of new knowledge) and exploitation
{the utilization of existing knowledge). This tension exists because processes ol exploradan
may bring into guestion, challenge, undermine and even replace institutionalized norms

LEARNIMNG AND KROWLEDGE MAMNAGEMENT

Table 10.2. Charactaristics of learning process in Crossan-2 etsma mads!

Process name Level Process description

{rTution Imdividuz! Cogritive procsss irmalig L pretonssious
recognition of patterns. Intuitian is highly

subjactive and rootad in individual exparanse.

Attencing I midviciuz! Action-bassd indvicdual process of acuvely

searehing for and ahsariing naw idkas,

Irfeipralalion Inelividuad-Croan Fxplaining personal neights through words or
aclions. il can be an individual process, whers an
ircdividual vzl poierpedls o wsa sighils;
3 group process ywhare irdividug’ insighls are
shared and discuszca colloctively.

Experimanting Indrigual-Croap Allempling lo implemenl and ulilize rew learning

dupngh sl e ces of cliage.

{ntogration Groun-Lrgsnization Developing shared understzndings ard practices,
g
wehicn car accur freugh both dislogus and
coordirraled acion,

IrEntunicaaization Crgdnzation The orecess of enguring thet reutinized action
ooouts trowegh embsdding imsights m

organizatiensl svstems & procesaes.

tinewledge and practice) ernbedded in exploifation processes. This s a potentially serious
tensicn because, a8 Crossan 2t al. argue (1999, 534) 'l=arning that has become institutional-
ized at the orgenizational level is often dilficull 1o change.” Thus the instintionalization of
learning has the potential risk that such a process can introduce rigidities and an inability te
adapt and change through a blinkering process that leaves institutionalized norms wngues-
tioned, Thus when institutionalized norms hecome powesful and dominant, for example
through being successful, they can mrn into what has been defined as ‘comperency raps’
whore organizations become lacked In to praviously successful routines through miot noti-
cing or efectively accountlng for changed clreumstancas (Bertds and Prabalad 1995
|evinthal and March 1993). Ta help explain the Crossan/Zietsma framework, an example of
ity applicalivn iz presenced immedialely below.

ILLUSTRATING THE ISSUES

Resisting and embracing learning: the case of Machillan Bloedel

Fietmma et al 2002] prescnt an interssting cese stucy of an organization which for long pericds
actively resisted change but whizh eventually undsriaok a rdical fransfomation. heehiilan
Blowdzl (ME) iz a Canagian torsstry company, which for 8 long time was in the vanguard of
defending lhe use of 'clear cutting’ torestny managerment in tne fece of extensive and widsspresd
opposiion from a renge of protestses, nterms of the Srossan framework this was bocauss MEB
was focused on explorstion/teedback |gaming processes, wihich invelved the utilizaton and
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refinamant of oxisting pract ces sng waluss. In ME, thess institutionalized rorms were extremsly
poweerful gl dominant, wirich ectwely intibited, iF not prevenial, feed foneard, or explaration-
basad lsaming whic challengad the existing valuss 'noany way. In MB thiz meant the login of
clesr-cutiing “orsstry management was nevar seriously queslioned. [his oroured becauas ME
doveloped 2 zpacific form nl rompetercy trap, which Zetsma et al. lzbellzd & ‘legitimacy trap’,
whizn sigmificartly nhibited learning. A legiiimacy iap ocours whore the arguments of an
individualigraup are ignored or regarced 85 wothless as e legitimzoy of e grusfiadividual 12
mzke relavant arguments ara qiestioned. | (e case of ME, the arguments of ihe protesters
wears dizrapgarderd as senior mensoament belisved Diat they dd not undarsia nd the geialed tach-
nical and economic factors affecting itiastiry business pratlicea. Aesistenca lo the arguments of
the protasiers was also related to individua -level emotional issuas. Thus, many of MEs ssmor
matagers wers ralustant to liswn o the srgumsnts o the protesten: 45 thoy “elt thiz challerged
anri undermined -he morality of tier traditonal values and businsss practicos. However avar
tirne, chisinge and learning did begin to oecur, with wanious isolated indindaa s n MB fimclurding
nublic relations staft and fisld managers) adapting thei-thinking, This cocummed nel simpey through
& prouess of intition, bul also through an active progess Zietsma et al. lzbel az "sttending” Ras
Tatle 105 whare these indhviduals actively ergaged n @ dislogue with the protasters 1o develop
& beter uadsrslancing of their pemspoctive end argumants, Thzse fzolatod, irrfwirdual learming

interpratalion and sxperimanting. 1hs irvelvad groaps af individuaiz coming wnather not oniy (0
share their wiews, but actively sxperiment wih abematve forestry MEnzgement prectoss,
Minally, afer 8 new CI0 was appeinted this lzaming becaro institifigrialized, with the viaw-
points of 118 protesters becaning scoeplad and discussed a7 haatd l2vel, This irst wticoalizagian
ot learn ng besame highly visible when MB eventially gave Ip rlea~nitting practizes sltogethes
and shifted o & different style of foresiry managemsant.

o mignificant wae the appoinirnant of the news CEC to organizalional lavel |2arming aoeurr ng &t
WIO? Towhat extent ore competanay Taps that inkibit crganizationsl leaming relzied to the attitudes
znd behav ol of serior maiaguwnl 0 arganizarions:?

The learning organization: emancipation of exploitation?

As ontlined in the introdortion, the literature om organizational learning is characterized
by a diversity af theoretical perspectives. Oue specific topic that nas produced an enot
move amount of dehale and kested anmument is the learning organization. It is worth-
while examining the contours of this debale, as doing so sheds light on some key Lssues.

Crudely, thase engaged in this debate can be classified ialo two broad camps: the
visionaries or utoplan propagaulisis and the sceptics or gloomy pessimists (Friedman
et al, 2001}, The visionary/propagandisis camp, whose most well-known and prolihc wiil-
ers include Pater Senge (1990) and Mike Pedler (Pedler of al. 1997), is largely dominated
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by consuttants and industrial practitioners (Driver 2002). This canip porirays thelearning
organization as an schievable idsal with sigrilicant benefits lor both organiezlions
and their workers, The scestic/pesstmisticcamyp, which is largely populated by academics,
challenges this perspective and pours scorn on the claims of the learning organiza-
tion propagandists (Levitt end March 1988; Weick and Westley 1998). I'rimari'y these
writers, with Coopey (1983, 1998) heing one of the most incisive, argue thar despize the
emancipatory thetoric of the learning organization discousse, in reality it is likely to
provide a way to buttress the power of management and is Thus likely to lead to increased
exploitation of and control over workers, Tather than in theis crancipation ani
seli-developmen:.

This section exmnines (he two dominant perspectives in this debate, simultancously
uncovering and focusing on key issues such as power, the nature of the employment
relatiomship, and bust, which have been shown in Part 2 10 be key to underslanding the
dynamics of krowledge processes, and which thus helps to link the leaming arud knowledge
literatures.

The learning organization: the advocates vision

Constraints of space make it impossible to elaborate all the different learning organization
framewarks developed by its differcat advocates {Vedler, Senge, Garvin, among others.
This scction focuses centrally on the way Pedler et al. conceptualize it. However, there is
muck commonality to these frameworks, therefore, there is & general resonance berween
the hroad chatacteristios of these different models. Pedler et al. (1997, 31 define the learn-
ing organization as ary, ‘organizadion which facilitates the learning of all its membes
and consciously transtorms stself anc its context'. Thelr leaming organization framms-
wark is also elaborated into elever speciiic characteristics (see Table 10.3). Akey element
of this definition is that there i a mutual, positive synergy between the organizalional
context and Lhe learning of 115 members. Thus In a learning organization, e organizi-
Hanal context should {acilitate the Tearning of organivational staff, with this learning in
tum sustaining and coniriburing to the cogolng transforiativn of Lhe organizztonal
context.

{me of the articulated organizatonal advantages of the learning organization lrame-
work is thal it is appropeiate, in contingency theory terms, to the contemporary business
envitonmment, which is typically characterized as being highly competitive and turbulent
(Harrison and Telteh 2000k Salaman 2001). Thus, in such circamstances organizatons
require to continually adapt arnd change, with the adoption of the leaning organization
framework heing argued to make this possible. One of the defining characteristics of a
learming organizatton is therefore thal it is fexible, and that this provides organizations
with the ahility to achicve and retain a position of competitive advantage. Implicitly (and
somellmes exphicitly) e leaining organization is regarded as the antithesis of traditional
hureancracies, which are regarded as having highly centralized and hierarchical systems
of maragement and vonleol Instead, the learning organdzation is typically conceptual-
ized as having a relatively fal structare, open communication systems, limited top down
control, and aulenomous working eonditions [Driver 2002),
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Learning crganization (propagandists)

An organizat onwhich supports the leasning of its workers 2nd aflows tvem o exprass and utilize this
lzarning tz the advantage of the organizslion, trowgh having an organizational environmentwehich
encourages expenmsantation, risk taking, and open dialogue,

However, the advocates such as Pedlar are clear that the benefits of utilizing the
learning arganization framowork are by no micans condined o improving organizational
performance, Instead, an inherent element of these Irameworks is that managemert and
warsers alike will benefit froen their adoption. In fact one of the articulatad comsegquences
of ulilizing these frameworks is that the divisions belween management and wiorkers are
likely to become blurred. As is clear from all eleven characteristics of the learning argan-
ization framework {soe Table 10.3), workers henefit through the coeation of & working
envirnnmenl where levels of partdpation in major declsions are high, whera the
opinions f all are valusd, and where there are opportunitics for workers to be Creative
and develop themselves,

Stop and think

Towhat extent are bursaucatic orgarizationsl structuras antithetg: to aigarzabonal [sarmng ¥
A flaxible or network structures (see Chaptzr 121 mors condudgiva b, and suppartdve o
argponizational laamingd

{ine elemens, which is argued to be cecessarv and central o the creation of such a
working environment, is a pardoular type of leadership style (Sadler 2001; Snell 2001), For
example leaders in learning organizations require to be leamers as much as teachers, and
thal they should also have roles as coactes or mentors. Such a leaderskip style s neces-
sarv nob only to actively stimulate the curiosity and learning ol workers, buf o also make
leaders sensitive and sesponsive to the opinions of workers, However, the conlradictions
of the lesrning organization advocates regard ng the role and style of that oganizallongl
management should have are discussed later wher Inaking al the critique of this per-
spective, Belore dolng this it fs useful to illustmate it applicalion in praclice, wilh Lke
results of this process pointing towards {he criticisms of this perspective.

| A learning arganization?

Harrizon ang Leitch (20001 applisd Psdler's |leaming organizaticr framswork o whal ey
desoribe as ¢ knowiodoc intonsive compsny, 3 small sofbwara developrnent comgary, which
employed & large sroporion of gradustes. |he company had & (el orgenizational hieratchy, and
structurad work around flexible, tempoery project tearms. Harrison and |aitoh usec & snmvey 0
icertify wheathar the company demonsirged the charactaristics of a lceming organization
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Thi survsy was sent la thras lavels of workers: the Managing Direclar (WD), semior manayers,
and projec: leam memibes, Esch respondent was asked cuastions on both how they pemaived
the cornpany to ne, and how they would Tke it to bz, with the diflerence bstwesn these sues
recresenting what Pedler et al. celled 2 dissafislaction index. Ore of most interasting fincings
wies taan & ponziatent diflerence existad, across all thrae levels of the Fizrarchy, i i of the
dissalislaction mdex. This the MO hsd negative averzga ecors af =1.2%; indizazing thet fie
thought tha company excoedsd his pxpectstions i erms of suppucting smaff laarning. By
conbrast, the avorags SCOME TOF SINIGH MANAJars wWas 18.2%  while that for project 5T wWes
20 1%, [hus serior managers, snd mors spacilivally project smaff, had differcnt peroeplions
regerding the extert fowaich the arganizatinn supported thair learning. Howeyer, thers was
avidance thet the company disglayec the chalauianstios of @ leerning arganization a= tha MO
sddressad sorms of snese conrems, desp Le his awm Tzelings. Cne area where (s was done was
rewerd flexiziline' |3ee Table 10.:3), whars igsuas raized by slaff wers dealtwith, Howgaer, thas
weere other areas of disagresmarnt, such a5 nrslalion 1o 'strucluras’ where no corclughe resolu-
tion was achisved. Harison and Lefch conalude by suggssting thal the corsistenoy of diffarence
in satiefaetion lzvels, Talsas the possibilisy of substantal dffarcnces in pircinal pollcy-rmaking s

pricritization . wiish will bring into olay issues of conllict and power ralasiang " (1130

e s e e e R

Are sunh dilferencas typical? 1o what maert are the interesls of workers AN MEnagess Wit ragdis
re1 marning fkeaty Lo b in cortlict? Turther, doos Lhis sauggsst that there ars froae, Troa lgaming
rrganizations?

Argrably, though this is mot how Harrison and Leitch see it the differences in
satisfacton levels found could be nterpreted as indicating thal there are Ireconcilable
differences between senior manggement and workers, which make 1t likely thial comnflict
will be inherent and unavoidabls, This represents one of the main critiques put forward
by Coopey of the learming organization frameworek, and is an issue tlsl will thus he
slaborated In detail in Lthe following section.

The learning organization: the sceptics’ perspective

The arguments of the Traming crgarization advocates have produced an CnOTTIOUS
aInouat of debate (Fasterby-Smizh 1997; Tsang 1997). This section exa mines the critique
put forward by thnse who have been labelled the pessimists o seeptics. The critiquc 5
structared into three broad, but interrelated areas: the nature of the emaloyinent Tela-
tionship, the need o acoount for power, and how individual factors, such ay euelion,
shape people’s willingness to learn.

Commitment, lrust, and employment relatdionship

Central to Coopey's (1995, 1998) critique of the learning organization thelosjc s that
liere is a fundamental contradiction that is not addrsssed, regatding the power and
authorily of management. On (he one hand, a4 putlinad previvusly, Pecler's vision of the
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learning organization characterized by the suppoil and encountagement given to open
discussion and risk-Iree critical debale, as well as the importance of dernoralic Cecision-
making processes—requires oiganizational managers to share power much more Lhan in
rraditional ceganizations. However, omn the other hand, Pedler takes fon granted tae legit-
imacy of both sharcholder rights, enshrined in company law, as wel as maragement's
dutherity and right to manage in their sha eholders interests {Coopey 1925, 193). Thus,
while the learning arganization rhetoric suggests that more democ:atic decision making
is necessary, it dovsnt explzin how this can be effectively achieved, Given that cmpirical
evidence siggests that organizational management is often unwilling to share power, itis
arguably unlikely that suck: a process will occur voluntarily (Baeker 1992; Dovey 1997
Eels de Vries 1991),

if rramagemnent's authorty 10 manags is enshrinod in compeny 2w, does this limil (e axient to
wohvich arganizational decisen-making can be mads demiaoratic?

Coopey's argurment, which is compatible with the way the employment relationship is
concep.ualiced in Caapter 7, is that within the socio economic context of capitalism,
power is structusally embedded in the employment relationskip, and that this typically
places workers in a subordinate position Lo management. Such institutional amange-
ments are argued to produce a ‘democralic deficit’ where the values, 1deas, anel inlerestol
workers arc largely downplayed and where the authouity and knowledge of management
is privileged and taken tor granted [Coopey 1998). In such situations il b arguable that
the vision of the leamning organization articulated by its oropagardists 1s unlikely to be
achieved, Firstly, this is because necessary hevels of empowerment are unlikely to be
granted @ woTkers. Secnndly, withoul such levels of cnpowerment the level of st in
and commitment to Gl crganizations that workers have is likely to be relatively low
(Cnopey 1998).

Power, palitics, and lesming
Neglecring to acuyualely account of power, poiitics, and eonflict is another criligue made
against the learning vrganization propagandists. However, such neglect was Lypical of the
majorisy of the leazning literature until the mid-1980s (Berthain Antal et al. 2001
Furthes, the propagandists not only downplay such issues, but are typically tnwilling tu
ver acknowledge that they are relevant Lo the anslysis of leaming processes (Hriver
2002). However, since the mid-1990s, issues of power and politics have been given a
greater level of attention iLaPolarnbara 2001; Eastedln-Smith et al. 2000; Vince et al.
20025, The need to account for power and politics in learning processes flows from three
closely interrelated factors (see Figure 10021

Firstly, as discussed in Chapter 7, powe and knowledge are intimately interrelzled. Thus
if learning is about the development and use of knowledge, then account needs o he
raken of issues of power (Vince 2002 Coopey (1998) lor example, drawing on Foucault
siigmests that maragerial authorily relates to the inscparahility of power and knowledge,
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Fig. 10.2. Linking power and politics to lgarming

where management's power is reflected in the privileging of their kn owledge, and vice
versa, Secondly, as discussed in the previous section, the need to account for power in
learning processes relates wo the erbeddedness of power in the employment relationship.
Thirdly, and firally, some argue that power and polities need to be accounted for due to
the typical lzck of valuc consensus which exists in mosi organizations, and the potential
for conflict and disagreement this creates (Huszard and Ostergeen 2002; Salaman 2001).
This is another issue that way discussec previowsly in Chapter /.

RATING THE ISSUES

Learning without a consensus

Huzzard and Ostergren (2002) examined 112 dynamics of lsarming ina Swedish wads urion (S1R),
whara, duzing the 1990z, 2 lace of ennsansus existed ovar the fundamental objactivas of tha
organization, aswell 85 how itshoald respond Lo sign Ticart scond svicand sosial changes which
uncarmined fradit fanal notions of collectivty, In response to ese snvironmentsl changas seoion
manegement i SIF allempied wimplemant 8 top Jown, contralizad procass of learniry, whero
they describad and explainad how and why the union was changing. [ Fe intention was tThat
tareugh this precess unicn mernbers ard officials would come to sgrae with the nertrally planned
ehancas, These changes wera cheracierzed as generzlly moving from a collectivist W g mare
ndwicualislie eqicntatian, from an advarzaral to o parrashin-hazad relationsaipn with argenizg-
tional managamant, ard moving from a focus an ssues of 2o leulive Liargaining over pay and con-
ditizns 1o supporiing the carer amd work experience of merbars, However, littls svidanoe
existed that These ideas wers accaptad Ly kual union members and officials. Thus, dospite this
initiative, members had 2 dversity of conceptions of the union’s besic values andidentity, Huzzerd
and Catergran sigue hat attempring to devealop 3 consonaus N sUen 8 sanlaxt was qot feasibla,
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and that learyrg would be more lkely 1o ocour I the velus dissensus wes smbisced, and where
peaple deveoped a better understand ng of te parspective of others through an open process
of cormmunication.

e Lypical Ts the cass of SIF? Is valus consansus unlikely in mosl organizatiors? Dn conflicting
perspectives inhibit learmning? To vl axlant can conflicts operele a2 cetabysts 1o toarning?

The critics of the learning siganization thetore argus that faking adequate account of
these factors means Lhe vision of the advocates is unecalistic, and that there are Pkely to
S suine slark conmadictions hetween their thetaric and the way the adoption of learming
arganization practices impact on organizational relations. Thus, rather than wothkers hav-
ing a greater potential for creativity and self-development, Lhe use of learning organiza-
Horn peactices may mmean they are subject Lo greater levels of conirol. TFurther, rather han
empowering workers, leamning organization practices have the potential ro bolster and
reintorce the power of management (Armstrong 2000; Coopey 1995, 1998; Driver 2002;
Easterhy-Smith 1997), The adoation of the thetoric and practice of the learning oryganiza-
tion can be percetved as increasing Lhe ootential to control workers, because, as with the
use af culturesbased management practices generally (Kunda 1992), itinvolves a torm of
socially ased control, where goal alignment betwzen worke: and organization s
achieved through persuading workers to internalize the organizational value systein
(Thive: 20021, Such control systems are move subtle, less visible, and have the potential to
be mare effective than Lraditional bureauceatic methods (Alvesson and Wllmotl 2001;
CGlabricl 1999}

Learning organization (scapties)

An orgenizatonwhere socially based control systems are used to creals valig alignment arsund the
henefits to 2l of learning, whirh has tha patential to reinfercs management power, and cordra dict the [ogic
ul i ation embedied iv the I=arning organizetion fhetoric,

Sutue wiilers however, conclude that conflict is not necesszrily detrimental to learning
processes, and that if conflict ane differences of opinion are managed and negzotiated
through a certain type of dislogue, they can actually facilitate leaming (Coopey and
Bursoyre 2000; Huzzard and Ostergren 2002), For exemple, confler can facilitate learn-
ing if it is dealt with in a communication process which does not privilege any particular
paint of view, where people are able to communicate wllloul feal, wlhere the cormmun-
fcation is a two-way process, and where aldmately tha obiective of the process is not 1o
achieve 4 coasensus, but for prople o develop a greater understanding of the viewpoint
nf athers. Such processes therefore have much in common with the processes of perspect-
fve tiaking and taking outiined in Chapter 3, which are an important elemnent of the
practice-based perspective on knowlsdge.
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Frraticen and aitifiides felearning

The final factor that the learming organication advocates inadeguately acoount for is the
role of emotion in sheping attitudes and behaviours towards learning processes, Howevet,
a growing momber of writers now acknowledge how emotion importently affects the
dymamics of leaming processes (Scherer and Tran 2001; Vince 20013 At the individual
level, learning can be regarded as polentially positive and exciling—dizcovaring new
knowledge, improviog levels of understanding, developing more eflective wavs of work-
ing, ewc. But, there is also a potential negative side—giving up the familiar, enchracing
some level of uncertainty—which may he anxiety-inducing lor people (Kolman and
Senge 19930, Learning is therefore likely o induce conflicting emotions for peonle,
Leaming and changing can lso be vnderstood to affect an individual’s sense of sels-
icentity (Child 2001}, which mav be regerded posilively or acgatively. Arguably, the
attractiveness of defensive routines (Argyris 19907 15 that chey provide people with a sense
of seourity and seli-identity (Giddens 1391). Thus, a potentally frightening side of learn-
Ingis thatit can he felt toinvelve giving upthat which makes pecple fegl caompetent and
secure. Forexample, in she case of Machfillan Bloedel examined earlizr, part of the reason
why senior managemnent tesisted change was because they felt that acknowledging the
legitimacy of the protester’s arguments raised questions aboul the moralilty of thelr
aclivay ard e companny's strategy (Zielsiog et gl 2002),

Learning car also be undersiood to have an emotional componant due to the dynamic
hetwesn individual and group or organizational level learning. Primarily, learming and
change will inevitably involve, to some extent, challenging the existing balance of power,
irterests, practices, and values. Thus, learming may induce hestility and defensiveness
because of its (potential) implications: people may be scared of caallenging the exisling
nerms (Galarnan 20070). As Cooper and Burgoyne (2000} argue, the chazacter of the organ
izationdgl context will crocially attect the extent to whnich people will feel anxious and
refuetant o raise or intraduce learning thal is likely 1o challenge existing values and peac-
Lices, Pessimistically, they argue that few orgamizallons create the ‘psyehic space” for peo-
ple to raise such fssues in a risk-free and supportive environment, with, for example,
lTewels of consulm@tion in key decision-making processes typically heing ‘pirifully Tow’
[EO00, 8760, Tre such circumstances normal zing pressures are Tikely to inkibit the quegt-
foning of establisteed noros, whicks may adversely affect the willingness or capacity of
people to learn. Thas, Viree (2007) suggests, as a consequeence of these ideas, that issues
O prower, pualilics, aoed colion ave intiialely relaled,

TING THE ISSUES

Conflict, emotion, and learning: the case of Hyder

Winos (2007 andlysad the dynamics of learming gt Hyder, 8 muki-utifity and infrastruciure company,
wwhich nad avelvad considerably frarm ite origin az Wealssy Watsr, Hydear aclivaly supportad indi-
widual learning, and bafisvad that Lhs weuld create ormanizabonal lsamimg, However MO organiza-
Tional issrning ocourrsd, which was explansd by the intra-organizaticral dynamics which wan
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shaped by issues of powsr and erration. Hyder's evo ution Trom Welsh Watsr inte Hydar had
‘msulted in two broad parspsctivas emerging over what the valyes undsmpianing the company
should be. COne carmp saw the compeny a2 being prmady a Welsh utility, snd zhet it should be
driven by values of public sorvise. The othor camp szw the compary as 2 global corporation thar
should be drven by cormmerdial values. Paopls inboth camps used a range of methods Tn sttarrpt-
ng o made their vicw of the company scoepied. Ohe of the mair political tactics used was o
develop change Initiativies, wiich resulted in two cxmpeling Initiativas being develcpad simultan-
sovsly, Onoowas @ corporate re-teanding exercize to creste the idoa of one company diven by
sommergial values. |he other changs mibiabve, which used the rhatoric of employss smpower-
mriEnt, atmmpied lo devalop support sround the public servics parspactive. Vary e commonica-
tion ocourred betwesn e camns and whiat was described a3 an firon curlain’ Jdevelupsd bulaoon
therr. Thiz reinforced the serse of competition, increased the lewvel at ange aad suspicion in bath
camps &t e mothations of the other, and created g sense ol enbenchimant snd detensiveness
wehich ultimately renfarced theis scolatior, Individual leaming was net ab = o conbibute 1o angan

iaticial leaming @s it couldn'tidicn't chellengs the sxisting dyramics. This weas party shaped by
pmotdons of defensiveness, a2 part of the dynamic wes the fear ol the consecuancas of chatlen-
yiry e status quo. Az & consequancs o (his, open and acrimaonicus disputes werg avoidad
ipeople publicly pratonded they didn't exist, but simullanrecusly wero attempting to defend their
intsrests!, Thus these organizetional aynamics agtively inhibitad arganizetional learting.

Stop and think

This reprasants an exanple where conflioting viswpointz actvaly nribited croanzstional-eve
lgsrn ng, What coula rranagernznl al Hyder hawve dong 1o maka se of these differant parspactives o
aothvaly faciltate organizaticnaHevel lsarmirg?

Conclusion

The chapter has shown that the enommous literature euorganizational learning which has
heen produced siswe the fid-1990s is of great relevance to those wishing (o understand
the dynamics of organizational knowledge processes. This should be rolatively unsurpris-
ing given the relatedness of leamning to knowledge management. Through utilizing the
(rossan-Zietsia framework the complexity of the relationship between learning at indi
vidual, group, and organizationa levels was explored, showing how organizaticoal leacn-
ing canmot simply be régarded as the sum of the learning of an organization's workers,

The chapter alse showed how the concept of the Iearning organization has heen the
subject of significant debate, with its advocates arguing that it provides both organtza-
tions and workers with many benefits, while the critics argus that the emancpatony
rhetoric of the learning organization disguises and denies the way in which the practices
of the leaming organization may impact negatively on workers, [or example Teading to
increased levels of exploitation and cootrol. This debate was nor resofved, but it did
provide a useful way of revealing the diversity of factors which making leaming within
the context of work organizations Allficnlt and complex (see Table 10.4)
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Table 10.4. Fzctors affecting learning in croarizations

Factor Level

Thig eresentiearan clhiaraeio o lesrng Indivrzual

Compstency reps ang the oiFToulty of giving oo astahishean Inctisrieal-Group-C-ganization
valucs end practicas

The poiitics and powsr rnodved i mamanting leaming Indivicugl-Group-Craanizalion
aod chalengiig astablfishad pacms

Thi infarrciaiooness of lsarming, novnsoe, & e Surra-organizationsl

Tho amineddednsss of poarer i the goalvr s (ekadunsing Sugra-organizational

REVIEW QUESTIONS

1 | ke advocaiss OF the ledrming organization suggast that criticel selfreflection snd open
denste nn nnrms snd valuas are Tundamental to learning orgenizations. Howsver, Coopey
and Burgoyrie (7000 suggest Tow organizations provide the ‘payvehic space’ whiars such
reflaation ean acods Do you agres with tig anzlys ¢ i 5o, what factors ane key i stifling
such orocesses?

2 Compare the two aelfinitions of the asrning erganizemon cuthned in the chapier, Which da
wol mesT agras wilh, ard why?

3 Oneof the main ailioues of the learning arganization litarature is that managements ars
typicaly unl kely to 'gwe up' and shars power in the way necesssny to faoilitzte proper
learring ane gelf-reflactior, Doyeu agree with this? IF so, whal, iF siythiog can be dens o
persaade such manaosss Ihal sharing power with workers bes potential advantages for gl?
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Innovation dynamics and
knowledge processes

Introduction

Ormanizational innovation is concerned with defiberately designing and implemeating
changes to an organization’s products, services, structures, or processes. The importance
to organizations of such changes, and leamning in general, is that (e business context
Faced by most crganizations reguites it. This kusiness context, shaped by & varicty of
Factoes such as rapid and profound change in computer and communication techuolo-
mies, as well 25 processes of globalization and intemationalization, can he characlerized as
being highly turbulent. Thus, [or the vast majority of business organieations le
contnnnus dewelopment and implementation of innovalions is necessary to remain
competitive,

Al a commaon-sense level, innovation if often characterized as being primarily a
kaowledge-creation process. Thus, rom this pesspective, whether developing a new
product, or transforing an organization’ working practices, innovation is concerned
wilh golng bevond the realms of existing knowledge, and developing new knowloedge and
insights. This idea is challenged here, As will be scen, much organizatiomal innovation is
redatively incremental in nature, invalving the meodification rather than transformation
and replacement of existing knowledge, Further, while knewledge creation is an bnporl-
gat aspect of Innovation processes, so i the ability 1o search for end Identify relev.
ant external knowledge, appiv existing knowledge to new conlexts, understand and
asorh unfamiliar external knowledse, and o blend and integrate different bodies of
knowledge logether, 'Ihus innovation processes are much more than knowledge-creation
PTOUEsSES,

The general character of innovation processes (if its possible to talk about the general
characteristics of such a diverse phecomenaon) has evolved since the early 19805, In
general, innovatlon processes appear to be becoming more complex in nalure and
increasingly innovating organizations nn longer possess all relevant knowladge inlern-
ally, Thus, the importance of developing ealenoal nelwoiks has increased significantly, as
has the need to iniegrate together diverse bodies of knowledge, Thus, Lam (1997, 973)
suggested that, ‘finns increasiugly build cooperalive ventuses in order fo sustain and
enhance thelr competitiveness.” Because of these changes, this chapter has many issues in
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cormaon with Chapter 6, on intercommunily knowlecge processes, and with Chapter 12
on virtual and netweork crgardzations,

The mext seclion of the chapter provides an overview on how the literature on
arganizations:] innovation has evolved since the [980s and points to thres key ale-
ments to Innovation orocesses, These are their incressing inceractivity, the role of
knvowledge, and the growing importance of developing end mEnaging diverse noetworks.
While these issues are dosely interrelated, the chapier proceeds by examining each ong
separstaly,

Characterizing innovation processes

Before the Knowledge dynamics of innovation processes can be cxemined in detail, it is
worthwhile making a few ini rnducrory comments on the topics of teeminelogy, the Jiver-
sity in type of Innovalion hat exists, and Arally the evolution in the way that innovation
processes have been concepmzlized.

As outlined, the cenlial fovus of this chapter s on the way organizations systematically
develop and change lhemselves with the objective of improving organirationa] perform-
ance. Towever, this encompasses a wide diversily O organizational activities from invest-
ing n large-seale, basic scientific research (such as pharmacentical or chemical companies
under:aking research on genetics), through the development and ulilizetion of lecluol-
ogy Lor 1he creation of new products (s1:ch as mobile phone COmpanies incomporating
phote and video tunctions inte new gencration mobile phones), tw modifications in
orgenizational processes (such as changing infra-organizational communication systems
or developing knowledge management systems). A diversity of labels can be utilized o
refer to these processes including new product development (NPT, tesearch and devel-
opment (R&D), end nnovation, In this chapter the term ‘innovation' is uscd, as it is
generic enough Lo ceder to all of the above types of change.

| Innuvation

The del berate modification, ar transfarmation, v an organizetion of its products/services, prresses,
ar BITUGTres,

As should already De apparent, orgznizational innovalions are extremnely diverse in
characten, For cxample, they can be incremertal, where the scale of change is smzll, o
radical, where the inaovation involves large-scale and fundamental change. Sccondly,
innovations can be productfservice focused (where 2 new productfservice is designed oran
exisling product/service is modified), or process focused (where organizational processes
and/or structures are modified). Finally, innovations can also vary in their comtent/foous,
For example, lymn (1994) dilferentiated between technologicsl Innowvations (where
innovations are mads through the wtilization of new technological develapments) and
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market innovations (where existing products/services are sold to new markets). These
represent significant differences, as “hey iTipotantly shape the character of innovation
processes, with, for example incremental and radical innosation processes being signific-
antly different. However, equally, there are a number of general characteristics commmon
all Innowalion processes, and itis tThese common features that are examined here.
Whiile the el s organizationi] inteovabion Tas Dy odcally Decn e legieed Dy o
heterngensity of diverse thzoredical perspectives (Slappende] 1996, Wolfe 1994), one of
the dominant sireams in il is Lhe stage model eory, where innovation processes ase
characterized as beung divisible inlo a number of discrele stages (sec Figuree 11,17,
Haowewer, during the 1990s this neat and lincar model wes increasingly brought into
question. A4s will be seen leter, a number of writers, including Leonard-Barton (1993),
argued that the problem with the stage modol was that it disguised the gxtent to which
these stages were interrelated (for example, with design modifications occurring duzing
implementation). More broadly, others argued that innevztion processes were becoming
more interactive in natuce, increasingly requizing extensive and repeated interactions
throughout the wheole innewvation process betwesn s diverse range of sctors from both
within the innovating organizaton (such as fom different sites, business units, and func-
tions], arcd from external actors such as customaors, supplion, consultants, wniversitios,
and publicand private sector research institutions (Alter and [Tage 1993; Jones etal, 2001;
Prwell 19951 The need far the develonment and atiliration of such networks flors
partly from the ncreasing complexity of innovations, which means that arganizations
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increasingly no longer possess al relevant knowledge internally, and whe therefore
regaite o develop notworks wita individoals and organizations in possession of relevant
knowledge (Cohen and Lovinghal 1990; Lam 1997; Sakalibara and Dodgson 2003; Tidd
e oal, 20073, Thus, contemparary writers typically conceplualize innovation processes 4s
having three closely interrclated characlzristics: they are highly interactive, they require
the development and utilization of networks, and they involve the utilization of diverse
badies of knowledge (see Fipure 11,2},

Innovation as an interactive process

The insight that innovaling organizations need to interact with external aclors is not
totilly riew (Lunidvall 1985; Pavill 1984 von Hippel 1976, 1988}, But, a number of factors
that emerged during the 19505 mean that the cxtent and inlensity of such interactions
bias increased significantly. Swan el al. {1999, for example, angue hat advances in 1CTS
and the move to virtual and octwork lorms of organizetion mean that innovations age
increasingly becoming organization-wide in scope, reguidng intra-organizational inter
actions between different functions and business unizs. Meeus ot 21 (2001} suggest that
tae growing complexdty of innovations contributes to the increasing interactiveness of
inmovation procasses; as the more complex an innovation, the more likely it is that all
relevint knowledgs will not be internally possessed, Finslly, [acguier-Rous anc Bourgeois
(20023, drawing on the inllyential work of Gibbons et al_ (1994), suggest that the chang-
ing nature of knowledge production i seciety, from narcow, disciplinary based innova-
Lons, to trans-disciplinary innovations helps explain the Increasng interactiveness of
Innevation Drocesses.

Monaka and Takeuchi (1995} usefully capture the characteristics of the stage an inter-
active Innovatinns model, and the conirasts between them, through the use of sports
rmetaphoes, For (e, e slage model” ol innovation processes is comparable to o relay
race where the baton ([innovation) is dealt with in separate discrete stages hy isolated
prdividualsfgeoups, beloe being passed on to those responsitle for successive stages. By
contmst, nteractive innovalion processes are compared to the use of a4 ball in a rughy
match, with the ball {icnevation) being moved tosvards the tey line through collaborative
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team-warking, and conlinued interaction (such as passing or moving) between all Lhe
team's players, More formally, Meeus et al (2001} define interactive learring as the
continuous exchange and sharing of knowledge resouzces conducive to nnovation
provesses, between an innevating £rey and its customers and supplices. This iz a useful
definition cxcept for the unnecessarily narrow focus on customers and suppliers. As will
he seen, innovation processes invalve organizations interacting with a much wider range
of organizations.

OF all the diverse factors identified, wiich arg moat imporiEnt in making nnoyation protesses
rmgra intsractive?

The need lor extensive and tepeated interacilons between organicelions during
innavation processes questions the linearity of the stage model, and suggests that the
notion of innovation processes involving discrete, sequential stages is oversimplistic, As
innovation processes become more inleractive the more likelwitis that there will e mver-
laps between different stages, Ores uf e mast visible ways in which this ocours is in the
blurring of the boundary herween design and mplementation activities. Thus a number
of writers suggest that the implementation of innevations can produce important
rhanges to the characteristics of the innovation being implemented (Badharn et al. 1997
Levrgerd Bailon 1995; Swan el al. 1999). An fmportant consequence ol such dynamics is
that innevations require to be understond as malleable and adaptable ralher than having
fixed and objective properties. Thus, different organizations may adapt similar innova-
dens o quite different wavs. For example, two organizations may utilize the same
17 I-based knowledge systems (such as Intranets, data-warchouses, €tc.) in quile different
wiavs, with one using it ‘as designed” without medification, while the other cusiomizes it
significantly through co/laborating with the systems designer

ILLUSTRATING THE ISSUES

Interactive innovation in the energy industry

JupguisrFouwd and Bowrgeois (2002} investigeled innovatian activity i Ihe anergy producion
industries ancd faund tha in the period Detween 1585 and 1888, parsdoxcally, as the RAD spend-
i of e main pil and slastricity produclicn companies want dewn, there was 3 s fanenus
overall inerease in the production of knowlsdge 'n these ssctors imeasurad in terms of number of
patents gratledl This was sxplsined by the change in thess sactars towvarnds mera msractive-
hamed noovetion procosses, whers the level of collaboration in innovation activily Db lween the
main e | end electricity production companiss and aquipmert supol ers increase mierzecly, During
the pericd exarrined sgmilicant changes had oooumad i these seours whith enzouraged the
rzin oroducers o educe ther B&D speading. Primanly, deregulstion and privatization, aambined
wilh @ process of glooaization in these industial seclors. s gificantly increased the ressare on
the rrein el and electricity produstian companies Lo fozus on shor-terrn econamic porfarmance,
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which encouraged e e rsduoe thaitievsls of 340 sperding 5 multeneously, thess compirics
started devaloping iInnovation parinershins with cquipment suppliers as away to sustain their R&D
=ttorts and outputs. Prior 1o this, the mair ol aad oleclricity production companias hed undatakan
wirtually gl their RE&D golivily tomally inhouse.

Thus the strategy changs underaken by the main ol ad sleatricily producion compeniss
resulted in the leval otinteracticn bebaeen users and suzpliers dusing innovation aotivitios incress-
ing sigriticantly, and with ecuipmezn: suppliers playing a greater rale in such activities than
had historically been radizional, These changes wers visibk in the svalving nurmber of patents
grarczd I thase companes, with the palent activity of the main ol and electricity production
compenies decliving, whils 1he nunber of petents grartad o equipment suppliers increosed
sigrificanthy While these charges gave egupment suppliers & more Important role ninnove
ticn activities a pawer asvrrretry stll existed which favoured the main of snd slactrizity pro
ducers. This wes 2lstad w0 hoth thais size (they were typizalty large mulinational companias),
and also their ohility 1o be abla to swilch thair ousiness 1o dffersnt esuipmant supzliers i© so
cesired.

However, some anecdotal cvidence suggests that the use of Interactive innovation
processes has not been adopted unifunnly in all countries. One of the basic assumptions
of Monaka and Takeuchi’s {1995) analysis is that there are significant differences between
Tapanese and Western cultures with regard to knowledge, which resulis in the knowledge
brases and knowledge processes of Weslern and Japenese companies oeing significantly
differcnt, Othes writers argue that what have been labelled as ‘national systems of inno-
vation’ exist, whereby the characteristics of innovalion processes vary significantly
between countries being shaped by the specilic political, cultuzal, social, and economic
comext which exisls in ditterent countzies (Maurice et al. | 980 Sakakibara and Dodgson
2003; Sorge 1991},

Lam (1997) presents soine case-study evidence that reinforces this conclusion. The case
study examined by Tam was cutlined in Chapter 6 where the difficulties of knowledge-
sharing during d collaburalive innovalion process between T and Japanese companics
were cullined. |am suggests that part of the explanation for these dilliculties was that the
irnovation processes utilized by these companies were signilicantly different, As touched
on briefly in the illustraled cxample, the Japanese company utilized an nteractive
innovation process that involved significant amounts of communicztion and knowledge-
sharing occurting between statt involved I all stages of the inpnovatlon process.
Consequently, the boundary between the design and implementation phases was
blureed, as most statt were involved in both activities, with much "design” woik happen-
ing during the ‘implementation’ phase. The innovatior process utilized by the Ul
coTtparyy wis, by conliast, much closer o the stage madel aparoach. Here, Innovation
was a very hierarchical and sequential process, with staff tvpically working on one
specific phase anly, and with limited knowledge-sharing occurring between staff work-
ing on the different stages. Unsurprisingly, these differences contributed to the problers
cxprricniced by these companies when they attempted o develop collaborative
Innovations,
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To what extant da natianel syitens of innowation sxist. whareby differant inpovation philosophies
predominate in particular countries?

In comclusion, Lhis section has shown thatone ol the key characteristivs of contemporary
innovation processes 1s their typically interactive nature, requiting mnovating comipanics
to intensively work with @ wide and diverse range of organizations, grnups, and ndi-
viduals, This characteristic of innovallon processes thus Huks closely with he wilien key
elements of innovatinn processes examined: the importance of networks and xnowledge
processes. However, as will be seen, and as was discussed in Chapter 6, this type ol working
relationship is by no means straightforward to manage. Firsdy, there is a need for some
coimion knowledge to exist (o be developed) between colaboraling partners. Second,
such work can imvolve colaboration between communities that may have distinctive and
divergenit cultures or values, Thizdly, the type of lust-based social relstions thal are
corducive to knowledge-sharing may not initally cxis.. Finally, the tacit, comtext-specific,
structurally and contextually emiedded character of much organizational knowledge
makes it dilficulr to share. These issucs will De examined in detail o the ollowing lwo
sections.

Innovation and knowledge processes

This section exzmines the way (he contemporary literature on innovalion processes
fncreasingly acknowledges the imporance of knowledge, Their interrelstedness means
that it is quite uncontrove:sial to suggest that innovation processes are tundamenzally
knowledge nrocesses, involving the creation, ulilization, management, and riranipula-
tion of knowledge. This is done in two conlrasting ways, by examining firstly the Influ-
enllal work of Naongka and his collshorators on knowledge creation, and secondlby how
the general characteristics of knowledge affect the dynamicy of ingovalion processes.
Howeever, the intereelatedness of knowledge and nelwording issues mesns that tolally
separating them into discrzle sections is impossible, Thus, some nelworking issucs arc
dealt with here and, equally, some knowledge processes are considered in the following
section on networks.

Knowledae creation

Monaka and Takeuchi (19935} somewhat ambitioushy develop a theory ol organizational
knowledge creation that both explains why cortain Japanese companies have been
successful innovators, and which attempts to blersd together Uhe Dest aspects of Japancse
arul Wistorn huslness pracyicss, This work has been developed and clarificd primarily by
WNomaka, along with a number of collaborators (Nonaka 1994, 199%; Nonaka el al, 20040,
20013, While their theory i cenwally concerned with the dynamics of knowledge
crealion, they also consider nportant contextual factors such as the most aporopeiate
arganizatinnal forms ane management strategies. Iowever, here the focus i primarlly on
theit conceptudiization of kocwledge processes.
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MNoraka and Takeuchi®s theory of knowledge crestion can't easily be characterized as
embedded in either <he objectivist or practice-hased perspeclives on knowledge, as it
embodies elements of hoth, Thus, while one ol s fundamental premisses is the
taci—explicit dichotormy of knowledge (sze Chapter 2), simultaneously it emphasizes the
importance of human activity and social interaction to the creation and development of
knowledge,

In Monaka et al.'s theory of knowledge creation, asillustrated n Figure 11.3, interactinn
is required both between and within (hree separate, but interrelated layers, The first layer,
SECI, represants the four modes of knowledge creation/conversion, with knowledge
being created through the imferaction between tacit and explicit knowledge (see Table 171}
The second layer, labelled ba’, refers to 1he shared context in which knowledge creation
peenrs, with there being four types of b, vach one ielaled to a specific mode of knowledge
creation. Ba can be a phvsice] location (such as anoffice), a vilual space (such as an -l
conference], o7 a mental space [Lollectively shared ideas, velues, 2nd experiences). The
thind and anal layer of Nonalka et al's model relers o knowledge dssets, with there again
Lizing [ow categorics of knowledge asset Including:

L1} experistial knowledge assers (tact knowledge shured Hough experieace);

(2) concepiual knowledge assets (explicit knowledge in the form of symbaols and
langueagel;

(#) rowtine knowledge sssels (racit knowledge embedded In organizatiiorial routines arul
praciices)

(41 spstermic knowledae assets (systematized explicit knowledge).

Thus, as per Figure 113, knowledie is created Throagh individuals collectively bringing
together their speciic bnowledge assets, within parlicular coniexts (ba), with this
contributing to the creation of krowlsdge through the interaction and combination of
these different knowledge assets through Die Tow articulated modes of knowledgze
creation.

Fa // _
fikerifevdns i knowdeoge & s
| ;

P

craanan) 2

Modorate in
7 ‘/
Krigmndedige aﬂse‘_.-'/

S —_

-

Fig. 17.3. Thuthree layars of fnowladge creation (from Nona<a et al. 2001)
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Characteristics of knowledge

Anothier way Lo consider the impact of knowledge on innovation processes 5 Lo examine
the characterstics of knowledge. Three broad characteristics of knowledge can be

identified as influencing innoevation dynamics:

1 the degres of tacitess;

(20 the lewvel of complexity;

(31 the degree of relatedness betwesn bodies of knowledge being linked togeticr

The importance of facil knowledge to innovation processes is well recognized (Hislop
el al, 2000 Powell 1998; Senksr and Faulkner 1996; von Krogh et al. 2000}, with some
writers suggesting that the ability to effeclively utilizs tacit kpowledge represzints a meas-
ure of an crganization's innovativeness (Leorard and Sensiper 1998; Subramaniam anid
Venkalraman 2001 ). For Leonard and Sensiper (19981 innovalion oorars through intesac-
tions between people. This is because when an approprate fomm of communication
exists, peopls are 2ble to gain an ingight into the knowledge of others. When sach

168
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insighits gre linked to a person's existing knowledge base new knowladge and insights can
be czeated. Thus, innovalion involves a process of creasive knowledge integration, which
accurs when a ‘crealive abrasion” belween contrasting viewpoints and knowledsze hasey
oceurs (Leonard and Sensiper 1998, 118),

The typically 1acit nature of much arganizational Enowledge means that the shanng
and communication of such sticky knowledge requires detailed and extensive social
Intesactioes 1o oocur i a Context of typically trust-based socidl relations (Leonard and
Sensiper 1988 Subramaniam el all 1998 Subramaniam and Venkateaman 20000 The
i paet ol social pelaticns en knoewledge poocesses wits examined In Cetail in Chapter 3,
and i the contexst of innovation networks is retumed to again in the following section.

Subrarnaniam and Vankalreman (2007) sxaminsd new oroduct development procseses noe
nurmaoercf lerge multinaticns! companies aid fourd thet their akiity to share and utilze imzortant
ot krowledgs was kay. Spacificsly, thay leoked at the devsloprrant of transnaticnal products,
Thess aré produsls thal ave develoned simutaresushy Tor multiple marksts. which conmain oot
skandardized features, end Tegtures that are responaive 1o ndivicuzl locel markets, Enowledas o7
consumer pretansncas in difterant localhmetional markels wes thus imporznt toe such innovstians,
This knowlacdge was found 0 De lsroey acil, Deing developed by peapls over bme, through
superience of wirking within 2 pertizuar countnymarkot b transferral and sharing of
such =nowledge was an important sspsct of thess innovation arceesses Subramaniam and
Wenkataman [nond (hal the sffective sharing of such krowledne requered the Las of nch com-
e cabon mediurs, Thees paricular ways which were examined, and all of which were founc
o ba effective incuded: the use of face o face communication amaeng teams with members
drgwan liorn differant countrizs; the use of face-tn-face communication among teams with mam-
bers who had some overseas work expencnce; ard the use of extansiva communication
smonget praject teams which were nol cofocated. Thos, of ths thras metheds axaminsd teee
Irvclvad faca-to-tacs interaction, while the third invobeed exlensive commurication vig [C7s,

Stop and think

Is £nowiedge ot tocal masket conditions and proserences e sort of knowledgs that iz alaays likaly
fer b tacit ard which can only be deveiopea over time, thiouph expensnes? Can such krowledos be
zodificd and communicatad mors sasily?

Hansen, in two separate arbcles examining the characteristios of knowledge-sharing
during innovation processes, suggesls thal the complexity of knowledge (TTanscn 1999)
and the degree ol refaledness amongst bodies of konowladge being shared (Hansen 200Z)
can erocially affect the dynamies of innovation srocesses. Hansen defined complexityin
termns of both the degree of tadtness and interdependence of knowladge, It knowledge is
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aighly interdependent, 4 fu’ll understanding ol it is not possible without some under
standing of relazed knowledge. Thus comples kuowledge (s knowled g that is both highly
lacit and simultaneously inlerdependent. The sharing of compley knowledze way fuunﬁ
to be maost effective when strong Lrust-based relations existed hetween people involved n
the Innovation process, 45 the sharing of such knowledge roquired sxlensive interactons,
I Tater work, Mapsen (2002) alsa found that the interrelatedness of the differen| bodies
of knowledge being utilized in innovation processes alse affected the dynamics af in no-
vallon processes. However, Hansen fourd that the interrclutedness r:Fkrlm*ledge Al the
nature of network relations amongst people partici pating in innovation proccsses ware
inseparable, This issue is thus examined in the lollowing section.

S i e

Wihat, if anyching, can orgamizations do o rsdnce the corigaxitg of Ue knowlndge used 0 inncwdlion
provesaes? e cormpley knowlados something thas, by its rators, is irredudble 1o g simplar farr?

7 eonelusion, this seetion has shown two different ways to cxamine i Lnportance of
krnwledge to the dynamics of innovation processes: through examining the knowledge
processes invelved, and throngh examining the characteristics of knowledge, What the
chapter has also show is the interrclatedness of knowledge and networking issuss, For
example, the typically tacit nature of much orgsnizational krowledze means thas saining
access Lo such knowledge reyuires the development of networks with people who possess
relevanl knowledgs (Iislop et al, 2000; Powell 1998, bBgually, tais section has towchid
upén how the character of knowledge allects e type of social relationship necessary for
clfectively sharing it. These issues of networks, and 1he chazacter of social relatiors within
them, are the central focrs of the next section.

Innovation processes and network dynamics

As omitlined previously, the importance of offectively developing aml ulilizing networis
i innevatlon processes has grown considerably, due (o 2 number of factors, Firstly, innin-
vations are increasingly organization-wide in scale, thos tequiring imra-u;gani?:aLEcuml
collaboration amuongst staft from different functions and business units. secondly, the
growing complexity of innovations means that all celevant knowled ge iz unlikely to be
possessed mtemzlly Dy (b innovating company, requinng the davelopment of e;ctem al
networks to access such knowledge. This sortion examines the dynamics of such
prrovesses, and considers Lue itportance of (1w role of krowledre in sh;ping them,

Lhversity: network partners and refarions

When examining innovation networks, one of The most striking initial observations is
the diversity in both the type of neswork selations that arganizalions can develop
isec lablz 11.2), as well as the range of diffcrent organizations invnfved in such netvorks.
Further, when thesz two dimensions arc comhbined this Pelps o reveal the enormous
diversity in type of innovation netwaorks that can exist. Thus, as illusteatod in Table 11 i
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Table 11.2. Fuirns of collsboration

Typa of eollaberation Duration Character

Subicontract Refatinns Shont—hdedium Term Cun very from short-ranm, migrkul- based
conrasiuzl ieiaions, i lengai-term relatons
stich ag colisbarative nrovation developrment,

m ; L E
Licensing Fixed Trem Fuod-darm, controvtual agreenisnt Satwean
CHTRANIEE, wWhars aneg conpuny provides
EpeciFiz Laciualugies, skills, and knowladge to
anoiher.

Siravagic Aliances Medium Term Aomizd ur-tarm relabanship, wiich e
IETEE TVD 01 18 COMDENISS, With 3
specifically de'ined remis, such es the
developmsnt of 8 spasific product.

g ks ,
Joint Wantures long Term Long lerm colisbarative relztions)ip Leiwesn
bn 0F MRS SO panias, wihich can be wida in
sune, and W restively cpen-sndad e

periads.

nelwurk relartons can vary [rom relatively short-term, low-commitment collaborations,
to longer-term, more involved collaborations, such as joint ventures or mergers and
alliances (Tidd et al, 20017,

In terms of potentia network partners there is alsc o bewildering diversity, This
arganizalions may develop research-based collaborations witl uriversities, or private
research organizations, as has been cocurring in the biotechnology and pharmaccutical
industries in the TSA since che carly 1980s (Powell el al. 1996: Powell 1998). Secondly,
companies can develop network relations with suppliers (see Jaequisr-Roux an‘-d
Bourgenis example outlined earlies from the crergy industries), cuslomers, ar both (as
was found by Meeus et a, 2001 in their survey an innovarinn behaviour in s Dutch
segion). Thirdly, companies can develop collaborative relations with consulting com-
paries. Finally, companies can develop innovation networks with other arganizations,
some of which may even be competitors. For example, the restructuring of Anwrivan znd
Furopearn militacy industrics following the end of the Cold War invelved mergers, acgui-
sitions, as well as a significant ineresse in the number of strategic afliances developed
iHislop 20001 Tiaally, collzboratior. amongst small fines within industia. districts
represents another type of intercompany collaboration invelvin L compeling companies
[Antonelli 2000 Slernberg 1999 Tell 2000,

Absorptive capacity: the abilfty to fen tify and absorb sxternal

sources of knowledoe

Before organisations can utilize exlerual sources af kmowledge and develop network
melations they need (o be able nol only to identify sources of relevant knowledge, but alsg
have the ability Lo abserb it. An organization’s abili iy lodo this is defined as its absorptive

INMCYWATION AND KMOWLEDGE PRCCZSS5ES

capacity {Tohen and Levinthal 19900 The resulis of an empirical survey comducted by
sl {Z001) suggests that atsorptive capacity Is of fuzdarnental mpoe lance W lonoyvaelion
processes, with arganizational Innovativeness being directly correlatad with levels of

absorpiive capracily,

Ahsorptive capacity

The atility to recogmize {search] and absork Gntegratel external bnowledge that iz importantto
innovation processes.

Cohen and Levinthal Ideatified a nwnber of factors thet influenced an crganization's
apsorptive capachty. A key element was (e possession of prior knowledge. Thus a lack of
prior knowledge will inhibit an organization’s abiity to identify and absorb external
kiowledge, altbiough Meeus el al. (200311 seggest that this relationship works only up toa
point, and that an organization'’s absorptive capacily can be inhibited by (he possession
of too much prict knowledge, as well as by too little, An organization’s absorptive capac-
ity is also affected by the role of key people such as houndary spanners, who work ar the
Bourudary betwern an ergandzation and its environment, and are thas well placed to
identify external sources of knowledge. Telatedly an organization's absorptive capacity is
alse shaped by the effectivenes: with which boundary spanmers can interact with and
communicate hein knowledge 1o other crganizational members. Finally, |Leonard Barton
(1945) produced a list of ways in which organizations could enhance their absomptive
capacity (see Tahle 11.3)

Cohen and Tewinthal also suggest that a prabiem called Tockout’ (189940, 136-7) can
develop whicn organizations have weak absorplive capocitivs, This BsQosely selated Lo G
concept of competency traps discussed in Chapter 10, Lockout happens when an
orgarizalions absorplive copocily is very low amd il cen become so unreceplive (0

Table 11.3. Machanisme for snnancing organizslional absorptive cepacity ladagted irom
[_aonand Bartan 1996}

1. Scan tha snviconmant as wicsly &5 possibly to create an opanness to a broad diversitg of
knowladoe sourcss,

# Zoan the gmvromment continueusie ratns: than opcasanally as Ois allowes arganizalizes (o
affectivaly keep ug To date with contemparary daveloameants.

3 Murture and supzori technologicel gets-respers a5 these are The peonle whi can sffsctively keep
cellzagues up to data with the latest tlschanlogical developmeznits.

&4 Murture ond supoo’t Doundary spenrors dus e Leirmporiancs of tairrele. Support multisle,
ratharthan ars boundang spannar as having ooy one boundary spanaa: can be risky (f they leava
ar if they are insffectivel.

5 Fight against a culturz of MIH inot invented hore) through enczutaging ana reswesraing zoopic for
utilizirg sxternal scurcss of knowiedge.
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external environmental changes that it inds 1t Impossible to iuplement innovations and
change its oroducts/services or wosking practices. Tsal (2001) also found Lhat a lack of
absorpive capacity can inhibit an urganization’s innovativeness, even if strategically
placed at the centre of imporiant netwvorks,

Social relations within innovarion networks

a5 quthined carller in the chapier the chalacteristics of knewledge affeet the characteris
=ies anid dynamicy of the social relations within innovasicn networks. Thas, the typically
acit and complex nature of much of the knowledge udlized in innovation processes
meats that effoctively sharing [t requires not only thal strorg, trust-based social relations
ciisl helween individuals, but that an extensive amount of communication and inlerac-
tiom wecurs, Hansan (2002) also reached a similar concusion when considering how (e
relatedness of knowlecge affected knowledge-sharing during Innovation processes
invalving colaberalion between diffcient organizational business units. Liansen con-
cluded that the quality of knowledge-sharing processes was affected by botk thecloseness
of the relasivnship between network partmners and the 1elatedness of their knorwladge,
Thus effective knowledgo-sharing was found to he most likely when there was fofi a
close relationship betweea collaborators el when a slgnificant anount ol common
knowledge existed.

[Towever, the Lfficully faced by collabarators in innovation retwarks is that appropri-
ate trust-based social relations may not exist, making the sharing ol such knowledge
exbremely diffioult Thus n innovation networks involving diverse collahorators,
whether from diferenl parts of the same organization, or lrom completely different
organizations, it is not uncomman that the collaboralors will have only limited acguaint-
arce with each olher, may have only limited common knowledge, and may have diver-
sent values and identitivs. Thus in this contex., which, as deserined in Chapter 6, is likely
to be typical for most intercommunity knowledge processes, belure innovation-spodfic
knowledge can be shared it will be necessaty for the collaboratars to develop Lheir sociil
relatianship so that a certain level af tiust exsts, so thul parlicipants can develop some
level of common knowledge, and whick allows them to develop at least a basic
understznding of the knowledge und values of cthers.

Metwork-based innovation processes and contrasting workl practicas

Diarmand Pansicn s ong of The UK's larpest pansion and assuranos vapanies [nthe lats 18905,
o @ waristy o eorategio ressnrs, | desided to change e way that fisld sales staff were maneaged
and suprortes, ~he cora of these clangss involved repacing a rmanual, paper-opsad salcs S1pport
syster with an sutomaled ona. |his would allow salas management 5tat o mee sffsclivaly se1
tergets lor safh, montor hsh progress towsrds echisving Them, enc mace esm paring ths
seromhancs of staft seostantially sasier, Hinwever, the three-narson Toam regponsible forhis pros-
sl uickly realized that no existing sofoware syaloms werne tanally suitanle for el regquisinzniz.

INMOWVATION AMD KMOWLEDZE PROCESEES

Hawwevor onevery senior salss menagar found & sysiem that he | ked, and was gxtremely kesn 1o
have it custamized for Diamond Pepsion's ouroosss. Aftar various negotintions. nvalving tha
praject tearm 2nid the systerns designers a collaborsive developerient was undzrigken, Diamond
Pansion agresd 1o give the suilwere cormpany the knowledge necessary 1o design the systam,
wila he software company would then undartake the development work. They alao zgreed &bt
orce Uiis lee been done tha software company wolld be able 1o sall this now praduct to othar
pansion companies, with Diamaond Pension penafiling financialy frorm everny addizional sele made.
The systerr modificetion work required the Dizmong Pensicn projoct team 10 COMTNUNICETE 8
substaatial srmount of knowledge recarding e company’s working practices o itk il e
syatam could be designad to ba comeatizle with it

Prokhlams cmerged during this work largaly dug 1o differznces i the cullune and working
practices of Ihe compares. Diamond Pension tiized ralztively formel crojecl management
mathods, where substantial amounts of documen wlion wers required o keep track of &l agros
merts made, progress o project developmeans, and ongoing Changes 10 ths systams specitivd-
tion, ete. The software corpeny, by sortrast, which was relatively srnall, had s rmuzh maors
infarmal, ad hoe cultire whers docuranting allwork was decrmed nel veny Impertant,

Civer Time, novesver, ugely through sseersive commmumication Booacen the projact taam gnd
the zofowene fevelopars, which soourrea trough both Tace-to-facs meet ngs, anc TEmY lengthy
Iwlaphzne convarstionrs, an sgree wiay o wiorking was nagotiated, Ulimately Diamaond Pansion
got the product they wantad, alshough il was dalivered laler than they had enginally piarnsd

I this zitussion lkaly to b2 nemical i most collabosions beteeen leoe and sl organizations? Are
large cormpanizs ahweys kel 10 have more formelized roles, responsibilities, and procecunos than
srmall corpan os? Wihat, iFanything, nan larps organizaions ot Lo mrinimize the sk and problemes in
such collaborstions?

Orlikowwsld (2002), using an analysis embedded in a practice-based perspective on knowl-
edge, suggests that o sense of commeon icentity as woll as appropriate social relatdons and
amounts of common knowledge can be achieved through organizations ulilizing particu-
Jar ‘repertaires’ of organizationzl practices (see Tablz 11.4). For Crrlikowslid, knowing and
pract.ce are mutually constituted, as knowing is somelhing thatis created and sustained
through cngoing practice, and vice versa.

Orlikowski’s analysis is based on a detailed study of a seftware daveloproent company
titled Kappa (3 pseudonym) that undertakes geographically dispersed saftware develop-
ment work, Kappa is organized into dfleen senarate develupment units, spread across four
continents, each of which has design responsibilities on different projects, Design and
product knowledge In Kappa is highly distrdbuted, and Kappa duliberaiely splingers
development responsibililizs betweeni sies, and (Teates project teams involving membirs
from different development units. This is done with the objective of tapping into aad
linking rogether al their knowledge resonarces.

Orlikowski suggests that the repertoire of prectices uhilized by Kapps favilitzle effective
collasorative product development activities, as collactively thiey allow workers 10 5pan the

7



172

IMMOYATION AMD NOWIEDGE MANAGEMENT

Table 11.4, Orl kowski’s boundany-spanning practices

Practice & Deccription How Achieved  Advantage Disadvantage
knowledge
abjactive
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i ] sl of
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diversity of boundaries which sepamie ared diwvide

el seven separate boundari

H (&1 . - .'\II.
1Y terporal boundaries [Ume $o0ess;

(2] wengraphic boundaries (different locatioms);

{hem Within Eappa Orlikoneskd identi-
e which project teams had to work to overcome. These weres

{3 social bonndaries (with people being involved in adiversity of projecls simultanecu 15
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{£) cultural (thirty differsnt nationalities worked within Kappa);

{5) historical (three different wersions of rhe same product were being worked on
simmultaneoustyl

{6 technical (different IT infrastroctures were vsed in different locations) and

{7} political {each development unit had its owmn responsibilities, targets, and interests),

Innovation processes: power, knowledge, and networks

A generac, though typically hmplicit asswuiption, in the majority of the Innovation
literature om knowledge and netwarks, is that the primary puepnse for the develapnien
ol crgacizationa] melworke, is o gein avoess (o e koosledpe thal suct networks ca:
provide. Howewver, this is not necessarily the only reason for the development of sock
nelworks. Forexample, the analvsis undeaitaken by Hislop et al, (20000 shosved thas in the
two case studices cxamined, one of which 1s briefly touched onin Chaprer 3, the develop-
ment of networks served ¢ political as well as a functional objective, In the two cases
examined in the study netwarks were deve aped and uti ized b different stalf for the dua
purpose of giving aceess to relevant knowledge, as woll as atempting to tesolve conflicts
raised by the innovation projects in particalar weys,

A5 has been discussed extensively in Chapters 4, 7 and M), issuces of power and
knowledge are [aseparable, Therelore, when considering knowladge processes, 1ssues of
power, politics, and conflict reguire to be sccounted for, This is as true for knowledge
utilized tor innovation processes are for other organizational activities, While the titerat-
urcon innovation networks has gonerally Deenoweak at addressing such issues (Jones andd
Beckinsale 2001), there are exceptions, and a number of studies have disoassed such
izsues. Thus, tor exaniole, Leonard and Sensiper (1998) discuss the condlicts of inlerssi
which innovatlon projects can generate, while Clborra and Paleiolla (1998, 23 discussed
in Chapter 4, shiower] how RET staff were reluctant to voice certain opinions in glectionic
disoussion fomams for fedr of the sanctions doing o might incur. Tinzlly, In the case
diseussed carlier in the chapter, Jacguicr-Boux and Bourgeods (2002 vutlined how signif-
foant power asyounelnivs existed o the nterorganizatione:] nnovaetion networks they
exzminec. Thess few cases therefore illasate the impartance of accounting for pover
arvd politics v inmovation Drocesses,

Conclusion

Conlemporary conceplualizations ol iacnovalion processes Lypically comphasize three
intermclated chazacteristics (sec Figure 11.2), First, they ae Gighly interactive, involving
dynamic, intensive communication ketween the innovating organization and a poten-
tally diverse range of peopls, groups, and arganizations. Sach anteracrions can oo
throughout the innovation process and bing into guestion the *stage moedel’ logic that
suggests that innovations are developed in separate stages, by distinctive and separate
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sroups of people who have little interaction with rach ochee (Figure 11.1), Secondly, the
development and utilization ot networks is also regarded 2s a [undamental aspect of
contemporary innovation processes. The reasons for this, to some extent, are relaled by a
srowing need for innovating organizations loaccess and utize knowledye not pssesse
internally. Such networks can be with organizations as diverse as customers, supplizrs,
competitors, cescarch ormandzations, universities, and governmeot bodies, Thus, nnovac
ing organizations typically fnd themselves at the center of a complex webh of diverse nci-
wirk ielabions. Thidly, and linally, innovation processes are conceptualized as involving
the complex interaction of a diversity of knowledge procasses (not just know edge-
creation processes, Jut also scarch and Wentification, ahsorplion, Integration, vte.).

The chapter alze showed how the sharmy and communication of knowledge relevant
for innowvations, much of which s highly lacit, requires extensive communication
hetween paople who have a significant degree of commeon knowledge, and some shared
serge of identity. Howewer, the lack of one or all of these elaments in many innovation
networks makes the sharing of innovation-related knowledge, difficull, complex, and
Lime-consuming, Lhus, in this respect; the dynamics of knowledge processes within inmo-
vation networks has much in common with all intercomumunity knowledge contexts
examined in Chapter 6, where Lhe degres of commen knowledge andgor exient of shared
idertity may be limited.

REVIEW QUESTIONS

1 Mihetcic sugaasts that innoveticn processes ars important e most comaanios &8 thei
aryirnnranls are highly “urbulent, raguiring constant change end adaplation. |sthere a
catlain elament of hyparbole <o suzh clasims, o iz constant changs and innovation o reality far
a large rumbzr of comognies s Which sactors arethe most dynamic ard why?

2 The stags mode of innovation proceszses can be oriticzed 83 being too simplistic bocause
ignores the exient o which stages overlss, zic. However, to whsl exlant do the irnovation
procezses urdertaken by most companies heve some element nl = inear tmizctory beteeesn
soucilic siages?

FURTHER READING

o AN Orlikconskl 20U2). Knowing in Praciics: Chacting a Collect we Capaoilmy - Distibaled
Jdrgan'zing’, Orgenization science | 353 28573,
IWhestraras howeaigancational 0naenicas can ba used 10 feailitete nTrE-oraEmEEongE!
kncerlzdac sharing in o dicocrsed saftaacs aomnany.

= [, Subraman am and B Venkatramen (20070, Delarminants of Transnational Mew Praduct
[Fervaluopneien | Capability, Testing e nfluznoe of Transfering and Deploving Taci Chorzeas
kKnowledge', Firaregic Meanagemsnt Jowrns, 52 30H-H
Exarmings the difficulties invelad in, and the meehanisms 1red for sharine fac! bnowlsalps
fssen 1y e graduet oevelapriEnt vk,

INMHOVATION AND KNOWI =DGE FRAOCESEES

o W Pl 118581 Lesming From Coltsboration <nawlsdge and Mebworks i Biotschnology
amd Brarrmzcelricals Indusinas’, Celiifom's Managament Havew, 003 228-40.

Wustrates the feporaoee o dynamics of intarorganzational netwadk isllions in lhe US

pharmacsutics! and biotechiniogy fnrusiries.

o b Meeus L Cedemans, and J.luge i7007), Pattorns of inigracive Learnizgina Hich-Tach

Ao, Orgenizancn Stodiss, 227 145-322,

. L E . .
(s tatus the i taractivancss oF Son [mIpoEns {npnmiation procosses fooiEng cantrally on
custorman g sunpier foEtiors,
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Organizational contexts

The three chaptors in this scotion exsmine the nature of knowlsdgs processes ir Ve diTeiend,
but genaeric Tvpes of organzation. Tha primany objsclive of these chapters is Lo examine the char
eoter and dynemics of the knowledge procssses in 2 numbor of spesit c organizational corlaxts
gnd 2pply the cenaral idsas giscussedin Pars 2 and 3 1o perliculsr oroanizationsl contexls, Thus
tha chapiersin this section have a suzstantia ly differant focus from all provious chapters, While
prenions chapters nave boen thematizally focused on spacitic krowlsdge processes (such as
RE&D gctvityl. or partizular factors wiich irfluence knowledge processes (sush ss ssues of
Ronves and cunllivl orgenizational cultare, or the uss ol 1075, the chapters in Lhis section esch
exgrnining the nature of knowledos processes in particular organizationgl contexis

Oneinteresting conclusinon which will emerge move lully sy (ese chapters are read, s thal he
cngractar of the knowledogs orocesses noesch orgenizational context véries considershbly
izea Tatia 12} Eszch chasior ‘ocuses on axamining both e nature of the knowladoe orocisses
Ineach context, as will a5 the key faciore which shape these processos. This will invile sormie
averlzp with thermes discussedin sreced ng chassers. Thus for example, the cheptsr on Network-
Virtual ofgemezstions resonnects with Lhe theme o crossboundary knowlsdge processas
discussed in Chaster 8, as NetwarkY rual arganizations represert anc specific context where
boundzne spaEnning snovdedne processes ara cortmon, Eqaelly, howevar, these chapters ittroduce
anc axamineg themes which Fave -seeived little sttantion thus fasin the book, such 22 In Chapter
13 whers the relationship Lulwssn wrganizational size end natona: aulwrslbus ness systems ars
linkzd o kaowisdns processes,

The fins! topic warth elaborating bere is to explein the retivrals Tor seleclng the throo spesifc
wrganzationzl types cxaminad The main reason far focusing on knowlsdgo intensive firms,
giobal rruitingliorals, and Meseors Viruel grgenizations i3 thet they represent thrae of the maost
important and dominant organizational ypes in the contemoorany business world. 43 tauchad on
in Chepter 1, tha last guarter of tha twenticth contury wilnessad an enormous amount of chaEnge
in the structuring of busness ocrganizations. Thiz period Fas seen the imoortance of each of the
rrganizatinnal forms exarmined grow significantly, Tous, Chapter 12 shows how vierarchical organ
icalionagl structures Jave avobed owards network end virtua: organizationzl tormns, Chapies 13
s7owes Fow the sarme period, due to a number of diverss irflaoncss, sewoa growth in 2oth the
nurnber of large multinazions! organealions which exist, as wall a5 8 a8 tiianve growth in the
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Tuble 12. The core knowladss issuss mlatad o oraatizational typss

Organizational type Knowledge issues

Crosgs-boundany knowledgn processes (organization, functian

husinass unity. 3 .
8 Tha dificuties of sharing soraxius ly embedded knowleds.
& |CT-medisten snowledps DrocEsEES,

#latwnreVirtual Drganization .

Cross-houndsry knowisdge JrUCeSEES Inarianal ssliune,
Sziness systemi.

Organizational sizs and knowlsdde procasses,
Dirganizotional slruzmre and enowledgs IOLCS5EE.

Slakal bu tirational ®

M 10 rake komwlzdga worsss layel L compary ret2niiol i

Contiet in the empioymsal reistonshipd
Whio o knewistge workers znid how can they o8 motya ad 1o
sharg heir knowledge?

Krionedledge-intanzive Firm

d degroo of intarmationalization af these organizationz. Finally,

sire (numbar of eiployess) an
growth in the nuriber and

Chapter T4 shows now this time perics also witnossed @ sigriici

immporence of knuwledgs intensm firmms.

Knowledge processes in
network/virtual organizations

Introduction

Arguably, moves towards network and virtual organizational structures represent one of
the mosl Imporlanl aspects in the contemperary restructaring of work, As has been
cutlined mn Chapters & and L1, collaborative modes of working, which bring together
diverse individuals and groups to collectively utilize their individual knowledge and
expertise, have hecome inceasingly popular. Further, as witnessed by (he Lilerature on
mulfinationals, examined in Chapter 13, the network metzphor Eas alsc become a power-
fal analytical tool for uncerstanding the nature and dynamics of contemporary modes of
crganizing (Fulk 2001).

Defning and characterizing netwark and viclual forms of organizatin will be done in the
following section, but some examples can Hlustrate the mode of orgaaizing relered o, 34
tiormerly Hutchison 34:),° a UK multimedia communicatlons company that Is develoolng
a mobile telephone with video capabilities, can be characterized as being a network
organization. s, che development of its coment videc-telephone has involved close
collaboration with a number of crgarizations ncluding Nokla and NEC, o provide an
irfeastouctuze, Motorola apd WEC, e produce hasdsets, a varicty of content providers
including the FA Premier League and nine game developers, and BRC Technology, who are
responsible Ior producing and editing audio-visual conteal. Another example of a nelwionk
and/or virtual-based organization was the moltinational examzined by Wandhakuinar
11904}, which developed an IT-based virtual teamwork project which had the objective of
foszering collaboration not only hetween the company's business units. but alsowith exter-
nal collaborating partners. Tlowever, as Castells (195%8) males cleer, the exdstence of
Tapanese keirelsy (vertical networks bailt around a large, spedalized industrial corporation),
as well a5 Korean cliaebol (hierarchically structured networks of companies deminated by a
single large corporation), netwock forms ol organizing are by no means tolally now,

Howerwer, what factors explain the massive contemporary growth in the use of network-
based modes of organizing? Primarily, it 15 argued that the highly competitive and
turpulent nature of the markel eowironment that mast companics operate in, Cormbined
willy thie fast pace of technological chiznge, requines crganizations to be both contnually

& Information on 3 was taken froom thieir commparnry website wwwithoeecooak, on 12 July 2003).
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innovative and highly adapteble. As will be llustrated in the Following section, networlk
and virmal structures are argoed to provide orgamizations with these capabilinies (Black
arndl Ecbwards 2000; Tackson 1990,

The issues discussed in this chapter Unk closely with topics considered in other
chaplers. The Arst sectine, which examines the character of network and virtoal fosms ol
vepartizalion, links o Chapiess 11 and 13, Secondly, the character of cross-boundary
knowledge processes that were examined In Chapler & are returned to in the second sec-
ticn, wHiich considers haw the nature of knowledge affects the dynamics of knowledge
processes in network maodes of oiganizing. The third major section of the chapter then
considers the socioculfural factors that affect poople’s willingness to shaee knowledge
i1 virtual and network-based comtexts, which links to issues of motivation discussed o
Chapter 4, as well as the boundary-spanning organizational practices discussed in
Chaprter 11 Finally, the last major section 1o the chapiern, which constders the role of TCTs
in facilitating and enahling network znd virhaal forms of work, connects dosely with a

zinnnbrer of Hreoes discussed in Chaslen 5,

Defining and characterizing network/virtual forms of erganizing

The [ocus of this chapter is.on work that involves the spanning of traditional organiza-
tional boundades (fanction, business unll, erganization), is typically geographically
dispersed, and where extensive use of UCTs is made wo facilitate Interactions. However, an
excess of different “abels isulilized to describe such work, inchuding network-based organ-
eing, virtuel vorkiog, aud dispersed workiag, Torexample, Ahuja and Cazley (1999, 742)
define a wirtual organization as a, ‘geographically distributed organizaticn whose mem-
bers are bound by a long-lenm common inkerest or goal, and who communicate and
coordirate their work through Information technoiogy',

To distinguish between network and virtual organizations it could be argued thal
viclual organizations involve dispersed, 1C-mediated working, while network organza-
tions invelve ctoss-boundary collaboration (functional, crganizaticnal, etc). However,
maintaming a clear distinctdon between them is difficuli, as much wirmial working
invalves cross-binimdary working, and equally much cross-houndary working is done by
seopraphicelly dispersed leams. Thus Ahuja ane Caley's definition could equally be a
definition of a natwork organizatioe. In <hus chapter, no distinction 1s made between net-
work and virtual organirations. Instead, tae all-encompassing but shorthand term M-V
will be wsed to refor to both simultaneogsly,
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Table 12.1. Charscler and srtizuiziad covardages of MY crganizat anal struciures

Characteristics

Advantages (compared to
hierarchical structures)

o FALltidirectional knowladge sharig—
hornizantslly batwesr functions, organ zations
anr baziness urits a3 well a5 vamicaliy i
higrarchy,

* Flexible and adaptable— structures sasy to
iricidif,

* Dispersed working—work collaaguss not
collocsted.

# Dispersed bnowdedyge—knowledoe reguired
10 Camy aut work tasks geogrash cally
disparssd,

® Mo sffactve tor horizontal, zrags finctional,
inler-rrganizational knowisdge sharing.

= Bore innavetive--througlh bettes linking ard
inEarating cispesed cragnzational
krinwleine.

® Betior knowledge sea ching—hraugs
krowledpe dovelossd Trom orozs- anstional
gnd inter business nteractions,

flore fles ol and thus better suited 1o
cantemporany dynamics and competitive
b, siness enviranman|

| Network-Virtual Working

Thiz iz waork that spans traditional boundaries, throogh either imeabving interarganizatinnal wncking,
r by intra-arganizetional collaboration tattranscends functional or business unit aoundaries.
Furthzr, col aborators ere typically not co-located requiring the extensive use of ICT-mediatad
communicatian.

* Tooonology-mediated working 1073 &re an
ImpEAant missns of communication nd
CoOrding ion,

® Flal bvararchics  fow layers of maragemant.
* Cocenlralizad —heterarchy’, non-hisrarchical.

® Blumoo boundarizs—ihe boundanss between
funchions, business units, ard arpanizeticns
invoived it networks aEcome biumed.

The characterdsties of N-V forms of neganizing, :nd their arbonlated advantages
are closely interrelaied (sce lakble 12.1), This is primarily because the advantages of thase
forms of organization fundamentally lie in their struchuzal characieristics, which are
argued to bewell suized to the highly turbulent and competitive chiaracter of contempor-
ary business environments, which require companies to be highly innovative, flexible,
and continually adapting {Castells 1998; Cravens ot al, 1996). Further, M-V work stiuc
fures are usvally defined in oppesition to hieraechical forms of organization, which are
characterized g5 being highly inflexibic, and thas not suited to contemporary buasiness
covironments. As well as being highly fexible, N-¥ organiations are aiso argued <o he
more effective than hicrarchically based organizations at searching for, sharing, and
creating knowledye, because they lacilitate communicstion and interaction botween
business units and functons more effectively. Figures 13.1 and 13.2 illustrate these
differenices diagremmatically in relation to multinetional col [ alicnts.,

As Table 12,1 makes clear, one characteristic of N-V forms of organizing is Lhat tradi-
tional boundaries, such as those hetween funciens, business units, and/or organizations
become blumed, Thus, appropriately, research on this topic includes work which exam-
ines both intravrganizational networks (such as Ardichvili of al, 2003, and interorgan-
Leational nztworks (such as Diver and MNobeoka Z000). For the purpases of (his chiaprer N-V
forms of organiving are defined broadly 1o include both intraorganizational 23 well as
interorgan zytional contexts.

181



ORGAMIZATIONAL CONTEXTS

An encrmons mmberof wrile s and analyses argue that N-V modes of organizing are so
mportant that they have beoome e new vothodesy io e stouchwing of organizations.
Fesstorr and Feitigrew (HH0a) report the results of a large-scale survey of companies in
Westernn Europe ial subslazlales sach claims. Thelr results showed that during the
course of the early 19905, of the companies thal pagticipated in The survey:

¢ 2086 reduced the number of lavers in their hierarrhy
e 5305 usec project-hased warking practicss more

= 740 reporled an increase in horizontal interaction

+ B200 increased fnvestment in IT

+ 65350 reported wsing ouls0Urcing niore

o §3% reported using stratagic alllances mole

Before concheding thisscction, [, howeyver, worth maling & couple of impartant obsser-
vations. First, while it 35 possible at an abstacl leve: to talk in general tzrms about
M-V forms of arganizing, this disguises the enormeus diversity of specific N-V organiza-
Heral forms thel exist, Thus, just as Chapter [ showed that there 13 enormons variabilily
i the types of innovation networks that frms undeclake (sec Tazle 11.2), there is equally
asmuch diversity in the types of NV structares, Cravens et al (1998) developed a typolcgy
with four peneric catogorics of M-V governance strocture (s2e Figure 12.1), with the charac-
tar of such structures varving depesdenl epon bod e naluee ol e nelwork telationship
develaped, as well as the level of envitonmental volatlity, Thus they use the teermn hollow
nebwork” Lo describe collaboralive networks involatile environments that are characterized
by telatively transactional relations, such as ¢xist in the network that Nike, the sports shoe
designier, develops with shoe manufacturers. Alternatively, they use the torm Hlexible net-
work! to deseribe the lype of netveorks developed by the pharmecentical and bictechnology
firms examined by Powell ot al, (1994, 1998}, where the environment is equally volatile,
[t wkere network relations are more colleborative and long lerm In nature,

Anccher important ohservation 1o meke regarding to the literature on M-V stmachures i3
that while many organizations have moved Wowaeds (s type of organizational stracture,
there aee few ' puare” M-V organizations (Stenwortss 1997), Thos while many nrganizarions

network relalionships

callzharative
wirtual T Flestile
rELwrk i k
low- | high
anvironmental 4 * ppwircnmental
walatility i volatility
valus=arded | Rl
etk netwark

fransactional

Fig. 12.1. Classification of network forms of organigng (lrom Cravans et al. 1986,
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have restroctured to produce fatter structures, and introduce cross-functional team-
working, there are still elements of contlnully with more traditional, hierarchical
structures (Ahuja and Cardey 199%; Goodall and Eoberts 2003; Halcs 2002).

N-V organizations and the ‘problem’ of dispersed knowledge

The focus of this section is on how the charscteristics of knowledge alfect the dynamics
of knowledge processes in N-Y Lorms of organising. Most work In this arca uhlizes a
praclice-hased perspective on knowledge, including the two papers cxamined here, by
Cramton (2001) and dole and Fdmondson (2002). Therefore this section links closely ta
Chapter 3. As was discussed in that Chapter, and illustrated in Tables 3.1 and 3.3 the prac
tice-based prispective on knowledge charactarizes knowledge as being highly tacit,
emmbedded in the work activities thal people undertake, and context-specific.

These characteristics have quile profound implicatinns for work 10 N-V arganizations,
brcause H knowledge is largely context-specific, the fact that people in M-V organizations
are dispersed and work in dilferent phiysival contexts means that the knowledge they
possess is likelv to be quile specific and specialized. Therelare, the knowledge dynamics
in M-V oorganizations are ecuivalent to the v pe of cross-Loundary knowledge processes
examined it Chaprer 6, where collaboraling workers have limited comman knowledge, a
wealt sense of shared identity, and possibly divergent values. Tlowever, the sociocultural
issues al ideatity and values are considered in the following scction.

Both the papers examined here, while focusing on slightly different themes, deal with
the fundamental fssue in N-V woek contexts of how people who possess specialized
knowledge, and have little common knowledge, effectively collaborare together and col-
leciively utilize their knowledge. As suggested in Chapter 6 (see lable 6.3), not only do
such workers have limited commnn krowledge, but this knowledge is likely to be ‘sticky”’
and dAfAoTt 1o transles, and episternic differences may also exist in the assumptions
underpinning thei lmowledge.

Cramton (2001} examines he Jifficuldes involved in developing and sustaining
‘rurual knowledge” janother term for comman or shared Enowledge— knowledge pos-
suesscd by all those callaborating) in dispersed forms of collaboration, The specific conlest
studied by Cramton was internatlonally dispersed student project groups (cach of which
had 6 members) that cormmunicated exclusively via ICTs, Cramton found that signilicant
difficultics existed in both developing ard sustalning 'mutval knowledge’, with this
being visible in the requent problems, conflicts, and misinterpretations which emerged
within the groups studicd, duc to the limited asility of the students to either communi-
cate wlevant knowledge of their own specifc context, or undarstand ey nowledge
related 1o the context of other project team meribers. While shese difficullies were attrib-
uted to five specific factors (see Table 12.2), these faclers all fowed From the fact that the
kuowlodee possessed by the project team members was typically contextually smbadded
and diffimalt to communicate, particularly via ICTs.

Che i lalion of (s study is that it is based on research o student projects, therefore
Lhe Lransferability of the smpirical findings to work crganizations is questionahle.
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Tabls 12.2. Factorsinkibiting the develnpment o 'mutual knoveledge” in CTmigdiabed
disperssd work contexs ‘adapted frorm Cramton 2007

Factor

Character

Problam

Commilaicatng and
Uncersencing
Comiatual Knowledoe

Unevanky Drsifbuted
Information/knowladge

Divezrgent Intaruetations
of Salency of Ininimation)
Lnowledges

Miflarant Communication
Zpasds

Divergent insrpretation
ol Silenes

Prizjact tear imernizers found
it dittic It to sommunicale
wkiat weas perting it, contexiaal
wnowladnes m others

Mestall imfora aon oF knowlasge
wias cornmunicaad 1ol eam
rremzens (often socidentally).

Woher large messagas with
ifairnatordknowleons on
rltiple tupius veeTe sent,
penple found [Tz L
communicate o interprel what
ws nost salient,

Team mernase s had aflerenial
aoeass to el wiich ullecten
the speed of their rEsHONEeE.

[ diversity of ressons for sne
intorpielations ol a lack of
response o cueries isllence

as agrecrnent, silence 3 busy,
gilonea dua to rachoical
probloms).

Taam mornears could find it d fficult
to underszand the bahaviour and
alliludes of othars,

* Limiled the abiity n® team
rambers not recaiving Tul
knowledge oo namicpate ingoeup
aulwitizs.

& Cresten contlict and antagonism
rsated o interpretelicns reganding
reazons tor paople’s e Bainn.

Faotential tor confiict, as divergsnl
inlerpretslinns on salicnoy slfacted
how paonie banauard and expectad
others Lo Doneva,

Potantisl tor corflict, as tha
slowness of peogle to raspond
Lodld be attributas to laFiness
raiher than (echnical problems
or strouctural fsctors.

Forertial for conllict finame were
rmisungaisiandings regarding the
ransans for @ group riemnbers
silangs.

Symon (2000 suggests this is (he case

for much of the research oo [ Thased commuii-

cation in M-V organizations. For example, the study by Jarvenpas aiul Leidner (1599

disrizssed [ Chapler 8w

Stop and think

oy relevant and Tanafer
organizations Liogs the lack of an wng

gersmiizindily o such studiss?

ay also on student-hased virlual project teams.

abls oo tha findings of studani-based sludies to the cortesxt of work
|orrent cantract 0 studenthased contexts imit the

Sale and Tdmoendson (2002), In analysing ti1e reulls of some lomgiiudinal case studies
into the knowlsdge dynamics withia geopraphically dispersed product development
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trams, focus on the same key issue as Cramion: the difficulty of sharing knowledge
between coatesls. However, while Cramton examined the difficulties of developing
‘mutual knowledge!, Sole and Fdmondsan consider the difficulties Involved in sharing
what thev reler 1o as ‘sitnated knowledge' between the diffecent locaticns that members
of the product teams work at. Situsted knowledge Is a specine tvpe of contextually emnbed-
ded knowledgs, being knowledge of the context itself, such as knowledge of the physical
characteristics ot the site, the peoole who work at it, and the capabilities of (he faclllties
at the site. Trawing on the practicebased pe-spective on knowledge, Sole and
Fdmomdson make clear that situated knowledge is highly contest-specilc, being acquired
by peaple aver time-through working at a particular site and formally and inlocmally
compmunlcatng with others who alse work (ere, They conclude that sharing such
knowledge across sites is likely Lo be a complex and time-consuming process, due largely
Lo ihe lack of commeon situated knowledge that will typicelly exist in dispeesed teams.

ILLUISTRATING THE ISSUES

betwesn conlexts

Irv ane of the projects exsmingd by Scle and Comondeen, difficulties were sncounteraed when
production o & new chemiza reguirad Lo bs extended frem pilet to produstion scale digls, The
initial pilat trizls had been dong at one site, where she exparmentzl scientizi responsibla gainec
a lot of knowledge and undersianding of the oroduction process, Howewer, due W sgupment
constrainie, the produciion scale frials hed tn be conductard at a site difforent to where the pilol
trials qad peen done, This croated a problzm beceuse swl gt e newe, prodoction scale tial & 02
Aicin't have te dezsiled knowledae of the oilot trial procoss. This snowlsdos was s Luated, and
largely lacil, being oossesssd by scisntists respensibls for e pllot el The sharing of this
knowdedge betwesn sites wis not a guick or simple process, and was dons by transfaring the
scienlists responsible for the pilet to the rew larger trial site. There the soientists wee sbla 1o
share their knowledgs with locs! 5 te enginssrs, who had 8 detailed understarding of the capatul-
itice of the squipmant and facilitias on their site. While this introduced & dalzy 1o the product
developrnent crozess, (s wasg Touad to be the only way hat relevan. staff could shars their
contaxt-dependent, end argely @oin, stuatsd krmaedsdgas

Stop andthink

ls situated knowledge abweys likely tobe difficult to share snd cormmmunicets? Ares thers work
contexts whare its trans’arral may ba straighttorsard, such a5 in hote | restaurant, suparmarkst,
and shap chaing, whore work consests are designed 1o be genaric?

Owerall therefore, a nuwmber of writers, €rawing on a practice-based perspective on
knowledge, suggest that tha context specificity of the knowledge possessed by workers in
M-V work cuntexts makes shiaring knowledge and collaborative working in such contexts
ditficult.
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The social dynamics of cross-boundary knowledge processes
in M-V organizations

This section focuses on sociooudtora. issues thar affect people's willingrness to share and
collectively ublive thelr knowledge within N-V arganizations. As was made clear in
Chapter 4, due w0 both the potential teosions Bl caisl, Decause of The natwe of the
emplogment relatinnship hetwesn worker and employer over how a wotker's kinnowlaedge
isused, as well as (e poleniial fon inkerpesonal and Intergroup conllict which exists in
all organizations, people cannot be assumned to be willing Lo share Lhelr knowledge with
others. Fu-ther, Symaon (2000), in a review of the litcrature on the ole of ICTs in M-V
organizetions concludes hal people’s willingness to use such 1CTs should dlso not be
talen lor granted. ‘Thus, the effectivenesy of knowledge processes is fundamenlally
dependent upon peaple being willing to share and wse their knowledge with othors,

The dilemma of knowledga-sharing/hoarding

Cre way of characlerizing the process by which peaple dacide whether and how to
participate in knowledga-related activities is to consider them as social dlemmas (Cabrera
and Cabrers 2002; Dyer and NMobeoka 2000; Hollingshead et al. 2002). Cabrera and
Cabrera argue that the dilemma people face over whether 1o share or hoard their knowl-
edge is equivalent to the classical public-good dilemma, A public geod is a shared resource
which members of a community or network can benefit from, regardless of whaether they
contributed to it or not, and whose value does not diminish through such usage. A pub-
lig patk is an example of 4 public good, knowledge can be considered a public good
bacause peaple can benelit From using the mowledge of othars witheut the valve of the
know edge being reduced (Hellingshead e al. 2002). The choice for people in such a
situation is thus to 'frze dde’ by vsing the knowledge available in A netwar? wilhoul con-
Lributng 1ot or to contribute knowledge to the network, and thus make it availatde
othars, The dilemnma in this situation for people is that while free-riding offers the great-
est level of individual uelity, If everyvone acted as a free-rider, the value of the shared
resoutce would diminish.

Stop and think

1 s pubhe gowd 15 a shared rescunce whoss velue dees not dirinisk through usa, towhat axmant can
knowledos 2e consigered 8 publo goodd Does (e use of staned knowledga diminish or affect ts
valus? |s thers a s thal shanmg i walh lmrge numbers of people may neduce itevelue?

Understanding the share/hoard knowledge decision individuals evaluale as a dilemma
usetully emnphasizes the complexity of this process, and also helps to explain why differ-
ent people car malke dilferent decisions in quite similar drcumestances, The rest of this
secton cxamines the range ol [actors that tvpically mfluence people’s decisions on
whelher o share their knowledge or not, and what organizations can attempt to do Lo
creale a willingness among workers toshare and use their knowledge.

ENCWLEDGE PRHOCESSES IN ORGANIZATIONS

Factors shaping atfitudas to knowledge-sharing in N-V work contexts

Research shows thal a wide range of different factors affect the willingness of waorkers to
actively participate in the type of TCT-mediated knowledge processes that ame typical in
N-V modes of organizing. Thus, as discussed in Chapters £ and 8, Hayes and Walsham
(2000), utilizing a Foucauldian-based analysis suggest that the potential far susveillance
n ICT-mediated knowledge processes will affect, and may inhibit, ke participation of
workers. Jarvenpaa and Staples (2000) conclude thet factors such an individuzl's paisanal
propensity toshare inowledge as well as their percepticn of the quality of the knowledge
n I mediated media will atfect paricipation levels,

MeClure Waske and Faraj (2000} also found that people actively contributed to 1CT-
mediated knowledge pracesses to show a commitmment to and promote communities thas
thiey [ell o part of. Finally, Ardichvill el al, (2003), based on a study of 1 l-mediated
knowledge-sharing in an M-V conrext in Caterpillar, a T75-based multinetional which
designs and manufactares Eeavy consiiuction aid wining ecuipment, found a wide
range of factors which affected the willingness of workers to bolh share their own lenowl-
edge and search for the knowledge of others {s=e Table 12.3)

These studics therefore show howw the willlngness of workers to actively participate iz
knowledye processes in N-V contexts is shaped by a complex range of faclors
Conceptualizing knowledge use in N-V cortexts as a difemma involving workers con-
ducting a risk/reward caloulation, suggesis that organizations can alfec:s such attitudes

Table 12.3. Faciors sffesting knowledge shanng/searching att tudes in virtual work grenns
fadapted f-om Ardichyili at al. 2003)

Knowledge-sharing Knowledge-searching

Factars craat ng & wilingness
o partcipate in knowladoe
DrOCo350s,

Facloss bkl peoplss
raativation (o partizipate i
knowisdge processes.

krowlodoe regaided z5 8
‘ratic good” Eelonging o
network, nat indivicuesl,
cormmilmend to grgan zation
Andinr netwenrk

prarsonal agaalils intarms of
stalushoward.

fear thet contriburion may be
WL

fesling armongst newer staff
o7 not having adeguats
orpenenne o bezhle to
coririmte.

contibuting o trma
COMEUrICg process,

s Folps integrale peopls intc &

s CFQEI'I!ZE'-'.iC-I'I.
® provides a madinm through
which people can iaterast
wiith arhers who it wiould
cthorwise boe difficul 1o
Cormer uricats with,
heve reesived useful zdvies
from spocific nowvideals
previcus i,

® newvweork regarded az asatul

tor kecping “up o dals",

® people with catanhahag

fara-in-face communitizs
Ty [."fEfEr o use them
rether than wirlual seteenricz
queslions fal 1o renuire
spanit o knowledge, and rot
relavant aoyond

VRl 0wy SOrilesl,
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through reducing the risks/costs and/or increase the rewards o workers for their know-
ledge-related behaviours (Cabrera and Cabrera 2002; Hollingshead etal 2002). kor exam.-
ple, reducing the costsirisks could involve mnimizing the coanplexity and timme iuvolved
in knowledge sharing, or rewsrding people (Anancally o otherwise) for appropriate
bebiaviours.

Agpart from groviding Tinencizl rewards, and making the process simpe, what &lse oan b done by
nrganizations o encourags worke:s 1o share their knowladae with athers o WY work contexis?

The following two subsections examine in detzil two important lactors that can have 2
particulazly significant influenwe on the social dynamics ol knowledye pracesses: firstly,
the nature of the N-V rollaboration being underfaken @nd secondly, the extent Lo which
neople identlfy with and tousl others In such contexts, and who regard their knowledge
as helonging to the network as a waele. has been found to be key to knowledge-shiaring
attitudes by a range of stodies.

The neture of callaborative ralations and knowlzuye dynaniics

As discussed eatlier, and ilnstrated in Figure 12,1, there 5 an enormous diversity in the
type of collaborative networks (hal exist. One of the dimensions ufilized by Cravens et al.
{1994) in their taxonomy of network 1ypes was the nature of the relationship between
petwork partners, In the Craven's taxonomy, network relations werg characierized as
existing on a spectrum bBetween transactional-based relations, to more 1ong-ter, deeply
involved, collaborative relations. Hardy el al. (2003) build lrom such insights and exdrn-
ine an Important, but relatively neglected topic: how the nanrre of the collaboative
relationship within a nenwork affects the knowledge processes thiat occur within such net-
works. lurther, Hardy et al. specifical’y focus on provesses of knowledge creation.

Hardy ot al. (2002) deve'ap an analysis based on a detailed longitudinal case study ofa
range of collaborative relations developed by a single vo.untary organization [z exarm-
ple immediately helow), Thus while they develop an inlerssting analysis, the generaliz-
ibility of their conclusivns have yet to he tested, They found Lhe ability to create
knowledge within collaborative networks was related to the level and character of the
involverment between network partners, with involvement being measured in terms of
three dimensions (see Table 12.4). The type of invelvernent (hat was most lavourable to
Lize creation of knowledge was collaborations that:

(1) had d deep level of interaction,

{2} were characterized by parlnership based, rather than a transactional type of netwaork
structures, and,

[3) where knowlzdge flows were Lwo-ditectional rather than unidirectional.

Hardy et al, (20003), drawing on a practice-based perspective on knuwledge, suggest that
the reason lor this was because knowledge is highly tacit and contextually embedded, the
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tnieraclicns necessacy botweon people o create new <nowledge tequire to be extensive.
Thus, high involvement relations are most likely Lo Toster Lhe brpe of interaction neces.
sary for the creation of knowlzdge In network organizalions.

ILLUSTRATING THE ISSUES

Matwork Relations and Knowledge Creation

Hardy et al. conductad a longitudingl, gualitaive sludy of & “gngs of collaborative netwaorks devel-
eped hy A singls Pelestinian non-governmensal arganization, Mera et Enfanz, which wag con-
cerned with improving child nutrition within the occupied arritories of the West Bank and Garg
atrip, Wera et Enfant had aboul sty Tu -Ume siaff, and deve oped an explicit strategy of vtilizing
intsr-crganizetional netwarks o improve its effectivensss. Cver the period siudiod (13947,
hore et Enfant developad aight saparate collaborative netwarks wilh a range of crgsnizations
including Meadicing Zans Crontian, the Oslo Schosl of Motridon, Feace on Earth iz Jepeneses char-
ibyd, te Werld Food Progrem, and Cxfem, Howewer, oot onfe did tha purpese ot each collabhora-
tive notwark vary, the naturg of tho collaborative relationshin developad also vared significenthy.
Brsad on tieanalelizal frameveork they developed, the wype of elstions thaet existod within aach
neteork were characterizad 83 having varablo levaels of invelve mans (see Tab e 1241 For axans-
plz, the reletiznship devolopad with Peace an Farth had a Figh lave: of mvalvement, gs the dspth
of Interantinn batweaen saff was hioh, 8 patnarzh postociore was dovelooed, and information
llowves were both Bidirect'onal and maltidirectional. In contrast, the relatinnskip developsed with
Ohetam hied a lowe level of invalvament. This was becacse thers was & shalow depsh of interaction
botwoon staff, & transactional strocturs was utilized, and informetion flowed unidirectionaly
[from Mare et Enfant to Cxfam). Hardy o7 al. found tha wpe of high-invclvement ralatiznzhip
doveloped with Poace on Eatth was more conducive o ths cresvon of knowleage <han that
davaiopsar v th Cefam,

Table 12.&, Factors affecting the character of involvernent Betwaan partners in a collhborative
network (adapted from Hardy a7 al. Z000)

Inleractions among Type of collaborative Direction of knowledge
network partners structure flows

Meoasures in torms of depth 1. WENZAZTION N9 NS 1. Unidirectionat from cne
waithin hisranchy that staff are strLcture cregted, Resouncz s Lover La-anotln sy,
chrethy involved in networking sirmphky poclod or cxchanged.

iy 2. Bigiractions? signi‘icant
activities PR SR

]

Shollow inteiscton az those
wenich only nvolve seniar
manacement.

Deepintersctions sra thasa
wiich irwalve staff froma
namber of iyars inthe
apanizational hizrarchy.

. partnarsfio: @ spacific

structare crazted within
which collacorating
parnans work.

. rapreseniialion: where

parnars in 8 collabaretion
represent gach olher Lo
cwternal, third partsas.

armounts of krowladge
Herew both from and to
re bk parlnes.

L maltiiraciional knowledyzs

flows mot only batwesn
netwark partners, but 1o
Lrind pailigs wuiside e
Bk,
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Trust, identity, shared values, and knowrledge as a network good _ _ .
in understanding what affects workers' moetivation to share their kﬂﬂwli:'tlgi? t-n:r__h their
co-workers, the concepl of trust is of fundamental Importance. &g diseussed in Chapicrs
3 and 4, if workers donot have high level of tust in their co-workers, Ill.i?i.J'tﬂ.gE].'s _{11',.|n{:nn'
abstractly, Thetr orgavization, Lhey are much less lkely o willingly ut Ilr_xc .lhm_: Enow-
ledge than if they hada hi ghlevel of trust n thess peo ple,_gm u psl, andfin 11151111.11.10?1-5.. For
exarple, Casciv (1999) and Mirchandzni (1999) highlight the 11111:1-:ulrzanl_:f,j of a Im:-;tu_lg
relatinnship rxistdng Hetwadn WV workers and thelr TaLges. :ﬂsr-;hchﬂh r::t_ al. {?.mdl}
discuss the impoitance of the extent to which workers trust their r.—:ul ployer in ge.mra_;
Finally, trust between co-workars Is also vitally importanl (Ardichvili ot al. 2003; Darthe
and Snyder 2001; Nandaakumar 19959 _

The importance of trust between co-workers ts reinforced by Lhe fur:Lthat M- work
curilexts are ecuivalent to the sort of infermommunity, boundary-spznning, knowledge
[roCesses :J_xan'_-ined in Chapler 6, where wiriens who cellaborate t‘jfpicali}.- ha'l;:r;.l a weak
<ense of cammor ident'ty, limited shared of common knowledge, and possibly dwergen'F
values. T such contexts, the issuc of trusl is partivularly significant, as the cavelopment
of sumne level of mast is a likely to be necessary to create d willingness among workes Lo
share their knowledge with others.

A illust-ated in Chaptes 6, trust s a coriplex concept, largely becauss it has bee: :‘»hcu:vn
to be multidimensional. Thus, Lhere are distinelive Types of trust, whirh pmduf:r; and alfect
cocial relazions differsnitly, and which are developed in dissimilar ways isee Table 6.4), In
general, a willingness to share knowledge is most likely when the strongest forms of j:ruﬂ
exivt {Fuckers process-hased and Mewell & Swan's comoaninT-tased Lrast), and least lileely
whern only weak forms of st exist finstitutional- or commitrment- based trust‘.l.] . o

What is indispuiable is that when scme level of shared knowledge, va_lu&ﬁ, and identity

exisls in M-V work contexts, positive benefils aw, in temIns aof wodk attitudes and he:hav-_
iovrs in general and more specifically in terms of people's willingness to -::nl{e_ctv!e.l?
Wrilre e knowledge (Mrwer and MNobeoka 200 arvenpaz and ]‘-’E‘:i 1994, Orlikowsiki
2002), For example, Ahuja and Carley {1999 deswribe a ;cuc:r:fassﬁ;l wirtual nEEa_n.;:h rat-
wiork in which a streng sense of common inferest and (st existed briween pallmupaﬂts.
Surther, Moon and Sproul (2002) azgue that the successful development of L_:I.ﬂux, oper
source software, which was developed by a self-organmizing woluniary group Tmﬂl a strony,
|ender, was based on the sense of common identity and shared values that existed and was
susleined by the project’s callaborators. -

& variely ot methods can by utilized by organizations Lo creatz such conditions .alnd
atzitades, '}wn specific ways of doing (s inciyde facilitating and encouriage oo mmumlca—
tion heiween co-workers (such as through the creation of 2 diverse range of CommMuILc:-
tion chzpmels, or enhancing the tichness of communication T'.'lEL_lliﬂ arfd through
pubicizing mformation dboul workers' knowledge-sharing contrituitions I_Lalhrerzl and
Cabrera 20021 From d practice-based perspective on knowl edge, the_ [.n!_as. effvctive wa:f to
develop trust, shiered values, and commen knowlodgs is throzgh utilizing tasks that hfm
workers together. For example, in Kappa, the geographically disEcrz,nd s:::-iftware develop-
ment company examined by Oplikewski (2002) thal swas discussed in .Chaptr;it 1
{soe Table 11.4], 11 was a range ol work practices whivh was fendzmenial in I:_;rL".:EIJ.‘JIlg ra
ense of cullective organizational identity. The example presenied helow ot loyotas

EHOWLEDGE PROCESSES IN CREAMIZATIONS

supply chain network shows how such a sense ol shared Ideat:ty and common purpose
can also be developed within interarganizational networks,

ILLUSTRATING THE ISSUES

Toyata: knowledge-sharing in a supply chain netwark

Dwer and Mobecks (2000] suggest that Toyois has baen succassfil in crealing a supply chain
METAOrE 3Mong 18 comoohant supplisrs. wihera exlansies, intersrgamzetionzl knowlodge sharing
ocours. Furher, thay conclude that this knowlzdgeshanng patern s £ tundarnensal compenant in
Toyota's ahility to be sustainably inncvativa. It doss this through dealing with 7a factars which tvp

ically inhibit knowlcdge-sharing, such as tha freeidar proilerm narmwy s2it-nmerest, 8nd concerms
that thars is a sigaificant possihilitg of nzgative consequences flowing from knowledge-sharino.
Firaty, Toyota utlizes a numbser of working practices that simultanecusly allow the develnament of
asense of neteark idantiny, and tacilitare the shariog of konewladne. Thisinsludes the creation and
rnanEgainend ol s oo specilic supple sssociation thet crganizes formal conferaicas, training
courses, snd social events. This gssocigtion providas a usatubweay o iinth crsatineg & senss of iden-
tity end allowing the sharing of relatively crpl il knowlSuge. There i aiso an intenal Towots con-
=ulting team that provides both inlensive end exienzive support to supoliers 1o address specific
prob 2ms they mey have. Finally, the shanng of kowicdge belvessosopatiss s eeiliaed drougs
the Lse of woluntary' lezrning groups Nlotova is resoonsible for craating these groups, end the top-
ics they focus ond, end intarfinn persenng trensters. [nese collective practices all Tacl Latn tha
sharing of tacit knowledge through faceto-face irsaractions, and jaint probizm-solving activitiss
that bring rolovant st wgother, Socondly, Lo further undsrpin azpropriate knowlecge-sharing
behaviours among suppliars, Toyeia hes created 8 number of rulas. The first ruls is that frae-riding

ig banred, and compsnies are only sllowed o booome Tovelo suppliers if thay agree to skara

knowwleage with lovots ard 2s other supplars. Secondly, thers are also informal rules regarding

the distrivution of zenelits tnsl cormpanizs derive from knowlodos they acquing within the ne-
wWinrs, wilere 1iE expected that, in the long term, economic banefits will b passed 10 the rest of

the netwark through cost reductions 2azsed on 1o Toyola, Through these warious mechanisms,

Toyots is shlz To craate & commen sense of purpose, énd 4 sharsd sense of Identity armongs? its

siuppliers Furiber, to scma axtent as = consequeonce of this, staff in these arganizatiang recard

thigin knoweiedge g5 beirg & public good which should ba uzed for the berelit af all in the Tovora
networ. [hus peopla ars lezs concermed o hoard their knowledge, or protzct it for tha narmoe
benefils of thermsslves or their own organizetior, and ars wi ling 1o share et olbees 0 Tovola's
supply chain network, ir the cnowledos ©should provida benafits Tor allin tha network.

Stop and think

Coverand Mobanka take fiila aecount af issuss such as power and cordlict. Howessar, Toyota is much
rmare powerful than the supslizes it develops relations with. T what extent is the supply chain
network that Oys-and Mobeoks desoribe the resalt of Toyalo making use of s powar to oreate the
Type Of sunply chaln nemwork 1nan inwansd Whst zoons ge the supplisrs likely to heve to neantiats
the conditions of their working relationship with Tovota and irs othar supplis-s?

19
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e conclusion, to wderstand wheat makes people willing o share and wtilize their
knowledse In N-V work contexts, it is necessary to understand the sociocultuzal factors
that arz =0 important in shaping such attitudes and behaviours. While this section has
shown that it 15 possible for organizational management (o vse a range of interventions
to create the sense of notwork-based identity and the type of ttust which is typically
necessary for prople to be willing to share their imowledge with others, the difficulties of
doing so should not be underestimated

ICT-mediated knowledge processes in N-V forms of organizing

This section considers the relatonship between ICTs and M-V lorms of organizing, as well
as the socizl dynamics of [CT-mediated knowledge processes in such work contexts,
which involves rebuming o issues discussed in Chapter 8. The relationship betweer ICTs
and M-V formns of working is of such lundamental importance that it is impaossible to fully
understand Lhe caaracter of, or catalvets underpinring ™N-V forms of working without
accounting for Jhe role of ICTs. The rapid pace in the evolution of 1O represents one of
the catalvsts to the smergence of N2V form of arganizing, as the contemparary functior-
alltyof TCTs —epresent cne of the enabling factoes hal mwke soch foons o7 aiganizing
possible. Thus itis almnst impassible to find ar analysis of K-V forms of organizing which
tom’t make reference o the cuabling role of TOTs (see, Tor example, Cravense: al. 1996,
Tarvenpaa and Ives 1994; Staples etal. 1999, Tackson 1999,

ATING THE ISSUES

Shell: A web-based global knowledge management system
Carrington [2002) descibes s web-tased khowledge managemert aystem utilzad by Shell
ntermaticna Fxplamson ang Production (SIFRL 5IEP is a werdwide operzucn, with s1aff being
globaly depesed, A krowlados mooagsranl spstem was inplermented with he chjective of
1Eining paapin 10 shere knowledne across sitzs, In gl eleven krowledoe comminties weans sat
A, it e Toswsed un specilic business fanstions, and eight Tor suppart fuactions such as T
znd HA, with the size of the comrunities varing from 700 10 4000, Thare arz two aspects 1o the
zystern. Firethy, people can esk Tor respenses to spaaifiic quasions, placed ona globally cocesel

ale forgm, Sacond, thars is an inccxed, searchable archive of previous cuastionsard answears
that peop'e gan LgE, The type of knowladge sqa%ed is typizally "hard factusl stuff 122), cnowledge
that is relatively objectve and highly coctfisd. Forexample, a Graziian team tad problams reoow-
=ring a droken loal fromakorghole and 2o decided nas for answers on the foreme WWiEin bueaniy-
four ours Lhey nad recsivan avariaty of rasporaes, ard an the basis of them wareable to solve
theirprablem. Peopto wonn nitially reluctart @0 use the systam, dus 1o concarns abeut how mioch
e wauld be invelved, and whethzr they wers ‘giving @weay precious knowlsugs, Knowlsuys-
sharing was slso inhibiled by & svsterr of divisicnal barchmearking which ranked div sions egeinst

EMOWLEDGE PROCEZSES IN ORGANIZATIONS

ezch ather However, once these concerns were deall wilh Shell belisved the avstam had
beoome suceessiul, and estimate thatit has helpec them save over £ 00m

Stop and think

Line ot the initial problems inhititing <nowiedge-sharing on the glebal KM system was that whis
divizions were benchmarked zoainst each alhen the systern invebeed shariqg knnwladge bersnan
divizions. To whal exlent iz this izsue kel to £a typicsl in neswark torms of argan 2ing? Farthen doea
thiz rnean that afganizalions moving toweards natwork-based shuciares nead to re-evaluste the =
the parfarm@nes of Business units era furahiors s monitored and rowsardsd T

The problem with Loo much of this thetaric, however, is that in its optirism it is somo-
what blind to the Umitations that persist, even now, in the imtormation-processing and
comumunication capabilities of 107Ts, which inhibit N-V forms of organizing, The debates
in the litezatuee on the role of ICTy In N-V forms of arganizing mirror the debates in the
general ICT-based knowledge management literature described in Chapter 8,

For example, it Is apparent that in the lterature on the role of ICTs in N-V forms of
working, both objzctivist and practice-based persacctives on knowledse are utilized.
These wrlting from an objectivist perspective assums that knowledge can e codified and
made explicit, and thus managed/shared directly via 1075 (see Shell example). Such writ-
ing emphasizes how databases, searchable archives, and structured discussion boards can
he used to communicate and share knowledge within dispersed networks, Othess utilize
a practice-hased perspective, where itis assumed that ICTs can play @ more indirect role in
Facilitating the maintenance and development of the Lype of social relations which
underpin knowledge processes. Far example, Ardichvili et al (20004 argue that [CTs can
support and cnhance processes of connnunivation znd interaction amongst pre-existing
commnities of practice.

Twovissues relared to ICT-mediated Knowledgye provesses that are refevan! 1o NV forms
of organizing are;

« While ICT- mediated communication may be abla to help sustzin social relations
between people wha alqeady know edch other, this form of communication 15 maore
problematic for the development of social celations hetween peaple with Little
kergrwledge of cach other (Meloughlin and Jackson 1999).

* Social relations are unlizely to be strong if mediated parely by ICT5, and Lhe develop-

ment of a sireng social relationship typically requires an element of face-to-ace
inleractinmn

The literaturz on knowledge arocesses in M-V oorgenizalions is typically sensitive 1o
these issues and generally concludes that to develop and sustain the type of sacial rela-
tions conducive o effective knowledgesharing requires a certain level of face-to-face
interaction beltween workers. Thus, onz of Lhe moest significant managerial implications
flowing from this is thal in organizations moving towards N-V stroctures it is important
to ensure that therz are adegquate oppottunilles for workers t0 be able o Interact and
cormmicate face-toface,
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Conclusion

Evidence suggests that one of the main aspects in the contemporary restructuring of
organizational forms has been Lo move away from hierarchical-based structures towzrds
virtuale and network-hased struclules. The rationale underpinning this mansitlon s that
M-V ‘orms of organizing, due to the way they Lranscend traditional organizatioral bound-
aries, and support horizonial as well as vertical communication i viganizalions, are moie
elfective for sharing and integrating knowledge than hierarchical stractures. The import-
ance of such processes s in furn related to the dynamic character ol conlemporary basiness
environments, which require nrganizations to be flexible and continuously adaptable.

1C1s and M-V formms of organtzng were alse shown Lo have a complex, symbiotic
refatinnshin, with the processing power, and pace of change ol ICTs representing both a
catalyst to and enavler of N-V lorms of organizing. However, despite Lhe ioften blind)
optimism regarding the ability of 10715 =0 facilitate N-V forms of organizing, the dirficul-
Hes of managing and sustaining knowledge processes in an TCT-mediated context that
were discussed in Chapter 8 were acknowledged. Thus, even with Lne powertul capabili-
ties of contemparary 1CTs, ICT-mediated commuuication still constraing the type af
social interactions that can he undertaken, and attects the extent 1o which highly tactt
krowledze can be effeetively shared.

As NV forms of organidng typically bridge and transcend traditipral intra- and inter-
organizational boundaries, through requiring the collaboration ol penple from different
functions, husiness unils, and/or oryanizalions, knowledge processes In such contexls
represent a specific example of the cross-boumnidary knowledge processes cxamined in
Chanter 5. Thus the people collaboratlng In N-¥ forms of vrgenizing will typically possess
specific and specialized knowladge, and collertively may have a limited amount of com-
morn/shared/mutual knowledge, and possibly only ive a weak sense of shared identity.

L NoW work condexls, creating a willingness among people (o share their knowledge,
and participate in collaborative krowledge processes was found fo be predicated on the
existence and development of teust and a shared sense of identity. When such frust exists
penple are likely (o regard Lheir knowledge more as & public good than an individual pos-
session and are thus mote likely to make [ available to the nelwork of collaborators,
rather than to hoard it or and use it in 2 naztow, sel-interested way.

REVIEW QUESTIONS

1 Besed oq vour own sxseriancas o, and knowledos of work, how comrmon istha ‘frog-rider’
prubilern in organizetonal fe? Turther, what affacts whether pe onle are fkely Lo ‘fras-nde’ on
collective goodsfknowledge? |5 7 sense of entity with and commiimeant 10 a
cormmunityfnetwork typically enough to maks fras-riding unlicely?

2 Metwaork forme or ciganizing san be intra- or inte~crgan zational. How different will be the
process of develeping of 2 sommon/zhered s=r=a ol identity in these two ypes of
netavarks? What factors will alTect the dyremics of such processes?

KNOWLEDGE PROC=ZS5ES M ONGANIZATIONS

7 In anatyses of the sdvaniaces ot natwork and virtusl orogrizatiznal stnictures, stark conlrasis
sre ususlly mads with hicrarchical structures, which implicitly assumacs they are appositionz|
in mature. Howeewiar, toowhat extent s thiz & false dorotomy? How compalitle bis
Ficrarchical principles with KA structures?
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Knowledge processesin
global multinationals

Introduction

This chapter examines the dynamics of knowledge processes within large, global
multinstional corparations. The focus here is not on how companies grow to become
global, but on the tnowledge dviamics within already large. intermationalized crganiza-
tions, This represents an inleresting and lmportant context for the examination ot such
{ssues for g number cf Ioasoms,

Firstly, the economic importance of such organizalions grew signifcantly in the last
guarter of the twenticth century: Driven by a combination of ‘nterelated processes such as
market deregulation, ranid advances in information and communication techuwlugies, and
growth through mergers and acquisitons, not only has there heen a process of
globalization, whereby more and more companiss ane becoming slobally active, but there
has alsc heen a growth in the number of Lige nrzanizations, and in the size of alecady large
organizations (Carchadi 1991, ch. 7; Korten 1995; WIR 1999). Von Fzogh etal (1826} char-
acterize this trajectory a8 involving d two-siage evolution [1om intemational to malti-
national Aems, and from wullinational firms into glebal firms, Kortea (1595, 121), uwsicgan
slement of hyperbale, suggests that this change has been so significanl fatis Teprescnled,
‘the most rapid and sweeping institutional trznsformation in human history'.

Fxemplars of the type of company censidered here include: krrst & Young, the
professional service company which employs over 105,000 people, who work from ove
670 .acations in over 130 countries; Doeing the acrospace corporation which empluys
erver 160,000 workers in thirty-eight states of the USA aswell a seventy countries globally:
and IBM the computer company which employs over 300,000 siall in more than
100 different countrics globally.”

Global multinational corporation

& large multicivisionsl o-ganization which has sites thronghnud he warld and whaose husinzss is global
I characier.

Y s Information was laken from the following websites on 16 June 2003 (www EY.com,
v Boeinyg, com, wwiv IBM.com L
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Secondly, global companies have Lypically been in the vanguard of attempts to develup
knowlecge mansgernent solutions/systems, have bzen some of the most enthusiastic
advaocates of the benefits of knowledge management, and have generally been the cariesl
at raalizing ihe potential of knowledge menagement (KPMG 2000; McAdam and Reid
2001}, Thus, for example on Boging's corporate website (www.Boei i ccm)® the third ol 1
three corporate obiectives s to, ‘share hest practice and technology across businesaes’.
Further, a5 Nustrated by the csanple considered in Chapter 12, Shell Inlernational
Exploration and Production (SIEP) have also become aware of the benefits of internal
Lnewledge-sharing.

Finally, as will be become apparcnt as the chaptor progresses, because gabal multi-
national orgamizations have highly dispersed and fragmented knasledge bases, amploy
large numbers of employees, and nvolve the communication and interaction of pzople
with diverse sociocultural belivfs, the dynamics of knowledge processes in such organiza-
tioms are quite particular,

Tn cxamiring knowledge processes in this context the chapter links together issues
already examined, with some new themes. Specifically, tssues returned Lo include  the
distributed ature of organizationsl knowledge, the dynamics of knowledge-sharing
actoss Boundaries, and how =ocial factors affect knowledge processes. These topics are
then Tinked wita two themes nol examined thus far: organizational size and cross-
cultural knowledge processes,

The chapter is structured into three sections, with the fssues cxamined in each being
illustrated and supported by different examples. The first section examines the relstion-
ship between the siructuring of multinational corporations and the knowledge dynamics
willia them. Following this, the second section considers how organizational sixe affecls
tae dynamics of organizational knowledge processes, and generally conchades that the
greater the size of the organizations. the more complicated “1s knowlecge dynamics are
Lkely o be. The third section then concludes the chapter by examining cross-cullual
knowledge processes, and considers how the sociocultuzal values thal ntenple possess
affect organizational knowledge pracesses.

The structuring of multinationals and knowledge processes

A onstlined in Chapter 3, the practice-based porspective on knowledge assumes Lhat
because Lhe knowledge peaple passess 15 closely linked <o the physical and cognitive
aclivities they undertake, and is embedded in the social context in which such activity
oecurs, the knowledge base of all organizations will be fragmented into specialist suh-
communiiies. From this perspectives, one of the key and most difficull Lasks of manage-
ment is to link together and coordinate the organizational knowledge base (Rrown and
Dyguid 1998 Grant 1996; Kogut and Lander 1992; Tsoukas 1996). Whlle the ubjectivist
perspective has a different conceplualization of knowledge, and typically assumes that it
can be more castly codified, those ana'yses of knowledge ulilizing such a perspective

3 Rite acvissed 16 lune 2003,
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also acknowledge the complexities of sharing and integraling knowledge within
muitinaticnal comarations (Cupta and Govindarajan 20010; Seolanski 1996; Tsai 20001,

I gloBal multinational corporatlons sucl as those outlined in the introduction to this
chapter, which may employ tens of thousands of worksrs, nperaiing “rom possibliv
hundiecs ol dillerent sites, dispersed acioss the glubl:. 1Foe task of n:_'uurdi.uatin,g ancd inte-
grating organizational knowledge is non-trivial. However, the flip-side of having such 2
diversified knowledge base is that it creates enormous polential for synergy to be devel-
oped through intra-organizational learning and interaction Macharzing et al. 2007;
Maorosini 1998; Soderberg and Holden 20015 Van Maznen anc Laorenl 19933 Thus
possessing a large, fragmented knowlzdge base has both petential benefits and problems.

One way of supporting and lacilitating intra-organizational knowledge processes is
through the struchring of organizations, [lowever, the diversity of ways in which MNCs
are structured in practice suggests that there i= no consensus on the best way to facilitate
intra-nrganizational knowledgz-sharing. The r2s) of this section considers the knowledge-
sharing implications ol ulilizing two particular stroctoral forms: 2 centalizec, hisrarchical-
Liasedd stoucture and a decentralized network strocture.

The centralized hierarchical structure

This means ol sbruciuring 3 moltinational corporation sssumes that the home base of Lhe
corporaiion, the country oul of which a multinational originates, prosddes a platfonm and
a foundetion from which global advantage can be ach:oved (Macharsing et 21 2002}, In
such organizatiors global expansion cccurs lasgely through taking advantage of the home
lases’ capabilities, which-are developed fromn, based in, and exploit national and reglonal
sysbems of mnnovation. Porter (1990), tor examole, suggests that such a logic is highly
prevalent. Laurent {1953, 1984} also supparts such a perspective, and arguss thatall mult.
natinmals to some extent bear the stamp of the country from which they originate.

Rasedd o £y mendel the comporate centre, which will be based in the home courntry s
typically large and where not only tha vast maiouliy of siategic decisions are mads, arwhere
research and developmen!, lype knowledge-creating activities are also located (see Vigure 13.7),
Within such organizaticns knowledge Hows un’directionally, Teoen e corporate cenloe out
o the organizations business units, which aze largely responsible for applying this knowledge
to their local market coniext. Tinally, another choma cteristic of this model 35 that thers are [aw
independent nterconecticns between different business units, The impaoelance of such &
structural logic is ziso reintorced by Lnose writers whio suggaest that the extent to which muld.
natinnals are truly international has been exaggerated, and that the majority of multination-
als arg still home or region centred (Hirst and Thompson 1999 Bumman 20000,

Stop and think

Towhat exient arz contempeorary mulingticnzl corporatens incapendant of the aounines in which
thay anginaiad? 17 you compaie multingtionsg| corparazions that origingted in the USA, UK, Francs,
Gormary, Russia, Ching, Japan, ele, canyou disesm differences in the way they operate that £rg
ra ated o their countre of origin?
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Fig. 13.1. & centralized, hiera rohical struciure for multinationals

ILLUSTRATING THE ISSUES
Dell: codification strategy and centralized structure

Ilansen et al, (1928, as discussed in Chapter 8. suggested thare were two broad knowladges
managemenl srategiss hat cormpanics cuu u pursue; a codification or 2 nersonalization steieny

Diell, the compuier rmanufacturing and felziling company, was one 2o mpany they descrinad which

fallmwed @ codificalion based straiegy, Such & stratedy iz Thased, and invalves the codifiration
of knowizdge into searchables repositones (sse Table 5.1), With such erapproach, the knowlzdye
in the renositony can easily be raused by aryons. Dall cambings this type of knowlzdgs manages-
meant stratedy, with & cantralized, hizrarehicel strusture. De | utilzes & knowledie neposy o
sell compulers direst 10 Thelr cusiomers, wha detine (he speification of their machings [either
an the wian or via a telephona cell with & custaman szles mssisiant] throegh sel2cling comao-

nents Tram the knowledge repesiory. Dell, which has over 34,000 amclovess wenrlwice,
spread sornes thirty four diferent mountries, utlizes & centalzad corporats suLGlre, Thus
gsiona fregionat ulfices, whose main 1espons! hilitias are for 2ollirg computers, ar providing arer-
zgles suppot and Sanvic ng Lo CUSTomEers, do nol have much of & rale slrategic decigicn-ma king,

apd are e concerned with administration and knowledns sppiication than wilh know adgn
crestion isuch & desigring or mansging the {T-oased knowlzdge PEp0Siteny).

i thete & sk with such & stratecy that Dell will b2 lss sensitive to the pertizular demands af ool
markets tan if 1 usad a mere decontralieed SUEEYY i

ENOWLEDCGE PRCCESSES IN MULTINATIONALS

The decentralized netwaork structure

4s Chapter 12 shows, the network logic for the structuring of mutinationals is currently
extrernely inlluential, with the path-breaking work of Ghoshal and Bartlert doing much
Lo initiate this way of conceptualizing the internzl stucture of multinationals (Ghoshal
and Bartlett 19490; Bartlet! and Ghoshal 1923]

With & network-based structure, In cnntrast to centralized hierarchical structures,
knowledge creation is not the sole responsiblilty of the corporate cenbie, wilh there being
multinle centres of kaowledge creation (ses Figure 13.2). Secondly, knowledge can flow
equally in both directions between (he Conporate centrs and business units. Thirdly, there
are many interconnections hetween interdependert business units, with a diversity of
mechanisms being used (such as staff transferrals betiwesn units, matrix struciures, ebe.)
to facilitate such interactons. Finally, these are tvpically complex organizational slzuc-
tures that dow'l have a clear hierarchy, Tledlund (1986, 1994) used the term “heterarchy’
tor describe this structural form. Primarily, within a network structure, business units are
not condrolled i a top-down wiey by the corporate centre,

Ihis structural form, as illustrated in Chapler 12, has a number of advantages over hier-
archical steuctures in terms of tnowledge processes, Primarily, the network structure more
efectively facllitatzs the sharing of krowladge betweer: business units (Iregaskis 2005;
van Wijk and van den Bosch 2000), Grant {1995), in his development of the knowledge-
based thenry of the firm, also suggests that hucrarchical coordination is bad for sharing
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and integrating knowledgs, Grani, in what amounts to a knowledge-based jusliication
[or organizationdl delavering acgues that the disadvantage of hierarchical struciures is
that they are inellective at sharing tecit knowledge, as they primarily utilize systems of
rules and regulations (o coordinate activity and mtegrate knowledge, which are poor for
sharing lacit knowledge. The most effective means of sharing such knowledge is throngh
processes of direct interaction between people, where there are minimal levels of
hierarchy, suchas in the network form.

RATING THE ISSUES

= M. V. Philips: the networl structuring of a multinational

Chaoshal and BarUatl (1800) use the Dutch clectrical goods cormpsny g5 an sxemsha of Fow &
rmillinatioral can be conceptualized a2 & nebwork, Philips zan be considered to be a muitinations!
cornparny 25 10 L ppensling wiits inover sty countries worldwide, Whils ke company’s corzo-
rate bese in Halland is cndoubtecly tha single most important bub in the argzn zational netwark,
Fhilipss slructure is closer 10 3 newwork than & harehy, “has, many of its business units are
extrermely large, constititing 2ome of the largast organizesions in the countiss they are loceted in.
There are aslzo different centres for ressarch and covelapment. Thus, many of Zhilpss business
iirits ate not simply responsible for the apolicatizn of knowladge crested at the corporals centre,
out have knowlados arestion rezpons bilitics as well, Finally, there s alsoa diversity of interzon-
necions betwesan business units, facilizating tha sharing of knowledge betwean tham, Thus for
example the business units in regions suchas Africa, Farape, the Amanicas, and Asis-Australzsia
arz | nked togesharin regionzl netwarks.

A confingency perspective on structure

Birkinshaw et 21 (2002}, in an interesting article that deserves ta be widely read, provide
an analysis that challenges the logic that nelwors fomms of ciganization represent the
rost eifeclive way of organizing multinational camparies 11 every situation. Overall thei
analvsis takes # contngency-hasec perspective to orgenizational design, and enacludes
that the design of an organizallon’s stuctare should acoount for e chigacter of it
knowledge hase, Their analysis considered how the level of observability and the degree
of system eribeddedness of an oiganization’s knowledge were linked to the degree of
autonomy and integration between business units, Observahility refers to the case with
which an ectivily can be undetstood by simply looking atan organizational process, or its
products, whereas system emaeddedness refers to the extent Lo which lnowledgs s a
function of the syatem or context in which 1L is developed and nsed,

While their aralysis was based on rescarch nlo the R&ly activities in & handful of
Swedish multinationals, making it difficult o generalize widely, they [ound a strong
relationship to exdst beoween organizational structure and the degree of system embed-
dadness ol organizational knowledge. Specifically they foond that the degree of system
embeddedness of organizational knowledge was nversely proportional 1o the level of

KMOWLEDG = PROZESSES M MULTINATIONALS
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Fia. 13.3. A typology of organizational knowlsdge bases (from Sirkinshaw et al. 2002)

inter-unit integration. Theszfoe,; when (he knowledge inoan organization 25 highly
systern embedded, the level of inter-unit integretion is likely to be low, due 1o the
difficuities and problems involved n sharing such keawledge.

Based on the two dimensions of knowledge they uiilized they developed a typology, chars
acterzing the knowledee in R&ED units into four geneTic types (see igure 13.3). Dlrkinshaw
et al. (2002} supgest that different strachares are thus likely (o be appropriate for cach tvpe of
Lhowledge base. Extrapalating from this framework it could be argued that hierarchical
slructures aze most approprate when organi=ational knowledge is transparent’ (e, when it
nas a high-level observability and a low level of cmbeddediness) as in such circumstances
nowledge can be relatvely easily codified and shared, Further, network focms of organiza-
ton may be most appropriate when omganizational knowledge is ‘ntegrated’ (e when
Spowledge has a bow leve. of chservanility, and a losy level of embeddadness), as the effective
sharing of such snowledge requires extensive and direct social interaction between people.

Overall therefore this section has outlined two different ways in which multinaticnal
companies can be structured, and shown bow the kmowledze dynanics within Lem vaey
substantially. Ingeneral, netwiork stractures are more conducive to processes of knowledge-
sharing/searching than hicrarchical stroctures. Further, drawing on Birkinshaw et al's
2002} analysis it was concluded that the most appropeiale struetuee Tor a moltinational
corporation to adopt may depend on the deminant characteristics of their knowledge base.
This analysis hay significant manageriz]l implications, as it suggests that in the develop-
ment of business and knowledgze strategies, 45 well as the desigr of organizational siuc-
nres, attenlion requires 1 be paid 10 the character of the arganizationa’ knowledye base.

Organizational size and knowladga processes

As far back as 1987, Whiltley suggested that organizational size regquired to be faken more
seriously as a variable of analysis in the study ol organizational behaviour Towover, in
Zeneral t2rms, his call has gone unheeded, The literatuee on knowledge management is
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no exceplion in this respect, as the relationship between organizational size and The
dvnamics of knowledge processes has in general terms been neglected (excepdions
include Fenton and Pettigrew 2000b; vin Wijk and van den Bosch 2000; Recker 2001; and
Forsgren 19497,

As has heen discussed extensively clsewhere in the book, the lvpically fragmented,
specialized, and dispersed nature of the knowledge base in most urganizalions means that
one of the key tasks for management is to coordinate and integrate crganizational kol -
edge. Tr gereral, as organizational size increasss, the wore vomplicated the process of
Imowledge roordinalion becomes, as the organizational knowledge base becomes more
and more fragmented and dispersed. Drawing on Drown and Duguid's (1991) metaphor
al an organization es a ‘comurunity of communitdes’, the more organizational {sub)
cotmunilies thal exist, the more likelv it is that process of coordinating and facilitating
taeir interactions will increase in complexizy.

STRATING THE ISSUES

| Rabobank: the knowledge dynamice in an expanding network

Van Wik ane van den Bosch (2000} studied 1he avalution in the strucluring of Rebzbark, the
Dutchrbased banking and financial servive somodny belween 1388 and 1297, By the lale 1230s
it employes 44,000 waorkers with nperations in over 100 coentries. During the time sudied, due
o @ varizly of extaria and intsmal drivess, il svalved Tis internel organizetonal structure ewey
fram @ hie-archical one towards a network-based struntura. FPart of the calalvst uadarkdng ths
euciution was Tat vie merges and scousilions undsrizken by Nabokank incressed the sl of
the argenization such that busiress anits wera increasingly 2t arm'’s langth rom the corporals
cerrs, and also increasingly didv't know whers relevanl knowicdge was loesisd.

The wilizaton of & network stractune, it was fel would help addrass these problams, However,
the lerge sire of the crganizetion wea found to make ditficuls the devslopment of a single organ-
izational netwaork, The refatisnship setwssn srganiza dannatwork size gnd Lhe dynamiss of krows-
ledgn processes was slse visible on a smallcr scalo, inone brsingss unit SPECTRUM, whizh had
paer in 1ha vanguard of developing and implemanting the network-ngsed structure, During the
drne that thiz division was studied (spprodmataly siz years), i1 grew from heving oniy thirty
employess T having 350, The expanding sze o7 the SPECTRUM abvisien significanily affasted
pettems of hodzontal communication belween stathwarking in s dilferant product areas, which
is ona of the charactanistic elements of 3 neiwark sirectare. Ingenesdl the incrsasing size o the
arganization fnaibited horizontal communicetion. Thos, wihen the divis on Fac been relathealy
srrall, such sommunication was widespraad, bat as the division graw it becems increasingly
unoomman, wilh e2ch produst group hecnming mars and more comparimenialzed.

Stap and thinlk

Wihat imrplicazions do these findings have for the relevance of netweark sirusiures o jargs
crganizations? o they maean that the knowledge-ralated berefits of using nanenrk-hasad stractures
dirninisl with Increazing coganizational Sizef

EROWLEDRGE PROCESSES IN MULTINATIONALS

HMeswevor, incraasing organizational size docs nol simply make the process of coordination
T comples, il can fundamentally alter the type and charzcier of interactions tat arc pos-
sihle. As has been discussed in Chapters 3-4, the tadt and contexl-dependesnt character of
sl onganizational knovledge means that effectively sharing knowledge regquires extensive
social interzctions (o ocout ina context where enough Leust exists for people to be willing to
participate i such o process. As was extensively discusscd in Chapter 6, this 15 particularly
the case when knowledge has w0 be shared between people who dre 1ot members of the same
commmamity, as they may have different value systemns and limiled common knowledge.

eveloping and sustaining the tpz of social relations necessary lor such knowledge
nrocesses to be effective is fime-consuming. Thus Eansen (1968, as well as Garglulo and
Benassl (20000, argue that sustaining strong social telationships reguires continuous
interactions between people and a suszained reciprocal exchange of knowledge and infor-
mation. Thus there 15 a Limil o e number of such relationships (hel any person cin
sustain at any one tme, For example, in Kappa, tha glebal R&LD company ressarched by
inlikowski (sce Chapter |1}, the ameunt of travelling done by staff to sustaine effective
zocial relations contributed to the problem of bum-owt, Thus as neganizzlional size
increases, 5o dozss the potential problems and diflculties of sustaining relatiouships wilh
all the peoole who may have relsvant knowledge and expericnce (see Figure 134 fora
graphical representation of this process).

(al Savall, cohesive neamwzrk
Srrong tie

------------ Wegh Lie H_,f&h__
@ oson T "l———\?;:?
T ,f o \.
S et
Ca——

Hal Lange metors with siuctesal holes

Fig. 13.4. Typical social relations within networks of differant size
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Tabla 13.7. Knowlage-raizied benetits ard disadvantagss of cohesie networks and
relwirks with strustural noles

Cohasive networks Metwork with structural holas

Charactenistics Tightly knit netweorks, whes bang- Matesorks wliie i persona

established social ralations exis), stong CONneCtions are nnse, | mited
rrs haves developed, and high icvels reanmis Sxist, Bnd incerpersonal
i nterparsonal trust cwist Trust is limited
Advaitages Crestes s environmmenl sumdutive 1o Frovides peoplo with access tod
knowledorn sharlng and coopeistion wizhin witls range of knowlsdge and
the nalwark infor mation which nakes poapks
apen to chenaa and & diversioy of
WiRw ol 5
Dizarvantages  Credtes a potential dgcdity, Jus o the Enowlerigssharing and soziz|
eflarl ragaired (o sustain network (sustain interaction inkibited and sloward
NOrME, reciprosats wihers axpactad), which dowers 3y & lace ol eohesiveness
may hinder peopla’s akilitg tnadzns through a7d pstablshed social morms

[iriting the fange of krowledge and
imtomnation they wiiliee

Becker (2001 referred 10 (his as the problem of ‘large numEees’. Becker arpues that the
typically dispersed character of an organization's knowledge base creates Laree funda-
mettal problerns/issues for organizational management, one of which is the problemn of
large numbers, This problem stemns to two factors. Firstly, there is the issue of opaqueness,
or Intransparency, which refers to the diZficulUas of developing an overview when knowl-
edge is [ragmented and dispersed, whicl: is a problem that increzses 25 the lovel of disper-
sal or number of fragments increases, Secondly, is the issue of resource Tequirements
invelved in bringing together the fragments of a dispersed knowledge hase, which is 4
problem that again increases pecportionally with organizational size. Thus, for Becker,
there is & direct relationship between crganizational size and the difficulty of managing
end integraling an arcanization's knowlecge hase,

Dug Lo the amaunt of wers invebead in saslaining therm. iz there a limit to the rumiber of strong tes
that people can have? IT 5o, whatis the approxinasz size of this limil—5, 10, 20,50, mare?

Connecting these insights to the work of Gargiuloe and Benassi (2000) 1t can be argued
that the type of network relations that peopls can have will vasy with organizational size.
Gargiulo and Benassi contrast the advantages and disadvantages in tenms of knowledge
searchiag and acouisition of cohesive networks compared to networks with structural
hades (see Table 13.1). In Gargiule and Benassi’s anzlysis the tvpe of network that any
meividual possesses is delermined by personal choice. Howeser, the difficulties outined
abowe of trying fo support a large number of strong, close social relalionships means that
e larger an organization becomes, the more difficult it will be for people t sustair

ERUWLEDGE FRUODESSES 1B MULTIMATIDNA 5

cohesive networks with all relevant prople, and the more people’s sacial networks will
become filled with structural baoles (see Figure 13,47,

Thus the larger an organization, the more people’s social networks will have structuzal
holes, and the smaller anorganization, the more easy (L will be or peaple to develop, pos-
sess, and sustain cohesive Tietworks, As a conseguence, the knowledge dynamics within
large and srnall companies aee likely to be quite different. 4s suggested by Table 13.1 and
Figure 13.4, this does nol mean that largs multinationas ars less effactive at sharing,
searching for, or integrating knowledge thar in small companies, simply that theie
Ruewledge dynanmics will Tee dillzienl.

ILLUSTRATING THE ISSUES

Pharma-co: organizational size and cohesive networks

Pl ria-u, s aleeady discussed i proviovs exgmples in Chapters 3 and 8 s 2 UK-based phar-
maceutical compary, whicn n e lale 195908 tegan ettemping 2 implameart an infomation
managenent sysEim that would imprevs intre-organizational communization and cooparetion.
Foweyer, st the same Ume, i was invalved in two merge s which trebied its turnover, and dou-
blad its number of errplovess (smp oying approximataly 10,000 stafl worldwide By the and of
tha 1920s) Within Pharme-co thers had fraditanally oear littles communication and knmwlsdgs-

saating soross business un Lo Inslead, staff in cach ef Pharma co's businoss units had rolatively
cohesive looelizec natworks, and each unit wes narrowly incused on prod.acng their cvn prod
ucts for their swn custermers. | his ‘ack of communization ane interaction was surrnnsd up by onse
managar as follows: "tha thirg thet is parceived to have impeded integration of the Burogean
aparation 13 a0 anssnes af any connectivity betwean the manufacluring groups. ... Thee s na
dialogue petwesn them at any levelin turope | . thers 5 ne exchange of any exoerisncs or infar-
redien o knenedlsdoe at all

Fuatlewsireg the rroeigs, s wibisn of businsss ol suionoey aonbinoed, Whils the mengers sig-
niticantly increased the sizeof the company, they alsoincreased the potential benefits from inter-
wenil intsangtion, dud looihe inoreasaed overdap betweesn the ditfersnt business units, EBut, the
cuture of comparmerta ism and solzlior wivich Taciitated the creation of loca’ and cahesive net
weorks that had sxisted pricr to the mergers, bacarms intensified follsveing the mergers due to
lears af raticralization and job lossas, and aoted 1o pravent suck interactions coourring. Thus, par-
adoxically, while mergers improved the potaetinl beralils of koewdedge sharing, the incrcasoc
size of the arganization, cormbired with the culturs of aulonamy and climate of andaty 2nd ristrust
which amerged fallowing tha margsr, comrbined o rmake e possibility of such col aboresior
oceuring unhkaly, through antrenching pecpls evan further Tan had toen traditional within their
lozal netwiarss,

Stop-and think

Winsr evidenees sugoeasis (that the post-maner situation of fear and mistrust that occurrad in Paarma-
co i not untynical (see Empgon 20001, What can managemsrt oo in such sifuations to develop trost,
radyce fears, and facilitate knowladge-sharing processes?
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In conclusion, this scetion has shown how organizaticnal/network size can signific-
antly affect the dymamics of knowledge processes. In general, as organizational size
increases, not only docs the complexity of managing knowledge processes increase, bul
the character of the network of social Talations between people, which couclally underpinl
kriowledge processes, will also chenge,

Knowledge sharing across sociocultural boundaries
and husiness systems

Chapter & examined in detail the dynamics and complexities of knowledge processes that
ivolve interaclions belween people from different communitics, The specific focus here
is on the dynamics of knowledge processes that involve the spanning ol socipaaltizal
Linwiicdaries 25 well as distinctive and quite different business systems. As has been shown
already in this chapter, one characteristic of multinational corporations is the need for
workers from different countries Lo cooperate. Thus the dvaamics of such interactions are
an important aspect of knowledge processes within multinationals. What ar¢ not exam-
ined here are the methods by which such bourdaries can be surmounted to make
processes of knowledge processes more effective. Such issues are dealt with In Chapter &,
The locus aere is on what impact sociocultural and institulional systems have on
processes of knowledge-sharing, integration, and knowledge production.

‘The sococultural values that people possess, and the character of the business systems
[hat exist, are closely interrelated, as husiness systems arc created and reproduced by
people in possession of particular socioculinral values, while simuulianemshy the socio-
cultural values people have are shaped by the chiaracier of the business systems they work
in. For analytical clarity, however, these lapics ave examined separately here. In general,
as wilh the issues of otganizational size, neithier lopic has received much attention in the
knowledge management literature, Thus, the illustrative sxamples utilized are not taken
from the knowledge management literalure. Mevertheless, both examples presented use
fully illustrate the relationship between sociocultural values and business systemns, o “he
dynamics of knowledge processes,

Organizational knowledge processes and bridaing sociocultural differences

Socipoultural values and belicfs refer o the systems of values, knowledge, and heliefs that
individual people possess. Such values are shaped by an enormons diversity of social anud
cultural factors including social class, the countries in which people are born and Live,
eclncatonal cxperence, family and parental infloences, religion, exocricices nf work,
arolessional codes of behavionr and cihics, ete. Some, most notably Hofstede (1980,
2001, arpue that distinctively national cullueal characteristics can L identibed in differ-
ent countrizs, Fat, while this perspective has been Hghly influentiz], it has simulraneously
sesn subject to significant criticism (MoSweeney 2002; Soderbeng and Holden: 2002).
Having <aid that, numerous examples can be given of differeaces in sociccultural
values that exsl, aud their inpacl on organizational processes. In the knowledge
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management literature the greatest, 'f not snl= focus, s on differenees helween Japan and
Elrorpe arcl e USA Nonaka and Takeuchi (1995) suggest il Uiere ace gueile distinctive
differervces between Japan and the Western world (Europe and the Americas) with regard
to the way knowledge is conceptualized and used in cnganizations. While this could e
criticized as crude cu tural stercolyping, there s some evidence thet there are distinetive
differences between Asian and European values and attitudes. Lor example, Pauleen and
Yoong (2001) found there to be a greater degree of respect for authority and a higher
dogree of formality in business relations in Japanese and Chinese ocltures than in
European ard Ausiaalian cultures. Such differences were also shown to maks misinter-
pretation and distertion possible In conumunication processes.

(ne explanation tor the existence ol the differences in sociocullueal values that people
across the globe possess is that they are shaped by the system of multural values that
people are bom, educated, sodalized, and work within. The mostwell-known advonate of
such a perspective is Hofstede, whose influence is visible in the work of some of those who
wrlte aboul multlnatonal cempanics, thus, Machareing et al. (2001) talk about how
knowledge it deeply culturally bound, while Van Maanen and Lauren: {1993, 275) talk
ahout how values and hehaviour are shaped by ‘underiving codes of meaning',

Such differemces have been shown to have a profound infleence on knowledge
processes, Firstly, such diZferences, as was discussed in Chapler 6, make Lhe shating and
integration of knowledge between people wilh dillerent svstems of sociocultuzal values
extremely complex and difficult, The lack of common knowledge, shared system of
values, or overlapping senss of identity that can exist in such situations is the primary
explanasicns for these difficulties. Secondly, “he sociocultural values that people possoss
impoctantly shape the wav knowledge (s produced, meaning is made, and, using the lan-
guage of the practice based perspective on know.edge, how processes al pemspective
making ard taking ocour, Thus peaple actively use their sociocullural valtes (o produce
meaning and create knowlodge, and two people may construct quite different meanings
trom the same events, based on their difterent value systems.

The example immediately belaw provides an (losteation cof such a process, Farther, an
acknowledgement of the role played by socioculluzal values 1 shaping the way people
cregte meaning and produce knowledge challenges the ide: embeddad in the transmitter—
receiver model of knowledge-sharing utilized by the objectvist perspective on knowledge
(aee Chapter 2). Thus, bnowledge cannot sioaply he diffused and transferred, analiered,
Betwieen people with differvot cultural values,

ILLUSTRATING THE ISSUES

Disneyland in Japan and the USA: sociocultural influences on procasses
of perspective making

Van daanan and Laurent (1983) provide an analysiz of 10w socioculiural values sffect the way
wisiors make sense of the Disnsyland Adventure sarks in Tokyo and the USA. At first glance,
Disnevland Tokyo looks to be a periect raplica of Disney's American theme parks. Thus ©eppears
lo conlzin thasama cultu-al codas and meszages, which are interorated and raczived in a similar
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way oy soually enthusiastic Jasgisss and Amsricat visilans. Thus, since Disreyland Tokyo
opaied it proved 10 oo just ag, [ nat mere succomstul than the American Disnevlend parks, and
has besn visited by enormous numcers, However, in SUCTle ways Crisrnzyland Tokyo 9as been
iradified fe accou 1t for diferont socincuitural valies. Thus Cisnavlanc Tokvo has fewer cutdoor
facd retailers ard has maore st-down restauEnms than tho Ameiican parks. [Thare ers 2ome now,
anasiic fdos that describe and catond Jepsnese ways of lifa. [t has picnic areas close o the park
that go against Usneys values of not ailswing food 1o ba brought te its parks. Firaly n
Diznoyland Takyo, but tatin the Americsr farks, wihite aloves are worn by vehicle drivers, whils
second names miher tnan st names are used o0 workars name badgos.

an hizansn and Laurznt slsn argue that whie the same values axist in the Japanese end
Amnarcan parks, tie ey They are nileipaaled, ard rmade senas o by their differant sudiances iz
fundamanzally differznt. The dominant vaiues in Disney's theme parks in both the USA and Jasan
are of order, safely, and cleanlinsss . Howesver, whils iz is argued to sppeal 1o the Amencsr
wigitars for tha contrast and escaps iL provides 1o their ypical fife expensnces, the saims valuss
sppeel to its Japaness visiia s becauss they reinforce and reflect, rather than contrast with, thair
dominant cultu-sl values and lifs expariences, Thus Japaiese vistors ere reccniextualizing the
walues of Disneyland’s parks through the lons of thei own sopocultural valie syatems, anel The
rarspactives they maks are thus totally d Terant fram lnose of Americen visitors 1o simild) garks

A ourbinent eeay.

Stop and think

[liis casa suggesls thet cultural valuss inJepan and the JSA am sigrificantly different. 0o such
sigrihcant differsross exist benwasn LUz Zountries?

Organizational knowledge processes and the span ning of
different husiness systems

Lam (1957), as discussed i1 Chapters 6 and 11 (see, p, 76 and . 162}, identificd signifcart
differonces between the UIE anid Japanese companies she researched both i terms of the
character of their knowledge base and Lhe dynamics of their innovation processes. Cither
studies by Tam (1994, 1996) also show signifcant differences belween Japan and the UK in
terms of naw technical and kuowledge-based work is organized, Lam {1997) suggested that
the differences betwern the Japanese and UK companies she examined could e crplained
primarily by the differcnt business systems that vxist and operate in Japan and the UK.

T.am'’s ndings it within a broader stream of analysis that considers how the character-
istics of business sysiems, which vary significantly across the globe, shape the work
practices and strategies utilized by the companies that opcrate within them (1all and
Soskice 2002: Whitley 1490, 1994), As was discussed in Chapter 11, on= specific subtheme
within this area focusss on the existence and character of national systems of iInnovaton.
Ancther broac strand within this broad perspective examines how fhe character of
husiness systems affects the character and role of LIEM functions in organizations (Femer
1997 Terner et al, 2000; Varul and Ferner 20040,

KAOWLEDGE PROCESSES IN MULTINATIDNALS

Table 13.2. Key institLtional cimensicns shaping the charscler of business syslems

Institutional dimensions of Examples

business systems

Ta degree and chatactar of markst In the WS, labour markats hgws much weakeor

requlation legizlation protecting waarkars' fights than in oiber
COUNTIiSs

The extent of govamment cwnership In Franes, compared toother Wastam Eurcpesn

i indastoy countrios such as lhe LK, the govsrmment still has
signilicant levals of ownesbip ina numbsr of business
BRCTOFS

Therole of trade unions in ousiness
dasigion making and thair relations
with business monagemsnt

In Germgny rade unigns have s sigaficantrols m
business cecisinr-rmaking througn baing given
sigrificent hargzining prewsr anshringd i law

[ he rale of banks and fingncial
institusions inindustny

Iri Japan banks have o powsrful rals &t the head of
large industrial groups, and have dlosclinks with lage
puziness arganiFalions

The type ot finanoizl systar and the Iev -ha UK. the financial system places prassurs on
aconomic paformanze demands they businessns 1o focus on relativaly shor-temrn
clace onorganzations annnormic goals such &8s shere piice

The term ‘bustness system’, as ulilized hy these welters, refers to the sliucluce of social,
politicz], and economic institutions thal constitute and shape the environment within
which business organizalions operate, Key institurtions in these sbouchuzes inchude goive-
crnments and fmancial institutions. Research shows that these institulional structuees
vary signiticantly between different countries and regious, will Whitley {1999) develop-
ing a typology of six distinctive typss of husiness systems mace up from significantiy dif-
terent institulional structures, Some of the key aspects ol the institutional stoucture fhat
characterize business systems are vutlined ir Table 13.2, and include the nature znd
degree of legal regulation, a5 wall as the character of the Anancial system.

ILLUSTRATING THE ISSUES

Tha ‘Japanization’ af UK industry: the role of institutional factors

“allowing the global ditusion of Japansss susiness practicse and philnsophiss guch a5 lgan
sroduction, thare heve been cebatss regarding the extenl to which such practicas have been
uztomized Lo losal conditions. buch evidenss suggests thet in tha UK thase Japanese working
aracticas have bean signihicantly customized. For exampls, Tavlor etal, (1880 relor to the 'select
i mmd uncven' sdoation of Japansse practices ino8 datsilen study of two LK arganizations.
Worris et al 120000 11 & stucy oxamining twentythres companizs o the LK found thers to be
‘considerabe divergense’ from he ideal of Japanese practices. They found tor cxamole that
compatibiling exsted in Tarms of Tig care applicd to seleslon, reereitment, and socialization,
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aut tat the inveslment in fraining znd ‘high srustt cuttures Iypical of Japanese practoes Wee
abzant

[l custonicaticn of Japanese warking Aractices can be sxplaited by she characteristios of the
|K's business systar. Trus, Morris et al, (7000) argue thal ihe Gifferarcas they found could
frgaly be axplained by instiuticnal fecsars. Figar and Smin (1984, 121) also sugoest that the
ooonormic shortenmism prevalent in the UK and tha general underfunding of fraining this
uroduses, has bean a significart contextusl factor, conatrzining the abifity of UK rmanagers 1o fully
imislamenl Japaness methods unalerad. Finsly, Scartbrough and Terne (1888], In= atudy of Two
ger plants in the UK Midlands, found that trade unions had a sigrificant role following the imole

which could ba sxnlained by tha differsnt histercal roles played 2y trade unions in.lacaress an

mentaton of Jepanase warking practices, whicn was anomalaus wish thair genaral philosophy,

UK business systems,

Thus ewerall, ns ta the constraints and pressures imoosed by the specific inslituional cnarac-
leristics of the UK business system, Jopanese wiorking practivs and knowlacge hive not hraen
i armented ard ransfared uraltered, Dut mstead have baan sigHlicently clstarnizad.

Knowledge processes that span difZerent business systerns, a3 shown by Lam, can prove
complex, due to the effect they have on the characiel and structuring of organizational
knowledgz. As the sbove example also shows, the sharing of knowledge across such
houndaries cazt also result in it being chunged and reconfigured, Flowewver, Lhe general
lack ol attention to suca fssues in The contemnporary knowledge literatule means that the
relationship between business systens and organizational knowledge processes is rela-
tively uncharted.

Conclusion

The [ragmenited and dispersed character of the knowlsdge hase within multinaticnals
means that there are potentially significant benefits from eltectively managing it, Thus
e potential synoergy that could be crested from bringing together elements of this dlis-
persed knowledge is enormous. This helps tw eaplain why muliination als corporations
liave been some of the most enthusiastic adoptees of xmowledge management iniliatives.
However, paradoxicaily, these same characleistics of Lhe knowledge base make its man-
agement an extremely complex and difficult task, This is due to both the size of the knowl-
edge base in these organizativns, which means the knowledge base Is highly fragmented,
combined with the fact that this knowledge is digpersed arnong comrnitics which can
have ditterent sodocultural values and which operate within distinctive MISINess systems,

Omne way in wh'ch mullinationals can manage {heir knowledge base is thuough the wray
husiness Is structuied, with the chapter shawing hew hierarcnical and network-based
struriures produce very different knowledge-sharing dynanics. However, Birkinshaw
et al.'s (2002} conlingency parspeclive suggests that the dominant logic that ;uggests thal
network structares are inherently better for kno wledge-sharing compared to hierarchical
struclures, in all sitaations, was ch allenged

CMOWLIDGE BFROCESSES (M MULTINATIONALS

The cliapter also considered how organizational siee, 2 relatively neglected toplc, affects
the character of knowledge processes. 1t was concluded that notunly is nrganizational size
directly related Lo the complexity of knowledge processes, bt that organizational sizc can
also lundamenially alter the characier of knowledge dynamnics, (hrough shaping Lhe typr
al networks that peopie can develop and susain.

Finally, the chapter also considered the complexity of sharing knowledge betweon
commanites that are located in different and distinctive business sysiCims and where
peaple possess different sociocultural values. The sharing of knowledge across such
boundaries is nota simple, direct transfer, as the sociorultural values that peopie poss2ss
shape the way (hey interpeel and understand the konowledge of others, Thus knowledge-
sharing ‘n this context involves an active process ol perspective-making whereby thwe
knerwledge of others is understood in relation to a person’s existing values. Equally, the
sharing of knowledge between people and communities who operate within differvil
husiness syslems was also not found to be straight forward, and ypically involves
(ke transformation and customization of any shared knowledge.

REVIEW OUESTIDNS

1 Hofsteds (1800, 2001} argues that distingt national cuttures can be identifisd. Towhat exlant
doas vour own personal expecisncs coniinm ol hil grige this? Turther do sy culural
diffareness significanthy hinder processas of krionwledgo-starnnof

5 Ford and Chan 20031, 0 one of the few studies 1o examiog e effect af ulural differsncas
e orgenizalisnal cnonwlarloe processas, found that languags comoetences signiticantly
affectzd such processas. [n general, informal knowledge flowes warg mest kel wazhin
culsurat grouns, whie formal business-related J0mmMLnicalion wiss mors liksly betwesn
cultural groupe, What do such findings say gboul the Imacitance of providing languags
Taining a5 # way ol dsaling with the difficultiss of crozs-oulivral kiowledgs processes?

3 The illustralive example of Dell 5280 2000 showeed thatithad a centralized hiererchics
structure, ard uti ized o oodification-based knowledge management strategy. Towhat sxiznt
arg such knowletdgs managemen! srasegies pompstibie with hicrarchicdl i ucturas?
Turther, wauld such & krowledge managemenl strategy he compat ble with a nenwoek-based
sTracturey
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character of an orgensabon’s mnawiedge bysa



SEEANITATIONAL COMNTEXR] 3

e A Cupta ared W Govindarajzn s000), Krnoeladge s within s ltinationzl Corporahons,

Sralogic Managanant Jovrnal, 21 473-96. e |
Prasents &n ObECTIVIS LeI5Pective o ihe pomplexitics of kowledns aharing in innaions
CTrETINE.

JRelvaking Cross Cullural Mansgement 1 a Blnbelizing

af Lrass Cuttaral Managament, 20121 0a-a1.

5 of managing thair knovigdge Degss in he

s Ao Sodorosigand M. Hoden [FE0Z
Dusinass Word, lniamalional sourmal
Nisousses the chalenges S pltingticnal oarporaTin
contampoany BUSNEss ST,

Knowledge-intensive firms and
knowledge workers

Iintroeduction

As was discussed in Chapter 1, many commertators sl wiilers characterize contemporary
society as being a knowledge soctety, with the imporance of knowledge to work and
economic activity having grown enormously in (he last quarter of the swentielh century.
The growing impartance of knowledge to the world of work is also argued to have trans-
formed both (he character of the work activilies people undertale, as well as the nature of
orpanizalions. Key to these ransformations has been the growing impoilance of knowl-
etlge workers and knowledge-intensive firms. In fuct, if conlemporary soviety is a knowl-
edze sncisty, then almost by definition knowledga-intensive liems and knowledge warkers
represenl constituent elements ol it (Meef 19090

This chapler examines the dynamics and characieristics of the knowledge processes
wilhin knowlodge-intensive firms, which, as will be ses, are many and varied, Wha is
:ogarded as, ergushly, the ey characteristic of both mowledge workers and knowledge-
intensive firms is their distinctiveness. 'Thug, knowledge-intensiva firms are regarded as
qualitatively and hundamentally different from other types of orgenizativn, Thereloie,
the characser and dynamics of knowledge processes in this organizatinnal context are
ronsequenty asc argued (o be distinctive., For cxample, theimporance ul lhe knowledge
possessed by knowledge workers is typically argued to make e issue of retention and
organizational lovally of greater importarce than it is for other lypes of warker

However, as will be seen as thechapter progresses, the topics of knowledge workers and
knowledge-intenstve firms are subjects thal have been and conlinue to be extensively
debated. ‘Thus, for example, debate rages over definitions of knowledge workers and
knowledge-intensive finns, (he extant to which thers has been an incresse in the Lol
edge intensiveness of work, and whether knowledge workers are distinctive and requite
Lo be managed differently [rom other types of worker,

The chapter heging by locking at how wiiting on knowladge workers and knowledge-
intensive firms is typically embedded in the knowledge sociely rhetoric. Following this, an
extended section cxamines the debate over defnitions of knowledge work and knowlecge-
intensive firms. The third szclion then considers the character of knowlzdge processes
withir. knowledge-intensive fims, The fourth section of the chapter examines the Topic
of what facilitates anc inhibits knowledge workers to participale in organizational
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knowledge processes. As will be seen, an interesting conclusion that smerges from much
of the resea-ch on knowledge workers, is how willing thuy appear to be to work and lI';-E:
heir knowladge. Sections § and 6 then conclude the chapter by considering tlm. Fsues of
etendon, which 1s argued 1o be yuile particular to knowledge workers, and how to

manage and sapport knowledge work.

The rise of the knowledge worker

Tn the last quarler of the twentieth century, as discussed in Chapter 1, the character of
woek changed enormeusly. The dominant perspective on tl‘l&:.ﬂﬂm}’."{lh uf hese v.:hajnges
suggess that (hey have increased the knowledge intensity of work lhmugk? creating a
greater need for intellectual skills, and the manipulatlan of abslract symbols, Thus, Lhess
changes are aigued to have produced an ENoTToUs axpansion in the nun'%b.rf:r of knowl-
edye workers and knowledge-intensive firms. Such analyses typically utilize the p-:rst-.
industrial/knowledge socicly thetoric and ergue that not only has the number ol
knowladge workers increzsed, and the knowledge intersity of work gone up, but Lh;-_t
knowledge is now the most significant source of campetitive advantage, and that abstract
and thearetical knowlecge has taken on a helghtend lewel af importance. However, such
analyvses have not gone unchallenged. .

D&e writer who was among the first 1o populaize sach analyses was Robert Reich
(Blackler 1995; Rifkin 2000). Beich's analysis was focused largely oo the UsSa, bul hisargu-
ment was relevant to 2l of the most Incustrialized economies {Ticich 119). He argued that
the shift towards high value-added, knowledge-intensive products and services in LheT.r_—'
scanamies gave rise to what he termed ‘syrubolic analysis’, These are warkers who, Orstiy
‘galve, identify and heoker prablems by manipulating symbaols’ (178, and SECI'.:'ﬂdl'}T Tieed
to make frequent use of established budies of codified knowledge (1823 Thus, typical of
symbolic ar;a]}?Ll-:al weenpations are rescarch and producl design (problem solvingl,
::;]a'keting anil consultancy (problem idensification), and finance/hanking (problem
brokering). Accerding fhe Reich’s analysis. hy the jate L980s this category of work ha:.i
grown 1o accaunt for 20 per cent ol employment in the USA, and was one of the TU5A%
three key occupational catcgories. Slatistical analvsis from tie T7K suggests thial 111:& pro-
partion of professivial /knowledge-into isive workers in Britainwasalso 20 per centin lj"'iE
azrlv 1400s (Flias and Gremory 1994). Finally, even Lhose wh are critical of the knowledge
wnrfk fsoclety theloric acknowledge the trajectory of increasing kaowledge intensivenass.
T’hus K g]‘jrs et al, {1993 suggest that knowledge wiork s less vialle as an ncv:upatm_na]
classtficativn (han as  calch-phrase for signaling contempwrary changes it the arganiza-
lion of work in the cirection of knowledge intensiveness’ (973).

I knorledee workers corstitute approxrmataly 20 par cent ol Ihoworkars in the mast Iﬂ':l'_l‘.:ilrli:fll.’.ell
nations dues this suggest thal their Imperianee o those sconoTies Hes DEen swagaeratsd, o7 is thed
conirbution o knowlsdis wsation anid weeaith gencration disgroperlicng o thair numbes?

EROWL FRGE-INTEMSIVE FIRMS

While Chapter 1 preseénted a crilique of the knowledge socicty rthotoro, the ortiogue 15
revisited and extended here. Three clements Lo the ceitique are presented here, all of
which question the way the mse of the knowledge worker has been conceptualized.
Firstly, while thers hds been d growth in knowledge-intensive cocupations, (here has
slmaltanenusly boen a grawdh in relatively low-skilled and routine work (Elias and
Gregory 1994; NETF 2000; Thompson ot al. 2001). Thas, suggestions that the expansion
of knowledge-intensive wotk is the only or main aspect in the conwmporary restruciue-
ing of nooupations are over-simplistic. Secondly, (e suggested Lnk between knowledge
work amd economic performance has also been questioned as being unpreved. Thus, 2
major report by the OECD into the knowledge-based 2coromy suggested that, The rela-
tion between knowledge creation and economie pedormance is s501 virtually unamapped’
(1926, 29), and 1o the final paragraph of Its introduction concludes that ‘our understend-
ing of what is happening in the knowledge-hased econamy is consteained hw 1he exient
and quality of the available knowledge-related (rdicarors’ (1996, 8, cnphasis in original),
Finally, anothor critigue of the knowledge workfer thetoric, drawing on Foucault's
concepl of power/knowledge (see Chapter 7) suggests that this thetorc requires to be
understood as less of an objective/scientific statement, and more of a truth claim which
attemnpts to legitimate conternporary social change as positive and emancipatlory
i Keghts et al, [993)

Defining and characterizing knowledge workers and
knowledge-intensive firms

While the prowing imporiance of knowledge workers and knowledge-intensive frms has
been widely articulated, and has 1o a large extent bocome a taken-for-granted truth, pro-
viding a precize delinilion of a knowledge worker or a knowledgz-intensive firm, and
describing their general characteristics has proved much mere difticult. Further, a lot of
ink has besn spilled in the debate that has developed n this area, This section begins by
presenting the mainstream definition of these terms, before introducing the critigue of
this perspective, which leads to another definition of the term knowledge worker.

m Knowledge worker

Somanone whose work is primatily intellectual, creatve, and non-rowting innature, and which invalves
both tha wilization and creation of knowledoge,

Fundamentally, the mainsheam perspeclive conceptualizes knowledye workess as
constituting an elite and guite distinctive glement of the workfores in contemporary
economies, who are recuired to be highly creative anc make exlensive use of kanowledge
[particutarly absiract theoretical knowledgze) in thelc day-to-day work, Thus, Reich's
definition of symbolic analysts fits with such a conceprualization. Rif<in's (2000, 174)
definition of knowledge workers as the, ‘creators, manipulators and puevevors of the
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siream of information Lhat makes vp the postindustrial, post-service, lobal economy’,
alen [its with such a coneeprualization. From such definttinns knowledgedntensive frms
are defined as oigandzations thet em ploy a significant propartion of such workers. Thus,
anz of fhe most widely used definitions of a knnwledme-intensive firm is that provided by
Alvesscr (2000, 1101) a3, ' companies where most work can be said to be of an intellectual
natu-e and where well-qualitied employees form Lhe major part af the workforee.’

Architaets: the archetypa

I knovrledge worker

frohtacts cen oo ragarded as cnowledos workers [o0 & vaneny of reasons. Fistly, thizir weark 15
srmative and relstively nan-oe ized, irvolving the desigr of spacifin. strictures o meat The
partizular darmands of their clicnts. Socondy, architeciure recuiies the auyguisition and uitization
o an extensive body of abstract theorcticsl knowledge such as of scientilis and eaginesring
princip s2 regarding the properiiss of naienals, Thirdly, architecluis invoives the integration and
synthesis o dflzent bodies of knowledpe, for axample earining sestnelic considerations with
snginsaring princioles. Einzlly, arznitects work 3t g bigh level wf absrraction, and typically utilies
and manipuiaie abstract eymbulsin the condue ot their work, ‘or sxample in degi gning STHCTIIES
before bulding them.

Rased on such definitions, an enormots range of necupations can be classified as
knowledge work, Typical of the sorl of nocupations characterized as such ans lawyers
(Hunter et &l 2002; Starbuck 1997 consullants (Rebertson and Swan 2043 Fmpsorl
2001; Morris 2001), IT and software designers (hehulze 2000 Swarl and Klnnie 2005,
adyiertising execuilves (Alvesson, Tieawnont, amc TTunter 2002), accourtants (Marris and
Tmpson 1998, sclenilsts and engineers (Beaumonl and Hunter 2002; Lee et al. 1997,
architects (Blackler, guoting f2om Sveiby and Lloyd 1987; Fren kel et 21, 1593), and artists
and art directors/producers (Beaumont and Hunter 2002y, Definitions of ki iledge
warkers therefore overlap wilh and inchide the classical professinns (such as lawyers,
architects, ete,), but alsn eXtend bevond them to include a yrlebe variely of other occupa
Hons (such as consiltants, advertising cxecutives, [T developers, ete.). Searbrough (1 nou9)
suggests that the main reason why knowledge workers do nul represent a clear and
distine: ocoupalional category 1s that the knowledge intensification of work has been so
widespread Ihat it has affected a broad swathe of diverse occupalions.

One problem with the definitions of knowledze workers outlined Is thal they are
somewhat vague. Iman attempr to overand such prolvleras, Frenkel elal. (1993) develop
4 more deiziled definitdon, and concephialize Tnewledse work in relation t three dimen-
sions (see Table 14.1). The first dimension, crealivily, is defincd a5 a process of “‘priginal
pioblem solving’, from which an original output is produced (774), wilh the lewel of
creativity in work varying on a shiding scale fruin bow to high, Thus work witha high lowel
of creativity would nclude software design, where programmers dasign and produce new
soffware to meet the specific requizements of thelr clients, The second dimension s the

KHOWLEDGE INTENSIVE FIRME

Table 14.1. Freskel =ial's boew dineosionzl conceptualizat)
=1 s e 4B TR g [a{=; Zat i :
ool & o o of work {from

Dimensions Charecteristics

Cesthat e g
vty hAzzsured an g eliding zeala from lew 1a high

o ; . , :
Pradominant Forn af Knowledge Usea Characterizzs work as irvolving the vse of two

predominant Tormes ol knowledge:
1. contestual knnwledna
2. teoretical knowladge
Type of Skills Irvalvec Charactarizos work 25 imaolving three mam cstanoniss
rif skill .
1. intelicctive skills
2 socil skills
3 acror-bazad skills

predominant form of knowledge used Lo work, with knowledge being characterized as
bring either theorelical or contextual, Theoretical knowledge represents codified con-
cepts and principles, which have general relevance, whercas conlextual knowladge is
largely tacit and non generalizible, Teing related Lo specific contexts of applicatan, .T"ru.':
third and linal dimension isskill, with the skills invalved in work being divided into three
categories; intellective skills, social skills, and action-based skills, Actinn-hased sicills
relate to physical dexterily, socal skills to the ability to motivate and manage others

while intcllective skills are dafined as the avility to undartake abstract reasoning anLi
synthesize different ldeas,

Lsing these dimensions, as fHustraled in Figure 147, Prenke] ef al. (1995) define 2
Enowledgs worker as anyuone wha,

1. has ahigh level ot creativity o ther work,
2. reguires o maks extensive use of intellective skills, and

3. makes use of thoorercal rathor thar contextual lumwledge.

Thus, architecis, as described praviously, are classified as knowledge wonkers using Liis
micwlel. (3n the other hand, skilled production workers are less likely to be defined as
knwowledge wurkers, as such work involves modest Ievels of creativity, requires more
extansive use of action-based rather than intellective skills, and where the predominant
e of kinesvledge s contoxtual rathes than theoretical.

A critique and a reformulation: all work as knowledge work
and the concept of ‘knowledge intensivenass’

Explicily embeddec in Frenkel et al's concepiualization of knowledge work s the
privileging of theoretical knowledge over confextual knowledge, Thus occupations that
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Fig. 14.1. Framework for conceptuaizing wurk (from Frenkal et a. 19485)

invalve the use of high levels of conlextual knowledge, and Trrw levels of theoretical kaow!-
edge, such as the highly skilled flute 0 akers examined by Couk and Yanow (1993, aze not
classified as krowladge work by “penikel et al, This privileging of abystract/theoretival
knowledge is typical, pithier explicitly or implicitly, ln the meinstrearr. conceptualization ok
knonwledge work, and provides thue basis of one nf the main critigues of such definitions.

Such & privileging of ihearetical knowledge, and the nse ol the term Lenowledge worker'
Lo Tofer 1o an exclusive group of workers, is a suljective and samewhat aibitrary defini-
tion, The main problem with such definiilons is that they sk losing signt of the fact that
all work 1% wniowledge work to Some extens [Allee 1997; Alvesson 200K, Grant 2000,
Thorn sl et al. 2001, Knights £t al, (19973), advance such Aan argdment. drawing on
Giddens's (1970) argumerndt thal all hehawiour involves a process of self-reflexive moni-
tarmng and is thus nowlzdgeatile. Such arguments load tn an avareness thal most Ty pes
of work involve the develnpment and wse of tacts knowledga (Kusteree 1978; Manwaring
and Wond 1983). Further, Beaumont and Fuater {2000] report the lindings of a study
which conchded thas knowledge generation/credlion was not simply the domain of
a sreall, olite group of workers, aad that knowledge was ereated at all Lewels within
organizations (€ ‘utcher-Gershenfeld et al. 1998).

ILLUSTRATING THE ISSUES
=3 Example: the kno
Ky diiving is not rorrrally &n sooupatinn et iz defined az knowladge waork, ez, when all
bypes of knowledoe 808 regarded as eaqual, s preanledacabiling of ouswirving becornes mers agpar
ant. Fi sthy, bus-diiving iwvalestha acquizmon of formaland codified knowledge gDourine rullss anid
procaduras al difving. Furher, thesu principtes hiave 0 he appled enewvlednoahy ona daily pEsis 1o

KMOWLERGE-IMN TENEIVE SIRME

ine speific weatrerand oad spad tiong that the driver encounters Secondly, drivers recline son
level of knowledge ragarding the mechanical working of their veliclss, far axample knowing wher
avehicle iz not running properly end reruires some form of manlsnanse. Thirdiy, bus-iivers raguine

sipniticant social skills 1o be gile T coue with Thee Civarsity ot pas

srnoers they ancourar Finalty, bz

arpears-raguing o he able o ur drratand zrd epply knowledge of o rganizationsl ules and prooe durss

2oy that they can carty out thai” work 1o meat the porformarce Targets thay hawa haan a6t

Thark of another coedpation tat 1z oot rypicaly clessifisd as knowledne sk, Iransl weays does i
el e use, apphcation, ard possilly sven lhe crection of knowdedge Would it boinscourats fi

Jezrihe Tis nocuzelion 8 baing knowledge wnk?

Cine way to take account of such insights, but maintain the idea that arn elite calegory
of knowledgs workers exists has been lhe development ard use of the term ‘knowledge
intensiveness’. Thus, while it can be geeepted that all work is knowledge work, SOME
wirk ¢an be conceptuzlized as more knowlzdge-inlensive than other wintk (for example,
architestute compared o bus-driving), Tloavever, as Alvesson (20000 melkes clear, krumwls

adge intensiveness is a somewhat Vagul v mcept. Further,

as Alvesson suggests in a later

papur, ‘any evalualion af “niensivensss” is Lkely to be contestable’ (2001, &§64),
anc there will thus always be room fur debate on which accupations can be defined as

knowled gc\.-]ntensive.

Table 14.2. | ne ambiguities inierent 1o knowe ndge wark (from Alvessan 00T

Topic Mainstream parspective

Area of ambiguity

Knowledga: what tis and enowiledas is codif oo, objecthe,
whel il i likas? goisntific

Thiz signifizance af Lising instiutionalized knowlsdoe

kroewdedns a3 8n element sysarmancally and cresting

of kil sdge wark enawdlecna Hea the oore aclivitizs
cf knerseldne workers

Tha results uf Enowiedos The sortributian of the knowledos

work and irtalloctuzl sftort of kanwladge
wrker=in the provicion of ciznl
splisions, sl in underpinning tha
coonoie perlarmarug of
cnowlatdgerintensive Hms is
regaried 43 ransparert

Kol edoe s supjective, socially
ponstrunted, contsxt-apelic
acumpocal

T syslemmaue utilization of
farmel modies ul knwledgs,
the need tar hign-evel cogitie
capzhilitizz ama not nacessadly
{ne mast significant elamenis in
ke nevesl aoige work

The complaxity of the wark
yndartaken by knowsledge
wintkes mzkes the gualty of
thair 2 wicaizolulinnsprod 1518
difficull to =stakisn, and mzkes
the unampiguoss estzblishmant
af the conbsibytion of the cfforts
ot knicwledge workens 10 suE
productafsertes protlemal o
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Knowledge work and ambiguity

Thus fzr this chapter hias shown the ambiguity thal exisis in defining knoswledge weorkors
and knowledge-intensive firms. Alvesson (2001}, in an interesting critique of the main-
stream perspective on knowledge woukers/knowledge-inensive firms, argues that such
ambrunity acmaally represents one of Lhe defining characteristics ol the work done in
knowledge-inlensive fims, The argument developed by Alvesscn suggests that thess
mainstream corceptions are too close'y wedded (0 objectivist perspectives o Tnowledge,
and that greater account requires to be taken of the way aowledge is conceptualized
‘rorr a practice-based perspective. Fundamentaliy, Alvesson suggests thial doing so raveals
“hree key arcas of ambiguity that are irresohvablz, and represent an intrinsic clement of
the wotk cartied out by knawledge workers (sex Table 14.Z).

Bohersan and Swan (20030 deseribe and sralves the ambiguocus charscte: of the culiursin a
arpall sciertilic conzultaney, Universal consalting. Univerzdl Consukirg, which enplorped 1840
people {140 of whorn wera consulanis), developed srianiitic and technelegicel innavetions o
soive clieit-ganarated problams. The central ambiguity fal s culiure was thatwhile ithad a stong
sulture, this cullure cslebrated and ermbraced diversity heterogenety, and a lack of standardizz-
tign. Thus, paracaxically, 2 norm that was stronuly delundsd was thet there were ro norms itor
swerple, or dress ande, wiik patzerns, poject managerrent methods). This cen oo ustraled oy
tnakng &t tvo of The subsisrnen s of the culture thal Roberzon end Swean oxamine: performancs
rraragemaent and “ecruitriont and sslection: In terms of porformance managemsnt, & balance
bbb cuie 81d autenory wes achioved. The cansubants had migh leve 2 of suanarmy 1o
dacide thei working patterns and ~he proects they worked an, However, this Wwas counzrbal-
arwed by 2 tinencizlly focuscd systern of annual rewvenue targots for aach consukant, These rov-
enue argets were imporiant, as they warsg used to rank consultants arally, witt the tenking
determining e level of aach consultant's meril-basad pay rise. However the precise way in
winlsh rankings wers producsd was an ocpaygde pruoiis, not fully wnderstocd by mest, The
arnbigaous natdre of the culhire was slsa visibla in Unnerszl Canzuting's recnitment snd selac
tion procedures. Primarily, peopl wers selected lor their Hzwith the cLlture, However, paradoss-
zzlly, salastion “or Tt dick't mean he salzcton of clones who looked, actod, an ) thought the
corme. Salention o Nl means sslecting people whe hed a strong senss of individualiy. Thus
Universal Consulting wes [ull of ciffzrent, guite dissyneratic paopls, Sutwiioware all high zchizwe-
e, and who all had a streng sense ol individuslism ir lnem. Thiz embiguity wesn't regandad 28 &
problern try the consditants, Infact it was highly vaiusc. Thizwas primerly necause it alowel i
consultants 1o balance differsat identities urdarpinnod by difarent values. The consultants typi-
cally had 2 sense of dont oy 25 both consultants whers they socepled the logic and raguirament
$or soonamic-based contrall, and 88 mambears o & cormmunity o clite scizntista, [huz ininter-
W ows thera ware frequent slataments by Lw cansuliant’s that they weare not Susla consaltant'.
The cultural zmibiouity in Universal Consuting scied as an offective control system a5 it allowed
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the consultsrts o maintain both aspests of their identity snd madiate the polentizl tensions
bisiwec 20 The company’s recd foran element of contral 2nd the consullant's dosire tor high levals
ot aularomy, Thus the gulonomy hed sustzined thelr sense of identity &5 &l fa scientific experts,
wehile the contral basod systemns reinforaad their identny as consultants.

Stop and think

What doas the rale of Arhor Ardersen's auditorsfaceouniants in the coligpse »f Enron, and the
dfficully =f spportianing blarnc in the collapss szy gbout the ambiguity irhigrant 0 eealiating tha
quelity ot krovwlsdoe-intensive wink? o engoing information on Lhe Crron situstion ook gl cither
of the “ollawing websites: hilpufesssrmu tinst onslmonitororgienranmaex. iml,

[t ipedtanane Thaaibvenran.cam’

Knowledge and knowledge processes in knowledge-intensive firms

As the definitions section has made clear, the utilization of knowledge represents one of
the dehning aspects of the work undertaken m knowledge-intensive fiems, Thus to under-
stund the charactes of knmwledge-inzensive firms, and the knowledge management chal-
lenges which exist within thew, il is necessary to develop a fuller understanding of both
the type of knowledge and knowledge processes which knowledga workers ypically
utilice aod are lnvolved with.

Types af knowledge

In examining the types of knowledge of relevance to knowledge-intersive firms, the
tvpology developed by Empson (2001 15 useful (see Lable 14.3). Fmpson, whinse [oous 15
on professional service firms (specifically consultants and accountants), suggests thal
there are twa main types of knowledge that workers in koowledge-intensive finms require
toy ullize: techmical krawledge and client knowiedge. The requirement for knowledge-
intensive firms o provide specilic, customized preducts/services to mecl the particular
needs of thoit clients means that knowledge of the client, and the industry/sector they
wink in, is typically crucial and equally as important as technical knowledye. Thus, with-
ot 4 detailed knowledge of the client, a kaowledge-intensive firm would not be able to
provide an effectively customizcd product/service.

Ome specific type of cliert knowledge worth touching on s knowledge of specific indi-
vicuals in client organizat.ons (the last category in Table 14.3). Such kriowledye epre-
sents social capital (see Chapler 7), resources obtalned through the nelwork ielations that
individuals possess. The rypically interactive nature of the work carried out by Enowledge
workers means that they often develop good relalions with specific client staff (Alvesson
2000 Fosstenlolcken et al. 2003). This knowledge, or socia’ capital, Is a key resource o
knowledge-intensive fims, but is something they risk losing when the knowledge work-
ers who passess such knowledge/capital leave, As will be seen later, this is another reason
why the retention of knowledge workers is a key issue for knowledgedntensive frms.
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Table 14.3. Types of knowladge used oy knowledgs workers (rem Ermpscn 2001]

Type of knowledge Sub-categories Description

Technival Enowladge Sectorzl Technical knnwladge, commonly understood ar'q
charsd ala sectaral lavel my s alf from a snge o7
CEMpATIEs.
Cirganizational Organization-znecific knowleone, such of comgany
products, procssseas, rontings, and procadures,
Irrdiviclaal Perscnal knowledge aoouined througn formzl
aducation o wolk BXpEr Sroe.
Cliznt Knowdados |rdustry Level Knowladae of industre-lessl laoors, sich as tha
factors shaping the dynamics of Gompere.
Company Enowledss ul specific uiganizations, such &: EVIng
an undertstanding of and sunsitivity to thelr cultures
and wavs of watking.
Inidivicluals Heving a kigevledoe of and anquaintanes with ey

irdividuzls nspecin organizations.

For example, in relation to engineering consultants working i the aerospace Indhustey,
industry-level tachnical know'edge could he knowledge of wing-vibration dynamics,
which are well understood aml shared aemoss most companies cpereting in the induasmy.
Orpanizational level knowledge in this conlext could be an understanding of an organi-
zational specific system/process for testing wing-vibration dynamics. Finally, in the same
context, individual technical knowledge would be the experfise toal Individual consalt-
arits had buill wp ower time, for example conducting wi ng-vibratinn tests and analyses.

Comsinering the example of film directors/producers, Industzy-level client knowledge
would be knowledge of the factors at industry level that affect the chances of having a
filim funded, such as the characteristics of a typical-tlollywood Dluckbuster. Organizational
level knowledge in this contex: would be an uncerstanding of the specific tastes and prel-
eranees of particular hlm companies, such as Disnay or United Artists. Finally, prvdlvidual
clent snowledze would be having an acyuaintancs with and understancing of important
key individuals within particular comparies who are able 10 influence decisions on the

commissicning of filims.

Knowledoae processes

The key knovwladge processes wilhin knowledgedntensive firms can be divided inlo Laree
broad cateporics: kiowledge creasion/application, knowledg: sharingfintegration, and
knawledge codification, each of which is brielly described.

Knowledge cr=ation/application
Cine of the key aspects of the work In knowledge-intensive firms iy that it 15 typically
not oirtine, epetitive work, Instead knowledge-Inrensive finns provide customizcd,

CHOWLEDGE-INTEMEIVE FIRMZ

specifically designed products/services, zather (han off-the-shell ones. For example,
Robertson sud Swaa (2003, 8373) sugzest one of the key characteristics of knowledge-
intensive firms is, ‘their capacity to sclve complex problems through the development of
creative and innovative solutions’. The prodactionfcrestion of such client-specific,
customized solutions tequires and involves both the application of existing bodies of
knowledge and the creation of new knewledge (Morris 2001).

Knowledge-stiaring/lntegration

The development of client-specific, customized solutions involves more than the
application and creation of knowledge: it also involves the sharing and Integration of
different hodies of knowledge, bot berween workers 10 knowledge-intersive fiims, and
between the knowladye-intensive firms and staff from client organizatiors (Posstenlokken
gt al. 2003), The importance of knowledge-sharing/Integration processes exisls ab o
levels. Firstly, much of the work done within knowledge-intensive firms is project based,
and because of the typical complexity of the piojects, such project feams are often mulhi-
disciplinary. Tn such situations, there is thus a need for the sharing end inlzgrasion of the
different types of specialist knowledge, The second way in which knowledge sharing Is
important, which is a contex! examined in the example of the soffware Company
researchied by Swait and Kinnic (20003), 15 the sharing of knowledgs befween project teams.
Fundamentally, because project tearns create and develop specialist knowledge during the
pracess of their work, there are adventages to knowledge-intensive firms 1l such knowledge
can be shared with oter, non-project sttt

Knowledge codiffcation

Maorris (2001} argues thal, because of the advantages to knowledge-intensive fiims nf
sharing project-snecific knowledge and learning across the organization, this acly as én
incentive to knowladge-intensive firms to attempt to codify such knowledge and learn-
ing, Thus the codification of knowledge provides one specific way of sharing il within an
organizatinn {(Ouinn et al. 18896). Werr and Stjemberg (2003) also argue that the codilica-
tion of some knowledge helps with the comunuuicalion and sharing of tacil knowledge.
However, the difficulties of doing so are significant. Firstly, much of this knowledge is
highly tacit, and is nol anenable to codibcation. Secondly, much project knowledge is
spacialized and context-specifie ln nature, and kas oaly limited general relzvance. Finally,
in an *ssue exanned moe fully in the fallowing section, knowledge workers may not be
willing ta facilitate the codification of the specialist knowledge they possess.

The willingness of knowledge workers to participate in knowledge
processes: conflicting interests?

As has been highlighted consistently throughout book, the elfecliveness of erganizational
knowledge processes is predicated on the active and willing participation of workers In
them. Bowever, a worker's willingness to provide such effonls cannot be taken for granted,
Theoretically, this is as frue For knowledge wor cers as it is for other workers, However, as

&
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will bie seen later, empirical evidence o knowledge workors shenws them to be commuonly
prenared to work extremely bard for their ernployers, which suggests thal mofivalion t0
worl may be less of an issue For such workers, Whethes Lhis is the case, and the factors that
affect the willingneass [or otherwise) ol knowledge workers to participate in knowledge
processes, Is the forus of this section, which bealns by considering the factors (hat may
inibit the willingness of knowledge woskers Lo participate in orgaaizational knowledge
DTOCTRSES.

Inhibiting factors

As was discussed in Chapler 4, the potential for conflict hetween wotkers and their
cmployers in Inextricably emberded in the emplovinent relationship. Scarbrough [ 1934
srgues that the employment relalionsoip involwes balancing contradictory tensions
betwsen (e benefils to both worker and employer of cooperation, anid potential conflicts
DBetwasen them over whether atxd haw econamic gaing are derived from surh effors, and
the way they are divided, Alvesson {20007 alsoy argues (hat such potential vunilicts also
exist, bul, lor reasons discassed later, suggests than such canficts are less pronounced
than between ather tyoes of employee and their amplovers.

Another factor examined in Chapters 4 and 7, which can inhibit the willingness of
knowledge workers to participate in knowledge processes, is the potential for ntra-
grganizational conflict between workers or wark groups which exists (Quinn et al, 1994}
Also, Alvesson (2000) suggests that people may have multiple identities that may be in
conflict (3uch as to 2 work group, and the employer, or to a profession and the cmployce).
Further, such condlicts are as likely in knowledge-intensive firms as in other fypes oof
orpanization. Thus Starbuck (1994} deseribed the knowledge-intensive comparty he
exartined as seing, Tnternally inconsistent, in contlict with itself. . .. Anintricale house
of carcs’. Finally, Emmpson (2001) preserted an pxample 0f a kuuwiedge-intensive firn In
a pust-merger situation, where workers from the twn pre-merger companies were unwilling
to share Lheit knowledge with sach other

ILLUSTRATING THE ISSUES

Conflict in an art gallery: commercial considerations versus a
public-sactor ethos

N N SR R T T TY T L Lt LRt EE R LR tietletoibete bk skt

Rasumonl and Bunter (20020 exernined the maragement of a collsetinn ot an galleries andtound
thal following the implerrantation of mare camime rcizlly orlentated work ng practicos ans fund
ing procedures conflict cmerged betwean 1nase new comrremsizl values, and the more oublic
seomor ethes maimained by a nurnber of the galleries’ key knowledns worsers, The publaly man-
aged orognizalion cxaminsd wag responsinls *ar four different art galler as, which empluyed 2
total of aver 800 statf. While one tird uf iz staff was low-psid weardors and gallery azsiatants,
mast of the statf sansieting of collactions and restoralion staff, could be described a5 being
Lpewwlodgs worers. The infrodustion ul corimsrcaly oriertsd management valugs and Sysiems
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resulted Ir guvernmznt fundicg for (he gellesies neing seduced from 00 per cenl 2 EO-50
par cant, with the rest 1o be reised through fundraising,

Simullanecisy, galleios were sot performance targats regarding the number of vigitorg they
should heve, Tradimonally, undar tha historical sysem of full public funding, while pay luvels hed
not biasn high, and prormetion posentisl was limited, the coliections and restoration staff had had
a significant amount of professional sutonoeny, While iy of theyoungsr collecticn end reatora-
tion sxaff were hapgy to embrace the new, mare commercizlly tooused culturg, mest ot the alder
stefs wers againsi i This was for two main reasons. Fitsthy, they perceived that the perfarmancs
sarpets and requirement o fing conmercal funding Fac diministed their autanomy. secondy,
they aizo felt fhat these values not only dovaluco their exper-iss, outaiso cumbad down art. Trus,
the roove towards s commergislly focused culture chelienged “he profaessional values of the oldar
collastions and restoration staif.

Stop and think

Tl this enflicl Fave been aveided (hrough batier or diffsrent management? What zould gallery
rreragemant have Zona o mrimize ar Jveid this eonflict?

Knowledge workers: the ideal workers?

While the previous section considersd the factors which can create an unwillingness
among knowledge workers to participate in knowledge processes, nbaer evidence suggesls
sucly workers are prepared to invest significant amounts of Lme and effoct into thelr
work, and thal motivating them Lo do so is not difficull (Alvesson 1995; Theetz 1998;
Kunda 1992; Robertson and Swan 20031, As these workers are orepared to viake such
efforts, with minimal levels of supesvision, and without regarding such =ffort as being
problemnatic, Alvessom suggests sucht workers represen: the ideal swhordinates (2000,
104y, and sugeesls four reasons why knowledge workers are prepared fo make such
effurls:

1. they fnd their work intrinsically interesting aid fullilling,
2. such working patterns represent the norms within the communities they are a part of;

3. a sense of reciprocity, whareby they provide the organizalion with their efferls in
soluin tor good pav and working conditions,

4. such belaviour reinforees and confiems thei: sense of identity as 3 knowladge worker,
where hard work ‘s regarded as a ZJundamental commponent,

Rohertson and Swan (2003) provide a lurther explanation: the structure of the 2mploy-
tenil relationship is less clear than for other workers, and the potential [or conflict on the
hasis of it thus becomes dissipated, Primarily they suggest tha the emplayer—emplovee,
manager-managed relationship is not as clear cut in knowledge-intensive firms as in
uther, mors hierarchically based organizatlons. In knowledge-intensive fimms such
boundsries arz fuzzy, and evolve over time, and therefore the interests of craplovers and
employvees are more 1ikely to be I commaon.

)
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Managing knowledge workers: balancing autonomy and control

Managing knowledge worgers and molivating them to parbicipate aotively In organiza-
tivtmal knowledge processes involves maintaining a delicate balance hreiween conlrol and
autonomy. As will be seen in the following seciicn, knewledge workers typically demand
anil expect Bigh levels of autonomy in their working comditions and work patterns.
Simultaneously, knowledge-intensive firms require L0 have som Tevel of management
contrel, fo ensure that the efforts of their workforce are economically viable and sustain-
able (for example, providing the fizm with regular profits). lu Universal Consulting, the
campany examined by Robertson and Swan (2003) thal was exarnined previously in this
sertion, such a halance was managed Through the use oZa deliberatcly arnbiguous culture,
Crverall however, managing Lhe delicale halance between the simultanicous and poten-
tially contradictory need for both control and auloromy, makes Lhe management of
knowledge workers 2 complex and difficult process.

Knowledge workers and the problem of retention

As Dlustrated, whitle some v pincal evidence suggests that motivating knowledge work-
e1s to partiripate in organ ' zational knowledge processes does not appear to bea problem,
developing (liel organizational loyally such that they remain working with their
smpleyers fur extended perods, does appear to be more problematic, [Tis 1s to d large
exten| Lecause lebour market conditions, whess the skills and knowledge of knowledge
wicrrkers arc ypically relatively scarce, creates conditions [or knowledge workers which
arie fevourable to mobility (Flood et al. 2001; Scarbrough 19895,

However, there is a general consensus (n the literature on kvwiedge workers Lhat
liaving @ high Lumnover rate is 3 potentially significant problem for knowledge-intensive
firms (Alvesson 2000; Beagmont and Hurter 2002; Tlood ot al. 200HF Lee and Maurer
19573, Firstly, this is a potential proklem berause the knowledge possessed by knowledge
workers is typically highly tacil. Theretore, when they leave an orgenization, thoy take
thelr knowledge with them. For example, one key source of knowledge possassed by
knowledge workers is sodal capital, their knowledge of key individuals (for example in
client organizations). The need for knowledge workers to work closely with client organ-
iratians means that they often develop close relations with imporant client staff, Thus,
when suca workers leave, there is a tisk for their employer that they will lose Uneit clients
35 well. The secord main ressue why poor retention rates may be a problem for kmowledge-
intensive fi-ms is that the knowledge, skills, and expericnce possessed Dy kniowledgs
workers is often a cmcial elernent in organizational performance.

Alvessan (2000) argues that one of the best ways to deal with the fumenver problem i
1o create @ sense of organizational loyalsy in staff, particularly through developing Lheir
sense of organizational identity. Alvesson identifics two broad types of loyalty and four
strategies [or develuping them (see Tabie 14.4). The weakest form of logalty is instrumental-
hased Tovally, which is when workers remains loval to their employer fur as long as they
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Table 14.4. Type of lovaly and strategies for developing them |based un Alvessor 2000)

Type of loyalty Strategy for development Means of development

[restrinm e al-based Fimencal Stategy Frowiding employess with good pay &rd
Lonyzlty fiinge bepefis,

Institutzonal-based Stategy Digwa oping a visinn zni sal of values
and ancau‘aging empioyvess ta identify
with them. Azhicved theough culure
miEnagement, vision buildng, uss of

slONES.
Identificatinn-nassd Corpmunitsrian-basad Strategy Developing o sense of commanily &0
Longlly saciE bonding arnsngsT wWorksTs.

achicved through wsa of social evants
and meatings which bong gaools
tocether and qllow thom 1o develap
simong releticns with, and kirowledoe of
sach oiharn

Socialy intagratve Slratody A pomibingtion ot the insticulional- and
communitarian-basaen sirategies.

receive specific persanal benefils, with one of the most effective ways of developirg such
Tovalty being thzough pay and working conditions. The second and sironger forrn af Loy
altv s identification-based loyvalty, which s lovalty based on workers having o steong
serse ol Wenlily as being members ol the organization, and where they ideatify with the
goals and ohjectives of their organization. 'he three stralegies for developing ldentifica-
tivi-based lovalty are {lhastrated in Lable 14.4. This type of loya'ty is typically not devel-
oped through financial sewards, and is instead built through developing a culture that
workers can buy into, creating a serse of community amongst staff, or both,

A communitarian-based strategy for developing loyally: an HR cansultancy

Cheshire Consubkants as en HR consulancy frm based i the Morh Wea: of England, which
snac alizos particularly 'nothe eres of recuitment and ssleclion and employves develapmant.
Cheshine Consultarts = a small compeny, smploying only twelve corsullants plus somes sunport-
ing admimstiative and manspemant staff. ks consultanis nould be descibed as mabiie telswark-
s, as tor much of their working week they arz out 1 tha off os, vigiting snd working 2t variaus
clienl lacations. Thus, tnese work pettesns mean that during the courss of their normal day-o-day
wiork, trare are limted opportunities for the consclznis o interect with each ather However T
soartecect this, what Alvasson (20001 abalicd a communitarizn-2ased swategy |5 uiilizod 1o reir-
force sooal relations and sustain & sensa of community igemity amongst si2ff. This was dona
through lwo mein rrechanisms. Firstly, the ownedimanaging directd’ af tha compsry mdde
eioms to mantain contact with all consulants an an elmns! daily baz s, partly o suppo ther
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werk and provids acvics, but also to simply sustain secial contacts with thom. | ess contacts
wizre (egardad a5 typivelly positve and telpful by most consultanss. The sseond strategy was i
hava regular monthy mestings whish were primarily socigl in purpzss, ard Wiich werg Rever
carusliud or compromisad by dermands ol work, Most consuitants found 11at this stoateny helpsd
tham to soetain o sense of identite 2z mambers ot &n organizational community, ever ihzugh
they spent most of their trme aut of the oifics.

Stop and think

Instromantal-oaaed ioyalty, derived throoch pay ard tirancial rewerds is grgued 0 be g weas foren of
luyaley. Do yon agres? How signifinantis pay and relaled financiz: reware in the devalopmont o
crganizecional leyvalty snd cornmitmeant?

HRM policies to motivate knowledge workers

This final section examines the way arganizations can motivale knowledge workers and
tacilitale theit work through the speciic HRM policies thel they utilize. However, betors
daing this, the section begins by examining the debate regarding wihother knowledge
workers Taquire Lo be managed differently from other types of worket.

Special treatment for knowledge workers?

lhe mainsteeam perspeclive on the management ol knowledge wnrkers i3 that they
representt a distnetive and Important part of the workforce and thius require 2 furm of
mamagement different to that wsed for other workers {(Alvessen 2000; Roberssom and
OMallev-Hammersley 2000; Lampoe 1993). The factors that are Ly pically argued to maks
knowledge workers a distinctive element in an organization’s workforce are:

s they ane |y pically very highly qualificd, and also require to continually develop rhei
knowledge;

s their knowledge and skills are particalarly inpuoilant Lo orgenizational prriormance;

s their knowledge and skills ars dificult to codify and are ypically highly tact

» their knowledge and skills are Lypically scarce and highly valued in labour markets,
making it ralatively straightiorward for xnowledge workers e change jobs; and

e their wiook tasks, focused as they are on the creation, utilization, and application of
knowledge, are highly specialized in nature,

Siop and think

15 srewletge workers do recchva special freatrnent by Lhedr cmployss imiarns of favourans lswals of
piy, good warking conditions, and high levels of autonamy is this lkaly 1o make workars who dan't
rere e SUEN TregTment tese Dkely Lo gartinizane Tuly in organ zalicnal knowlsdge procosaRsr Further,
conld such striudes have 3 nagetrs sifact on organiational performane?

KHNCWLECGE- NTEMZIVE FIRME

Huwever, Whis perspeclive has been cilicized by a growing number of writers, who
typically base their analysis in the perspective that all workers should be regarded as
knviwledge warkers (Adlee 1997 Beaumont and TTunter 2002; Garvey and Willlamson
2002}, The general critique of the ‘distinctiveness’ aryument 14 that such appooacies neg-
lect the fact that if all workers are knowledge waorkers, then the knoswledge of all workers
is impartant to organizational performance, Furlther, these writers argue that organiza-
tiors that utilize such an approaca and treat knowledge workers as special and disting
tive, face a number of risks. Fissily, there §s the risk thar such divisive policies may lead to
the development of 2 sense of resentiment amaong the workforce that do nol receive Lhese
favouzable conditions. Secondly, and relatedly, there i the risk that as a consequence of
such attitudes, these workers having a low level of lovalty and commitment to their
organization, being less willing to shae Telr kKnowledge, or generally being less willing
to waork as prodociively as possible.

Facilitating knowledge work via HRIVI

While much has been written about knowledge workers and knowledge-intensive Arms,
surprisingiy there are still only a relatively small number of pavers which cxamine in
detail HEM issuzs relaied to the management of knowledge workers (Alvesson 2000;
Beoumont and Hunter 2002; Quinn of alo 1995 Roberlson and O'0alley-Hammerskey
2000 Boberson and Swan 2003; Swart and Kinnle 2003; Tampoe 19931, However, from
these few studies these is a genesal consensus regarding the most effective ways to facili-
tate the work of kuowledge workers.

Recruitrmeri! and selection

Attentien Lo recruitment and selection procedures (8 regarded as imporctant. This is nok
only to cosure that people with approodate skills and knowledgs are recouited, bat also
tha: the people recroited have a willingness o share their krowledge appropriately, and
thas the attitudes and bebiavioors of wew recooils ace Tikely Lo e compaliole with Lhe
existing organizatinnal coloare,

Froviding rewarding and fulfilling work

Another factor Blentified as Being impoitanl o knoewledge workers is that the work they
have should he intrinsically satisfying and stimulating, and provide them with constant
chiplluragis,

Aulonmy

As well as work being intelnsically Interesting, knowledge wotkers also typically regand
having high levels of autcnomy over their work tasks, and working patterns as important.
Ay discussed previously however, managing the delicate balancing between providing
autonomy and maintuining somez evel al control is likely to be one of the greatest
challengas for those managing knowledge workers,
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Dpporunitios for personal navelopment

Finally, providing knowledge worcens with comstant opporiunizies o continue theis
personal development, for example through training and educetion, ICQTESENTE another
way of motivating knowledge workers. while such a strategy is a potentially douhle-
sideed sword, as supporting such activities putentially makes it easier for staff to lzave,
without supparting contimied developmendt, giaff may be likely Lo leave anmywa .

ATING THE ISSUES

HR practices to facilitate organization-wide knowledge-sharing

Syvart and Kinnie (200530 examined & small seitwers company in the Sauth Cast of Fraland, and
idantified o numoer of HR prctioss that eppearsd o be attective &t faciliating organi calior-wide
knowierdge-sharng: The curnpany sxarmined ermplayad less than fifty stafh and provided sREpoke
software solutions 1n meet the particular needs ©F their chents. Staff yoically woiked withn
sharttorm projact teamy, Laing allbcated to these tesrms on the relavenne of their knowledae,
aric on the extant of their prior exparizncs. [Twas recognized by compary meneygsnentthas there
wemra polential advanledes to maragsment if the knowledos and learn' ng gsined within sech
project toam ronle be shiarad wit1 athars. To achisve and facililats this, & nun iber ot rechanisms
et Utilized. Eieily, resruitmentend scizotian srocadras were vsed ta try and inentiby staft that
wolld be willing to shara their vnowlsdoes, Szcondly, & menlring sysien was used: ‘nthe men
taring scherie senicr stalf wee allzeated ned or thrae mentees sach, with thaze relelions being
set ap toensurs that mertors A e rtees didn Tk 0 TIE S8 poject tsamE. [hus, through
tha e auning schama projact speciic lsarning wes sharad mars widehy, Orosnizatio-wids
krowladge-shating wes alao encoursged Vi the company's ssifunance matagement oyetam.
Far .ol Lhe performancs managoment SYSTem was useac 10 dozerring indivicual mesit-casad pey
risps. However a1other spect of 1t was develapmentsl 0 [aeis, where steff wore 2neouragsd
W reflect on learning and corsider cavelopment neecle Az will the manionng schame, ess
ciannual development reviaws spanned project bounsiiies, end belped share propel-lsaning
rnore widely. Finally. @ number of communication mea =han sr1s (such 25 alectronic newsgroups:,
end regular social events spannad project boundaries, and ware open o all atats, which halped
=1aff to get to know cach otner and davelsp & senss of cornrmurily.

Conclusion

The impartance of knowledge workers and knowledge-intensive firms s dosely tied to
she thetoric tegarding the contemporary rise and emergence of the knowledge society,
which has not gone ungquestioned. In the debate over defining knowledge workers and
knowledge-intensive fums, two perspootives were showen to exist. While the malnstream
perspective suggests that knowledge wotkers are a distincrive and elite element in the
contempoiary workicice, others argne that this neglects accounting for the extent 10
which all work is knowledee work, and thus how all workers can bedenned as knowledge

KNOWLEDGE-INTCHSIVE FIRMS

workers, However, whal appears Lo distinguish knowledge workers from othuer workers i3
the character of 1he work activitics they undertake, which are forused on the intensive
crestion, application, and utilization af knowledge, On the topic of whal motivates
knowledge warkers to sltectively share and utilize their knowledge, knowledge workors
appest 1o he almost the ideal subardinatesworkers, as with minimal level of supervision
they are yuite often willing to wark extremaly hard, and don't regarc this as being prob-
Temnatic. However, developing the organizational loyalty of knowledzge workers 3 more
problematic, with high levels of job mobility being cammon among knowledge WOTHEDS,
Finally, on the topic of managing know! edge workers, and facilita ling their work, the o

vision of interesting work, high levels ol autanomy, and continuous opporiunities lor
persanal development appear Lo be kev. However, the demndsfexpectations of knowl-
edge workers for high level of autonomy creales tensions with the need for managers in
knowledge-intensive firms lor some level of control. Managing this delicate balance
represents onc of the key challenges for those mznaging knowledge workers,

REVIEW QUESTIONS

1 InFranksl et al's concenluslization of wark, Leowledne work = definad as wio'k whee the
predorminent farm of krowledgs i3 -heoteticsl knowledue: Howsver, dees this undorestimate
<he axlart 1o wiich such wark alsoinvalvas [he use of corrowtual knowledge? (hirk of 2
speniiz knowledge-intgsive ocoupaton, snd conzidsr tha axtent Lo which nonsaxiuEl
Enovladge is likaly ta be important,

2 |5 knowledne intensivenass & Uselul concept far defining knowlados work, or dees the tarm
caniain oo mach ambiguity to be usetul?

FURTHER READING

o Wi Abvzezon 0011 Krowledge Wk Ambeguily, Image and [dentity’, Humerr Hetations, palh:
233-56.
Coue discussion, analysis, and oritigue 5F the raisiream Weratare on-krnowledgs workars and
knowdadga-inionsive finms,

e M Boseseon and o Swan (20031 Control—yWhat Contral Culiurs grd Ambiguity within =
Knowledge-Intensive Finm', devensl of Mansgeman? Stugies, 40y4: 831 S8
Contains g detaled examination of the ule of culiurs i knavacage intensres finms, Laged on an
Analysis of & cass study COmpany.

o B Alvesecsd 120000 ‘Sociel ldenting and (ha Problern of Loyaiy 1 Enow scgo-ntensive
Companies, Journgl of Managemenl Studliss, AR O -RE
intereshng paper on N the rnagsment af idantity car be wsed to sddress ha pratiaat ef
loyalty in knoadsdgc-iniersive imes.

~

e J_Kinnie 120031, "Shenrg Knowlsdgein Kniowladge-iniensive Firms', Hueen Besodros
Wiznagement daimal, " 312, 50-T5,
An aralysis of & Sy vass Sty focusing on fiowve HEM practices can o0 nssn (0 racitaie
itra-arganizations! knowlsde-shanng.



Conclusion

Introduction

The purpose of this concluding chapter is not to sumimarize the arguments stated in the
hook. Instead, it will tocus on dealing with some generdl questions that hang over knowl-
edpe management like accusations (as both g oractice and a hody of writing) guestloning
ils usefiiness and even s viabllity The objective of this Clupte is therelore to examine
and discuss these criticisms, These criticisms can be embodied into three questions, sach
of which is dealt with, Flistly, questions have been raised regarding the guality, infellec-
tual coherence, and rigour of much of the writing on knowledge management. Secondly,
perhaps the patentially mast challenging criliciam is that the term knowledge manage-
ment’ can he arsued 1o be an oxymeron, raising questions regarding the viability of
kuowledge management s an organizational practice, Finally, knawledge management
has been accused of being the Latest in an apparently unending stream of manzgement
zshions, and thut mteresl in Lhe topic is thos likely to wane rapidly in the near futuez.

Section 1 of the conclusion therefore disousses the guestion ot the quality of the will-
ing on knowledge management, In doing so firstly it has to be acknowledged that it is
hard to talk in gencral terms about this work as 1t s so diverse in character Howewer, this
section cancludes that, based on the evidence presented in the book, it cannot Twe said
that all “he writing on the topic is weakly conceptualized, asa signiiicant proportion of it
is robust in this respect.

Section 2 moves on 1o consider the second question, that of the viability of knowledye
management a5 2n otganizational practice. However, it is first necessary to acknowledge the
dhiversity of stralegies and philosophics of Knowledge management thal vadsl, Tor exam Ple,
Chapter 9 outlined the iwn knnwledge management siralegies of personelization and cod-
ification described by Harsen et al, (1999), Further, Alvesson and Karreman (2001) develop
an even more deiailed typology of knowledge management swategies (see Figure 15.1),
each of wiich is related o a particular style of management. Thus questions weganding the
viability of knowledge man: gemen | iequire totake account of this diversity. However, such
art enormos sk is bevond the scope of this book and is not attempted here,

Instead, more geneml issuss relazed to the viabilily o knowledge managemenl are
considered, In criticisms regarding knowledge management two specific issues emerge as
potentially probiematic. Tirstly, does the nature of nowledge itself make it unmanageable?
Secondly, to what extent are the interests of workers and organizations in such processes
compatible?
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Mede of managerial interventon

Co-prdinatian Conbl
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Tehmos s wral

Fig. 15.1. A typology of knowledge management strategles (from Alvesson and
Kasreman 2007)

Ihe third and finzl section of the chapter goes bevond these debates and the general
coatent of Lhe hook, This sectioz begins by discussing thie yuestion of whether knowledge
management can be characlerized as an ephemeral, passing fashior of limired substance.
After this the section broadens out to constder the conlesl in which knowledge on kmowl-
vdge management is produced anid ransimed, This isuseful as it gives an ‘nsight lnto the
specific agenls and processes through which (he ideax and practices of knowledge
management sxamised in the haok have emerged.

Reflections on the knowledge management literature

45 has been s2en throughoul the book, a diversity ol perspectives exists on virtually every
aspect ol knowledge management. From definitions of what knowledge is, through the
role of IT systems in knowledge management inldatives, 1o the way communities of prac-
tice should be managed and supported, debates and disagreements exist. Thus, il is hare
tir (ke general stalements regarding the quality of wiiting on the topic, as the knowl-
sdge managemznt lilerature is nol coherent in character Tn fact, one of the delicing char-
arleristics of the litcrature on knowledge managemesnt is the plurality and diversity of
perspectives that exist and continue to theive, Wevertheless, this difficult task 15
attempted here, through discussing and commenting on o papers which have made
generalizing statements about the character and quality ©f ihe literature on knowledge
management (Swan and Scarbrough 2001; Alvesson and Karreman 2000,

Swan and Scarbrough (2001, in the editorialintroduction toa special issuc of the faurmal
of Management Studies on knowledge management, lamnenl what they chamcterize as the
uncritical and unteflexave namre of the mainstieam literature on knowledge manage-
ment, Such liserature is typically based on an objeclivist perspective on knowledge
{ree Chizpler 2)and u rprablermatically characterizes knowledge s an exonomic cornmodity,

COMCLUEIN

fable 15.1. Problems with corceptions of knowledge n the "poputar knowladae menggemsnt
[itersture (from Alvesson and Karaman 20011

Problem Problem description

Intological Incohorzne: Clanding tegether of incompatible sonstractivist and cjscinst vises
ul knowicdoe—ror exarmgele Moenaka §1934,

Vaguenoss Lack of disti-ciness reganding the content and character of knowladga
in organizations

Allarnbracing and Empty All-ercompessing definitions al knowladge haee Btile clarty and make

Wi of Knowledge passibiitiaa for onnreprual nsights difiod —Torexampla Davenport
snd Jrugzk (15038}

Chjectivity Tynicaly utilize objoctivist definitions of cnowledas unprabls maticely

Functicnalism Unpraslematiczlly eseames that having knowdledoe and manadging
Enowledns = 2 gaond hing and neglscts to deal with poentiz negetive

aspects of both Faving o mgnacing knowladge. knowledgs 235
sernilsnenusly arabling and constraining

falling to discuss the socially construcked, polilical, subjective, context-deperudent, and
dynamic characteristios of knowlecge (see Chapter 3). Further, such lilerature is strorigly
maragerialist in tone, being typically quite prascriptive, concerning itsell with questions
of how knowledge can be maneged, rather than questions ol qar o shoald it be managed.

Alvesson and Karreman (2001) are even more scathlong regarding what they call the
‘popular’ knowledge management literature. However, one wezkness with Alvesson and
Karreman’s analysis is thet they are ol very explicil aboul the tvpes of work they are
criticiring, giving only a few examples. The main focus of thelr ceiticism relates to the
wety, Ruowledge', “managemnent’, and 'knowledge management’ are conceptualized.
While managemen: as @ concept is typically nol defined or discussed in any detail in this
Litertare, there ae five specilic problems with the way knowledge is conceptualized
izee Table 15.2). Fundamentally, they argue that conceptualizations of koowledge [n this
Hisralure ate generall}r wirak, :;Eoppy, contradictory, and do oot stand up to rigorous CTiti-
cism, This general linz of argumens: is agreed with by Edwards et al. (20030

Stop and think
Pick an example of 3 populan, mzinstraam piecs of weiting on the topic of knowlsdgs managsmen.
[rwehar axtanl are 1he five problerms of conceptualizing knowladaes identifiad ty Alvezson and
Karreeran (2001) refovant to w?

While the dominance of mainstream perspectives was feue when $wan and Scarbrough
ared Alvesson and Rarreman wrote their citiques, this has arguebly Decome 1ess Lile over
time, as the debates on knowledge management have matured. Thus, as this book
demonstrates, a strong and vibraut Dody of oritical wonk on koowledge management
exists and has usclully questioned and challenged the assumptions of mainstream,
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manage-ialist perspectives. However, 1his 1s not fo say that the Tieranare on knowledge
management in its totality, encompassing both mainsiream and critlcal perspueclives, 5§
not without ity problems. Cme of the main weaknesses of this hidy of work is that even
nonw the lopics of power and condlicl are still relatively meglected, Thus, the Iead taken by
Liiose writers cxamined in Chapter 7 to account for such issues when examining krnuone-
ledge management has typacally not been [ollowed by a sigy Neant nurnber nf writers,

Knowledge management: viable organizational practice
or a contradiction in terms?

As was outlined sarlier, orgaiizational attenpis Lo manege knowledge cannol be charac-
terized as unitary, [n fact, as illustzatec (see Figure 15.1), thercare diversity ol priloso-
phies and strategies with regard to how organizations should marage their knowlodge,
This section daes kot attempt Lo compare and evaiuate the eliectiveness of these different
strztegles. Instead, (i secien considers the more seneral questinn of whethor know-
Irdge management is viable as an organizational praclice. This guestion can be divided
1t two elemner s, Fistly, do the inherent chacacleristios of knowledge maze it difficlt
o control and manage? Secondly, (o what extent zre the interests of busingss CTganizi-
lions and their eployecs with regard to the objectives and outeomes af organizational
knowledge processes compatible? 12 answered in the negative, both factors hring iulw
question the general viability of orga nizational attcrn pts to manage their knowledge base.

Is knowledge manageable?

The vast majarity of the knowledge management literature builds on [he assumption that
knawledge Is a -esource amenable 1o management conlrol (Scarbrough 1989 ), In fact
this represents probably the most hindamental assumption uinderpinning the viability of
knowledge management. Without (his ahility, the feasibility of knowledge management
hecames questionable. However, a number of writers suggest that some of the intrinsic
characteristics of knowledge make il difficnlt o control and manage in a dizect anul
straightiorward sense. These characterisfes of knowledge includs:

¢ I{5 amnbiguity aud dynamism (Alvesson and Karreman 200517,
o its variety and diversity (MeAdam and MeCreedy 2000,
s its invisibility and immeasarahility (500 et al. 2002), aried

s i1s inseparability from human beliefs and va ues {von Krogh e al. 20004,

However, while knowledse may not be amenable to direct contral, these critics typically
ackrowledge that when the lerm ‘management” is used in a locser SCLse, oTgaTiizitions]
management docs have some abilly to shape and inflvence knmwledge vrocesses. For
example, whilevon Krogh et al. (2000) argue that knowledge cannul e directly managed,
this is more a semantic aritique of the ferm ‘managemert’ than a suggestion that all
attempts by arganizasicnal management to shape Fnowledye (nocesses are doomed to

COMCLUSIGN

failure. Von Krogh et al. (20007 ame in fact very positive that there is much organizativial
management can to enable knowledge processes, Tather than the term ‘knowledge man-
agement’, they prefer the tern “knowledge enablement’,

Vion Keogh e al.s (2000, 17) parspective Is summed up in the following guote "while
v may be able 1o manage related organizations] provesses like community building and
lcnewwledge exchange, you cannel manage knowledge itself " Vor Krogh ol al. thus suggest
gt i an indirect way, through utilizing/shaping people-centred processes and polices
{they use the teem ‘caring’ for people) organizational management has the ability to per-
suade workers to manage their knowledge towards the achicverment of organizalional
objectives, Therefare, tather than suggesling that knowledge management s totally
unfeasible, von Krogh et al, are instead advocating something closer to a commurnity-
based approach to knowledge management {(see Figure 13,1,

Tn general, such a perspoctive is reinforced by the material presented in the hook, whare
the importance of bFuman, socdal, and cultural facloes to knowledge managemenl
processes has been highlighted. Therefore, while it is misguided to suggest that know-
ledae management is about the direel manipulation by organizational management of an
easily controllabic resource, this does not mean that organizational mansgement is
totzlly powerless to shape organizational knowledge processcs al all,

Where the von Krogh et al. (2000) perspective is weak, s on issues of power, palitcs,
and conflicl, Thus they typically assume 1Bl with the right managernent straligy, drgd-
nizational objectives and workees” interssts can be aligned, making workers willing to use
and share their knowledge in crganizallonal knowledge processes, Tuwever, when Lhe
insights develaped in Chaptars 4 and 7 are taken account of (relating to the potential o
contlict intrinsic to e amployment relatonship, as well vs (lie snbeddedness of power
in theemployment relationship), such an assumption can ke guesticned, Theseissuesare
eraminged in the ollowing section.

Contradictory outcomes and objectives from organizational
knowledge processes?

Fuller (2112, 2 argues that, ‘the dark secret of this field [knowledge management] s that
ity IS 15 A 0XFmOoron, Sof a5 soon a3 business enters the picture, the interests of knowl-
edge and management trzde off against each other”. Ultimately he argues that the inter-
csts of business in making short-terrm economic gains from the use of knowledge clash
with other objectives and ovteories from Lhe use of knowledge. L this were Liue, it would
represent another significant guestion regarding the viahility of knowledge management
as an organizational practice,

When considered in the broadest tecms, Lhere is an enormons variety of ohjerl fves and
putcomes from organizationa: knowledge processes, for individuals, vrganicalicns, sl
society in general (yew Tahle 15.2). Furtaer, as discossed in Chapiers 4 and 7, the potential
[or conflict hetween workers and thelr emplovers i 2mbedded in e enployimeznt
relationship, which typically invilves a power imbalance that favours the interesis ol
husiness managers/owners over workers. These factons connbined therefore suggest thet
the poteniial for conflict between organizational and othar objectives from knowledge

by
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Table 15.2. Cutcormas and abjectives of argani=ational knowiadgs protessss

Level Chiteame/ Objective
Indivic! s Chanpsfroroverrant in slalusard 1ecagnitian

» [daterial reveard for example mproved pay, financial honuses, holidays, working
rondilicas

& Cenae of fiment from the proczss itsell, or the ach ovemen ot deswad
oulesrmes

& Fuplessiol of COMIiTment, or Senss ol ahligsticn, 108 groip, profession, or

argarisation

Pratit

han ket share

[FTpr e imnpvilivaness

Ciast reductioneanirol

QrganFatin

The advarcornent of knowledge
[rmpronve sl conditions
e Develop moe offective puilic policios [or Izoalfnatonal gowernments

Sozisly

processes is significant, Thas, as was illustrated in Chapter 4, a wide range of factors will
shiape the atitudes of workers towards participating In prganizational knowladge
IJJ.'(M'!L’!SS".:"S.

This perspective, thal the potential for conflict will inhibit the effectiveness of tnowl-
edge managemenl initiatives, is undermined by the innumeralie cases examined where
workers have been willing to participate in orgenizatonal k nowledge provesses, The most
extromea case of such willingness, discussed n Chapter 14, isof knowledge workers, many
at who seam happy to worl: enormaously hard {or their arganizations without regarding
sueh behaviour as problematic. Tius, whilz the potential [or conflict exists in the employ-
1rent elatiopship, this does net mean thal conflict hetween workers and thelr employers
i inevitahle, or Uaat their interests are always civergent and incompatibla, Scarbrough
(1994, 71 wsgues that such behaviour e the part of knowledge workers can be explained
by the relatively nstrumental attitade Lo work of such workers, wh are often primarily
coneerned with Issues of equity and reward: ensuring that they are adequately and tairly
rewarded for their efforts, Thus, if there is conflict between worker and emplover it is most
likely to be over the distribution of economic pains.

Basad anyour own, direct expoiences of k0 owledge manzgamant inilitives, andior your reading <l
{ne Lteratura on knowecge maragernent, towhat extanl el you pereaiue the interests al weerkers
and organizations (o ba in confict?

Haowever, the Scarbrough petspeciive, is challenged by evidence whirh supports the
Fuller (20012) position, that the interests of koowledge and management can be incom-
patihle, amd hat workers arc concermed with more than their own or their employer’s
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narrow cennomic interests, Such exanples inchide:

= the art stas researched by Beaumont and Hunter (2002)—sec Chapter 14,

s a significant proporlion of the staff in the eeently privatized UK Utility researched Ty
Vinge (2001)—see Chapter 10,

o the scientists examined by Bren and [Temingway (2007 )—see Cliaplen 3,

» the Finnish academics researched by Hakala 2nd Yiijoko (2001).

Common to all these cases was a concern by workers regarging the conflict they perceivad
w0 exist between (e commercial Interests of their employers with other aims and
chjectives.

Overall, therefore, whilst a willingness by workers Lo participatz in orpanizetional
kmowledge management initiatives is visible in innumerable cases, it sUI remains the case
thal such willingness cannot be taken for granted. Therefore, neither Fuller (2002} nor
Searbrough (2001} are cozrect, as while 1f cannot be assurned (al workers are Lotally
instrumental in their outlook, squally it is problematic te assume that that the interests
of workers and their emplovers will always be diametrically opposed (Bution et al. 2003},

Understanding the dynamics and agents in the diffusion of
knowledge on knowledge management

This section begins oy considering another general eritique of knowledge management:
fhat It represents the latest in an apparently endless succession of managemnent fads (thiat
inclides BRP— Susiness Process Reengincering, TOM  Total Craality Managetnend, and
culture-based management) and that interest in the topic is thus likely Lo wane rapldly.
Eollowing (Lis, a broader focus is taken 1o look at how management knowledge in gen-
aral, and knowledge cn knowledge management specifically is comumodified, pruduced,
diftused, and consumed. This will dllow a considoration of the type of prople and organ-
izations that are key in such processes, with a parlicular focus on the rode of academ:cs,
business scliools, and universides in such processes. Such a focus is warrantzd not only
pacause the tole of the university sector has been relatively neglected in sich pProcsses,
bt also boeause its tole has been changing dramatically in recent years.

Knowledge management as a fashion?

Searbraugh and Swan (2001) have undertaken one of the most thorough analyses to
determine whether the explusive growth of interest that has prcurred in knowliedge
rnanagemnent can be understood as following fashion. Much of [hz evidenee They preseat
suggests that such zn analys s is acourate. Tor example, Lhe explosive gronwth of in'erestin
the topic that occurred in the late 19905 (see Figure 1.1) tollowed by the inevitable
handwagon effects, provides support for such an analysis, Further, the growth of interces!
in the topic also appears to be taking the form of a normal distribution curve, which
Abrabimson (1996) argues s characteristc of fashions Another factor that makes
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know'edge nanagement amenable 1 beeoming A fashion is its ambiguity. This ambigu-
ity means that, as illusirated in Figure *5.1 and Table 15.1, lhe tezm ‘knowlcdge manage-
ment’ van mean guite different things to quitz differeni people, and thus the concepl cant
have a potentially oroad appeal.

Huwever, # weakness of such an analys's is that it implicitly assumes COMSUINETS Zrc
relatively passive, even naive COTISUITETS, wiho are ey to the effurts of opportunistic
consulants and suppliers. Scatbrough ana Swar (20015 and Collins (2003) suggest that
sinch a conceplion plays down the cXTent 1o whics consumers play an active and positive
rirle in the consumption of new managrment ideas, Thus for Scarbrough and Swan (2001
part of the reason ‘o1 the growth of interest in Lnowledge management is that iL provides
poten tizl solutions to deal with real nrganizational probleas: how to cope with the grow-
ing importance of knowledge to organizativnal performance. Thus the general weakness
of the fashion perspective is the light inwhich il poTirays CoTisUmeTs,

The praduction and consumption of management knowledye

Wihile fashion-based analyses are useful for describing and understanding the exprnential
growih af inlerest in wnowledge management, such analyses are relatively hroad brush
and genera. in character ey thus have limited utility in shedding Llight v (he particular
character of the processes Jzough which knowledge on knowledge management Is
aroduced and consumed, o1 Lhe actors invelved in such processes. Thuy secton fills in
some of these details by making use of the cyele of knowledge production and consump-
tinn developed by Suddaby and Greenwood 2001). 1 his cycle is relevanl 1o the production
ot @i management knowledge, and weas oot developed specifically in Telation to kmenwl-
cdge management. However, this framework can be utilized to better describe and
understand the vontext within which knowledge on knowledge management is both
produced and consumed. Further, as a reader of this wexthouk, you are a consumer of
knowlecge on knowledge management, and can use the eyele more mlly to unde:stand
the processes through woich such knowledge is produced, as well as the diversity of
processes thuough which you have acquired such knowledge (se¢ the activity at the end
af the chantes),

Tor Suldaby and Greenwood (2001, 333 the rycle they develop and describe represents
2 'Feld Tevel analysis of the process by which msnagement knowledge i3 produced’. As
ran L2 seenin Figure 15.2, the production ard consumption of management knowledge
involye the complex interaction via a nuinber ol discrete, but interrelaled processes 0 a
Jiverse range of actors including consumers, husiness schools, individusl academics,
mirus, consulting compamnics, and largs professional service drms. The cvele does notrep-
resent 2 simple stage model, with the produclion and comsumption of kromwledge oooar-
ring in neat, independent, yequential siages, Trstead, all the processes fypically occur
simultancousy, However, Suddahy and Greemwood suggest the process of legitimation
umdertaken by qums lypieslly represin s a starling point in the production af a new bady
of management knowledge. The description of the cycle presented here thus stacls by
examining this process. lowever, belore doing this, the character and tole nf consumers,
Lhe centre of the cycle is examined.
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Belors looking st (e ayele in dalail, reflecn ypon your intereshin knowlsdge managsment. Wiz digl it
ceeart Wast slimulsted itF Forher, thresgh whas rrechanisms didideo you consume snoawicdge on
kriowdaye renagernant: newenepars. profossional journals, ‘airport books', managament sducslion?

While consumers areat the centre of the cycle, their character and role Is often beth poorly
understood, andunderconcepmualized, 8% was discussed in the fashion debate jusl examined
However, Sudidaby and Greenwood dJo little to develop such an understanding and spend
little examining consumers 11 any detail. Fuher, they porlray consumers in the way
Scarbrouch and Swan (2001) crtcize rhem, as sommewhat natee [but sceplical) consuness Of
management knowledge, due to the way such knowledge is legitirmated by gurus and aca-
demics. However, perhaps 4 more useful way of conceptualizing consumers is thiat portrayed
by Scarbrough and Swan, where consumers, whilebeing influrnced by fashions inacademic
knowledge, are seen as aclively seeking solutioms to genuine organizationa. problems,

Surus and tha process of lagitimation
The role of gurus in the production and consumption of knowledge can be coneeptual-
‘zed as the fizst stage in the cycle, as they play a role in popularzing and making
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legitimare 3 new body ol knowledge and subject of study. For cxample, Peters and
Waterman played such a role with the topic of culturs in the 19805 through their book
In Search uf Facellence (Peters and Waterman 1983), anid lerture tours which did mnuch to
popularize and legitimate the topic of ozganizational culiwe management. Gurs thus
help transier knowledge between dilferent communities through transforming abstract
thearization, or specific organizational practices, arul niaking them generic. Gurus can be
lovz e beth in the asademic woeld and in the world of private enterprise. In a survey of
academics and practifioneis conducted by Bdwards el al (2008, the following wiiters
wire idensified as being most influentialin the area of knowledge managerment:

1. Monaka
2, Nomnaka emd Takeuchi
3. Dzvenporl and Prusak
4. Snowden

5. Brown and Dugiid

Stop and think

Dt o Frst eame nba sonizct with knowiedgs manidu rentasa subjeat thiough the wark of 2
Lnewlerne ranagement gur? s itone of o wriians inthe lop five of 1he Edwards ot el ST
Who dio oy regarnd Lo Be the gurus af bnowdadga management? Are thoy aradarmics o do ey work
i1 e business sectar, 4 soth?

Constitants and the commedification of management knowfledye

The commodifivalion of management knowledgs involves decan textualizing knowledge,
ynd rransforming it into a generic form, so (Fat it can be sold as a product or service T
gtier clienty, Key agents in such processes a1e typically consultants, with the primary goal
nf economic gain acting as a signifcant incentive fur (liese firms to attempt such
processes ul codification dorris 20010 In refalion to kknowled ge management, consul-
tancies have plaved a key role ‘n such processes (Searbrough and Swan 2001), which
perhiaps helps to explain why a significant proportion of the knowledge management
salutions being sold are generic todls and technologies, and why Il-based perspectives on
knowledge rnanagement have been so populdar,

The cofonizing practices of large professional service firms

Colopization represents the attempts Dy organizations Lo expand the scope of their
matpe ial knoewledge products, with the key actors in such processes Defng largs, global
protessional service companiss such as PriceWaterliouseCoopers, Cap Cemini Fonst &
Young, and Deloitte & Touche. Frocesses of colmniration are closely related 1o processes of
legitimation, £5 colonization ultimatesy Involves specific actors strugg.ing o be seen as
wore legitimate soureces of managerment knewledge than other acmors, One of the mair
themess in Suddaby and Greenwood's (2001) avalvsis relates to the ‘mportance of the not
insignificant colonizing attempts by large professional service fizns in transforming e
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cvile of knowledge production/consumpion. Specific examples of what could be
interpreted as cojonizing attempls in the area of knowledge wanagement ate KTMG's
efforts a: publishing a series of Enowledge Managemenl Surveys ifor example EPWIG
20007 and the publicztion of the book Krowldge Unplugged, by vonsultants [rom
McKinsey's (Klge et al. 20011, This process is Inoked al n morc detail later due 10 its
role in changing the nature of the context In which universitivs and business schools
aperate.

Due diligence, innovation, education, and the rola of business schools

Suddaby end Greenwood characterize business schonis as having three roles in the
production and consumption of managemen knowledge. The role of business schools .0
sych processes 1 examined in detail here, and 1n the folluwing section. Such an exami

mation is merited, to some extent due to the lack of atlention paid to the nature of work
in business schools (Willmett 1953,

Tae primary tole ol business schoals is as quality controblers. Thus academic research
typically follows rather than leads Tanagement praciice, and plays a wle in evaluating
and refining munagemernt lenowledge practice {due diligence). Howevear, this process of
cefinernent can lead to production of ew knowledge, through rescarch-led innovation,
which represents the second role of business schools,

The third rele of business schools ts the Jiffusion and disseminalion of managemenl
knowledge via management rducation. The imporiance of Lnis Tole should not be under-
estimated, due to the expansion N Mmanugement education thal has vocurred in recent
years (Sturdy and Gabriel 20003 For exammple, there are so many MBA programings in
existence giobally that there are websies which can help students .dentify (he most
appropriate programme to their needs, with one site (et fvewve mbainfo.com/)” having
infosmation, on over 2500 different MBA prograrmes taught at over L300 separate nsti-
wutions. Sturdy and Gabriel (2000), based on reflections on their own pyprriences from
leaching on an MBA programme in Malaysia, believe Lhat MBA programmes canl, 10 some
extent, be characterized as a generic (knowledge-based) comumodity, not unlike a ca, and
that exlending thie metaphor, lecturess on such programimes can be caompared Lo car sales
people. This part of the cycle links to the production and consumption of <nowledge on
knowledge mianagement as sperific madules on learning znd knnwledge manageileny are
increasingly hecoming a key part o a significant number of MScs and MEBA programimes.
Thaus, this sepresents an impor:ant, though often underemphasized mechanism through
which people consume knowledge on knowledpe management.

S e I e S

If wou g 2 student on & mansgams ntsducation oo se, 13 whal sx.ent can your COUrss el
roqsidersd 1o be 2 genene knowledge poodu crfcammedmy? Further, towhat extenl, and in whal
ways do tacbouks and Docks an knowladge management isuch 3 this onel olay @ rolz in s
commedification, legitirnation, and diftusiue of know poge on enowlzdge managomeant.

T &ite accessed 18/AHDG.
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Changes in the cyels of knowledge production affecting business schools

e ouilined carlier, it is worth looking in a little detail ab the role of business schools o the
cycle of knowledge production, a5 a mumber of diflerent, sxternal factors are impinging on
themm, which have implicstions for the eyde of knowledge production and the role of busi-
ress sciools i it The three specific faclos examined hete ate: (1} the coonizing activities
of large professional service frms; (4) <hifts from mode 1 1o mede 2 knowledge poduction,
and {3) the pernicious effects of L liperalfmonctarist policies on the fonding of U niversi-
ties, These pressures have a common ellect on business schools, incecasing the demands on
(hem to comunerclalize heir work, and develop closer links wilh business organizations
(Fuller 2007, 5: Rynes et al, 2001; Stevens and Baghby 2001}, The ealent of these pressizes is
visible n the development of terms such as ‘zeademic capilalism’ (Slaughler and beslic
1047, and in his presidential address 1o the Acaderny ol Management Michael Hitt (T357)
sulked about tae demands on business schonls o become more entreprenclrial,

The solonizing activities of professianal service firms

{ne key change in Lhe cycle of knowledge production/ransumplion is that the largest,
mlobal peofessional service frrns are attempling to extend (heir influence beyond Lheir
Iraditional boundaries {Suddaby and Grespwoad 20010 Specifically, they seem to be
atterptng to develop a fole in the crealion as well as commodification and (issemina-
tior ol knowledge and are thus tuming their rolonizing efforts to Lhe internalization of
trad:tional university functions (Hufl 1999}, Fus ther, consultants are emerging as key
competitars with universities in the production of research {Rynes et al, 2001).

Shifes from Mode - to Mode 2-based knowledge productio

Cilbhons ol al. (1994), in a highly influential book, argue {hat fundamental changes in the
nature of knowledge production processes aeourmed in the second half of the twentisth cen-
tury. Pundamentally, they suggest ‘hat Lhere bas been a shift [rom what they label, inele-
wantly, a moda 1-based system, where knowladge production is discipline-hased, university
centred, individualistic, largely cogniiive and hased on a process Of peer roview, T a ol
2-hased systemn, where knowledge production is, by contrast, fran sdisziplinary, fearm-raiber
than individual-based, anid where knowledga i3 produced and validated through use zather
than (hrough abstract teflec ion, Thus, 2 mode 2 based system of knowledge production is
highly problem ariented, and reqrcs Hlose collaborztion with industdal/business pait
ners. A numnber o writers suggest that there are pressures on husiness schoals to undertake
such a transition, and devalop management Lrnowledge thruugh linking with relevarit busi-
ness pa Lners (1 Takala and Vlijoki 2001; Huff 1995} Thus this represents another exkermial
pressure, pushing businiess schools and private industry ingether.

Neo-liberal govermmenl polizies and tha funding of universilics

The Uhird and final factor acting o push business sehools and puivate industty iote a
cluset relatipnship kas bzen a change in the way that govemnments fund umiversities. ln
grneral terms governments globally have moved towards the adoption of nen-liberal,
munelarist policics. Such moves invalve gnvermnment sttemps o tightly comtrod, it 1ol
nindmizefreduce, stale sxpenditure. Tn elalion ta universities gererally and business
schoals specifically, central government funding has heen capped and increasingly tivd Lo
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performarce-based messies, with encouragement provided tohusiness schonls and uni-
versities to seek Mgher levels of private sector funding (Fuller 2002 Hakala and Yhjoka
2001 ; Rynes etal. 2000 ; Trowlar 2001; Wilmott 19935).

Conclusion

This chapter has therefore examined three ey questons thai hang over the Lopic of
knowledge management, questioring both its quality and viability, The general conclu-
sioms reached were as fullows, Fisstly, while the anzlytical and thecretical rigour of some of
the knowledse managermnent literature is weak, there isa growing hody of wokin the arca
thial is Ihenretically robust. Sccondly, on the guestion of whether knowledge managrment
is actually viable, the answer was a gualifed yes. While “he ability of organizatious lu
directly manage and control knowledgs was questioned, it was acknowledged thal kol
edge can be managec mose indirectly by persuading workers to shiare and use their knowl-
edge in perticular ways. Thirdly, exisling evidence does suggest that knowledge
manzgement is a contemporary mansgemerl ashion. However, whether it is 2 passing
fashion o not, two henefts from the explosion: of interest in the tople that has accurred
are that, frstly, it has ralsed awarenwss aboul the importance of knowledge o organiz-
tinas and, secondly, the best of the work on e subject Bas contributed generally to an
irnaroved understanding of what knowledge and knowledge processes in organizations are
ke, a5 well as revealing the importance of fuman/socialicultural factors in Such processes.

The second object of the pancr was to understand the broad contexs within which
kmowledge on knowledge management is produced and consumed, which slipwed Lhe
rarge of nctors end their roles In these processes.

ACVIEW ACTIVITY

Narme the plavers in the knowledge management production/consumypiion ‘game’

Rather than provide a list of discrete questions, the hook clases wits an invitalion to play
the ‘game’ of naming the pleyees and Lheir 1oles in the product:on and consumnption of
knowledge on knowledge management? To do this, look in detail as Suddaby and
Greemwouil's cyclz, and fill in the b.anks.

Chuestions which may help vou da this include
e Wiiere (if anywiere) is the start of the cycle?
+ Who {if sanyone) zre the gurus of knowledge managem ent?

— Atz they consultanls? Arademics? Bothy?

— Through what mechanisms have theil arguments ey Gillused (books, lectuzces,
teaching, consultancy, . )

o (Can you fill in more details for the unexplored category consumers?
— ATE Conswmers passive victims of passing fads?

- Can you develep subcategories of differcnt tvpes ol consumer?
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Are Lhere o-ganizations which represent cellections of CONSUMECs whilch tinve lxeen
impaortant in the knowludge management cyele? itrade associations, profession al bodies?]

» What about the tole of academia, business schools, and in dividual academics?
— Is their role primatily the testng/ refinernent and legitimation of existing Imowledge?
_ Are there particular universities, acadernics, or departments (business scheols, TRAT
departimenis) that have played a particularly key rele?

What tole do universine departments play in {he diffusion of knowledge on knowl-
edge management? Is this through pruviding education, the publication of books
{such as this one)?
_ s shere evidence thit academia is under pressure to commercialize its activities and
outputs?
_ 75 there evtdence of (growing: linkages hetweer academia and business prganizations?
» What role have largs profess.onal service firms plaved in the preduction and consarm -
tion of kaowledge on knowledge management?
— Do particular organizations have a more important role then others?
Ts thers evidence of colaniziag activity?
s Are here any missing actors from the cycle?
_ What shoul “he tole of the mass mudia? National newspapers, television? Hlas it had
any role in the diffusior of knowledge on knowledge management?
— Is this gycle vseful in understanding 176 PIOCCSses and apents involved in the
production and vonsumpsicn of knowledge ca kmowledge management?
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