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1 LIST OF ABBREVIATIONS

KPI Key Performance Indicator

OEM Original Equipment Manufacturer
RFQ Request for Quotation

RnD Research and Development

1% tier supplier

Supplier to the OEM

2"% tier supplier

Supplier to the Tierl / sub supplier

Table 1 List of Abbreviations
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2 ABSTRACT

Knowledge management application on team level within

automotive sales teams, working from a 2" tier position!

Motivated by many years of practical experience, it was most
challenging to try to manage the tradeoff between philosophy
and theory and practical application of knowledge management
within an MBA Master Thesis. One of the first challenges was to
validate whether knowledge management is recognized as a
contributor to company and team performance. This worked out,
with a remarkable portion of effort, because knowledge
management has still no independent focus within corporate
structures in most companies. And, if structures are available, in
most cases they are located on corporate level and therefore too
generic to be applied in practice. This was the reason to take
care that all measures, later on defined procedural steps, can
be applied on team Ilevel independent of any corporate
structures. The structure of the thesis goes stringent from
introduction, analysis of the state of the art, development of the
procedure to validation. In order to validate the developed
procedure, the quote lead time has been defined as KPI. The
methodical approach is based on the analysis of the state of the
art, as well as the investigation of a possible application
towards enhancement and transfer of knowledge. Based on that,
a procedure for automotive sales teams has been developed.
After outlining the basics of theory and the basic structure of
the thesis itself, the setup of a 2" tier sales team application is
described, followed by a more critical section explaining the
barriers of knowledge management and discussing centralism
and process adherence versus knowledge responsibility. In
order to make sure that the developed procedure can
realistically exploit the whole potential, all areas of the firm with

their related aspects regarding knowledge enhancement have
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been investigated. Finally, the developed procedure has been
validated based on an interview methodology. The major
expectation that the application of an overall procedure to
enhance and transfer knowledge aiming the increase of
efficiency of automotive sales teams significantly, has been

confirmed.

3 INTRODUCTION

3.1 Motivation

The motivation to work on an master thesis, which is dealing in
the area of knowledge management, is rooted in my strong belief
that there is a difference between good and excellent teams —
especially in the area of sales, where sandwich management
between customer and the own firm is one of the major
challenges. Over the time, it became more and more obvious to
me that this different perception of team performance has to do
with how information is shared, and how this information is
incorporated as knowledge into the team and the operative
working style of such a team. In order to verify whether this own
perception based on work experience is also confirmed by
scientific literature, the literature study was extended to an
investigation regarding the relevance of knowledge management

in sales.

Following interesting statements derived from literature stand
representative for the relevance of knowledge management in

the area of sales:

"The sales force of any organization is a critical component
to the overall success of that company’'s goals and
objectives. Knowledge management is a key factor that, if
implemented correctly, can act as catalyst to synergizing
the efforts of a sales force leading to many positive

Master Thesis - Alfred Waldhausl 7



outcomes including a more effective sales force, an overall
smarter organization, and employees who have a high sense
of moral because of their involvement in the decision
making process."(Fenton D., Albers J.A.:2007)

This shows the importance of knowledge management within
sales, as well as Morello is describing knowledge and

communication gaps with

"Figure 1 shows that there are Ilot of avenues for
communication in the sales chain but there are few
strategies in place to ensure that these avenues of
communication are being utilized or optimized. The lighter
communication links in Figure 1 are rarely established yet
have the most potential as they are closer to the consumer."
(Morello F. 2002:88 in Practical Aspects of Knowledge
Management, Karagiannis D., Reimer U.,2002)

Company/
Manufacturer

Communication links &

/ directjonal flow

Distribution
Outlet Staff

Sales
Representative

—
—

Distribution
QOutlet
Owner

Distributor

The Distribution Channel
Figure 1 The sales chain (Morello 2002:89)

Another source puts a focus on information gathering in the
context of new customer acquisition, saying "it's no secret that
seeking and securing prospective customers is the key to
successful growth, but it takes a coordinated knowledge

management process to deliver them as actual customers.”

Master Thesis - Alfred Waldhausl 8



(Stapleton 2003:61). Fraunhofer, Promind and MVI did a study in
2003 regarding the German automotive industry, investigating
also the impact of knowledge management specifically for the
automotive industry. The study states that "Wissen ist eine der
entscheidenden Ressourcen, von denen die Zukunft unserer
Wirtschaft und Gesellschaft abhéangt. Gerade in der
Fahrzeugentwicklung spielt dieser Faktor eine entscheidende
Rolle."(Bullinger HJ. et al,2003:94), as well as:"Wissen wird
zwar als wichtig erachtet, welches Wissen wann und wo benétigt
wird, ist in den Unternehmen aber kaum bekannt."(Bullinger HJ
et al, 2003:95) Translated, this means that knowledge is
regarded as resource, which is decisive for the future of our
economy and society. This is especially valid for vehicle
development. The study revealed, that knowledge is regarded
important, but which knowledge is required where, is seldom
known within the firm. These statements underline that, if
efficiency increase is a target, knowledge management actively

applied in a company’s sales department is an issue.

3.2 Structure, research target and efficiency

3.2.1 Structure of the thesis

The structure of the thesis is displayed in Figure 2 in addition to
the table of contents. The most essential parts are chapter 3,
where also the targeted key performance indicators (KPI's) are
defined, chapter 6 where specific procedural steps utilizing
elements of knowledge management are developed, and chapter
7, which validates the procedure based on interviews, taking the

KPl as measurement base. The focus is:
e knowledge enhancement

e Knowledge transfer

e Efficiency increase

Master Thesis - Alfred Waldhausl 9



In order to simplify orientation for the reader, Figure 2 Structure

of the Thesis will be displayed on relevant places in the thesis.
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Figure 2 Structure of the Thesis

3.2.2 Research target

The research, which supplies the base for procedures which can
be applied to team structures, is focused on how applied
knowledge management can increase team performance.
Important is, that all proposed procedural steps can be applied
independently from any available corporate structure — in order
to be flexible in gradually implementing the measures. In
particular, the procedures proposed in this master thesis
concentrate on how knowledge can be enhanced and transferred
with the intention to increase efficiency — so knowledge itself is
not regarded as kind of self contained structure. Also, not all of
the developed procedures deliver knowledge directly to the
team, but they foster a knowledge sharing friendly environment
which motivates team members to move their perspective from
information processing to knowledge working. The development
of the methods is focused on sales teams in the automotive
industry, operating from a 2"% tier position. This focus based on

potential efficiency increase was sensed during practical

Master Thesis - Alfred Waldhausl 10



experience. Another reason choosing this example was, that the
automotive industry is one of the most dynamic industries and
especially on a 2" tier position highly competitive — requiring
therefore an excellent level of efficiency. The precise setup will
be explained in chapter 6.1. The aim of this thesis is to increase
efficiency of automotive sales teams by knowledge enhancement
and transfer. The procedures shall be a toolkit which enables
gradually implementation in order not to overstress the abilities
to change within the team. In order to validate the procedures in
regard of their successful application, sales related key
performance indicators (KPI's) need to be selected.
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Figure 3 Key Performance Indicators (KPI's)

Since the thesis targets to identify the relation between
knowledge management procedures and efficiency increase, it is
necessary to define how this efficiency increase is to be
measured. For a sales department, having a setup like described
in chapter 6.1, following Key Performance Indicators (KPI's) can
be applied:

Quote Lead Time, which is the time between receiving the RFQ
(Request For Quotation) and submitting the quote to the

customer.
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- and -

Quote Quality, which is the quality perception of the quote by
the customer.

The quote quality perception is very difficult to measure, since it
requires the setup and realization of a project as well as
feedback from the customer and needs therefore a long time
before it could be measured. Therefore, the validation of the
developed procedure concentrates on measuring the reduction of

quote lead time. Details are outlined in chapter 7.

4 METHODICAL APPROACH
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Figure 4 Methodical Approach

The analysis of the relevant inputs was done as a literature
study. Since the available literature for knowledge management
is enormous, the approach was to provide different cultural and
personal, and philosophical viewpoints of the authors. The
collected inputs of the literature have been shaped towards the
research question in order to build the base for combination with
own practical experience. Since other disciplines and terms, like
leadership, value management and competence management

have a close relation to knowledge management, the necessity
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to keep focus was strictly followed, sometime sacrificing the
option to draft a wider perspective of knowledge management.

Part of that is referenced to in chapter 8.

4.1 State of the art literature

The literature used for analyzing the state of the art for the
thesis is listed in chapter 9. As already mentioned, the available
literature regarding knowledge management is enormous, which
made it comparable complex to identify the main structural
contributors on one hand, and on the other hand to integrate
also viewpoints from a different perspective. Chapter 4.1.1 and
4.1.2 describe the selection of the literature, which is based on
the references other sources use in their content. This makes it
possible to track down the essentials to the authors cited in this

thesis.

4.1.1 Selected pioneers of knowledge management

Michael Polanyi , born in Budapest 1891, is one of the founders
of modern knowledge management theories. His findings on
knowledge and sharing of knowledge deliver the base for many
other authors. Georg Hans Neuweg, for example, subtitles his
book "Konnerschaft und implizites Wissen". The subtitle is: "Zur
lehr-lerntheoretischen Bedeutung der Erkenntnis.- und
Wissenstheorie Michael Polanyis. More regarding Neuweg is
discussed in chapter 5.1. Ikujiro Nonaka, himself one of the
knowledge management pioneers, references in his book "The
knowledge creating company" to Polanyi with "As for the
epistemological dimension, we draw on Michael Polanyi's (1966)
distinction between tacit knowledge and explicit knowledge."
(Nonaka, Takeuchi 1995:59 citing Polanyi 1966) and "We know
more than we can tell" (Nonaka, Takeuchi 1995:60 citing Polanyi
1966). Another strong commitment to Polanyi’'s theories is given
in Nonaka et al "Managing Flow — A Process Theory of the
Knowledge Based Firm", where he states clearly

Master Thesis - Alfred Waldhausl 13



"Our view of knowledge is based on Michael Polanyi’'s
concept of knowledge (Polanyi, 1958). Polanyi stands in
opposition to the objective, analytical view that sees
knowledge as something human beings obtain by analyzing
the object as a thing that exists separately and beyond the
self." (Nonaka et al 2008:9)

Taking Polanyi's theory as a base, Nonaka concentrates also on

knowledge creation, referring to Polanyi with:

"However, he did not theorize the process of knowledge
creation. While we agree with Polanyi on the importance of
tacit knowledge, we believe that it is the process of
interaction between tacit and explicit knowledge that is the

source of knowledge creation” (Nonaka et al 2008:9)

This makes both authors a good complimentary choice, with
Polanyi supplying the base philosophic theory while Nonaka
concentrating on relating knowledge creation to interactive
processes. Polanyi is cited by most of the authors dealing with
knowledge management. For example, also Davenport and
Prusak, in their book "Working Knowledge — how organizations
manage what they know" refer to Polanyi with "As Michael
Polanyi, the philosopher who first articulated the concept of
tacit versus explicit knowledge, remarks, to understand tacit
experience, try explaining in detail how you swim or ride a
bicycle" (Davenport, Prusak 2000:71). The importance of Polanyi
is underlined also by Hislop, who refers to Polanyi in different
sections of "Knowledge Management in Organizations", e.g.
"(....) Polanyi's work is often used to justify the idea that tacit
and explicit knowledge are two separate and distinctive types of
knowledge, a number of writers suggest that this
misunderstands his analysis.” (Hislop 2009:37). Polanyi's basics
find also utilization directly in an initiative of IBM "IBM’s

knowledge management activities are based on Michael
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Polanyi's definition of two dimensions of knowledge." (Vorbeck
et al. in Knowledge Management in a Global Company — IBM
Global Services; in Mertins et al. 2003:293)

Ikujiro Nonaka is one of the most cited authors in knowledge
management. Neuweg references to Nonaka with "So sehen
Nonaka / Takeuchi einen entscheidenden Wettbewerbsvorteil
japanischer Unternehmen darin, dal diese bei der Schoépfung
neuen organisationalen Wissens der Mobilisierung, Explizierung
und Diffusion implizitem Wissens besondere Bedeutung
beimessen.” (Neuweg 2001:3). Davenport, in his book "Working
Knowledge — how organizations manage what they know", which
concentrates on knowledge markets, refers on several occasions
to Nonaka, e.g. with "According to Nonaka and Takeuchi, one of
the conditions that encourages knowledge creation s
'redundancy’. They describe redundancy as shared information
that allows individuals to 'invade’ one another’'s boundaries and
offer advice and new perspective." (Davenport, Prusak 2000:43)
Hislop refers to Nonaka with a whole chapter in his book
"Knowledge Management in Organizations"”, explaining also the

limitations of Nonaka’'s concept.

"In examining the topic of knowledge creation it is virtually
impossible to ignore Nonaka’s theory of knowledge creation
as it represents the single most influential and widely
referenced theory in the knowledge management domain
(Guldenberg & Helting 2007; Nonaka et al. 2006). For
example, Gourlay (2006) found that Nonaka & Takeuchi’'s
1995 book, 'The Knowledge Creating Company’, had been
cited 1093 times between 1994 and 2004." (Hislop
2009:118)

Hislop refers also to the Ilimitations of Nonaka's knowledge

creating theory, stating
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"While Nonaka’'s theory is widely cited, and highly
influential, it has also been the subject of a number of
criticisms. Three considered here are that the empirical
evidence supporting the theory is unconvincing, secondly
that the model has conceptual problems, and thirdly that its
universal applicability is limited as it is only relevant to
companies utilizing Japanese business practices." (Hislop
2009:120,122)

4.1.2 Other important knowledge management
literature sources

Thomas H. Davenport & Laurence Prusak are chosen as
literature source because they investigate in their book "Working
Knowledge — how organizations manage what they know" deeply
what a knowledge market is and how such a market works. He is

referenced in several of the other literature sources.

Georg Hans Neuweg was selected with his book "Kénnerschaft
und implizites Wissen — zur lehr-lerntheoretischen Bedeutung
der Erkenntnis- und Wissenstheorie Michael Polanyis" because
it investigates deeply the process learning, especially also the
role of the learner. Beside referring to Polanyi, who's theories
are the base for the book, Neuweg references also to other

authors utilized for this Thesis, e.g. Nonaka and Davenport.

Donald Hislop contributes with "Knowledge Management in
Organizations". It was selected because it provides a good
overview on knowledge management, and also provides critical
viewpoint on e.g. Nonaka and the objectivist domain of

knowledge management.

Other authors and literature sources have been used to
complement the viewpoints outlined above, or have been
investigated but not used because leading too far away from the
core of the thesis. The full overview on literature sources is

given in chapter 9.

Master Thesis - Alfred Waldhausl 16



4.2 Objectivist versus practice-based perspective
on knowledge

In the literature, most of the authors belong to either one of
these two perspectives, objectivist or practice-based. The
procedures developed in this thesis take advantage of both
perspectives. The difference between the two perspectives can

be described as:

"As outlined, the objectivist perspective, drawing on the
classical images of science, conceptualizes knowledge as
being primarily derived from cognitive processes, something
involving the brain but not the body. The practice-based
perspective instead views knowing and the development of
knowledge as occurring on an ongoing basis through the

routine activities that people undertake."(Hislop 2009:35)

The different viewpoints are displayed more detailed in Table 2
Knowledge Management - Objectivist Perspective (Hislop
2009:27) and Table 3 Knowledge Management — Practice-based
Perspective (Hislop 2009:34).

Knowledge management: objectivist perspective
Convert tacit to explicit knowledge (codification)

Collect knowledge in central repository
Structure/systematize knowledge (into discrete categories)
Technology plays a key role

Table 2 Knowledge Management — Objectivist Perspective (Hislop
2009:27)

Characteristic of knowledge from practice-based
epistemology

Knowledge is embedded in practice

Tacit and explicit knowledge are inseparable
Knowledge is embodied in people
Knowledge is socially constructed
Knowledge is culturally embedded
Knowledge is contestable

Table 3 Knowledge Management — Practice-based Perspective (Hislop
2009:34)

Master Thesis - Alfred Waldhausl 17



5 STATE OF THE ART

Figure 5 indicates which main aspects have been investigated
based on the state of the art and how their relevance is located
within the topic of knowledge management.
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Figure 5 Overview of aspects discussed in chapter state of the art

5.1 Data and information versus knowledge

The differences and dependencies between data, information
and knowledge can be described as "Data is a set of discrete,
objective facts about events. In an organizational context, data
is most usefully described as structured records of
transactions.”" (Davenport, Prusak 2000:2) and "Data becomes
information when its creator adds meaning." (Davenport, Prusak

2000:4). Based on this definition, data can be understood as the
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smallest element. It has, referenced as a stand alone entity, no
meaning. "The word 'inform’ originally meant 'to give shape to’
and information is meant to shape the person who gets it, to
make some difference in his outlook or insight." (Davenport,
Prusak 2000:3). Subsequently, information is the next higher
level, where data is merged with meaning for a person. In this

stage, an impact on the person is already given.

"Knowledge is a fluid mix of framed experiences, values,
contextual information, and expert insight that provides a
framework for evaluating and incorporating new experiences
and information. It originates and is applied in the minds of
knowers. In organizations, it often becomes embedded not
only in documents or repositories but also in organizational
routines, processes, practices, and norms." (Davenport,
Prusak 2000:5)

"Thus information is a flow of messages, while knowledge is
created by that very flow of information, anchored in the
beliefs and commitment of its holder." (Nonaka, Takeuchi
1995:58)

As a third level, the knowledge level, the information is set into
context of all previous experience of a person or an
organization. lkujiro Nonaka goes a step further and assigns
characteristics to knowledge. The first characteristic refers to

knowledge as being subjective.

"What we should understand first is that human beings have
different subjective viewpoints, and these differences are
necessary for the creation of knowledge. Physical resources
and information do not, and cannot, differ depending on their
user." (Nonaka et al. 2008:8)

As a second characteristic Nonaka states that knowledge is
process related. "It is a process in which the individual's

Master Thesis - Alfred Waldhausl 19



subjective thoughts are justified through social interaction with
others and the environment to become objective ’truth'."”
(Nonaka et al. 2008:12). Finally he states that knowledge
created through practice. "Because knowledge is subjective,
process-relational, and aesthetic, it can only be created in the
actual practice of dealing with each particular situation."”
(Nonaka et al. 2008:13). Based on that, it can be concluded that
knowledge is embedded mainly in humans and strongly
influenced respectively created by social interaction in practice.
This gives already a first indication regarding achievable
efficiency improvements in automotive sales teams. The
interactive learning process and the embedment of new
information depending on the maturity of the learner,
respectively knowledge receiver, can be illustrated like that
(Following figures refer to Baumgartner, cited by Neuweg 2001:
340 — 342; the following text cites Neuweg, 340ff, translated by
the author).

Figure 6 The fuzzy view of the novice (Neuweg 2001:340)

"We assume a novice shall be introduced to a domain. This
introduction has the target to interpret elements within a
specific area, and to percept these elements as meaningful
in a context with a new complete "whole". " (Neuweg
2001:340, translated by the author)
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Figure 7 The real in the light of theory (Neuweg 2001:341)

"What the expert percepts, is the function of an
interpretation framework, especially the function of
acquisition in the past. He percepts the details on a
vectorial base, regards to their united denotation, and see
them instantly meaningful configured." (Neuweg 2001:341,

translated by the author)

Figure 8 A transfer situation (Neuweg 2001:342)

"Using theory for the interpretation of experience intensively
and to internalize it this way, means also to expose oneself
to a thinking structure, which is not experienced like this.
The learner may not recognize the new data shown in Figure
8, or he will, in a kind of self-expansion, integrate the new
data into the interpretation framework.”" Neuweg 2001:342,
translated by the author)
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Figure 9 Theory motivated assimilation (Neuweg 2001:342)

"The new data confirm and support themselves vice versa.
This speaks for the coherence of the interpretation
framework, but not necessarily for the compliance to the
truth." (Neuweg 2001:342, translated by the author)

Figure 10 Breaking out (Neuweg 2001:343)

"The available data could be, in an alternative interpretation
framework based on other concepts, interpreted completely
also like (note of the author: see Figure 11)" (Neuweg
2001:343, translated by the author)
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Figure 11 Reframing (Neuweg 2001:343)

"(...) His interpretations are, first and foremost, a function
of his learning experience, a function of what is stored in
his background awareness (...)" (Neuweg 2001:343,
translated by the author)

5.2 Types of knowledge

It is already obvious that knowledge is too complex in order to
define it short. Also, knowledge can not be transferred as easy
as data or information, since different types of knowledge need
different transfer modes. The essential differentiation between
tacit knowledge and explicit knowledge is described in following
table.

Theory of Organizational Knowledge Creation — Two

Types of Knowledge

Tacit Knowledge Explicit Knowledge
(Subjective) (Objective)
Knowledge of experience Knowledge of rationality
(body) (mind)
Simultaneous knowledge Sequential knowledge
(here and now) (there and then)
Analog knowledge Digital knowledge
(practice ) (theory)

Table 4 Theory of Organizational Knowledge Creation (Nonaka,
Takeuchi 1995:61)

The relation between these two types of knowledge is described
with "In our view, however, tacit knowledge and explicit

knowledge are not totally separate but mutually complementary
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entities." (Nonaka, Takeuchi 1995:61). Although the above
shown table gives already some indication from where these two
different types of knowledge come, it is still necessary to dive
deeper into the concepts of knowledge creation, in order to work

out the relation to sales team efficiency.

5.3 Knowledge creation within two basic
dimensions

Before discussing how knowledge is enhanced in teams, how it
is transferred and why this contributes to efficiency increase, it

is important to understand how knowledge is created.

Epistemological
dimension
1
Explicit
knowledge
[
\
Tacit
knowledge
— Ontological
Individual Group Organization Inter-arganization dimension
e Knowledge level e

Figure 12 Two dimensions of knowledge creation (Nonaka, Takeuchi
1995:57)

The epistemological dimension is distinguishing between tacit
and explicit knowledge, as described in chapter 5.2, Table 4.The
ontological dimension describes on which level the knowledge is

located, from individual to inter organizational.
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"In a strict sense, knowledge is created only by individuals.
An organization cannot create knowledge without individuals.
The organization supports creative individuals or provides
contexts for them to create knowledge. Organizational
knowledge creation, therefore, should be understood as a
process that "organizationally”" amplifies the knowledge
created by individuals and crystallizes it as a part of the
knowledge network of the organization." (Nonaka, Takeuchi
1995:59)

Since knowledge creation, especially on organizational level, is
described as being strongly tied to the process of knowledge
sharing, organizational knowledge creation will be discussed

later in this thesis.

5.4 Knowledge codification, conversion and
transfer

Two basic types of knowledge, as described in chapter 5.2 ,

Table 4, result in four modes of knowledge conversion:

Tacitknowledge  To  Explicit knowledge
Tacit o
knowledge Socialization Externalization
From
Explicit et o
knowledge Internalization Combination

Figure 13 Four modes of knowledge conversion (Nonaka, Takeuchi
1995:62)

Due to the importance of knowledge sharing, the individual

modes shall be investigated more closure here. Following inputs
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describe socialization, which is the transfer from tacit

knowledge to tacit knowledge:

"An individual can acquire knowledge directly from others
without using language. Apprentices work with their master
and learn craftsmanship not through language but trough
observation, imitation, and practice." (Nonaka, Takeuchi
1995:63)

Externalization can be regarded as very important for
organizational knowledge sharing, because it describes the
translation from tacit to explicit knowledge. "Externalization is a
process of articulating tacit knowledge into explicit concepts. It
is a quintessential knowledge-creating process in that tacit
knowledge becomes explicit, taking the shape of metaphors,
analogies, concepts, hypothesis, or models." (Nonaka, Takeuchi
1995:63) Combination, from explicit to explicit, follows this
theory: "Reconfiguration of existing information through sorting,
adding, combining and categorizing of explicit knowledge (as
conducted in computer databases) can lead to new knowledge."
(Nonaka, Takeuchi 1995:63). And, finally, internalization is
described with "Internalization is a process of embodying
explicit knowledge into tacit knowledge. It is closely related to
"learning by doing"." (Nonaka, Takeuchi 1995:69). Neuweg,
discussing the context more from the perspective of teaching,
stresses "Die Lernenden missen offenbar eine Aufgabe
vollziehen, die der Lehrende selbst bei intensivstem Bemiuhen,
das eigene Koénnen, sprachlich "kleinzuarbeiten", nicht
stellvertretend leisten kann." (Neuweg 2001:9). Translated, this
means that the learner has to perform a task [note by the
author: during knowledge transfer] which can not, even with
intensive endeavor to transfer the own knowledge verbally,
performed by the teacher. This can be illustrated by following

figure:
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Explicit Knowledge non — explicit
i . knowledge share
Explizites Wissen Communication which has to be

, constructed actively
Kommunikation

&__/-\ by the receiver
- e : nichtexplizierter
Implizite Dimension Wissensanteil,
Implicit der vom Empfanger
Dimension aktiv konstruiert

werden muf
Sender Empfanger
Receiver

durch “"Verstehen® zu Gberwindende Kommunikationsbarnere
Communication barrier to be overcome with unterstanding

Figure 14 Communication and implicit knowledge (Neuweg 2001:10)

This shows impressive that receiving knowledge requires a very
active behavior and that a high level of general understanding
enables a high portion of implicit (tacit) knowledge to be

transferred.

5.5 Markets for sharing knowledge

This chapter is included to investigate where knowledge is
shared, and which elements are important for a knowledge
sharing market. An important part is organizational knowledge

as described by Davenport and Prusak:

“In  contrast to individual knowledge, organizational
knowledge is highly dynamic: it is moved by a variety of
forces. If we want knowledge to move and be utilized more
effectively, we need to better understand the forces that drive
it." (Davenport, Prusak 2000:25) "One challenges of
knowledge management is to ensure that knowledge sharing
is rewarded more than knowledge hoarding" (Davenport,
Prusak 2000:29)
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The question is, how could a reward system Ilook Ilike,
respectively whether we could assume that only very seldom the
company itself is consistently caring for a kind of reward

system. An answer could be:

"Within organizations, the medium of exchange is seldom
money, but there are agreed-upon currencies (or "entities", in
the language of exchange theory) that drive the knowledge
market. As we have said, seller and buyers exchange
knowledge because they believe they gain from the
transaction.” (Davenport, Prusak 2000:29)

From that we can learn, that basically knowledge is "sold" on a
market which works like any other market — there are buyers,
sellers, and a currency. Therefore, we can assume that like
other specialized market, also the knowledge market may
underlie specific market rules. But whatever market rules may

apply, one thing which makes a market vital is trust.

"For the knowledge market to operate in an organization,
trust must be established in the following three ways: 1. Trust
must be visible. The members of the organization must see
people get credit for knowledge sharing. [...] a declaration of
the importance of trust in the corporate mission statement is
not sufficient. 2. Trust must be ubiquitous. If part of the
internal knowledge market is untrustworthy, the market
becomes asymmetric and less efficient.3. Trustworthiness
must start at the top. Trust tends to flow downward through
organizations. Upper management's example can often define
the norms and values of a firm. [...] Their values become
known to the firm through signals, signs, and symbols."
(Davenport, Prusak 2000:35)

An remaining important question is, where knowledge is located

and how someone can get access.
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“Title and position is the most common formal signal
indicating who has or should have valuable knowledge [...]
education is a formal market signal that may or may not be
helpful [...] informal networks of practice that develop in
organizations [..] "communities of practice""(Davenport,
Prusak 2000:36-38)

So it is a rather diffuse market, which also bears some weak

points causing inefficiencies:

"Our studies show that three factors in particular often cause
knowledge markets to operate inefficiently in organizations:
the incompleteness of information about the knowledge
market; the asymmetry of knowledge; and the localness of
knowledge"(Davenport, Prusak 2000:40)

And, in addition, also some "knowledge market pathologies”

have to be taken into account:

"If only one person or group holds knowledge that others
need, a knowledge monopoly exists. The effect is similar to
that of monopolies in the market for goods and services: the
knowledge will come at a high price [...] A knowledge
monopoly is one form of artificial scarcity. In general, a
corporate culture in which knowledge hoarding is the norm
creates scarcity. Knowledge becomes very expensive not
because it doesn’'t exist but because it is hard to get.
Departments and groups may lack the knowledge they need to
work efficiently because the hoarding culture keeps it
scarce.[...] A variation of knowledge hoarding and the not-
invented-here barrier is what we might call a class barrier: an
unwillingness to give knowledge to or accept it from people in
the organization who have relatively low status" (Davenport,
Prusak 2000:43,44)
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5.6 Knowledge sharing and transfer in
organizations

After investigating the differences between data, information
and knowledge, as well as introducing two different but related
types of knowledge and showing how conversion of knowledge
works in principle, the ground is given to move to the topic how
organizations share and transfer knowledge. Previously was
already stated that knowledge creation and knowledge sharing
can not be separated strictly, since sharing knowledge leads
also to new knowledge because the shared knowledge is
enriched by placing it into a new and different subjective
perspective. Therefore, the concept of knowledge conversion is
the base for evaluating how organizations share and enhance

knowledge.

Dialogue
Socialization Externalization
Ficld Linking
e Explicit
Building Knowledge
Internalization Combination

Learning by Doing
Figure 15 Knowledge Spiral (Nonaka, Takeuchi 1995:71)
The initially introduced knowledge conversion modes, which are
socialization, externalization, combination and internalization

are transferred to a concept where these for modes are

interconnected into a permanent process.
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"Tacit knowledge of individuals is the basis for organizational
knowledge creation. The organization has to mobilize tacit
knowledge created and accumulated at the individual level.
The mobilized tacit knowledge is "organizationally" amplified
through four modes of knowledge conversion and crystallized

at higher ontological levels." (Nonaka, Takeuchi 1995:72)

Further, it is useful to be aware that through the different modes

of conversion different categories of knowledge are produced.

Tacit knowledge To Explicit knowledge

{Socialization) {Externalization)
Tacit Sympathized Conceptual
kﬂﬂWIEdgE l{nowledge KﬂDw‘edge

From
(Internalization) {Combination}

Explicit Operational Systemic
knowledge Knowledge Knowledge

Figure 16 Contents of knowledge created by the four modes
(Nonaka, Takeuchi 1995:72)

Finally, all parts of the concept -
e Tacit and explicit knowledge
e Epistemological and ontological dimension
e Four modes of knowledge conversion

e The knowledge spiral representing a permanent process

- are merged together:
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Epistemological
dimension Externalization
Y 1
Explicit H ot
knowledge !
Combination 4
i o
Y : 3
. ' e,
Tacit ¥ \ e,
knowledge Socialization ‘.‘
1
Internalization
__ Ontological
S F . dimension
Individual Group Organization Inter-organization
-_,— Knowledge level R T e

Figure 17 Spiral of organizational knowledge creation (Nonaka,
Takeuchi 1995:73)

Another visualization, which sticks to the initial format of

knowledge conversion but integrates also groups (teams) and
the next level of the organization is the following:

Sharing and creating > Toal o Articulating tacit
tacit knowledge knowledge through
through direct == ~] dialogue and
experience 7| Socialization Externalization refiection
B i 4, Articulating tacit
1. h | =
::ﬁ-,mngt e reality = Environment S5 4 . knowiedge using
: @ / / X  symbolic language
2. Sensing and T Group i1
empathizing with o / / 3. 5.Translating tacit
others and the / knowledge into a
environment concept or prototype
3. Transferring of
lacit knowledge =1 /’( Systemizing and
PR e, applyin li
Learning and = '§ Internalization Combination kﬁg‘:’!leg gixg r::dt
acquiring new taci = | inf t
knowledge in o) E G m L Ll
practice AN G E 6. Gathering and
Y | G 9@ G 2  integrating explicit
9. Embodying explicit £ e knowledge
knowledge through 7. Breaking down the
action and reflection concept and finding
i : relationships among
10. Using simulation and concepts
experiments Explicit Explicit 8. Editing and
systemizing explicit
| = Individual, G = Group, O = Organization, E = Environment knowledge

Figure 18 The knowledge-creating process: SECI model (Nonaka et al

2008:19)
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Figure 18 The knowledge-creating process: SECI model (Nonaka
et al 2008:19) shows all interdependencies in one comparable
simple visualization. Important is, that depending on the mode
of knowledge conversion, the interaction between individuals,

group, organization and environment is differently.

"In the SECI spiral, the tacit knowledge possessed by
individuals is externalized and thereby transformed into
explicit knowledge so it can be shared with others and
enriched [note from the author: enhanced in regard to the
title of this thesis] by their individual viewpoints to become
new knowledge.”" (Nonaka et al 2008:19)

5.7 Knowledge fostering environments

One very important question, remaining up to now, is how
knowledge sharing and enhancement is embedded into all
surrounding aspects, which are not only the immediate operative
environment, but also the strategic direction a firm wants to go —
and how the elements interact with each other. At this point, we

are assuming already a knowledge based firm.

xpl
Know!

ledge assetf"_‘_/

Figure 19 A process model of the knowledge based firm
(Nonaka et al 2008:27)
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"The model consists of seven basic components: the SECI
process of dialogue and practice: the knowledge vision and
driving objectives, which gives direction and energy to the
SECI process; ba, a space-time nexus for the SECI process
to occur; knowledge assets, which are the inputs and outputs
of the SECI process; and the environment, as an ecosystem
of knowledge and multilayered ba." (Nonaka et al 2008:27).
"A knowledge vision is an ideal picture of how we want to be,
and that ideal is not something that is easily
achieved"(Nonaka et al 2008:28)

It is interesting to find the vision here interconnected with
knowledge. Despite it is called knowledge vision, it is already
obvious that it goes for a general vision about the firm in future.

Another statement contributes with:

"As stated earlier, knowledge is created from one’'s belief,
and for a belief to become knowledge it has to be justified
with truth. (...) A firms new opportunities, new markets, new
technologies, or new business models are based on its vision
of the future, and it is the values, ideals, and aesthetic sense
of the organizational members that determine this vision."
(Nonaka et al 2008:12, 13)

Based on that, visions created based on a strong knowledge
perspective tend to have a very good chance to become true.
Important is, that these visions take tacit knowledge into

account, as stated by Mitchell based on Polanyi's theories:

"Common sense tells us that beauty and truth and justice
exist, however imperfect their temporal manifestations. In
other words, we must expand our conception of reality beyond
the strictures of materialism in order to fully account for
human experience." (Mitchell 2006:133, citing Polanyi:1958

non-verbatim)
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As a central motor, the 'driving objectives’ are visible.

"A firm has to have a mechanism for realizing its knowledge
vision. The mechanism is a concrete concept, goal, or action
standard that connects the vision to the knowledge-creation
process of dialogue and practice. (...) the driving objective is
the engine that drives the entire organization" (Nonaka et al
2008:29)

Another new element is 'ba’, which is described as follows:

Cotranscendence

Comprising self Losing self

;" | Shared context
Open<I>CIose L-//‘—-l _ in motlon . .%Close @ Open

Individual contexts are shared in Ba, and the shared context
and individual context expand them selves through such interaction

Figure 20 Ba as a shared context in motion (Nonaka et al 2008:35)

It is described as:

"We define ba as a shared context in motion, in which
knowledge is shared, created, and utilized. Ba is the

foundation for knowledge-creating activity." (Nonaka et al

2008:34). Another, more extensive wording is:

"We define ba as a shared context in motion because ba are

constantly moving and changing. Participants bring their own
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contexts to a ba and interact with others and the
environment, changing their own contexts, the context of the
ba, and the environment. (...) Ba as a shared context means
that subjective views are understood and shared in their
relationship with others.” (Nonaka et al 2008:35)

Also, some specific requirements have to be fulfilled regarding

ba in order to make knowledge enhancement possible:

"First, a ba must be self-organized and possess its own
intention, objective, direction, and mission.(...) Second, ba
participants must establish a shared sense of purpose.(...)
When contexts are shared in motion within a ba, participants
do not observe from a self -centered standpoint but
reposition themselfes in terms of their relationship with
others. Third, a ba requires participants with different types
of knowledge. (...) New knowledge is created in the synthesis
of subjective viewpoints, and is enriched by the diversity of
contexts and perspectives. (...) Fourth, while a ba needs
boundaries, these must be open. The possibilities for
expanding contexts are limitless, so meaningful context-
sharing requires boundaries.(...) Fifth, a ba requires the
commitment of participants. (Nonaka et al 2008:37, 38)

5.8 Knowledge based management of teams

The question how to translate knowledge into a management
method or style is evident — especially in regard of motivation

and efficiency increase.

"For endogenous motivation to function in an organization,
the following conditions must be satisfied: creativity must be
demanded; the work must be complex but broad in scope and
require extensive knowledge; and tacit knowledge must be

shared and created. (...) Feelings of satisfaction and a sense
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of comradeship or belonging are important in the creation of
tacit knowledge." (Nonaka et al 2008:38, 39)

So it can be clearly recognized, that there are factors needed
which are not simply there anyway, which leads to the term of

leadership.

“The driver of this entire dynamic process is leadership.
Leadership plays a variety of roles in the knowledge-creating
process, such as: providing knowledge vision and a driving
objective; developing and promoting the sharing of knowledge
assets; creating, energizing, and connecting ba; and enabling
and promoting the continuous spiral of knowledge creation
through dialogue and practice. At the base of such leadership
is phronesis, that is practical wisdom to make the necessary

decisions and take the appropriate action with the right

timing to achieve a common good.” (Nonaka et al 2008:53)

Phronesis as a leadership concept requires a set of abilities:

"What exactly is phronesis, then, in the context of a
knowledge creating company? We argue that it consists of the
following six abilities: (i) the ability to make a judgment about
'goodness’; (ii) the ability to share contexts with others to
create the shared space of knowledge we call ba; (iii) the
ability to grasp the essence of particular situations/things;
(iv) the ability to reconstruct particulars into universals and
vice versa using language/concepts/narrative; (v) the ability
to use well any necessary political means to realize concepts
for the common good; and (vi) the ability to foster phronesis
in others to build a resilient organization." (Nonaka et al
2008:55)
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6 DEVELOPMENT OF A PROCEDURE FOR
KNOWLEDGE ENHANCEMENT

Social Live
Lean Processes

Outside the Firm
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6.1 Setup of the automotive 2"¢ tier sales
application

The automotive industry is characterized by a very high level of
competition between OEM’s as well as suppliers. The trend of
outsourcing created a supplier structure over several levels,

whereas the setup of the primary supply chain is as follows:

Performance Drivers Performance Drivers
« Share of market distiction * Development competence
*Brand impression * Customer process support
* Added value for customer retentation * SCM reliability
* Price « Continuous raise of potential
* Service savings
* Reliability * Process reliability
* Price
 Quality ComPonent
Supplier (2nd
tier)
* Price Part Supplier (3rd
* Quality .
tier)
:g:;‘;ty Raw material and standardized
parts suppliers (n tier)

Figure 22 Supplier Pyramid (Sihn, 2009:47)
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The component suppliers, respectively 2" tier suppliers, supply
typically the greater part of their product portfolio to a 1°' tier,
respectively system supplier, but a smaller part of their portfolio
also directly to the OEM. As shown in Figure 22 Supplier
Pyramid (Sihn, 2009:47), price is the leading issue over all
supply levels, which requires a high grade of efficiency in order
to stay competitive. Independently from the necessity that a firm
has to be competitive in all areas of operation, this efficiency,
which is increasing competitiveness is especially important in
the area of acquisition and sales, where sales teams have the
task to secure order intakes for the company. The procedures in
this thesis are developed for a automotive sales team operating
from a 2"¢ tier position, but can be applied also in other sales
teams, e.g. with adaption, and probably also in other industrial
branches. Typically, such sales teams perform different roles
within the firm, which consist of elements like strategy, sales
management, sales back office as well as planning and
reporting. The team interfaces with customers, with company
inside departments and with headquarters. The idea is that
these people initially mainly transfer information to all these
interfaces, and that applying the theory of knowledge
management enables them to perform these transfers faster and

in better quality, and therefore with higher efficiency.

6.2 Barriers for knowledge based sales team
management

Before going into detail of the practical application, some
'practical’ barriers need to be identified. Some of these barriers
have already been investigated in chapter 4., e.g. in 4.5.
describing the 'knowledge market pathologies’. At this point, it is
deeper investigated how centralism, process adherence, tacit
knowledge and the organizational structure interact and built

barriers for knowledge enhancement.
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6.2.1 Tacit knowledge in practice meets barriers

Tacit knowledge meets barriers in practical working life because
every decision needs to be based on a "proof", typically called
analysis or business plan. This "proof" consumes a lot of
capacity and should document that each and every detail has
been taken into account. Then, the "proof" is gradually pushed
upward through the organizational structure, with every step
converging more to a perceived "truth". Typically, a lot of
promising ideas do not reach maturity or receive a decision,
because it is not possible for whatever reason to construct this
proof. Already Polanyi criticized this with "[Note from the author:
Intuition] is a skill, rooted in our natural sensibility to hidden
patterns and developed to effectiveness by a process of
learning" (Polanyi, 1969:118; cited by Mitchell 2006:40). This
recognition of hidden patterns are the base for deciding for a
specific idea, but finally this decision base can not be easily
translated into a convincing written analysis or business plan.
"[Note from the author: All knowledge] is either tacit or rooted in
tacit knowledge"(Polanyi, 1969:195; cited by Mitchell 2006:71).
Polanyi criticizes the significance of objectivism also  with

following statement:

"Objectivism has totally falsified our conception of truth, by
exalting what we can know and prove, while covering up with
ambiguous utterances all we know and cannot prove, even
though the latter knowledge underlies, and must ultimately
set its seal to, all that we can prove."(Polanyi, 1958:286;
cited by Mitchell 2006:37) and "We know more than we can
tell" (Polanyi, 1966:4; cited by Mitchell 2006:70)

In practice, it is extremely difficult to stand for a decision which

can not be documented by a base of analysis — at least, it

requires a significant level of seniority.
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6.2.2 Centralism and process adherence versus
knowledge responsibility

Another conflicting field versus tacit knowledge is centralism

and, implied by centralism, process adherence.

"The final impediment to a centralized economy is the fact of
human finitude. A centralized system (or what overconfident
advocates might call 'scientific planning’) is predicated on the
belief that the central authority is capable of gathering and
assimilating all available information about every aspect of
the economic system and then making decisions based upon
that information. Yet there is an obvious problem with this
belief: 'the central authority’, however properly constituted it
may be as a government, is in fact ignorant of the desires of
its constituents as far as their day-to-day wants are
concerned."” (Polanyi, 1966:148; cited by Mitchell 2006:22)

Translated to the functional principle of a firm, this statement
relates to the approach that centrally defined processes may
cover all contingencies, which leads to more and more detailed
process descriptions and a strong focus on process adherence
for all activities. Finally, process adherence is superior to the
initially indented work result. An approach to solve this issue is

contained in following statement:

"To address economic questions adequately in Polanyi’'s view,
one must employ a polycentric approach rather than a
centralized one. A polycentric system is one that operates
according to the mutually adjusting actions of independent
participants.” (Mitchell 2006:22)

The polycentric approach, again translated into working live
inside a company, would allow to permanently adapt all
activities according the actual situation, e.g. tailoring the

processes to the need of the actual task. But, important,
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centralized processes lead also to a fading picture of
responsibilities, because if process adherence is regarded more
than the operative work result, employees are freed from their
natural responsibility to act according the needs of the situation.
They apply a centralized process instead of knowledge. But,
since typically knowledge is available, this could lead to
frustration, because, as stated by Mitchell on the base of
Polanyi "With freedom to know comes the responsibility to act in
accordance with that knowledge" (Mitchell 2006:101).
Respectively as stated by Polanyi himself "The freedom of the
subjective person to do as he pleases is overruled by the
freedom of the responsible person to do as he must." Polanyi
1958:309; cited by Mitchell 2006:102). This can be interpreted
as kind of subduing the natural desire to act based on
knowledge, which causes the mentioned frustration. By
intention, both issues, barriers for applying tacit knowledge as
well as centralism have been dealt with very critically at this
point, in order to set focus for the positive muted practical
implementation of knowledge management. Of course, processes
are important, and if knowledge management as a meta process
framing the operative process world is implemented carefully,
not creating a competition, the maximum of leverage can be

achieved.

6.3 Procedural steps targeting on specific areas
within a firm

In this chapter, procedures are proposed, which shall in a first
step foster the application of knowledge. In a second step, a
reference to the related efficiency increase is made. The
presented procedures refer to the scenario outlined in chapter
6.1. In some areas, overlaps can not be fully avoided,
nevertheless the structure targeting the different levels or

elements within the environment of the team gives an overview
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which should enable gradually implementation for existing

teams.

6.3.1 Individual humans within the team

Individual humans are referenced as the smallest possible
element in discussion. At the same time, humans, in the context
of this thesis, are the most important element. As discussed in
chapter 5.1, already the creator can add meaning to data, which
results in information. This is important, because it makes clear
that discussing humans equals discussing about sender of
information as well as receiver of information. As a sender, the
human adds meaning, as a receiver the human is "informed",
which means shaped. This being informed respectively "shaped"
is, as also referenced in 5.1, depending on the beliefs and
commitment of the receiver, who, with this beliefs and
commitments, applies his knowledge. This application of the
individual knowledge of the receiver leads already to the
creation of new knowledge. Since this application of subjective
knowledge requires also interaction with other humans, or
provokes interaction in order to validate the own interpretation,
gradually the final classification is regarded as objective.
Trough this process, knowledge is related to practice within
particular situations. But the process itself can have different
manifestations, depending on the type of knowledge which is
exchanged, according Table 4 Theory of Organizational
Knowledge Creation (Nonaka, Takeuchi 1995:61). As stated
established in 5.3, knowledge is created only by individuals,
strongly related to the transfer process itself, which happens
according Figure 13 Four modes of knowledge conversion
(Nonaka, Takeuchi 1995:62) in four different modes, whose are
socialization, externalization, combination and internalization.
And, the individual human, in order to be able to take part in the
transfer process, has to make use of knowledge markets,
according chapter 5.5. For the individual human, the motivation

taking part in this knowledge markets is some kind of personal
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benefit. Further details about knowledge markets will be dealt

with in chapter 6.3.3 and 6.3.8 mainly.

Epistemological
dimension
Explicit
knowledge
[
Y
Tacit
knowledge
Ontological
Individual Group Organization Inter-organization dimension
- Knowledge level e i

Figure 23 The individual within the two dimensions of knowledge
(based on Nonaka, Takeuchi 1995:57)

Based on that, following specific procedures can be applied to

individuals within a team:

Selective Measure

Theoretical Background

Allow close co-operation
between single team members
in master / apprentice
structures

and challenge this cooperation
as a manager.

Sharing and creating HECR

tacit knowledge

through direct

exparience J./."'J Socialization

1. Perceiving the reality _ Enviranment
asitis !r_"—'u

2. Sensing and
empathizing with

@vﬁd{;&f
others and the
enviranment fﬂ
3. Transferring of i 6

tacit knowledge

L &
The excerpt of Figure 18 The
knowledge-creating process: SECI
model (Nonaka et al 2008:19)
defines with socialization the
sharing and creating of tacit
knowledge trough direct
experience. According Nonaka in
chapter5.35.4, an individual can
acquire knowledge directly from

others without using language.
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Selective Measure

Theoretical Background

Motivate team members to
share knowledge by increasing
their status and expertise

level depending on their ability
to share (e,g, by integrating this
feature into a expert career plan

As discussed in 5.5, knowledge
sharing needs to be rewarded more

than knowledge hoarding. Both
sides have to gain from the
transaction. Trust must be an
integrated value within the

organization.

Develop specific knowledge
areas with different people

to give everyone the chance to

be identified as a knower in a
specific discipline - this
motivates and sharpens the

senses for knowledge creation

5.5 refers also to the topic how the
location of knowledge is
determined — which is for example
title or position of individuals or
informal networks and communities
of practice.

Subdivide the team
organization into roles and
formulate the roles verbally.

Make one team member
accountable for the role see
Figure 24 Role Description
Department Sales&Portfolio,

Continental Automotive Austria

As outlined by Davenport in 5.5,
organizational knowledge is highly
dynamic and moved by a variety of

forces. By making one team
member accountable for the
knowledge management regarding

the role content, this dynamic can
be channeled. Regarding the
knowledge vision, Nonaka is cited
in 5.7 with a knowledge vision as
an ideal picture how we want to be.

Table 5 Procedures targeting individual humans

Strategy & Business Cases

balance. This role is responsible for
keeping the overall picture within sight.

Sales Office & Reporting

Sales Office & Reporting manages the
frame structure for all selling activities.
This role is responsible for supplying a

stable and reliable backbone.

Strategy & Business Cases provides the
longterm course and shortterm capacity

Sales Management

Sales Management identifies
opportunities, quotes, negotiates and
wins contracts. This role is responsible
for translating market potentials into
order intakes.

Planning & Services

Planning & Services integrates the
segment into the BU through consistent
planning and tracking. This role is
responsible for seamless data flow and
integration.

Figure 24 Role Description Department Sales&Portfolio, Continental

Automotive Austria
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6.3.2 The manager of the team

The manager of the team plays in important role in the process
of knowledge management and especially knowledge transfer.

According Nonaka:

"Middle managers play a key role in the knowledge creation
process. They synthesize the tacit knowledge of both front-
line employees and senior executives, make it explicit, and
incorporate into new products and technologies." (Nonaka,
Takeuchi 1995:16)

The manager has to be aware that the flow of messages, as
described in 5.1, can be stimulated as well as restricted on one
hand, and directed on the other hand. As another instrument, an
extended knowledge about the subjective viewpoints within the
team can be positively applied. Also in 5.1 is referenced to the
process-relational nature of knowledge, which will be deeper
investigated in chapter 6.3.10. Since the main target of the
manager is to utilize his team as best as possible in order to
reach or even overachieve the company targets, it is necessary
that he is aware about the different types of knowledge, as
stated in Table 4 Theory of Organizational Knowledge Creation
(Nonaka, Takeuchi 1995:61) and the relation between those two
types of knowledge, which are tacit and explicit, in the context
of individuals versus teams or organizations. Figure 12 Two
dimensions of knowledge creation (Nonaka, Takeuchi 1995:57)
This is not only of importance for managing settled team
structures, it has also relevance for the process of integrating
new members into the team. Discussing the role of the manager
leads then very fast to the conclusion the steering the process
of knowledge conversion is central. Acting according Figure 13
Four modes of knowledge conversion (Nonaka, Takeuchi
1995:62) does not mean translating tacit knowledge into explicit
knowledge at any price, which is practiced very often, it means

also work smartly with tacit knowledge. Through this,

Master Thesis - Alfred Waldhausl 46



transaction cost for conversion respectively content loss can be
avoided. For knowledge transfer, socialization, externalization,
combination and internalization shall be balanced depending on
the situation. And, as an additional challenge, the manager
represents for his team a key element within the knowledge
market, since he is responsible for having the market forces in
mind, creating trust regarding the reward for sharing knowledge,
making transparent where knowledge is located and avoiding
market pathologies as described in 5.5. Seeing knowledge
management as an dynamic process, leadership, as outlined in
5.8, is the driver. This driving process needs to incorporate
abilities which are explained as phronesis. In principle,
phronesis describes the ability to master knowledge

management on a very high and intuitive level.

Epistemological
dimension
J

Explicit
knowledge

[

\
Tacit
knowledge

» Ontological
Individual Group Organization Inter-crganization dimension

. [ —

Knowledge level

Figure 25 The manager and knowledge worker (based on Nonaka,
Takeuchi 1995:62)

The manager, as an individual placed within the two dimensions
of knowledge conversion, acts as a knowledge worker for the
team, focusing on the conversion of knowledge from tacit to
explicit (externalization) and from explicit to tacit

(internalization).

Master Thesis - Alfred Waldhausl 47



Selective Measure

Theoretical Background

Direct the information stream
according the role and
integration of team members
into the work process.

With new diffuse information, also
provide local application guidance
in order to avoid too much
subjective interpretation. Never
distribute information you can not
understand respectively interpret
by yourself.

j j 43 ~~ Syslemizing and
Combination | :Egmggg?gﬁ |
| information J
= 0 g
T 6. Gathering and
G 09 G 2 integrating explicit
knowledge
G 7. Breaking down the
concept and finding
relationships among
| concepts
G 8. Editing and
systemizing explicit
rganization, E = Environment knowledge
The excerpt of Figure 18 The
knowledge-creating process: SECI
model (Nonaka et al 2008:19)
shows the importance of

combination. Explicit knowledge
is collected, set into operational
relation and systemized - in this
example by the manager.
Basically, this means mastering
the knowledge market, as
described in 5.5

Make your function as a
knowledge manager public,

so that your team knows that you
are an important element in their
knowledge market.

Chapter 5.5 explains that one of
the most important elements of a
functioning knowledge market is
trust. This trust should be visible
(which is achieved by the
manager exposing himself as a
knowledge worker) and the
trustworthiness needs to start at
the top.

Practice permanent and
intensive communication

members to
areas of

with  your team
develop common
understanding.

Based on chapter 5.1, knowledge
is process related, where
subjective viewpoints are justified
through social interaction. Also,
as chapter 5.8 is outlining,
phronesis as a leadership concept
can be applied and fostered in
other individuals.
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Selective Measure Theoretical Background

The application of all elements of
Train your ability to value from | phronesis (chapter 5.8) as a base

helicopter view concept of leadership, more over
living phronesis authentically, is
and to translate specifics into |the base for a knowledge growing
universal language. firm.

As outlined in chapter 5.7, a
firm's vision of the future is
initially based on the beliefs of
individuals. These beliefs are
gradually justified with truth and
thereby converted to knowledge.
In combination with the
leadership approach stated in
chapter 5.8, where providing a
knowledge vision is one of the
. L . elements, the important role of
which is in line with the corporate the knowledge vision can be

vision. recognized.

The manager needs to develop
and apply a knowledge vision
on team level

Table 6 Procedures targeting the manager of the team

6.3.3 The team as an organization

As an organization, the aspects get more complex compared to
an individual, since knowledge sharing is happening in
"organizations" of individuals. In chapter 5.6 is outlined that
organizations amplify knowledge, which represent a lever for
creation and transfer of knowledge. This process can be
visualized by Figure 15 Knowledge Spiral (Nonaka, Takeuchi
1995:71) and, integrating also the organizational dimension, by
Figure 16 Contents of knowledge created by the four modes
(Nonaka, Takeuchi 1995:72) and, clearly defining the interaction
of individuals, groups, organizations and environments, by
Figure 18 The knowledge-creating process: SECI model (Nonaka
et al 2008:19). This illustrates already that it is a permanent
process utilizing all dimensions, not just a single step of
"knowledge innovation". Since these organizations are acting
within an environment, chapter 5.7 intends to investigate which

practical setup represents such an environment.
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Epistemological
dimension
i
Explicit
knowledge
[
|
Tacit
knowledge
Ontological
Individual Group Organization Inter-organization dimension
- T—— Knowledge level o

Figure 26 The team within the two dimensions of knowledge
(based on Nonaka, Takeuchi 1995:57)

Individuals forming a team create a new entity with a specific

level of explicit and tacit knowledge.

Selective Measure

Theoretical Background

Provide processes supportive
to operational work,

but not hindering the application
of knowledge. Allow educated
process tailoring.

As described in chapter 5.1, in
organizations knowledge is
embedded in routines, processes
and norms. This is one possibility
to externalize, from tacit to
explicit, knowledge.

Tacg Articulating tacit
knowledge through
1 dialogue and
Externalization reflection

4. Articulating tacit
knowledge using
symbolic language

B/
! |

Group ) .
! / 5. Translating tacit

/ knowledge into a
concept or prototype
-T"' P! p typ

Yodxg

The excerpt of Figure 18 The
knowledge-creating process: SECI
model (Nonaka et al 2008:19)
shows the process of
externalization.
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Selective Measure Theoretical Background

Create situations where the Chapter 5.1 explains that
team or at least parts of the knowledge is process-relational
team experience business and can only be created in actual

situations practice of dealing with particular

situations. This is re-confirmed in
together and apply common |5.4 stating that explicit knowledge
practice to these business | is internalized in a "learning by
situations. doing" process.

The base for that is found in
Respect the team being a team | chapter 5.6, where it can be

also without the framing learned that the organization has
function of the manager. to mobilize the tacit knowledge
created and accumulated on
Respect and foster a | individual level - which is a
"knowledge self-confidence" of | process of organizational
the team. Team tacit knowledge | amplification. With this process,
can be introduced into | the knowledge is leveled to a
amplification process. higher organizational level.

According Mitchell, citing Polanyi
non-verbatim in chapter 5.7, there
Let the vision live in the team. |is a common sense which tells us
that truth and justice exist,
however imperfect the current
By including the team into the | manifestation is. This can be
vision creating process, the |applied to define the ideal
team members are more | manifestation (with the team),
motivated to align with this |which is then achievable, because
vision. Also, their experiences |[common sense confirms that it
are valuable inputs. can exist.

Table 7 Procedures targeting the team as an organization

6.3.4 The interface with other teams on peer level

The next level of social interaction is reached at the point where
teams not only interact within themselves and the manager, but
also with other teams on "team" peer level. In this setup, a
situation is established where the knowledge spiral is circling
within each team, which can be regarded as a group in this
context, and the teams on peer level, which sets up an
organization represented by different groups respectively teams.
The manager has a double role in this setup as a group member
and as a knowledge worker peering with knowledge workers from
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the other groups. In this multi dimensional scene, all the other

aspects mentioned in 6.3.1, 6.3.2 and 6.3.3 are relevant at the

same extend. Figure 18 The knowledge-creating process: SECI

al

model 2008:19)

visualization for this setup.

(Nonaka et

is the most representative

Epistemological
dimension
Explicit
knowledge
A
|
Tacit
knowledge
+ Ontol " I
Individual Group Organization Inter-organization dimension
- Knowledge level | e

Figure 27 Teams on peer level with

in the two dimensions of

knowledge (based on Nonaka, Takeuchi 1995:57)

Selective Measure

Theoretical Background

Let the team be a team.

This means, the manager must
not outshine his team, rather
bask himself in the success which
is created by the team and
himself. This creates team self-
confidence and team spirit.

Confident teams externalize their
knowledge more pro-active and
combine knowledge more open to
other knowledge sources.

Tacit Articulating tacit

knowledge through
dialogue and

"{ y
reflection

Externalization

4. Articulating tacit
knowledge using
symbolic language

-
!
Group
! ]

!

yondx3

5. Translating tacit
knowledge into a

/ concept or prototype

E

Systemnizing and
applying explict
knowledge and
information

G
G 0. G
G

6. Gathering and
integrating explicit
knowledge

7. Breaking down the
concept and finding

m
b1

=
%

relationships among
concepts

8. Editing and
systemizing explicit
knowledge

Explicit

The excerpt of Figure 18 The
knowledge-creating process: SECI
model (Nonaka et al 2008:19) is
the base for interpreting the main

strategies of knowledge
conversion. For two teams,
interacting on peer level,
externalization and combination

are the most important.
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Selective Measure Theoretical Background

As stated in chapter 5.4 based on

Nonaka, externalization is a
process to translate tacit
knowledge into explicit

knowledge. Recognizing the other
team as supplier or customer
leads to a completely different
accountability. If the other team
is a supplier, the accountability is
to "externalize" as good as
possible the requirements, if the
other team is customer, the
accountability is to sell the own
product or service (which is very
much related to knowledge) as
best as possible.

Be aware: The other team is a
supplier or customer.

Teams need to understand
supplier — customer relationships
also inside the own organization.
Establish in general and
specifically regarding knowledge
sharing a sustainable feedback
culture.

Teams must be established,
respectively positioned, on the
knowledge market. According chapter 5.5, knowledge
markets need first of all trust in
This increases the popularity of |order to work properly. More
the team, and more popularity |accountability typically implicates
leads to more accountability more trustworthiness.

Table 8 Procedures targeting the interface with other teams

6.3.5 The interface with the customer

Since a automotive sales team, acting for a 2"% tier supplier in
the automotive industry, is in this thesis the environment for
application of knowledge management, the interface to the
customer needs to be analyzed deeply. Regarding interfacing
with the customer, we increase the complexity of interaction by
an external factor, which is the customer itself. The challenge
is, that the customer is neither on peer level, nor
organizationally superior — but nevertheless also an
organization where individuals are acting in daily business,
applying all their subjective viewpoints in combination with their
knowledge base as an organization. Another aspect is, that in
front of the fierce competition, sharing knowledge has it limits in
regard to sharing intellectual property. So the complexity is
located at the tradeoff between transferring enough knowledge

to the customer as long as it helps to sell projects and products,
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like conditioning the customer mind positively by letting him
know that there is valuable knowledge comprised in the products
and services which may be potentially delivered, and, at the
other tradeoff limit, it must be avoided to transfer too much
knowledge content, which may flow then to competitors also or
enable the customer to perform the necessary content by
himself. As discussed in 5.1, the framework for evaluation of
new information and experiences is characterized by a mix of
previous, already internalized experiences, values, other
information and expert know how. An offer, which is issued by
the sales team to a customer, should contain such new
information for the customer, otherwise it is anyway not of value
for him. This new information, which is contained in the offer, is
meant to "inform" in the sense of "giving shape to" the customer
— or in more practical terms, make a difference in his insight as
described in chapter 5.1. The same is valid for all
communication with the customer, not only in written form, but
also in direct interaction, which creates even more experiences
on both sides and give therefore shape to the customer -
supplier relationship. Especially in direct communication with
customers, where in most cases from both sides operational
targets have to be met, stress is created and due to limited time
or limits set by the communication style, a lot of tacit knowledge
is applied to manage the situation and to achieve the intended

results.

Epistemological

dimension

1

Explicit
knowledge

Individuals

@

Tacit
knowledge

Ontological
Individual Group Organization Inter di i
e

Knowledge level

Figure 28 Interaction with customers within the two dimensions of
knowledge (based on Nonaka, Takeuchi 1995:57)
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Here, individuals, who are

customer,

team members,

also represented by individuals.

the
both

work with

Nevertheless,

parties percept the other party also as a group (team customer

versus team supplier).

Selective Measure

Theoretical Background

Simulate the customer — which
means put yourself into the
customers situation

and try to value a specific |As outlined in 5.1 by Davenport
situation by applying assumed | and Prusak, knowledge is a fluid
experiences and values of the | mix of experiences, values, and
customer. The information | contextual information, partly
transferred by yourself | directly from the knower, partly
respectively by your competitors | embedded in organizational
are to be regarded as contextual | routines.
information.
Tacit |‘ Articulating tacit
knowledge through
=] dialogue and
reflection

Make sure that the knowledge
codification is understood by
the customer.

With sending a quote to a
customer, a concept based on
knowledge of the supplier s
handed over. This does not

guarantee that the receiver, who
is the customer, can understand
the codification which was used.

Externalization

4. Articulating tacit

e knowledge using

/ ! Y symbolic language

Group =2 . .

| f g, 5. Translating tacit

| knowledge into &

m CDI‘LCEpl‘ ar prcutetype
The excerpt of Figure 18 The
knowledge-creating process: SECI
model (Nonaka et al 2008:19)
shows one of the most important
knowledge conversion process
towards the customer, which is
externalization. As described in
5.4 by Nonaka and Takeuchi,
externalization of knowledge is a
process of articulating tacit

knowledge into explicit concepts.
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Selective Measure

Theoretical Background

Add Meaning to data making at
least information out of it.

Target is to avoid to provide just
data to the customer, because a
supplier can be much more
successful by adding meaning
(e.g. savings compared to other
concepts). Ideally, tacit
knowledge is transferred, which
means that the customer gains
positive tacit knowledge, e.g. by
having experienced excellent
project execution performance
from the supplier in earlier
projects.

Based on Figure 14
Communication and implicit
knowledge (Neuweg 2001:10) with
some adaption translated to Figure
29 Communication and transferring
tacit knowledge to the customer
(based on Neuweg 2001:10) it can
be shown that pure flow of data
does not inform the customer,
referring to chapter 5.1..
Information, in contrary, "informs"
the customer because meaning is
already added. Also, a tacit
component is transferred, with the
current communication or also with
earlier events where the customer
made experience with the supplier.

Create a trustful knowledge
market between supplier and
customer.

Both parties can work more
successful if trust is the base for
cooperation. An example for
creating trust is not to utilize
failures on customer side
immediately for own profit.

Stated in chapter 5.5, trust is an
essential element to make a
knowledge market work. If part of
the knowledge market is
untrustworthy, the market becomes
asymmetric and less efficient.

Table 9 Procedures targeting the interface with the customer

Explicit Dimension

Data Flow /™ — |
Information Flow —_ [ a

-

Supplier

»
Tacit Dimension \ / \

Customer

Transporting also the tacit dlmen3|on e.g. based on project execution performance

Figure 29 Communication and transferring tacit knowledge to the
customer (based on Neuweg 2001:10)
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6.3.6 The physical work environment

Beside all organizational and management measures to foster
knowledge sharing and the utilization of both, tacit and explicit
knowledge, the immediate physical workplace environment must
not be underestimated. As well as the non tangible elements of
the environment, the workplace design has a remarkable
influence. As referenced in 5.1, knowledge is in organizations
often embedded in documents and repositories. This implies that
easy access to such documents is important. But, taking into
account that knowledge ideally is shared without transaction
losses of conversion, other attributes of workplace design
contribute also to a large extend to success. As outlined also in
5.1, knowledge is process related and subjective knowledge is
justified through social interaction with others and the
environment. Further more is described that knowledge is
created in practice within a specific situation. This leads to the
conclusion, that social interaction with peers and others outside
the team connected to practice is a good ground for knowledge
sharing. This fits also to socialization, described in 5.4, which
says that individuals can acquire knowledge directly from others
without using language. This may sound strange if we transfer
the though to modern office conditions, but staffs members learn

a lot also from behavior patterns, not only from language.

Selective Measure Theoretical Background

Seat the team physically together | As discussed in chapter 5.1,
but leave space for spontaneous | knowledge is created by

teamwork. individuals in practice trough
four modes of knowledge
conversion. Also in chapter 5.1
is defined, that it is a process

There must be enough space |in which the individual’s
between the desks and some area | subjective thoughts are
to use for spontaneous informal |justified through social
meetings. Too less distance | interaction. Both, creation,
between workplaces increases the | sharing and justification
distance between individuals. happen at the same time.

Table 10 Procedures targeting the physical work environment of the
team
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The requirements to a knowledge sharing friendly office can be
deduced also from Figure 18 The knowledge-creating process:
SECI model (Nonaka et al 2008:19):

Socialization Externalization

Seat team members in the Ervi ¢ E Provoke externalization of
same office in order to foster HAOAMER o ! individual knowledge by
socialization, but leave ! / providing meeting space
enough space for vidual Group (e.g. at whiteboards) and

spontaneous informal ! ! reason

meetings f )

Internalization Combination Within the office, locate

Connect the individual

workplace to all relevant groups (teams) with

o = a intensive interaction close

parts of the organization but a h |
allow also retraction to together. App_ y
internalize new knowledge ! G O G communication prlor!tles
(meet, phone, email)
E G

Figure 30 The physical work environment based on Figure 13 The
knowledge-creating process: SECI model (Nonaka et al 2008:19

6.3.7 The psychological work environment

Of course, most of the psychical aspects are covered in chapter
6.3.1 to chapter 6.3.11 within their individual contexts. But,
there are some general, but very important aspects, which
should be extracted and dealt with on a generic level. For
example, the mentioned different subjective viewpoints in
chapter 5.1 and the different types of knowledge conversion
shown in Figure 13 Four modes of knowledge conversion
(Nonaka, Takeuchi 1995:62) clearly indicate that a knowledge
creation and sharing friendly mindset needs to be established in
a very general way. The psychological aspect gets even more
significant when it comes to efficient behavior on knowledge
markets as stated in chapter 5.5. Here, the reward system plays
a major role, and an efficient reward system requires first of all
the awareness that knowledge management belongs to the most
important management tasks. So, the surrounding conditions are
important for individuals, but also for the team as a group,
because there is a self understanding as a group also. For
example, individuals should find within their team a less harsh
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environment for testing their knowledge, which could be applying
tacit knowledge more freely, with less back up by explicit
knowledge or pure information. This kind of experimental
knowledge market within the team could be extended to trusted
individuals outside the team then, step by step integrating more
and more individuals into kind of a company internal knowledge
society. In this context, it is important, from the psychological
point of view, that sharing knowledge is not disconnected from
operative business. That means, sharing knowledge based on
the theory of the SECI model as shown in Figure 18 The
knowledge-creating process: SECI model (Nonaka et al 2008:19)
, can not be forced, and even should not be too obviously
steered, in order not to end in itself. The best way to achieve
this kind of discrete enabling of an knowledge based firm
according Figure 19 A process model of the knowledge based
firm (Nonaka et al 2008:27) is providing a common
psychological base, which is the shared context named Ba in
chapter 5.7 and a common vision. The common vision needs to
be connected to the knowledge creation by driving objectives,
also described in chapter 5.7., while Ba is the platform for all
knowledge activities. This is illustrated in Figure 20 Ba as a

shared context in motion (Nonaka et al 2008:35).

Selective Measure Theoretical Background

Introduce events where team
members share their
experiences and conclusions
automatically.

Smsiogica

All modes of knowledge _ ——
conversion need to be supported | AS shown in chapter 5.6 and
respectively moderated in team |il/lustrated in Figure 17 Spiral of

meetings, where e.g. every team organizational knowledge creation
member presents his or her (Nonaka, Takeuchi 1995:73), the

issues to the others per his own utilization of all four modes of
selection. Expand this activity | knowledge conversion over all

also to other audience than the | ©ntological dimensions results in a
immediate team. increase of explicit and tacit

knowledge.
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Selective Measure

Theoretical Background

Make actively use of different
subjective viewpoints.

Integrate these different
viewpoints into the discussion of
topics in order to generate an
aligned picture of further
procedures. With this procedure,
also new knowledge is created.
It is important, that not only
results are shared, but also the
toughs and they way which led
to the results.

Based on chapter 5.1, it s
understood that individuals have
different viewpoints, and these
differences are vital for the
creation of new knowledge. As also
outlined in 5.1, these different
viewpoints depend also on the
history of involvement into a
specific issue. This is illustrated
impressive by Neuweg

(2001:342,343).

The same data is applied to
different subjective experience and
viewpoints. The result is different
and can be discussed. During this
interaction, new knowledge is
created which could result in a new
picture.

Value also the effort of the
receiver to overcome the
communication barrier.

It is often overseen that the
receiver has at least the same
effort as the sender, while the
sender is often more valued
because he is the "knowledge
source".

Chapter 5.4decribes based on
Neuweg that the learner has to
perform a task, which cannot be
performed by the teacher. That
means the receiver has to actively
absorb the offered knowledge.
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Selective Measure

Theoretical Background

Take care that the
management behaves like the
management wants their teams

to behave.

Knowledge sharing requires
trust, and trust can be defined
as a value by upper

management’'s example.

Knowledge sharing requires trust,
and trust can be defined as a value
by upper management’'s example.
The upper management's values
become known to the firm through
signals, signs and symbols. (see
chapter 5.5)

Foster the ability of
commitment and self-
organizing in the team.

5.7 describes ba as an
environment where knowledge
sharing happens. Some important

features are that the ba needs to

Chapter

be self-organized and that the
participants of the process must be

Make clear, that commitment to | able to leave a self-centered
responsibility and taking | standpoint in order to position
accountability is the basic | them relative to others. Also, a
condition for working in the |strong sense for commitment is
team. required to create ba.

Table 11 Procedures targeting the psychological work environement

6.3.8 The next organizational level above the team

As discussed in chapter 6.3.7, the own team should provide kind
of a home base. In contrary, the next organizational level can
imply competition respectively makes it necessary to market the
team or individuals out of the team as good as possible. The
interaction with the next organizational level can be performed
in different ways — from level to level with the manager of the
team as knowledge — sandwich manager, between individuals of
the different team to team, without

levels, or the steering

function of the manager. As an illustration, Figure 18 The
knowledge-creating process: SECI model (Nonaka et al
2008:19), can be used, showing "G", the group, which is the
team, and "Org", which can be regarded as the next

organizational level in the context of this thesis. Interestingly,
we see that the team as a group can not socialize with the next
level, the organization, as per this theory. The procedures of

knowledge enhancement in regard to the next organizational
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level have a very special characteristics — in some aspects, the
willingness to share or receive knowledge is limited — from both
sides. From the team point of view, indicating that enormous
knowledge is available, is important because it increases the
value of the team at the knowledge market and provides a better
position in the reward system. But, the team wants just to
indicate this knowledge — not to share it, because once shared,
the team fears that the value of the knowledge may decrease.
Interestingly, the next organizational level reacts similar, but
based on a completely different motivation. This motivation is
very much connected to chapter 6.2.2, because there is clearly
stated that a polycentric approach, which is officially favored by
all stakeholders, also bears the responsibility to act in
accordance with the knowledge. That behavior is not to be
downgraded, because it is market behavior and therefore keeps

the knowledge market balanced.

Epistemological
dimension
[
Explicit
knowledge
A
Next
Team Organizational
Level
\
Tacit
knowledge
» Ontological
Individual Group Organization Inter-organization dimension
T — Knowledge level e —

Figure 31 Interaction with the next organizational level within the two
dimensions of knowledge (based on Nonaka, Takeuchi 1995:57)
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Selective Measure

Theoretical Background

The manager must not be the
only interface to the next
organizational level.

Also let the individuals from the
team communicate with the next
level. This increases on one
hand the accountability of the
team members and strengthens
on the other hand the position
of the team leader — as long as
the team members perform
accordingly.

In chapter 5.7 is ba described as
shared context in motion which
requires, beside other elements,
participants with different types
of knowledge in order to create
new knowledge, enriched with the
different perspectives and
contexts. Furthermore, in chapter
5.8 is made clear, that feelings of
satisfaction and a sense of
comradeship or belonging are
important for the creation of tacit
knowledge.

As a team, keep a standard in
communicating externalized
knowledge.

It is important to roll out
specific standards on team
level, e.g. the structure of

presentations. Standards with
high quality create a high
recognition value on team level.

Externalization

Ciery. |
/ /
Group
! /
!

)

Combination
= o
G 9O G
G

The excerpt of Figure 18 The
knowledge-creating process: SECI
model (Nonaka et al 2008:19)
represents the main flow of
knowledge in regard of the next
organizational level. Knowledge is
externalized on team level and
delivered in the form of concepts.
These concepts are combined to
new knowledge on the next
organizational level.
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Selective Measure Theoretical Background

Establish an open mindset Chapter 5.4, especially Figure 14
within the team for learning Communication and implicit
from the next organizational knowledge (Neuweg 2001:10)

level. explains that in regard of tacit

knowledge, a significant effort is
needed from the learner to absorb
It is important, in the sense of |this knowledge - and it can be
sandwich management, that the | assumed that there is a portion
team manager keeps the team |of tacit knowledge in every

open for learning from the next | knowledge transfer. The
organizational level. This could | willingness for this effort can be
be practiced by outlining | mobilized with authentic trust
specific activities positively and | throughout the organization, as
interpreting their impact. described in chapter 5.5.

Table 12 Procedures targeting the next organizational level

6.3.9 Interfacing outside the firm except customers

Interfacing to customers within the context of knowledge
management and efficiency increase has been dealt with in
chapter 6.3.5. But the interfaces of an automotive sales team
respectively the humans working in such a team, are not limited
to company inside relations and customers, the team members,
due to the nature of their job being rather eloguent people, keep
a lot of relationships and therefore interfaces to others outside
the office. A lot of these relationships are maintained for
sharing knowledge, and we need to remember that sharing
knowledge is in many cases a bidirectional process. This means
by interfacing with an environment outside the company, the
interest is to learn as much as possible and to let others learn
only those content a firm wants them to learn — compliant with
the intended corporate identity. A base for knowledge sharing
communities are social networks within the internet, which exist
with very different characteristics. These social networks have
either no or a more or less clear field of interest defined, often
organized in subgroups. Some of these social networks are able
by themselves to combine explicit knowledge, or at least what is

published as explicit knowledge, to a greater picture according
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5.4. This means, the employee’'s appearance in such social

networks need to have a reputable outline.

Selective Measure Theoretical Background

Motivate team members to
make use of the world wide
knowledge market.

Sometimes, required knowledge | Chapter 5.8 tells the conditions
is easier to find outside the firm | which must be satisfied to
than inside of it. And, also an |create motivation: demanding
aspect of knowledge markets, |creativity, the work must require
permanent training is important | knowledge and tacit knowledge
to keep team members on the | must be shared and created.

right level of qualification.

Take care what you share.

Make your team members | The motivating aspect of
sensitive for protecting | knowledge sharing, which s
intellectual property and | mentioned in chapter 5.8, can
confidentiality. This is also valid | also be dangerous if the
and very important regarding | knowledge is shared in the
information (or knowledge?) | wrong environment.

shared in social networks.

Table 13 Procedures targeting the interfacing to outside

6.3.10 To foster lean processes

Knowledge itself and the application of it, from the point of view
of a firm, is used to achieve a specific target embedded in the
strategy of the company in order to get one step closer to a
defined vision. But, in addition, the application of knowledge can
also have positive collateral effects. In order words, the way
how knowledge is managed and applied can create room for
flexibility in other structures of the firm. In this chapter, it shall
be investigated how the smart application of knowledge can
foster lean processes in the office area and therefore increase
efficiency. Processes have been chosen because processes are
leading frame structure for office work, and the quality and
application of processes can decide between success and failure

of a firm. It is, figuratively spoken, like applying knowledge
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within the application of processes what makes the competitive
advantage by increasing efficiency. Or, rephrased, if processes
need not to be designed to match with the lowest possible level
knowledge, efficiency can be increased significantly be not
wasting energy with processes cushioning the application of
knowledge. This requires, as a precondition, a knowledge level
which is as consistent as out the firm

possible trough

respectively team. For this approach, a consistent knowledge
level is more important than single heroic knowers. This is also
confirmed in 5.5., describing the knowledge management market

and his pathologies.

Selective Measure Theoretical Background

Invest into beliefs and
commitments of team

members.
Of course, team members have | As stated in 5.1 by Nonaka and
to know the processes | Takeuchi, information is a flow of
applicable within their role and | messages, while knowledge is

responsibility. But with a
strong base of beliefs and
commitment to the knowledge
vision, they are able to tailor
the process without violating
it.

created by this messages anchored
in the beliefs and commitment of its
holder.

Figure 32 Knowledge transfer and
processes (based on Neuweg

Balance communication and |2001:10) is intended to explain the

tacit understanding.

If processes are too detailed
and only process adherence is
valued independent of the
operative target meeting level,
an enormous part of capacity
is lost.

influence of too detailed processes.

Initially, the knowledge to be
transferred is divided into explicit
and tacit — explicit is transferred
via communication, while tacit is
transferred via understanding. If
processes are getting more
detailed, these processes demand
a bigger portion of explicit

knowledge — and this bigger portion
of explicit knowledge requires more
communication.

Table 14 Procedures targeting a knowledge application which fosters

lean processes
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Explicit Dimension

Conmricain

S|/

Sender Receiver

|
/

Barrier for transferring tacit knowledge

Figure 32 Knowledge transfer and processes (based on Neuweg
2001:10)

6.3.11Interaction with the team members social live

The willingness to perform tasks efficient and motivated, as well
as partly the ability to do so, is sourced from all aspects of the
life of a human, especially the features of social life. This, and
also the outlook that binding high performers to the firm will get
more difficult, leads to the conclusion that some interaction with
a employee’'s social life could be for the benefit of both, the
employees and the company. Davenport described knowledge as
a fluid mix of framed experiences (5.1), and Nonaka said that
knowledge is information anchored in the beliefs and
commitments of its holder (5.1) — both aspects, experiences and
information, are core values of modern social live. A lot of
learning happens in the social live outside the firm, as well as
the social live of humans is directly integrated into the
knowledge market.

[Epistemological
dimension

Explicit
knowledge

Other levels
Next of the firm

Team Organizational and social
Level live

Tacit
knowledge

Individual Group Organizati Int

Knowledge level

Figure 33 Interaction with other levels of the firm and social live
within the two dimensions of knowledge (based on Nonaka,
Takeuchi 1995:57)
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Selective Measure

Theoretical Background

Offer authentic interest on the
team member’s social live.

The team member's social live is
an important part of the
knowledge market, where
knowledge is shared in Dboth

directions. Knowing basics of this
social live integrates both,
individuals and company, better.

As stated in 5.1, knowledge
creation is a process in which the
individual's subjective thoughts
are justified through social
interaction with others and the
environment to become objective
‘truth’.

Table 15 Procedures targeting the interaction with the team members

social live

7 VALIDATION OF DEVELOPED PROCEDURE

Social Live

Lean Processes

Outside the Firm
Next Organizational Level
Psychological Work Environment
Physical Work Environment
Interface with the customer

Interface with other Teams
Team

Manager

(9) ainpadoid Jo uawdojanaqg

(€) uononpoujul

Individual

=

State of the art(5)

Methodical Approach (4)

Quote

Lead Time

| Efficiency

(2) uonepiea

Increase

|d> S101e2IpU| 9dUBWIOMSd A8

(8) s102ds0.d ainin4 pue uoisn|ou0D

Figure 34 Validation of procedures

In order to validate whether and to what extend the

identified

procedures increase efficiency by reducing the quote lead time,

the procedures have been compiled to an overview, and, in a

next step, clustered to support a better validation.
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7.1 Overview about identified procedures

Motivate team members to share

. Train your ability to value from

knowledge by increasing their
status and expertise

Subdivide the team organization
into roles and formulate the roles =
varbally

Make your function asa
knowledge manager public

The manager needs to develop
and apply a knowledge vision on

helicopter view

Allow close co-operation between
———— single team members in master /
apprentice structures

., Develop specific knowledge areas
with different people

Direct the information stream
~according the role and integration

team level

Provide processes supportive to
operational work

Respect the team being a team
also without the framing function of =————
the manager

Let the team be the team o

Teams must be established,
respectively positioned, on the =
knowledge market

Make sure that the knowledge
codification is understood by the =
customer

Creale a trustful knowledge market
between supplier and customer

Introduce events where team
members share their experiences =
and conclusions automatically

Value also the effort of the receiver
to overcome the communication

of team members into the work
process

_ Practice permanent and intensive
communication

Create situations where the team
or at least part of the team
experience business situations
together

L3

—— = Let the vision live in the team

Be aware - the other team is a
supplier or customer

Simulate the customer - which
> means put ourself into the
customers situation

_ Add meaning to data making at
least information out of it

Seat the team physically together
¢ but leave enough space for
spontaneous teamwork

. Make actively use of different

barrier

Foster the ability of commitrment

subjective viewpoints

Take care that the management

and self-organizing in the team

Establish an open mind set within
the team for learning from the next o————
level

Maotivate team members to make
use of the world wide knowledge =
market

Invest into beliefs and commitments _

o behaves like the management
wants their team to behave

The manager must not be the only
——— = interface fo the next organizational
level

As a team, keep a standard in
o communicating externalized
knowledge

of team members

Offer authentic interest on the
tearm member's social live

*Take care what you share

Balance communication and tacit
understanding

Figure 35 Procedural steps for implementation of knowledge

management
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The clusters have been established as follows:
e Motivation
e Vision
e Communication Culture

e Leadership

The clusters have been defined based on the structure of the
procedural steps themselves, by grouping them step by step
according their content. Then, a definition fitting for the groups
was defined, with the target to describe the grouped procedural
steps as good as possible. The result was the clustering

mentioned above.

7.2 Clustering of the partial solutions for
validation

7.2.1 Cluster regarding Motivation

Motivate team members to share
knowledge by increasing their
status and expertise

Foster the ability of commitment
and self-organizing in the team

Value also the effort of the receiver
» to overcome the communication
Respect the team being a team barrier
also without the framing function of o
the manager

' Let the team be the team

Figure 36 Procedural steps embedded in Motivation

Active participation on the knowledge market makes the market
transparent and efficient — this market efficiency allows to gain
knowledge for operative work without loosing too much energy.
This, in combination with defining targets on a higher level is
more efficient compared to delegating workload on the smallest
possible level, since the knowledge of the team members is

utilized more flexible and balanced. Another point is, that a
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team needs self understanding and confidence by itself, in order
to be motivated and to be able to work efficient under pressure.
Taking on new knowledge is often connected with change. The
more knowledge sharing is established, the less will necessary
change affect the staff mentally. Not being distracted, the team
members can work more efficient as self confident teams, with a
strong team spirit that leverages individual performance within
the team to a higher level. This leads to more efficient team
structures with open giving and taking of knowledge, which
provides seamless knowledge flows without too much conversion

losses.

7.2.2 Cluster regarding vision

The manager needs to develop Allow close co-operation between
and apply a knowledge vision on single team members in master /
team level apprentice structures

> Let the vision live in the team
Establish an open mind set within
the team for learmning from the next o Simulate the customer - which

level o means put ourself into the
customers situation

Figure 37 Procedural steps embedded in vision

A knowledge vision gives structure and direction in addition to
the operative targets. It allows the individuals to strive for a
higher level based on team integration. Operational tasks can be
handled more efficient because there is always a next higher,
motivating target. Ideally, this is combined with trust, not only to
the team manager, but also to the next level, as well as the
openness to learn from superior levels, eliminates moaning and
increases efficiency. Establishing master [/ apprentice
structures, allows that tacit knowledge is transferred without
transaction cost of codification and challenging such a team

leads to increased awareness of accountability. Humans
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following a higher target than the operating targets they are just
working for, do not suffer so much from stress and can therefore
work more efficient. Trough not only processing externalized
knowledge from the customer, e.g. the knowledge gained from
various quotes from different competitors, but also processing
the tacit knowledge which is transferred through interaction,
sighals which are intended to guide the supplier into the right
direction are not overseen. The efficiency increase is embedded
in a better relation of acquisition cost to won sales, because not
so much capacity is running into acquisitions which are already
lost in reality.

7.2.3 Cluster regarding communication culture

Direct the information stream
_according the role and integration
of team members into the work
process

Make sure that the knowledge
codification is understood by the o
customer

Introduce events where team
members share their experiences ¢
and conclusions automatically

~Practice permanent and intensive
communication

. Be aware - the other team is a

Offer authentic interest on the _ supplier or customer

team member's social live

. Add meaning to data making at

Balance communication and tacit least information out of it

understanding

Seat the team physically together
o butleave enough space for
spontaneous teamwark

Take care what you share o

As a team, keep a standard in
communicating externalized <

knowledge Make actively use of different

subjective viewpoints

The manager must not be the only
interface to the next organizational c
level

Take care that the management
> behaves like the management
wants their team to behave

Figure 38 Procedural steps embedded in communication culture
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Getting a clear understanding how the customer has perceived
the concept (quote) he received, helps to avoid too much quote
rounds, which consume a lot of capacity. Applying this measure,
creates therefore an efficiency increase. Also, communication
within the team is one of the main efficiency factors. This
communication levels the knowledge within the team and also
the willingness to share knowledge with others outside the team.
All  team members can work more efficient if a good
communication level is reached. Interlinking individuals and firm
with a overlap binds the employees better to the company and
increases the accountability of the company for the employee.
Efficiency is increased because trust is created which allows
more direct reaction to unexpected personal issues. While
communication of explicit knowledge is important, it is
necessary to keep a balance of explicit / tacit versus
communication / understanding. Too detailed processes and too
much explicit communication can lead to inefficiency. If trust is
evident within a firm, there is no need to permanently keep the
own back save or to hoard knowledge. Using this saved time for
operative tasks and knowledge sharing makes the team more
efficient. In addition, a standard of communicating externalized
knowledge helps the team members because they utilize
structures they are used to, and it allows faster orientation for
the next organizational level. Efficiency can be also increased
by more motivation and performance due to a higher level of
accountability. Furthermore, it can be avoided that the manager
acts as bottleneck — both, in regard of capacity as well as in
regard of filtering different subjective viewpoints. A balanced
and directed flow of information allows more efficient generation
and utilization of knowledge, since individuals are partly
relieved from the burden to sort out whether specific information
is relevant for them or not. Also, if information is already
communicated within an application concept, the inefficiency of
interpreting it on individual base is removed. Important is, that

permanent communication establishes a mindset of sharing
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knowledge and a well-rehearsed way of communication. This is
more efficient than establishing communication just at the point
of escalation. Individuals knowing their position within the team
and teams knowing their position in relation to peer teams do
not need to ongoing recalibrating. Knowing the position does not
only require to set a course, it also requires to get feedback
about deviations. Also in the area of communication is meaning
(for the customer), which, if it is already added to data, provides
the chance to convince the customer earlier to make a "tacit"
supplier pre-selection for the supplier who provides meaning.
This is leveraged if the customer has a long term positive
experience with the supplier. Both aspects increase efficiency
because the supplier will be guided by the customer to winning
the quote after being pre-selected. Within the team, team
members share automatically knowledge by spending time
physically together in on office, which increases efficiency
because the time for a separate knowledge transfer activity is
saved. Similar, applying different viewpoints to one problem
increases the possibility that the potentially best solution is
chosen. Those team members who contributed with their
viewpoints will in most cases find part of their viewpoint
integrated into the solution and therefore support the solution
more motivated, which results in increased efficiency. This all
should be based on trust, which shall be evident within a firm,
because then there is no need to permanently keep the own
back save or to hoard knowledge. Using this saved time for
operative tasks and knowledge sharing makes the team more

efficient.
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7.2.4 Partial solutions embedded in leadership

Subdivide the team organization
into roles and formulate the roles o
verbally

_Train your ability to value from
) helicopter view

_ Develop specific knowledge areas

Make your function as a with different people

knowledge manager public '?

Create situations where the team
or at least part of the team
experience business situations
together

Provide processes supportive to _
operational work )

Teams must be established,
respectively positioned, on the «

knowledge market Invest into beliefs and

'commitments of team members

Create a trustful knowledge market

between supplier and customer Motivate team members to make

o use of the world wide knowledge
market

Figure 39 Procedural steps embedded in leadership

With a role leader concept (see Figure 24 Role Description
Department Sales&Portfolio, Continental Automotive Austria),
the role leader has the official and documented task to be the
knowledge worker for the content of the role. The content of the
role has been made explicit by the manager. The efficiency
increase is related to the increased knowledge market
transparency as well as the motivation to participate on the
knowledge vision by leading a role. A transparent knowledge
market with the manager of the group as first interface to this
market allows efficient collection of knowledge. Being positioned
on the knowledge market means being positioned in the
spotlight. With trust within the cooperation on the knowledge
market, a lot of tactical behavior on operatives levels can be
avoided, and people can work together more efficient and
motivated. Taking active part in the knowledge market as an
individual motivates through the reputation as being an expert in
a specific field. This motivation increases efficiency. Motivated
individuals and motivated teams try to work as efficient as

possible being in the spotlight. Nevertheless, processes must
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not be too detailed in order to being applied efficiently. The
room for movement within defined processes can be used
applying or even generating knowledge. By allowing process
tailoring within wider limits, based on mature and accountable
team members, efficient balancing between intention of the
process and cost is possible. This increases the efficiency of
the team by avoiding performing overdesigned processes. The
team can work more efficient if it gets guidance regarding the
principles which should be applied, because not every member
needs to develop then principles by his own. Translating
specifics into universal "guiding rules" makes it easier for team
members to apply the knowledge in very different situations.
Sharing experiences together improves the team spirit and
internalizes new knowledge without conversion Ilosses.
Efficiency is increased due to common application of

internalized knowledge.

7.3 Validation Method

The validation method is based on qualitative expert interviews
based on a questionnaire according Table 16 Questionnaire
for expert interviews. In order to verify whether the
guestionnaire is understood properly, a trail run with two
persons was done. This procedure proved to be useful and
resulted in smaller adaption of the questionnaire. As a next
step, a one hour workshop has been conducted for explanation
of the concept and the questionnaire itself. It was important that
the participants concentrate on the clusters while estimating the
efficiency increase for single procedural step. In total, 13
experts have been interviewed. The average gross lead time
accepted by customers is calculated based on history data with
three weeks, which equals 115,5 gross working hours. Therefore
an improvement of 1% roughly equals 1 hour quote lead time
reduction, which was communicated as a base for the estimation

by the experts.
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Questionaire Efficiency Increase

Procedural Steps for Efficiency Increase of Automotive Sales Teams operating from a 2nd Tier Position

Please state your opinion how following measures will increase efficiency by reducing quote

lead time based on cluster view

1% = 1 hour

Contibution to lead time reduction based on cluster view

-15 -10 -5 0 B 10 15

Cluster Procedural Step 7 7 7 7 = 7 7

Status and expertise of team members is
increased if they share knowledge
Commitment and the ability of self-
organizing is fostered

The team is respected as a team,
independent of the manager function

The effort to learn / process information is
valued

Motivation

Total Motivation 0 0 0 0 0 0 0

Contibution to lead time reduction based on cluster view

-15 -10 -5 0 5 10 15

Cluster Procedural Step o o o o o o o

Avision on team level is established and
applied

An open mindset for learning from the next
higher level is established

Single team members work close together
to learn from experienced experts

The teams is able to "walk in customers
shoes"

Vision

Total Vision 0 0 0 0 0 0 0

Contibution to lead time reduction based on cluster view

<l -10 ES 0 5 10 15

Cluster Procedural Step % % % % % % %
0 0 (] 0 0

The competence / know how embedded in
the quotes is understood by the customer
Teammembers can share their
experiences and conclusions during events
The firm shows authentic interest in the
team members social live

Communication and implicit understanding
is balanced

Take care what you share - confidentiality is
respected

A communication standard towards outside
the team is established

The manager is not the only interface to the
next organizational level

Information is customized according the
needs of team members

Permanent and intensive communication is
practiced

Supplier resp. customer thinking is also
practiced internally

Communication Culture

Information is shared, not only data

The team is physically located together with
enough room for teamwork

Different viewpoints are actively utilized

The management behaves like the
management wants the team to behave

Total Communication Culture 0 0 0 0 0 0 0
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Contibution to lead time reduction based on cluster view

Cluster

Procedural Step

3

-10

10 15

%

%

Leadership

The team is subdivided according roles and
these roles are verbally formulated

The manager is recognized as knowledge
worker

The processes support operational work

The team is recognized as knowledgable in
the firm

Supplier and customer have a trustful
relationship

The manager is able to apply a helicopter
view

Different team members can develop
different knowledge areas

The team can experience business
situations together

The firm invests into beliefs and
commitments of team members

Team members are motivated to use the
world wide knowledge market

Total Leadership

0

0

0 0 0

Table 16 Questionnaire for expert interviews

7.4 Reference process

The reference process within the scope of this thesis is shown

in Figure 40 Reference Process. This process consists of four

major steps, starting with the receipt of the RFQ and ending with

a final decision of the customer. Since the validation is applied

to the quote lead time, which

is from

receipt of the RFQ to

submitting the quote to the customer, only the first two process

steps are relevant.

Quote project initiated

RFQ completeness
checked

Documented
Quote/ No Quote
decision

Evaluate Create
RFQ Quote
Responsible Sales Concepts of
manager nominated engineering,

manufacturing &
logistics

Contract review
Calculation ready
Quotation package

Documented quote
approval

Submit Quote

Negotiate
Quote

Discuss quote with
customer

Agreement with
customer

Either customer
order, Letter of intent
(LOI) or internal
authorization for
development

Finalize
Quote

Closed projectsin

Database
Award Calculation
Lessons Learned

Quote
Documentation

Figure 40 Reference Process
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Typically, the process step Evaluate RFQ consumes 30% of the
available lead time, while Create Quote consumes the remainder
of 70%.

7.5 Influence of procedural steps

Due to the nature of the tasks within the relevant process steps
can be distinguished between a more strategic focus, covered by
Evaluate RFQ and a more operative focus, covered by Create

Quote (see Figure 41 The focus of quote process steps)

FOCUS

Strategic Operational
Evaluate Create
RFQ Quote
Responsible Sales Concepts of
manager nominated engineering_ ,
Quote project initiated ng?slﬂgg turing &
RFQ completeness Contract review
checked _
Documented Calculation ready
Quote/ No Quote Quotation package
decision
Documented quote
approval
Submit Quote

Figure 41 The focus of quote process steps

Based on that, it is possible to assign the procedural steps to
these two process steps predominantly, as shown in Figure 42
Procedural steps predominantly related to evaluate RFQ and
Figure 43 Procedural steps predominantly related to evaluate

Create Quote.
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Mofivate team members tc share
knowledge by increasing their o .
status and expertise

Make your functionas a
knowledge manager puklic - .,

The managsr reeds to develap
and apply a knowledge vision on o—
teamn level

Lel the leam be the leam «—

Teams must be estaklished,
raspectively positioned, on the ©

knowledge market
checkad

Introduce events whera team
members share their experiences -
anc conclusions automatically

decision

Mativate team memhers @ make

use of the world wide krowledge o

team member's social live

Evaluate
RFQ

Responsible Sales
manager nominated

Quote project initiatad
RFQ completeness

Documented
Quotal No Quote

market
Invest inlo belels and ‘__ A
commitments o’ team members
Offer authentic interest on the _ )

. Train your ability to value from
/' helicopter view

_ Davelop specific knowledge areas
with different people

, Practice permanent and intensive
communication

o Let the vision live ir the team

. Make actively use of different
subjective viewpoints

Take care lbal the management
o behaves Iike the managemeant
wants thair team ta behave

. The manager must not be the only
e interface to the next orgarizational
level

., _ Balance cammunicaticn and taci:
D —— L
understanding

Figure 42 Procedural steps predominantly related to evaluate RFQ

Subdivide the leam urganizalion

verbally

Provide processes supportive to
operaticnal work

Respect the team being a team
also without the framing function of ~
the manager

WMake sure thal the knowledge
codficaticr is understood by the
customer

Create a trustful knowledge market _
between supplier and customer

Walue also the efforl of the recever
lo overcome Ihe communicalion o
barrier

Foster the ability of commitment
and self-organizing in the team

Establish an open mind set within

lzval

into rolzs and formulate the roles o .

Create
Quote

Corcepts of
engineering,
manufacturing &
logistics

Contract review
Calculation ready o
Quotation package

Documentad quote
approval

Submit Quote

the teamr “or learnirg “rom the next 4

Allow close co-operation between
» gingle team memkers in master |
apprentice structures

Direct the rformaticr stream
, accarding the role and integration
of team mambers into the work
process

Create situations where the team
or at least part of the team
experience business situaticrs
tegether

, Be aware - lhe olher leam is a
suppler or cuslomer

Simulate the customer - which
means put ourself into tha
custcmers situation

Add meaning to dzta making at
least information oul o® it

Seal the team physically together
o but leave encugh space for
spontaneous teamwork

As ateem, keep a standard in
S————— communicating externalized
knowledge

o Take care whal you share

Figure 43 Procedural steps predominantly related to evaluate Create

Quote

This allows the validation the

dimension
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the second dimension relates to the process steps Evaluate RFQ

respectively Create Quote.

7.6 Validation Result

7.6.1 Validation towards clusters

As explained in chapter 7.2, the procedural steps have been
assigned to cluster based on their content. The result of the
expert interviews described in chapter 7.3 is represented by
Table 17 Expert interview result. The votes of the experts are
summed up to counts for the individual improvement in percent.
An average is calculated for each procedural step. The total per
cluster represents the possible performance increase in percent.
In addition to the average, in order to allow a deeper analysis in
some specific cases, the standard deviation is calculated for

each procedural step.

Questionaire Efficiency Increase
Procedural Steps for Efficiency Increase of Automotive Sales Teams operating from a 2nd Tier Position
Please state your opinion how following measures will increase efficiency by reducing quote
lead time based on cluster view
1% = 1 hour
Contibution to lead time reduction based on cluster view
15 -10 =5 0 5 10 15
Cluster Procedural Step Average Star_ldz?rd
% % % % % % % Deviation
Status and expertise of team members is o
increased if they share knowledge 2 7 4 10.77% 2,05
c Commitment and the ability of self- 10.77% 4
1] organizing is fostered 3 5 5 0.77% 09
- 0
© The team is respected as a team, 0
; independent of the manager function 4 3 3 3 6,92% 0,43
o The effort to learn / process information is o
S |oied 1 2 5 3 2 5,77% 1,36
Total Motivation 0 1 0 6 13 18 14 | 856%
Contibution to lead time reduction based on cluster view
Cluster Procedural Step 1B 10 = g g 0 29 Average STENGEEE
% % % % % % % Deviation
AV|§|on on team level is established and 2 7 1 3 6.92% 228
applied
An open mindset for learning from the next o
- higher level is established 2 6 4 1 6,54% 1.92
o Single team members work close together o
0 to learn from experienced experts 3 6 4 10,38% 129
> = ” "
The te"ams is able to "walk in customers 2 2 4 5 9.62% 1,30
shoes
Total Vision 0 0 0 6 18 15 13 | 83
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Contibution to lead time reduction based on cluster view
Cluster Procedural Step il 10 i y g 4y & Average SEGEER
% % % % % % % Deviation
The competence / know how embedded in o
the quotes is understood by the customer 2 6 2 3 7.31% 1,64
Teammembers can share their
0,
experiences and conclusions during events 2 4 7 6,92% 205
The firm shows authentic interest in the 0
team members social live 7 5 1 3,08% 249
Communication and implicit understanding o
is balanced 1 7 3 2 7.31% 2.28
Take care what you share - confidentiality is o
[ respected 2 6 1 3 l 3,08% 189
=] A communication standard towards outside o
% the team is established 6 2 2 3 5.77%) 1,64
O The manager is not the only interface to the o
g next organizational level 1 5 1 3 3 5.38% 1,50
= Information is customized according the
- 0,
8 needs of team members 1 2 5 2 3 6.54%) 1,36
= Permanent and intensive communication is
c 0
>S5 practiced 2 1 3 2 5 7,69% 1,36
IS Supplier resp. customer thinking is also
N 0,
€ practiced internally 4 6 3 9.62% 1.25
[e]
Information is shared, not only data 9,62%) 0,47
O formation is shared ly d 5 4 4
The team is physically located together with o
enough room for teamwork 1 2 3 7 10.77% 2,28
Different viewpoints are actively utilized 1 2 1 5 1 3 4,62% 1,46
The management behaves like the o
management wants the team to behave 1 1 3 2 6 6.54% 185
Total Communication Culture | 0 9 36 52 38 44 | 673
Contibution to lead time reduction based on cluster view
-15 -10 -5 0 5 10 15
Cluster Procedural Step Average| Star_\da_\rd
% % % % % % % Deviation
The team is subdivided according roles and .
these roles are verbally formulated 1 5 4 3 3.46% 148
The manager is recognized as knowledge )
worker 2 4 3 2 2 4,23%) 0,80
The processes support operational work 1 5 1 6 9,62%) 2,28
The team is recognized as knowledgable in )
the firm 4 1 5 2 | 7084 158
Q Supplier and customer have a trustful o
£ |relatonship 2 4 7 | 115w 208
E Iir;tjvmanager is able to apply a helicopter 3 4 3 4 7.86% 0,50
e
© Different team members can develop o
3 different knowledge areas 1 2 3 4 3 7.31% 1,02
The team can experience business o,
situations together 5 4 4 9.62% 0.47
The firm invests into beliefs and 0,
commitments of team members 2 5 3 3 7,69% 1,09
Team members are motivated to use the N
world wide knowledge market 1 4 7 1 6,08% 2,49
Total Leadership 0 0 4 24 34 36 32 7,62%
>-15% | -10% | -5% 0% 5% 10% | 1s% [Vere9e
Total O | 4 |13 |72 [117|107|103| 7%

Table 17 Expert interview result

Cluster
Motivation
Vision

Leadership

Communication Culture

Efficiency Increase

8,56%
8,37%
6,73%
7,62%

Table 18 Efficiency increase per cluster
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The average efficiency increase per cluster is shown in Table 17
Expert interview result with a value of 7,44%. Important is, that
is related to the average per cluster. The result of the single
clusters are shown in Table 18 Efficiency increase per cluster.
This means, if all procedural steps are implemented
successfully, an impressing maximum efficiency increase of
about 30 % (calculated value 31,28 %) can be obtained. The
share of the clusters on the total efficiency increase is shown

with Figure 44 Cluster contribution to overall result.

H Motivation
Vision
B Communication Culture

M Leadership

22%_~

27%
Figure 44 Cluster contribution to overall result

The validation shows for some of the procedural steps
interesting results which are worth to be commented. The
related validation results are shown in Table 19 Discussion of
specific findings. The following text refers to these specific

individual steps.

-15 -10 -5 0 [ 10 15 Standard
Procedural Step | | Average| > oa"
e o s i ) [ 73 [ o Deviation

Stawus and exoertise of tezm members is o
; ) 10.77% 205
increased if they share knowledge
Comr.nﬂme.nt and the ahility of zelf- 107 1% 0.94
organizing is fostered
Tne teamis respect=c as a leam, ,
) . 5,929 0,43
independent of the manager function 4 ‘ 3 ‘ 3 ‘ 3 | ’
An open mindsct for lcarming from the next ‘ ‘ ‘ | . .

) . ) 6549 a2
higher level is established 2 6 4 1 '
Single team memb.ers work closz together 10 36% ‘o5
tc learn from experienced experts
Tne teans is ahle to "walk in o 1stomers ) -
shoes” 2 ‘ 2 ‘ 4 ‘ 5 | 962% 30
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C

Tzemmembers can sharc their ‘ ‘ ‘ - ) c
. . 6.92% 2.0
experencas and conc usicns during 2vents 2 4 7 ’ N
Tne firm shows authentic intzrest in the 1 3.00% 0 2g
team memkers social live U °
Communication and implicit urderstanding . " a
is balanced ‘ 1 ‘ 7 ‘ 3 131% 228
Information s shared, not only datz ‘ 5 ‘ 4 ‘ 4 | Q62% 0,47
Tne teamis paysically lccated together with 1 1077% 2 98
enough room for teamwork
Diffzrent viewpoints are actively utiizzc 1 2 1 ‘ 5 ‘ 1 ‘ 3 | 462% .6
Tne teamis subdivided acceording roles and - 4
trese roles arzs verbally formulated ] 3 346% 8
Tne manzger is recognized as knowledge -
e 2 ‘ 4 ‘ 3 ‘ 2 2 | 423% 080
Tnc team iz recognized as knewledgable ir ‘ ‘ ‘ - -
tre firm 5 1 5 2 B54% 19
Supplier and customer Fave a trusiul 2 205
relaticnsh p | “
Tne manzger is able to apply A helicopter oy -
o 2 4 ‘ 3 ‘ 4 ‘ B46%| 083

Table 19 Discussion of specific findings

A) Status and expertise of team members is increased if they
share knowledge

The high average score for this procedural step confirms

stronger than expected that the individuals expect reward for

sharing knowledge, as well as that this reward can materialize in

status and expertise acknowledgement, and not only salary.

This, if handled successfully, offers a strong leverage for

knowledge management and the related efficiency increase.

A) Commitment and the ability of self-organizing is fostered
This is contrary to some expectations that team members may
decline commitment based on the barriers of self responsibility
erected in some big corporations. The possibility to self
organize seems not only to be welcome, but more or less a

requirement.

B) Single team members work close together to learn from
experienced experts
Expectations are fully confirmed in this point, but the

willingness to admit to this concept was over exceeded. The
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result encourages to increase efforts in order to accelerate the

application of this procedural step.

C) The firm shows authentic interest in the team member’s
social life

One of the most interesting outcomes, which may be related to
different cultural expectations, since the procedural step is
derived from Nonaka and seems not to be relevant for European
sales teams. Based on the result, it seems that there is some
proud to decouple the “personal social live” from the company,
which does not forbid some overlaps — but the expectation is to

be autonomous.

D) The team is physically located together with enough room
for teamwork
Confirms what was expected — cooperation is supported by
working closely together. This underlines the challenges of
international cooperation over different locations and time
zones. Other procedures or methods need to compensate the

lack of being located on one place or even in one office.

E) The team is subdivided according roles and these roles are
verbally formulated

The relative low score regarding this procedural step is

surprising and its root cause would be interesting to be explored

more deeply. There may be some relation between describing

the role on one hand, and nominating individuals out of the team

on the other hand.

F) Supplier and customer have a trustful relationship
Not surprisingly to be confirmed, but the extend of confirmation
is impressive and promising at the same time. Impressive
because the expectation was that there is already a more
degenerated understanding of the supplier [/ customer

relationship, and promising because it shows that there is still a
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high empathy towards the customer and the individuals working

there.

7.6.2 Validation towards focus

As described in chapter 7.4, the reference process can be
introduced in order to show more clearly the impact of
knowledge management on efficiency increase. But the
introduction of this reference process offers more than just
increased transparency regarding the application of the
procedural steps. It allows also to introduce a second variant of
allocating the identified procedural steps — in this case to a
more strategic focus represented by ‘Evaluate RFQ’' and a more
operative focus represented by ‘Create Quote’. Details to that

are explained in chapter 7.4.

Strategic Focus — Evaluate RFQ

-15 -10 -5 0 5 10 15 Standard
Focus Procedural Step Average| o
% % % % % % % Deviation
Status and expertise of team members is o
increased if they share knowledge 2 7 4 10.77% 2,05
A vision on team level is established and o
applied 2 7 1 3 6.92% 2,28
Teammembers can share their o
experiences and conclusions during events 2 4 7 6.92%) 2,05
The firm shows authentic interest in the o
team members social live 7 5 1 3,08%) 2449
Communication and implicit understanding o
is balanced 1 7 3 2 7,319 2.28
The manager is not the only interface to the 0,
g next organizational level 1 5 1 3 3 5,38%) 1,50
ha E;rg?iigsm and intensive communication is 2 1 3 2 5 7.69% 136
(]
E Different viewpoints are actively utilized 1 2 1 5 1 3 4,62% 1,46
=) The management behaves like the
— 0/
© management wants the team to behave 1 1 3 2 6 6,54% 1,85
Lﬁ vTvt;kr:ranager is recognized as knowledge 2 4 3 2 2 4.23% 0,80
The jteam is recognized as knowledgable in 5 1 5 2 6,54% 179
the firm
The manager is able to apply a helicopter 2 4 3 4 8,46% 0.9
view
Different team members can develop o
different knowledge areas 1 2 3 4 3 7.31%) 1,02
The firm invests into beliefs and o
commitments of team members 2 5 3 3 7,69% 1,09
Team members are motivated to use the o
world wide knowledge market 1 4 7 1 8,08% 249
Total Evaluate RFQ 0 8 8 38 56 48 42 6,77%)

Table 20 Evaluation of procedural steps related to Evaluate RFQ
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Operational Focus — Create Quote

-15 -10 -5 0 5 10 15 Standard
Focus Procedural Step Average o
% % % % % % % Deviation
The team is respected as a team, o
independent of the manager function 4 3 3 3 6,92% 0.43
The effort to learn / process information is o
i 1 2 5 3 2 | 5% 1,36
An open mindset for learning from the next o
higher level is established 2 6 4 1 6.54% 192
Single team members work close together o
to learn from experienced experts 3 6 4 10,38% .25
The telelims is able to "walk in customers 2 2 4 5 0.62% 1,30
shoes'
he competence / know how embedded in
0] T ! 9
46 the quotes is understood by the customer 2 6 2 3 7:31% 164
Take care what you share - confidentiality is o
% 1
3 respected 2 6 1 3 1 3,08% 85
A communication standard towards outside o
()] the team is established 6 2 2 3 S.71% 164
© Information is customized according the o
(45} needs of team members l 2 5 2 3 6,54% 1,36
Supplier resp. customer thinking is also o
O practiced internally 4 6 3 9.62% 125
Information is shared, not only data 5 4 4 9,62% 0,47
The team is physically located together with o
enough room for teamwork l 2 3 7 10.77%) 2.28
The team is subdivided according roles and ,
these roles are verbally formulated 1 5 4 3 3,46% 148
The processes support operational work 1 5 1 6 9,62% 2,28|
Supplier and customer have a trustful o
relationship 2 4 7 11,15% 205
Commitment and the ability of self- o
organizing is fostered 3 5 5 10,77%) 0.94
The team can experience business o
situations together 5 4 4 9.62% 0:47
Total Evaluate Create Quote| 0 1 5 34 61 59 61 | 803%

Table 21 Procedural steps related to Create Quote

The details of the validation according a more strategic or a
more operational impact are shown on Table 21 Procedural
steps related to Create Quote. The overall result according this
structure is shown in Table 22 Share of efficiency increase
related to focus and Figure 45 Share of efficiency increase
related to focus, allocating close to a half of the efficiency

increase to each section, Evaluate RFQ and Create Quote.

Focus Efficiency Increase
Evaluate RFQ 6,77%
Create Quote 8,03%

Table 22 Share of efficiency increase related to focus
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~_46% N Evaluate RFQ

Create Quote

o]

Figure 45 Share of efficiency increase related to focus

7.7 Validation summary

Since the topic is rather abstract in its origin, it needed some
effort to introduce it into a very operative environment. The
comparison of 1% of improvement equals about one hour helped
a lot for this introduction. Also, linking the procedural steps of
the gquestionnaire to the developed reference process steps
helped a lot to boil down the developed procedure to practical
application, and had the positive side effect of a second
viewpoint on the validation result. The most important outcome
of the validation and also the proof for hypothesis of this thesis
is the potential efficiency increase of 30%, or, rephrased, a
reduction of quote lead time by 30%. The share of these 30% to
the clusters is rather balanced and therefore do not allow any
specific conclusions. Anyway, the clustering showed to be very
helpful for filling in the questionnaire, supplying better guidance
for the experts. Overall, even if most of the results are in line
with the expectation, some of them are surprising either in
dominance or in direction. These areas could be a good base for

further research.
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8 CONCLUSION AND FUTURE PROSPECTS
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Figure 46 Conclusion and future prospects
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The most important finding is, that knowledge management, in a
way of knowledge enhancement and transfer, can be applied on
team level structures independently from any corporate
structures. Based on that, a possibility for further investigation
is to transfer the findings to other departments, with a special
focus on which aspects and boundary conditions need to be
adapted. This, at the same time, implies that this procedure of
knowledge enhancement and transfer should also be
investigated on corporate level, maybe encountering logical

boundaries due to the size of organizations.

Another option for further research is to investigate how such
knowledge management procedures are received by employees
within a company, because this could be another indication how
to implement such procedures, and, at least with the same
importance, how an organization can make sure that such
procedures stay sustainable effective after implementation. This
would need to include the guestion which framing conditions

need to be created and maintained in order to make long term
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success of implementation of knowledge enhancement and

transfer possible.

Regarding long term validation, an idea is to validate the
procedural steps also according increased quote quality, which
was not possible within the scope of this thesis due to the long
term aspect of measuring the quote quality perceived by the

customer.

However companies currently handle knowledge management,
‘implicit’ or ‘explicit’, putting a stronger focus on it can make
companies more competitive — which could be also the main
framing question for further investigation: How can systemic

knowledge management improve the competitive position ?
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