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2 ABSTRACT

Know ledge  managem ent  app l i ca t ion  on  t eam  leve l  w i t h in

au tom ot ive  sa les  t eams,  wor k ing  f rom a  2 n d t i e r  pos i t i on !

Mot i va ted  by  m any  year s  o f  p r ac t i ca l  exper ience ,  i t  was  mos t

cha l l eng ing  t o  t r y  t o  manage  t he  t radeo f f  be t ween  ph i l osophy

and  theor y  and  p rac t i ca l  app l i ca t i on o f  knowledge  management

w i t h in  an  MBA Mas te r T hes i s .  One  o f  t he  f i r s t  cha l l enges  was  to

va l i da te  whe t her  knowledge  m anagem ent  i s  r ecogn i zed  as  a

con t r i bu t o r  t o  company  and  team  per f o rmance .  Th i s  worked  ou t ,

w i t h  a  r emarkab le  por t i on  o f  e f f o r t ,  because  knowledge

managem ent  has  s t i l l  no  independen t  f ocus  w i th i n  co rpora te

s t r uc t u res  i n  m os t  compan ies .  And ,  i f s t r uc t u res  a r e  ava i l ab le ,  in

mos t  cases  they  a re  loca t ed  on  cor por a te  l eve l  and  t here f o re  t oo

gener ic  t o  be  app l i ed  i n  p r ac t i ce . Th i s  was  t he  reason  to  t ake

care  t ha t  a l l  measu res ,  l a te r  on  de f ined  p r ocedur a l  s t eps ,  can

be  app l i ed  on  team  leve l  i ndependen t  o f  any  co rpo ra te

s t r uc t u res . The  s t ruc tu r e  o f  t he  thes i s  goes  s t r ingen t  f r om

in t r oduc t ion ,  ana l ys i s  o f  t he  s t a te  o f  t he  a r t ,  deve lopm ent  o f  t he

p rocedure  to  va l ida t ion . I n  o rder  t o va l ida te  t he  deve loped

p rocedure ,  t he  quo t e  lead  t im e  has  been  de f ined  as KPI . The

met hod ica l  appr oach  i s  based  on t he  ana l ys i s  o f  t he  s t a te  o f  t he

a r t ,  as  we l l  as  t he  i nves t iga t ion  o f  a  poss ib le  app l i ca t ion

towards  enhancement  and  t rans f e r  o f  k nowledge .  Based  on  tha t ,

a  p rocedure  f o r  au t omot i ve  sa les  t eam s has  been  deve loped .

Af te r  ou t l i n i ng  the  bas i cs  o f  t heor y  and  the  bas ic  s t ruc t u re  o f

t he  thes is  i t se l f ,  t he  se tup  o f  a  2 n d t i e r  sa les  t eam app l i ca t i on  i s

desc r ibed ,  f o l lowed  by  a  more  c r i t i ca l  sec t i on  exp la in i ng  the

bar r ie r s  o f  knowledge  management  and  d i scuss ing  cen t r a l i sm

and  p r ocess  adhe rence  ver sus  knowledge  r espons ib i l i t y . I n

o rde r  t o  make  sure  t ha t  t he  deve loped  p r ocedur e  can

r ea l i s t i ca l l y  exp lo i t  t he  who le  po t en t i a l ,  a l l  a reas  o f  t he  f i rm  w i th

the i r  r e l a ted  aspec t s  regar d ing  knowledg e  enhancement  have
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been  inves t iga ted . F ina l l y , t he  deve loped  p r ocedur e  has  been

va l i da ted  based  on  an  in t e r v i ew m ethodo log y.  The  ma jo r

expec t a t i on  t ha t  t he  app l i ca t ion  o f  an  over a l l  p rocedur e  to

enhance  and  t rans f e r  knowledge  a im ing  the  inc r ease  o f

e f f i c iency  o f  au t omot i ve  sa les  t eams s ign i f i can t l y ,  has  been

con f i rm ed.

3 INTRODUCTION

3.1 Motivation

The  mot i va t ion  to  wo rk  on  an  m as t e r  t hes is ,  wh ich  i s  dea l ing  in

the  a rea  o f  knowledge  management ,  i s  roo ted  in  m y  s t r ong  be l ie f

t ha t  t he re  i s  a  d i f f e rence  be t ween  good  and  exce l l en t  t eams –

espec ia l l y  i n  t he  a rea  o f  sa les ,  whe re  sandwich  m anagem ent

be t ween  cus t omer  and  the  own  f i rm  i s  one  o f  t he  m a jo r

cha l l enges .  O ver  t he  t im e ,  i t  became m ore  and  mor e  obv ious  to

me  t ha t  t h i s  d i f f e ren t  percep t i on  o f  t eam  per f o rmance  has  to  do

wi t h  how i n f o rm at i on  i s  shar e d ,  and  how th i s  in f o rmat i on  i s

i ncor por a ted  as  knowledge  i n to  t he  team  and  t he  opera t i ve

work ing  s t y l e  o f  such  a  t eam.  I n  o rder  t o  ve r i f y  whe t her  t h i s  own

percep t i on  based  on  wo rk  exper i ence  i s  a l so  con f i rmed  by

sc ien t i f i c  l i t e r a tu re ,  t he  l i t e r a tu r e  s t udy was  ex tended  t o  an

inves t iga t i on  regard ing  the  r e levance  o f  knowledge  m anagem ent

i n  sa les .

Fo l low ing  in t e res t ing  s t a tem ents  der i ved  f rom  l i t e ra t u re  s tand

r epr esen ta t i ve  f o r  t he  r e levance  o f  k nowledge  managem ent  in

the  a r ea  o f  sa les :

" The  sa les  f o rce  o f  a ny  o rgan i za t i on  i s  a  c r i t i ca l  component

to  t he  over a l l  success  o f  t ha t  company ’s  goa ls  and

ob jec t i ves .   Know ledge  m anagement  i s  a  key  fac to r  t ha t ,   i f

imp lement ed  cor r ec t l y ,  can  ac t  as  ca t a lys t  t o  syner g iz i ng

the  e f f o r t s  o f  a  sa les  f o r ce  lead ing  to  many  po s i t i ve



M a s t e r  T h e s i s - A l f r e d W a l d h ä u s l 8

ou tcomes  i nc lud ing  a  m ore  e f f ec t i ve  sa les  f o r ce ,  an  ove ra l l

sm ar te r  o rgan i za t i on ,  and  emp loyees  who  have  a  h igh  sense

o f  mor a l  because  o f  t he i r  i nvo l vement  i n  t he  dec is i on

mak ing  p rocess . " ( Fen ton  D. ,  A lbers  J .A . :2007)

Th is  shows  the  impor tance  o f  k nowledg e  managem ent  w i t h in

sa les ,  as  we l l  as  Mor e l l o  i s  desc r i b i ng  knowledge  and

commun ica t i on  gaps  w i th

" F igur e  1  shows  t ha t  t he re  a r e  l o t  o f  avenues  fo r

commun ica t i on  in  t he  sa les  cha in  bu t  t he r e  a r e  f ew

s t r a teg ies  i n  p lace  t o  ensure  t ha t  t hese  avenues o f

commun ica t i on  a r e  be ing  u t i l i zed  o r  op t im ized .  The  l i gh te r

commun ica t i on  l i nks  in  F igur e  1  a r e  r a re ly  es tab l i shed  ye t

have  t he  m os t  po t en t i a l  as  t hey  a r e  c loser  t o  t he  consumer . "

( Mor e l lo  F .  2002 :88  in  Pr ac t i ca l  Aspec ts  o f  Know ledge

Managem ent ,  Kar ag ian n is  D. ,  Re imer  U . ,2002)

Distributor
Distribution

Outlet
Owner

Distribution
Outlet Staff Consumer

The Distribution Channel

Company /
Manufacturer

Sales
Representative

Communication links &
directional flow

F i g u r e 1 T h e  s a l e s  c h a i n  ( M o r e l l o  2 0 0 2 : 8 9 )

Another  sour ce  pu t s  a  f ocus  on  i n f o rmat ion  ga ther ing  in  t he

con t ex t  o f  new cus tom er  acqu is i t i on ,  say ing " i t ' s  no  sec r e t  t ha t

seek ing  and  secur ing  p rospec t i ve cus t omers  i s  t he  key  to

success fu l  g row th ,  bu t  i t  t akes  a  coord ina t ed  know ledge

managem ent  p r ocess  to  de l i ve r  t hem  as  ac tua l  cus t omers . "
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( S tap le ton  2003 :61) . Fr aunho f e r ,  Prom ind  and  MVI  d id  a  s t udy  in

2003  r egard ing  the  G erman  au tom ot i ve  i ndus t r y ,  i nves t ig a t ing

a l so  t he  im pac t  o f  knowledge  m anagem ent  spec i f i ca l l y  f o r  t he

au tom ot i ve  i ndus t r y . The s t udy  s ta t es  t ha t "W issen  i s t  e i ne  der

en tsche idenden  Ressourcen ,  von  denen  d ie  Zukun f t  unsere r

W i r t s cha f t  und  G ese l l scha f t  abhäng t .  G erade  i n  der

Fahr zeugen tw ick lung  sp ie l t  d ieser  Fak t o r  e i ne  en tsche idende

Ro l le . " ( Bu l l i nger  HJ .  e t  a l , 2003 :94 ) , as  we l l  as : "W issen  w i rd

zw ar  a ls  w ich t i g  e rach t e t ,  we lches  W issen  wann  und  wo  benö t ig t

w i rd ,  i s t  i n  den  Unte r nehmen  aber  kaum  bekann t . " ( Bu l l i nger  HJ

e t  a l ,  2003 :95) Trans la t ed ,  t h i s  means  t ha t  knowledge  i s

r egarded  as  r esource ,  wh ich  i s  dec is i ve  f o r  t he  f u tu r e  o f  ou r

econom y and  soc ie t y . Th is i s  espec ia l l y  va l i d  f o r  veh i c le

deve lopment .  The  s t udy  r evea led ,  t ha t  knowledge  i s  regar ded

impor tan t ,  bu t  wh ich  knowledge  i s  requ i r ed  wh ere ,  i s  se ldom

known wi t h in  t he  f i rm .  These  s t a tem ent s under l ine  t ha t ,  i f

e f f i c iency  i nc r ease  i s  a  t a rge t ,  knowledge  m anagement  ac t i ve l y

app l i ed  in  a  company ' s  sa les  depar tment  i s  an  i s sue .

3.2 Structure,  research target and eff iciency

3.2.1 Structure of  the thes is

The  s t ruc tu r e  o f  t he  t hes is  i s d i sp layed  in F igure 2 i n  add i t ion  t o

the  t ab le  o f  con t en t s . The  mos t  essen t ia l  pa r t s  a re  chap te r 3 ,

whe re  a l so  t he  ta rge ted  key  per f o r mance  i nd i ca t o rs  (KP I ' s )  a r e

de f ined ,  chap te r 6 wher e  spec i f i c  p r ocedura l  s t eps u t i l i z ing

e lements  o f  knowledge  management  a re  deve loped , and  chap te r

7 ,  wh i ch va l ida tes  t he  p r ocedure  based  on  i n te r v i ews ,  t ak ing  t he

KPI  as  measurem ent  base . The  f ocus i s :

 knowledge  enhancem ent

 Knowledge  t r ans f e r

 Ef f i c iency i nc rease
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I n  o r der  t o  s imp l i f y  o r ien ta t i on  f o r  t he  r eader , F igur e 2 St ruc tu re

o f  t he  Thes is w i l l  be  d isp layed  on  r e levan t  p laces  i n  t he  thes i s .

Introduction (3)

C
onclusion and Future P

rospects (8)

Methodical Approach (4)

State of the art(5)

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

Individual

D
evelopm

ent of P
rocedure (6)

K
ey Perform

ance Indicators–K
P

I

Quote

Lead Time

/ Efficiency

Increase
Validation  (7)

F i g u r e 2 S t r u c t u r e  o f  t h e  T h e s i s

3.2.2 Research target

The  resear ch ,  wh i ch  supp l i es  t he  base  f o r  p rocedures  wh i ch  can

be  app l ied  t o  t eam  s t r uc t u res ,  i s  f ocused on  how app l ied

knowledge  managem ent  can  i nc rease  t eam  per f o rmance .

Impor tan t  i s ,  t ha t  a l l  p r oposed  p r ocedura l  s t eps  can  be  app l ied

independen t l y  f r om any  ava i lab le  co rpora t e  s t ruc t u re – in  o r der

to  be  f lex ib le in  g radua l l y  im p lement ing  the  measures . In

par t i cu la r ,  t he  p rocedur es  p r oposed  i n  t h is  mas te r  t hes is

concen t ra t e  on  how k nowledge  can  be  enhanced  and  t rans f e r red

wi t h  t he  i n ten t ion  to  i nc r ease  e f f i c i ency – so  knowledge  i t se l f  i s

no t  regar ded  as  k ind  o f  se l f  con t a ined  s t ruc t u re .  A l so ,  no t  a l l  o f

t he  deve loped  p rocedur es  de l i ve r  knowledge  d i rec t l y  t o  t he

team,  bu t  t hey  f os te r  a  knowledge  shar ing  f r iend l y  env i ronment

wh ich  m ot i va t es  t eam  mem bers  t o  move  the i r  pe r spec t i ve  f rom

in f o rmat i on  p rocess ing  to  knowledge  wo rk ing .  The  deve lopment

o f  t he  m ethods  i s f ocused  on  sa les  t eams  in  t he  au tom ot i ve

indus t r y ,  oper a t i ng  f rom  a  2 n d t i e r  pos i t i on . Th i s  f ocus  based  on

po ten t ia l  e f f i c i ency  i nc rease  was  sensed  dur ing  p r ac t i ca l
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exper ience . Ano ther  reason  choos ing  th i s  examp le  was ,  t ha t  t he

au tom ot i ve  i ndus t r y  i s  one  o f  t he  mos t  dynam ic  i ndus t r ies  and

espec ia l l y  on  a  2 n d t i e r  pos i t i on  h igh l y  com pet i t i ve – r equ i r ing

there f o re  an  exce l len t  leve l  o f  e f f i c iency.  The  p r ec ise  se t up  w i l l

be  exp la ined  i n  chap te r 6 . 1 . The  a im  o f  t h i s thes is  i s  t o i nc rease

e f f i c iency  o f  au t omot i ve  sa les  t eams  by  k nowledge  enhancement

and  t rans f e r . The  p rocedures  sha l l  be  a  t oo lk i t  wh ich  enab les

g radua l l y  im p lement a t ion  i n  o r der  no t  t o  over s t ress  t he  ab i l i t i es

to  change  w i t h i n  t he  team.  I n  o rder  t o  va l i da te  t he  p rocedures  in

r egard  o f  t he i r  success f u l app l i ca t i on ,  sa les  re la ted  key

per f o rmance  ind ica to r s  (KPI ' s )  need  to  be  se lec ted .

Introduction (3)

C
onclusion and Future P

rospects (8)

Methodical Approach (4)

State of the art(5)

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

Individual

D
evelopm

ent of P
rocedure (6)

K
ey Perform
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F i g u r e 3 K e y  P e r f o r m a n c e  I n d i c a t o r s  ( K P I ' s )

Since  t he  t hes is  t a rge ts  t o  i den t i f y  t he  re l a t ion  be t ween

knowledge  management  p r ocedures  and  e f f i c i ency  inc rease ,  i t  i s

necessar y  t o  de f ine  how th i s  e f f i c i ency  inc rease  i s  t o  be

measured .  For  a  sa les  depar tment ,  hav ing  a  se t up  l i ke  desc r i bed

in  chap t e r 6 .1 ,  f o l low ing  Key  Per f o rmance  I nd ica to r s  ( KP I ' s )  can

be  app l i ed :

Quote  Lead  T im e ,  wh i ch  i s  t he  t ime  be t ween rece i v ing  the  RFQ

( Reques t  For  Quota t i on )  and  subm i t t ing  t he  quo t e  t o  t he

cus t omer .
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- and –

Quote  Qua l i t y ,  wh ich  i s  t he  qua l i t y  percep t i on  o f  t he  q uo te  by

the  cus t omer .

The  quo te  qua l i t y  pe rcep t ion  i s  ve r y  d i f f i cu l t  t o  measu re ,  s i nce  i t

r equ i r es the  se tup  and  rea l i za t ion  o f  a  p ro j ec t  as  we l l  as

f eedback  f rom  the  cus t omer and  needs  t her e f o re  a  l ong  t ime

be f o re  i t  cou ld  be  measur ed . There fo re , t he  va l i da t ion  o f  t he

deve loped  p r ocedur e concen t r a tes  on  measur ing  the  reduc t i on  o f

quo t e  lead  t ime . Det a i l s  a re  ou t l i ned  i n  chap t e r 7 .

4 METHODICAL APPROACH

Introduction (3)
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onclusion and Future P
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F i g u r e 4 M e t h o d i c a l  A p p r o a c h

The  ana l ys is  o f  t he re levan t  i npu ts  was  done  as  a  l i t e r a tu re

s t udy .  S ince  the  ava i l ab le  l i t e r a tu r e  f o r  knowledge  management

i s  enormous ,  t he  approach  was  to  p rov ide  d i f f e ren t  cu l t u ra l  and

persona l ,  and  ph i l osoph ica l  v i ewpo in t s  o f  t he  au t hors .  The

co l lec t ed  i npu ts  o f  t he  l i t e r a tu r e  have  been  shaped  t owa rds  t he

r esearch  ques t i on  in  o rder  t o  bu i ld  t he  base  f o r  comb ina t ion  w i th

own  p rac t i ca l  exper ience .  S ince  o ther  d i sc ip l ines  and  t e rms ,  l i ke

leadersh ip ,  va lue  m anagement  and  com pet ence  managem ent

have  a  c l ose re la t ion  t o  knowledge  managem ent ,  t he  necess i t y
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t o  keep  f ocus  was  s t r i c t l y  f o l l owed,  somet ime  sac r i f i c i ng  t he

op t ion  t o  d ra f t  a  w ide r  perspec t i ve  o f  knowledge  m anagement .

Par t  o f  t ha t  i s  re f e renced  t o  in  chap te r 8 .

4.1 State of the art  l i terature

The  l i t e r a tu r e  used  f o r  ana l yz ing  t he  s t a te  o f  t he  a r t  f o r t he

thes is  i s  l i s t ed  i n  chap t e r 9 .  As  a l r eady  m ent i oned ,  t he  ava i l ab le

l i t e r a tu r e  regar d ing  knowledge  m anagement  i s  en orm ous ,  wh i ch

made  i t  comparab le  comp lex  to  i den t i f y  t he  ma in  s t r uc tu r a l

con t r i bu t o rs  on  one hand ,  and  on  t he  o ther  hand  to  in teg ra te

a l so  v i ewpo in t s  f rom  a  d i f f e ren t  perspec t i ve . Chap te r 4 .1 . 1 and

4 . 1 .2 desc r ibe  the  se lec t i on  o f  t he  l i t e ra tu r e ,  wh ich  i s  based  on

the  re f e rences  o t he r  sources  use  i n  t he i r  con ten t .  Th i s  makes  i t

poss ib le  t o  t rack  down  t he  essen t i a ls  t o  t he  au t hor s  c i t ed  i n  t h is

thes is .

4.1.1 Selected p ioneers of  knowledge management

Michae l  Po lany i ,  bo rn  i n  Budapes t  1891 ,  i s  one  o f  t he  f ounders

o f  moder n  knowledge  managem ent  t heor i es .  H i s  f i nd ings  on

knowledge  and  sha r i ng  o f  knowledge  de l i ve r  t he  base  fo r  many

o t her  au t hor s . Geo rg  Hans  Neuweg , f o r  examp le ,  su b t i t l es  h is

book " Könnerscha f t  und  im p l i z i t es  W issen" .  The sub t i t l e  i s :  "Zur

l eh r - le r n theor e t i schen  Bedeu t ung  der  Erkenn tn i s . - und

W issens theor i e  Michae l  Po lany is . More  r egard ing  Neuweg  i s

d i scussed  in  chap te r 5 .1 .  I ku j i r o  Nonaka ,  h imse l f  one  o f  t he

knowledge  management  p ioneers ,  r e fe rences  i n  h i s  book  "The

knowledge  c rea t i ng  company"  t o  Po lany i  w i t h " As  f o r  t he

ep is t emo log ica l  d imens ion ,  we  d r aw  on  M ichae l  Po lany i ' s  ( 1966)

d i s t inc t i on  be tween  t ac i t  know ledge  and exp l i c i t  know ledge . "

( Nonaka ,  Takeuch i  1995 : 59  c i t i ng  Po lany i  1966) and "We  know

mor e  than  we  can  te l l "  ( Nonaka ,  Takeuch i  1995 :60  c i t i ng  Po lany i

1966) . Anot her  s t rong  comm i tment  t o  Po lany i ' s  t heor ies  i s  g i ven

in  Nonaka  e t  a l  "Manag ing  F low – A Pr ocess  The or y  o f  t he

Knowledge  Based  F i rm" ,  where  he  s ta t es  c l ea r l y
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"Our  v i ew  o f  know ledge  i s  based  on  Michae l  Po lany i ' s

concep t  o f  know ledge  (Po lany i ,  1958 ) .  Po lany i  s tands  i n

oppos i t ion  t o  t he  ob jec t i ve ,  ana l y t i ca l  v iew  tha t  sees

know ledge  as  somet h ing  human  be i ngs  ob ta in  by  ana l yz ing

the  ob jec t  as  a  t h ing  tha t  ex i s t s  sepa ra te l y  and  beyond  the

se l f . "  (Nonaka  e t  a l  2008 :9 )

Tak ing  Po lany i ' s  t heor y  as  a  base ,  Nonaka  concen t r a tes  a l so  on

knowledge  c r ea t ion ,  re f e r r ing  t o  Po lany i  w i t h :

" However ,  he  d id  no t  t heor i ze t he  p r ocess  o f  know ledge

cr ea t i on .  Wh i l e  we  agr ee  w i th  Po lany i  on  t he  impor tance  o f

t ac i t  know ledge ,  we  be l i eve  tha t  i t  i s  t he  p r ocess  o f

i n t e rac t ion  be tween  tac i t  and  exp l i c i t  know ledge  tha t  i s  t he

sour ce  o f  know ledge  c rea t ion"  (Nonaka  e t  a l  2008 : 9 )

Th is makes  bo th  au thors  a  good  com p l iment a r y  cho ice ,  w i t h

Po lany i  supp l y i ng  t he  base  ph i losoph ic  t heor y  wh i le  Nonaka

concen t ra t ing  on  re la t ing  knowledge  c r ea t i on  to  in t e rac t i ve

p rocesses .  Po lany i  i s  c i t ed  by  m os t  o f  t he  au t hor s  dea l i ng  w i th

knowledge  m anagem en t .  For  examp le ,  a lso  Davenpo r t  and

Prusak ,  in  t he i r  book  "W ork ing  Knowledg e – how organ i za t ions

manage  what  t hey  k now"  r e f e r  t o  Po lany i  w i t h "As  M ichae l

Po lany i ,  t he  ph i losopher  w ho  f i r s t  a r t i cu la ted  the  concep t  o f

t ac i t  ve rsus  exp l i c i t  know ledge ,  r emar ks , t o  unders tand  t ac i t

exper ience ,  t r y  exp la in i ng  i n  de t a i l  how  you  sw im  or  r i de  a

b i cyc le "  (Davenpor t ,  Prusak  2000 : 71) . T he  im por t ance  o f  Po lany i

i s  under l ined  a l so  by  H i s l op ,  who  re fe rs  t o  Po lany i  in  d i f f e ren t

sec t ions  o f "Know ledge  Managem ent  i n  Or gan i za t i ons" ,  e .g .

" ( . . . . )  Po lany i ' s  w ork  i s  o f t en  used  t o  j us t i f y  t he  i dea  tha t  t ac i t

and  exp l i c i t  know ledge  a re  two  separa t e  and  d is t i nc t i ve  t ypes  o f

know ledge ,  a  number  o f  w r i t e rs  sugges t  t ha t  t h i s

m isunders t ands  h i s  ana lys is . "  (H i s lop  2009 :37) . Po lany i ' s  bas i cs

f ind  a l so  u t i l i za t ion  d i r ec t l y  i n  an  i n i t i a t i ve  o f  I BM " I BM's

know ledge  managem ent  ac t i v i t i es  a r e  based  on  M ichae l
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Po lany i ' s  de f i n i t i on  o f  tw o  d imens ions  o f  know ledge . "  (Vor beck

e t  a l .  i n  Know ledge  Management  i n  a  G loba l  Com pany – I BM

G loba l  Serv i ces ;  i n  Mer t i ns  e t  a l .  2003 : 293)

I ku j i r o  Nonaka is  one  o f  t he  mos t  c i t ed  au thors  in  knowledge

managem ent . Neuweg r e f e rences  to  Nonaka  w i t h "So  sehen

Nonaka  /  Takeuch i  e inen  en tsche idenden  Wet tbewerbsvor te i l

j apan ischer  Un te r nehmen  dar in ,  daß d iese  be i  de r  Schöp f ung

neuen  o r gan isa t i ona len  W issens  der  Mob i l i s ie r ung ,  Exp l i z i e r ung

und  D i f f us ion  imp l i z i t em Wissens  besonder e  Bedeu t ung

be imessen . " ( Neuweg  2001 : 3 ) . Davenpor t ,  i n  h is  book  "W ork ing

Knowledge – how o rgan i za t ions  m anage  what  t hey  know" ,  wh i ch

concen t ra t es  on  knowledge  m arke ts ,  re f e rs  on  seve ra l  occas ions

to  Nonaka ,  e .g .  w i t h " Accor d ing  to  Nonaka  and  Takeuch i ,  one  o f

t he  cond i t ions  tha t  encourages  know ledge  c rea t i on  i s

' r edundancy ' .  They  desc r i be  redundancy  as  shar ed  in fo rmat ion

tha t  a l lows  i nd iv i dua ls  t o  ' i n vade '  one  ano ther ' s  bounda r i es  and

o f f e r  adv ice  and  new perspec t i ve . "  ( Davenpor t ,  Pr usak  2000 : 43)

His lop  r e f e rs  t o  Nonaka  w i th  a  who le  chap t e r  in  h i s  book

" Knowledge  Managem ent  i n  Organ i za t ions" ,  exp la in i ng  a l so  t he

l im i t a t ions  o f  Nonaka ' s  concep t .

" I n  ex amin ing  t he  top ic  o f  know ledge  c r ea t ion  i t  i s  v i r t ua l l y

imposs ib le  t o  ignore  Nonaka ' s  t heory  o f  know ledge  c r ea t i on

as  i t  r ep resen ts  t he  s ing le  mos t  in f l uen t ia l  and  w ide ly

r e fe renced  theor y  i n  t he  know ledge  managem ent  doma in

(Gu ldenberg  &  He l t i ng  2007 ;  Nona ka  e t  a l .  2006) .  For

exam p le ,  Gour l ay  ( 2006)  f ound  t ha t  Nonaka  &  Takeuch i ' s

1995  book ,  ' The  Know ledge  Cr ea t i ng  Company ' ,  had  been

c i t ed  1093  t im es  be tween  1994  and  2004 . "  ( H i s lop

2009 :118)

His lop  re f e rs  a lso  t o  t he  l im i t a t ions  o f  Nonaka ' s  knowledge

cr ea t i ng  theor y ,  s ta t i ng
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"Wh i l e  Nonaka ' s  t heory  i s  w ide l y  c i t ed ,  and  h igh ly

i n f l uen t i a l ,  i t  has  a l so  been  t he  sub jec t  o f  a  number  o f

c r i t i c i sms .  Thr ee  cons ide red  here  a r e  t ha t  t he  emp i r i ca l

ev idence  suppor t ing  t he  t heory  i s  unconv inc ing ,  second ly

tha t  t he  mode l has  concep tua l  p r ob lems,  and  th i r d ly  t ha t  i t s

un ive rsa l  app l i cab i l i t y  i s  l im i t ed  as  i t  i s  on ly  r e l evan t  t o

compan ies  u t i l i z i ng  Japanese  bus iness  p r ac t i ces . "  ( H i s lop

2009 :120 , 122)

4.1.2 Other important  knowledge management
l i terature sources

Thom as  H.  Davenpo r t  &  Laurence  Prusak ar e  chosen  as

l i t e r a tu r e  sour ce  because  they  i nves t iga te  i n  t he i r  book  "W ork ing

Knowledge – how o rgan i za t ions  m anage  what  t hey  know"  deep l y

wha t  a  knowledge  marke t  i s  and  how such  a  marke t  works .  He  i s

r e f e renced  i n  severa l  o f  t he  o t he r  l i t e ra t u re  sources .

Georg  Hans  Neuweg was  se lec ted  wi th  h is  book  "Könnerscha f t

und  imp l i z i t es  W issen – zur  l eh r - l e rn t heore t i schen  Bedeu tung

der  Erkenn tn i s - und  W issens theor i e  Michae l  Po lany is "  because

i t  i nves t iga tes  deep l y  t he  p rocess  l ea rn ing ,  espec ia l l y  a l so  t he

r o le  o f  t he  lea rner .  Bes ide  re f e r r ing  t o  Po lany i ,  who ' s  t heor i es

a re  t he  base  f o r  t he  book ,  Neuweg  re f e rences  a lso  t o  o t her

au thors  u t i l i zed  f o r  t h i s  Thes i s ,  e .g .  Nonaka  and  Davenpo r t .

Dona ld  H is l op con t r i bu t es  w i th  " Knowledge  Management  in

Organ i za t ions" .  I t  was  se lec ted  because  i t  p r ov ides  a  good

over v iew on  knowledge  m anagement ,  and  a l so  p r ov ides  c r i t i ca l

v i ewpo in t  on  e .g .  Nonaka  and  the  ob jec t i v i s t  doma in  o f

knowledge  management .

O ther  au thors  and  l i t e ra t u re  sources have  been  used  to

comp lement  t he  v i ewpo in t s  ou t l i ned  above ,  o r  have  been

inves t iga t ed  bu t  no t  used  because  l ead ing  t oo  f a r  away  f r om t he

core  o f  t he  t hes is .  The  f u l l  over v iew on  l i t e r a tu r e  sou rces  i s

g i ven  in  chap te r 9 .
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4.2 Objectivist versus practice-based perspective
on knowledge

I n  t he  l i t e ra t u re ,  mos t  o f  t he  au t hors  be long  to  e i t he r  one  o f

t hese  t wo  perspec t i ves ,  ob j ec t i v i s t  o r  p rac t i ce - based .  The

p rocedures  deve loped  i n  t h i s  t hes is  t ake  advan tage  o f  bo th

perspec t i ves .  The  d i f f e rence be t ween the  t wo  perspec t i ves  can

be  desc r i bed  as :

" As  ou t l i ned ,  t he  ob jec t i v i s t  pe rspec t i ve ,  d r aw ing  on  the

c lass i ca l  images  o f  sc ience ,  concep tua l i zes  know ledge  as

be ing  p r imar i l y  de r i ved  f rom  cogn i t i ve  p r ocesses ,  som eth ing

invo lv i ng  the  b r a in  bu t  no t t he  body .  The  p rac t i ce -based

perspec t i ve  ins tead  v i ews  know ing  and  the  deve lopment  o f

know ledge  as  occu r r i ng  on  an  ongo ing  bas i s  t h rough  t he

r ou t ine  ac t i v i t i es  t ha t  peop le  under take . " (H is l op  2009 : 35)

The  d i f f e ren t  v i ewpo in t s  a r e  d isp layed  m ore  de t a i l ed  i n T ab le 2

Knowledge  Man agement – Ob jec t i v i s t  Perspec t i ve  ( H is lop

2009 :27) and Tab le 3 Knowledge  Management – Prac t i ce -based

Perspec t i ve  ( H is l op  2009 : 34) .

Knowledge manageme nt:  ob jec t iv is t  perspect ive
Conve r t  t ac i t  t o  exp l i c i t  knowledge  ( cod i f i ca t i on )
Co l lec t  knowledge  i n  cen t ra l  r epos i t o ry
S t ruc t u re / sys t emat ize  knowledge  ( i n to  d i sc r e te  ca tegor i es )
Techno log y p lays  a  key r o le
T a b l e 2 K n o w l e d g e  M a n a g e m e n t – O b j e c t i v i s t  P e r s p e c t i v e  ( H i s l o p
2 0 0 9 : 2 7 )

Character is t ic  o f  knowledge from pract ice -based
epis temology

Knowledge  i s  embedded in  p rac t i ce
Tac i t  and  exp l i c i t  knowledge  a re  i nsepa rab le
Knowledge  i s  embod ied  i n  peop le
Knowledge  i s  soc ia l l y  cons t r uc ted
Knowledge  i s  cu l t u r a l l y  embedded
Knowledge  i s  con tes t ab le
T a b l e 3 K n o w l e d g e  M a n a g e m e n t – Pr a c t i c e - b a s e d  Pe r s p e c t i v e  ( H i s l o p
2 0 0 9 : 3 4 )
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5 STATE OF THE ART

F igur e 5 ind ica tes  wh i ch  ma in aspec ts  have  been  inves t iga ted

based  on  t he  s t a te  o f  t he  a r t and  how the i r  r e l evance  i s  loca t ed

wi t h in  t he  t op ic  o f  knowledge  management .
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F i g u r e 5 O v e r v i e w  o f  a s p e c t s  d i s c u s s e d  i n  c h a p t e r  s t a t e  o f t h e  a r t

5.1 Data and information versus knowledge

The  d i f f e rences  and  dependenc ies  be t ween  da ta ,  in fo rmat ion

and  k nowledge  can  be  desc r ibed  as " Da ta  i s  a  se t  o f  d i sc re te ,

ob jec t i ve  f ac t s  abou t  even ts .  I n  an  o rgan i za t iona l  con t ex t ,  da ta

i s  m os t  use f u l l y  desc r ibed  as  s t r uc t u red  reco rds  o f

t ransac t ions . "  ( Davenpor t ,  Pr usak  2000 : 2 )  and  "Da ta  becomes

in f o rmat i on  when  i t s  c rea to r  adds  m ean ing . "  ( Davenpor t ,  Prusak

2000 :4 ) . Based  on  th i s  de f i n i t i on ,  da ta  can  be  unders tood  as  t he
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sm a l l es t  e l ement .  I t  has ,  re f e renced  as  a  s t and  a lone  en t i t y ,  no

mean ing . "The  w ord  ' i n f o rm '  o r ig ina l l y  meant  ' t o  g ive  shape  to '

and  i n fo rmat ion  i s  m eant  t o  shape  the  per son  who  ge ts  i t ,  t o

make  some  d i f f e rence  i n  h is  ou t look  o r  i ns igh t . "  (Davenpor t ,

P rusak  2000 :3 ) . Subsequen t l y ,  i n f o rmat i on  i s  t he  nex t  h igher

l eve l ,  where da t a  i s  m erged  w i th  mean ing  f o r  a  person .  I n  t h is

s t age ,  an  impac t  on  t he  per son  i s  a l ready  g i ven .

" Know ledge  i s  a  f lu i d  m ix  o f  f r amed  exper i ences ,  va lues ,

con t ex t ua l  in f o rmat ion ,  and  exper t  i ns igh t  t ha t  p r ov ides  a

f ram ework  f o r  eva lua t ing  and  i ncorpor a t i ng  new exper iences

and  i n f o rmat ion .  I t  o r ig i na tes  and  i s  app l i ed  i n  t he  m inds  o f

knowers .  I n  o r gan i za t i ons ,  i t  o f t en  becomes  embedded  no t

on ly  in  docum ent s  o r  repos i t o r ies  bu t  a l so  in  o r gan i za t i ona l

r ou t ines ,  p r ocesses ,  p r ac t i ces ,  and  norms . "  ( Davenpor t ,

P rusak  2000 : 5 )

" Thus  i n fo rm at ion  i s  a  f l ow  o f  m essages ,  wh i le  know ledge  i s

c r ea t ed  by  t ha t  ve ry  f low  o f  i n fo rmat i on ,  anchor ed  i n  t he

be l ie f s  and  commi tment  o f  i t s  ho lde r . "  ( Nonaka ,  Takeuch i

1995 :58)

As  a  th i r d  l eve l ,  t he  knowledge  l eve l ,  t he  i n f o rmat i on is  se t  in to

con t ex t  o f  a l l  p r ev ious  exper i ence  o f  a  per son  o r  an

o rgan i za t ion .  I ku j i r o  Nonaka  goes  a  s tep  f u r the r  and  ass igns

char ac t e r i s t i cs  t o  knowledge .  The  f i r s t  char ac te r i s t i c  re f e rs  t o

knowledge  as  be ing  sub jec t i ve .

"What  we  shou ld  under s tand  f i r s t i s  t ha t  hum an  be ings  have

d i f f e ren t  sub jec t i ve  v iew po in t s ,  and  t hese  d i f f e rences  a re

necessary  f o r  t he  c r ea t i on  o f  know ledge .  Phys ica l  resou rces

and  i n f o rmat ion  do  no t ,  and  canno t ,  d i f f e r  depend ing  on  the i r

user . "  ( Nonaka  e t  a l .  2008 : 8 )

As  a  second  chara c te r i s t i c  Nonaka  s ta t es  t ha t  knowledge  i s

p rocess  r e la t ed . " I t  i s  a  p r ocess  i n  wh i ch  t he  ind i v idua l ' s
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sub jec t i ve  t hough ts  a r e  jus t i f i ed  t h r ough  soc ia l  i n te r ac t i on  w i th

o t her s  and  the  env i r onm ent  t o  becom e ob jec t i ve  ' t r u t h ' . "

( Nonaka  e t  a l .  2008 : 12) . F ina l l y  he  s t a tes  t ha t  knowledge

cr ea t ed  t h rough  p r ac t i ce . " Because  know ledge  i s  sub jec t i ve ,

p rocess - re la t i ona l ,  and  aes t he t i c ,  i t  can  on ly  be  c r ea t ed  i n  t he

ac tua l  p r ac t i ce  o f  dea l i ng  w i th  each  par t i cu la r  s i t ua t ion . "

( Nonaka  e t  a l .  2008 : 13) . Based  on  t ha t ,  i t  c an  be  conc luded  tha t

knowledge  i s  embedded m a in l y  in  humans  and  s t r ong ly

i n f l uenced  r espec t i ve l y  c r ea t ed  by  soc ia l  i n te r ac t i on  i n  p rac t i ce .

Th is  g i ves  a l ready  a  f i r s t  i nd i ca t ion  r egard ing  ach ievab le

e f f i c iency  impr ovem ent s  i n  au tomot i ve  sa les  t eams.  The

in t e rac t i ve  l ea r n ing  p r ocess  and  the  em bedment  o f  new

in f o rmat i on  depend ing  on  the  mat u r i t y  o f  t he  l ea r ner ,

r espec t i ve l y  knowledge  rece i ve r ,  can  be  i l l us t r a ted  l i ke  t ha t

( Fo l low ing  f igu r es  r e f e r  t o  Baumgar t ne r ,  c i t ed  by  Neuweg  2001 :

340 – 342 ;  t he  f o l low ing tex t  c i t es  Neuweg ,  340 f f ,  t r ans la ted  by

the  au thor ) .

F i g u r e 6 T h e  f u zz y  v i e w  o f  t h e  n o v i c e  ( N e u w e g  2 0 0 1 : 3 4 0 )

"We assum e a  nov ice  sha l l  be  in t r oduced  t o  a  doma in .  Th i s

i n t r oduc t ion  has  t he  t a rge t  t o  i n te r p re t  e l ements  w i t h in  a

spec i f i c  a r ea ,  and  to  per cep t  t hese  e lements  as  mean ing fu l

i n  a  con t ex t  w i t h  a  new com p le t e  "who le " .  "  ( Neuweg

2001:340 ,  t r ans la ted  by  t he  au t hor )
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F i g u r e 7 T h e  r e a l  i n  t h e  l i g h t  o f  t h e o r y  ( N e u w e g  2 0 0 1 : 3 4 1 )

"What  t he  exper t  pe r cep ts ,  i s  t he  f unc t i on  o f  an

in t e rp r e ta t i on  f ramew ork ,  espec ia l l y  t he  f unc t i on  o f

acqu is i t i on  i n  t he  pas t .  He  percep t s  t he  de ta i l s  on  a

vec t o r ia l  base ,  rega rds  to  t he i r  un i t ed  deno ta t i on ,  and  see

them  ins t an t l y  m ean ing fu l  con f i gu r ed . "  ( Neuweg  2001 :341 ,

t rans la ted  by  t he  au t hor )

F i g u r e 8 A  t r a n s f e r  s i t u a t i o n  ( N e u w e g  2 0 0 1 : 3 4 2 )

" Us ing  t heory  f o r  t he  i n te r p re t a t ion  o f  exper i ence  i n tens ive ly

and  to  in t e rna l i ze  i t  t h i s  way ,  m eans  a l so  t o  expose  onese l f

t o  a  t h i nk ing  s t ruc tu r e ,  wh ich is  no t  exper ienced  l i ke  t h is .

The  l ea r ner  m ay  no t  recogn i ze  t he  new  da ta  show n i n F igure

8 ,  o r  he  w i l l ,  i n  a  k i nd  o f  se l f - expans ion ,  in t egr a te  t he  new

data  i n t o  t he  i n te rp re ta t i on  f ram ework . "  Neuw eg  2001 :342 ,

t rans la ted  by  t he  au t hor )
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F i g u r e 9 T h e o r y  m o t i v a t e d  a s s im i l a t i o n  ( N e u w e g  2 0 0 1 : 3 4 2 )

" The  new da t a  con f i rm  and  suppor t  t hemse lves  v i ce  ve rsa .

Th is  speaks  f o r  t he  coher ence  o f  t he  i n te r p re ta t ion

f ram ework ,  bu t  no t  necessar i l y  f o r  t he com p l i ance  to  t he

t ru t h . "  ( Neuweg 2001 :342 ,  t r ans la ted  by  t he  au thor )

F i g u r e 1 0 B r e a k i n g  o u t  ( N e u w e g 2 0 0 1 : 3 4 3 )

" The  ava i l ab le  da t a  cou ld  be ,  i n  an  a l t e rna t i ve  in t e rp r e ta t i on

f ram ework  based  on  o ther  concep t s ,  i n t e rp r e ted  com p le te ly

a l so  l i ke  ( no t e  o f  t he  au t hor :  see F igure 11) "  ( Neuweg

2001:343 ,  t r ans la ted  by  t he  au t hor )
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F i g u r e 1 1 R e f r am i n g  ( N e u w e g  2 0 0 1 : 3 4 3 )

" ( . . . )  H i s  i n te r p re ta t i ons  a re ,  f i r s t  and  fo r em os t ,  a  f unc t i on

o f  h is  l ea r n ing  exper ience ,  a  f unc t i on  o f  wha t  i s  s t o red  in

h i s  backgr ound  awar eness  ( . . . ) "  ( Neuweg  2001 :343 ,

t rans la ted  by  t he  au t hor )

5.2 Types of knowledge

I t  i s  a l r eady  obv ious  t ha t  knowledge  i s  t oo  comp lex  i n  o rder  t o

de f ine  i t  shor t .  A l so ,  knowledge  can  no t  be  t rans f e r red  as  easy

as  da ta  o r  in f o rmat ion ,  s ince  d i f f e ren t  t ypes  o f  knowledge  need

d i f f e ren t  t r ans f e r  modes .  The  essen t ia l  d i f f e ren t ia t i on  be t ween

tac i t  knowledge  and  exp l i c i t  k nowledge  i s  desc r i bed  i n  f o l l ow ing

tab le .

Theory of Organizat ional  Knowledge Creat ion – Two
Types of  Knowledge

Taci t  Know ledge
( Sub ject i ve)

Expl ic i t  Know ledge
(Ob ject i ve)

Knowledge  o f  exper ience
( body)

Knowledge  o f  ra t iona l i t y
(m ind)

S im u l taneous  knowledge
( her e  and  now)

Sequent ia l  knowledge
( there  and then)

Ana log  knowledge
( p rac t i ce_)

D ig i t a l  knowledge
( theor y )

T a b l e 4 T h e o r y  o f  O r g a n i za t i o n a l  K n o w l e d g e  C r e a t i o n ( N o n a k a ,
T a k e u c h i  1 9 9 5 : 6 1 )

The  r e la t ion  be t ween  these  t wo  t ypes  o f  knowledge  i s  desc r ibed

wi t h " I n  our  v iew ,  how ever ,  t ac i t  know ledge  and  exp l i c i t

know ledge  a re  no t  t o ta l l y  separa t e  bu t  mut ua l l y  comp lementa ry
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en t i t i es . "  ( Nonaka ,  Takeuch i  1995 :61) . Al t hough  the  above

shown  tab le  g i ves  a l r eady  som e  i nd ica t i on  f rom  wher e  these  t wo

d i f f e ren t  t ypes  o f  knowledge  come,  i t i s  s t i l l  necessar y  t o  d ive

deeper  i n to  t he  concep ts  o f  knowledge  c rea t ion ,  in  o rder  t o  work

ou t  t he  re la t ion  t o  sa les  t eam e f f i c iency .

5.3 Knowledge creation within two basic
dimensions

Bef o re  d iscuss ing  how k nowledge  i s  enhanced  i n  t eams,  how i t

i s  t r ans f e r red  and  why  t h is  con t r ibu tes  t o  e f f i c iency  inc rease ,  i t

i s  impor tan t  t o  unde rs tand  how knowledge  i s  c r ea t ed .

F i g u r e 1 2 T w o  d im e n s i o n s  o f  k n o w l e d g e  c r e a t i o n  ( N o n a k a ,  T a k e u c h i
1 9 9 5 : 5 7 )

The  ep is t emo log ica l  d im ens ion  i s  d is t i ngu is h ing  be t ween  tac i t

and  exp l i c i t  knowledge ,  as  desc r i bed  in chap te r 5 .2 , Tab le 4 .The

on to log ica l  d imens ion  desc r i bes  on  wh i ch  leve l  t he  knowledge  i s

l oca t ed ,  f r om ind i v id ua l  t o  in t e r  o rgan iza t iona l .
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" I n  a  s t r i c t  sense ,  know ledge  i s  c r ea t ed  on ly  by  i nd iv idua ls .

An  o rgan i za t i on  canno t  c rea te  know ledge  w i t hou t  ind i v idua ls .

The  o r gan i za t i on  suppor t s  c r ea t i ve  i nd iv idua l s  o r  p r ov ides

con t ex t s  f o r  t hem  t o  c r ea t e  know ledge .  Or gan i za t i ona l

know ledge  c rea t ion ,  t he r e fo r e ,  shou ld  be  unders t ood  as  a

p rocess  tha t  " o rgan i za t iona l l y "  amp l i f i es  t he  know ledge

cr ea t ed  by  i nd iv i dua ls  and  c rys ta l l i zes  i t  as  a  par t  o f  t he

know ledge  ne twor k  o f  t he  o rgan i za t i on . "  ( Nonaka ,  Takeuch i

1995 :59)

Since knowledge  c r ea t ion ,  espec ia l l y  on  o rgan i za t i ona l  l eve l ,  i s

desc r ibed  as  be ing  s t r ong l y  t i ed  t o  t he  p r ocess  o f  knowledge

shar i ng ,  o rgan i za t i ona l  knowledge  c r ea t ion  w i l l  be  d iscussed

la t e r  in  t h i s  t hes is .

5.4 Knowledge codif ication,  conversion and
transfer

T wo  bas ic  t ypes  o f  knowledge ,  as  desc r ibed  i n chap te r 5 . 2 ,

Tab le 4 ,  r esu l t  i n  f ou r  modes  o f  knowledge  convers ion :

F i g u r e 1 3 F o u r  m o d e s  o f  k n o w l e d g e  c o n v e r s i o n  ( N o n a k a ,  T a k e u c h i
1 9 9 5 : 6 2 )

Due  to  t he  impor tance  o f  knowledge  shar i ng ,  t he  ind i v i dua l

modes  sha l l  be  i nves t iga ted  mor e  c l osure  here .  Fo l l ow ing  inpu ts



M a s t e r  T h e s i s - A l f r e d W a l d h ä u s l 26

descr ibe  soc ia l i za t i on ,  wh ich  i s  t he  t r ans f e r  f rom  tac i t

knowledge  to  t ac i t  knowledge :

" An  ind iv idua l  can  acqu i r e  know ledge  d i r ec t l y  f r om o thers

w i thou t  us ing  l anguage .  App ren t i ces  work  w i th  t he i r  mas te r

and  l ea r n  c ra f t smansh ip  no t  t h r ough  l anguage  bu t  t r ough

observa t i on ,  im i t a t ion ,  and  p r ac t i ce . "  (Nonaka ,  Takeuch i

1995 :63)

Exte r na l i za t ion can  be  regar ded  as  ve r y  im por tan t  f o r

o rgan i za t iona l  knowledg e  shar ing ,  because  i t  desc r ibes  the

t rans la t ion  f rom t ac i t  t o  exp l i c i t  knowledge . "Ex te r na l i za t ion  i s  a

p rocess  o f  a r t i cu la t ing  t ac i t  know ledge  i n to  exp l i c i t  concep t s .  I t

i s  a  qu in tessen t ia l  know ledge-c rea t ing  p rocess  i n  t ha t  t ac i t

know ledge  becomes  exp l i c i t ,  t ak ing  the  shape  o f  met aphors ,

ana log ies ,  concep ts ,  hypo thes is ,  o r  mode l s . "  ( Nonaka ,  Takeuch i

1995 :63) Comb ina t ion ,  f r om exp l i c i t  t o  exp l i c i t ,  f o l l ows  th is

theor y : "Recon f igu r a t i on  o f  ex is t i n g  in f o rmat i on  th r ough  sor t ing ,

add ing ,  comb in ing  and  ca tegor i z i ng  o f  exp l i c i t  know ledge  (as

conduc ted  i n  comput e r  da tabases)  can  l ead  to  new  know ledge . "

( Nonaka ,  Takeuch i  1995 :63) . And,  f i na l l y ,  i n te r na l i za t ion  i s

desc r ibed  w i th " I n t e rna l i za t i on  i s  a  p r oce ss  o f  embody ing

exp l i c i t  know ledge  i n to  t ac i t  know ledge .  I t  i s  c l ose l y  r e l a t ed  to

" lea rn ing  by  do ing " . "  ( Nonaka ,  Takeuch i  1995 : 69) . Neuweg ,

d i scuss ing  t he  con tex t  m ore  f rom  t he  perspec t i ve  o f  t each ing ,

s t r esses " D ie  Le rnenden  müssen  o f f enbar  e ine  Au fgabe

vo l l z i ehen ,  d i e  der  Lehrende  se lbs t  be i  i n t ens i vs t em  Bem ühen,

das  e igene  Können ,  sp rach l i ch  " k l e inzua r be i t en" ,  n ich t

s t e l l ve r t r e tend  le i s ten  kann . " ( Neuweg  2001 : 9 ) . Trans la ted ,  t h i s

means  t ha t  t he  lea rner  has  to  per f o rm a  t ask  [ no t e  by  t he

au thor :  du r ing  knowledge  t r ans f e r ]  wh i ch  can  no t ,  even  w i th

i n t ens i ve  endeavor  t o  t rans f e r  t he  own  k nowledge  ve rba l l y ,

per f o rmed  by  the  teacher .  Th is  can  be  i l l us t r a ted  by  f o l l ow ing

f igu re :
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Explicit Knowledge

Implicit
Dimension

Communication

Receiver

Communication barrier to be overcome with unterstanding

non – explicit
knowledge share
which has to be
constructed actively
by the receiver

Explicit Knowledge

Implicit
Dimension

Communication

Receiver

Communication barrier to be overcome with unterstanding

non – explicit
knowledge share
which has to be
constructed actively
by the receiver

F i g u r e 1 4 C o m m u n i c a t i o n  a n d  im p l i c i t  k n o w l e d g e ( N e u w e g  2 0 0 1 : 1 0 )

Th is  shows  impr ess i ve  tha t  r ece i v ing  k nowledge  r equ i res  a  ve r y

ac t i ve  behav io r  and  tha t  a  h igh  leve l  o f  gener a l  unders tand ing

enab les  a  h igh  po r t i on  o f  imp l i c i t  ( t ac i t )  knowledge  to  be

t rans f e r red .

5.5 Markets for sharing knowledge

Th is  chap te r i s  inc luded  t o  i nves t iga te  where  knowledge  i s

shar ed ,  and  wh i ch  e lement s  a r e  impor tan t  f o r  a  knowledge

shar i ng  marke t .  An  impor tan t  par t  i s  o rgan i za t i ona l  knowledge

as  desc r i bed  by  Davenpor t  and  Pr usak :

" I n  con t ras t  t o  i nd iv idua l  know ledge ,  o rgan i za t iona l

know ledge  i s  h i gh l y  dynam ic :  i t  i s  moved  by  a  va r i e t y  o f

f o r ces .  I f  we  w ant  know ledge  t o  m ove  and  be  u t i l i zed  more

e f f ec t i ve ly ,  we  need  t o  be t t e r  under s tand  t he  fo r ces  t ha t  d r i ve

i t . "  ( Davenpor t ,  P rusak  2000 : 25 )  "One  cha l lenges  o f

know ledge  m anagement  i s t o  ensure  tha t  know ledge  sha r ing

i s  r ewarded  m ore  than  know ledge  hoar d ing"  ( Davenpor t ,

P rusak  2000 : 29)
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The  q ues t i on  i s ,  how cou ld  a  rewa rd  sys tem  look  l i ke ,

r espec t i ve l y  whe the r  we  cou ld  assume  tha t  on l y  ve r y  se ldom  the

company  i t se l f  i s  cons is ten t l y  ca r i ng  f o r  a  k i nd  o f  r eward

sys tem.  An  answer  cou ld  be :

"W i th in  o rgan i za t i ons ,  t he  m ed ium  o f  exchange  i s  se ldom

money ,  bu t  t he re  a r e  agreed - upon  cur r enc ies  (o r  "en t i t i es " ,  i n

the  l anguage  o f  exchange  t heory )  t ha t  d r i ve  t he  know ledge

mar ke t .  As  we  have  sa id ,  s e l le r  and  buyers  exchange

know ledge  because  t hey  be l i eve  they  ga in  f rom  the

t ransac t ion . "  ( Davenpor t ,  Pr usak  2000 :29)

From  t ha t  we  can  lea rn ,  t ha t  bas ica l l y  knowledge  i s  " so ld "  on  a

marke t  wh ich  works  l i ke  any  o t her  ma rke t – there  a re  buyers ,

se l le r s ,  and a  cur r ency .  Ther e f o re ,  we  can  assume  tha t  l i ke

o t her  spec ia l i zed  marke t ,  a lso  t he  knowledge  marke t  may

under l ie  spec i f i c  marke t  r u les .  Bu t  wha tever  marke t  ru l es  m ay

app l y ,  one  th i ng  wh i ch  makes  a  marke t  v i t a l  i s  t r us t .

" For  t he  know ledge  m arke t  t o  opera t e  in  an  o r gan i za t ion ,

t rus t  m us t  be  es t ab l i shed  i n  t he  fo l low ing  t h ree  ways :  1 .  T rus t

mus t  be  v is i b le .  The  mem ber s  o f  t he  o r gan i za t i on  m us t  see

peop le  ge t  c r ed i t  f o r  know ledge  shar ing .  [ . . . ]  a  dec la ra t ion  o f

t he  impor tance  o f  t r us t  in  t he  co r pora t e  m iss ion s ta t ement  i s

no t  su f f i c i en t .  2 .  T rus t  mus t  be  ub iqu i t ous .  I f  pa r t  o f  t he

in t e rna l  know ledge  marke t  i s  un t rus twor thy ,  t he  marke t

becomes  asymmet r i c  and  l ess  e f f i c i en t .3 .  T r us twor t h iness

mus t  s ta r t  a t  t he  t op .  T r us t  t ends  t o  f l ow  downwar d  t h r ough

o rgan i za t i ons .  Uppe r  management ' s  examp le  can  o f t en  de f ine

the  norm s  and  va lues  o f  a  f i rm .  [ . . . ]  The i r  va lues  become

known  to  t he  f i rm  t h rough  s igna ls ,  s igns ,  and  symbo ls . "

( Davenpo r t ,  Pr usak  2000 :35)

An  rem a in ing  im por tan t  ques t i on  i s ,  whe re  knowledge  i s  loca t ed

and  how someone can  ge t  access .
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“ T i t l e  and  pos i t ion  i s  t he  mos t  common  f o rma l  s i gna l

i nd ica t i ng  w ho  has  o r  shou ld  have  va luab le  know ledge  [ . . . ]

educa t i on  i s  a  f o rma l  marke t  s igna l  t ha t  m ay  o r  may  no t  be

he lp f u l  [ . . . ]  i n f o rma l  ne tworks  o f  p rac t i ce  t ha t  dev e lop  in

o rgan i za t i ons  [ . . ]  " comm un i t ies  o f  p rac t i ce " " (Davenpor t ,

P rusak  2000 : 36 - 38)

So  i t  i s  a  r a the r  d i f f use  marke t ,  wh i ch  a l so  bears  some  weak

po in t s  caus ing  ine f f i c i enc ies :

"Our  s tud ies  show  tha t  t h ree  fac to r s  in  par t i cu la r  o f t en  cause

know ledge  marke ts  t o  opera t e  i ne f f i c i en t l y  in  o rgan i za t i ons :

the  incomp le teness  o f  i n fo rm at i on  abou t  t he  know ledge

mar ke t ;  t he  asymmet r y  o f  know ledge ;  an d  the  loca lness  o f

know ledge" ( Davenpor t ,  Prusak  2000 :40)

And,  i n  add i t i on ,  a lso  som e "knowledg e  m arke t  pa tho log ies "

have  to  be  t aken  in to  accoun t :

" I f  on ly  one  person  o r  g r oup  ho lds  know ledge  t ha t  o t her s

need ,  a  know ledge  monopo ly  ex is t s .  The  e f f ec t  i s  s im i la r  t o

tha t  o f  m onopo l i es  i n  t he  marke t  f o r  goods  and  se rv ices :  t he

know ledge  w i l l  com e  a t  a  h igh  p r i ce  [ . . . ]  A  kno w ledge

monopo ly  i s  one  fo rm  o f  a r t i f i c ia l  s car c i t y .  I n  genera l ,  a

corpora t e  cu l t u r e  in  w h ich  know ledge  hoar d ing  i s  t he  norm

cr ea t es  scarc i t y .  Know ledge  becomes  very  expens ive  no t

because  i t  doesn ' t  ex is t  bu t  because  i t  i s  ha r d  t o  ge t .

Depar tm ents  and  g r oup s  may  l ack  t he  know ledge  t hey  need  to

wor k  e f f i c i en t l y  because  t he  hoar d ing  cu l t u re  keeps  i t

s car ce . [ . . . ]  A  va r ia t i on  o f  know ledge  hoar d ing  and  t he  no t -

i nven ted -here  bar r ie r  i s  wha t  w e  m igh t  ca l l  a  c l ass  bar r ie r :  an

unw i l l i ngness  t o  g ive  know ledge  t o  o r  ac cep t  i t  f r om  peop le  in

the  o r gan i za t i on  who  have  re la t i ve ly  l ow  s t a tus "  (Davenpor t ,

P rusak  2000 : 43 , 44)
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5.6 Knowledge sharing and transfer in
organizations

Af te r  inves t iga t i ng  the  d i f f e rences  be t ween  da ta ,  i n fo rmat ion

and  k nowledge ,  as  we l l  as  i n t roduc ing  t w o  d i f f e ren t  bu t  r e la ted

t ypes  o f  knowledge  and  showing  how conver s ion  o f  knowledge

works  i n  p r inc ip le ,  t he  g round  i s  g i ven  to  move  t o  t he  top ic  how

organ i za t ions  share  and  t r ans f e r  knowledge .  Pr ev ious l y  was

a l r eady  s t a ted  t ha t  knowledge  c r ea t ion  and  knowle dge  shar ing

can  no t  be  separa t ed  s t r i c t l y ,  s ince  shar i ng  knowledge  leads

a l so  t o  new k nowledg e  because  the  shar ed  knowledge  i s

enr i ched  by  p lac ing  i t  i n t o  a  new and  d i f f e ren t  sub j ec t i ve

perspec t i ve .  The re f o re ,  t he  concep t  o f  knowledge  conve rs ion  i s

the  bas e  f o r  eva lua t i ng  how o rgan i za t i ons  shar e  and  enhance

knowledge .

F i g u r e 1 5 K n o w l e d g e  S p i r a l  ( N o n a k a ,  T a k e u c h i  1 9 9 5 : 7 1 )

The  i n i t i a l l y  in t r oduced  knowledge  conver s ion  m odes ,  wh i ch  a re

soc ia l i za t ion ,  ex t e r na l i za t i on ,  comb ina t io n  and  in t e rna l i za t ion

a re  t r ans f e r red  to  a  concep t  whe re  t hese  f o r  modes  a re

in t e rconnec t ed  i n to  a  perm anent  p rocess .
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" Tac i t  know ledge  o f  ind iv idua l s  i s  t he  bas i s  f o r  o rgan i za t iona l

know ledge  c r ea t i on .  The  o r gan i za t i on  has  to  m ob i l i ze  t ac i t

know ledge  c r ea t ed  and  accum u la t ed  a t  t he  ind iv idua l  l eve l .

The  mob i l i zed  t ac i t  know ledge  i s  "o rgan i za t iona l l y "  amp l i f i ed

th r ough  four  modes  o f  know ledge  conver s ion  and  c rys ta l l i zed

a t  h igher  on t o log i ca l  l eve l s . "  (Nonaka ,  Takeuch i  1995 :72)

Fur ther ,  i t  i s  use f u l  t o  be  a ware  tha t  t h rough  the  d i f f e ren t  m odes

o f  convers ion  d i f f e r en t  ca tegor i es  o f  knowledge  a r e  p r oduced .

F i g u r e 1 6 C o n t e n t s  o f  k n o w l e d g e  c r e a t e d  b y  t h e  f o u r  m o d e s
( N o n a k a ,  T a k e u c h i  1 9 9 5 : 7 2 )

F ina l l y ,  a l l  pa r t s  o f  t he  concep t -

 Tac i t  and  exp l i c i t  knowledge

 Ep is t emo log ica l  and  on t o log ica l  d imens ion

 Four  m odes  o f  knowledg e  convers ion

 The knowledge  sp i ra l  r ep r esen t ing  a  pe rmanent  p rocess

- a re  merged  toge t he r :
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F i g u r e 1 7 S p i r a l  o f  o r g a n i za t i o n a l  k n o w l e d g e c r e a t i o n  ( N o n a k a ,
T a k e u c h i  1 9 9 5 : 7 3 )

Another  v i sua l i za t i on ,  wh i ch  s t i cks  t o  t he  i n i t i a l  f o rmat  o f

knowledge  convers ion  bu t  i n teg ra tes  a l so  g roups  ( t eam s)  and

the  next  l eve l  o f  t he  o rgan i za t ion  i s  t he  f o l low ing :

F i g u r e 1 8 T h e k n o w l e d g e - c r e a t i n g  p r o c e s s :  S E C I  m o d e l  ( N o n a k a  e t  a l
2 0 0 8 : 1 9 )
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F igur e 18 The knowledg e-c rea t ing  p rocess :  SECI  m ode l  (Nonaka

e t  a l  2008 : 19) shows  a l l  i n t e rdependenc ies  in  one  comparab le

s im p le  v i sua l i za t i on .  Impor ta n t  i s ,  t ha t  depend ing  on  the  mode

of  knowledge  conve rs ion ,  t he  i n te rac t ion  be t ween  i nd i v i dua ls ,

g roup ,  o rgan i za t i on  and  env i ronment  i s  d i f f e ren t l y .

" I n  t he  SECI  sp i r a l ,  t he  t ac i t  know ledge  possessed  by

ind iv idua l s  i s  ex te rna l i zed  and  the reby  t r ans fo rmed i n to

exp l i c i t  know ledge  so  i t  can  be  shared  w i th  o t her s  and

enr iched  [ no t e  f r om t he  au thor :  enhanced  in  regar d  to  t he

t i t l e  o f  t h i s  t hes i s ]    by  t he i r  i nd iv i dua l  v iew po in t s  t o  become

new know ledge . "  (Nonaka  e t  a l  2008 :19)

5.7 Knowledge fostering environments

One  ver y  impor tan t  ques t i on ,  rem a in ing  up  t o  now,  i s  how

knowledge  shar i ng  and  enhancement  i s  embedded i n t o  a l l

su r round ing  aspec ts ,  wh i ch  a r e  no t  on l y  t he  immed ia te  opera t i ve

env i r onm ent ,  bu t  a lso  t he  s t r a teg ic  d i rec t ion  a  f i rm  wants  t o  go –

and  how t he  e lem ent s  in t e rac t  w i t h  each  o ther .  A t  t h i s  po in t ,  we

a re  assuming  a l ready  a  knowledge  based  f i rm .

F i g u r e 1 9 A  p r o c e s s  m o d e l  o f  t h e  k n o w l e d g e  b a s e d  f i r m
( N o n a k a  e t  a l  2 0 0 8 : 2 7 )
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" The  mode l  cons is t s  o f  seven  bas i c  com ponents :  t he  SE CI

p rocess  o f  d ia l ogue  and  p rac t i ce :  t he  know ledge  v is i on  and

d r i v ing  ob jec t i ves ,  wh ich  g ives  d i r ec t ion  and  ener gy  to  t he

SECI  p r ocess ;  ba ,  a  space - t ime  nexus  fo r  t he  SECI  p rocess

to  occur ;  know ledge  asse ts ,  wh i ch  a re  t he  i npu ts  and  ou t pu ts

o f  t he  SECI  p ro cess ;  and  t he  env i ronm ent ,  as  an  ecosys tem

of  know ledge  and  mu l t i l a yer ed  ba . "  (Nonaka  e t  a l  2008 :27) .

" A  know ledge  v is i on  i s  an  idea l  p ic t u re  o f  how  we  want  t o  be ,

and  t ha t  idea l  i s  no t  someth ing  t ha t  i s  eas i l y

ach ieved" ( Nonaka  e t  a l  2008 :28)

I t  i s  in t e re s t ing  to  f i nd  t he  v i s ion  here  i n te r connec ted  w i t h

knowledge .  Desp i t e  i t  i s  ca l l ed  knowledg e  v is ion ,  i t  i s  a l ready

obv ious  tha t  i t  g oes  f o r  a  g enera l  v i s ion  abou t  t he  f i rm  in  f u t u re .

Ano ther  s ta t ement  con t r i bu t es  w i t h :

" As  s ta t ed  ear l i e r ,  know ledge  i s  c r ea t ed  f rom  one ' s  be l ie f ,

and  fo r  a  be l ie f  t o  becom e know ledge  i t  has  t o  be  jus t i f i ed

w i th  t r u th .  ( . . . )  A  f i rms  new  oppor tun i t ies ,  new  m arke t s ,  new

techno log ies ,  o r  new  bus iness  mode l s  a re  based  on  i t s  v i s ion

o f  t he  fu t u re ,  and  i t  i s  t he  va lues ,  idea l s ,  and  a es the t i c  sense

o f  t he  o rgan i za t i ona l  m ember s  t ha t  de t e rm ine  th i s  v i s i on . "

( Nonaka  e t  a l  2008 :12 ,  13)

Based  on  tha t ,  v i s i ons  c rea ted  based  on  a  s t rong  knowledge

perspec t i ve  t end  to  have  a  ve r y  good  chance  t o  become  t rue .

Impor tan t  i s ,  t ha t  t hese  v i s i ons  ta ke  t ac i t  knowledge  in to

accoun t ,  as  s ta t ed  by  Mi t che l l  based  on  Po lany i ' s  t heor i es :

" Common  sense  te l l s  us  t ha t  beau ty  and  t ru th  and  jus t i ce

ex is t ,  however  imper fec t  t he i r  t em pora l  man i f es t a t i ons .  I n

o t her  w ords ,  we  mus t  expand  our  concep t i on  o f  r ea l i t y  b eyond

the  s t r i c t u res  o f  mat e r ia l i sm  in  o r de r  t o  f u l l y  accoun t  f o r

human exper i ence . "  ( Mi t che l l  2006 :133 ,  c i t i ng  Po lany i : 1958

non- ver ba t im)
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As a  cen t ra l  mot o r ,  t he  ' d r i v i ng  ob j ec t i ves '  a re  v i s ib le .

" A  f i rm  has  t o  have  a  mechan ism  fo r  rea l i z i ng  i t s  know le dge

v i s i on .  The  m echan i sm is  a  conc r e te  concep t ,  goa l ,  o r  ac t ion

s t andar d  t ha t  connec ts  t he  v i s i on  to  t he  know ledge - c rea t i on

p rocess  o f  d i a l ogue  and  p r ac t i ce .  ( . . . )  t he  d r i v i ng  ob jec t i ve  i s

the  eng ine  tha t  d r i ves  t he  en t i r e  o r gan i za t i on "  (Nonaka  e t  a l

2008 :29)

Another  new e lement  i s  ' ba ' ,  wh ich  i s  desc r ibed  as  f o l lows :

F i g u r e 2 0 B a  a s  a  s h a r e d  c o n t e x t  i n  m o t i o n  ( N o n a k a  e t  a l  2 0 0 8 : 3 5 )

I t  i s  desc r ibed  as :

"We  de f ine  ba  as  a  shar ed  con tex t  i n  mot ion ,  i n  wh ich

know ledge  i s  sha red ,  c r ea t ed ,  and  u t i l i zed .  Ba  i s  t he

founda t i on  f o r  know ledge -c r ea t i ng  ac t i v i t y . "  ( Nonaka  e t  a l

2008 :34) . Anot her ,  mor e  ex tens i ve  word ing  i s :

"We de f i ne  ba  as  a  shared  con tex t  in  m ot ion  because  ba  a r e

cons tan t l y  m ov ing  and  chang ing .  Par t i c i pan ts  b r ing  t he i r own
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con t ex t s  t o  a  ba  and  in t e rac t  w i t h  o ther s  and  the

env i r onm ent ,  chang ing  t he i r  ow n  con tex t s ,  t he  con t ex t  o f  t he

ba ,  and  the  env i ronm ent .  ( . . . )  Ba  as  a  sha red  con t ex t  means

tha t  sub jec t i ve  v iew s  a re  under s tood  and  shared  in  t he i r

r e l a t ionsh ip  w i t h  o ther s . "  ( Nonaka  e t  a l  2008 : 35)

Also ,  some  spec i f i c  requ i r ement s  have  t o  be  f u l f i l l ed  regar d ing

ba  in  o rder  t o  m ake  knowledge  enhancement  poss ib le :

" F i r s t ,  a  ba  mus t  be  se l f - o rgan i ze d  and  possess  i t s  own

in t en t i on ,  ob jec t i ve ,  d i r ec t ion ,  and  m iss ion . ( . . . )  Seco nd ,  ba

par t i c i pan ts  mus t  es tab l i sh  a  shared  sense  o f  pu r pose . ( . . . )

When  con t ex t s  a re  shared  in  m ot ion  w i th in  a  ba ,  par t i c ipan ts

do  no t  observe  f rom  a  se l f –cen t e red  s t andpo in t  bu t

r epos i t ion  t hem se l fes  in  t e rms  o f  t he i r  r e l a t i onsh ip  w i t h

o t her s .  Th i r d ,  a  b a  requ i r es  par t i c ipan ts  w i t h  d i f f e r en t  t ypes

o f  know ledge .  ( . . . )  New  know ledge  i s  c r ea t ed  i n  t he  syn thes is

o f  sub jec t i ve  v i ewpo in t s ,  and  i s  enr i ched  by  t he  d ive rs i t y  o f

con t ex t s  and  perspec t i ves .  ( . . . )  Four th ,  wh i l e  a  ba  needs

boundar ies ,  t hese  mus t  be  ope n .  The  poss ib i l i t i es  f o r

expand ing  con t ex t s  a r e  l im i t less ,  so  m ean ing f u l  con t ex t -

shar i ng  requ i r es  boundar ies . ( . . . )   F i f t h ,  a  ba  requ i res  t he

commi tm ent  o f  pa r t i c i pan ts .  ( Nonaka  e t  a l  2008 : 37 ,  38)

5.8 Knowledge based management of teams

The  ques t ion  how t o  t r ans la t e  knowledg e  in t o  a  m anagement

met hod  o r  s t y l e  i s  ev iden t – espec ia l l y  i n  regar d  o f  mot i va t ion

and  e f f i c iency  i nc rease .

" For  endogenous  mot i va t ion  t o  f unc t ion  i n  an  o rgan i za t ion ,

the  f o l low ing  cond i t ions  mus t  be  sa t i s f i ed :  c rea t i v i t y  mus t  be

demanded ;  t he  work  mus t  be  comp lex  bu t  b road  in  scope  and

r equ i r e  ex tens ive  know ledge ;  and  tac i t  know ledge  mus t  be

shar ed  and  c r ea t ed .  ( . . . )  Fee l ings  o f  sa t i s fac t ion  and  a  sense
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o f  comr adesh ip  o r  be long ing  a re  im po r tan t  i n  t he  c rea t ion  o f

t ac i t  know ledge . "  (Nonaka e t  a l  2008 :38 ,  39)

So  i t  can  be  c lear l y  r ecogn i zed ,  t ha t  t he r e  a re  f ac t o rs  needed

wh ich  a r e  no t  s imp ly  t he re  anyway ,  wh i ch  leads  to  t he  t e rm o f

l eadersh ip .

“ The  d r i ve r  o f  t h i s  en t i r e  dynamic  p r ocess  i s  leadersh ip .

Leader sh ip  p lays  a  va r i e t y  o f  ro l es  i n the  know ledge -c r ea t ing

p rocess ,  such  as :  p r ov id ing  know ledge  v is ion  and  a  d r i v ing

ob jec t i ve ;  deve lop ing  and  p rom ot ing  the  shar i ng  o f  know ledge

asse ts ;  c r ea t i ng ,  energ i z i ng ,  and  connec t i ng  ba ;  and  enab l ing

and  p rom ot i ng  t he  con t inuous  sp i ra l  o f  know ledge  c r ea t i on

th r ough  d ia logue  and  p rac t i ce .  A t  t he  base  o f  such  l eade rsh ip

i s  phr ones is ,  t ha t  i s  p rac t i ca l  w isdom t o  make  the  necessary

d ec i s i on s  a nd  ta ke  t h e  a pp ro pr ia t e  a c t i on  w i t h  th e  r ig h t

t im in g  t o  a ch ieve  a  co mmon  g oo d .” (No n aka  e t  a l  20 08 :53 )

Phr ones is  as  a  l eadersh ip  concep t  requ i res  a  se t  o f  ab i l i t i e s :

"What  exac t l y  i s  phrones i s ,  t hen ,  i n  t he  con tex t  o f  a

know ledge  c rea t i ng  com pany?  We  argue  t ha t  i t  cons i s t s  o f  t he

fo l l ow ing  s ix  ab i l i t i e s :  ( i )  t he  ab i l i t y  t o  make  a  judgment  abou t

' goodness ' ;  ( i i )  t he  a b i l i t y  t o  share  con tex t s  w i t h  o t he rs  t o

c r ea t e  t he  shar ed  space  o f  know ledge  we  ca l l  ba ;  ( i i i )  t he

ab i l i t y  t o  g rasp  t he  essence  o f  pa r t i cu la r  s i t ua t i ons / t h i ngs ;

( i v )  t he  ab i l i t y  t o  r econs t r uc t  pa r t i cu la r s  in t o  un ive r sa ls  and

v i ce  ve rsa  us ing  language / conce p ts /nar r a t i ve ;  ( v )  t he  ab i l i t y

t o  use  we l l  any  necessary  po l i t i ca l  means  t o  rea l i ze  concep ts

fo r  t he  common  good ;  and  ( v i )  t he  ab i l i t y  t o  f os te r  phrones is

i n  o t her s  t o  bu i l d  a  res i l i en t  o r gan i za t i on . "  ( Nonaka  e t  a l

2008 :55)
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6 DEVELOPMENT OF A PROCEDURE FOR
KNOWLEDGE ENHANCEMENT
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F i g u r e 2 1 D e v e l o p m e n t  o f  p r o c e d u r e

6.1 Setup of the automotive 2 n d t ier  sales
application

The  au t omot i ve  i ndus t r y  i s  char ac te r i zed  by  a  ve r y  h igh  l eve l  o f

compet i t i on  be t ween  OEM' s  as  we l l  as  supp l i e rs .  The  t rend  o f

ou tsour c ing  c r ea t ed  a  supp l ie r  s t r uc t u re  over  severa l  l eve ls ,

whe reas  the  se tup  o f  t he  p r imar y  supp l y  cha in  i s  as  f o l lows :

Raw material and standardized
parts suppliers (n tier)

Part Supplier (3rd
tier)

Component
Supplier (2nd

tier)

System /
Modul

Supplier
(0,5 / 1st tier)

OEM

Performance DriversPerformance Drivers

• Development competence
• Customer process support
• SCM reliability

• Continuous raise of potential
savings

• Process reliability

• Share of market distiction
• Brand impression
• Added value for customer retentation

• Price
• Service
• Reliability

• Price
• Quality

• Price
• Quality

• Price
• Quality

F i g u r e 2 2 S u p p l i e r  Pyr a m i d  ( S i h n ,  2 0 0 9 : 4 7 )
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The  component  supp l ie r s ,  respec t i ve ly  2 n d t i e r  supp l ie r s ,  supp ly

t yp ica l l y  t he  g rea te r  par t  o f  t he i r  p roduc t  por t f o l io  t o  a  1 s t t i e r ,

r espec t i ve l y  sys tem  supp l i e r ,  bu t  a  sma l l e r  pa r t  o f  t he i r  po r t f o l io

a l so  d i rec t l y  t o  t he  OEM.  As  shown  in F igur e 22 Supp l ie r

Py ram id  ( S ihn ,  2009 :47 ) ,  p r i ce  i s  t he  l ead ing  i ssue  over  a l l

supp l y  l eve ls ,  wh i ch  r equ i r es  a  h igh  g r ade  o f  e f f i c i ency  in  o r der

to  s tay  compet i t i ve .  I ndependen t l y  f r om  the  necess i t y  t ha t  a  f i rm

has  t o  be  compet i t i ve  i n  a l l  a r eas  o f  opera t ion ,  t h i s  e f f i c i ency,

wh i ch  i s  inc reas ing  com pet i t i veness  i s  espec ia l l y  im po r tan t  in

the  a r ea  o f  acqu i s i t i on  and  sa les ,  where  sa les  t eams  have  the

task  to  secur e  o rde r  i n takes  f o r  t he  com pany. The  p roced ures  in

th i s  t hes is  a re  deve loped  f o r  a  au tomot i ve  sa les  t eam  ope ra t ing

f rom a  2 n d t i e r  pos i t i on ,  bu t  can  be  app l ied  a lso  i n  o ther  sa les

teams,  e .g .  w i t h  adap t i on ,  and  p r obab l y  a lso  in  o ther  indus t r ia l

b ranches .  T yp i ca l l y ,  such  sa les  t eams  per f o rm  d i f f e ren t  r o les

wi t h in  t he  f i rm ,  wh i ch  cons is t  o f  e lem ent s  l i ke  s t r a teg y, sa les

managem ent ,  sa les  back  o f f i ce  as  we l l  as  p lann ing  and

r epo r t i ng .  The  team  in t e r f aces  w i th  cus t omers ,  w i t h  company

ins ide  depar tments  and  w i t h  headquar te r s .  The  idea  i s  t ha t

these  peop le  i n i t i a l l y  m a in l y  t r ans fe r  i n f o rmat i on  to  a l l  t hese

in t e r f aces , and  tha t  app l y i ng  the  theor y  o f  knowledge

managem ent  enab les  t hem  to  per f o rm t hese  t rans f e rs  f as t e r  and

in  be t t e r  qua l i t y ,  and  there f o re  w i th  h ig her  e f f i c iency.

6.2 Barriers for knowledge based sales team
management

Bef o re  go ing  i n to  de ta i l  o f  t he  p rac t i ca l  app l i ca t ion ,  some

'p rac t i ca l '  ba r r i e r s  need  t o  be  i den t i f i ed .  Some  o f  t hese  bar r ie rs

have  a l r eady  been  i nves t iga ted  i n  chap te r  4 . ,  e .g .  i n  4 .5 .

desc r ib ing  the  ' knowledg e  marke t  pa tho log ies ' .  A t  t h i s  po in t ,  i t  i s

deeper  i nves t iga t ed  how cen t r a l i sm,  p roces s  adher ence ,  t ac i t

knowledge  and  t he  o rgan i za t iona l  s t ruc tu r e  in t e rac t  and  bu i l t

ba r r ie r s  f o r  knowledge  enhancement .
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6.2.1 Taci t  knowledge in pract ice meets barr iers

Tac i t  knowledge  meets  bar r i e rs  in  p rac t i ca l  wo rk ing  l i f e  because

ever y  dec is ion  needs  t o  be  ba sed  on  a  "p r oo f " ,  t yp ica l l y  ca l led

ana l ys is  o r  bus iness  p lan .  Th is  "p roo f "  consum es  a  lo t  o f

capac i t y  and  shou ld  docum ent  t ha t  each  and  ever y  de t a i l  has

been  taken  i n to  accoun t .  Then ,  t he  "p roo f "  i s  g radua l l y  pushed

upwar d  th r ough  the  o rgan i za t iona l  s t ruc t u r e ,  w i t h  ever y  s tep

converg ing  m ore  to  a  perce i ved  " t r u th " .  T yp i ca l l y ,  a  l o t  o f

p rom is ing  i deas  do  no t  r each  m atu r i t y  o r  r ece i ve  a  dec is ion ,

because  i t  i s  no t  poss ib le  f o r  wha teve r  r eason  t o  cons t r uc t  t h i s

p roo f .  A l r eady  Po lany i  c r i t i c i zed  th i s  w i t h " [No te  f rom  t he  au thor :

I n t u i t i on ]  i s  a  sk i l l ,  r oo ted  in  our  na tu r a l  sens ib i l i t y  t o  h idden

pa t te r ns  and  deve loped  t o  e f f ec t i veness  by  a  p rocess  o f

l ea rn ing"  ( Po lany i ,  1969 :118 ;  c i t ed  by  M i t che l l  2006 :40 ) . Th is

r ecogn i t i on  o f  h idden  pa t t e rns  a r e  t he  base  f o r  dec id ing  f o r  a

spec i f i c  i dea ,  bu t  f i na l l y  t h i s  dec i s i on  base  can  no t  be  eas i l y

t rans la ted  in t o  a  conv inc ing  wr i t t en  ana l ys is  o r  bus iness  p lan .

" [ No t e  f r om t he  au thor :  A l l  know ledge ]  i s  e i t he r  t ac i t  o r  roo ted  in

tac i t  know ledge" ( Po lany i ,  1969 :195 ;  c i t ed  by  M i t che l l  2006 :71) .

Po lany i  c r i t i c i zes  t he  s ign i f i cance  o f  ob j ec t i v i sm  a l so   w i t h

f o l l ow ing  s ta tem ent :

"Ob jec t i v i sm  has  to t a l l y  f a l s i f i ed  our  concep t i on  o f  t r u th ,  by

exa l t i ng  wha t  we  can  know and  p rove ,  wh i le  cover i ng  up  w i th

am b iguous  u t t e r ances  a l l  we  know and  canno t  p rove ,  even

though  the  l a t t e r  know ledge  under l ies ,  and  m us t  u l t ima t e ly

se t  i t s  sea l  t o ,  a l l  t ha t  we  can  p rove . " ( Po lany i ,  1958 :286 ;

c i t ed  by  M i t che l l  2006 : 37 )  and "We know m ore  t han  w e can

te l l "  ( Po lany i ,  1966 :4 ;  c i t ed  by  M i t che l l  2006 :70)

I n  p r ac t i ce ,  i t  i s  ex t rem e ly  d i f f i cu l t  t o  s t and  f o r  a  dec is i on  wh i ch

can  no t  be  documented  by  a  base  o f  ana l ys is – a t  leas t ,  i t

r equ i r es  a  s ign i f i can t  l eve l  o f  sen io r i t y .



M a s t e r  T h e s i s - A l f r e d W a l d h ä u s l 41

6.2.2 Centra l ism and process adherence versus
knowledge responsib i l i ty

Another  con f l i c t i ng  f i e ld  ve rsus  tac i t  k nowledge  i s  cen t r a l i sm

and,  im p l i ed  by  cen t r a l i sm,  p r ocess  adher ence .

" The  f ina l  im ped iment  t o  a  cen t r a l i zed  econom y is  t he  fac t  o f

human f i n i t ude .  A  cen t r a l i zed  sys t em (o r  wha t  overcon f i den t

advoca tes  m igh t  ca l l  ' sc ien t i f i c  p l ann ing ' )  i s  p r ed ica ted  on  the

be l ie f  t ha t  t he  cen t ra l  au t hor i t y  i s  capab le  o f  ga ther ing  and

ass im i la t ing  a l l  ava i l ab le  in f o rmat ion  abou t  every  aspec t  o f

t he  economic  sys tem  and  then  mak ing  dec is ions  based  upon

tha t  i n fo rmat i on .  Ye t  t he r e  i s  an  obv ious  p rob lem  w i th  t h is

be l ie f :  ' t he  cen t ra l  au t hor i t y ' ,  however  p roper l y  cons t i t u ted  i t

may  be  as  a  governm ent ,  i s  i n  f ac t  i gnoran t  o f  t he  des i res  o f

i t s  cons t i t uen t s  as  f a r  as  t he i r  day - to -day  w an ts  a re

concer ned . "  (Po lany i ,  1966 : 148 ;  c i t ed  by  M i t che l l  2006 : 22 )

Trans la t ed t o  t he  f unc t i ona l  p r i nc ip le  o f  a  f i rm ,  t h is  s ta t ement

r e la tes  t o  t he  appr oach  tha t  cen t r a l l y  de f i ned  p r ocesses  may

cover  a l l  con t ingenc ies ,  wh i ch  leads  to  mor e  and  mor e  de ta i led

p rocess  desc r ip t i ons  and  a  s t rong  f ocus  on  p rocess  adherence

f o r  a l l  ac t i v i t i e s .  F ina l l y ,  p rocess  adher ence  i s  super io r  t o  t he

in i t i a l l y  i nden t ed  wo rk  resu l t .  An  approach  to  so l ve  t h i s  i s sue  i s

con t a ined  in  f o l low ing  s t a tement :

" To  addr ess  econom ic  ques t i ons  adequa te l y  i n  Po lany i ' s  v iew ,

one  mus t  em p loy  a  po l ycen t r i c  approach  r a the r  t han  a

cen t r a l i zed  one .  A  po lycen t r i c  sys tem  is  one  t ha t  opera tes

accord ing  t o  t he  mut ua l l y  ad jus t i ng  ac t i ons  o f  i ndependen t

par t i c i pan ts . "  ( M i t che l l  2006 :22)

The  po l ycen t r i c  approach ,  aga in  t rans la ted  i n to  work ing  l i ve

ins ide  a  company ,  wou ld  a l low to permanent l y  adap t  a l l

ac t i v i t i es  accord ing  the  ac t ua l  s i t ua t ion ,  e .g .  t a i lo r ing  t he

p rocesses  to  t he  need  o f  t he  ac tua l  t ask .  Bu t ,  impor tan t ,
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cen t r a l i zed  p r ocesses  l ead  a lso  t o  a  f ad ing  p i c t u re  o f

r espons ib i l i t i es ,  because  i f  p r ocess  adher ence  i s  r egarded more

than  the  opera t i ve  wo rk  resu l t ,  emp loyees  a r e  f reed  f rom  the i r

na tu r a l  r espons ib i l i t y  t o  ac t  accord ing  the  needs  o f  t he  s i t ua t ion .

They  app l y  a  cen t ra l i zed  p rocess  ins tead  o f  knowledge .  Bu t ,

s i nce  t yp ica l l y  knowledge  i s  ava i l ab le ,  t h i s  cou ld  l ead  to

f rus t ra t i on ,  because ,  as  s t a ted  by  Mi t che l l  on  t he  base  o f

Po lany i "W i t h  f reedom  t o  know  comes  the  respons ib i l i t y  t o  ac t  in

accordance  w i t h  t ha t  know ledge "  ( M i t che l l  2006 :101) .

Respec t i ve l y  as  s ta t ed  by  Po lany i  h imse l f "The  f r eedom o f  t he

sub jec t i ve  person t o  do  as  he  p leases  i s  over ru led  by  t he

f reedom o f  t he  r espons ib le  pe rson  to  do  as  he  mus t . "  Po lany i

1958 :309 ;  c i t ed  by  M i t che l l  2006 : 102) . Th is  can  be  i n te rp re ted

as  k i nd  o f  subdu ing  the  na t u ra l  des i re  t o  ac t  based  on

knowledge ,  wh i ch  causes  the  ment ioned f rus t r a t ion .  By

in t en t i on ,  bo t h  i ssues ,  bar r ie rs  f o r  app l y i ng  t ac i t  knowledge  as

we l l  as  cen t ra l i sm have  been  dea l t  w i t h  ve r y  c r i t i ca l l y  a t  t h i s

po in t ,  i n  o rder  t o  se t  f ocus  f o r  t he  pos i t i ve  m uted  p rac t i ca l

imp lement a t ion  o f  knowledge m anagement .  Of  cou rs e ,  p r ocesses

a re  im por t an t ,  and  i f   knowledge  m anagement  as  a  met a  p rocess

f raming  t he  oper a t i ve  p r ocess  wo r ld  i s  im p lem ented  ca re f u l l y ,

no t  c r ea t i ng  a  compet i t i on ,  t he  m ax im um o f  lever age can  be

ach ieved .

6.3 Procedural  steps targeting on specif ic areas
within a f irm

I n  t h is  chap te r ,  p rocedur es  a r e  p r oposed ,  wh ich  sha l l  i n  a  f i r s t

s t ep  f os te r  t he  app l i ca t ion  o f  knowledge .  I n  a  second  s tep ,  a

r e f e rence  to  t he  re la ted  e f f i c iency  i nc rease  i s  made.  The

p resen t ed  p rocedur es  re f e r  t o  t he  scenar i o  ou t l i ned  in  chap te r

6 . 1 .  I n  some  a reas ,  over laps  can  no t  be  f u l l y  avo ided ,

never the less  t he  s t r uc t u re  t a rge t i ng  t he  d i f f e ren t  leve l s  o r

e lements  w i t h i n  t he  env i ronment  o f  t he  t eam  g i ves  an  over v iew
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wh ich  shou ld  enab le  g r adua l l y imp lementa t ion  f o r  ex i s t ing

teams.

6.3.1 Individual  humans wi thin the team

I nd i v i dua l  humans  a r e  r e f e renced  as  t he  sma l l es t  poss ib le

e lement  i n  d i scuss ion .  A t  t he  same  t ime,  hum ans ,  i n  t he  con t ex t

o f  t h i s  t hes i s ,  a r e  t he  mos t  impor t an t  e l ement .  As  d i scussed  i n

chap te r 5 . 1 ,  a l r eady  t he  c r ea t o r  can  add  m ean ing  to  da ta ,  wh i ch

r esu l t s  in  in f o rmat ion .  Th is  i s  impor t an t ,  because  i t  makes  c l ear

tha t  d is cuss ing  hum ans  equa l s  d iscuss ing  abou t  sender  o f

i n f o rmat i on  as  we l l  as r ece i ve r  o f  i n fo rmat ion .  As  a  sender ,  t he

human  adds  m ean ing ,  as  a  r ece i ve r  t he  human  i s  " in f o rmed" ,

wh i ch  m eans  shaped .  Th i s  be ing  i n f o rmed  r espec t i ve l y  " shaped"

i s ,  as  a lso  re f e renced  i n 5 . 1 ,  depend ing  on  t he be l ie f s  and

commi tm ent  o f  the  rece i ve r ,  who ,  w i t h  t h is  be l ie f s  and

commi tm ent s ,  app l i es  h is  knowledge .  Th is  app l i ca t i on  o f  t he

ind i v idua l  knowledge  o f  t he  r ece i ve r  leads  a l r eady t o  t he

c r ea t i on  o f  new k nowledge .  S ince  t h is  app l i ca t i on  o f  sub j ec t i ve

knowle dge  requ i res  a l so  in t e rac t i on  w i t h  o ther  humans ,  o r

p rovokes  in t e rac t ion  i n  o r der  t o  va l i da t e  t he  own  i n te r p r e ta t ion ,

g radua l l y  t he  f ina l  c lass i f i ca t i on  i s  r egarded  as  ob j ec t i ve .

T rough  th i s  p r ocess ,  knowledge  i s  r e l a ted  t o  p rac t i ce  w i t h in

par t i cu la r  s i t ua t i ons .  Bu t  t he  p r ocess  i t se l f  can  have  d i f f e ren t

man i f es ta t ions ,  depend ing  on  t he  t ype  o f  knowledge  wh i ch  i s

exchanged ,  accord ing Tab le 4 Theor y  o f  Organ iza t iona l

Knowledge  Cr ea t ion ( Nonaka ,  Takeuch i  1995 :61) .  As  s ta t ed

es tab l i shed  i n 5 .3 ,  knowledge  i s  c rea ted  on l y  by  i nd i v i dua ls ,

s t r ong l y  r e la t ed  t o  t he  t r ans f e r  p rocess  i t se l f ,  wh ich  happens

accord ing F igur e 13 Four  modes  o f  know ledge  convers ion

( Nonaka ,  Takeuch i 1995 :62) i n  f ou r  d i f f e ren t  modes ,  whose  a re

soc ia l i za t ion ,  ex te r na l i za t i on ,  comb ina t ion  and  in t e rna l i za t ion .

And ,  t he  ind i v idua l  human,  in  o rder  t o  be  ab le  t o  t ake  par t  i n  t he

t rans f e r  p r ocess ,  has  to  m ake  use  o f  knowledg e  marke ts ,

accord ing  chap te r 5 . 5 .  For  t he  ind i v i dua l  hum an,  t he  mot i va t ion

tak ing  par t  i n  t h is  knowledge  marke ts  i s  some  k ind  o f  pe rsona l
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bene f i t .  Fur t her  de t a i l s  abou t  k nowledge  m arke ts  w i l l  be  dea l t

w i t h  in  ch ap t e r 6 . 3 .3 and 6 . 3 .8 m a in l y .

F i g u r e 2 3 T h e  i n d i v i d u a l  w i t h i n  t h e  t w o  d im e n s i o n s  o f  k n o w l e d g e
( b a s e d  o n  N o n a k a ,  T a k e u c h i  1 9 9 5 : 5 7 )

Based on  t ha t ,  f o l low ing  spec i f i c  p r ocedur es  can  be  app l i ed  to

i nd i v idua l s  w i t h i n  a  t eam:

Sel ect i ve  Measur e Theor et ica l  Backgr ound

Al l o w  c l o s e  c o - o p e r a t i o n
b e t w e e n  s i n g l e  t e a m  m e m b e rs

i n  m a s t e r  /  a p p re n t i c e
s t ru c t u r e s

a n d  c h a l l e n g e  t h i s  c o o p e r a t i o n
a s  a  m a n a g e r .

T h e  e x c e r p t  o f F i g u r e 1 8 T h e
k n o w l e d g e - c r e a t i n g  p r o c e s s :  S E C I
m o d e l  ( N o n a k a  e t  a l  2 0 0 8 : 1 9 )
d e f i n e s  w i t h  s o c i a l i za t i o n  t h e
s h a r i n g  a n d  c r e a t i n g  o f  t a c i t
k n o w l e d g e  t r o u g h  d i r e c t
e x p e r i e n c e .  Ac c o r d in g  N o n a k a  i n
c h a p t e r 5 . 3 5 . 4 ,  a n  i n d i v i d u a l  c a n
a c q u i r e  k n o w l e d g e  d i r e c t l y  f r o m
o t h e r s  w i t h o u t  u s i n g  l a n g u a g e .
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Sel ect i ve  Measur e Theor et ica l  Backgr ound

M o t i v a t e  t e a m  m e m b e r s  t o
s h a r e  k n o w l e d g e  b y  i n c re a s i n g

t h e i r  s t a t u s  a n d  e x p e r t i s e

l e v e l  d e p e n d i n g  o n  t h e i r  a b i l i t y
t o  s h a r e  ( e , g ,  b y  i n t e g r a t i n g  t h i s
f e a t u r e  i n t o  a  e x p e r t  c a r e e r  p l a n

A s  d i s c u s s e d  i n 5 . 5 ,  k n o w l e d g e
s h a r i n g  n e e d s  t o  b e  r e w a r d e d  m o r e
t h a n  k n o w l e d g e  h o a r d i n g . B o t h
s i d e s  h a v e  t o  g a i n  f r o m  t h e
t r a n s a c t i o n .  T r u s t  m u s t  b e  a n
i n t e g r a t e d  v a l u e  w i t h i n  t h e
o r g a n i za t i o n .

D e v e l o p  s p e c i f i c  k n o w l e d g e
a r e a s  w i t h  d i f f e re n t  p e o p l e

t o  g i v e  e v e r yo n e  t h e  c h a n c e  t o
b e  i d e n t i f i e d  a s  a  k n o w e r  i n  a
s p e c i f i c  d i s c i p l i n e – t h i s
m o t i v a t e s  a n d  s h a r p e n s  t h e
s e n s e s  f o r  k n o w l e d g e  c r e a t i o n

5 . 5 r e f e r s  a l s o  t o  t h e  t o p i c  h o w  t h e
l o c a t i o n  o f  k n o w l e d g e  i s
d e t e r m i n e d – w h i c h  i s  f o r  e x a m p le
t i t l e  o r  p o s i t i o n  o f  i n d i v i d u a l s  o r
i n f o r m a l  n e t w o r k s  a n d  c o m m u n i t i e s
o f  p r a c t i c e .

S u b d i v i d e  t h e  t e a m
o r g a n i z a t i o n  i n t o  ro l e s  a n d

f o rm u l a t e  t h e  ro l e s  v e rb a l l y .

M a k e  o n e  t e a m  m e m b e r
a c c o u n t a b l e  f o r  t h e  r o l e  s e e
F i g u r e 2 4 R o l e  D e s c r i p t i o n
D e p a r t m e n t  S a le s & P o r t f o l i o ,
C o n t i n e n t a l  A u t o m o t i v e  A u s t r i a

A s  o u t l i n e d  b y  D a v e n p o r t  i n 5 . 5 ,
o r g a n i za t i o n a l  k n o w l e d g e  i s  h i g h l y
d yn a m ic  a n d  m o v e d  b y  a  v a r i e t y  o f
f o r c e s .  B y  m a k in g  o n e  t e a m
m e m b e r  a c c o u n t a b l e  f o r  t h e
k n o w l e d g e  m a n a g e m e n t r e g a r d i n g
t h e  r o l e  c o n t e n t ,  t h i s  d yn a m ic  c a n
b e  c h a n n e l e d .  R e g a r d i n g  t h e
k n o w l e d g e  v i s i o n ,  N o n a k a  i s  c i t e d
i n 5 . 7 w i t h  a  k n o w le d g e  v i s i o n  a s
a n  i d e a l  p i c t u r e  h o w w e  w a n t  t o  b e .

T a b l e 5 P r o c e d u r e s  t a rg e t i n g  i n d i v i d u a l  h u m a n s

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

stable and reliable backbone.

Planning & Services integrates the
segment into the BU through consistent

planning and tracking. This role is
responsible for seamless data flow and

integration.

Strategy & Business Cases provides the
longterm course and shortterm capacity

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

Sales Management identifies
opportunities, quotes, negotiates and

wins contracts. This role is responsible
for translating market potentials into

order intakes.

Sales Office & Reporting Planning & Services

Strategy & Business Cases Sales Management

F i g u r e 2 4 R o l e  D e s c r i p t i o n  D e p a r t m e n t  Sa l e s & P o r t f o l i o ,  C o n t i n e n t a l
A u t o m o t i v e  A u s t r i a
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6.3.2 The manager of  the team

The  manager  o f  t he  team  p lays  i n  impor tan t  r o le  i n  t he  p rocess

o f  knowledge m anagem ent  and  espec ia l l y  k nowledge  t r ans f e r .

Accord ing  Nonaka :

" M idd le  m anagers  p lay  a  key  r o le  i n  t he  know ledge  c r ea t ion

p rocess .  They  syn thes i ze  t he  t ac i t  know ledge  o f  bo th  f ron t -

l i ne  emp loyees  and  sen io r  execu t i ves ,  make  i t  exp l i c i t ,  and

incor por a te  i n to  new  pr oduc ts  and  techno log ies . "  ( Nonaka ,

Takeuch i  1995 :16)

The  manager  has  to  be  awar e  t ha t  t he  f low o f  messages ,  as

desc r ibed  i n 5 .1 ,  can  be  s t im u la ted  as  we l l  as  res t r i c ted  on  one

hand ,  and  d i rec ted  on  th e  o t her  hand .  As  ano t her  i ns t r ument ,  an

ex tended  knowledge  abou t  t he  sub jec t i ve  v i ewpo in t s  w i t h i n  t he

team  can  be  pos i t i ve l y  app l i ed .  A l so  i n 5 .1 is  re f e renced  t o  t he

p rocess - re la t i ona l  na tu r e  o f  knowledge ,  wh i ch  w i l l  be  deeper

i nves t iga t ed  i n  chap te r 6 .3 . 10 .  S ince  t he  m a in  t a rge t  o f  t he

manager  i s  t o  u t i l i ze  h i s  t eam  as  bes t  as  poss ib le  i n  o rde r  t o

r each  o r  even  overach ieve  the  company  ta rge t s ,  i t  i s  necessar y

tha t  h e  i s  awar e  abou t  t he  d i f f e ren t  t ypes  o f  knowledge ,  as

s t a ted  in Tab le 4 Theor y  o f  Organ i za t i ona l  Knowledge  Crea t ion

( Nonaka ,  Takeuch i  1995 : 61) and  t he  r e la t ion  be t ween  those  t wo

t ypes  o f  knowledge ,  wh i ch  a re  t ac i t and  exp l i c i t ,  i n  t he  con tex t

o f  i nd i v i dua ls  ve rsus  t eams  o r  o rgan i za t ions . F igur e 12 T wo

d im ens ions  o f  knowledg e  c rea t i on  (Nonaka ,  Takeuch i  1995 :57)

Th is  i s  no t  on l y  o f  impor tance  fo r  m anag ing  se t t led  t eam

st r uc t u res ,  i t  has  a l so  re levance  f o r  t he  p rocess  o f  in teg ra t ing

new mem ber s  in t o  t he  t eam.  D iscuss ing  t he  ro le  o f  t he  manager

l eads  t hen  ver y  f as t  t o  t he  conc lus ion  the  s teer ing  t he  p rocess

o f  knowledge  conve rs ion  i s  cen t r a l .  Ac t ing  accord ing F ig ure 13

Four  modes  o f  know ledge  convers ion  ( Nonaka ,  Takeuch i

1995 :62) does  no t  mean  t r ans la t ing  t ac i t  knowledge  i n to  exp l i c i t

knowledge  a t  any  p r i ce ,  wh i ch  i s  p rac t i ced  ver y  o f t en ,  i t  means

a l so  work  smar t l y  w i t h  t ac i t  knowledge .  Th r ough  t h is ,
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t r ansac t ion  cos t  f o r  conver s ion  respec t i ve l y  con ten t  loss  can  be

avo ided .  For  knowledge  t r ans f e r ,  soc ia l i za t i on ,  ex t e rna l i za t ion ,

comb ina t ion  and  i n te r na l i za t ion  sha l l  be  ba lanced  depend ing  on

the  s i t ua t ion .  And ,  as  an  add i t i ona l  cha l lenge ,  t he manager

r epr esen ts  f o r  h i s  t eam  a  key  e lement  w i t h in  t he  knowledge

marke t ,  s i nce  he  i s  r espons ib le  f o r  hav ing  the  marke t  f o rces  in

m ind ,  c r ea t i ng  t r us t  r egard ing  t he  rewa rd  f o r  shar i ng  knowledge ,

mak ing  t ranspar en t  where  knowledge  i s  l oca t ed  and  avo id ing

marke t  pa tho log ies  as  desc r i bed  in 5 .5 .  See ing  knowledge

managem ent  as  an  dynam ic  p r ocess ,  l eadersh ip ,  as  ou t l i ned  in

5 . 8 ,  i s  t he  d r i ve r .  Th i s  d r i v ing  p rocess  needs  t o  i ncorpora te

ab i l i t i es  wh i ch  a r e  exp la ined  as  phr ones is .  I n  p r i nc ip l e ,

phrones is  desc r ibes  t he  ab i l i t y  t o  mas te r knowledge

managem ent  on  a  ve r y  h igh  and  i n tu i t i ve  leve l .

Manager &
Knowledge worker

Manager &
Knowledge worker

F i g u r e 2 5 T h e  m a n a g e r  a n d  k n o w l e d g e  w o r k e r  ( b a s e d  o n  N o n a k a ,
T a k e u c h i  1 9 9 5 : 6 2 )

The  manager ,  as  an  i nd i v i dua l  p laced  w i t h i n  t he  t wo  d imens ions

o f  knowledge  conve rs ion ,  ac t s  as  a  knowledge  wo rker  f o r  t he

team,  f ocus ing  on  t he  convers ion  o f  knowledge  f rom t ac i t  t o

exp l i c i t  ( ex t e rna l i za t i on )  and  f r om exp l i c i t t o  t ac i t

( in t e rna l i za t i on ) .
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Sel ect i ve  Measur e Theor et ica l  Backgr ound

D i r e c t  t h e  i n f o rm a t i o n  s t re a m
a c c o rd i n g  t h e  ro l e  a n d

i n t e g ra t i o n  o f  t e a m  m e m b e r s
i n t o  t h e  w o r k  p ro c e s s .

W i t h  n e w  d i f f u s e  i n f o r m a t i o n ,  a l s o
p r o v i d e  l o c a l  a p p l i c a t i o n  g u i d a n c e
i n  o r d e r  t o  a v o id  t o o  m u c h
s u b j e c t i v e  i n t e r p r e t a t i o n .  N e v e r
d i s t r i b u t e  i n f o r m a t i o n  yo u  c a n  n o t
u n d e r s t a n d  r e s p e c t i v e l y  i n t e r p r e t
b y  yo u r s e l f .

T h e  e x c e r p t  o f F i g u r e 1 8 T h e
k n o w l e d g e - c r e a t i n g  p r o c e s s :  S E C I
m o d e l  ( N o n a k a  e t  a l  2 0 0 8 : 1 9 )
s h o w s  t h e  im po r t a n c e  o f
c o m b i n a t i o n .  Ex p l i c i t  k n o w l e d g e
i s  c o l l e c t e d ,  s e t  i n t o  o p e r a t i o n a l
r e l a t i o n  a n d  s ys t e m i ze d – i n  t h i s
e x a m p l e  b y  t h e  m a n a g e r .
B a s i c a l l y ,  t h i s  m e a n s  m a s t e r i n g
t h e  k n o w l e d g e  m a r k e t ,  a s
d e s c r i b e d  i n 5 . 5

M a k e  y o u r  f u n c t i o n  a s  a
k n o w l e d g e  m a n a g e r  p u b l i c ,

s o  t h a t  yo u r  t e a m  k n o w s  t h a t  yo u
a r e  a n  im p o r t a n t  e l e m e n t  i n  t h e i r
k n o w l e d g e  m a r k e t .

C h a p t e r 5 . 5 e x p l a i n s  t h a t  o n e  o f
t h e  m o s t  im p o r t a n t  e l e m e n t s  o f  a
f u n c t i o n i n g  k n o w l e d g e  m a r k e t  i s
t r u s t .  T h i s  t r u s t  s h o u l d  b e  v i s i b l e
( w h i c h  i s  a c h i e ve d  b y  t h e
m a n a g e r  e x p o s i n g  h im s e l f  a s  a
k n o w l e d g e  w o r k e r )  a n d  t h e
t r u s t w o r t h i n e s s  n e e d s  t o  s t a r t  a t
t h e  t o p .

P r a c t i c e  p e r m a n e n t  a n d
i n t e n s i v e  c o m m u n i c a t i o n

w i t h  yo u r  t e a m  m e m b e r s  t o
d e v e l o p  c o m m o n  a r e a s  o f
u n d e r s t a n d i n g .

B a s e d  o n  c h a p t e r 5 . 1 ,  k n o w l e d g e
i s  p r o c e s s  r e l a t e d ,  w h e r e
s u b j e c t i v e  v i e w p o i n t s  a r e  j u s t i f i e d
t h r o u g h  s o c i a l  i n t e r a c t i o n .  A l s o ,
a s  c h a p t e r 5 . 8 i s  o u t l i n i n g ,
p h r o n e s i s  a s  a  l e a d e r s h i p  c o n c e p t
c a n  b e  a p p l i e d  a n d  f o s t e r e d  i n
o t h e r  i n d i v i d u a l s .
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Sel ect i ve  Measur e Theor et ica l  Backgr ound

T r a i n  y o u r  a b i l i t y  t o  v a l u e  f ro m
h e l i c o p t e r  v i e w

a n d  t o  t r a n s l a t e  s p e c i f i c s  i n t o
u n i v e r s a l l a n g u a g e .

T h e  a p p l i c a t i o n  o f  a l l  e l e m e n t s  o f
p h r o n e s i s  ( c h a p t e r 5 . 8 )  a s  a  b a s e
c o n c e p t  o f  l e a d e r s h i p ,  m o r e  o v e r
l i v i n g  p h r o n e s i s  a u t h e n t i c a l l y ,  i s
t h e  b a s e  f o r  a  k n o w l e d g e  g r o w i n g
f i r m .

T h e  m a n a g e r  n e e d s  t o d e v e l o p
a n d  a p p l y  a  k n o w l e d g e  v i s i o n

o n  t e a m  l e v e l

w h i c h  i s  i n  l i n e  w i t h  t h e  c o r p o r a t e
v i s i o n .

A s  o u t l i n e d  i n  c h a p t e r 5 . 7 ,  a
f i r m ' s  v i s i o n  o f  t h e  f u t u r e  i s
i n i t i a l l y  b a s e d  o n  t h e  b e l i e f s  o f
i n d i v i d u a l s .  T h e s e  b e l i e f s  a r e
g r a d u a l l y  j u s t i f i e d  w i t h  t r u t h  a n d
t h e r e b y  c o n v e r t e d  t o  k n o w l e d g e .
I n  c o m b i n a t i o n  w i t h  t h e
l e a d e r s h i p  a p p r o a c h  s t a t e d  i n
c h a p t e r 5 . 8 ,  w h e r e  p r o v i d i n g  a
k n o w l e d g e  v i s i o n  i s  o n e  o f  t h e
e l e m e n t s ,  t h e  im p o r t a n t  r o l e  o f
t h e  k n o w l e d g e  v i s i o n  c a n  b e
r e c o g n i ze d .

T a b l e 6 Pr o c e d u r e s  t a r g e t i n g  t h e  m a n a g e r  o f  t h e  t e a m

6.3.3 The team as an organizat ion

As  an  o rgan i za t i on ,  t he  aspec ts  ge t  mor e  comp lex  compared  to

an  ind i v i dua l ,  s ince  know ledge  shar i ng  i s  happen ing  in

" o rgan i za t ions"  o f  i nd i v i dua ls .  I n  chap t e r 5 .6 i s  ou t l i ned  tha t

o rgan i za t ions  amp l i f y  knowledge ,  wh i ch  represen t  a  lever  f o r

c r ea t i on  and  t rans f e r  o f  knowledge .  Th is  p r ocess  can  be

v i sua l i zed  by F igure 15 Knowledge  Sp i ra l  ( Nonaka ,  Takeuch i

1995 :71 ) and ,  i n teg ra t ing  a lso  t he  o rgan i za t iona l  d im ens ion ,  by

F igur e 16 Cont en ts  o f  knowledge  c rea ted  by  t he  f ou r  modes

( Nonaka ,  Takeuch i  1995 :72) and ,  c lea r l y  de f i n ing  t he  in te r ac t i on

o f  i nd i v i dua ls ,  g roups ,  o rgan i za t i ons  and  env i r onments ,  by

F igur e 18 The knowledg e-c rea t ing  p rocess :  SECI  m ode l  (Nonaka

e t  a l  2008 : 19) .  Th i s  i l l us t ra t es  a l ready  t ha t  i t  i s  a  permanent

p rocess  u t i l i z ing  a l l  d imens ions ,  no t  j us t  a  s ing le  s t ep  o f

" knowledge  i nnova t ion" .  S ince  t hese  o rgan i za t ions  a re  ac t ing

wi t h in  an  env i r onment ,  chap te r 5 . 7 in tends  to  i nves t iga te  wh i ch

p rac t i ca l  se tup  repr esen ts  such  an  env i r onm ent .
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TeamTeam

F i g u r e 2 6 T h e  t e a m  w i t h i n  t h e  t w o  d im e n s i o n s  o f  k n o w l e d g e
( b a s e d  o n  N o n a k a ,  T a k e u c h i  1 9 9 5 : 5 7 )

I nd i v i dua l s  f o rm ing  a  t eam c rea te  a  new en t i t y  w i t h  a  spe c i f i c

l eve l  o f  exp l i c i t  and  t ac i t  knowledge .

Sel ect i ve  Measur e Theor et ica l  Backgr ound

P r o v i d e  p r o c e s s e s  s u p p o r t i v e
t o  o p e r a t i o n a l  w o r k ,

b u t  n o t  h i n d e r i n g  t h e  a p p l i c a t i o n
o f  k n o w l e d g e .  A l l o w  e d u c a t e d
p r o c e s s  t a i l o r i n g .

A s  d e s c r i b e d  i n  c h a p t e r 5 . 1 ,  i n
o r g a n i za t i o n s  k n o w l e d g e  i s
e m b e d d e d  i n  r o u t i n e s ,  p r o c e s s e s
a n d  n o rm s .  T h i s  i s  o n e  p o s s ib i l i t y
t o  e x t e r n a l i ze ,  f r o m  t a c i t  t o
e x p l i c i t ,  k n o w l e d g e .

T h e  e x c e r p t  o f F i g u r e 1 8 T h e
k n o w l e d g e - c r e a t i n g  p r o c e s s :  S EC I
m o d e l  ( N o n a k a  e t  a l  2 0 0 8 : 1 9 )
s h o w s  t h e  p r o c e s s  o f
e x t e r n a l i za t i o n .
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Sel ect i ve  Measur e Theor et ica l  Backgr ound

C r e a t e  s i t u a t i o n s  w h e r e  t h e
t e a m  o r  a t  l e a s t  p a r t s  o f  t h e

t e a m  e x p e r i e n c e  b u s i n e s s
s i t u a t i o n s

t o g e t h e r  a n d  a p p l y  c o m m o n
p r a c t i c e  t o  t h e s e  b u s i n e s s
s i t u a t i o n s .

C h a p t e r 5 . 1 e x p l a i n s  t h a t
k n o w l e d g e  i s  p r o c e s s - r e l a t i o n a l
a n d  c a n  o n l y  b e  c r e a t e d  i n  a c t u a l
p r a c t i c e  o f  d e a l i n g  w i t h  p a r t i c u l a r
s i t u a t i o n s .  T h i s  i s  r e - c o n f i r m e d  i n
5 . 4 s t a t i n g  t h a t  e x p l i c i t  k n o w l e d g e
i s  i n t e r n a l i ze d  i n  a  " l e a r n i n g  b y
d o i n g "  p r o c e s s .

R e s p e c t  t h e  t e a m  b e i n g  a  t e a m
a l s o  w i t h o u t  t h e  f r a m i n g
f u n c t i o n  o f  t h e  m a n a g e r .

R e s p e c t  a n d  f o s t e r  a
" k n o w l e d g e  s e l f - c o n f i d e n c e "  o f
t h e  t e a m .  T e a m  t a c i t  k n o w l e d g e
c a n  b e  i n t r o d u c e d  i n t o
a m p l i f i c a t i o n  p r o c e s s .

T h e  b a s e  f o r  t h a t  i s  f o u n d  i n
c h a p t e r 5 . 6 ,  w h e r e  i t  c a n  b e
l e a r n e d  t h a t  t h e  o r g a n i za t i o n  h a s
t o  m o b i l i ze  t h e  t a c i t  k n o w l e d g e
c r e a t e d  a n d  a c c u m u la t e d o n
i n d i v i d u a l  l e v e l – w h i c h  i s  a
p r o c e s s  o f  o r g a n i za t i o n a l
a m p l i f i c a t i o n .  W i t h  t h i s  p r o c e s s ,
t h e  k n o w l e d g e  i s  l e v e l e d  t o  a
h i g h e r  o r g a n i za t i o n a l  l e v e l .

L e t  t h e  v i s i o n  l i v e  i n  t h e  t e a m .

B y  i n c l u d i n g  t h e  t e a m  i n t o  t h e
v i s i o n  c r e a t i n g  p r o c e s s ,  t h e
t e a m m e m b e r s  a r e  m o r e
m o t i v a t e d  t o  a l i g n  w i t h  t h i s
v i s i o n .  A l s o ,  t h e i r  e x p e r i e n c e s
a r e  v a lu a b l e  i n p u t s .

A c c o r d i n g  M i t c h e l l ,  c i t i n g  P o l a n y i
n o n - v e r b a t im  i n  c h a p t e r 5 . 7 ,  t h e r e
i s  a  c om m o n  s e n s e  w h i c h  t e l l s  u s
t h a t  t r u t h  a n d  j u s t i c e  e x i s t ,
h o w e v e r  im p e r f e c t  t h e  c u r r e n t
m a n i f e s t a t i o n  i s .  T h i s  c a n  b e
a p p l i e d  t o  d e f i n e  t h e  i d e a l
m a n i f e s t a t i o n  ( w i t h  t h e  t e a m ) ,
w h i c h  i s  t h e n  a c h ie v a b l e ,  b e c a u s e
c o m m o n  s e n s e  c o n f i r m s  t h a t  i t
c a n  e x i s t .

T a b l e 7 Pr o c e d u r e s  t a r g e t i n g  t h e  t e a m  a s  a n  o r g a n i za t i o n

6.3.4 The interface wi th other teams on peer level

The  next  leve l  o f  soc ia l  i n te r ac t i on  i s  r eached  a t  t he  po in t  where

teams  no t  on l y  i n te rac t  w i t h i n  t hemse lves  and  t he  m anager ,  bu t

a l so  w i th  o t her  t eam s  on  " t eam"  pee r  l eve l .  I n  t h is  se t up ,  a

s i t ua t ion  i s  es t ab l i shed  where  t he  knowledge  sp i r a l  i s  c i r c l i ng

wi t h in  each  team,  wh i ch  can  be  r egarded  as  a  g roup  i n  t h is

con t ex t ,  and  t he  teams  on  peer  l eve l ,  wh ich  se ts  up  an

o rgan i za t ion  r epr esen t ed  by  d i f f e ren t  g r oups  respec t i ve ly  t eams.

The  manager  has  a  doub le  r o le  i n  t h is  se t up  as  a  g r oup  mem ber

and  as  a  knowledge  wo rker  peer ing  wi th  knowledge  worke rs  f rom
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t he  o t her  g roups .  I n  t h is  mu l t i  d imens iona l  scene ,  a l l  t he  o t her

aspec ts  ment ioned  i n 6 .3 . 1 , 6 .3 . 2 and 6 . 3 .3 ar e  r e levan t  a t  t he

same  ex tend . F igur e 18 The knowledge-c r ea t i ng  p r ocess :  SECI

mode l  ( Nonaka  e t  a l  2008 :19) i s  t he  mos t  r epr esen t a t i ve

v i sua l i za t ion  f o r  t h i s  se t up .

Team TeamTeam Team

F i g u r e 2 7 T e a m s  o n  p e e r  l e v e l  w i t h i n  t h e  t w o  d im e n s i o n s  o f
k n o w l e d g e  ( b a s e d  o n  N o n a k a ,  T a k e u c h i  1 9 9 5 : 5 7 )

Selec t ive  Measure Theor et ica l  Backgr ound

L e t  t h e  t e a m  b e  a  t e a m .

T h i s  m e a n s ,  t h e  m a n a g e r  m u s t
n o t  o u t s h i n e  h i s  t e a m ,  r a t h e r
b a s k  h im s e l f  i n  t h e  s u c c e s s  w h i c h
i s  c r e a t e d  b y  t h e  t e a m  a n d
h im s e l f .  T h i s  c r e a t e s  t e a m  s e l f -
c o n f i d e n c e  a n d  t e a m  s p i r i t .
C o n f i d e n t  t e a m s  e x t e r n a l i ze  t h e i r
k n o w l e d g e  m o r e  p r o - a c t i v e  a n d
c o m b i n e  k n o w l e d g e  m o r e  o p e n  t o
o t h e r  k n o w l e d g e  s o u r c e s .

T h e  e x c e r p t  o f F i g u r e 1 8 T h e
k n o w l e d g e - c r e a t i n g  p r o c e s s :  S E C I
m o d e l  ( N o n a k a  e t  a l  2 0 0 8 : 1 9 ) i s
t h e  b a s e  f o r  i n t e r p r e t i n g  t h e  m a in
s t r a t e g i e s  o f k n o w l e d g e
c o n v e r s i o n .  F o r  t w o  t e a m s ,
i n t e r a c t i n g  o n  p e e r  l e v e l ,
e x t e r n a l i za t i o n  a n d  c o m b i n a t i o n
a r e  t h e  m o s t  im p o r t a n t .
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Selec t ive  Measure Theor et ica l  Backgr ound

B e  a w a r e :  T h e  o t h e r  t e a m  i s  a
s u p p l i e r  o r  c u s t o m e r .

T e a m s  n e e d  t o  u n d e r s t a n d
s u p p l i e r – c u s t o m e r  r e l a t i o n s h i p s
a l s o  i n s i d e  t h e  o w n  o r g a n i za t i o n .
E s t a b l i s h  i n  g e n e r a l  a n d
s p e c i f i c a l l y  r e g a r d in g  k n o w l e d g e
s h a r i n g  a  s u s t a i n a b l e  f e e d b a c k
c u l t u r e .

A s  s t a t e d  i n  c h a p t e r 5 . 4 b a s e d  o n
N o n a k a ,  e x t e r n a l i za t i o n  i s  a
p r o c e s s  t o  t r a n s l a t e  t a c i t
k n o w l e d g e  i n t o  e x p l i c i t
k n o w l e d g e .  R e c o g n i z i n g  t h e  o t h e r
t e a m  a s  s u p p l i e r  o r  c u s t o m e r
l e a d s  t o  a  c o m p l e t e l y  d i f f e r e n t
a c c o u n t a b i l i t y .  I f  t h e  o t h e r  t e a m
i s  a  s u p p l i e r ,  t h e  a c c o u n t a b i l i t y  i s
t o  " e x t e r n a l i ze "  a s  g o o d  a s
p o s s i b l e  t h e  r e q u i r e m e n t s ,  i f  t h e
o t h e r  t e a m i s  c u s t om e r ,  t h e
a c c o u n t a b i l i t y  i s  t o  s e l l  t h e  o w n
p r o d u c t  o r  s e r v i c e  ( w h i c h  i s  v e r y
m u c h  r e l a t e d  t o  k n o w l e d g e )  a s
b e s t  a s  p o s s i b l e .

T e a m s  m u s t  b e  e s t a b l i s h e d ,
r e s p e c t i v e l y  p o s i t i o n e d ,  o n  t h e

k n o w l e d g e  m a r k e t .

T h i s  i n c r e a s e s  t h e  p o p u l a r i t y  o f
t h e  t e a m ,  a n d  m o r e  p o p u l a r i t y
l e a d s  t o  m o r e  a c c o u n t a b i l i t y

A c c o r d i n g  c h a p t e r 5 . 5 ,  k n o w l e d g e
m a r k e t s  n e e d  f i r s t  o f  a l l  t r u s t  i n
o r d e r  t o  w o r k  p r o p e r l y .  M o r e
a c c o u n t a b i l i t y  t yp i c a l l y  i m p l i c a t e s
m o r e  t r u s t w o r t h i n e s s .

T a b l e 8 Pr o c e d u r e s  t a r g e t i n g  t h e  i n t e r f a c e  w i t h  o t h e r  t e a m s

6.3.5 The interface wi th the customer

Since  a  au tom ot i ve  sa les  t eam,  ac t ing  f o r  a  2 n d t i e r  supp l i e r  in

the  au tomot i ve  indus t r y ,  i s  i n  t h is  t hes is  t he  env i ronment  f o r

app l i ca t ion o f  knowledge  m anagement ,  t he  i n te r f ace  t o  t he

cus t omer  needs  t o  be  ana l yzed  deep l y .  Regard ing  in te r f ac ing

wi t h  t he  cus t omer ,  we  i nc r ease  t he  com p lex i t y  o f  i n te r ac t i on  by

an  ex t e rna l  f ac to r ,  wh i ch  i s  t he  cus tom er  i t se l f .  The  cha l lenge

i s ,  t ha t  t he  cus t omer i s  ne i t he r  on  peer  leve l ,  no r

o rgan i za t iona l l y  super io r – bu t  never t he less  a l so  an

o rgan i za t ion  where  i nd i v i dua ls  a r e  ac t ing  in  da i l y  bus iness ,

app l y i ng  a l l  t he i r  sub jec t i ve  v i ewpo in t s  i n  comb ina t i on  w i th  t he i r

knowledge  base  as  an  o rgan i za t ion .  Ano ther  a spec t  i s ,  t ha t  in

f ron t  o f  t he  f ie r ce  compet i t i on ,  shar ing  knowledge  has  i t  l im i t s  i n

r egard  t o  shar i ng  i n te l lec tua l  p rope r t y .  So  the  comp lex i t y  i s

l oca t ed  a t  t he  t radeo f f  be t ween  t r ans f e r r i ng  enough  knowledge

to  t he  cus t omer  as  l ong  as  i t  he lps  t o  se l l  p r o jec t s  and  p r oduc ts ,
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l i k e  cond i t ion ing  the  cus tom er  m ind  pos i t i ve l y  by  l e t t i ng  h im

know t ha t  t he re  i s  va luab le  knowledge  compr ised  i n  t he  p roduc ts

and  ser v ices  wh i ch  may  be  po t en t ia l l y  de l i ve r ed ,  and ,  a t  t he

o t her  t r adeo f f  l im i t ,  i t  m us t  be  avo ided  to  t ran s f e r  t oo  much

knowledge  con t en t ,  wh i ch  m ay  f l ow then  to  com pet i t o rs  a l so  o r

enab le  t he  cus t omer  t o  per f o rm the  necessar y  con ten t  by

h im se l f .  As  d iscussed  in 5 .1 ,  t he  f ram ework  f o r  eva lua t i on  o f

new i n f o rmat i on  and  exper i ences  i s  charac te r i zed  by  a  m ix  o f

p rev ious ,  a l ready  i n t e rna l i zed  exper iences ,  va lues ,  o ther

i n f o rmat i on  and  exper t  know how.  An  o f f e r ,  wh ich  i s  i ssued  by

the  sa les  t eam  to  a  cus t omer ,  shou ld  con t a in  such  new

in f o rmat i on  f o r  t he  cus t omer ,  o t her w is e  i t  i s  anyway  no t  o f  va lue

f o r  h im.  Th i s  new i n f o rmat i on ,  wh i ch  i s  con ta ined  in  t he  o f f e r ,  i s

meant  t o  " in f o rm"  in  t he  sense  o f  "g i v i ng  shape  t o "  t he  cus tomer

– or  in  mor e  p r ac t i ca l  t e rms ,  make  a  d i f f e rence  i n  h is  i ns igh t  as

desc r ibed  i n  chap te r 5 . 1 .  The  sam e  is  va l i d  f o r  a l l

commun ica t i on  w i th  t he  cus t omer ,  no t  on l y  i n  wr i t t en  f o rm,  bu t

a l so  in  d i r ec t  i n te rac t ion ,  wh i ch  c r ea tes  even  mor e  expe r i ences

on  bo th  s ides  and  g i ve  t he re f o re  shape  to  t he  cus tom er –

supp l ie r  r e la t i onsh ip .  Espec ia l l y  i n  d i r ec t  comm un ica t ion  w i th

cus t omers ,  wher e  i n  m os t  cases  f rom  bo th  s ides  ope ra t iona l

t a rge t s  have  t o  be  met ,  s t ress  i s  c rea ted  and  due  t o  l im i t ed  t ime

o r  l im i t s  se t  by  t he  commun ica t i on  s t y l e ,  a  lo t  o f  t ac i t  knowledge

i s  app l ied  to  m anage  t he  s i t ua t i on  and  t o  ach ieve  the  i n t ended

r esu l t s .

Individuals

Team

Customer

Individuals

Team

Customer

F i g u r e 2 8 I n t e r a c t i o n  w i t h  c u s t o m e r s  w i t h i n  t h e  t w o  d im e n s i o n s  o f
k n o w l e d g e  ( b a s e d  o n  N o n a k a ,  T a k e u c h i  1 9 9 5 : 5 7 )
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Her e ,  ind i v i dua ls ,  who  a r e  t eam  mem ber s ,  work  w i t h t he

cus t omer ,  a lso  rep resen t ed  by  ind i v i dua l s .  Never t he less ,  bo th

par t ies  percep t  t he  o ther  par t y  a lso  as  a  g roup  ( t eam  cus tomer

ve rsus  team supp l ie r ) .

Sel ect i ve  Measur e Theor et ica l  Backgr ound

S i m u l a t e  t h e  c u s t o m e r – w h i c h
m e a n s  p u t  y o u rs e l f  i n t o  t h e

c u s t o m e r s  s i t u a t i o n

a n d  t r y  t o  v a l u e  a  s p e c i f i c
s i t u a t i o n  b y  a p p l y i n g  a s s um e d
e x p e r i e n c e s  a n d  va l u e s  o f  t h e
c u s t o m e r .  T h e  i n f o r m a t i o n
t r a n s f e r r e d  b y  yo u r s e l f
r e s p e c t i v e l y  b y  yo u r  c o m p e t i t o r s
a r e  t o  b e  r e g a r d e d  a s  c o n t e x t u a l
i n f o r m a t i o n .

A s  o u t l i n e d  i n 5 . 1 b y  D a v e n p o r t
a n d  P r u s a k ,  k n o w l e d g e  i s  a  f l u i d
m ix  o f  e x p e r i e n c e s ,  v a l u e s ,  a n d
c o n t e x t u a l  i n f o r m a t i o n ,  p a r t l y
d i r e c t l y  f r o m  t h e  k n o w e r ,  p a r t l y
e m b e d d e d  i n  o r g a n i za t i o n a l
r o u t i n e s .

M a k e  s u r e  t h a t  t h e  k n o w l e d g e
c o d i f i c a t i o n  i s  u n d e r s t o o d  b y

t h e  c u s t o m e r .

W i t h  s e n d i n g  a  q u o t e  t o  a
c u s t o m e r ,  a  c o n c e p t  b a s e d  o n
k n o w l e d g e  o f  t h e  s u p p l i e r  i s
h a n d e d  o v e r .  T h i s  d o e s  n o t
g u a r a n t e e  t h a t  t h e  r e c e i v e r ,  w h o
i s  t h e  c u s t o m e r ,  c a n  u n d e r s t a n d
t h e  c o d i f i c a t i o n  w h i c h w a s  u s e d .

T h e  e x c e r p t  o f F i g u r e 1 8 T h e
k n o w l e d g e - c r e a t i n g  p r o c e s s :  S E C I
m o d e l  ( N o n a k a  e t  a l  2 0 0 8 : 1 9 )
s h o w s  o n e  o f  t h e  m o s t  im p o r t a n t
k n o w l e d g e  c o n v e r s i o n  p r o c e s s
t o w a r d s  t h e  c u s t o m e r ,  w h i c h  i s
e x t e r n a l i za t i o n .  A s  d e s c r i b e d  i n
5 . 4 b y  N o n a k a  a n d  T a k e u c h i ,
e x t e r n a l i za t i o n  o f  k n o w l e d g e  i s  a
p r o c e s s  o f  a r t i c u l a t i n g  t a c i t
k n o w l e d g e  i n t o  e x p l i c i t  c o n c e p t s .
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Sel ect i ve  Measur e Theor et ica l  Backgr ound

Ad d  M e a n i n g  t o  d a t a  m a k i n g  a t
l e a s t  i n f o rm a t i o n  o u t  o f  i t .

T a r g e t  i s  t o  a v o i d  t o  p r o v i d e  j u s t
d a t a  t o  t h e  c u s t o m e r ,  b e c a u s e  a
s u p p l i e r  c a n  b e  m u c h  m o r e
s u c c e s s f u l  b y  a d d i n g   m e a n in g
( e . g .  s a v i n g s  c o m p a r e d  t o  o t h e r
c o n c e p t s ) .  I d e a l l y ,  t a c i t
k n o w l e d g e  i s  t r a n s f e r r e d ,  w h i c h
m e a n s  t h a t  t h e  c u s t o m e r  g a i n s
p o s i t i v e  t a c i t  k n o w le d g e ,  e . g .  b y
h a v i n g  e x p e r i e n c e d  e x c e l l e n t
p r o j e c t  e x e c u t i o n  p e r f o r m a n c e
f r o m  t h e  s u p p l i e r  i n  e a r l i e r
p r o j e c t s .

B a s e d  o n F i g u r e 1 4
C o m m u n ic a t i o n  a n d  im p l i c i t
k n o w l e d g e ( N e u w e g  2 0 0 1 : 1 0 ) w i t h
s o m e  a d a p t i o n  t r a n s l a t e d  t o F i g u r e
2 9 C o m m u n ic a t i o n  a n d  t r a n s f e r r i n g
t a c i t  k n o w l e d g e  t o  t h e  c u s t o m e r
( b a s e d  o n  N e u w e g  2 0 0 1 : 1 0 ) i t  c a n
b e  s h o w n  t h a t  p u r e  f l o w  o f  d a t a
d o e s  n o t  i n f o r m  t h e  c u s t o m e r ,
r e f e r r i n g  t o  c h a p t e r 5 . 1 . .
I n f o r m a t i o n ,  i n  c o n t r a r y ,  " i n f o r m s "
t h e  c u s t o m e r  b e c a u s e  m e a n i n g  i s
a l r e a d y  a d d e d .  A l s o ,  a  t a c i t
c o m p o n e n t  i s  t r a n s f e r r e d ,  w i t h  t h e
c u r r e n t  c o m m u n i c a t i o n  o r  a l s o  w i t h
e a r l i e r  e v e n t s  w h e r e  t h e  c u s t o m e r
m a d e  e x p e r i e n c e  w i t h  t h e  s u p p l i e r .

C r e a t e  a  t ru s t f u l  k n o w l e d g e
m a r k e t  b e t w e e n  s u p p l i e r  a n d

c u s t o m e r .

B o t h  p a r t i e s  c a n  w o r k  m o r e
s u c c e s s f u l  i f  t r u s t  i s  t h e  b a s e  f o r
c o o p e r a t i o n .  An  e x a m p l e  f o r
c r e a t i n g  t r u s t  i s  n o t  t o  u t i l i ze
f a i l u r e s  o n  c u s t o m e r  s i d e
im m e d ia t e l y  f o r  o w n p r o f i t .

S t a t e d  i n  c h a p t e r 5 . 5 ,  t r u s t  i s  a n
e s s e n t i a l  e l e m e n t  t o  m a k e  a
k n o w l e d g e  m a r k e t  wo r k .  I f  p a r t  o f
t h e  k n o w l e d g e  m a r k e t  i s
u n t r u s t w o r t h y ,  t h e  m a r k e t  b e c o m e s
a s ym m e t r i c  a n d  l e s s  e f f i c i e n t .

T a b l e 9 Pr o c e d u r e s  t a r g e t i n g  t h e  i n t e r f a c e  w i t h  t h e  c u s t o m e r

Supplier CustomerSupplier

Tacit Dimension

Explicit Dimension

Information Flow
Data Flow

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

Supplier CustomerSupplier

Tacit Dimension

Explicit Dimension

Information Flow
Data Flow

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

F i g u r e 2 9 C o m m u n i c a t i o n  a n d  t r a n s f e r r i n g  t a c i t  k n o w l e d g e  t o  t h e
c u s t o m e r  ( b a s e d  o n  N e u w e g  2 0 0 1 : 1 0 )
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6.3.6 The physical  work envi ronment

Bes ide  a l l  o rgan i za t i ona l  and  managem ent  measur es  to  f os te r

knowledge  shar i ng  and  the  u t i l i za t ion  o f  bo th ,  t ac i t  and  exp l i c i t

knowledge ,  t he  immed ia t e  phys i ca l  wo rkp lace  env i ronment  mus t

no t  be  under es t imat ed .  As  we l l  as  t he  non  t ang ib le  e lements  o f

t he  env i r onment ,  t he  wo rkp lace  des ign  has  a  remarkab le

in f l uence .  As  r e f e renced  i n 5 .1 ,  k nowledg e  i s  i n  o rgan i za t i ons

o f ten  embedded  in  documents  and  repos i t o r i es .  Th i s  im p l i es  t ha t

easy  access  to  such  documents  i s  impor tan t .  Bu t ,  t ak ing  i n to

accoun t  t ha t  knowledge  idea l l y  i s  shared  w i thou t  t r ansac t i on

losses  o f  convers ion ,  o ther  a t t r i bu t es  o f  workp lace  des ign

con t r i bu t e  a lso  t o  a  l a rge  ex tend  to  success .  As  ou t l i ned  a lso  in

5 . 1 ,  knowledge  i s  p rocess  r e la t ed  and  sub jec t i ve  knowledge  i s

j us t i f i ed  t h r ough  soc ia l  i n te r ac t ion  w i th  o t her s  and  the

env i r onm ent .  Fur ther  mor e  i s  desc r i bed  tha t  knowledge  i s

c r ea t ed  i n  p rac t i ce  w i t h i n  a  spec i f i c  s i t ua t ion .  Th is  l eads  t o  t he

conc lus ion ,  t ha t  soc ia l  i n t e r ac t ion  w i th  peers  and  o thers  ou ts ide

the  t eam  connec t ed  to  p r ac t i ce  i s  a  good  g round  f o r  knowledge

shar i ng .  Th is  f i t s  a l so  t o  soc ia l i za t ion ,  desc r i bed  i n 5 .4 ,  wh ich

says  t ha t  i nd i v i dua l s  can  acqu i r e  knowledg e  d i rec t l y  f r om o thers

wi t hou t  us ing  language .  Th is  m ay  sound  s t range  i f  we  t rans f e r

the  t hough  to  m oder n  o f f i ce  cond i t ions ,  bu t  s ta f f s  members  l ea rn

a  l o t  a lso  f rom behav io r  pa t t e rns ,  no t  on l y  f rom language .

Sel ect i ve  Measur e Theor et ica l  Backgr ound

S e a t  t h e t e a m  p h y s i c a l l y  t o g e t h e r
b u t  l e a v e  s p a c e  f o r  s p o n t a n e o u s

t e a m w o r k .

T h e r e  m u s t  b e  e n o u g h  s p a c e
b e t w e e n  t h e  d e s k s  a n d  s o m e  a r e a
t o  u s e  f o r  s p o n t a n e o u s  i n f o r m a l
m e e t i n g s .  T o o  l e s s  d i s t a n c e
b e t w e e n  w o r k p l a c e s  i n c r e a s e s  t h e
d i s t a n c e  b e t w e e n  i n d i v i d u a l s .

A s d i s c u s s e d  i n  c h a p t e r 5 . 1 ,
k n o w l e d g e  i s  c r e a t e d  b y
i n d i v i d u a l s  i n  p r a c t i c e  t r o u g h
f o u r  m o d e s  o f  k n o w l e d g e
c o n v e r s i o n .  A l s o  i n  c h a p t e r 5 . 1
i s  d e f i n e d ,  t h a t  i t  i s  a  p r o c e s s
i n  w h i c h  t h e  i n d i v i d u a l ' s
s u b j e c t i v e  t h o u g h t s  a r e
j u s t i f i e d  t h r o u g h  s o c ia l
i n t e r a c t i o n .  B o t h ,  c r e a t i o n ,
s h a r i n g  a n d  j u s t i f i c a t i o n
h a p p e n  a t  t h e  s a m e  t im e .

T a b l e 1 0 Pr o c e d u r e s  t a r g e t i n g  t h e  p h ys i c a l  w o r k  e n v i r o n m e n t  o f  t h e
t e a m
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The  r equ i rem ents  t o  a  knowledge  shar ing  f r iend l y  o f f i ce  can  be

deduced  a l so  f rom F igur e 18 The knowledge-c r ea t i ng  p r ocess :

SECI  mode l  ( Nonaka  e t  a l  2008 : 19) :

Seat team members in the
same office in order to foster

socialization, but leave
enough space for

spontaneous informal
meetings

Provoke externalization of
individual knowledge by
providing meeting space
(e.g. at whiteboards)  and

reason

Connect the individual
workplace to all relevant

parts of the organization but
allow also retraction to

internalize new knowledge

Within the office, locate
groups (teams) with

intensive interaction close
together. Apply

communication priorities
(meet, phone, email)

Seat team members in the
same office in order to foster

socialization, but leave
enough space for

spontaneous informal
meetings

Provoke externalization of
individual knowledge by
providing meeting space
(e.g. at whiteboards)  and

reason

Connect the individual
workplace to all relevant

parts of the organization but
allow also retraction to

internalize new knowledge

Within the office, locate
groups (teams) with

intensive interaction close
together. Apply

communication priorities
(meet, phone, email)

F i g u r e 3 0 T h e  p h ys i c a l  w o r k  e n v i r o n m e n t  b a s e d  o n  F i g u r e 1 3 T h e
k n o w l e d g e - c r e a t i n g  p r o c e s s :  S EC I  m o d e l  ( N o n a k a  e t  a l  2 0 0 8 : 1 9

6.3.7 The psychological  work environment

Of  course ,  mos t  o f  t he  psych ica l  aspec ts  a r e  covered  in  chap te r

6 . 3 .1 t o  chap te r 6 . 3 .11 wi th in  t he i r  i nd i v i dua l  con tex t s .  Bu t ,

t he re  a r e  some  genera l ,  bu t  ve r y  impor tan t  aspec ts ,  wh i ch

shou ld  be  ex t r ac ted  and  dea l t  w i t h  on  a  gener i c  l eve l .  For

exam p le ,  t he  m ent i oned  d i f f e ren t  sub jec t i v e  v i ewpo in t s  in

chap te r 5 .1 and  the  d i f f e ren t  t ypes  o f  knowledge  conver s ion

shown  i n F igur e 13 Four  m odes  o f  know ledge  convers ion

( Nonaka ,  Takeuch i 1995 :62) c lear l y  i nd i ca te  t ha t  a  knowledge

cr ea t i on  and  shar ing  f r iend l y  m indse t  needs  t o  be  es tab l i shed  in

a  ve r y  g enera l  way .  The  psycho log ica l  aspec t  ge ts  even  mor e

s ign i f i can t  when  i t  com es  to  e f f i c i en t  behav io r  on  knowledge

marke t s  as  s ta ted  in  chap te r 5 . 5 .  Here ,  t he  r eward  sys tem  p lays

a  ma j o r  ro le ,  and  an  e f f i c i en t  rewar d  sys tem  requ i r es  f i r s t  o f  a l l

t he  awareness  tha t  k nowledge  managem ent  be longs  to  t he  mos t

impor tan t  management  t asks .  So ,  t he  su r r ound ing  cond i t ions  a re

impor tan t  f o r  i nd iv i dua ls ,  bu t  a l so  f o r  t he  team as  a  g roup ,

because  there  i s  a  se l f  under s tand ing  as  a  g roup  a lso .  For

exam p le ,  i nd i v i dua l s  shou ld  f i nd  w i t h i n  t he i r  t eam  a  l ess  harsh
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env i r onm ent  f o r  t es t ing  t he i r  knowledge ,  wh i ch  cou ld  be  app l y ing

tac i t  knowle dge  mor e  f ree l y ,  w i t h  l ess  back  up  by  exp l i c i t

knowledge  o r  pur e  in f o rmat ion .  Th i s  k i nd  o f  exper imenta l

knowledge  m arke t  w i t h in  t he  t eam  cou ld  be  ex tended  t o  t r us t ed

ind i v idua l s  ou ts i de  t he  team  then ,  s tep  by  s t ep  i n teg ra t ing  m ore

and  mor e  i nd i v i dua l s  in t o k ind  o f  a  com pany  in te rna l  knowledge

soc ie t y .  I n  t h i s  con t ex t ,  i t  i s  impor tan t ,  f r om  the  psycho log i ca l

po in t  o f  v i ew,  t ha t  shar i ng  knowledge  i s  no t  d isconnec ted  f rom

oper a t i ve  bus iness .  Tha t  means ,  sha r i ng  knowledge  based  on

the  t heor y  o f  t he  SECI  mode l  a s  shown  i n F igur e 18 The

knowledge-c r ea t i ng  p rocess :  SECI  m ode l  ( Nonaka  e t  a l  2008 : 19)

,  can  no t  be  f o rced ,  and  even  shou ld  no t  be  too  obv ious ly

s t eer ed ,  in  o r der  no t  t o  end  i n  i t se l f .  The  bes t  way  t o  ach ieve

th i s k ind  o f  d is c re t e  enab l i ng  o f  an  knowledge  based  f i rm

accord ing F igur e 19 A p rocess  mode l  o f  t he  knowledge  based

f i rm  ( Nonaka  e t  a l  2008 : 27) i s  p r ov id ing  a  common

psycho log i ca l  base ,  wh i ch  i s  t he  shared  con t ex t  name d  Ba  in

chap te r 5 . 7 and  a  common  v i s i on .  T he  common  v i s i on  needs  to

be  connec t ed  to  t he  knowledge  c rea t i on  by  d r i v i ng  ob j ec t i ves ,

a l so  desc r i bed  i n  chap te r 5 . 7 . ,  wh i l e  Ba  i s  t he  p la t f o rm  f o r  a l l

knowledge  ac t i v i t i es .  Th i s  i s  i l l us t ra t ed  in F igur e 20 Ba as  a

shar ed  con tex t  i n  mot i on  ( Nonaka  e t  a l  2008 : 35) .

Sel ect i ve  Measur e Theor et ica l  Backgr ound

I n t r o d u c e  e v e n t s  w h e r e  t e a m
m e m b e r s  s h a r e  t h e i r

e x p e r i e n c e s  a n d  c o n c l u s i o n s
a u t o m a t i c a l l y .

A l l  m o d e s  o f  k n o w l e d g e
c o n v e r s i o n  n e e d  t o  b e  s u p p o r t e d
r e s p e c t i v e l y  m o d e r a t e d  i n  t e a m
m e e t i n g s ,  w h e r e  e . g .  e v e r y  t e a m
m e m b e r  p r e s e n t s  h i s  o r  h e r
i s s u e s  t o  t h e  o t h e r s  p e r  h i s  o w n
s e l e c t i o n .  Ex p a n d  t h i s  a c t i v i t y
a l s o  t o  o t h e r  a u d i e n c e  t h a n  t h e
im m e d ia t e  t e a m .

A s  s h o w n  i n  c h a p t e r 5 . 6 a n d
i l l u s t r a t e d  i n F i g u r e 1 7 S p i r a l  o f
o r g a n i za t i o n a l  k n o w l e d g e c r e a t i o n
( N o n a k a ,  T a k e u c h i  1 9 9 5 : 7 3 ) ,  t h e
u t i l i za t i o n  o f  a l l  f o u r  m o d e s  o f
k n o w l e d g e  c o n v e r s i o n  o v e r  a l l
o n t o l o g i c a l  d im e n s i o n s  r e s u l t s  i n  a
i n c r e a s e  o f  e x p l i c i t  a n d  t a c i t
k n o w l e d g e .
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Sel ect i ve  Measur e Theor et ica l  Backgr ound

M a k e  a c t i v e l y  u s e  o f  d i f f e r e n t
s u b j e c t i v e  v i e w p o i n t s .

I n t e g r a t e  t h e s e  d i f f e r e n t
v i e w p o i n t s  i n t o  t h e  d i s c u s s io n  o f
t o p i c s  i n  o r d e r  t o  g e n e r a t e  a n
a l i g n e d  p i c t u r e  o f  f u r t h e r
p r o c e d u r e s .  W i t h  t h i s  p r o c e d u r e ,
a l s o  n e w  k n o w l e d g e  i s  c r e a t e d .
I t  i s  im p o r t a n t ,  t h a t  n o t  o n l y
r e s u l t s  a r e  s h a r e d ,  b u t  a l s o  t h e
t o u g h s  a n d  t h e y  w a y  w h i c h  l e d
t o  t h e  r e s u l t s .

B a s e d  o n  c h a p t e r 5 . 1 ,  i t  i s
u n d e r s t o o d  t h a t  i n d i v i d u a l s  h a v e
d i f f e r e n t  v i e w p o i n t s ,  a n d  t h e s e
d i f f e r e n c e s  a r e  v i t a l  f o r  t h e
c r e a t i o n  o f  n e w  k n o w l e d g e .  A s  a l s o
o u t l i n e d  i n 5 . 1 ,  t h e s e  d i f f e r e n t
v i e w p o i n t s  d e p e n d  a l s o  o n  t h e
h i s t o r y  o f  i n v o l v e m e n t  i n t o  a
s p e c i f i c  i s s u e .  T h i s  i s  i l l u s t r a t e d
im p r e s s i v e  b y N e u w e g
( 2 0 0 1 : 3 4 2 , 3 4 3 ) .

T h e  s am e  d a t a  i s  a p p l i e d  t o
d i f f e r e n t  s u b j e c t i v e  e x p e r i e n c e  a n d
v i e w p o i n t s .  T h e  r e s u l t  i s  d i f f e r e n t
a n d  c a n  b e  d i s c u s s e d .  D u r i n g  t h i s
i n t e r a c t i o n ,  n e w  k n o w l e d g e  i s
c r e a t e d  w h i c h  c o u l d  r e s u l t  i n  a  n e w
p i c t u r e .

V a l u e  a l s o  t h e  e f f o r t  o f  t h e
r e c e i v e r  t o  o v e r c o m e  t h e
c o m m u n i c a t i o n  b a r r i e r .

I t  i s  o f t e n  o v e r s e e n  t h a t  t h e
r e c e i v e r  h a s  a t  l e a s t  t h e  s a m e
e f f o r t  a s  t h e  s e n d e r ,  w h i l e  t h e
s e n d e r  i s  o f t e n  m o r e  v a l u e d
b e c a u s e  h e  i s  t h e  " k n o w l e d g e
s o u r c e " .

C h a p t e r 5 . 4 d e c r i b e s  b a s e d  o n
N e u w e g  t h a t  t h e  l e a r n e r  h a s  t o
p e r f o r m  a  t a s k ,  w h i c h  c a n n o t  b e
p e r f o r m e d  b y  t h e  t e a c h e r .  T h a t
m e a n s  t h e  r e c e i v e r  h a s  t o  a c t i v e l y
a b s o r b  t h e  o f f e r e d  k n o w l e d g e .
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Sel ect i ve  Measur e Theor et ica l  Backgr ound

T a k e  c a r e  t h a t  t h e
m a n a g e m e n t  b e h a v e s  l i k e  t h e

m a n a g e m e n t  w a n t s  t h e i r  t e a m s
t o  b e h a v e .

K n o w l e d g e  s h a r i n g  r e q u i r e s
t r u s t ,  a n d  t r u s t  c a n  b e  d e f i n e d
a s  a  v a l u e  b y  u p p e r
m a n a g e m e n t ' s  e x am p l e .

K n o w l e d g e  s h a r i n g  r e q u i r e s  t r u s t ,
a n d  t r u s t  c a n  b e  d e f i n e d  a s  a  v a l u e
b y  u p p e r  m a n a g e m e n t ' s  e x am p l e .
T h e  u p p e r  m a n a g e m e n t ' s  v a l u e s
b e c o m e  k n o w n  t o  t h e  f i r m  t h r o u g h
s i g n a l s ,  s i g n s  a n d  s ym b o l s .  ( s e e
c h a p t e r 5 . 5 )

F o s t e r  t h e  a b i l i t y  o f
c o m m i t m e n t  a n d  s e l f -

o r g a n i z i n g  i n  t h e  t e a m .

M a k e  c l e a r ,  t h a t  c o m m i tm e n t  t o
r e s p o n s i b i l i t y  a n d  t a k i n g
a c c o u n t a b i l i t y  i s  t h e  b a s i c
c o n d i t i o n  f o r  w o r k i n g  i n  t h e
t e a m .

C h a p t e r 5 . 7 d e s c r i b e s  b a  a s  a n
e n v i r o n m e n t  w h e r e  k n o w l e d g e
s h a r i n g  h a p p e n s .  So m e  im p o r t a n t
f e a t u r e s  a r e  t h a t  t h e  b a  n e e d s  t o
b e  s e l f - o r g a n i ze d  a n d  t h a t  t h e
p a r t i c i p a n t s  o f  t h e  p r o c e s s  m u s t  b e
a b l e  t o  l e a v e  a  s e l f - c e n t e r e d
s t a n d p o i n t  i n  o r d e r  t o  p o s i t i o n
t h e m  r e l a t i v e  t o  o t h e r s .  A l s o ,  a
s t r o n g  s e n s e  f o r  c o m m i tm e n t  i s
r e q u i r e d  t o  c r e a t e  b a .

T a b l e 1 1 Pr o c e d u r e s  t a r g e t i n g  t h e  p s yc h o l o g i c a l  w o r k  e n v i r o n e m e n t

6.3.8 The next  organizat ional  level  above the team

As  d iscussed  in  chap te r 6 . 3 .7 ,  t he  own  team  shou ld  p r ov ide  k i nd

o f  a  home  base .  I n  con t r a r y ,  t he  nex t  o rgan i za t i ona l  leve l  can

imp ly  com pet i t i on  respec t i ve l y  m akes  i t  necessar y  t o  m arke t  t he

team  or  ind i v idua ls  ou t  o f t he  t eam as  good  as  poss ib le .  The

in t e rac t ion  w i t h  t he  next  o rgan i za t i ona l  leve l  can  be  pe r f o rmed

in  d i f f e ren t  ways – f rom  leve l  t o  leve l  w i t h  t he  manager  o f  t he

team as  knowledge – sandwich  manager ,  be t ween  i nd i v idua ls  o f

t he  d i f f e ren t  leve l s ,  o r  t eam  to team,  w i t hou t  t he  s t eer ing

f unc t i on  o f  t he  manager .  As  an  i l l u s t ra t i on , F igure 18 The

knowledge-c r ea t i ng  p rocess :  SECI  m ode l  (Nonaka  e t  a l

2008 :19) , can  be  used ,  showing  "G" ,  t he  g roup ,  wh i ch  i s  t he

team,  and  "Org " ,  wh i ch  can  be  r egarded  as  t he  next

o rgan i za t iona l  l eve l  i n  t he  con tex t  o f  t h i s  t hes is .  I n te r es t i ng l y ,

we  see  tha t  t he  t eam  as  a  g roup  can  no t  soc ia l i ze  w i t h  t he  next

l eve l ,  t he  o rgan i za t i on ,  as  per  t h i s  t heor y .  The  p rocedur es  o f

knowledge  enhancem ent  in r egard  to  t he  next  o rgan iza t iona l
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l e ve l  have  a  ve r y  spec ia l  char ac t e r i s t i c s – in  some  aspec ts ,  t he

wi l l i ng ness  to  share  o r  rece i ve  knowledge  i s  l im i t ed – f rom  bo th

s ides .  F rom t he  team po in t  o f  v i ew,  i nd i ca t ing  t ha t  enormous

knowledge  i s  ava i lab le ,  i s  impo r tan t  because  i t  i nc r eases  the

va lue  o f  t he  t eam  a t  t he  knowledge  marke t  and  p r ov ides  a  be t te r

pos i t i on  i n  t he  rewa r d  sys tem.  Bu t ,  t he  t eam  wants  j us t  t o

i nd ica te  t h i s  knowledge – no t  t o  share  i t ,  because  once  shar ed ,

the  team f ear s  t ha t  t he  va lue  o f  t he  k nowledge  m ay  dec rease .

In t e res t ing l y ,  t he  next  o rgan i za t i ona l  l eve l  r eac t s  s im i l a r ,  bu t

based  on  a  comp le t e l y  d i f f e ren t  m ot i va t ion .  Th is  m ot i va t i on  i s

ve r y  m uch  connec ted  t o  chap te r 6 . 2 .2 ,  because  t her e  i s  c lea r l y

s t a ted  t ha t  a  po l ycen t r i c  appr oach ,  wh i ch  i s  o f f i c i a l l y  f avo red  by

a l l  s takeho lders ,  a l so  bear s  t he  r espons ib i l i t y  t o  ac t  i n

accordance  w i t h  t he  knowledge .  Tha t  behav io r  i s  no t  t o  be

downgraded ,  because  i t  i s  ma rke t  behav io r  and  there f o r e  keeps

the  knowledge  marke t  ba lanced .

Next
Organizational

Level
Team

Next
Organizational

Level
Team

Next
Organizational

Level
Team

F i g u r e 3 1 I n t e r a c t i o n  w i t h  t h e  n e x t  o r g a n i za t i o n a l  l e v e l  w i t h i n  t h e  t w o
d im e n s i o n s  o f  k n o w l e d g e  ( b a s e d  o n  N o n a k a ,  T a k e u c h i  1 9 9 5 : 5 7 )
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Sel ect i ve  Measur e Theor et ica l  Backgr ound

T h e  m a n a g e r  m u s t  n o t  b e  t h e
o n l y  i n t e r f a c e  t o  t h e  n e x t

o r g a n i z a t i o n a l  l e v e l .

A l s o  l e t  t h e  i n d i v i d u a l s  f r o m  t h e
t e a m  c o m m u n ic a t e  w i t h  t h e  n e x t
l e v e l .  T h i s  i n c r e a s e s  o n  o n e
h a n d  t h e  a c c o u n t a b i l i t y  o f  t h e
t e a m  m e m b e r s  a n d  s t r e n g t h e n s
o n  t h e  o t h e r  h a n d  t h e  p o s i t i o n
o f  t h e  t e a m  l e a d e r – a s  l o n g  a s
t h e  t e a m  m e m b e r s  p e r f o r m
a c c o r d i n g l y .

I n  c h a p t e r 5 . 7 i s  b a  d e s c r i b e d  a s
s h a r e d  c o n t e x t  i n  m o t i o n  w h i c h
r e q u i r e s ,  b e s i d e  o t h e r  e l e m e n t s ,
p a r t i c i p a n t s  w i t h  d i f f e r e n t  t yp e s
o f  k n o w l e d g e  i n  o r d e r t o  c r e a t e
n e w  k n o w l e d g e ,  e n r i c h e d  w i t h  t h e
d i f f e r e n t  p e r s p e c t i v e s  a n d
c o n t e x t s .  F u r t h e r m o r e ,  i n  c h a p t e r
5 . 8 i s  m a d e  c l e a r ,  t h a t  f e e l i n g s  o f
s a t i s f a c t i o n  a n d  a  s e n s e  o f
c o m r a d e s h i p  o r  b e l o n g i n g  a r e
im p o r t a n t  f o r t h e  c r e a t i o n  o f  t a c i t
k n o w l e d g e .

As  a  t e a m ,  k e e p  a  s t a n d a rd  i n
c o m m u n i c a t i n g  e x t e r n a l i z e d

k n o w l e d g e .

I t  i s  im p o r t a n t  t o  r o l l  o u t
s p e c i f i c  s t a n d a r d s  o n  t e a m
l e v e l ,  e . g .  t h e  s t r u c t u r e  o f
p r e s e n t a t i o n s .  S t a n d a r d s  w i t h
h i g h  q u a l i t y  c r e a t e a  h i g h
r e c o g n i t i o n  v a l u e  o n  t e a m  l e v e l .

T h e  e x c e r p t  o f F i g u r e 1 8 T h e
k n o w l e d g e - c r e a t i n g  p r o c e s s :  S E C I
m o d e l  ( N o n a k a  e t  a l  2 0 0 8 : 1 9 )
r e p r e s e n t s  t h e  m a i n  f l o w  o f
k n o w l e d g e  i n  r e g a r d  o f  t h e  n e x t
o r g a n i za t i o n a l  l e v e l .  K n o w l e d g e  i s
e x t e r n a l i ze d  o n  t e a m  l e v e l  a n d
d e l i v e r e d  i n  t h e  f o r m  o f  c o n c e p t s .
T h e s e  c o n c e p t s  a r e  c o m b i n e d  t o
n e w  k n o w l e d g e  o n  t h e  n e x t
o r g a n i za t i o n a l  l e v e l .



M a s t e r  T h e s i s - A l f r e d W a l d h ä u s l 64

Sel ect i ve  Measur e Theor et ica l  Backgr ound

E s t a b l i s h  a n  o p e n  m i n d s e t
w i t h i n  t h e  t e a m  f o r  l e a r n i n g
f r o m  t h e  n e x t  o r g a n i z a t i o n a l

l e v e l .

I t  i s  im p o r t a n t ,  i n  t h e  s e n s e  o f
s a n d w i c h  m a n a g e m en t ,  t h a t  t h e
t e a m  m a n a g e r  k e e p s  t h e  t e a m
o p e n  f o r  l e a r n i n g  f r o m  t h e  n e x t
o r g a n i za t i o n a l  l e v e l .  T h i s  c o u l d
b e  p r a c t i c e d  b y  o u t l i n i n g
s p e c i f i c  a c t i v i t i e s  p o s i t i v e l y  a n d
i n t e r p r e t i n g  t h e i r  im p a c t .

C h a p t e r 5 . 4 ,  e s p e c ia l l y F i g u r e 1 4
C o m m u n ic a t i o n  a n d  im p l i c i t
k n o w l e d g e ( N e u w e g  2 0 0 1 : 1 0 )
e x p l a i n s  t h a t  i n  r e g a r d  o f  t a c i t
k n o w l e d g e ,  a  s i g n i f i c a n t  e f f o r t  i s
n e e d e d  f r o m  t h e  l e a r n e r t o  a b s o r b
t h i s  k n o w l e d g e – a n d  i t  c a n  b e
a s s u m e d  t h a t   t h e r e  i s  a  p o r t i o n
o f  t a c i t  k n o w l e d g e  i n  e v e r y
k n o w l e d g e  t r a n s f e r .  T h e
w i l l i n g n e s s  f o r  t h i s  e f f o r t  c a n  b e
m o b i l i ze d  w i t h  a u t h e n t i c  t r u s t
t h r o u g h o u t  t h e  o r g a n i za t i o n ,  a s
d e s c r i b e d  i n  c h a p t e r 5 . 5 .

T a b l e 1 2 Pr o c e d u r e s  t a r g e t i n g  t h e  n e x t  o r g a n i za t i o n a l  l e v e l

6.3.9 Interfac ing outs ide the f i rm except  customers

I n t e r f ac ing  to  cus t omer s  w i th i n  t he  con t ex t  o f  knowledge

managem ent  and  e f f i c ienc y  i nc r ease  has  been  dea l t  w i t h  i n

chap te r 6 .3 . 5 .  Bu t  t he  i n te r f aces  o f  an  au t omot i ve  sa les  t eam

r espec t i ve l y  t he  humans  work ing  i n  such  a  t eam,  a re  no t  l im i t ed

to  com pany  i ns ide  r e la t ions  and  cus tom ers ,  t he  t eam mem bers ,

due  to  t he  na t u re  o f  t he i r  j ob  be ing  r a ther  e l oquen t  peop le ,  keep

a  l o t  o f  re l a t i onsh ips  and  there f o re  in t e r f aces  to  o thers  ou ts i de

the  o f f i ce .  A  l o t  o f  t hese  r e la t ionsh ips  a re  m a in ta ined  f o r

shar i ng  knowledge,  and  we  need  to  rem ember  t ha t  shar in g

knowledge  i s  i n  many  cases  a  b id i rec t i ona l  p rocess .  Th is  m eans

by  i n t e r f ac ing  w i th  an  env i r onm ent  ou ts i de  the  company ,  t he

in t e res t  i s  t o  lea rn  as  much  as  poss ib le  and  to  le t  o t hers  l ea rn

on l y  t hose  con t en t  a  f i rm  wants  t hem  to  l ea r n – compl i an t  w i t h

the in tended  cor po ra te  i den t i t y .  A  base  f o r  knowledge  shar ing

commun i t i es  a re  soc ia l  ne t works  w i th i n  t he  i n te r ne t ,  wh i ch  ex is t

w i t h  ve r y  d i f f e ren t  char ac t e r i s t i cs .  These  soc ia l  ne t works  have

e i t he r  no  o r  a  more  o r  l ess  c l ea r  f i e ld  o f  i n te res t  de f i ned ,  o f t en

o rgan i zed  i n  subg roups .  Some  o f  t hese  soc ia l  ne t wo rks  a re  ab le

by  themse lves  to  com b ine  exp l i c i t  knowledge ,  o r  a t  l eas t  wha t  i s

pub l i shed  as  exp l i c i t  knowledge ,  t o  a  g rea te r  p i c tu r e  accor d ing
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5 . 4 .  Th is  means ,  t he emp loyee ' s  appear ance  in  such  soc ia l

ne t works  need  to  have  a  repu t ab le  ou t l i ne .

Sel ect i ve  Measur e Theor et ica l  Backgr ound

M o t i v a t e  t e a m  m e m b e r s  t o
m a k e  u s e  o f  t h e  w o r l d  w i d e

k n o w l e d g e  m a r k e t .

S o m e t im e s ,  r e q u i r e d  k n o w l e d g e
i s  e a s i e r  t o  f i n d  o u t s i d e  t h e f i r m
t h a n  i n s i d e  o f  i t .  A n d ,  a l s o  a n
a s p e c t  o f  k n o w l e d g e  m a r k e t s ,
p e r m a n e n t  t r a i n i n g  i s  im p o r t a n t
t o  k e e p  t e a m  m em b e r s  o n  t h e
r i g h t  l e v e l  o f  q u a l i f i c a t i o n .

C h a p t e r 5 . 8 t e l l s  t h e  c o n d i t i o n s
w h i c h  m u s t  b e  s a t i s f i e d  t o
c r e a t e  m o t i v a t i o n :  d e m a n d i n g
c r e a t i v i t y ,  t h e  w o r k  m u s t  r e q u i r e
k n o w l e d g e  a n d  t a c i t  k n o w l e d g e
m u s t  b e  s h a r e d  a n d  c r e a t e d .

T a k e  c a r e  w h a t  y o u  s h a r e .

M a k e  yo u r  t e a m  m e m b e r s
s e n s i t i v e  f o r  p r o t e c t i n g
i n t e l l e c t u a l  p r o p e r t y  a n d
c o n f i d e n t i a l i t y .  T h i s  i s  a l s o  v a l i d
a n d  v e r y  i m p o r t a n t  r e g a r d i n g
i n f o r m a t i o n  ( o r  k n o w l e d g e ? )
s h a r e d  i n  s o c i a l  n e t w o r k s .

T h e  m o t i v a t i n g  a s p e c t  o f
k n o w l e d g e  s h a r i n g ,  w h i c h  i s
m e n t i o n e d  i n  c h a p t e r 5 . 8 ,  c a n
a l s o  b e  d a n g e r o u s  i f  t h e
k n o w l e d g e  i s  s h a r e d  i n  t h e
w r o n g  e n v i r o n m e n t .

T a b l e 1 3 Pr o c e d u r e s  t a r g e t i n g  t h e  i n t e r f a c i n g  t o  o u t s i d e

6.3.10 To foster lean processes

Knowledge  i t se l f  and  the  app l i ca t i on  o f  i t ,  f r om t he  po in t  o f  v i ew

of  a  f i rm ,  i s  used  to  ach ieve  a  spec i f i c  t a rge t  em bedded  i n  t he

s t r a teg y  o f  t he  company  i n  o r der  t o  ge t  one  s tep  c l oser  t o  a

de f ined  v i s ion .  Bu t ,  i n  add i t ion ,  t he  app l i ca t i on  o f  knowledge  can

a l so  have  pos i t i ve  co l l a te r a l  e f f ec t s .  I n  o r der  words ,  t he  way

how k nowledge  i s  m anaged  and  app l i ed  c an  c rea te  room f o r

f lex ib i l i t y  in  o t her  s t r uc t u res  o f  t he  f i rm .  I n  t h is  chap te r ,  i t  sha l l

be  inves t iga t ed  how t he  sm ar t  app l i ca t i on  o f  knowledge  can

f os te r  l ean  p rocesses  i n  t he  o f f i ce  a r ea  and  t her e f o re  i nc rease

e f f i c iency.  Pr ocesses  have  been  chosen  beca use  p rocesses  a re

lead ing  f rame  s t ruc tu r e  f o r  o f f i ce  wo rk ,  and  t he  qua l i t y  and

app l i ca t ion  o f  p rocesses  can  dec ide  be t ween  success  and  f a i l u re

o f  a  f i rm .  I t  i s ,  f i g u ra t i ve l y  spoken ,  l i ke  app l y ing  knowledge
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wi t h in  t he  app l i ca t i on  o f  p r ocesses  what  makes  the compet i t i ve

advan t age  by  i nc r eas ing  e f f i c iency.  Or ,  r ephrased ,  i f  p rocesses

need  no t  t o  be  des ig ned  to  match  w i th  t he  lowes t  poss ib le  l eve l

knowledge ,  e f f i c i ency  can  be  inc r eased  s ign i f i can t l y  be  no t

was t i ng  energy  w i th  p rocesses  cush ion ing  the  app l i ca t i o n  o f

knowledge .  Th i s  requ i res ,  as  a  p recond i t ion ,  a  knowledge  leve l

wh i ch  i s  as  cons i s ten t  as  poss ib le  t rough  ou t  t he  f i rm

r espec t i ve l y  t eam.  For  t h is  appr oach ,  a  cons is t en t  knowledge

leve l  i s  mor e  impor tan t  t han  s i ng le  he ro ic  knowers .  T h is  i s  a l so

con f i rm ed  in 5 . 5 . ,  desc r ib ing  the  knowledg e  m anagement  marke t

and  h is  pa t ho log ies .

Sel ect i ve  Measur e Theor et ica l  Backgr ound

I n v e s t  i n t o  b e l i e f s  a n d
c o m m i t m e n t s  o f  t e a m

m e m b e r s .

O f  c o u r s e ,  t e a m  m em b e r s  h a v e
t o  k n o w t h e  p r o c e s s e s
a p p l i c a b l e  w i t h i n  t h e i r  r o l e  a n d
r e s p o n s i b i l i t y .  B u t  w i t h  a
s t r o n g  b a s e  o f  b e l i e f s  a n d
c o m m i tm e n t  t o  t h e  k n o w l e d g e
v i s i o n , t h e y  a r e  a b le  t o  t a i l o r
t h e  p r o c e s s  w i t h o u t  v i o l a t i n g
i t .

A s  s t a t e d  i n 5 . 1 b y  N o n a k a  a n d
T a k e u c h i ,  i n f o rm a t i o n  i s  a  f l o w  o f
m e s s a g e s ,  w h i l e  k n o w l e d g e  i s
c r e a t e d  b y  t h i s  m e s s a g e s  a n c h o r e d
i n  t h e  b e l i e f s  a n d  c o m m i tm e n t  o f  i t s
h o l d e r .

B a l a n c e  c o m m u n i c a t i o n  a n d
t a c i t  u n d e rs t a n d i n g .

I f  p r o c e s s e s  a r e  t o o  d e t a i l e d
a n d  o n l y  p r o c e s s  a d h e r e n c e  i s
v a l u e d  i n d e p e n d e n t  o f  t h e
o p e r a t i v e  t a r g e t  m e e t i n g  l e v e l ,
a n  e n o r m o u s  p a r t  o f  c a p a c i t y
i s  l o s t .

F i g u r e 3 2 K n o w l e d g e  t r a n s f e r  a n d
p r o c e s s e s  ( b a s e d  o n  N e u w e g
2 0 0 1 : 1 0 ) i s  i n t e n d e d  t o  e x p l a i n  t h e
i n f l u e n c e  o f  t o o  d e t a i l e d  p r o c e s s e s .
I n i t i a l l y ,  t h e  k n o w l e d g e  t o  b e
t r a n s f e r r e d  i s  d i v i d e d  i n t o  e x p l i c i t
a n d  t a c i t – e x p l i c i t  i s  t r a n s f e r r e d
v i a  c o m m u n i c a t i o n ,  w h i l e  t a c i t  i s
t r a n s f e r r e d  v i a  u n d e r s t a n d i n g .  I f
p r o c e s s e s  a r e  g e t t i n g  m o r e
d e t a i l e d ,  t h e s e  p r o c e s s e s  d e m a n d
a  b i g g e r  p o r t i o n  o f  e x p l i c i t
k n o w l e d g e – a n d  t h i s  b i g g e r  p o r t i o n
o f  e x p l i c i t  k n o w l e d g e  r e q u i r e s  m o r e
c o m m u n ic a t i o n .

T a b l e 1 4 Pr o c e d u r e s  t a r g e t i n g  a  k n o w l e d g e  a p p l i c a t i o n  w h i c h  f o s t e r s
l e a n  p r o c e s s e s
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Supplier ReceiverSender

Tacit Dimension

Explicit Dimension

Barrier for transferring tacit knowledge

Communication

Process

Supplier ReceiverSender

Tacit Dimension

Explicit Dimension

Barrier for transferring tacit knowledge

Communication

Process

F i g u r e 3 2 K n o w l e d g e  t r a n s f e r  a n d  p r o c e s s e s  ( b a s e d  o n  N e u w e g
2 0 0 1 : 1 0 )

6.3.11 Interact ion wi th the team members socia l  l ive

The  w i l l i ngness  to  per f o rm  tasks  e f f i c i en t  and  mot i va ted ,  as  we l l

as  par t l y  t he  ab i l i t y  t o  do  so ,  i s  sourced  f rom a l l  aspec ts  o f t he

l i f e  o f  a  hum an,  espec ia l l y  t he  f ea tu r es  o f  soc ia l  l i f e .  Th is ,  and

a l so  the  ou t l ook  tha t  b ind ing  h igh  per f o rmers  t o  t he  f i rm  w i l l  ge t

mor e  d i f f i cu l t ,  l eads  to  t he  conc lus ion  tha t  some  in t e rac t i on  w i th

a  em p loyee ' s  soc ia l  l i f e  cou ld  be  f o r  t he  bene f i t  o f  bo t h ,  t he

em p loyees  and  the  company.  Davenpo r t  desc r ibed  knowledge  as

a  f lu i d  m ix  o f  f r amed exper i ences  ( 5 . 1 ) ,  and  Nonaka  sa id  t ha t

knowledge  i s  i n f o rmat ion  anchored  i n  t he  be l ie f s  and

commi tm ent s  o f  i t s  ho lde r  ( 5 .1 ) – bo th  aspec t s ,  exper i ences  and

in f o rmat i on ,  a r e  co re  va lues  o f  modern  soc ia l  l i ve .  A  lo t  o f

l ea rn ing  happens  in  t he  soc ia l  l i ve  ou t s ide  the  f i rm ,  as  we l l  as

the  soc ia l  l i ve  o f  hum ans  i s  d i rec t l y  i n teg ra t ed  in t o  t he

knowledge  marke t .

Next
Organizational

Level
Team

Other levels
of the firm
and social

live

Next
Organizational

Level
Team

Next
Organizational

Level
Team

Other levels
of the firm
and social

live

F i g u r e 3 3 I n t e r a c t i o n  w i t h  o t h e r  l e v e l s  o f  t h e  f i r m  a n d  s o c i a l  l i v e
w i t h i n  t h e  t w o  d im e n s i o n s  o f  k n o w l e d g e  ( b a s e d  o n  N o n a k a ,
T a k e u c h i  1 9 9 5 : 5 7 )
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O f f e r  a u t h e n t i c  i n t e r e s t  o n  t h e
t e a m  m e m b e r ' s  s o c i a l  l i v e .

T h e  t e a m  m e m b e r ' s  s o c ia l  l i v e  i s
a n  im p o r t a n t  p a r t  o f  t h e
k n o w l e d g e  m a r k e t ,  w h e r e
k n o w l e d g e  i s  s h a r e d  i n  b o t h
d i r e c t i o n s .  K n o w i n g  b a s i c s  o f  t h i s
s o c i a l  l i v e  i n t e g r a t e s  b o t h ,
i n d i v i d u a l s  a n d  c om p a n y ,  b e t t e r .

A s  s t a t e d  i n 5 . 1 ,  k n o w l e d g e
c r e a t i o n  i s  a  p r o c e s s  i n  w h i c h  t h e
i n d i v i d u a l ' s  s u b j e c t i v e  t h o u g h t s
a r e  j u s t i f i e d  t h r o u g h  s o c i a l
i n t e r a c t i o n  w i t h  o t h e r s  a n d  t h e
e n v i r o n m e n t  t o  b e c o m e  o b j e c t i v e
' t r u t h ' .

T a b l e 1 5 Pr o c e d u r e s  t a r g e t i n g  t h e  i n t e r a c t i o n  w i t h  t h e  t e a m  m e m b e r s
s o c i a l  l i v e

7 VALIDATION OF DEVELOPED PROCEDURE

Introduction (3)

C
onclusion and Future P

rospects (8)

Methodical Approach (4)

State of the art(5)

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

Individual

D
evelopm

ent of P
rocedure (6)

K
ey Perform

ance Indicators–
K

P
I

Quote

Lead Time

/ Efficiency

Increase

Validation  (7)

F i g u r e 3 4 V a l i d a t i o n  o f  p r o c e d u r e s

I n  o r der  t o  va l i da te  whe the r  and  to  wha t  ex tend  the  i den t i f i ed

p rocedures  i nc r ease  e f f i c iency  by  reduc ing  t he  quo t e  l ead  t ime,

the  p rocedures  have  been  comp i led  to  an  over v iew,  and ,  in  a

next  s tep ,  c lus te red  t o  suppor t  a  be t te r  va l i da t ion .
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7.1 Overview about identi f ied procedures

F i g u r e 3 5 P r o c e d u r a l  s t e p s f o r  im p l e m e n t a t i o n  o f  k n o w l e d g e
m a n a g e m e n t
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The c lus t e rs  have  been  es tab l i shed  as  f o l lows :

 Mot i va t ion

 Vis ion

 Commun ica t i on  Cu l tu r e

 Leader sh ip

The  c lus te r s  have  been  de f ined  based  on  the  s t r uc t u re  o f  t he

p rocedura l  s t eps  themse lves , by  g roup ing  them s tep  by  s tep

accord ing  t he i r  con t en t .  T hen ,  a  de f in i t i on  f i t t i ng  f o r  t he  g r oups

was  de f ined ,  w i t h  t he  t a rge t  t o  desc r ibe  t he  g rouped  p rocedur a l

s t eps  as  good  as  poss ib le .  The  r esu l t  was  t he  c lus te r ing

ment ioned  above .

7.2 Clustering of the partial  solutions for
val idation

7.2.1 Cluster regarding Mot ivat ion

F i g u r e 3 6 P r o c e d u r a l  s t e p s e m b e d d e d  i n  M o t i v a t i o n

Act i ve  par t i c ipa t ion  on  the  knowledge  marke t  makes  the  marke t

t ranspar en t  and  e f f i c i en t – th is  m arke t  e f f i c i ency a l lows  t o  ga in

knowledge  f o r  oper a t i ve  work  w i t hou t  l oos ing  t oo  m uch  energy.

Th is ,  i n  comb ina t ion  w i th  de f i n ing  ta rge ts  on  a  h igher  l eve l  i s

mor e  e f f i c ien t  compared  t o  de lega t i ng  work load  on  t he  sm a l les t

poss ib le  leve l ,  s ince  t he  knowledge  o f  t he  t eam  memb ers  i s

u t i l i zed  m ore  f l ex ib l e  and  ba lanced .  Ano ther  po in t  i s ,  t ha t  a
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t eam  needs  se l f  unders t and ing  and  con f i dence  by  i t se l f ,  i n  o rder

to  be  mot i va ted  and  t o  be  ab le  t o  work  e f f i c i en t  under  p ressure .

Tak ing  on  new k nowledge  i s  o f t en  connec t ed  w i th  change .  T he

mor e  knowledge  shar ing  i s  es tab l i shed ,  t he  l ess  w i l l  necessar y

change  a f f ec t  t he  s t a f f  menta l l y .  No t  be ing  d is t rac ted ,  t he  team

mem ber s  can  wo rk  mor e  e f f i c ien t  as  se l f  con f iden t  t eams,  w i t h  a

s t r ong  team  sp i r i t  t ha t  lever ages  ind iv i dua l  pe r f o rmance  w i t h in

the  t eam  to  a  h igher  l eve l .  T h is  l eads  to  m ore  e f f i c ien t  t eam

st r uc t u res  w i t h  open  g i v ing  and  t ak ing  o f  knowledge ,  wh i ch

p rov ides  seam less  knowledge  f l ows  w i thou t  t oo  much  conve rs ion

losses .

7.2.2 Cluster regarding vis ion

F i g u r e 3 7 P r o c e d u r a l  s t e p s e m b e d d e d  i n  v i s i o n

A k nowledge  v is i on  g i ves  s t ruc t u re  and  d i rec t ion  in  add i t ion  t o

the  opera t i ve  t a rge t s .  I t  a l l ows  t he  i nd i v idua l s  t o  s t r i ve  f o r  a

h igher  l eve l  based  on  team in t eg ra t ion .  Opera t i ona l  t asks  can  be

hand led  m ore  e f f i c i en t  because  there  i s  a lways  a  next  h igher ,

mot i va t ing  ta rge t .  I dea l l y ,  t h i s  i s  comb ined  w i t h  t r us t ,  no t  on l y  t o

the  team m anager ,  bu t  a lso  t o  t he  next  leve l ,  as  we l l  as  t he

openness  t o  l ea r n  f rom super io r  leve ls ,  e l im ina tes  m oan ing  and

inc reases  e f f i c i ency. Es t ab l i sh ing  mas te r  /  app ren t i ce

s t r uc t u res ,  a l lows  tha t  t ac i t  knowledge  i s  t r ans f e r red  w i t hou t

t ransac t ion  cos t  o f  cod i f i ca t i on  and  cha l leng ing  such  a  t eam

leads  to  i nc reased  awareness  o f  accoun tab i l i t y .  Hum ans
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f o l l ow ing  a  h igher  t a rge t  t han  t he  oper a t i ng ta rge ts  t hey  a re  j us t

wo rk ing  f o r ,  do  no t  su f f e r  so  much  f rom  s t r ess  and  can  there f o re

work  m ore  e f f i c ien t .  T rough  no t  on l y  p rocess ing  ex te rna l i zed

knowledge  f rom  the  cus t omer ,  e .g .  t he  knowledge  g a ined  f rom

va r ious  quo tes  f rom  d i f f e ren t  compet i t o r s ,  bu t a l so  p rocess ing

the  t ac i t  knowledge  wh i ch  i s  t r ans f e r red  th r ough  i n te rac t i on ,

s igna ls  wh ich  a re  i n t ended  t o  gu ide  the  supp l i e r  i n to  t he  r igh t

d i r ec t i on  a r e  no t  ove rseen .  The  e f f i c iency  i nc r ease  i s  embedded

in  a  be t te r  re la t i on  o f  acqu is i t i on  cos t  t o  won  sa les ,  because  no t

so  m uch  capac i t y  i s  runn ing  i n to  acqu i s i t i ons  wh i ch  a re  a l ready

los t  in  rea l i t y .

7.2.3 Cluster regarding communicat ion cul ture

F i g u r e 3 8 P r o c e d u r a l  s t e p s e m b e d d e d  i n  c o m m u n i c a t i o n  c u l t u r e
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Get t i ng  a  c lea r  unders t a nd ing  how the  cus t omer  has  pe rce i ved

the  concep t  (quo t e )  he  r ece i ved ,  he lps  t o  avo id  t oo  m uch  quo te

r ounds ,  wh ich  consum e  a  lo t  o f  capac i t y .  App l y ing  th is  measure ,

c r ea t es  t he re f o re  an  e f f i c i ency  i nc rease .  A lso ,  commun ica t ion

wi t h in  t he  t eam  is  one  o f  t he ma in  e f f i c iency  f ac t o rs .  Th is

commun ica t i on  l eve l s  t he  knowledge  w i t h i n  t he  t eam  and  a lso

the  w i l l i ngness  t o  share  k nowledge  w i th  o t her s  ou ts ide  t he  team.

A l l  t eam m embers  can  work  more  e f f i c i en t  i f  a  good

commun ica t i on  l eve l  i s  r eached .  I n t e r l i nk ing  i nd i v i dua ls  and  f i rm

wi t h  a  over l ap  b inds  t he  emp loyees  be t te r  t o  t he  com pany  and

inc reases  the  accoun t ab i l i t y  o f  t he  company  f o r  t he  emp loyee .

Ef f i c iency  i s  inc reased  because  t r us t  i s  c rea ted  wh ich  a l l ows

mor e  d i rec t  reac t i on  t o  unexpec ted  persona l  i ssues .  W h i le

commun ica t i on  o f  exp l i c i t  knowledge  i s  im por t an t ,  i t  i s

necessar y  t o  keep  a  ba lance  o f  exp l i c i t  /  t ac i t  ve r sus

commun ica t i on  /  under s tand ing .  Too  de ta i l ed  p r ocesses  and  t oo

much  exp l i c i t  commun ica t i on  can  lead  to  ine f f i c iency .  I f  t r us t  i s

ev iden t  w i t h i n a  f i rm ,  t he re  i s  no  need  t o  permanent l y  keep  t he

own  back  save  o r  t o  hoar d  knowledge .  Us ing  t h i s  saved  t ime f o r

oper a t i ve  t asks  and  knowledge  shar ing  makes  t he  t eam  more

e f f i c ien t .  I n  add i t ion ,  a  s tandard  o f  commun ica t i ng  ex te rna l i zed

knowledge  he lps  t he t eam  members  because  they  u t i l i ze

s t r uc t u res  t hey  a re  used  t o ,  and  i t  a l l ows  f as t e r  o r i en t a t ion  f o r

the  next  o rgan i za t iona l  leve l .  E f f i c i ency  can  be  a lso  inc reased

by  mor e  mot i va t ion  and  per f o rmance  due  t o  a  h igher  l eve l  o f

accoun tab i l i t y .  Fu r thermor e ,  i t can  be  avo ided  t ha t  t he  manager

ac ts  as  bo t t leneck – bo th ,  i n  regar d  o f  capac i t y  as  we l l  as  in

r egard  o f  f i l t e r ing  d i f f e ren t  sub j ec t i ve  v i ewpo in t s .  A  ba lanced

and  d i rec ted  f low o f  in f o rmat i on  a l l ows  m ore  e f f i c ien t  genera t i on

and  u t i l i za t i on  o f  k nowledge ,  s ince  i nd i v i dua ls  a re  par t l y

r e l i eved  f rom the  bu rden  to  so r t  ou t  whe ther  spec i f i c  in f o rmat ion

i s  re levan t  f o r  t hem  or  no t .  A l so ,  i f  i n f o rmat i on  i s  a l ready

commun ica t ed  w i th i n  an  app l i ca t i on  concep t ,  t he  i ne f f i c iency  o f

i n t e rp r e t ing  i t  on  ind i v i dua l  base  i s rem oved .  Impor tan t  i s ,  t ha t

permanent  comm un ica t i on  es t ab l i shes  a  m indse t  o f  shar ing
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knowledge  and  a  we l l - rehearsed  way  o f  comm un ica t ion .  T h is  i s

mor e  e f f i c i en t  t han  es tab l i sh ing  commun ica t i on  j us t  a t  t he  po in t

o f  esca la t i on .  I nd iv i dua ls  knowing  the i r  pos i t i on  w i t h in  t he  t eam

and  teams  knowing  the i r  pos i t i on  in  r e la t ion  t o  peer  t eams  do

no t  need  t o  ongo ing  r eca l i b ra t i ng .  Knowing  the  pos i t ion  does  no t

on l y  r equ i re  t o  se t  a  cour se ,  i t  a l so  r equ i res  t o  ge t  f eedback

abou t  dev ia t ions .  A l so  i n  t he  a r ea  o f  commun ica t i on  i s  mean ing

( f o r  t he  cus t omer ) ,  wh i ch ,  i f  i t  i s  a l r eady  added  t o  da ta ,  p r ov ides

the  chance  t o  conv ince  the  cus t omer  ear l i e r  t o  m ake  a  " t ac i t "

supp l ie r  p re - se lec t i on  f o r  t he  supp l ie r  who  p r ov ides  mean ing .

Th is  i s  leveraged  i f  t he  cus t omer  has  a  l ong t e rm pos i t i ve

exper ience  w i th  t he  supp l ie r .  Bo t h  aspec ts  inc rease  e f f i c i ency

because  the  supp l ie r  w i l l  be  gu ided  by  t he  cus tom er  t o  w inn ing

the  quo t e  a f t e r  be ing  p r e -se lec t ed .  W i th in  t he  team,  t eam

mem ber s  share  au tom at ica l l y  knowledg e  by  spend ing  t ime

phys ica l l y  t oge ther  in  on  o f f i ce ,  wh i ch  i nc reases  e f f i c i ency

because  t he  t im e  f o r  a  separ a te  knowledg e  t rans f e r  ac t i v i t y  i s

saved .  S im i l a r ,  app l y i ng  d i f f e ren t  v i ewpo in t s  t o  one  p rob lem

inc reases  t he  poss ib i l i t y  t ha t  t he  po t en t i a l l y  bes t  so lu t i on  i s

chosen .  Th ose  team  members  who  con t r ibu ted  w i th  t he i r

v i ewpo in t s  w i l l  i n  m os t  cases  f ind  pa r t  o f  t he i r  v i ewpo in t

i n t eg ra ted  i n to  t he  so lu t ion  and  there f o re  suppo r t  t he  so lu t ion

mor e  m ot i va t ed ,  wh i ch  resu l t s  in  inc r eased  e f f i c i ency.  Th is  a l l

shou ld  be  based  on  t rus t , wh ich  sha l l  be  ev iden t  w i t h in  a  f i rm ,

because  then  there  i s  no  need  t o  permanent l y  keep  the  own

back  save  o r  t o  hoar d  knowledge .  Us ing  th i s  saved  t ime f o r

oper a t i ve  t asks  and  knowledge  shar ing  makes  t he  t eam  more

e f f i c ien t .
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7.2.4 Part ia l  solut ions embedded in leadership

F i g u r e 3 9 P r o c e d u r a l  s t e p s e m b e d d e d  i n  l e a d e r s h i p

W ith  a  r o le  leader  concep t  ( see F igure 24 Ro le  Desc r i p t ion

Depar tm ent  Sa les&Por t f o l io ,  Con t inen ta l  Au t omot i ve  Aus t r i a ) ,

t he  r o le  l eader  has  the  o f f i c i a l  and  documented  task  t o  be  the

knowledge  worker  f o r  t he  con t en t  o f  t he  ro le .  The  con ten t  o f  t he

r o le  has  been  made  exp l i c i t  by  t he  manager .  The  e f f i c i ency

inc rease  i s  r e l a ted  to  t he  i nc r eased  knowledge  marke t

t ranspar en cy  as  we l l  as  t he  mot i va t i on  t o  par t i c ipa te  on  the

knowledge  v i s ion  by  l ead ing  a  r o le .  A  t r ansparen t  knowledge

marke t  w i t h  t he  manager  o f  t he  g roup  as  f i r s t  i n te r f ace  to  t h is

marke t  a l lows  e f f i c i en t  co l lec t i on  o f  knowledge .  Be ing  pos i t ioned

on  the  knowledge  m arke t  m eans  be ing  pos i t ioned  i n  t he

spo t l i gh t .  W i th  t rus t  w i t h in  t he  coope ra t ion  on  t he  knowledge

marke t ,  a  l o t  o f  t ac t i ca l  behav io r  on  opera t i ves  l eve ls  can  be

avo ided ,  and  peop le  can  work  t oge t her  m ore  e f f i c ien t  and

mot i va ted .  Tak ing  ac t i ve  par t  i n  t h e  k nowledge  m arke t  as  an

ind i v idua l  mot i va tes  t h r ough  the  r epu ta t i on  as  be ing  an  exper t  i n

a  spec i f i c  f i e ld .  Th i s  m ot i va t i on  inc reases  e f f i c i ency. Mo t i va ted

ind i v idua l s  and  mot i va t ed  teams  t r y  t o  wo rk  as  e f f i c i en t  as

poss ib le  be ing  in  t he  spo t l i gh t .  Neve r t he less ,  p rocesses  mus t
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no t  be  too  de ta i l ed  i n  o r der  t o  be ing  app l ied  e f f i c i en t l y .  The

r oom  f o r  movement  w i t h in  de f ined  p rocesses  can  be  used

app l y i ng  o r  even  genera t i ng  knowledge .  By  a l l ow ing  p rocess

ta i l o r ing  w i t h in  w ider  l im i t s ,  based  on  m atu re  and  accou n tab le

team m embers ,  e f f i c i en t  ba lanc ing  be t ween i n ten t i on o f  t he

p rocess  and  cos t  i s  poss ib le .  Th is  inc reases  t he  e f f i c iency o f

t he  t eam  by  avo id ing  per f o rm ing  ove rdes igned  p rocesses .  The

team  can  work  mor e  e f f i c i en t  i f  i t  ge t s  gu idance  regard ing  the

p r i nc ip l es  wh i ch  shou ld  be  app l ied ,  because  no t  ever y  m ember

needs  t o  deve lop  then  p r inc ip les  by  h is  own.  T rans la t ing

spec i f i cs  in t o  un i ve rsa l  "gu id ing  ru les "  m akes  i t  eas ie r  f o r  t eam

mem ber s  t o  app l y  t he  knowledge  in  ve r y  d i f f e ren t  s i t ua t ions .

Shar ing  exper iences  t oge ther  impr oves  t he  team  sp i r i t  and

in t e rna l i zes  new knowledge  w i thou t  convers ion  l osses .

E f f i c iency  i s  inc r eased  due  t o  common  app l i ca t i on  o f

i n t e rna l i zed  knowledge .

7.3 Validation Method

The  va l i da t i on  m ethod  i s  based  on  qua l i t a t i ve  exper t  i n te r v i ew s

based  on  a  ques t i onna i r e accor d ing Tab le 16 Ques t ionna i re

f o r  exper t in te rv iews . I n  o r der  t o  ve r i f y  whe ther  t he

ques t ionna i r e  i s  unders t ood  p roper l y ,  a  t ra i l  r un  w i th  t wo

persons was  done .  Th is  p r ocedur e  p ro ved  to  be  use f u l  and

r esu l t ed  i n  sm a l l e r  adap t i on  o f  t he  ques t ionna i re .  As  a  next

s t ep ,  a  one  hour  wo rkshop  has  been  conduc t ed  f o r  exp lana t ion

o f  t he  concep t  and  the  ques t ionna i re  i t se l f .  I t  was  impor tan t  t ha t

the  par t i c i pan ts  concen t ra t e  on  t he  c lus te r s  w h i le  es t imat i ng  the

e f f i c iency  i nc r ease  f o r  s i ng le  p r ocedur a l  s tep .  I n  t o t a l , 13

exper t s  have  been  in t e r v i ewed . The  aver age  g ross  lead  t ime

accep t ed  by  cus t omer s  i s  ca lcu la t ed  based  on  h is to r y  da ta  w i th

th r ee  weeks , wh i ch eq ua ls  115 , 5  g ross  wo rk ing  hours . There f o re

an  im provement  o f  1% r ough l y  equa ls  1 hour  quo te  l ead  t ime

r educ t ion ,  wh ich  was  commun ica ted  as  a  base  f o r  t he  es t imat i on

by  the  exper t s .
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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

Total Motivation 0 0 0 0 0 0 0

-15 -10 -5 0 5 10 15
% % % % % % %

A vision 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"

Total Vision 0 0 0 0 0 0 0
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Contibution to lead time reduction based on cluster view

Cluster 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

Contibution to lead time reduction based on cluster view

Cluster Procedural Step
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% % % % % % %

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

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

1 %  =  1  h o u r
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-15 -10 -5 0 5 10 15
% % % % % % %

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 0 0
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Contibution to lead time reduction based on cluster view

Cluster Procedural Step

T a b l e 1 6 Q u e s t i o n n a i r e  f o r  e x p e r t  i n t e r v i e w s

7.4 Reference process

The re f e rence  p r ocess  w i t h in  t he  scope  o f  t h i s  t hes is  i s  shown

in F igur e 40 Ref er ence Process .  Th i s  p r ocess  cons is t s  o f  f ou r

ma j o r  s t eps ,  s t a r t ing  w i th  t he  r ece ip t  o f t he  RFQ  and  end ing  w i th

a  f i na l  dec i s ion  o f  t he  cu s t omer .  S ince  t he  va l i da t ion  i s  app l i ed

to  t he  quo t e  l ead  t im e,  wh i ch  i s  f rom  r ece ip t  o f  t he  RFQ to

subm i t t ing  t he  quo te  t o  t he  cus tom er ,  on l y  t he  f i r s t  t wo  p rocess

s t eps  a r e  re levan t .

 Responsible Sales
manager nominated

 Quote project initiated
 RFQ completeness

checked
 Documented

Quote/ No Quote
decision

 Concepts of
engineering,
manufacturing &
logistics

 Contract review
 Calculation ready
 Quotation package
 Documented quote

approval
 Submit Quote

 Discuss quote with
customer

 Agreement with
customer

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

 Closed projects in
Database

 Award Calculation
 Lessons Learned
 Quote

Documentation

Evaluate
RFQ

Create
Quote

Negotiate
Quote

Finalize
Quote

F i g u r e 4 0 R e f e r e n c e  P r o c e s s
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T yp i ca l l y , t he  p rocess  s t ep Eva lua t e  RFQ consumes  30% of  t he

ava i l ab le  lead  t ime ,  wh i le Cr ea t e  Q uote consum es  the  r ema inder

o f  70%.

7.5 Influence of procedural  steps

Due  to  t he  na t u re  o f  t he  tasks  w i th i n  t he  r e levan t  p rocess  s t eps

can  be  d i s t ingu ished  be t ween  a  m ore  s t r a teg ic  f ocus ,  cove red  by

Eva lua t e  RFQ and  a  m ore  opera t i ve  f ocus ,  cover ed  by Crea te

Quote ( see F igure 41 The f ocus  o f  quo t e  p r ocess  s teps )

 Responsible Sales
manager nominated

 Quote project initiated
 RFQcompleteness

checked
 Documented

Quote/ No Quote
decision

 Concepts of
engineering,
manufacturing &
logistics

 Contract review
 Calculation ready
 Quotation package
 Documented quote

approval
 Submit Quote

Evaluate
RFQ

Create
Quote

Strategic Operational
FOCUS

F i g u r e 4 1 T h e  f o c u s  o f  q u o t e  p r o c e s s  s t e p s

Based  on  tha t ,  i t  i s  poss ib le  t o  ass ign  the  p rocedura l  s t eps  to

these  t wo  p r ocess  s t eps  p redom inan t l y ,  as  shown  in F ig ure 42

Procedura l  s teps  p redom inan t l y  r e la ted  to eva lua t e RFQ and

F igur e 43 Procedur a l  s t eps  p redom inan t l y  r e la t e d  to eva lua te

Crea te  Quote .
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F i g u r e 4 2 P r o c e d u r a l  s t e p s  p r e d o m in a n t l y  r e l a t e d  t o e v a l u a t e R F Q

F i g u r e 4 3 P r o c e d u r a l  s t e p s  p r e d o m in a n t l y  r e l a t e d  t o e v a l u a t e  C r e a t e
Q u o t e

Th is  a l lows  t he  va l i da t i on the  r esu l t  i n  t wo  d imens ions .  O ne

d im ens ion  i s  t he  va l i da t i on  accor d ing  the  es tab l i shed  c lus te r ,
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t he  second  d im ens ion  r e la tes  t o  t he  p rocess  s teps Eva lua te  RFQ

r espec t i ve l y Crea te  Quote .

7.6 Validation Result

7.6.1 Val idat ion towards clusters

As  exp la ined  i n  chap t e r 7 .2 ,  t he  p rocedur a l  s t eps  have  been

ass igned  t o  c l us te r  based  on  the i r  con t en t .  The  r esu l t  o f  t he

exper t  i n te r v iews  desc r ibed  in  chap te r 7 .3 is  r epr esen t ed  by

Tab le 17 Exper t  i n te r v i ew r esu l t .  T he  vo t es  o f  t he  exper t s  a r e

summed  up  t o  coun t s  f o r  t he  i nd i v i dua l  im provement  in  percen t .

An  aver age  i s  ca lcu la ted  f o r  each  p ro cedura l  s t ep .  The  to t a l  pe r

c lus te r  represen ts  t he  poss ib le  per f o rmance  inc rease in  percen t .

I n  add i t ion  t o  t he  ave rage ,  i n  o rder  t o  a l l ow a  deeper  ana l ys is  i n

some  spec i f i c  cases ,  t he  s tandard  dev ia t ion  i s  ca l cu la t ed  f o r

each  p r ocedura l  s tep .

-15 -10 -5 0 5 10 15
% % % % % % %

Status and expertise of team members is
increased if they share knowledge 2 7 4 10,77% 2,05

Commitment and the ability of self-
organizing is fostered 3 5 5 10,77% 0,94

The team is respected as a team,
independent of the manager function 4 3 3 3 6,92% 0,43

The effort to learn / process information is
valued 1 2 5 3 2 5,77% 1,36

Total Motivation 0 1 0 6 13 18 14 8,56%

-15 -10 -5 0 5 10 15
% % % % % % %

A vision on team level is established and
applied 2 7 1 3 6,92% 2,28

An open mindset for learning from the next
higher level is established 2 6 4 1 6,54% 1,92

Single team members work close together
to learn from experienced experts 3 6 4 10,38% 1,25

The teams is able to "walk in customers
shoes" 2 2 4 5 9,62% 1,30

Total Vision 0 0 0 6 18 15 13 8,37%

Vi
si

on

Average Standard
Deviation

M
ot

iv
at

io
n

Contibution to lead time reduction based on cluster view

Cluster Procedural Step Average Standard
Deviation

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

Contibution to lead time reduction based on cluster view

Cluster Procedural Step

1 %  =  1  h o u r
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-15 -10 -5 0 5 10 15
% % % % % % %

The competence / know how embedded in
the quotes is understood by the customer 2 6 2 3 7,31% 1,64

Teammembers can share their
experiences and conclusions during events 2 4 7 6,92% 2,05

The firm shows authentic interest in the
team members social live 7 5 1 3,08% 2,49

Communication and implicit understanding
is balanced 1 7 3 2 7,31% 2,28

Take care what you share - confidentiality is
respected 2 6 1 3 1 3,08% 1,85

A communication standard towards outside
the team is established 6 2 2 3 5,77% 1,64

The manager is not the only interface to the
next organizational level 1 5 1 3 3 5,38% 1,50

Information is customized according the
needs of team members 1 2 5 2 3 6,54% 1,36

Permanent and intensive communication is
practiced 2 1 3 2 5 7,69% 1,36

Supplier resp. customer thinking is also
practiced internally 4 6 3 9,62% 1,25

Information is shared, not only data 5 4 4 9,62% 0,47

The team is physically located together with
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
management wants the team to behave 1 1 3 2 6 6,54% 1,85

Total Communication Culture 0 3 9 36 52 38 44 6,73%

C
om

m
un

ic
at

io
n 

C
ul

tu
re

Contibution to lead time reduction based on cluster view

Cluster Procedural Step Average Standard
Deviation

-15 -10 -5 0 5 10 15
% % % % % % %

The team is subdivided according roles and
these roles are verbally formulated 1 5 4 3 3,46% 1,48

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 7,08% 1,58

Supplier and customer have a trustful
relationship 2 4 7 11,15% 2,05

The manager is able to apply a helicopter
view 3 4 3 4 7,86% 0,50

Different team members can develop
different knowledge areas 1 2 3 4 3 7,31% 1,02

The team can experience business
situations together 5 4 4 9,62% 0,47

The firm invests into beliefs and
commitments of team members 2 5 3 3 7,69% 1,09

Team members are motivated to use the
world wide knowledge market 1 4 7 1 8,08% 2,49

Total Leadership 0 0 4 24 34 36 32 7,62%

>-15% -10% -5% 0% 5% 10% 15% Average

Total 0 4 13 72 117 107 103 7,44%

Le
ad

er
sh

ip

Contibution to lead time reduction based on cluster view

Cluster Procedural Step Average Standard
Deviation

T a b l e 1 7 Ex p e r t  i n t e r v i e w  r e s u l t

Cluster Efficiency Increase
Motivation
Vision
Communication Culture
Leadership

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

T a b l e 1 8 E f f i c i e n c y  i n c r e a s e  p e r  c l u s t e r
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The  aver age  e f f i c i ency  inc rease  per  c lus te r  i s  shown  in Tab le 17

Exper t  i n t e r v i ew r esu l t w i t h  a  va lue  o f  7 , 44%.  Im por t an t  i s ,  t ha t

i s  r e la t ed  t o  t he  ave rage  per  c lus te r .  The  resu l t  o f  t he  s ing le

c lus te rs  a re  shown i n T ab le 18 Ef f i c iency  i nc rease  per c lus ter .

Th is  m eans ,  i f  a l l  p r ocedura l  s teps  a re  imp leme nted

success f u l l y ,  an impr ess ing max imum  e f f i c i ency  i nc rease  o f

abou t  30  %  (ca lcu la t ed  va lue  31 ,28  %)  can  be  ob t a ined . The

shar e  o f  t he  c lus te rs  on  t he  t o ta l  e f f i c i ency  i nc rease  i s  shown

wi t h F igur e 44 C lus te r  con t r ibu t i on  t o  over a l l  r esu l t .

27%

27%

22%

24%

Motivation

Vision

Communication Culture

Leadership

F i g u r e 4 4 C l u s t e r  c o n t r i b u t i o n  t o  o v e r a l l  r e s u l t

The  va l ida t ion  shows  f o r  some  o f  t he  p rocedura l  s teps

in t e res t ing  r esu l t s  wh i ch  a re  wor th  t o  be  commented .  The

r e la ted  va l ida t i on  r esu l t s  a r e  shown in T ab le 19 Discuss ion  o f

spec i f i c  f i nd ings .  The  f o l low ing  tex t  r e f e rs  t o  t hese  spec i f i c

i nd i v idua l  s teps .

A

B
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C

D

E

F

T a b l e 1 9 D is c u s s i o n  o f  s p e c i f i c  f i n d i n g s

A) S ta t us  and  exper t i se  o f  t eam  mem bers  i s  i nc r eased  i f  t hey

shar e  know ledge

The  h igh  aver age  scor e  f o r  t h i s  p rocedura l  s tep  con f i rms

s t r onger  t han  expec ted  tha t  t he  ind i v i dua l s  expec t  rewa rd  f o r

shar i ng  knowledge ,  as  we l l  as  t ha t  t h i s  rewar d  can  mat e r i a l i ze  in

s t a tus  and exper t i se  acknowledgement ,  and  no t  on l y  sa la ry .

Th is ,  i f  hand led  success f u l l y ,  o f f e rs  a  s t r ong  l everage  f o r

knowledge  management  and  t he  r e la ted  e f f i c i ency inc rease .

A) Comm i tment  and  the  ab i l i t y  o f  se l f - o rgan i z i ng  i s  f os te r ed

Th is  i s  con t r a r y  t o  some  expec t a t i ons  t ha t  t eam  members  may

dec l i ne  comm i tment  based  on  the  bar r ie r s  o f  se l f  r espons ib i l i t y

e rec t ed  i n  some b ig  co rpora t i ons .  The  poss ib i l i t y  t o  se l f

o rgan i ze  seems  no t  on l y  t o  be  we lcome,  bu t  mor e  o r  less  a

r equ i r ement .

B) S ing le  t eam  m embers  wor k  c l ose  to ge ther  t o  lea rn  f rom

exper ienced  exper t s

Expec t a t ions  a re  f u l l y  con f i rm ed i n  t h i s  po in t ,  bu t  t he

wi l l i ng ness  to  adm i t  t o  t h is  concep t  was  over  exceeded .  The
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r esu l t  encourages  to  i nc rease  e f f o r t s  i n  o rder  t o  acce le r a te  t he

app l i ca t ion  o f  t h i s  p rocedura l  s t e p .

C) The  f i rm  shows  au t hen t i c  in t e res t  in  t he  team  member ’s

soc ia l  l i f e

One  o f  t he  m os t  in te r es t i ng  ou tcomes ,  wh ich  may  be  re la t ed  to

d i f f e ren t  cu l t u r a l  expec t a t i ons ,  s i nce  the  p rocedura l  s tep  i s

der i ved  f rom Nonaka  and  seem s no t  t o  be  r e levan t  f o r  Eu ropean

sa les  t eam s.  Based  on  t he  r esu l t ,  i t  seems  t ha t  t he r e  i s  some

proud  t o  decoup le  t he  “ persona l  soc ia l  l i ve ”  f r om t he  com pany,

wh i ch  does  no t  f o rb id  some  over laps – bu t  t he  expec t a t ion is to

be  au tonom ous .

D) The  t eam  is  phys i ca l l y  l oca ted  t oge the r  w i t h  enoug h  room

for  t eamwor k

Conf i rms  what  was  expec t ed – coopera t i on  i s  suppor ted  by

work ing  c l ose l y  t oge t her .  Th is  unde r l i nes  t he  cha l lenges  o f

i n t e rna t iona l  coope ra t ion  over  d i f f e ren t  l oca t i ons  and  t ime

zones .  O t her  p r ocedur es  o r  m ethods  need  to  compensa te  t he

lack  o f  be ing  l oca ted  on  one  p lace  o r  even  in  one  o f f i ce .

E) The  t eam  i s  subd i v i ded  accor d ing  r o les  and  these  ro les  a re

verba l l y  f o rm u la t ed

The  r e la t i ve  low scor e  regar d ing  th i s  p r ocedur a l  s t ep  i s

surp r i s i ng  and  i t s  roo t  cause  wou ld  be  i n t e res t i ng  t o  be  exp lo red

mor e  deep l y .  There  may  be  some re la t ion  be t ween  desc r i b ing

the  r o le  on  one  hand ,  and  nom ina t ing  i nd i v i dua ls  ou t  o f  t he  t eam

on the  o t her  hand .

F) Supp l ie r  and  cus tomer  have  a  t rus t f u l  r e l a t ionsh ip

Not  su rp r i s i ng l y  t o  be  conf i rm ed,  bu t  t he  ex tend  o f  con f i rmat i on

i s  impr ess i ve and  p r omis ing  a t t he  same  t ime.  Imp ress ive

because  the  expec t a t ion  was  t ha t  t he re  i s  a l r eady  a  more

degenera t ed  unde rs tand ing  o f  t he  supp l i e r  /  cus tomer

r e la t ionsh ip ,  and  p r omis ing  because  i t  shows  tha t  t he r e  i s  s t i l l  a
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h igh  em pat hy  t owar ds  t he  cus t omer  and  the  ind i v idua l s  wo rk ing

there .

7.6.2 Val idat ion towards focus

As  desc r ibed  i n  chap te r 7 . 4 ,  t he  r e f e rence  p rocess  can  be

in t r oduced  i n  o rde r  t o  show more  c lear l y  t he  impac t  o f

knowledge  manag em ent  on  e f f i c iency  i nc rease .  Bu t  t he

in t r oduc t ion  o f  t h i s  r e f e rence  p r ocess  o f f e rs  mor e  t han  j us t

i nc reased  t r anspa rency  regar d ing  t he  app l i ca t ion  o f  t he

p rocedura l  s teps .  I t  a l lows  a lso  t o  i n t r oduce  a  second  va r i an t  o f

a l l oca t i ng  the  i den t i f i ed  p r ocedu ra l  s t eps – in  t h i s  case  t o  a

mor e  s t ra t eg i c  f ocus  represen t ed  by  ‘Eva lua t e  RFQ’  and  a  more

oper a t i ve  f ocus  r ep resen t ed  by  ‘C rea t e  Q uot e ’ .  De t a i l s  t o  t ha t

a re  exp la ined  in  chap te r 7 .4 .

Strategic  Focus – Evaluate RFQ

-15 -10 -5 0 5 10 15
% % % % % % %

Status and expertise of team members is
increased if they share knowledge 2 7 4 10,77% 2,05

A vision on team level is established and
applied 2 7 1 3 6,92% 2,28

Teammembers can share their
experiences and conclusions during events 2 4 7 6,92% 2,05

The firm shows authentic interest in the
team members social live 7 5 1 3,08% 2,49

Communication and implicit understanding
is balanced 1 7 3 2 7,31% 2,28

The manager is not the only interface to the
next organizational level 1 5 1 3 3 5,38% 1,50

Permanent and intensive communication is
practiced 2 1 3 2 5 7,69% 1,36

Different viewpoints are actively utilized 1 2 1 5 1 3 4,62% 1,46

The management behaves like the
management wants the team to behave 1 1 3 2 6 6,54% 1,85

The manager is recognized as knowledge
worker 2 4 3 2 2 4,23% 0,80

The team is recognized as knowledgable in
the firm 5 1 5 2 6,54% 1,79

The manager is able to apply a helicopter
view 2 4 3 4 8,46% 0,83

Different team members can develop
different knowledge areas 1 2 3 4 3 7,31% 1,02

The firm invests into beliefs and
commitments of team members 2 5 3 3 7,69% 1,09

Team members are motivated to use the
world wide knowledge market 1 4 7 1 8,08% 2,49

Total Evaluate RFQ 0 3 8 38 56 48 42 6,77%

Focus

Ev
al

ua
te

 R
FQ

Average Standard
DeviationProcedural Step

T a b l e 2 0 E v a l u a t i o n  o f  p r o c e d u r a l  s t e p s  r e l a t e d  t o  E v a l u a t e  R F Q
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Operat ional  Focus – Create  Quote

-15 -10 -5 0 5 10 15
% % % % % % %

The team is respected as a team,
independent of the manager function 4 3 3 3 6,92% 0,43

The effort to learn / process information is
valued 1 2 5 3 2 5,77% 1,36

An open mindset for learning from the next
higher level is established 2 6 4 1 6,54% 1,92

Single team members work close together
to learn from experienced experts 3 6 4 10,38% 1,25

The teams is able to "walk in customers
shoes" 2 2 4 5 9,62% 1,30

The competence / know how embedded in
the quotes is understood by the customer 2 6 2 3 7,31% 1,64

Take care what you share - confidentiality is
respected 2 6 1 3 1 3,08% 1,85

A communication standard towards outside
the team is established 6 2 2 3 5,77% 1,64

Information is customized according the
needs of team members 1 2 5 2 3 6,54% 1,36

Supplier resp. customer thinking is also
practiced internally 4 6 3 9,62% 1,25

Information is shared, not only data 5 4 4 9,62% 0,47

The team is physically located together with
enough room for teamwork 1 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% 1,48

The processes support operational work 1 5 1 6 9,62% 2,28

Supplier and customer have a trustful
relationship 2 4 7 11,15% 2,05

Commitment and the ability of self-
organizing is fostered 3 5 5 10,77% 0,94

The team can experience business
situations together 5 4 4 9,62% 0,47

Total Evaluate Create Quote 0 1 5 34 61 59 61 8,03%

Focus Procedural Step Average Standard
Deviation

C
re

at
e 

Q
uo

te

T a b l e 2 1 Pr o c e d u r a l  s t e p s  r e l a t e d  t o  C r e a t e  Q u o t e

The  de t a i l s  o f  t he  va l i da t i on  accord ing a  mor e  s t ra t eg i c  o r  a

mor e  opera t iona l  impac t a re  shown  on Tab le 21 Procedur a l

s t eps  re la ted  to  Crea te Quote .  T he  ove ra l l  r esu l t  accord ing  t h is

s t r uc t u re  i s  shown  i n T ab le 22 Sha re  o f  e f f i c iency  i nc rease

r e la ted  t o  f ocus and F igur e 45 Sha re  o f  e f f i c iency  i nc rease

r e la ted  to  f ocus ,  a l l oca t i ng  c lose  to  a  ha l f  o f  t he  e f f i c i ency

inc rease  to  each  sec t ion , Eva lua te  RFQ and Cr ea t e  Quote .

Focus Efficiency Increase
Evaluate RFQ
Create Quote

6,77%
8,03%

T a b l e 2 2 S h a r e  o f  e f f i c i e n c y  i n c r e a s e  r e l a t e d  t o  f o c u s



M a s t e r  T h e s i s - A l f r e d W a l d h ä u s l 88

46%

54%

Evaluate RFQ

Create Quote

F i g u r e 4 5 S h a r e  o f  e f f i c i e n c y  i n c r e a s e  r e l a t e d  t o  f o c u s

7.7 Validation summary

Since  the  t op i c  i s  r a ther  abs t rac t  i n  i t s  o r ig in ,  i t  needed  some

ef f o r t  t o  i n t roduce  i t  i n t o  a  ve r y  opera t i ve  env i r onment .  The

compar ison  o f  1% o f  im provement  equa ls  abou t  one  hour  he lped

a  l o t  f o r  t h i s  i n t roduc t i on .  A l so ,  l i nk ing  the  p r ocedu ra l  s t eps  o f

t he ques t ionna i re  t o  t he  deve loped  re f e rence process  s t eps

he lped a  l o t  t o  bo i l  down  the  deve loped  p r ocedure t o  p rac t i ca l

app l i ca t ion , and  had  the  pos i t i ve  s i de  e f f ec t  o f  a  second

v iewpo in t  on  the  va l i da t i on  r esu l t .  The  m os t  im por t an t  ou t come

of  t he  va l i da t i on  and  a l so  t he  p r oo f  f o r  hypo t hes is  o f  t h i s  t hes is

i s  t he  po te n t ia l  e f f i c i ency  i nc rease  o f  30%,  o r ,  r ephr ased ,  a

r educ t ion  o f  quo te  l ead  t im e  by  30%.  The  share  o f  t hese  30% to

the  c lus te r s  i s  ra ther  ba lanced  and  there f o re  do  no t  a l l ow any

spec i f i c  conc lus ions .  Anyway ,  t he  c lus t e r ing  showed  t o  be  very

he lp f u l  f o r  f i l l i ng  i n  t he  ques t ionna i re ,  supp l y i ng  be t t e r  gu idance

f o r  t he  exper t s . Ove ra l l ,  even  i f  mos t  o f  t he  r esu l t s  a re  i n  l i ne

wi t h  t he  expec t a t ion ,  som e o f  t hem ar e  su r p r i s ing  e i t he r  in

dom inance  o r  in  d i rec t ion .  These  a reas  cou ld  be  a  good  base  f o r

f u r the r  r esear ch .



M a s t e r  T h e s i s - A l f r e d W a l d h ä u s l 89

8 CONCLUSION AND FUTURE PROSPECTS

Introduction (3)

C
onclusion and Future P

rospects (8)

Methodical Approach (4)

State of the art(5)

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

Individual

D
evelopm

ent of P
rocedure (6)

K
ey Perform

ance Indicators–K
P

I

Quote

Lead Time

/ Efficiency

Increase
Validation  (7)

F i g u r e 4 6 C o n c l u s i o n  a n d  f u t u r e  p r o s p e c t s

The  m os t  im por t an t  f i nd ing  i s ,  t ha t  knowledge  m anagement ,  i n  a

way  o f  k nowledge  enhancem ent  and  t r ans f e r , can  be  app l i ed  on

team leve l  s t r uc tu r es  independen t l y  f r om any  co rpo ra te

s t r uc t u res . Based  on  t ha t ,  a  poss ib i l i t y  f o r  f u r t he r  i nves t iga t ion

i s  t o  t r ans f e r  t he  f i nd ings  t o  o ther  depar tm ent s ,  w i t h  a  spec ia l

f ocus  on  wh i ch  aspec ts  and  bounda r y  cond i t ions  need  t o  be

adap ted . Th is ,  a t  t he  same t im e ,  im p l i es  t ha t  t h i s  p rocedur e  o f

knowledge  enhancement  and  t rans f e r shou ld  a lso  be

inves t iga t ed  on  co rpo ra te  l eve l ,  maybe  encoun te r i ng log ica l

boundar ies  due  to the s i ze  o f  o rgan i za t ions .

Ano ther  op t i on  f o r  f u r t he r  r esea rch  i s  t o  i nves t iga te  how suc h

knowledge  management  p r ocedures  a r e  rece i ved  by emp loyees

wi t h in  a  com pany,  because  th i s  cou ld  be  ano t her  ind ica t i on how

to  im p lem ent  such  p r ocedur es ,  and ,  a t  l eas t  w i t h  t he  same

impor tance ,  how an  o rgan i za t i on  can make sur e  t ha t  such

p rocedures s t ay sus t a inab le  e f f ec t i ve  a f t e r  imp lementa t ion .  T h is

wou ld  need  to  inc lude  t he  ques t ion  wh i ch  f raming  cond i t ions

need  to  be  c r ea t ed  and  ma in t a ined  in  o rder  t o  make  long  te rm
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success  o f  imp lementa t i on  o f  knowledg e  enhancement  and

t rans f e r  poss ib le .

Regar d ing  long te rm  va l i da t i on ,  an  i dea  i s  t o  va l ida te  t he

p rocedura l  s t eps  a l so  accord ing  inc reased  quo t e  qua l i t y ,  wh ich

was  no t  poss ib le  w i t h i n  t he  scope  o f  t h i s  t hes is  due  to  t he  long

te rm  aspec t  o f  measur ing  t he  quo te  qua l i t y  perce i ved  by  t he

cus t omer .

However  compan ies  cu r ren t l y  hand le  knowledge  management ,

‘ imp l i c i t ’  o r  ‘exp l i c i t ’ ,  pu t t i ng  a  s t ronger  f ocus on  i t  can  make

compan ies  more  com pet i t i ve – wh ich  cou ld  be  a l so  t he  ma in

f raming ques t ion  f o r  f u r t he r  i nves t iga t ion :  How can  sys tem ic

knowledge  management  impr o ve  t he  com pet i t i ve  pos i t ion  ?
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