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Abstract—Knowledge management is a critical component of Consequently astute organizations are startingajorpore

competitive success in service organizations. Kedge
management centers on creating new knowledge ailiingt
existing knowledge. While utilizing existing knowlige relates to
input and control and can lead to a reduction istsocreating new
knowledge relates to output and growth and canteaah increase in
revenue. Therefore managers must ensure that #reguccessfully
optimize the knowledge and talent in their orgatiiwes. To do this
they and must try to develop an environment thatmotes the
generation, acquisition, transfer and use of vdtu&nowledge in
creative ways. However knowledge management is Empnd
diverse. Research suggests that organizationsnergleand SMEs in
particular are finding it difficult to implement scessful knowledge
management initiatives. Our research attempts denstand whether
organizations are adopting best practice initigiven their
organizations. This paper presents findings froneloratory study
of 139 SMEs operating in the tourism sector acfiéasope. The
goals of the survey is to assess the level of aweaeof knowledge
and talent management strategies and methodologies to
determine whether the responding companies implebest practice
knowledge management initiatives in their orgamizet Analysis of
the findings from the study are presented and disell

attention to the concept of (a) attracting and kegpalent in
organizations to meet the company’s goals and #épjuring
and leveraging the knowledge resources of the tfirgenerate
added value.

However there is little evidence (anecdotal, emoplrior
otherwise) to suggest that adequate provision islemir
managing knowledge and talent in service orgarumpati
Organizations in general and small firms in paftécuare
finding it very difficult to identify and absorb bepractice in
their companies. Upon analysis it seems that tgaps must
be investigated further. This paper presents figsliof an
exploratory empirical study that was conducted iypi@Qs,
Greece, Ireland, Italy (both in Lombardy and Canigpan
Regions), Slovakia, Lithuania and Spain betweenciand
May 2011. A purposive sample of small firms opemgtin
tourism sector was surveyed in order to:

« ascertain whether responding companies are familtar

knowledge and talent management strategies and
methodologies

Keywords—service sectorsmall enterprise, success factors, « determine whether the responding companies implemen

survey

|. INTRODUCTION

that places the greatest value on information,isesy support
and distribution [1]. This transformation is deked by

[ TERPRISES are experiencing a rapid shift from an
—cconomy based on manufacturing and commodities¢o o Owners, senior manager and key decision makersifose

best practice knowledge and
initiatives in their organizations

» compare SMEs from different EU nations on their oe
knowledge and talent management approaches

talent management

that have influence on strategic decisions) opegaith small
tourist enterprises were targeted. The paper dissushe

various terms in the literature notablyhé move towards the notion of knowledge relative to information; it thentroduces
post industrial society[2], "the emergence of the knowledgghe concept of knowledge work and attempts to fmosit

society [3], or "the rise of the knowledge based ecorbjly
Contemporary business systems have become mordddugayv
intensive. Much work now consists of convertingoimfiation
to knowledge, using skills, competencies and eigeerThis is
particularly evident in service areas such as sourivhere
knowledge focused activities are becoming the pynsaurce
of sustainable competitive advantage. Thereforewkedge
and talent must be effectively managed if improvenedforts
are to succeed and businesses are to remain ctivgeti
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knowledge management relative to this debate. Ekearch
strategy and data collection method used in ouvesuare
introduced and finally findings from the study greesented
and discussed.

Il. THE CONCEPT OFK NOWLEDGE

Much has been written regarding the knowledge hibsa
and academic researchers are continuously teasingiew
perspectives. For example, Boersma [5] and Nootabf&j
see information agata with context They see knowledge as
information combined with the skill to interpretcaavaluate it
in the appropriate context. Wilson [7] describeswledge as
‘what | know This involves comprehension, understanding
and learning. He describes information ahat | am able to
convey about what | know’ There is an implication here that
not all knowledge can be transmitted; only a congmoiof it.

For their part, Nonaka and Tacheuchi [8] distinguis
between information and knowledge from another geutve,
where information is defined as flow of messagés They
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state that knowledge is created by the flow of rimfation Harris [16], a knowledge worker is formally defined one
anchored in beliefs and commitment of the holdegréby who gathers, analyses, adds value and communicates
inextricably linked to the person. Notwithstandirthis information to empower decision making. A knowledg
inseparable characteristic of knowledge, Nonaka angbrker's job entails doing work for which therenis finitely
Tacheuchi’s description guides us to a way of atuyi determined process. Their tasks are not presciibadvance,
knowledge. They assert that if an information comgnt can pyt are determined just in time in response to essu

be captured and stored in the system reposit@aiesjs easily opportunities or problems as they arise. Each teveay
accessible toffow’ together with its context to the user, and if,

knowled h require a customized unique content and collabamatiith a
a knowledge management system can connect t e_tcu$|ee different group of people. According to Laudon draidon
originator, the user may be in a position to shheecinsight of

the originator, re-anchor this insight, now witls loiwn beliefs .[18] not qnly dq kn(_)wledge_workers use their knaige to
. . - S interpret incoming information, but they also ceeatew
and commitment to the information with its contetktereby .
regenerating knowledge. The knowledge in questiere is knqulgdge as well. Knowledge work processes inclsdeh
explicit, as Polyani [9] makes it clear that tdaiowledge is activities as_research_and development, produceldpment
difficult to express. and professional services such as software deveopriaw,
Horton et al [10] go one step further in contrag;tinaccouming and consulting [17]. Knowledge workersldh
information and knowledge. He equates informatieith ~ €Xpertise composed of competence and skills ang ane
explicit knowledge, explaining that an expert canpass on, typically more productive and better paid than eeperts.
with explicit instructions, complex learned knowged Knowledge workers value is acquired through formal
Wilson [7] contends thateXplicit knowledge is simply a education. Such people understand how to learn veitid
synonym for informatidn The difference or thekhow-how, continue to learn throughout their productive liveg/hat is
he explains can only be learned by doing, typic#iiyough learned and how it is applied will determine contpet
practice accompanied by expert feedback. This nawiges success. According to Takeuchi [19] knowledge wskeow
guidance on how topass ohor acquire tacit knowledge as constitute up to 35-40% of the workforce and thest
opposed to simply transmitting or accessing infdioma become the leading social group. Therefore, orgdioias’
_There are many categories of knowledge, all of uitiave ¢ore competencies will focus on managing knowledge
different characteristics. Nonaka and Tacheuchi8] [ynowledge workers. Furthermore, industrial growand

particula_lr interest relate to tacit and explicib_lmedg_e and t_he productivity gains will depend heavily on improveme in
conversion between these states as described air nikatrix knowledge work

known as the SECI (socialization, externalizatimsmbination Drucker [3] believes that the great management ¢éskis
and |nternaI|_zat|on) model, alsq known. as No.nakaéentury will be to make knowledge work productive.
knowledge spiral. Choo [11] examined the interietathips Davenport et al [17] also state that organizationste
between tacit, explicit and cultural knowledge. ®xni [12] . ) .

competencies will centre on managing knowledge and

concentrated more on specific knowledge areas dirgiu . .
personal, proprietary, public, and common senseottfer knowledge workers in the future. They add thatustdal

distinction is that identified by Firestone and Mrc [13], in  9rowth and  productivity gains will depend heavilyn o
their description of thenew knowledge managementamely improvements in knowledge work. Thus, a viable apph is
subjective knowledge in minds and objective knogkedn critically needed for improving knowledge work.
artifacts.

Porter [14], as always, targeting uniqueness demihces in IV. KNOWLEDGE MANAGEMENT
strategy, recommends that firms concentrate okrbaledge There are a variety of definitions of knowledge

assets that are difficult to imitate, as they seeldevise a management, depending on the author's perspettiveon et
unique selling proposition.  Personal and partityla 5 [10] defines it broadly ashow groups of people make
proprietary knowledge are specific to the firm aherefore o mgelves collectively smarter Liebowitz [20] describes it
essgntlal to develop an(_JI protect for_the be_nefltmff firm. in an organizational context athé process of creating value
Tacit knowledge being difficult (if not impossibl&) transfer, from an organizations’ intangible assetMalhotra [21] is
never mind imitate, is thus a key competitive asseRierce much more specific in his definition, equating kiesge

[15] talks about thestickiness of knowledge. This refers to o A
how knowledge tends to be anchored and so stagdrptace. management to organizational processes gk synergistic
combination of the data and information processiagacity

In this regard, this gives it its source of comipeti advantage. . ] 8 T
of information technology, and the creative andowative

ll. THE CONCEPT OFK NOWLEDGE WORK capacity of human beisg Kelleher and Levene [22] contend
that, because of the way knowledge management isipac
organizations differently, it is futile to reach @nsensus
definition. However, despite this, and for the gnses of this
paper it can be said thakriowledge management is an effort
to increase useful knowledge within the organizgtif23].

The nature of knowledge work is ad hoc, demandedrand
creative [16]. Davenport et al [17] contend thabkiedge
work focuses on the acquisition, creation, packaqgor
application of knowledge. In this view, it is colep and
diverse and it is performed by professional orls#ilworkers
with a high level of expertise and competence. Aditg to
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According to Bassi [24] knowledge management iseams Having verified the value of its knowledge-basesorgces,
to an end not an end in itself. Therefore, knowkedgthe organization must put in place processes toagmithese
management initiatives must be linked to stratedttmategy assets to maximize their value creation. Birkingh29]
influences knowledge generation and use by progidin identifies three types of tools that can be appti@®ananage
context for the perception and interpretation ofe thknowledge, namely:
environment and a boundary to decision-making. ¢ IT Systems: Generally codified knowledge reposisri

Organizations need the focus of a well-defined Kedge e Structures: Largely people or team arrangements
management strategy in order to establish the gpipte ¢ Techniques: Specific processes for transferring and
priorities. Therefore, enterprises must developlément and sharing knowledge

improve proactive knowledge management strategRatton ~ Takeuchi [19] asserts that western companies payntach
and Carlsen [25] found in their research that diefjra clear attention to explicit knowledge (i.e. existing kriedge) at the
purpose and strategic intent are critical to thecess of €xpense of tacit knowledge (i.e. personal knowlgdge
knowledge management endeavors. Many researchepsrsu Therefore, developing an effective strategy depeas
this [26, 27]. Organizations must also be abldltistrate how adopting a holistic approach to all aspects ofdigznization.
knowledge can have a clear impact on measuresasuciicle This includes people, process as well as technotetpted
time, cost, quality, productivity and profitability issues.  Ulrich [26] believes that employees whel fe
Consequently, it is imperative that these strategie linked to Personally committed to a strategy or vision areenlikely to

performance measures. work hard. Leaders have the ability to influencegmup
towards the achievement of goals [30]. Their reléoicreate a

’ External Drivers ‘ ’Critical Success Factor% vision and effectively communicate this by settictear

l ' objectives. To be effective at knowledge manageniieiit

v — imperative that leaders develop co-operation anglément

| orporate Objectves consistent priorities across all functions in tmgamization. In
i order to do this, senior managers must adopt aersgst

’ Business Strategy ‘ Allocation approach to projects. In other Words_,_Fhey muglklent

of Resources projects as a system of interrelated activities twembine to

i fulfill the overall strategy of the organizationl[]3

Knowledge Management Strate V. CRITICAL SUCCESSFACTORS

It is clear that an organization’s attributes oarettteristics
have a significant influence and impact on knowkedg
i , l management initiatives.  Therefore, companies must

Objective A Objective B Objective C consciously develop stratggles and support strestso as to
enhance knowledge creation, transfer and reusey Miadies
Measure 1 Measure 1 Measure 1 found that significant emphasis is placed on margagkplicit
Measure 2 Measure 2 Measure 2 or codified knowledge at the expense of implicit tacit
Measure 3 Measure 3 Measure 3 knowledge [32, 31, 34, 35, 36]. It is importantre@member

that companies do not merely manage knowledge; ¢regte
it as well and everyone in the organization shdgdnvolved
in knowledge creation. Therefore, building an effec
environment depends on developing an integratedosoc
technical system [37]. Here equal emphasis on do@kside
as well as the technical side of the organization.

Cormican and O’Sullivan [32] identified and greagpfive
key categories that enable effective knowledge mament.
These are; (A) Strategy and Leadership; (B) Cultarel

. L . limate; (C) Architecture and Structure; (D) Motiesm and
strategic objectives. There must be clear a“gnmeln-’erformance' and finally: (E) Communication and
between the main knowledge areas and th ] ’ . .

o . 9 Sollaboranon. Each of these categories was foorfddilitate
organizations business strategy.

« Measure how the knowledge resources perform irtioela knowledge activities in organizations and thereforest be

to meeting strategic objectives. The system and tﬁéfectlve_ly managed. Key elements of this model are
. sHmmarlzed below.

knowledge areas must be monitored and evaluate

against business related metrics on an ongoing basi

to provide feedback for continuous improvement of

the system.

Fig. 1 Strategic Decision Making Process

Marr [28] sets out basic steps of managing the rozgéion’s

knowledge base. These are:

e Determine the key knowledge-based resources thaé dr
value creation and concentrate effort in providimg
minimal critical knowledge needed

e Map out how these resources will help achieve yo
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A.Strategy and Leadership

Organizations need the focus of a well-defined kedge
management strategy in order to establish the appate
priorities [32]. In light of this leaders must define clearago
and directions for knowledge management initiatitce$ocus
effort. Furthermore all knowledge management gtiate
should be linked to critical performance measuteh ss lead
time, cost and quality and these measures shouttEpeyed
into the operations in the enterprise to ensuré bignment
and traceability.

B.Culture and Climate

Knowledge focused organizations should ensure that

information can be identified, captured and tramsfk in the
right format to the right person at the right tim&o do this
leaders should strive to create an environment avipeople
openly share information and trust each other vitibir
knowledge. To make this happen, dedicated resostues as
time, money and people must be provided. This deinaies
commitment.

C.Architecture and Structure

Organizations must be structured in a manner thables
open collaboration and the cross fertilization afeds.
Employees must not be constrained by traditionattional
barriers but should seek to engage with custoraad their
customers customers) as well as suppliers (and shepliers
suppliers). To do this leaders should try to pramotoss
functional teams where decisions making is deckrédh and
members are empowered and accountable for all idesis
made.

D.Motivation and Performance

Motivation theory suggests that individuals respeell to
incentives and initiatives that reward achievemerid
performance. Performance measurement and rewatensy
can be used to align the interests of employedhabof the
organization and encourage the desired behavior &b staff.
Therefore, if organizations wish to encourage kmuge
management activities such as knowledge sharingranse
they must design motivation and measurement systaats
incorporate these activities.

E.Communication and Collaboration
Effective communication is essential for collab@atand

(conclusions) about issues addressed By Therefore, an
effective framework is required to gather process iaterpret

data. It is also imperative to ensure that thisdatvalid and

relevant to the research goals. Research stratfggsrto the
particular approach chosen by the researcher tertaic

research. Following on from this, specific reseatekigns and
data collection methods can be developed. Suchamdse
methods are determined not only by the type ofare$eto be

investigated but also by the required outcome. fidsearch
method used in the study ultimately depended omatere of

the target audience and the research questionsgedp

methodology. The key stages in the methodologwidel
» Understand the area: Here the background, raticavade

significance of the area is analyzed. An explosator
structured workshop was hosted with the target end
users in an attempt to understand some of the key
issues relating to knowledge and talent management

the tourist sector.

» Define the scope: This stage focused on framing the
It clarified the aims and

scope of the research.
objectives of the research to be conducted as aeell
the audience to be targeted.

» Develop and validate research tools. This stagéoeegq

selects and evaluates appropriate research tode to

used.

The principal data collection method used in thigdg is
the survey. The first part of the survey is a scaré or self-
assessment audit that consists of twenty five rsianés, or
traits adapted from Cormican and O Sullivan [32e(dable
1). The scorecard requires respondents to cindesktent to
which they agree or disagree with the statemerits. Second
part of the survey attempted to identify whethespondents
used specific knowledge tools. The third part & Burvey
captured some basic data about the responding coespa

The survey was designed so that respondents could

complete it themselves on a standalone basis. dtdesigned
to act as a guide for structured interviews.

The advantages of adopting this approach as a data

collection tool include:
* Responses are gathered in a standardized way
 ltis easy to use

knowledge management. Communication among employees Itis a quick way to collect information

and with outsiders stimulates their performanceuslhhe
better that members are connected with each otigmath
key outsiders the better their performance. Alhteaembers
must be seamlessly connected with each other trerédf is
important that communication channels are opereéfiedtive.

VI. RESEARCHSTRATEGY AND DATA COLLECTION

Research is the process of discovery and the sdarch
knowledge to better understand a particular topic.is
generally conducted to fill a gap
understanding. According to Stone-Romero [38] fhajor
objective in research is to generate valid infeenc

in knowledge or

The research strategy comprises a three stagerchsea
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TABLE |
SCORECARD ADAPTED FROM [32]
STATEMENT SCORE
Disagree Agree
Strategy and L eader ship 1 2 3 4 5
1. Our company isinterested in continuous improvement 1 2 3 4 5
2. We have effective knowledge and talent management strategies 1 2 3 4 5
3. Strategies are flexible enough to respond to changes in the environment 1 2 3 4 5
4. Strategies are used to establish appropriate knowledge and talent priorities 1 2 3 4 5
5. Managers actively promotes information sharing 1 2 3 4 5
Cultureand Climate
6. Information and knowledge is shared throughout the company 1 2 3 4 5
7. A formal idea generation processisin place 1 2 3 4 5
8. Risktaking isactively encouraged 1 2 3 4 5
9. Thereisahigh level of trust in the organization 1 2 3 4 5
10. Adequate resources (time; money; people) are dedicated to achieve KM goals 1 2 3 4 5
Architecture and Structure
11.Thereisahigh level of co-operation across the organization’s units 1 2 3 4 5
12.The organizational structure promotes knowledge generation and learning 1 2 3 4 5
13.Our teams are organic, flexible and agile 1 2 3 4 5
14. All operations are driven by customer needs 1 2 3 4 5
15. Team members are mutually accountable 1 2 3 4 5
M otivation and Performance
16. Effective performance indicators are used to measure progress 1 2 3 4 5
17. Performance indicators encourage desired behavior 1 2 3 4 5
18.Knowledge sharing and reuse is rewarded 1 2 3 4 5
19.All team members are mutually accountable 1 2 3 4 5
20.Adequate and effective training is provided to all employees 1 2 3 4 5
Communication and Collaboration
21. Alliances are formed with other organizations for mutual benefit 1 2 3 4 5
22.Communication among team membersis efficient and effective 1 2 3 4 5
23.Individuals collaborate to solve problems 1 2 3 4 5
24.Theright information is available at the right time and in the right format 1 2 3 4 5
25.All team members are equipped with effective I T tools to communicate 1 2 3 4 5
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TABLE Il
VALIDATION CRITERIA

Criteria Description
Effective Does the methodol ogy work?
Doesit solve the problems, or produce the products, for which it is intended?
Are all the tasks and activities prescribed by the methodology strictly necessary?
Efficient Are all legitimate short cuts exploited?

Isthere any repetitive or redundant effort?

Universally applicable

Does the methodology work in any organization size or culture, or does it assume a

particular organization or management style?

Comprenensive If there are any restrictions on the range of situations that the methodol ogy can
handle, are these restrictions well understood?
Reliable What risks are involved in using the methodol ogy?
Accurate How are the risks minimized?
Is the methodol ogy tolerant of minor errors and alterations?
Does the methodol ogy allow for human imperfection?
Stable Does the methodology contain a self-preservation mechanism, to maintain its
Robust relevance within the organization?
Flexible Is the methodol ogy capable of incremental change, to cope with new ideas or
Evolving technological opportunities?
Is the methodol ogy capable of incorporating improvements learned from
experience?
Simple and easy to Is the methodol ogy targeted at a well-defined population?
learn and use I's the methodol ogy based on a coherent set of concepts and techniques?
Acceptable to Are all the concepts and techniques strictly necessary?
participants Isit easy to motivate people to adhere to the methodology?
well supported To what extent are relevant tools, skills and services currently available to support

this methodology?
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« Data can be collected from a large group

The final category required respondents to consider

+ Observations and contextual data can also be &ptur communication and cooperation in their organizationHalf

The survey was piloted and tested via an open wogks$o
ensure that (a) it was easy to understand; (b)viexed all the
correct relevant material; and finally (c) it wagpécable to
the specific target audience. Table 2 providessa df the
criteria for this assessment as well as descriptiohthese
criteria. On receipt of some feedback the survey amended
and refined. It is important to note that duringstprocess
every effort was made to keep the final draft cf Burvey
short and concise but as rich as possible withosing the
ability to capture the maximum amount of criticatal

VII. FINDINGS FROM THE SURVEY

of the companies surveyed formed alliances withemth
organizations for mutual benefit. The vast major{#9%)
stated that communication among team members iisiesff
and effective. 61% agreed that individuals collaterto solve
problems however only half of those surveyed beliethat
the right information is available at the right &nand in the
right format. Interestingly 65% of respondents dotkat all
team members in their organizations were equippdth w
effective IT tools to communicate.

Our survey also revealed that the adoption andfisaent
management tools in the interviewed SMEs is veryrpdhey
survey identified 13 tools for talent and knowledge

The study revealed that the vast majority of suedey management tools and it seems that only threeeofabls are
companies were interested in continuous improvemeitsed by more than a half of the surveyed companies:

However, less than half of those surveyed attebatong any
effective knowledge and talent management strateégiplace.
Only half of respondents feel that their strategies flexible
enough to respond to changes in the environmentnaost

e Team building tools (58%)

» Coaching and mentoring (59%)

» Performance measurement (58%)

Many of the tools identified were practically unkwa For

worryingly the majority of respondents feel thetiragegies are €xample:

not used to establish appropriate knowledge aneéntal

priorities. However, our exploratory study revealdoat

managers actively promote information sharing ireirth
organizations. In light of this it seems that thisra clear need

to improve the present situation regarding the kigraent of
effective knowledge management strategies in ser8iblEs
operating in the tourist sector.

Almost 77% of those surveyed stated that infornmatad
knowledge is shared throughout the company. Howenér
43% stated that they had a formal idea generatiocgss is in
place. Again a mere 40% of respondents acknowledged
risk taking was actively encouraged in their orgation. 63%
of respondents stated that there is a high levetust in the
organization. Finally only 22% of those surveyedted that
there was adequate resources (e.g. time, moneyeople)
dedicated to achieve knowledge management goals.

The vast majority from our sample acknowledged thate
was a high level of co-operation across the orgdiaiz's
units. 75% of those surveyed agreed with the cpaeding
statement. However only half of respondent fekt ttheir
organizational structure promotes knowledge geimeraand
learning and 66% felt that their teams are orgdtegjble and
agile. The vast majority of SME are customer foduséth a
total of 84% stating that all their operations aéven by
customer needs. Finally 65% of respondents fedl téweam
members are mutually accountable.

Those participating in the survey were asked tpaed to
five statements regarding motivation and perforrear©ur
findings reveal that only 35% of responding comparieel
that effective performance indicators are used lirt
companies to measure progress. Very few (43%) dstidat
performance indicators encourage desired behavidraaly
half of those surveyed felt that adequate and &ffed¢raining
is provided to all employees

» Balanced scorecard was used by only 12% of rekpus

» Talent map was used by only 13% of respondents

» Talent repository was used by only 13% of resgoitsl

* Employee Portal was used by only 17% of respotsden

This exploratory study of SME owner managers in the
tourism sector revealed some interesting resulsedms from
our initial analysis that knowledge managementtagias or
not well defined, effective or used in the majoriof
participating SMEs. Furthermore there is a dearth o
performance indicators. This would suggest thatwktedge
management initiatives are not a strategic priorégd
insufficient planning is afforded to knowledge mgement
initiatives. These organizations recognize the irgpwe and
value of continuous improvement but they do notehany
formal idea generation systems in place. Furtheemisk
taking is not actively encouraged. While it is vegsitive to
learn that the responding organizations are custéoeesed it
is worrying that the respondents are not happy it
information management systems and practices. ThEe

seems to be major gap between resources needed and

resources employed to facilitate effective knowkedg
management. Companies do not deploy sufficient pewple,
money to support knowledge management initiatives.

VIIl. CONCLUSION

Knowledge is a key resource that must be managel in
organizations. Employee’s know how, experience and
judgment resident within as well as outside theanization
must be effectively leveraged. Research indicdtasthere are
two principle types of knowledge management strategnely
codification (managing explicit ~ knowledge) and
personalization (managing tacit knowledge). It ngportant
that the right balance be found between appropriate
codification of knowledge (such as creating formstructure
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ideas) and personalization (such as working in &am [24] L. Bassi, “Harnessing the power of intellectualitalfy The Journal of

Developing an effective strategy for knowledge nggmaent
depends on adopting a holistic approach to all @spef the
organization. Therefore, any initiative shouldlua® people,
process as well as technology related issues.edins that
knowledge management solutions also require imégeand
subtle approaches because of the multifaceted enavdir
knowledge.
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