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Agenda

« Tilanne ryhmatdiden suhteen
« Tiedon ja osaamisen johtamisen strategiat
« Tydskentelya rynmassa tehtavan harjoituksen parissa
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Oppimispaivakirja 5

« Pohdi tiedon johtamisen strategian toteutumiseen
liittyvia tekijoita. Hyodynna omia kokemuksia
vastauksen pohjana, mutta kayta luentomateriaalia ja
artikkeleita liittadksesi kokemuksesi johonkin teoriaan tai
tieteelliseen malliin. Esim:

— Hansen, M. Nohria, N. & Tierney, T. (1999) What's your strategy

for managing knowledge. Harvard Business Review. March-
April 1999, 106-116.

— Swan J., Newell S., Scarbrough H., Hislop D. (1999) Knowledge
Management and Innovation: Networks and Networking. Journal
of Knowledge Management, vol. 3 (4), 262-275.

— Zack M. (1999a) Developing a Knowledge Strategy. California
Management Review, vol. 41 (3), 125-145.
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Source: Bhatt G. (2002) Management strategies for individual and organizational knowledge.
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Strategy

« A method or plan chosen to bring about a desired future,
such as achievement of a goal or solution to a problem

* The art and science of planning and marshalling
resources for their most efficient and effective use

 The term is derived from the Greek word for generalship
or leading an army.

http://www.businessdictionary.com/definition/strategy.html

Ao Aalto-yliopisto
|



Definitions

« Knowledge strategy
— What (kind of) knowledge is important
— Information vs. knowledge
— Type of knowledge: tacit/explicit
— Exploration vs. exploitation

« Knowledge management strategy
— How to manage knowledge
— Codification vs. personalization
— Knowledge processes
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Knowledge strategy and knowledge
management strategy

Knowledge strategy

At()d()\

Create new knowledge Utilize existing knowledge
(knowledge exploration) (knowledge exploitation)

How to do it?

Knowledge management strategy
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Knowledge strategy and knowledge
management strategy

« The difference between knowledge strategy and knowledge
management strategy

— Knowledge strategy refers to exploration and exploitation of
knowledge (i.e. what is the choice or a preference of an organization:
create new knowledge or reuse existing knowledge)

 Different functions of an organization may apply different knowledge
strategies (e.g. research and administration in Aalto University)

— Knowledge management strategy refers to organization’s means to
achieve its knowledge strategy (e.g. human interaction based vs. IT
based KM strategy, or personalization vs. codification strategy, or
Community networking model vs. Cognitive network model)

* |.e. How an organization aims to create new knowledge or reuse its
existing knowledge
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Knowledge strategy

"Knowledge strategy describes the overall approach an organization
intends to take to align its knowledge resources and capabilities to the
intellectual requirements of its strategy” (zack 1999)
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Exploration and exploitation strategies

Exploration

Creating new knowledge
Emphasis on tacit knowledge

Tolerate experimentation and
failure

More risks, better revenues

Competitive advantage from
entering first to the markets

Unique solutions in different
situations (e.g. in consulting
industry)

Ensuring internal and external
opportunities to exchange and
combine knowledge

— “Knowledge serendipities ”

— [Face-to-face communication

Exploitation

Utilizing and reusing existing
knowledge

Emphasis on explicit knowledge
Create routines and processes
Less risks, moderate revenues

Competitive advantage from
economics of scale

Similar solutions in different
situations (e.g. in consulting
industry)

Ensure the availability of codified
knowledge within an organization

— Right knowledge on the right place
at the right time

— Use of technology
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Exploring and exploiting knowledge moditied

from Krogh von et al. 2001)
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Source: Krogh von G., Nonaka I. & Aben M. (2001) Making the most of your company’s knowledge:
A strategic framework. Long Range Planning, Vol. 34, 421-439.
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Knowledge management strategies:

Codification strategy and personalization
strategy In knowledge management
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Codification and personalization strategy
In knowledge management

Codification strategy
« Capturing and storing knowledge in explicit forms

« Codified knowledge can be transferred to and used by others in the
organization

« |ICT (Information and communication technology) is used to support
the storage and retrieval of knowledge by employees

 ”"People-documents approach”

Personalization strategy

« Facilitates and encourages knowledge sharing "person-to-person”
« [T is used to interpersonal communication, connecting people
 ”"People-people approach”
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Codification and personalization as
knowledge management strategies

Codification strategy

focus on explicit knowledge

knowledge is codified and stored in
databases, accessed by anyone

developing an electronic document
system that codifies, stores,
disseminates, and allows reuse of
knowledge

heavy investments on IT

training people in groups and through
computer-based distance learning

"People-documents approach”
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Personalization strategy

focus on individual, tacit knowledge

knowledge is closely tied to the person
who developed it and shared mainly
through direct person-to-person contacts

developing networks for linking people

facilitating conversations and exchange
of tacit knowledge

IT for communicating not storing of
knowledge

problem solving and tolerance of
ambiguity

one-to-one mentoring
"People-people approach”




Codification and personalization as
knowledge management strategies

« Caodification strategy

— Embrained knowledge i.e. conceptual skills and cognitive abilities
(knowing that)

— Embedded knowledge i.e. knowledge embedded to the systems,
routines and processes

— Encoded knowledge i.e. information conveyed by signs and symbols

« Personalization strategy

— Embrained knowledge i.e. conceptual skills and cognitive abilities
(knowing that)

— Embodied knowledge i.e. context specific knowledge (knowing how)
— Encultured knowledge i.e. shared understandings

A? Aalto-yliopisto
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Codification and personalization strategies



Codification vs. personalization knowledge
management strategy

An organization should select/emphasize one dominant KM
strategy (either codification or personalization) for knowledge
sharing

80-20 split: 80% of the knowledge sharing should follow one
strategy, 20% the other (Hansen & al. 1999)

Both codification and personalization strategy are needed

Type of knowledge should be taken into account when selecting KM
strategy

— Tacit/explicit/codified knowledge
— Complex, not complex knowledge
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Community networking model, Cognitive
network model (swan et al. 1999)

« Community networking model
— Similarities with exploration and personalization strategy

« Cognitive network model
— Similarities with exploitation and codification strategy

Source: Swan J., Newell S., Scarbrough H., Hislop D. (1999) Knowledge Management and Innovation:
A? Aalto-yliopisto Networks and Networking. Journal of Knowledge Management, vol. 3 (4), 262-275.
2]
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Community networking model

* Knowledge for innovation is socially constructed and based on
experience

« Alot of knowledge is in tacit form and it is shared and made sense
through active networking within and between occupational groups
and teams

« Gains from KM include exploration through the sharing and
synthesis of knowledge among different social groups and
communities

« The primary function of KM is to encourage knowledge sharing
through networking

 The critical success factor is trust and collaboration

« The dominant metaphors are the human community and the
kaleidoscope (creative interactions producing new knowledge in
sometimes unpredictable ways)

Ao Aalto-yliopisto
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Cognitive network model

« Knowledge for innovation is equal to objectively defined concepts
and facts

« Knowledge can be codified and transferred through networks:
Information systems have a crucial role

« Gains from KM include exploitation through the recycling of existing
knowledge

« The primary function of KM is to codify, capture and transfer
knowledge through networks

« The critical success factor is technology

 The dominant metaphors are the human memory and the jigsaw
(fitting pieces of knowledge together to produce a bigger picture in
predictable ways)

Ao Aalto-yliopisto
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« Example by Olson G. & Olson J. (2000) Distance
matters. Human-Computer Interaction, Vol. 15, 139-178

* Three typical knowledge work scenarios in the next
three slides
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Lecture discussion

« Based on your experiences:

— Write on green post-it notes (one item / paper) things that influence
positively on collaboration and knowledge sharing when working
virtually (in different locations, with people having different expertise
and background, even in different time zones)

— Write on red post-it notes (one item / paper) things that influence
negatively on collaboration and knowledge sharing when working
virtually (in different locations, with people having different expertise
and background, even in different time zones)

— Avoid writing just words (e.g. “culture”), but instead write how culture
affects (positively or negatively)

— Work on your own 10 minutes, then discuss in small groups 10 minutes
(if we have time...)
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Lecture discussion

« Success or failure of distant collaboration is based on four key
concepts (Olson & Olson 2000):

— Common ground (common / shared knowledge of participants)
— Coupling of work (interdependence of participants’ work)

— Collaboration readiness (willingness to receive and share knowledge
in the interface)

— Collaboration technology readiness (technological tools and
infrastructure that supports distant collaboration)

4 Cs!

A? Aalto-yliopisto
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L ecture discussion

Please, organize your post-it notes according to the categorization

Common ground
(common / shared
knowledge of
participants)

Coupling of work
(interdependence of
participants’ work)

Collaboration
readiness (willingness
to receive and share
knowledge in the
interface)

Collaboration
technology readiness
(technological tools and
infrastructure that
supports distant
collaboration)

+

A? Aalto-yliopisto
|




Common ground (i.e. shared knowledge or

background of people working together)
POSITIVE NEGATIVE




Coupling of work (i.e. a need to interact in order to

produce something together)
POSITIVE NEGATIVE




Collaboration readiness (i.e. willingness to share and

receive information and knowledge)
POSITIVE NEGATIVE




Collaboration technology readiness (i.e. how

technology supports collaboration)
POSITIVE NEGATIVE




Implications of the 4C model (Olson &
Olson 2000)

« Collaboration readiness is often based on Common ground (e.g.
goals, language, expertise, agreed working methods, etc.) => it is
vital to find, establish or develop Common ground first

» Diversity of participants’ e.g. motivation, expertise and knowledge
makes the beginning of the Coupled work challenging => if solved,
participants’ complementary knowledge may become an asset

« A great number of ICT tools available, and divergent ways to use
them; that can make collaboration challenging => rules and tools
should be discussed and agreed in the beginning to utilize
Collaboration technology readiness

« Many of the findings are applicable in co-located team work, as well

A? Aalto-yliopisto
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What kinds of problems KCM projects

alm to solve?

 Problems are often ill-defined

— Intended objectives are hard to define (=> how to measure or
evaluate what have been achieved?)

— Path to solution is not clear (=> how to find it?)

— Outcomes are hard to foresee or predict (=> how to convince
the decision maker?)

 These are all typical features of many OD
(organizational development) efforts

« Scientist/practitioner working with these kinds of
problems must be skilled and knowledgeable about the
subject/phenomenon

If you are interested, you may look at the article Holmstrom, J., Ketokivi, M., & Hameri, A. (2009).
A? Aalto-yliopisto Bridging practice and theory: A design science approach. Decision Sciences, 40(1), 65-87.



What Is practical?

« Theoretical models and approaches are practical
because they help at focusing attention
— They help at finding and elaborating problems
— They help at generating solutions

* Please notice, people often find what they are looking
for and ignore other evidence

— If you are looking through a certain theoretical model / lenses,
you may overlook other relevant aspects

A? Aalto-yliopisto
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Exploring Exploiting
(creating new knowledge) (utilizing existing knowledge)
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Practical aspects to be considered (e.g.

INn your case assignment)

* Does it emphasize exploration or exploitation of
knowledge?

« What kind of knowledge is involved?

« What are the knowledge processes you aim to develop?

« What is the role of technology? How about
leadership/management aspects?
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Readings (3)
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yoskentely ryhmassa tehtavan
harjoituksen parissa
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