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Milan Hasznics: IT assignment model for supporting corporate

knowledge management.

 

Thesis 1.

The IT supported corporate knowledge management can be represented using a three-layer structure. Its

levels are the following:

Knowledge elements

Knowledge management activities 

IT

In my model the logical connection between the knowledge management and IT is described by a

three-layer structure. The highest level represents the intellectual capital that is accessible for the given

organization.

The middle layer contains the knowledge activities that are committed to exploit the advantages provided

by the intellectual capital and to develop the value and the quality of the components of this capital.

Finally IT is situated in the third layer. The objective of IT in this case is to support the knowledge

management activities using the capabilities granted by   technology.

The main point in thesis 1 is that in the case of corporate knowledge management, IT can only play a

supporting role and in itself it can never match all the goals of knowledge management. In the following,

my main goal is to support adequate assignment between the knowledge management activities and IT

systems.

 

Thesis 2.

The two basic strategies that are supportable by information technology are codification and

personalization.

The strategy of codification can be efficiently used in the case of the management of explicit knowledge.

The elements of explicit knowledge can be easily recorded by using some type of media. In the

perspective of IT, the codification strategy exactly follows this idea: gather, record and make all explicit

knowledge elements accessible for the user. A written manual or a course book are fine examples for

codified knowledge.

 The personalization is the only effective way to handle tacit knowledge. Using the personalization

strategy, we make tacit knowledge accessible by marking the knowledge carrier person. We make it

possible to find the specific person and to communicate with him or her.

By selecting supportable knowledge management strategies, we give a natural classification frame to the

IT - supportable knowledge management activities, as strategies can be represented as collections of

activities.

The examination of the well-known and worldwide accepted strategies in my research, has led to an

implication: IT can only directly support the codification and personalization strategy, all other strategies

can be supported by the solutions used in the case of codification and personalization strategy.

 

Thesis 3.

The relevant classification dimension of knowledge elements, is the Tacit-Articulable dimension from the
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perspective of IT.

As codification and personalization are the primarily supportable strategies which implies that any

knowledge element, which are to be supported by IT can only be managed by an activity of

personalization or codification and the corresponding IT system.  In this case, the relevant criterion of the

knowledge element should be able to determine the major strategy to be used. In the specified system of

strategies, this relevant dimension is undoubtedly the Tacit-Articulable dimension, which was marked as

„The relevant dimension” by Snowden .

 

Thesis 4.

During the organizing phase of the IT support of the corporate knowledge management system, the most

important starting points of approach are the corporate structure and the system of processes within the

company.

 

The starting points imply two independent approaches that can be used in the same time in a parallel

manner. Each of them has a different way of execution, different set of goals and a different field of

application.

In the first case, we use the corporate structure and the set of assigned activities to give general, usable

directives for the construction process of the corporate knowledge management subsystem and its IT

support.

The second approach uses the idea that all used knowledge elements are related to one or more process

within the company. This also means that using the corporate process map, we can generate the catalogue

or map of all necessary knowledge elements, which is an excellent basis for the knowledge management

and its IT support. The knowledge map gives the necessary principles to organize the knowledge

management activities. To these activities we can systematically link IT support systems, using my model.
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Introduction for thesis 5/a and 5/b

On the basis of the corporate structure, I distinguish three major cases from the perspective of the IT

support of knowledge management: the project-based, matrix and functional organization.

According to the experience gained during the survey of different types of organizations, I have identified

the frequency of changes in the scope of activities as the relevant factor for classifying the organizations

from the perspective of IT support of knowledge management. The functional organization (or the

divisional form) and the project based organizational forms are the extreme cases in this classification –

between them, different matrix organizational structures are situated.

I recommend to use the directives of construction of both extreme organizational types in the case of

matrix structure, however the priorities should be assigned accordingly to the intensity of the presence of

the mentioned organizational forms,

The  general design directives that can be used during the construction of the IT support of corporate

knowledge management and which those referred in thesis 4, are the following:

 

Thesis 5/a.

In the case of project based organizations, the main objective is to support the running  projects by

making

the already gained codified knowledge and competences accessible. The other  goal is to preserve the

knowledge created by the execution of the projects, while keeping their accessibility at the highest levels.

It is imperative that the participants should be fully aware of the accessible competences via their

colleagues. This condition can be met easily by the use of electronic competence map.

The knowledge that is possessed by the company needs to be made fully accessible before the execution

of the project. On the other hand, it is completely unacceptable to lose the project experience by the close

of the a project- we must turn this experience into a part of the organizational intellectual capital. The IT

solution of choice in this case can be for example a universal knowledge storage that supports the

codification of project experience.

 

Thesis 5/b.

In the case of functional and divisional organizations, the adequate communication between the

structural units is of outmost importance from the perspective of knowledge management.

In my model of knowledge management – IT assignment, the condition of any further development is the

existence of the electronic competence-map and the map of codified knowledge elements. (The optimal

base solution is the universal knowledge storage combined with the competence map).

For functional and divisional organizations, the communication channels providing full cover are also the

part of the basic solutions. These channels, if matched by organizational structure, make the adequate

knowledge transfer possible, and approaching the organization towards the idealized state of „one giant

brain”.

In such cases I recommend a set of directives, named „the horizontal approach”. Its main idea is to

prioritize and technically support the communication between employees or structural units that perform

similar tasks within the company.
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It is empirically proven that many companies lacking the principles of the „Horizontal approach” suffer

competition disadvantage and unnecessary costs. (mainly in the field of research and development)
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Thesis 6.

 

The knowledge management of the organizational processes can be efficiently supported by IT, if we

make possible for knowledge management to give adequate requirement-specifications to the IT side

while granting sufficient freedom in the implementation.

The philosophy of the model of knowledge management – IT assignment that is the main result of my

research, is the following:

Using the existing knowledge mapping techniques, we can construct the map or catalogue of the

possessed knowledge elements. Using this collection, the experts, responsible for knowledge management

can select the appropriate activities, to form a corporate knowledge management subsystem.

The role of IT begins only following these steps. The main goal of the model is to decrease the workload

of the knowledge management experts and to involve IT into the construction process at its full strength.

 

 

Thesis 6/a.

The basis of the model is a taxative system classification structure, where the classes a defined by two

parallel definitions.

The classes that give the basic units of the classification are referred as compatibility classes. A

compatibility class consists of IT systems that fulfill a given type of tasks at the same quality level. The

task at this time is to support the management of knowledge elements.  The name „compatibility class”

refers to the characteristics of the classified systems: the systems are in a compatibility relation from the

perspective of knowledge management. This compatibility relation is not meant in the sense of IT

compatibility, the compatibility relation shows the following:

systems that are in the same class, can solve the given problem on the same level of service1.

system that are in a higher class possess all the capabilities of the systems of lower classes.2.

The classes are defined along classification dimensions, which will be introduced in thesis 6/b, the system

of parallel definitions will be detailed in thesis 6/c.

Thesis 6/b.

The compatibility classes play the role of the set of possible values along parallel classification

dimensions. The system of dimensions was created based on the nature of the IT universe.

 In the following the system of classification dimensions will be displayed. These dimensions provide the

basis for the classification that is relevant from the perspective of knowledge management. The

dimensions are:

Dimension of communication capabilities:

Sub-dimensions:

o       Network compatibility

o       Group communication support capabilities

Applicable types of media

Dimension of data storage capabilities

Sub-dimensions:

Data structure complexity
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Handling of  time series

dimension of operation execution capability

Sub-dimensions:

Possible complexity of executable operations

Automated generation of complex reports

 

Thesis 6/c.

All definitions that determine the characteristics of the possibly contained IT systems of a compatibility

class exist in two versions, where the role of each version is different.

The first definition is for the experts of IT and uses the terminology of IT. Its purpose is to give a

framework of guidelines for exact auditing and classifying the available IT systems in a taxative manner.

The second definition actually contains the assignment information. This definition is to aid the work of

knowledge management experts by avoiding the use of IT terminology. This definition is to show the

characteristics of the IT systems that can support a given type of knowledge element or knowledge

management activity.

 

 

Thesis 6/d.

The functionality of the model is based on the system of dual definitions, and is implemented via a

two-phase auditing process.

Starting with the notations of the map of knowledge elements, the knowledge management experts

determine the set of elements that are to be managed. Using the nature of the given knowledge element,

the knowledge management based definitions of the compatibility class make possible to determine the

compatibility class, adequate to handle the problem. The output of this audit phase is the identification

numbers of adequate compatibility classes.

In a parallel way, we can execute the other audit phase: using the IT definitions, we can classify the

available IT systems along the definitions. The output at this time is a set of IT systems with assigned

compatibility class numbers as attributes.

In the next, completing phase, both the requirements and the properties of the available solutions are ready

in the form of compatibility class identifiers. In case of mach between the demand and the available

parameters from both sides, the system can be applied. If the attribute values of the available systems are

higher than the required ones, the system can be applied, although not all capabilities will be exploited.

The lower attribute values on the side of the IT systems represent lack of capacity in to a certain point,

which is shown by the definition of the compatibility class.

Via the two-phase audit process, the model fulfills its construction role.

The full functionality and the complementary way of the application are introduced in thesis 6/e.

 

Thesis 6/e.

 

The objective of the model is dual: it must fulfill both an audit and a construction support role.

The function with the aim of construction has been already displayed in the previous thesis. The audit role

is used when we need to tell whether an existing and probably already applied system is adequate for the
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intended knowledge management purpose.

In case of the auditing, the inputs of the system are the requirements and the identifiers of the already

possessed systems. Just like at the construction mode, the two phase audit is executed, formalizing the

needs and the capability parameters of the used systems. Once the needed parameters are available in the

format of compatibility classes, we can determine the following by comparing compatibility class values:

The IT system is adequate or even exceeds the requirements, which means there is no need to

replace or upgrade it.

1.

The capabilities of the examined systems are insufficient in one or more dimensions. The model

shows the exact position of the lack of capability. According to this information we can determine

the possible solution: system upgrade, replacement or new system development.

2.

 


