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Abstract

This paper traces various strategic ideas for creation of knowledge to attain com-
petitive advantage by organization. Knowledge (both implicit and explicit) is created through
dynamic interactions among individuals, the organization, and the environment. The key
factors create tacit or implicit knowledge and are practical experience through application
of talents, transformation through conversation, escapes observation and evaluation of various
actors and forces in a particular situation, embedded in stories and narratives, held within
self through understanding and judgments, through experiment, using insights and under-
standings of individuals and their judgments and so on. Extracting knowledge from within
the employees, creation of knowledge culture, interaction among virtual teams, connection
between knowledge and organizational learning, encouraging communication, face-to-face
and synchronous conversation, apprenticeship and training, contacting expert, sending e-
mail, transcribing talks, team intersection are the major options for the creation of explicit
knowledge. However, in utilizing these strategic options, manager should maintain cohe-
sion among all the variables and a consideration of contingency to make the knowledge

creation process a fruitful one.

INTRODUCTION

Atthe organizational level, knowledge
has gained an increasing importance for its
incremental contribution to organizational
success. By creating and utilizing proper
knowledge, organizations can development
their competences on different fields of op-
eration. The intention of this article is to
present various strategic ideas for knowl-
edge creation for the organization. To this
end some of the key ideas about knowl-
edge creation will be explored. The first part
of the paper represents a brief description
on the importance of knowledge creation
for the organization and on some relevant
terms of knowledge and knowledge man-
agement. It goes on to show the nature and
understanding of each option of knowledge
creation for the organization. Some critical
aspects are also discussed on which knowl-
edge manager should pay their due atten-

tion to get best results from the knowledge
creation process.

THE IMPORTANCE OF KNOWL-
EDGE FOR THE ORGANIZATION:
SKETCH FROM THE LITERATURE

In the age of globalization, knowledge
has been considered as the important re-
source for the organization which is influ-
encing all the spheres of organizational op-
erations. Organizations can use knowledge
as intellectual resources for competitive ad-
vantage in the business field and can differ-
entiate themselves from others on market
offerings, research and development, mar-
ket serve, managerial efficiency etc. Knowl-
edge is considered to be resource which is
valuable, rare and unique and is seen as a
potential source of competitive advantage
(Lwendahl and Revang, 2001).
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Proper usage of knowledge can help the
organization to create and deliver superior
value to the target markets. Barney (1991)
stated that with the usage of knowledge re-
source a firm can generate and deliver su-
perior value to its target group. In the busi-
ness field knowledge contribute to corpo-
rate competitiveness. A proper knowledge
management and utilization helps the orga-
nizations to uplift their core competences,
use them as strategic weapons in the busi-
ness environment. While explaining the im-
portance of knowledge and knowledge
management in the organizational context
Bergeron (2003) stated:

“To compete successfully in today s
economy, organizations have to treat the
knowledge that contributes to their core
competences just as they would any other
strategy, irreplaceable asset”.

Therefore, it is evident that in the busi-
ness arena organization should create and
manage knowledge in such a fashion so that
it can capitalize its interests fruitfully and
make its position impregnable in the indus-
try it is operating. And for this proper isola-
tion of knowledge creation, mechanisms are
inevitable for the organization in today’s
volatile business environment.

KEY TERMS AND CONCEPTS

Knowledge: The organized, synthe-
sized, or summarized information is called
knowledge. Knowledge is a combination of
descriptive summaries of data and informa-
tion and an awareness of context in which
the information can be used successfully
(Bergeron, 2003). Knowledge is used to
enhance comprehension, awareness or un-

derstanding about something. With proper
knowledge organization can realize the re-
alities, identify the interactive forces for a
particular problems and can select the op-
tions for problem solution.

Knowledge Artifacts: The “items” or
“things” that represent the knowledge in the
knowledge capturing and sharing systems
are known as knowledge artifacts (Seiner,
2000) or knowledge units (Zack, 1999)
which come in a variety of forms, including
documents, files, papers, conversations, pic-
tures, thoughts, software, databases, e-mail
messages, data sets, winks and nods, and
whatever else can be used to represent
meaning and understanding. Knowledge
artifacts also vary in their degree of articu-
lation; simple knowledge artifacts can be
explicit, implicit or tacit. Most artifacts, how-
ever, are not simple but complex, and con-
tain a combination of explicit, implicit and
tacit components (Newman, 1999).

Intellectual Capital: When individual
and organizational knowledge is used as
commodity or asset then it is expressed as
“intellectual capital”. The essence is that an
organizational knowledge can be used as
asset when it is developed through experi-
ence in the organization, through learning
programs, conferences, meetings, and other
learning opportunities. Constituent compo-
nents of intellectual capital includes Human
Capital-the knowledge, skills, competencies
of'the people in the organization, Customer
Capital- the value of the organization’s re-
lationships with its customers and Structural
Capital- the process, structures, informa-
tion systems, and intellectual properties that
are independent of the employees and man-
agers who created them (Bergeron, 2003).

Knowledge Management: knowl-
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edge management is the capability of the or-
ganization to carefully collect, store and use
the best practice of work-related knowl-
edge and decisions from managers and em-
ployees for the organization to serve the in-
dividual and group purposes. Bergeron
(2003) defines knowledge management as
“abusiness optimization strategy that iden-
tifies, selects, organizes, distils, and pack-
ages information essential to the business of
the company in a way that improves em-
ployee performance and corporate com-
petitiveness”. He also opined that to com-
pete successfully in today’s economy, or-
ganization should treat the knowledge that
contributes to their core competencies just
as they would any other strategy, irreplace-
able asset. Thus knowledge management
is a systematic approach of obtaining the
needed information suitable for the organi-
zational purposes and a business optimiza-
tion tool that will provide organization a
competitive advantage.

Process Reengineering: Process
reengineering is result oriented that de-
fines “what should be”. It is concerned with
benchmarking and best practices, imple-
menting alternative business models and
process optimization. The opt of process
reengineering is to gain the competitiveness
through best practice, following the meth-
ods of successful companies, eliminating the
low value elements from operational field
and reducing unnecessary employees
through intellectual downsizing (Bergeron,
2003).

Knowledge Workers: Knowledge
workers involve in occupations that involve
more thought than physical labor. In literary
terms they are the employees and manag-
ers who contribute significantly to the intel-

lectual capital of the company. Typically
knowledge workers work in marketing, in-
tellectual property, engineering, program-
ming and other white collar related jobs.
They add value to the corporate knowledge
assets by documenting problems solving ac-
tivities, by reporting best practices, by dis-
seminating information in different forms to
different concerned individuals and groups
which helps to ensure the organizational ex-
cellence. Knowledge workers are prima-
rily hired for what they know. Knowledge
workers who represent a positive value mul-
tiplier, providing consistent supportive feed-
back through the corporation’s touch points,
investing in knowledge worker education
when economically feasible and maintain-
ing the process associated with knowledge
worker loyalty all maximize the value that
the knowledge worker can bring to the cor-
poration (Bergeron, 2003).

Knowledge Organization: Knowl-
edge organization is involved to create, ac-
quire, transfer and retain information for the
organization to attain the competitive advan-
tage. To this end corporate senior manage-
ment must take the responsibility to make
the knowledge management as organiza-
tional theme. In this regard chief executives
act as chief knowledge officer who change
the corporate culture into knowledge cul-
ture all over the organization and exercise
their responsibilities through gaining knowl-
edge from customers, creating new avenues
ofknowledge from existing knowledge and
capturing individual’s tacit knowledge for
reuse.
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KNOWLEDGE TYPOLOGIES

Power of nations in the future world will
be determined by the possession of knowl-
edge resources that they can generate, en-
hance, utilize and innovate for the better-
ment of the society and to fulfill the indi-
vidual and contemporary social needs.
Knowledge creation starts with a require-
ment specification that provides the acquir-
ing agent with a description of the informa-
tion needed where concerned parties inter-
act with each other following a particular
process. Knowledge creation is a dialecti-
cal process, in which various contradictions
are synthesized through dynamic interactions
among individuals, the organization, and the
environment (Nonaka & Toyama, 2002).
Although Davenport and Prussic (1998) and
others write about knowledge processes op-
erating in the mind, in such phrases as
“knowledge originates . . . in the minds of
knowers”, this concept is problematic be-
cause it restricts knowledge to being exclu-
sively an intellectual activity. Knowledge
goes beyond mind activity; it is based on
sensory experience and physical activity, as
well as mindful cognition. As D.H. Lawrence
(1928, 1980) said, “Real knowledge comes
out of the whole corpus of consciousness .
.. the mind can only analyze and rational-
ize”. Knowing involves the whole person,
as mind and body; emotion, cognition, and
physicality together create what is known.

A famous physical chemist Michael
Polanyi (1958) has created an exhaustive
catalog of knowledge categories in his sig-
nature project Personal Knowledge that in-
clude tacit or implicit knowledge and ex-
plicit knowledge which are discussed be-
low.

Implicit or Tacit Knowledge: Tacit
knowledge, sometimes known as implicit
knowledge, is unspoken and hidden. It is
the expertise and assumptions that individu-
als develop over the years that may never
have been recorded or documented
(MclInerney, 2002). Necessarily, this tacit
knowledge is subjective and personal, but
it can be shared to some extent, and pass-
ing on the knowledge in a process that can
be helpful to others and ultimately valuable
to the organization necessary for carry on
and complete its work successfully. By “fix-
ing” the knowledge or attempting to repre-
sent it in a format such as a manual, a step-
by-step video guide, or a graphic schematic,
a knowledge artifact is created. Hood
(2002) opined that tacit knowledge is per-
sonal and context-specific. It involves cog-
nitive aspects such as mental models,
scripts, and schemata. It also includes sub-
jective, intangible factors such as beliefs,
perspectives and values, as well as hunches,
intuitions, and insights. It may be tied to the
senses, related to skills in body movement,
or embedded in personal perceptions or
physical experiences. Tacit knowledge is
thus often very difficult to describe to oth-
ers.

Explicit Knowledge: Explicit knowl-
edge is objective. It is knowledge that has
been explained, recorded, or documented.
Explicit knowledge is organizational which
can be stored in repositories like databases,
files, etc. It can be viewed or heard from
sources which can be shared with others
for generating outputs. Explicit knowledge
is formal in character that can be expressed
in words, numbers, symbols and graphics.
It can be easily communicated through print
and digital media and shared in the form of
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data, formulas, pictures, drawings, codified
procedures or general principles (Hood,
2002), Table 1.

STRATEGIC OPTIONS FOR CRE-
ATING IMPLICIT OR TACIT
KNOWLEDGE

Implicit or tacit knowledge can be cre-
ated through the application of the follow-
ing strategies by the organizations.

Practical Experience through the
Application of Talents: Henry David
Thoreau (1849) described that: “knowledge
is to be acquired by a corresponding expe-
rience”. It is the experience of those in the
organization that creates the knowledge
that, if used and shared, gives one organi-
zation advantages over another. Using the
talents of the organization’s employees is a
prime source of novel knowledge. In this
regard organization should facilitate the em-
ployees with the supportive evidences like
options for utilizing talents in the working

life, freedom of thinking, using them etc. and
this will inspire the employees to help the
organization to generate knowledge.
Transformation through conversa-
tion: People possess different knowledge
and their conversation helps a lot to trans-
fer the knowledge to one another. A well
planned discussion on contemporary
issues(s) generates knowledge which bears
immense importance for the participants.
Here planners of conversation session
should ensure the two-way conversation so
that monopoly dialogue can be avoided and
mutuality can be ensured and the assurance
of mutuality will add more value to the ex-
isting knowledge base of the organization.
Embedded in Stories and Narra-
tives: Engaging one-self'in the stories of
successful personalities and organizations
can be a great source of new knowledge.
Success stories of persons and organiza-
tions help the thinkers to think strategically
and help them to find out the path they fol-
lowed, strategies they used, problems they
encountered, solution options they consid-

Table1: Characteristics of tacit and explicit knowledge.

Implicit or tacit knowledge

Explicit knowledge

Subconscious

Perceived

Unaware

Difficult to articulate or unspoken
Experienced based

Transferred through conversation
Embedded in stories and narratives
Escapes observation

Held within self

Personal

Insights and understandings
Judgments

Assumptions

Formally articulated

Elucidated

Aware

Fixed

Codified

Documented (written, taped, recorded,
digitized, etc.)

Stored in repositories (databases, files,
etc.)

Can be viewed or heard

Shared with others

Organizational

Pushed or pulled

Reports, lessons lerned
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ered fruitful among alternatives, ways they
used to overcome them, usage pattern of
the available opportunities in the complex
competitive environment. Thinkers will also
able and try to relate their perspective with
the existing one, find out the option to use
them to generate knowledge and use them
to capitalize their interests. Wisely written
narrations are the rich source of new knowl-
edge for the concerned. Going through them
can generate sound knowledge for the or-
ganization.

Escapes Observation and Evalua-
tion: Nature is the best source of knowl-
edge to acquire and use for attaining suc-
cess. In the natural environment various ac-
tors and forces are interacting with each
other and by this way they are moving fore-
words. Observing the interplays taking place
in the environment is a sound source of
knowledge. Evaluation of something depicts
the underlying causes of effects generated
through the interactions of various agents.
In this regard proper observation of facts
and factors and evaluating then with objec-
tive manner will generate a sound knowl-
edge for the organization.

Held Within Self through Under-
standing and Judgments: Every indi-
vidual has potentiality to contribute for the
betterment of the society. The internal
growth as well as what has taken place
within human brain with the passes of time
and interaction with various actors and
forces in the environment is a vital source of
knowledge. As people grown-up their indi-
vidual cognitive development ensured and
with this cognitive power people can un-
derstand the complexity of the society, can
generalize them to find out the suitable so-
lution and utilize them for the betterment of

the society as a whole. Thus individual self
development plays a vital role in creating
knowledge within the organization.

Through Experiment: For knowledge
creation we can use the experimental de-
sign. Experiment is used to find out cause
and effect relationship by controlling some
other extraneous variables in a particular
context.

In addition to the given strategies we
can use Insights and understandings of indi-
viduals, their judgments, assumptions, lis-
tening, using intuition and emotions to cre-
ate knowledge for the organizational excel-
lence.

STRATEGIES FOR CREATING EX-
PLICIT KNOWLEDGE

The following discussion represents
various strategic options for creating explicit
knowledge for the organization.

Extract Knowledge from Within
the Employees: To create new explicit
knowledge artifacts, employees can be a
great source for the company. Employ-
ees are the human capital for the organiza-
tion. Organization can engage them in brain-
storming, solicit ideas from them and so on
to generate knowledge. For an organiza-
tion to be successful, different know-how
categories like technical, non-technical etc.
are needed. With a spontaneous participa-
tion of employees in the knowledge creation
process organization can get the diverse
knowledge from its internal source (employ-
ees). To ensure the spontaneous involve-
ment congenial environment must be cre-
ated that will act as a prime motivating fac-
tor for the participants.
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Creation of Knowledge Culture:
Creating a knowledge culture in the organi-
zation means an organization that offers
opportunities to create knowledge and one
that encourages learning and the sharing of
what is known. Encouragement can come
in the form of establishing small group meet-
ing rooms, conducting seminars, rewarding
those who pursue learning and who teach
others what they know. Thus creating a
knowledge culture ensures the continual cre-
ation and sharing of knowledge through an
environment of trust and dialogue
(Mclnerney, 2002).

Virtual Teams: In Virtual Teams mem-
bers are separated from each other and use
technology for interaction where they do not
see each other face to face, and work is
completed by individuals who may never
meet each other. To share knowledge there
has to be a good communication infrastruc-
ture, but there also has to be an environ-
ment where trust allows the responsible
transfer of individual and organizational
knowledge. (Jarvenpaa, Knoll, & Leidner,
1998) opined trust as a fundamentally nec-
essary matter in .building a knowledge shar-
ing culture who may never meet each other.

Connection between Knowledge and
Organizational Learning: The connection
between knowledge and organizational
learning is inevitable because knowledge is
what has been learned (Kofman & Senge,
1993). Organizational learning is to learn
about the employees in the organization and
how they work together to accomplish the
individual and collective goals. The intersec-
tion of learning and knowledge management
will create the new useful knowledge for the
organization. Meaningful communication
among the concerned parties, open learn-

ing process, opportunities for learning are
vital in this regard. McInemey (2002) opined
that encouraging communication, offering
opportunities to learn, and promoting the
sharing of appropriate knowledge artifacts
are vital in creating and increasing useful
knowledge within the organization.

Encouraging Communication: Com-
munication is the formal as well as informal
sharing of meaningful and timely informa-
tion between firms (Anderson and Narus,
1990). Knowledge can be carried, flowed,
transferred and digested by personal rela-
tionships over time. As a process knowl-
edge-creating is context-specific in terms of
relationship with others. Intense communi-
cation between or among the employees are
essential to create and develop new knowl-
edge and the sharing of tacit knowledge. A
proper communication between the actors
in the organization gives the information
proper meaning, develop the trust among
them, build the relationship, ensure mutual
learning through knowledge development,
and ensure the adaptation of the organiza-
tion with the changing situations. Thus im-
proving communication and encouraging for
it, therefore, is essential for successful col-
laboration which is pivotal for knowledge
generation.

Face-to-Face and Synchronous Con-
versation: Knowledge has social dimen-
sions within an organization, and it is very
difficult to share without opportunities for
people to work together. Conversation is
the key to sharing knowledge (Davenport
& Prusak, 1998), and people to people
communication and face-to face meetings
are necessary to stimulate innovation of new
knowledge. To share knowledge there has
to be a good communication infrastructure,
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but there also has to be an environment
where trust allows the responsible transfer
of individual and organizational knowledge.
Thus organizations should be committed to
earmark resources that allow and encour-
age conversation.

Apprenticeship and Training: Initial
academic qualification is not the sufficient
contributory factor in the achievement of
generating suitable knowledge for the or-
ganization unless employees receive facili-
ties to work together with experts on dif-
ferent fields, and of training and education
for further development. Thus, the institu-
tions should assure sufficient facilities in
achieving the creation of new knowledge.
Apprenticeship and training work ensure self
development of employees, can improve
their knowledge level, update themselves in
the specific field, and attain new ideas for
innovations in the knowledge world.

Contacting Experts: Coming into
contact with experts can be a great source
ofknowledge for the organization. Experts’
opinion on different contemporary issues,
their essays on different concerns, their
speeches on special areas under discussion
are resourceful enough to generate knowl-
edge. In this regard maintaining close con-
tact with them can be a fruitful endeavor to
extract new knowledge. Passing time with
them, making discussion on different issues,
following their daily routines, reading their
previous stories of success, informing them
about various problems for suggestions,
asking them questions on different matters
are some ways that can be appropriate here
to generate knowledge for the organization.

Sending e-mail: External environment
can be a suitable source for knowledge in
this age of information and communication

technology. Authority can collect the e-mail
address of different users and send the e-
mail with several questions of interest and
request them to return with answer. Orga-
nization should send the convincing message
relating to their individual as well as social
interest. In this regard some incentives can
be provided so that it acts as inspiration for
the respondents to send the e-mail with an-
Swer.

Transcribing Talks: Recording talk-
ing of scholars can generate explicit knowl-
edge. In various public functions scholars
from different disciplines provide their valu-
able speeches on contemporary issues of
the society, business and other developmen-
tal areas. Taking notes on key issues and
how they describe and propose prospec-
tive solutions and guidelines can be a new
basis of knowledge creation. Here key con-
sideration is to find out the relevance of the
recorded information so that they can be
used as knowledge for organization purpose
and development.

Team Intersection: All organization
has various teams and working groups
which are responsible for various jobs to
perform. As authority we can use their indi-
vidual and collective efforts and thinking and
at the same time we can encourage to and
make a junction among the teams working
in the organization. On the one hand, their
individual efforts will generate the new ideas
of knowledge and on the other hand their
team intersection will make the ideas more
fruitful and new vista of knowledge will be
generated. For knowledge organization
should facilitates the organization members
with congenial environment where they will
able to take the opportunities to share
knowledge among work groups.
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CONCEPTUAL FRAMEWORKS

This paper integrated different determi-
nants which are acting as force creating fac-
tor in the knowledge creation continuum.
The given ideas for creating knowledge are
divided into two broad categories relating
to tacit and explicit knowledge. The inter-
nal interactions between these two broad
categories are given in two way directions
in the framework indicating their interdepen-
dency. For creating the tacit or implicit
knowledge practical experience through ap-
plication of talents, transformation through
conversation, escapes observation and
evaluation of various actors and forces in a
particular situation, embedded in stories and
narratives, held within self through under-
standing and judgments, through experiment,
using insights and understandings of individu-
als and their judgments are prominent . Ex-
tracting knowledge from within the employ-
ees, creation of knowledge culture, inter-
action among virtual teams, connection be-
tween knowledge and organizational learn-
ing, encouraging communication, face-to-
face and synchronous conversation, appren-
ticeship and training, contacting expert,
sending e-mail, transcribing talks, team in-
tersection are the major options for the cre-
ation of explicit knowledge (Figure-1).

HOWDOESAFRAMEWORK OPER-
ATE INTHE INTEGRATED SYSTEM
OF KNOWLEDGE CREATION?

Knowledge creation is a process where
various factors act as contributing factors.
It is the complex combination of various fac-
tors within the overall socio-cultural envi-

10

ronmental systems of the organization which
again consists of many sub factors that
specify the systematic and logical relation-
ship among the variables. The relationship
among the relevant constituents is sponta-
neous rather than imposed from the outside
constraints. Furthermore, for appropriate
execution of the total knowledge creation
processes the reverse is also true. For ex-
ample the creation of tacit and explicit
knowledge is influenced by diverse factors.
After a certain period of time all the created
knowledge become established and perma-
nent in an organizational or a societal setup.
After that establishment, this knowledge
determines the appropriate sub factors for
generating the knowledge suitable in a par-
ticular environment. Due to inherent char-
acteristics of the changes of environmental
variables the knowledge creation process
is influenced. Thus, in such consequences
the system needs to consider the influences
of constraining factors to bring the unity
among the interactions of all the factors al-
together. In fine, the relationship and func-
tioning among the variables with that two
way directions constitute the cohesive whole
for long run operations of the framework to
achieve the proper knowledge creation in
the organizational level.

CONCLUSION

Knowledge is one of the potent intel-
lectual assets for the organization where its
creation and proper utilization in the orga-
nizational level is the important issue that
helps to meet the needs of corporate orga-
nization as well as society. In this paper,
knowledge creation has been considered as
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dynamic process consisting of different vari-
ables. The space for knowledge creation
evolves as the actors interact with each other
and creates tendencies for interaction pat-
terns through time and space. Thus effec-
tive knowledge creation demands an under-
standing of the dynamic nature of knowl-
edge, their impact on the overall organiza-
tional performance, impact on the interests
of the other stakeholders and suitability in
different situations and environments.
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