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Abstract: The purpose of this article is to define the tasks and competencies of employees necessary to design
and use the knowledge management system in the enterprise. The first part contains theoretical considerations
regarding such concepts as knowledge, knowledge management, knowledge management system and
competencies. Whereas in the second, author’s summary of tasks and competencies of the company employees,
which provides guidance for managers of companies interested in implementation the concept of knowledge
management system, is discussed. Aforementioned enables an earlier creation of the development timetable for
the appropriate employee competencies in response to the planned division of tasks associated with the
implementation of knowledge management system. The article is based on the practical authors’ experience,
gained in the field of the KMS design and business consulting to business needs.
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1. INTRODUCTION

Nowadays, in the age of globalization and the associated massive increase in the scale of creation and
knowledge exchange, enterprises are faced with problems of all processes involving knowledge.
Prompt searching of required and current knowledge, analysis of knowledge inflow to company from
the environment, storing extensive knowledge resources while maintaining easy access to it or finally
the protection of classified information are among the main problems. Therefore, comprehensive
solutions such as knowledge management system (KMS) are in demand. The solutions that enable
effective knowledge management (KM) to implement the company’s strategy. The purpose of this
article is to define the tasks and responsibilities of employees, which are necessary to design and use
KMS in the company. The authors’ practical experience gained in the KMS design as well as in
business consulting to enterprises was the basis for the article.

2. THEORETICAL BACKGROUND OF KMS

According to A. Potocki [1] paradigm of modern management is generating and maximum utilization
of knowledge. Different interpretations of the concept of knowledge are presented in the literature of
the subject. According to B. Mikuta [2] currently the most frequently cited definitions of knowledge
are those that define it as a confirmed belief as well as relating information with its comprehension.
The first of indicated approaches was popularized by I. Nonaka and H. Takeuchi [3], who, under their
theory of organizational knowledge creation adopted the traditional definition of knowledge
understood as confirmed belief. Therefore they consider knowledge as a dynamic and highly
humanistic verification process of authenticity of personal imagination. An example of the second
approach is the definition of P.F. Drucker [4], under which knowledge is effective use of information
in action, information focused on results. When defining knowledge, K. Dalkir [5] T.H Davenport and
L. Prusak [6] are among those who refer to information. For the purposes of this article it is assumed
that KM is a management concept focused on ensuring an efficient processes with the knowledge
participation within the enterprise and between the enterprise and its environment, but also to support
achievement of the objectives by the company and its stakeholders (see: [7], [8], [9], [10]).

©ARC Page | 109



Sylwia Wisniewska & Kamil Wisniewski

Special systems® such as KMS are created in the enterprise to maximize the effectiveness of KM.
These systems are defined in different ways, have different sets of features and are variously based on
information technology. For the purposes of the article it is assumed that KMS is a combination of
employees (responsible for implementation of specific tasks), instruments and knowledge resources,
which, based on adopted strategy and information technology, in terms of the organizational culture,
enables efficient processes involving knowledge and contributes to achieve the company goals (see:
[12], [13], [14], [15]).

Development, implementation, use and improvement of KMS are associated with the execution of
several tasks that require particular competence. In the professional literature employee competencies
are recognized as the ability to appropriate selection, connection and utilization of knowledge and
skills as well as promoting attitudes in order to efficient performance of professional tasks in
accordance with the requirements of a particular work post (see: [16], [17]).

3. THE TASKS AND COMPETENCIES OF EMPLOYEES ASSOCIATED WITH KMS

In response to the needs of the enterprise, KMS should be designed and coordinated by a specially
established KMS team, which organisation is illustrated in Figure 1. Company management personnel
should designate a KMS Director, in consultation with whom a Knowledge Broker, KMS
Coordinators in the organizational units of the company, and other team members should be
appointed. It is appropriate that the position of team leader is the director’s position, because it
emphasizes the importance of team work for the entire company. For the post of Director and
Knowledge Broker there is an expectation to appoint experienced staff of company department that
produces the most knowledge (e.g. Research and Development), or employ experts from the field of
KMS. Profitable solution is the situation when the Director and the Broker have professional
experience in the company, which allows them to learn the specifics of the enterprise, its
organizational structure and employees. Such a holistic view of the company is important due to the
fact that KMS should cover the entire enterprise.

Having regard to the fact that knowledge is created, developed and used by people, a specialist of
Human Resource Management (HRM), representing the company’s human resource department
should become a member of the KMS team. Moreover, due to the fact that knowledge used at the
company is interdisciplinary, the KMS team should also be interdisciplinary. Accordingly, it should
be composed of KMS Coordinators representing all organizational units of the company?. Depending
on the requirements and company specifics the KMS team may involve employees working in various
positions such as Research and Development Specialist, Occupational Health and Safety Specialist,
Quality Management Specialist, Accountant, an IT Specialist, or a person in charge of marketing,
sales, public relations, secretariat, a library, archives, etc. The appointed team should be entered in the
company’s organizational structure and report directly to the Management Board, which task will be
to control its operation.

Management personnel’s responsibility shall be to inform employees about the composition of the
appointed team as well as ask them for openness and support for action of team members who work in
the interest of entire company. This will contribute into increase of employee involvement to KM, on
the basis of KMS.

KMS Director
Knowledge KMS Coordinators in the company HRM The other members of
Broker organizational units Specialist KMS team

Figl. KMS team

! The system can be seen as set of interrelated elements, separate from the environment [11].

2 Depending on the company’s organizational structure they can be e.g. the representatives of departments, af-
filiates, subsidiaries, points of sale.
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Individual members of the KMS team should be responsible for a number of tasks that are included in
Table 1. It is worth emphasizing that the KMS Director while executing their tasks should use the
support by KMS team and optionally the services of external experts. Furthermore, all KMS team
members and company employees are expected to support each other in the area of working with

KMS.

Tablel. Company employees’ tasks related to KMS

Categories
of employees

The tasks concerning KMS

KMS Director

e remaining in the constant contact with the company management, in order to ensure
that KM fit the needs and development direction of the company

e ensuring the financing of KMS team and administration of committed budget

e appointment of KMS team, determination its objectives and management of the team

o formulation and implementation of: KMS objectives, corporate knowledge strategy and

KM strategy

emphasizing the knowledge orientation in a corporate vision and mission

developing a methodology for the KMS design with the model of the system

determination the principles and good KM practices

comparison of KMS target model with solutions concerning KM, currently used in the

enterprise

e creating, coordinating and modifying the infrastructure for KM

e postulation of changes relating to the company’s organizational structure, culture or
communication, in order to support KMS

e selection and implementation of instruments supporting KM, e.g. in the field of
information technology

e introduction of changes in the company, that enable to start KMS operation

o responsibility for the KMS operation and improvement (even on the basis of ideas
reported by employees)

e identification of indicators allowing the assessment of the KMS effectiveness and use
them to conduct the cyclical system diagnosis

e establishing and coordinating cooperation related to KM with external entities e.g.
entering into strategic alliances aimed at joint implementation research and
development projects in which the creation of knowledge forms the basis for
innovation

e motivating KMS team members to efficient work

e verification of own and others’ ideas for KMS improvement

Knowledge Broker

¢ analysing the internal and external environment in order to diagnose gaps in corporate
knowledge and taking action aimed at filling the gaps

e KMS administration, among others, through servicing corporate knowledge bases

e moderating the exchange of knowledge between organizational units of the company
as well as between the company and its surroundings

e supporting efficient processes involving knowledge, e.g. through the ongoing
acquisition of knowledge of the company’s environment, processing it, classification,
codification and dissemination within the enterprise

o identification of employees with fundamental knowledge for the company, motivating
them to both, share it with colleagues and use it to achieve corporate objectives

e acquisition, categorization, preliminary analysis and submission of ideas concerning
the company’s KMS improvements reported by employees, to the KMS director

e diagnosing and eliminating barriers related to communication and knowledge transfer

e noticing and satisfaction of employees requirements concerning KM, e.g. by providing
them the necessary knowledge

e codification of personalized critical knowledge that may be necessary in the future

e identification and protection of knowledge resources, which should not be distributed
outside the company

e minimizing the scale of loss and becoming outdated of the company’s knowledge

¢ the promotion of changes related to KMS

e supporting the employees in KM

e benchmarking in the field of KM

e knowledge mapping

The KMS

e making changes allowing for the KMS implementation to a specific organizational unit
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Coordinators in the

e responsibility for the KMS functioning in the particular organizational unit
organizational e popularisation of the KMS concept among the organizational unit employees
units of the » motivating the organizational unit employees to benefit from KMS
company e relationships construction and maintaining with other organizational units of the

company

e suggesting modifications to the KMS, enabling its better adjustment to the specific
organizational unit needs

HRM Specialist® | e formation of working conditions that are optimal for KM and competencies
development

o determination of competence standards for existing posts

e identifying, attracting and employing of outstanding employees and talents

e taking into consideration the issue of KMS within the programs supporting new
employees adaptation to work

o employees preparation for current and future tasks

e planning of employee career paths in response to corporate needs regarding the
development of specific knowledge resources

o identification of a gap between personnel competencies and the competency demands
arising from the company’s strategy

e providing employees with opportunities for development of competencies related to
KMS, e.g. in the form of training, coaching or mentoring

o identification and comprehensive support of talented employees as well as those with
key business competencies *

e considered in the context of employee assessment, their commitment to developing
competencies and KM °

e motivating employees to KM and commitment to improving KMS

« introduction of the team remuneration concept®

e creation of employee teams (including multi-disciplinary and virtual) focused on
creating new knowledge e.g. the one necessary for the implementation of innovative
processes

e cooperation with external experts, former employees and entities enabling the
competencies development

o development of a outplacement system enabling conflict-free terminating of employees
whose knowledge does not correspond to the current needs of the company and those
who are not willing to develop themselves

The other members | o use of their expertise for the KMS design, operation and development

of KMS team e implementation of tasks assigned by the KMS director

e the provision of services related to KM for the other employees

All employees of|e cooperation with members of the KMS team

the company ¢ involvement in KM expressed through e.g. in the proper use of the KMS possibilities

e participation in the processes of organizational learning, among others, by learning
how to learn, collective learning, drawing conclusions from the successes and failures
as well as learning on their basis

¢ development of organizational culture favourable to KMS

e participation in supporting processes of adaptation at the workplace and the
development of competencies (including related to KMS) programs

e the acquisition of knowledge through contacts with the company’s stakeholders

To perform the tasks related to the company KMS, the appropriate competencies are necessary.
According to the KMS adopted objectives, sets of these competencies may differ. The key
competencies of employees of the company, relevant in the KMS context are included in Table 2.

¥ See: [18].

* This will help in accelerating the development of these employees and creating working conditions that
minimize the risk of their leave from work.

> On the basis of this assessment, the employee should obtain feedback on the level of their knowledge and other
competencies.

® This involves connecting the parts of the employee’s salary with the performance of all team members. The
objective is to motivate team members to share knowledge and consequently lead to a reduction in the
differences between employees of the largest and smallest store of knowledge.
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Table2. Competencies of employees associated with KMS

Categories of
company
employees

Competencies related to KMS

KMS Director’

o systems design

¢ strategic knowledge management

¢ interdisciplinary knowledge concerning, i.a. the whole company and the industry in which it
operates

¢ change and finances management

¢ decision-making

e negotiation

o perspective and holistic thinking

o setting of objectives and their consistent implementation

e charisma

o professional experience

o verification of operating procedures

o showing enterprise

e goal and changes orientation

e planning

o leadership abilities

o coordination of activities

o enforcement of work results from co-workers

e HRM®

All members of the
KMS team and
employees

o the practical application of knowledge

¢ general and expertise knowledge related to the work position
o work engagement and the development of KMS

o fast learning and constant development of competencies
o responsibility and consistency in action

o parallel implementation of several tasks

o teamwork

o tolerance

o establishment and relationships maintaining

e communication skills

e active listening

e networking

e positive attitude

e changes and cooperation openness

o analytical thinking

e observation

e creativity

e proactivity

o the use of information and communication technologies
o connection personal goals with the organization ones

o parallel implementation of several tasks

o comprehension of own strengths and limitations

Competencies indicated in Table 2 are universal. More specific powers of individual members of the
KMS team arise from their assigned tasks associated with this system. These competencies therefore
are understood as necessary expertise and skills required to effective implementation of tasks related

to KMS.

" See: [19], [20], [21].

& Competencies for HRM are considered, i.a., as skills related to team management, motivation and evaluation,
delegation of rights, conflict resolution, planning and organizing of own and employees’ tasks as well as conflict
resolution. Competencies in the field of HRM are also domain of HRM Specialist, e.g. the ability to definition
of competence standards for the posts, recruitment and selection, employee assessment, motivation and remu-
neration, training and development of employees, as well as outplacement.
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4. CONCLUSIONS

The lack a holistic view of the KM issues is observed in number of enterprises. Although it is difficult
to imagine a company where there is no KM, even in informal form. Reflections included in article,
present guidance for management personnel interested in the transition from informal to formal KM.
These considerations enable to realize the scale of the tasks and responsibilities associated with KMS.
This, however, can provide support for the managers in a precise division of duties relating to KMS
and targeting employees on the development of competences that are essential in connection with the
planned implementation of KMS. This is particularly important due to the fact that to acquisition of
competencies related to KMS, specific amount of time is required. It is worth therefore, to start to
develop them as early as possible. Furthermore, when planning KMS implementation, the level of
competencies necessary for effective KM should be taken into consideration as a criterion in the
processes for recruitment, evaluation and motivating employees. It is worth mentioning that the
division of tasks associated with KMS may vary depending on the company size, the degree of
internationalization of its performance, industry specifics, as well as the level of innovation. This
implies further research directions enabling an allocation of tasks and responsibilities concerning
KMS under the prescribed determinants.
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