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Organizational Knowledge Loss
from Employee Turnover
Concerns IT Leaders

The loss of corporate knowledge when employees leave
their company is an issue at most organizations, so IT
leaders need to prioritize knowledge management
strategies.
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Why the
knowledge
advantage has
become even more
compelling?

14/9/2022




14/9/2022

Industrial zE e il R AR QX D= N ES

» Agricultural revolution

1st, 2nd & 3rd Industrial revolutions

— Manufacturing era

Information era

Knowledge era
— Knowledge Economy «
— Knowledge societies, knowledge cities

— Sharing economy, Networked economy

4th Industrial revolution
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our Industrial Revolutions
Efficiency

Automation
Control

A TYPICAL ORGANISATIONAL CHART

This type @‘organlzatlonal
deS|gr1'+avours task
specialization, control and
efficiency but inhibits cross flow
of knowledge between
unlts/dlwgons and Innovation
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Process Innovators
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Efflaency
Seekers

Ficure 10.1 Firm Development in Knowledge Management

Source: M.A. White and G.D. Bruton, The Management of Technology and Innovation, 2" Edition, Cengage Learning, 2011.
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Hysess
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THREE driving forces that enhance
knowledge as a factor of
competition

Kumta, Knowledge Management: Value Creation through Organizational Learning,

!} \Sti:rﬁ K North and G.
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Access to such information & knowledge is

crucial for supporting |nnovat|ons

* In-house research and development,
including basic research

* Linkages to customers or other potential
users of innovations

* Linkages to an external network of firms that
may include competitors, complementors,
and suppliers \) \§ lif‘ I

* Linkages to other external sources of X\ [\!
scientific and technical information, such as "
universities and government Iaboratorles

Source: M.A. Schilling, Strategic Management of Technological Innovation, 6 Edition, McGraw Hill, New York, 2020.
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Absorptive capacity

Absorptive capacity — a firm’s ability to better assimilate and utilize
information obtained externally. Absorptive capacity refers to the firm’s ability
to understand and use new information
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The effects of absorptive capacity suggest that firms that develop new
technologies ahead of others may have an advantage in staying ahead. Firms
that forgo investment in technology development may find it very difficult or
expensive to develop technology in a subsequent period.

Source: M.A. Schilling, Strategic Management of Technological Innovation, 6t Edition, McGraw Hill, New York, 2020.

Knowledge
blockades &
leakages are
everywhere
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The reservoirs of Knowledge in organisations

Knowledge Reservoirs

Organizational
Enti

Practices Technologies Repositories

Searkh\ b o | Interorganizational

Metworks

Training

Mentoring

Recover wret_loqg fr
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Source: |. Becerra-Fernandez

acts Organisational Performance

abgerwal, Knowledge Management Systems and Processes, 2" edition, Routledge, 2015.
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Knowledge
. —>

Management

Knowledge

+ Vision Organizational Performance

> « Strategy N + Scale economies

* Revenues * Scope economies

* Costs + Sustainable competitive advantage

A

CODIFICATION
STRATEGY

Technology-led
Explicit knowledge
orientation
Codify knowledge
Use databases
High turnover

Source: A. Jashapara, Knowledge Management: An Integrated Approach, Prentice-Hall, 2011.

ST R8N d Personalisation strategies

PERSONALISATION
STRATEGY

SR f[ }/

) people-led
Tacit knowledge
orientation
Engage in dialogue
Channel expertise
High profits

12
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dification projects”

Digitisation of codified knowledge Documenting Best Practices & LL

e The teristics of knowledge

“We know a lot more than what we can say; we
can say a lot more than what we can write.”

“Knowledge is socially constr _—

13
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ax Boisot’s I-Space KM model
(Codification, Abstraction & Diffusion)
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hnowledge
Assets |

Securing Competitive
Advantage in the
[nformation Economy

W
\

_ |

/
Codified /

Uncodified
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F1c. 3.1 The Diffusion Curve in the I-Space
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pmmon reasons for Search failures?

» Multiple search engines exist in an organisation
» Coverage of search space by each engine
» Frequency of update & synchronisation of the SE indices
« Effective search queries (choice, combination & operands)
» Lack of user training
* No or improper configuration of
— Exactness of match
— Matching position for the text
— Meta-data
— Weighting / Ranking
— Dictionaries
— User role & preferences
1, Limitations of the searc

—_——
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_’vfs"i:tgdification d Personalisation strategies

CODIFICATION PERSONALISATION
STRATEGY STRATEGY

) People-led
Tacit knowledge
orientation
Engage in dialogue
Channel expertise
High profits

Technology-led
Explicit knowledge
orientation
Codify knowledge
Use databases
High turnover

Source: A. Jashapara, Knowledge Management: An Integrated Approach, Prentice-Hall, 2011.
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Collaboration

Activities {belnisins
——————————————————— Pipe installation projects O
- - handled by licensed 1. Lam submits documents on

. F I n d rl ht e rso n S plumber Lam Tak-sum. “ materials to main contractor
who hired by (China Construc- o o
subcontractor Ho Biu Kee @ tion) and project's Mmm

. architect for approval

° ( :Oordlnate WSD : Water Supplies Dept.

HD : Housing Dept. @ 2.The documents are then

— submitted to WSD. After

appreval the wprk is
° Atte n d 3. Ho Biu Kee buys ﬁ allowed to begin

TJ‘EVG!E‘S‘" e 4.HD officers inspect
. gopiance 2"” m __ materials at construction | g
* Discuss T Q  seamisieanon
6. Lam checks if parts are
5. Workers installed in accordance with

1 ﬁ r- — plans approved by WSD
° Co_deS|gn instal ppes /g @ plan approved

7.HD and the project's architect
— acknowledge completion of

- 8. Lam submits papers to b
[ ] ‘ O_decld e WSD to arrange inspec- Yok
tion. Department staff ask 9. Work passes WSD's inspec-
form tion. The department notifies
fec Lam to obtain test reports on

i O-Create
[ ] Co_test 11 Lam submits test
af c ate
0
* Co-present

water samples

10. Lam arranges tests

on water
samples and obtains test reports

15
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, Help!!! | have a problem...
@ ¢ ¢ “ e
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L Yeah. Me too.
gl "
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work i
Financ
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Sharing al support knowledge (Source: Xerox Corp.)

“Tech Reps”

around the
The insights w_or\_d have
are used as new insights.

knowledge in
the field.

E} GROWING E)
= COMMUNITY % g
-

& KNOWLEDGCE

Entering the
insights into a
database creates
documents.

V'Peer Review
validates and
warrants the
— - insights.

Wisdom

( Guidelines
Refinement Feedback
e

opics and
Reference
Material

d About the CoP

K ‘orking Documents
- 4 4 WV @
p ‘Top-Level Membership a 2 Aty
‘Workspace 14 ;j ‘:/T’ ‘ )
=8 o Administrative Docs SN o= 1Y

Figure 9.8 Knowledge Publishing in CoPs. (From Knowledge Management at
The Aerospace Corporation—A 50 Year Journey, p. 24. Copyright 2008 by The
Aerospace Corporation. With permission.)
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Would you like to find out
whala (oP IS and howyou can useit to enhance

d other

Five Communities fP ractice (CoPs) drawing like-minded people
with common goals have been established to support teaching
and learning at PolyU.

This knowledge exchange forum features short presentations
by representatives from organisations in Hong Kong and China
which are operating CoPs. from MTR C i
China Light & Power (CLP), Hong Kong Police, Huawei, and
PolyU will meet to share their experiences.

Alight lunch will be provided from 1:30 pm.

Go to the Polyl) CoP website at vaww polyuedu.hk/CoP and find out more.

Registration:
contact Tirzah Wu of EDC at 2766 4237, or
line af

%
’\&7;{;

o o

Explicit knowledge ’Q_ " Tacit knowledge
Generic & wide applicability ) Highly individualized/customised
Same/similar context J Highly dependent on context
Little/no change in context / \ Highly volatile context

18
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ree myths about knowledge

retention and retirement

1.Knowledge is socially constructed; it
cannot be “captured”

2. Knowledge retention is NOT limited to
storing knowledge in a computerised
repository

3. “Retirement” does not necessarily sever
access to the retiree’s knowledge

= .

e, (ele7, 1 [ Bmethods for knowledge transfer

0
* Read/Write documentations
_4.; g p S o
+ Face-to-face meetings S .
1 CO d \I'V I p k n OW I e | + Other forms of communications n!m
> . y

... 4 =D
2.Carry tKnowIe/ Transfer e @ —
l

e

=, The gristics of knowledge

3.Provic e a cosy km

d O /
sharing environme t

3 d g e “We know a lot more than what we can say; we
, can say a lot more than what we can write.”

19



o.wldentify critical knowledge
1.Codify the knowledge
2.Carry out Knowledge Transfer

3.Provide a cosy knowledge

sharing environment

—
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+ Read/Write documentations é{‘t
+ Face-to-face meetings
« Other forms of communications
+ Training

* Recover interpi i from records,

geteristics of knowledge

R
P The

“We know a lot more than what we can say; we
can say a lot more than what we can write.”

VY
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Task

Method(s) / Tool(s)

Readiness Assessment

J—

Culture Survey
KM Quick Scan

'_-&r
o (g
g <

(X

¢ Interviews
\ r Questionnaires
Knowledge Flow Analysis | STOCKS

Process Survey

Social Network Analysis
(SNA)

Knowledge Network Analysis
Knowledge Mapping

Analysis of findings &
recommendations

Critical tacit & explicit
knowledge

Prioritisation of KM initiatives

14/9/2022

Knowledge Reservoirs

Practices

Sea I‘,c;h\

Technologies

Repositories

Organizational
Entities

— Organizations
)

| Interorganizational
Networks

Adapted from |. Becerra-Fernande? and R. Sabgerwal, Knowledge Management Systems and Processes, 2**edition, Routledge, 2015.
N
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retirement syndrome (People who
N 1945-60 have nearly all retired)

Bring back retirees, ex-workers
Delay the age of retirement
Mentoring, Job Shadowing, Job Rotation
Peer Assist Scheme
Knowledge Audit including SNA
Narratives, Stories & Storytelling
Knowledge Maps & Knowledge Mapping
After Action Reviews (AARs), Lessons Learnt (LL) Database
. Learn before, Learn during, Learn after

. Communities of Interest/Practice (Col/CoP), Thematic Groups
. Expert Directory
. Knowledge Repository
. Collaboration systems, Knowledge Portals
. Employee lifecycle approach
. Redesign of exit interviews

16> Vdeotaping
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Factors that affect the success of knowledge transfer
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h/; —
Proximity and interaction can directly influence firms’ ability and willingness to exchange knowledge. First, knowledge that is
complex or tacit may require frequent and close interaction to be meaningfully exchanged. Firms may need to interact
frequently to develop common ways of understanding and articulating the knowledge before they are able to transfer it.
Second, closeness and frequency of interaction can influence a firm’s willingness to exchange knowledge. When firms interact
frequently, they can develop trust and reciprocity norms. Firms that interact over time develop greater knowledge of each
other, and their repeated interactions give them information as to the likelihood of their partner’s behaving opportunistically. A
shared understanding of the rules of engagement emerges, wherein each partner understands its obligations with respect to
how much knowledge is exchanged, how that knowledge can be used, and how the firms are expected to reciprocate.

Firms that are proximate thus have an advantage in sharing information that can lead to greater innovation productivity.

Source: M.A. Schilling, Strategic Management of Technological Innovation, 6t Edition, McGraw Hill, New York, 2020.
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D ‘/-\ L s types of Knowledge Transfer

(Source: Nancy M. Dixon)

1. Serial transfer — The same team does another task in a similar
context

2. Near transfer - The receiving team does a task similar to that of the
source team and in a similar context

3. Far transfer - The receiving team does a task similar to that of the
source team but in a different context

4. Expert transfer - The receiving team does a different task from that
of the source team but in a similar context

5. Strategic transfer - The receiving team does a task that impacts the
whole organlzatlon in a context dlfferent from that of the source (g

23
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Nancy M. Dixon on context for
knowledge transfer

Ive types of Knowledge Transfer
(Source: Nancy M. Dixon)

1. Serial transfer — The same team does another task in a similar
context

2. Near transfer - The receiving team does a task similar to that of the
source team and in a similar context

- 3. Far transfer - The receiving team does a task similar to that of the
source team but in a different context

4. Expert transfer - The receiving team does a different task from that
of the source team but in a similar context

5. Strategic transfer - The receiving team does a task that impacts the |
whole organization in a context different from that of the source te
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https://wwwsagcydixonblog.com/20
Rt e

of various KT methods
(Source: DW Delong, 2004)

TYPES OF KNOWLEDGE

Implicit Implicit Tacit Deep tacit
Explicit rule-based  know-how  know-how (cult K)

Knowledge

CONFRONTING THE THREAT
OF AN AGING WORKFORCE

Documentation

Training

Storytelling

Mentoring/
coaching

AARs

TRANSFER TACTICS

CoPs

O Ineffective Less Effective [ More Effective [l Very Effective

24
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e available for Knowledge Transfer

(Source: DW Delong, 2004)

(years) | *Too much knowledge, < So much knowledge,

too little time just enough time

= Forced 1o priortize = Best for continuity in
knowledge actually complex roles
transferred

KHUWle B » Use multiple mechanisms:
= Tend to rely on succession planning,
Interviews, debriefs documentation, etc.

CONFRONTING THE THREAT TS
OF AN AGING WORKFORCE questions, e.g. contracting

TIME REQUIRED u Identify alternative sources
TOTRANSFER
KNOWLEDGE | -« Little knowledge, *Time to spare
little time = Bes situation
» Transfer Issues depend = Danger of delaying due
on type of knowledge to overconfidence,
» Can still “forget” lack of pressure
critical knowledge » Common methods:
mentoring, communities
of practice, documentation
Short
(hours)
Short Leng
(hours) TIME AVAILABLE (years)

TO TRANSFER

Table 8.1 Knowledge Retention Processes and Tools

MNatuire of
Expertise Competent Performers Experts
Week s Muonths, Years T
Explicit Doeume nlation, Best-Practices, o Wwledge Management Toolbox
e i ews Training Cou raes, =
Embed in Processes and Tools
Tacit Outsou e, Peer Reviews,

Retiree Program, Communities
Knowledge Harvesting Mentoring'Coaching,
Knowledge Harvesting
Expert Systerns,

Job Shadowing,
Rotational Assignme nts

25
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 Read/Write documentations

Face-to-face meetings

Other forms of communications

Training

Recover interpretations from records, systems, ...

e Int
ba

BAKE
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ase- A Battery Manufacturing
Company in Hong Kong

Key Issues identified

+ High turnover for employees in the age range of 25-40
» Lay offs due to automation and facilities moved to China
* Retirement

« Emigration

Key Competencies of Employees identified

» Technical Knowledge/ Subject Matter Expertise ,alj . @\
* R&D Knowledge ' Sl
* Manufacturing/Process technology knowledge — -
« Knowledge of Relationships and Network T mETe
m-@ =
« Supplier Knowledge -

i
» Customer Knowledge .X ‘\, ‘? ‘;‘ ‘*i
* Regulatory Knowledge 2 §

« Administrative and Operational Work

BAKE LS —— ——— e
Behaviour and KrioWiedge Eiiaceiito Reeg “eroe _ —_— = — - ”i'/ =
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s @ se- How to retain the Critical
& edge of departing employees

A register of the profile of departing employees
» Keep a list of people who will be leaving the company either due to retirement
or turnover etc. and prioritize according to the expected time of departure
* Once an employee is identified for knowledge transfer, focus on
— Projects he/she has worked on
— Key competencies of the employee (as listed on the previous slide)
— Relevance of these competencies (extent of usefulness for the
organisation?)
— No. of replacements available and/or any succession plan for the
employee ?
* Answers to the above help to determine the criticality of the departing
employee :
* Formulate a knowledge retention strategy
BAKE

The current Esve and full fext anchive of this joum] isavailble on Emerald Irsight at beech cases
hettpes 2w, emerakl comfinsight 2059 -5 801 Lhtm mpetitor
ve critical
A framework to retain the Mamiacturing

knowledge of departing
knowledge workers in the
manufacturing industry
Muhammad Saleem Sumbal
Department of Management and HR, NUST Business School,
National Uninersity of Sciences and Technology (NUST), Ilamabad, Pak
Eric T=sw
Department af Industrizl and Systems Engmeering,
Hong Keng Polytechni University, Kowloon, Hong Kong
Susanne Durst
Schoal of Business, University of Skivde, Shivde, Sweden
Muhammad Shujahat
Krnowledge Manage ment and E-Learning Lab, Faculty of Education,
The Urnversity of Hong Kong, Horg Kong, Hong Kong
Irfan bfan

Department af Management and HRE, NUST Business Schoal,
Natwnal Urversily af Saenws and Technology (NUST), Ilemabad, Pokistan, and

Syed Muhammad Ali

Department of Engincering Manage
National University af Scences and Technology Mﬁ?’) Hmbeni Pakistan
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STEP Analysis

Social Cultural Issue Political / Legal Issues

Economic Factors
pidemic

s#=ling a

pidemic

s#ling a
liC ’(v-i(<(

00l
Z
g

|GHT

[
BAKE Knowledge gap KM strategy
L o e R —— ——— e

14/9/2022

se — Aligning knowledge with
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Elements on Knowledge

Embed KM in working process

BAKE £ 5.1 129

Se — Institutionalizing the
dge Sharing

Customer Service Hotlines

10-min sharing session -- “[Jf&”

Define the Theme Reapply the knowledge

TR TR R R

' ‘ How to answer those inquiries F requeV\t(Q
) Allsked
Good / bad experience Q uestions

31
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Monthly Skill
Network

Se — Exploration of new way

Ing with captured knowledge
Technology

Sharing & Reflection

If we do this project again,

how do W?T:E;tztj)iﬁerently? P eo p I e S kl I I

BAKE, 170 L

5e — Exploration of new way
Ing with captured knowledge
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Embed KM in working process

Sales and
Marketing report

fA-13-2-

| Behaviou forigl £

——— = —7 —
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WHERE?

Knowledge Categorization for knowledge retrieval

Selling Sale
Report Reports

©

January 2022
Report

33
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dge Retrieval with aligned

)fization model
3 Notes-Database
Shared -Drive Sharepoint
= ‘
4 Q
No Guideline on Folder Structure, Naming, ....
" PRPEE ENP \T
FREE FORMAI
< =
Difficult to retrieve document
= Inhibitor to Knowledge Sharing

dge Retrieval with aligned
)fization model

KNOWLEDGE REPOSITORY \ KMS
(Knowledge Reference
/Creation)
wn
A2
=
o= EPSS
g (Approved Knowledge
- Reference)
=
e
=
k]
B LMS
(Learning)

BAKE i Tf
Behaviour and Knowleage Efgigeciing =
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loning of different repositories

Nursing on implementation of new model

realize your KM plan?

et
T !\:‘.f.?' %[
wHEN? KNO v EDGE SEiEY
Embed KM in working process W.E ,R E ?
Knowledge Categorization for knowledge retrieval
) @ (7
O ®
s A 1 W”r W W

B\l\l‘

d Knowledge Egaiaeaiino & o el
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nowledge Management

Develop why we do KM

Identify critical knowledge

[ ——
Tools and approaches

Benchmark the best KM
practice ’

Drivers
Of Changes Tools & Approackies

- T

driving force of doing

KM

Help to identify the [ Help to develop the implementation plan ]
the industry best

Help to learn from }
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R Knowledge Management and Big Data

in Business: An Industry {.0
perspective
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Controls
Orbit Camera Teleport Move an object
w q e
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Move Rotate Jump
&« enter >
Previous View Start Tour Next View
y n 1 2 3 4 5
=
Yes No Cheer Wave Get Down Pop'nlock Churn Butter
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summary

e )

« Knowledge may be partly retained
but can never be captured

« Knowledge leakages always exist
and can never be eliminated

+ Identify and harness critical (“At-
risk”) knowledge

» Apply appropriate method(s) for
knowledge transfer

« Attention to the context

» Cultivate a cosy & trust building

knowledgessharing &enviif‘@f.,

ZOOM-Metaverse hybrid presentation ﬁrm I u =
ks B IS
-._I ill | j-*ﬁm-.

Please complete a

short survey for s.
Link is in the Chat-bhax
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Please scan the code to sign up to our workshop(s)

1.Taxonomy and Content Management Workshop 2:30 —
5:00PM, Thursday 22 Sept 2022

2.Knowledge Harvesting Workshop 10:00-12:30PM Friday 23rd
September, 2022

3.KM strategy Workshop 2:30 — 5:00PM, Thursday 29 Sept
2022

Limited seat, please register now!

DAY s gt

Prof. Eric Tsui
Behaviour & Knowledge Engineering Research Centre
The Hong Kong Polytechnic University
Email: eric.tsui@polyu.edu.hk
Phone: +852 2766 4650

14/9/2022

Nicole Sy

edge Management Workshops

East Asia Knowledge Manager

East Asia Arup University
Email: Nicole.sy@arup.com

Phone: +852 2865 4244

X
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