International Journal of Knowledge Engineering, Vol. 2, No. 2, June 2016

An Empirical Case Study of Knowledge Transfer within an
Organization
Sangeetha Kodam, Alan Eardley, and Rajnandu Bolli


80% of the knowledge in the organization that is present
within is tacit. It deals in helping in knowing how to respond
to a condition on an action. It is inferred from the knowledge
worker by business analyst or knowledge engineer. Tacit
knowledge can be used for the basis for a judgment and
informed action. Interpreting the specific data can be
understood by tacit knowledge and can be used as explicit
knowledge in future. Identifying the buying or shopping
habits of a customer in a particular season, this helps in
improving the sales by knowing and taking customer requests
as patterns. Diagnosis of the patient illness is another example
where tacit knowledge applied; the patient can be treated once
the patient‟s health condition is studied. Once the outcome is
known it is a straight way to recognize the criteria used to
select the response to a situation or an issue, which can be
turned into explicit knowledge. So, knowledge management
is essential to an organization as it does not depend on
individuals and their capability. There is no common
framework to be used by the organization to develop the
knowledge. The firm has to follow one of the knowledge
management frameworks (KMF). In each framework one
aspect is concentrated. There are two types of frameworks
(Fig. 1)
Descriptive Frameworks: This framework depicts the
behaviour of the knowledge management methodology.
Prescriptive Frameworks: These frameworks illustrate the
methodologies to follow in conducting knowledge
management.

Abstract—The paper focuses on how the knowledge is being
transferred from peer to peer in an organization. Knowledge
can be transferred in a number of ways. Knowledge is being
considered as the essential resource by most of the organizations.
Knowledge gives the richness to the organization, has to be
managed to fulfill its aims and targets. Knowledge of individual /
organization can be improved by transferring it. We also
emphasize the knowledge transformation between entities to
discover the central aspect of knowledge transfer by considering
two different IT companies as a case study.
Index Terms—Explicit knowledge, knowledge transfer,
knowledge management frameworks (KMFs), tacit knowledge.

I. INTRODUCTION
The organization constitutes the knowledge of employee‟s,
system‟s and the organization‟s. This knowledge has to be
managed to enhance and to win on our competitors.
Knowledge can be captured, shared, collaborated, re-used
and socialized. Almost in every organization knowledge is
considered as tactically important resource and learning as
important capability for business organization. Many
organizations began variety of knowledge management
projects and programs. Knowledge is viewed as their most
valuable and strategic by business organizations [1].
Knowledge Management depends on business environment in
order to globalize and to face fierce competition. It is essential
for an organization to develop a knowledge management
system which is simple, moderate and advanced. Two sorts of
knowledge can be found in organizations- Explicit and Tacit
knowledge.
1) Explicit Knowledge: Explicit Knowledge is the
knowledge that has been articulated. It can be expressed
orally or written down or documented using information
technology tools. The knowledge found through books,
diagrams, case studies, documents, and libraries, chapters
from the book, web portals and project reports are explicit. It
lives in people‟s head and books. Explicit Knowledge shows
what we know or what knowledge is it. It is believed that in
any organization only 20% of explicit knowledge exists.
2) Tacit Knowledge: Tacit knowledge or implicit
knowledge lives in people‟s practices. It is harder to grasp as
it is the experience of other‟s. It is resided on people‟s head.

Fig. 1. Knowledge management frameworks.

Few organizations appoint chief knowledge officers
(CKOs) and perform knowledge management activities in
their organization [2]. Understanding knowledge
management is crucial for an organization. Following
knowledge management framework helps in growing the
company reputation by means of knowledge. An employee‟s
abilities also enhanced with appropriate methodology.
Knowledge sharing and transferring improves the richness of
the knowledge what the organization holds.
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one‟s tacit knowledge. Then the pros and cons of the software
can be identified using earlier software documents or tacit
knowledge gained from similar projects.
Phase 3. Once the project development process is ready
should be approved by high authority. And all the team
members who involved in this development maintains
confidentiality (sometimes requested within organization
also).
Phase 4. When implementing the product, informal
meetings may take place to ensure the quality of the product.
Group discussions take place to know the status of each
module in order to accomplish the project in estimated time.
At this phase, one‟s acquaintance gained through the current
process can be transferred to the rest to avoid period
deferments. Once the entire team is ready for the product
released, is now delivered to the customer.
Phase 5. If the product is service-based supporters are
assigned for the assistance for the customer; otherwise all the
possible future extensions are analyzed and documented.

II. KNOWLEDGE TRANSFER
Knowledge transfer is not a linear development which can
be observed by an administrator. Knowledge can be modified
when it is shared with others. Knowledge transfer can be
considered as simple as discussing even on a dining table
during the lunch (at organization). In the context of an
organization the management has to facilitate with the team
where the internal and external experts, local researchers are
involved, so the trainer or the fresher can gain knowledge
from them by discussing or communicating with them.
Different authors, researchers identified the knowledge as an
important tool and recognized the significance of knowledge
transfer between employees within the organization.
Knowledge transfer is based on the trust. The entities that
share/transfer the knowledge need to have a good relationship
[3], [4]. This inter communication effects the success rate of
the knowledge transfer. David [3] identified the knowledge
crating and sharing as an essential key to organization for
their progress. He considered four components – idea creation,
idea sharing, idea evaluation, idea discussion and idea
adoption for knowledge transfer. Szulanski‟s model of
knowledge transfer is used to analyze the difficulty in
transferring the knowledge within organization. Four factors
that affect the internal effectiveness (or stickiness) for
knowledge transfer:
1) Characteristics of knowledge transfer
2) Characteristics of knowledge source
3) Characteristics of knowledge recipient
4) Characteristics of the context

III. CASE STUDY OF KNOWLEDGE TRANSFER TECHNIQUE AT
DIFFERENT ORGANIZATION

Fig. 2. Knowledge sharing at cyber heights.

All the above phases passed by the organization sharing the
knowledge (phase-1, 2) and transferring the knowledge
(phase-4). When the knowledge is being transferred receiver
must understand the sender‟s context which may lead to the
product failure if miscarried.

A. Case Study 1
Knowledge transfer at Cyber Heights Software
Technologies:
This organization progress the work as client – centric
approach. Knowledge sharing begins in the early stages of
software development.
Phase 1. In this initial stage, two or three members of the
team meet the client (or client‟s office) to assimilate the
requirements for the software. This team probably consists of
one technical person and the business analyst. On one hand
the Technical person identifies the technology/software being
used by that client and their satisfaction. On the other hand,
market people attempt to recognize the constraints from the
customer like time and budget. Requirements are
accumulated in this phase.
Phase 2. After gathering and understanding the client‟s
requirement, organization selects team members to be
assigned and work on that particular project. A formal
meeting is conducted where the members (who gathered the
requirements) illustrate the requirements in detail. Anyone in
the team can share their idea for a possible solution for the
problem. Which technologies should be used, execution time
and budget identified by the end of the meeting. The suitable
idea may come up with either their explicit or implicit
knowledge. But, most of the time, it is being selected from

B. Case Study 2
Knowledge Transfer Technique in QA team of an
International IT company
Stage 1. Idea invention: Innovative people come up with an
idea by using their tacit/explicit knowledge.
Stage 2. Idea Discussion: In a formal meeting the innovated
idea is explained by the source to the rest of the team members.
In this idea sharing time the evaluation of idea may also take
place. The consequences of idea development can be
anticipated by member‟s tacit knowledge here. One of the
Szulanski‟s [5] effective factors for knowledge transfer is
strictly followed – Proved data. As the sender who presents or
shares the knowledge do Noso by their experience (tacit
knowledge).
Stage 3. Idea Occupation: Once the knowledge is
transferred among the team, the individuals can explore the
tacit knowledge on the same by experimenting according to
their tacit knowledge. Tacit knowledge is being transformed
to others and gains implicit knowledge. The knowledge
transferred is experimented and analyzed by the members of
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the team hence enhances their tacit knowledge (Fig. 3).
Stage 4. Once the knowledge is transferred and proved in
the team, then the whole practice (solution to a problem) can
be articulated in the form of documents. This organization
maintains a rich set of documents for future references called
“Wiki pages” which are available only on the intranet. In
some circumstances, these wiki pages also require the
authorization from the author. The other form of
documentation includes manuals and user guides for the
specified project. Wiki pages give a lot of scope to the newly
joined people and to trainee/interns to understand the product
development process and gets some idea about the context of
the knowledge. This process can also be worked out with
other teams (Development team and product).
Stage 5. Trust- is the company‟s main policy to be followed
by all the employees. Individuals are unrestricted to discover
their notions and are supported by all available resources.
According to my experience as an intern, the knowledge
context being shared is very important.

learning on the receiver part. Learning turns information into
knowledge. The information contains no inherent meaning [7].
When the knowledge is transferred between individuals; it
does not replicate the knowledge in the receiving unit. The
key element in knowledge transfer is to which extent the
receiver understands the knowledge and how effectively using
for their operations. According to Sveiby [8], [9] knowledge
is dynamic and it is about what we know, where the
information is static and independent of the individuals. The
Nonaka‟s [9] case study of „bread making‟ strategy is
criticized as unrealistic by some researchers. Because, we
cannot predict that the apprentice has used her own tacit
knowledge and copied the bread making or converted the tacit
knowledge of the baker. Information always provokes
different meanings in human depending on our interests,
feelings, attitudes, sense of relevance. Szulanski‟s model of
knowledge transfer is used to analyze the difficulty in
transferring the knowledge within organization. Four factors
that affect the internal effectiveness (or stickiness) for
knowledge transfer:
1) Characteristics of knowledge transfer
2) Characteristics of knowledge source
3) Characteristics of knowledge recipient
4) Characteristics of the context
Hugh Mackay [10] suggests that it is not important to know
what happened to the receiver with information but it should
be observed how the information is used by our message; that
determines the success in transferring the information. He
also adds it does not matter the meaning we sent rather it‟s the
audience meaning in to message. Conversion of meaning to
knowledge completely depends on the individuals. How they
want to convert it will take the same form, if they want it to
remain as explicit then they don‟t find the meaning. But if they
want the meaning, they will learn and gain knowledge. This
helps them to gain some tacit knowledge by the message.

Fig. 3. Knowledge transfer in QA team.

IV. HOW MUCH KNOWLEDGE IS TRANSFERRED?
Knowledge can be transferred in four different modesSocialization (Tacit-Tacit), Externalization (Tacit-Explicit),
Combination
(Explicit-Tacit),
Internalization
(Explicit-Explicit).
A. Do the Knowledge Converted into Meaning While
Transferring?
Most companies follow a system for organizing and
distributing explicit knowledge [6]. When the data is
transferred we can assure that information is transferred but
cannot ensure whether the meaning is transferred or not. It is
the responsibility of the receiver to understand the meaning of
the information.
For example:
Consider, the sender is sending an information “If you miss
the deadline you miss your project” to the receiver. It now
depends on the receiving unit ability to understand the
information transferred and converting it into his knowledge.
If Receiver does not know when the deadline is, there is no
meaning in it. If he knows the deadline, he probably finishes
his task on time as he understands it and don‟t want to miss the
project. Knowledge is the uniquely human capability of
making meaning from the information [7].

V. CONCLUSION
Management Frameworks (KMFs) helps an organization in
managing, storing and sharing knowledge [11]. Knowledge
transfer enhances the richness of organization technically.
Within the firm or external firm, the knowledge should be
shared to achieve the top position in today‟s competitive
world. Employees are to be upgraded by sharing knowledge
among them or by following one of the knowledge transfer
strategies to enhance their ability to work and gain experience.
The information can be converted easily into knowledge with
learning. So, the organization, members in it has to keep on
learning. The context of the message and the ability of the
receiver have a high impact on knowledge transfer. I conclude
that success rate of knowledge transfer depends on the tacit
and explicit knowledge of the receiver and also on the
relationship among the entities. It is useless if the receiver
does not understand the information, it will be an asset to the
organization only if they understand and utilize it properly.

B. Do the Receiver Understand Exactly as Intended by the
Sender?
Understanding the data (symbols, languages etc.),
understanding the context, understanding the process implies
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