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ABSTRACT

This study investigates knowledge transfer types that are most frequently adopted
by emplovees who have different 1asks in an organization. As the context of
conlemporary organizalions becomes exiremely complicated, effective management of
knowledge becomes critical in gaining and sustaining competitivensss. The importance
of effectively transferring knowledge can help organizations gain knowledge capital,
productivity, and perfonmance. It is proposed thal the four knowled ge transfer types are
effectively adopted by fowr different task situations: Le., socialization by ¢raf,
externalization by nonroutine, combination by engineering, amd intemalization by
routitee.

The research was conducted at a local universily using Guantitative Methodology
along with a survey instrument. Data were collected from 157 college alumni, whao
represented varicus Lypes of lask sitvations. Resulls of the data analyses confirmed that
the proposed knowledge transler types were matched with the anticipated ask situations
with the exception of the nonroutine group, The lindings also revealed that the
socialization and internalization types significantly contributed w knowledee vransfer and
only the socialization type positively contribute o knowledge creation. Further research
is needed e advance the area of the nonroutine task sitwaticn and to intensively
nvestigate in an organization, For a crucial positive social impact, knowledge gained
from this study will help organizations in planning effective knowledge transfer, which

will result in gaining organizational knowledge wealth, increasing revenuoes, decreasing



budgets, improving human resources, and transforming organizations into knowledge-

generation enlerprises,
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CHAPTER 1:
INTRODUCTION TO THIS STUDY

Due 1o the pressures of powerful global competition and a demanding customer
marketplace, traditional brick-and-mortar crganizations are seeking inncvative teols and
nesy strategies o compete and thrive in a contemporary business environment. In order 1o
survive in today’s rbulent business world, no one can neglect that the advancement of
technology extensively facilitates the delimitations of this globally networked world and
helps organizations arrive at a successful stage, Most organizations are placing a focus on
enhancing the advancerment of technology to help accelerate their enterprise performance,
productivity, and suecess and transform themselves into state-of-the-at organizations,
Generally, technology is greatly recognized as echnological machines or equipiments,
such as computers, electronic devices, or the Internet. However, the term technology does
nit represent only technological forces; it has a broad range of meaning addressing
different areas of interest and its characteristics can be described from multiple
perspectives,

Perrow (1967, pp. 194-1935) defines the term techaology, “considered the defining
characteristic of organizations,”” as a process of accomplishing jobs. Perrow’ s definition
of erganizational technology is influenced by two dimensions: the degree of task
analyzability, mnked from wnanalyzable tasks 1o analyzable wsks, and the number of sk
exceptions, positioned from few exceptional tasks to many exceptional 1asks (pp. 195-

19460, Within these two dimensions, he further distinguishes organizational technology



inta four categories: crafl techaology (unanalyzable and few exceptional tasks),
norrowiine fechnology (unanal yzahle and many exceplional tasks), rowrine rechmology
fanalyzable and few exceptional tasks), and engineering technology (analvzable and
many exceptional tasks) (pp. 195-19%6). To avoud the confusion over the terminelogy of
technology as a common echnolozical definition and Perrow’s definition, the term task
characteristics will be used throughout this study instead of the term organizational
technology when referencing Perrow’s terminology.

As previously described, the term echnology has conveyed on a much broader
meaning than just technological machines or equipments, I organizations are certain of
only the advancement of information technology in terms of technological perspectives
for their path to success, they are vulnerable to failures in competing in & constantly
changing marketplace. Even though information technology advancement has extensively
enalled organizations 1o serve the rapidly expanding needs and demands of customers,
stakeholders, and shareholders and to provide and ensure reliable, robust, and timely
services and solutions to customers, information technology alone is not adequate o fully
drive the success of organizations {McDermott, 19949). Information technology itself
cannol sufficiently deliver the suecess of knowledze management development. but can
definitely serve as a significant motivator and Tacilitator in the process of knowledge
sharing and transfer {Hendriks, 1999, Roberts, 20000, Equivalently in enriching the
development of information technelogy, McDermott addresses that organizations must

consider enhancing organizational procedures, changing cultures, and especially
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increasing knowledze 1o be able to position themsslves competitively and suceesstully in
a dynamic marketplace.

In order to remark. defend, and maintain a position of global competiiveness,
many organizations desire to become a leader, pioneer, or first entrant in the marketplace
to zain the advantazes of their new products and services (Gilbert, 1993 Mellahi &
Johnson, 2000, However, Gilbert argues that speed is not the only solution to sustain the
dynamics of wday’s competition due 1o the elegant reactions of competitors.
Organizations must seek altemative sustainable resources or approaches that can enable
them to perform at their highest capacity, Knowledge, which is considensd (0 be
intellectual asset and capital for orzanizations, can be an excellent allernative resource,
Unlike the advantages of new products and services, which are difficult to sustain, the
advantages of knowledge are maintainable and can help knowledge-enabled
organizations spceessiully remain in the intensive marketplace (Davenpon & Prusak,

2000, pp. 16-17; Lubit, 20017,

Knowledge is extensively recognized as a key success factor in achieving
competitive advantages for many organizations, such as Xerox and British Petroleum
(BP} Davenport & Prosak, 2000; Nonaka, 1994; Venkatraman & Henderson, 1998, p.
45). Aceording 10 Nonaka (pp. 16-17), knowledge can be distinguished into two
categories: tacil knowledge and explicit knowledge, Taci knowledge is personal
knowledge that resides in an individual’s head and is difficull to share, transfer, and
communicate from one individual to another; in contrast, explicit knowledge is defined as

eodified knowledge, which is usually captured and documented in transmittable forms



iNonaka, pp. 16-17)% Nonaka further articulates the transformation within and between
these two types of knowledge, which possibly creates four patterns of knowledge
econversion: secialization (acil knowledge to tacit knowledge), externalization (lacil
knowledge w explicit knowledge), imernalizarton (explicit knowledge o tacit
knowledgze), and combainadon (explicit knowledge w explicit knowledge) (pp. 18-20).
Regardless of the forms of knowledge or the patterns of knowledge conversion,
the importance of effectively and efficiently vtilizing, leveraging, and transferring
knowledge can help organizations achieve desined organizational objectives, Therefore,
organizations most likely mvest therr humean and financial resources i state-of-the-an
technological and nontechnological technigues 1o increasingly zain knowledge wealth,
However, they mistakenly assume that modern technological and well-known
nimtechnological technigues will universally serve as effective knowledge transfer and
creation woals for the entire organization, Normally, each organizalion consisis of
different departments or work units that have unique task characteristics and methods of
knowledge transfer, The confusion and mistake of using the same technology and tools in
universally enhancing knowledge transfer and creation for the entire organization can
cavse vast devastation and emormouws financial caswalty for them. It is therefore necessary
w0 arrive al a clear understanding of how different task characteristic groups transfer and
ereate their knowledge in order (o determine the proper technological and
nontechnological technigues and teols for each task characteristic group, which is the

main objective of this sudy.



The organization of chaper 1 is as follows. The first section will address the
statement of the problem of this study. The next section will deseribe the background of
the problem. The next two sections will state the purpose of the study fallowed by the
theoretical and conceptual support for the study. The assumplions, scope and
delimitations, limitations, research design, definitions of terms, hvpotheses and research
questions will be addressed in the following sections, Finally, the last section will address

the significance of the study.

Statement of the Problem

The problem e be addressed in this study is 10 determine whether or not different
task characienistic groups, distinguished by Perrow's (1967) theory, will most frequentdy
adopt different patterns of the knowledge conversion process, proposed by Nonaka's
(1994} knowledge conversion theory, for the accomplishment of knowledge transfer and
ereation. To be able to effectively and efficiently create and transfer knowledge, il is
necessary W understand the relationships between the knowledge conversion process, the
task characteristics, and the success of knowledpe transfer and creation. The focus of this
study is placed on a question related 1o the 1ask characteristics and the knowledge
conversion process: How does the impact of the knowledge conversion process on the
aceomplishment of knowledge transfer and creation differ depending o task
characteristics? This study argues that difTerent patiems of the knowledge conversion
process (socialization, interalization, externalization, and combination) can contribute

varying effects on different task characteristic groups, consisting of crafl, nonroutine,



routine, and engineering for the sccomplishment of knowledge transfer and creation.

Figure 1 illustrates the overall research model of this study.

Knowledge Conversion Task Knowledge
Priovess Characteristics Transfer and
Socialization, Inteenalization, Craft, Noneoutine, Creation
Exiernalization, and Routine, and
Combination Enginering

Figure I. The overall research model,

For example, individuals who perform primery tasks that are classifnied in the crafl
category may most requently adopt the socialization (lacit to tacit) pattern of the
knowledge conversion process as a learning wol compared 1o the other patterns when
they transfer knowledge among themselves 1o maximize their knowledge transfer and
creation process. The reason may be that the crafl functional group mainly requires and is
rich in personal intuition, which is defined as weit knowledge, Therefore, the most
frequently adopted pattern of the knowledge conversion process may be socialization for

the crafl category in accomplishing knowledge transfer and creation,

Background of the Problem
In this rapidly changing business world, organizations are facing challenges in
seeking innowvative and more effective approaches to enhance organizational performance
and productivity in order t achieve the leading industry position. Many organizations
such as Honda, Hewleu-Packard, General Electric, Motorola, and Xerox have realized
the importance of knowledge creation and have enhanced their processes of knowledge

credtion to improve their products, decrease time e market, and enhance collaboration



iNonaka, Byosiere, Borucki & Konne, 1994, p, 3371 Even though many organizations
have successfully enhanced knowledge management practices, some organizations are
struggling with developing a knowledge management concept, especially in the areas of
knowledge wansfer and creation, Therelore, iU is imporant (or organizations 0 determing
hoow Lo arrive at the success of knowledge transfer and creation practices,

The process of knowledge creation can be accomplished through patternis) of the
knowledge conversion process, comsisting of socialization, externalization,
internalization, and combination (MNonaka, 1994, pp. 19-20). According o Nonaka,
organizations can adopt different imdividoal patterns of the knowledge creation process or
different collective patterns of the knowledge creation process 10 create new
organizational knowledge, Since one or more patterns of the knowledge conversion
process can create new knowledge, it raises the specific question of whether or not
organizations as a whole or different task characteristic groups in an organizalion can
employ or emphasize a specific pattern of the knowledge conversion process 1o maximize
their knowledge ransfer and creation.

Due 1o the nature of the task characteristics described by Perrow (1967, each task
characteristic group primarily performs specific tasks, according to the degree of task
analyzability and the number of task exceptions, and therefore should most frequently
adopt one patterm of the knowledge creation process that is the most suitable approach in
accomplishing effective knowledge transfer and creation, Therefore, it is important for
organizations 1o determine the proper pattern of the knowledge creatiom priscess for each

sk charactenistic group so that knowledge will be effectively and efliciently created and
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transferred. This analysis would help organizations avoid devastating pitfalls of utilizing
improper or mistaken technigques and tools in promoting learning (Hansen, Nohria &
Tierney, 19959, p. 115).

In 1994, Nonpaks theonzed an organizational knowledge creation maodel, which is
a gpiral process of interacting between tacit and explicit knowledge from the individual
level to the inter-organization level (p. 200, He explained that this organizational
knowledge creation process could be accomplished through four patterns of knowledge
conversion: socialization, extemalization, combination, and internalization (pp. 18-19.
These four patterns of the Knowledge conversion process can possibly relate 1o
established organizational theories, such as organizational culture, information
processing, and organizational learing (Nonaka, p. 19, Since Nonaka proposed the
concept of knowledge conversion theory, there have been many research studies
conducted 1o substantiate the connection between the patierns of the knowledge
conversion process and organizational theories, such as wsk characteristios, information
technology, training, ba — a shared place for facilitating knowledge creation, and
perceived knowledge management effectiveness al different levels ¢ Becerra- Fernandez &
Sabherwal, 2001; Kostiginen, 2002; Lee, Chae & Suh, 2004; Mann, 2001 ; Sabherwal &
Becerra-Fernandesz, 2003,

Besides previously stated research studies on the concept of the knowledge
conversion theory, there are a number of research studies contributing to the body of
empirical research in the area of organizational theories, especially on the subject of

Perrow's (19671 wsk characteristics theory. Perrow’s task characteristics theory is



associated with the aspect of technological routineness, which involves vask exception
and task analyzability. According w Perrow (pp. 195-197), task exception and task
analyrability are used as keys e distinguish tasks into four categories: craft, nonroutine,
roting, and engineering, Since Perrow’s theory was proposed, the concept of task
characleristics has interested many researchers. Examples include the investizations of
the relationship between technological routineness and social structure, perceived
envirenmental uncertainty, work group structure, and work group effectives {Hage &
Adken, 1969 Leifer & MeDomough, 1979). The reason that Permow”s theory is
considered 1o be g suitable method in distinguishing different sk characteristics for this
study will be deseribed in chapier 2.

There have been many research studies condocted concerning the theories of
Nonaka's {1994) knowledge conversion process and Perrow’s (1967) task characteristics
independently (e.e., Becerra-Femandez & Sabherwal, 2000; Draft & Maclntosh, 1978;
Diaft & Maclntosh, 1981: Hage & Aiken, 1969 Sabherwal & Becerra-Fernandez, 20H13;
Van de Ven & Delbecg, 1974 ). However, a review of previous literature discloses that
there is a lack of research on the relation between the theories of Nonaka’s knowledge
conversion process and Perrow's task characteristics. The most practical research studies
that intimate the research question of this study are conducted in the areas of Nonaka's
knowledge conversion process and task characteristics distinguished by sk orentation
and task domain (Becerra-Fernander & Sabherwal, 20001) and in the areas of Nonaka’s
knowledge conversion process at individual, group, and crzanizational levels (Sabherwal

& Becerra-Fernandez, 20037,
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Therefore, a considerable gap between the Tour patterns of the knowledge

conversion process and the four categories of organizational technology is noted, Since
knowledge has become the primary vehicle in driving organizational productivity,
performancs, and profits, positioning the knowledge conversion process must be 4
priorily for organizations. Not only is the spiral process of knowledge conversion as a
whole at the heart of organizational knowledge ereation, but each pattern of the
knowledge conversion process individually and independently also creates new
knowledge (Nonaka, p. 200, Therefore, it is necessary and important Tor organizations w
recognize the most Grequently adopted pattern of the knowledge conversion progess Tor
each task characteristic growp in order 10 properly support the needs of their employees
and enhance the accomplishment of knowledge transfer and creation. This study will be
mainly based on Nonaka's (1994) theory and Perrow’s (1967) theory and additionally

will be built on the study of Becerra-Femander and Sabherwal (20010 ).

Purpose of the Study

The main propose of this study was 1o provide opportunities in identifying,
accelerating, and expanding the drive tovward becoming knowledge-era organizations. In
addition, this study provided a better understanding of the knowledge conversion process
and the knowledge transfer and creation associated with task characteristics and added to
the knowledge base of knowledge management especially in the area of the knowledge
conversion process, The results of this stady can help organizations understand the
impact of the knowledge conversion process on the accomplishment of knowledge

transfer and creation. Subsequently, ereganizations will be able to ulilize a proper pattern



11
of the knowledge conversion process for each task characteristic group in enhancing

knowledge transfer and creation.

The reason why this research study is necessary is because organizations have
lirnited time to react to changing demands and needs in a dynamic marketplace since
oy’ s business environment is changing rapidly, Organizations are constantly
performing the following improvemenis, which include but are not limited (o, enhancing
their information technology, improving organizational infrastructure, increasing
productivity of knowledgeable employees, promoting a knowledge-sharing environment,
and sustaining knowledge (Davenport & Prosak, 2000; Drucker, 1999 Lubit, 2001,
MeDermaott, 199495, In onder o accomplish these improvements, especially promoting a
knowledge-sharing environment and sustaining knowledge, organizations must
understand and recognize the meaning and importance of knowledge, especially how
knowledge is effectively created and transferred gmong emplovees, [n g restricted
context, il is important for organizations 1o improve understanding of the impact of the
knowledee conversion process on the accomplishment of knowledge transfer and creation

according 1o task characteristics,

Theoretical or Concepiual Support for the Study

Chrganizational Technology
Perrow (1967) conducted a study of the comparative analvsis of organizations and
defined ancther meaning of the term fechnefogy as “the work done on raw materials”™ or

“the actions that an individual performs upon an object, with or without the aid of tools or



