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Abstract

This paper outlines findings of a survey of knowledge management practices in
New Zealand. Both the government and private sectors were surveyed using a
survey instrument originally developed by the School of Management,
University of Cranfield, United Kingdom, and enhanced by the School of
Information Management and Systems at Monash University, Melbourne. A
total of 410 surveys were distributed.

Findings show a knowledge management landscape that displays both a
consensus on what constitutes knowledge management and contradictory
statements on its various aspects. It appears from this exploratory survey that
knowledge management is still maturing in New Zealand.
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Knowledge Management: A New Zealand Survey
Into Current Practices

Introduction and background

The knowledge economy is the subject of considerable debate in New Zealand,
as is evidenced by The Catching the Knowledge Wave Project. This is a highly
publicised project initiated by the University of Auckland in partnership with
Government and supported by business. A stated aim of the project is to
determine how New Zealand can benefit from knowledge creation and
innovation, as this is seen as the key to success in a global economy (Knowledge
Wave Trust, 2001).

Nonaka and Takeuchi (1995) have posited that effective knowledge
management (KM) is a precursor of innovation. New Zealand businesses have
been criticised for their lack of innovation. Patterson (2001) describes New
Zealand as having an inefficient and inadequate system for fostering national
innovation. Although ‘Kiwi ingenuity’ is referred to with pride as a national
characteristic, Patterson points out that this type of innovation is unlikely to
lead to economic growth as it implies that improvisation will solve all
problems.

It has also been claimed that New Zealand companies need to improve their
understanding of the concept of intellectual capital and their subsequent use of
it: that they are not making the best use of their organisational knowledge
(Ingham, 2001). Ingham concludes that in order to build a sustainable economic
future

New Zealand firms need to learn the art of knowledge management, effectively
exploiting the knowledge of employees and cultivating a culture of knowledge
sharing. In particular, firms must have managers who are able to manage the
innovation process, position products in markets, build reputable brands and
improve quality.

It is indicative of the embryonic state of acceptance of the knowledge economy
concept that the national government agency responsible for collating data on
the whole country, Statistics New Zealand, confines itself to a relatively narrow
group of measurements (Statistics New Zealand, 2003).
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The purpose of this research project was to investigate the current situation in
New Zealand regarding knowledge management, in order to find out whether
or not New Zealand firms are ‘learn[ing] the art of knowledge management’.

Knowledge management surveys
Knowledge management has been the subject of a great deal of survey research.
Chauvel and Despres (2002) identified 59 surveys of knowledge management in
English, French or Spanish conducted by researchers in the period 1997 to 2001.

It should be particularly interesting and useful to conduct the same survey in
different countries and compare the resulting data because of the importance of
culture. Organisational culture has been acknowledged to play a key role in KM
(Skyrme, 1999, p. 184) and is influenced by the country in which the
organisation is based. Hofstede, Neuijen, Ohayv, and Sanders (1990) suggest
that organisational culture is composed of three layers:

• an initial layer of national culture

• an occupational cultures layer

• a top layer of characteristics unique to the organisation.

Recently, Holden (2002) has examined cultural differences as an integral part
of KM.
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Methodology

The survey instrument used for this research project was that developed by the
School of Information Management and Systems at Monash University,
Melbourne, Australia (Zyngier, 2001), which was based in turn on that
developed by the School of Management, University of Cranfield, UK1. The fact
that this survey has been used to collect data in both Europe and Australia
presents a rich opportunity for future comparative analysis of the uptake of
knowledge management in different countries. While KM is recognised as
emerging in the Northern Hemisphere, developments in Australia now include
formal recognition of KM and the associated concepts of the knowledge
economy and society, as is evidenced by the recent development of a series of
standards focused on knowledge management (Standards Australia, 2003) and
a statistical framework for measuring the knowledge society (Australian Bureau
of Statistics, 2003).

Bearing in mind future comparative study, the target population selected for
the New Zealand survey was as similar as possible to that selected for the
Australian study. A total of 410 surveys were distributed to private and public
sector organisations. Private sector bodies were those included in the New
Zealand Management December 2001 listing of the top 200 companies and top
30 financial institutions. These are the major New Zealand corporates in terms
of financial performance. All central government ministries and departments,
local government bodies, polytechnics and universities, healthcare
administrative organisations and Crown research institutes were identified via
the New Zealand government portal2 and included in the survey population.

In order to maximise response, the surveys were mailed to a named individual
where possible, with an accompanying letter and reply-paid envelope.
Determining who the survey was addressed to was prioritised according to the
following strategy:

• First choice was a chief knowledge officer (CKO) or chief information officer
(CIO) where a name could be identified.

• Second choice was a named chief executive officer (CEO).

• In the absence of a named individual being identified for either of the above
positions, the survey was addressed to the position title ‘Chief Executive
Officer’.

1 Permission was sought and received from both Cranfield Institute and Monash University for use of
survey instruments.

2 www.govt.nz
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The aim of the survey was twofold:

1. to gather information on the views and opinions of knowledge management

2. to gather information on current practice.

Respondents were asked to indicate whether they were responding on behalf of
their organisation, or whether their answers reflected their personal opinion.

The preliminary section of the survey focused on demographic data relating to
the respondent and their employing organisation. Respondents were then
asked to select a definition of knowledge management and to complete the rest
of the questionnaire in terms of the definition indicated.

Respondents were asked to indicate where knowledge resources were kept and
the importance of knowledge to their organisation. The next two sections of
questions addressed the exploitation of knowledge and the management of
knowledge as an asset. Respondents were also asked to indicate the
appropriateness of various cultural characteristics in relation to their
organisation and to comment on the amount of financial resource allocated to
knowledge management. The final section of the questionnaire gathered
qualitative data, and respondents were asked to identify and comment on any
obstacles to current and future knowledge management.

In order to maximise the number of completed and returned responses, a
strategy of follow-up contact was devised. Surveys were numbered, and the
number linked to a spreadsheet database of organisational contact details. The
return of each individual survey was noted on the spreadsheet, enabling the
identification of non-responding organisations. All surveys were accompanied
by an explanatory letter, which indicated the final date for return of the
surveys. After this date had passed, a research assistant contacted most non-
respondents to remind them about the survey and to encourage them to
complete the questionnaire and return it. This strategy greatly assisted the
achievement of an acceptable response rate.

The survey data was entered into SPSS by the data collator, who also undertook
tabulation of the quantitative data. Analysis of quantitative and qualitative data
was carried out by the research team.
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Results

This section looks at the overall findings from our survey. The first part is a
quantitative analysis of the results obtained. The second part focuses on the
qualitative data.

Quantitative data

Overall response

Of the initial population, 35 organisations responded that they were unable to
reply, giving various reasons, including organisational policy. A further two
surveys were returned as incorrectly addressed. The initial positive response
rate was about 18%. After the deadline for the return of the survey had passed,
a follow-up telephone call was made to non-respondents, and the final positive
response rate was 28.8%.

Industry demographics
Respondents were asked to self-classify according to their function (that is, to
identify the industry sector in which they mainly operate). Subsequent analysis,
however, identified that a grouping by organisation type would also prove
useful. Consequently, those organisations in the public sector were reclassified
by area of activity rather than function.

The following table shows the distribution and return of surveys by industry
grouping and reflects the re-classification process referred to above.
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Table 1: Distribution of surveys and response rates throughout industries

Positive Total Positive
Negative Positive response  response Percentage return of
response response percentage per cent sent all sent

Local government 5 32 27.4% 24.3% 21.3% 7.9%

Central government 2 23 19.7% 16.4% 12.7% 5.7%

Education 1 14 12.0% 9.9% 8.7% 3.5%

Retail/Wholesale 1 7 6.0% 5.3% 7.7% 1.7%

Other 4 7 6.0% 7.2% 8.9% 1.7%

Health 1 7 6.0% 5.3% 3.2% 1.7%

Research 1 6 5.1% 4.6% 2.7% 1.5%

Manufacturing/Engineering 11 5 4.3% 10.5% 10.7% 1.2%

Energy/Utilities 2 4 3.4% 3.9% 5.5% 1.0%

Telecommunications 0 4 3.4% 2.6% 2.0% 1.0%

Finance/Banking/Insurance 3 4 3.4% 4.6% 8.7% 1.0%

Transport/Distribution 4 2 1.7% 3.9% 5.0% 0.5%

Pharmaceuticals/Chemicals 0 1 0.9% 0.7% 2.5% 0.2%

Construction 0 1 0.9% 0.7% 0.5% 0.2%

Total 35 117 100% 100% 100% 29.0%

Fig. 1: Positive responses, by industry sector
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Figure 1 shows positive responses by sector. It is interesting to note that
although the survey population was divided into two sectors of almost equal
size (public and private), the return rate did not reflect this. A substantially
greater proportion of responses to the survey was received from the public
sector: about 70% overall, including 15.9% from central government and 27.6%
from local government.

Most organisations (64.7 %) responding have seen a growth in the number of
knowledge workers employed in the last 5 to 10 years, 31% reporting that this
category of employees had remained at about the same level. This rise in the
number of knowledge workers is evidence of the emerging importance of
knowledge management in New Zealand organisations.

Respondent demographics
The majority of respondents held the position of Chief Executive Officer (CEO)
or Deputy CEO (43.6%), 17.9% the position of Chief Information Officer or
Chief Knowledge Officer, and 7.7% the position of Human Resource (HR)
Manager. About 31% of respondents indicated that they occupied other roles,
including those of corporate, financial and general manager, information
manager, communications manager and company secretary. Of this 31%, 4.3%
were general managers, and 6% had a role title that indicated responsibility for
strategic development. Fig. 2 and Table 2 include this additional breakdown.

Fig. 2  Position of survey respondents
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Table 2:  Position of survey respondents

Percentage
Role Frequency (%)

CEO/Deputy CEO 51 43.6

CIO/CKO 21 17.9

Manager HR 9 7.7

Other 24 20.5

General Manager 5 4.3

Strategy 7 6.0

Total 117 100

Of interest here is the relatively low percentage of HR managers responding.
This could indicate HR’s lack of primary responsibility for the knowledge
management function. However, it is not possible to draw any definitive
conclusions, given the distribution strategy for the survey: HR managers were
not specifically targeted to respond to the survey.

As Table 3 and Fig. 3 show, only 2.6% of the respondents were under 30 years
of age. Thirty-seven point one per cent were over 50 years old, whilst the
highest percentage (45.7%) were aged between 40 and 49. This fits the
expectation that responses would come from the higher age ranges. Senior
management was targeted because most senior managers would have worked
up the ranks to their present position.

For graphing, the minimum age was assumed to be 20 years and the maximum
age 69 years.
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Table 3:  Age of respondents

Percentage
Frequency (%)

Under 30 3 2.6

30–39 17 14.7

40–49 53 45.7

50–59 37 31.9

60 or over 6 5.2

Total 116 100

Fig. 3  Age of respondents

Thirty-three and a third per cent of respondents had worked for their
organisation for less than 3 years, and 55.2% had been in their present position
for less than 3 years. Therefore, 21.5% of respondents had stayed with their
organisation and had had a role change in the previous 3 years.
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Table 4: Length of time respondent has Table 5: Length of time respondent has
been with organisation been in their present position

Less than 3 years 33.3

3 to 5 years 14.5

6 to 10 years 17.9

More than 10 years 34.2

          

Less than 3 years 55.2

3 to 5 years 23.3

6 to 10 years 13.8

More than 10 years 7.8

 

Fig. 4  Length of time respondent employed by organisation

Fig. 5  Length of time respondent in present position
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Table 6: Cross-tabulation between age and  length of time respondent has been with organisation

How long respondent has been with organisation
Total

Less than 3 yrs 3 to 5 yrs 6 to 10 yrs More than 10 yrs

Under 30   2.6 - - -   2.6

30 -39 10.3   0.9   1.7   1.7 14.6

Age 40–49 15.5   6.0   8.6 15.6 45.7

50–59   4.3   6.9   6.9 13.8 31.9

60 or over -   0.9   0.9   3.4   5.2

Total 32.7 14.7 18.1 34.5 100

Table 7: Cross-tabulation between length of time respondent has been with organisation
and their length of time in the position

How long respondent has been with organisation
Total

Less than 3 yrs 3 to 5 yrs 6 to 10 yrs More than 10 yrs

Less than 3 yrs 33.0   2.6   6.1 13.1   54.8

3 to 5 years - 12.2   3.5   7.8   23.5

6 to 10 yrs - -   7.8   6.1   13.9

More than 10 yrs - - -   7.8    7.8

Total 33.0 14.8 17.4 34.8 100

Present
position
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: less

: 3 to

: 6 to

: more

Fig. 6 Combination pie graph showing configuration of years
employed divided by time in present position

This first section of the questionnaire concluded by asking respondents to
indicate whether they were replying on behalf of their organisation or whether
their replies were based on their personal opinion. Just over 54% of respondents
indicated they were responding on behalf of their organisation.

Table 8: Response to remainder of questionnaire, as percentage

Response to remainder of questionnaire

On behalf of organisation Based on personal opinion Blank

54.4 41.4 5.2
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Fig. 7  Response to remainder of questionnaire, as percentage

Defining ‘knowledge management’
In the second section, respondents were asked to select a definition of
knowledge management and then to base their answers to the remainder of the
survey on that definition. Respondents were given a choice of four definitions:
that it is

1. a technological concept: ‘the use of information technology to capture data
and information in order to manage knowledge’

2. a business-focused approach: ‘the collection of processes that govern the
creation, dissemination, and utilisation of knowledge to fulfil organisational
objectives’

3. a situation where no visible processes are used but it is ’simply the ability to
manage “knowledge’’ ’

4. about intellectual assets:  ‘taking the form of documents and information
bases’.

The majority of respondents (82.8%) selected the second definition, a business-
focused approach, as the most accurate in terms of their understanding.
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Table 9: Definitions of knowledge management

Per cent
Frequency (%)

A technological concept 6 5.2

A business-focused approach 96 82.8

A situation where no
visible process is used 4 3.4

About intellectual assets 10 8.6

Fig. 8  Definitions of knowledge management

Not everyone felt that these definitions were accurate enough. One organisation
declined to select a definition on these grounds and two others offered their
own definitions:

KM is the sharing and using of intellectual assets of an organisation — it is a
discipline that requires an integrated approach to identifying, managing and sharing
all of an organisation’s information assets.

KM is about people, process and technology, not one or the other, to leverage the
company’s IP to reach corporate goals. It covers tacit, semi-structured, and structured
knowledge (of which data and information are a subset).

Another said that it was a situation where no visible process is used, but a business-
focused approach was why they needed it.
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Relevance of knowledge issues

Location of knowledge resources

In order to find out whether knowledge required to address issues was found
mainly inside or outside the organisation, respondents were asked to indicate
the percentage ratio split for internal/external knowledge. Almost nine out of
10 respondents said that 50% or more of the knowledge they require comes
from within the organisation, while almost two out of five said that 75% or
more of their knowledge requirements were met from within the organisation.

Fig. 9 Percentage of organisational knowledge found within the
organisation, over all organisations

This indicates that the vast majority of respondents find that internal
organisational resources supply most of the knowledge they require.
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Importance of knowledge to business

Respondents were asked to rank the importance of knowledge management (on
a scale of 1 to 5) to various aspects of their business. Rankings are shown in
Table 10 and Fig. 10.

Table 10: The importance of knowledge to achievement of business goals, shown as a percentage

Ranked Ranked Ranked Ranked Ranked Total ranked
1st 2nd 3rd 4th 5th in Top 5

Growing revenue 1.7 7.0 7.8 7.8 7.8 32.1

Improving market share 3.5 2.6 5.2 5.2 7.8 24.3

Identifying new markets 4.3 4.3 6.1 3.5 9.6 27.8

Surviving 7.8 5.2 3.5 2.6 12.2 31.3

Increasing profits 7.8 7.8 7.0 4.3 9.6 36.5

Instigating change 8.7 14.8 13.0 19.1 13.0 68.6

Developing new product/services 9.6 6.1 13.9 12.2 14.8 56.6

Gaining competitive advantage 10.4 11.3 8.7 4.3 7.8 42.5

Improving efficiency 16.5 27.0 19.1 11.3 8.7 82.6

Being more effective 27.0 20.9 9.6 8.7 9.6 75.8

Succeeding 28.7 9.6 13.0 10.4 7.8 69.5

Nearly 40% of respondents indicated that knowledge management was of high
importance to their organisation’s success, while only about 13% considered it
important to the survival of their organisation. Given the link between
innovation and knowledge management, it is interesting that only just over 15%
of respondents ranked the relationship of knowledge management to
‘developing new products and services’ as being of high importance. This
finding relates to the survey of New Zealand companies carried out by Darroch
and McNaughton (2002), who found no evidence to support their hypothesis
that knowledge management processes positively affect innovation (p. 217).
These findings from two separate surveys indicate that in New Zealand, at
least, the link between innovation and knowledge management seems
negligible. With the government emphasis on making New Zealand a
knowledge economy, it appears that this is a major area for further research.

Almost 65% of respondents considered that knowledge management was of
high importance with regard to financial goals (growing revenue, improving
market share, increasing profits and improving efficiency).
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Fig. 10 and Table 11, studied together with Table 12 (exploitation of
knowledge), clearly show that organisations are focused on using KM to
improve internal processes or existing customer base but are acquiring little
external knowledge and are not extending their competitive advantage through
developing new products and services.
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Fig. 10  Percentage of rank allocation to importance of knowledge in achieving business goals

Table 11: Overall ranking of important business goals

1 Improving efficiency

2 Being more effective

3 Succeeding

4 Instigating change

5 Developing new product/services

6 Gaining competitive advantage

7 Increasing profits

8 Surviving

9 Growing revenue

10 Identifying new markets

11 Improving market share
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The exploitation of knowledge
In areas where knowledge management was identified as important in
considering the successful exploitation of knowledge, respondents were asked
to indicate which were the most significant issues and challenges. Results are
shown in Table 12 and Fig. 11 below.

Table 12: Importance placed on areas where KM is identified

Strongly Strongly
Agree Agree Unsure Disagree  Disagree

Sharing knowledge outside the organisation 23.3 50.9 1.6 23.3 0.9

Having the knowledge 31.6 49.6 2.6 14.5 1.7

Creating new knowledge 36.0 48.2 2.7 10.5 2.6

Acquiring knowledge externally 40.4 52.3 2.8   4.5 -

Processing the knowledge 49.6 45.3 0.8   4.3 -

Updating knowledge 53.0 41.9 0.8   4.3 -

Re-using the knowledge 54.3 37.1 1.7   6.9 -

Finding knowledge internally 63.2 36.8 - - -

Applying the knowledge to some benefit 70.7 26.7 2.6 - -

Sharing knowledge internally 80.2 17.2 1.7 - 0.9

Fig. 11  Importance placed on areas where KM is identified
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Finding knowledge internally was considered the biggest issue, with 100%
agreement (63.2% strongly agreeing and 36.8% agreeing). While finding
knowledge internally was considered the biggest issue overall, sharing knowledge
internally was more frequently strongly agreed with, at 80.2%. This indicates
that most respondents to our survey were experiencing some degree of
frustration in accessing knowledge they believe is available within their
organisation.

The least important issue was considered to be sharing knowledge outside the
organisation, with 24.2% disagreeing to some extent. Disagreement with the
statements having the knowledge and creating the knowledge as being significant
issues in relation to the exploitation of knowledge was relatively high (16.2%
and 13.1% respectively). All other options had less than 7% disagreement, if any
at all.

Respondents were asked to rate areas of knowledge in terms of the importance
of achieving business objectives over the next 3 to 5 years. Customer needs and
preferences and what the business needs to know had the highest ranking in the
very important category. However, use of existing data/information was
considered important or very important by most respondents.

Knowledge about competitors (55.2% importance) and performance of market sectors
(66.9% importance) were selected as having the least importance. All other
options were considered to have an importance of 89.5% or more.

Fig. 12  Knowledge required for business objectives
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Table 13: Knowledge required for business objectives

Very Not at all
important Important Unsure Unimportant important

Performance of market sectors 21.7 45.2 1.8 19.1 12.2

Competitiveness awareness 21.9 33.3 1.0 26.3 17.5

Issues related to management 36.0 54.4 - 9.6 -

Applications of technology 46.5 43.0 0.8 8.8   0.9

Awareness of external regulation 49.1 43.1 - 6.9   0.9

Performance of the company 60.3 31.9 3.5 2.6   1.7

Use of existing data/information 63.2 35.9 - 0.9 -

What the business needs to know 72.2 23.5 1.7 2.6 -

Customer needs and preferences 75.9 19.0 0.8 2.6 1.7

Respondents were asked to identify specific knowledge management initiatives
and strategies that are being planned or currently undertaken (see Table 14 and
Fig. 13). Nearly all respondents reported that their organisations planned to
acquire and exploit knowledge, and believe that a value can be attached to
knowledge. Just under 90% considered that their business displayed awareness
of existing organisational knowledge.

Three initiatives related to codification, in particular tracking people with
specific knowledge and tracking the re-use of organisational knowledge. Here,
positive responses varied from around 50% to 70%, which indicates that this is a
much more problematic area to embark on. Respondents were asked if their
organisation appeared to be ‘reinventing the wheel’, to which a quite surprising
64.3% replied in the negative.
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Table 14: Knowledge management initiatives at work in organisations, as a percentage

Yes No No idea

Plan to acquire and exploit knowledge which is required? 94.8 4.3 0.9

Believe that a value can be attached to knowledge? 91.4 5.2 3.4

Display awareness of the knowledge that already exists
within the organisation? 87.9 11.2 0.9

Have any recognised mechanisms or projects in place for sharing
best practice based on past experiences 72.8 26.3 0.9

Have methods of acquiring or developing skills in knowledge management? 68.1 30.2 1.7

Have any means of tracking the re-use of organisational know-how? 67.2 30.2 2.6

Possess a unique body of confidential knowledge which gives it an edge? 58.8 39.5 1.7

Have any means of tracking the re-use of organisational know-how
across departments/units? 56.5 42.6 0.9

Track people who are knowledgeable about key processes, markets
or  technologies? 54.8 43.5 1.7

In many areas of activity, just appears to be replicating what others have
done before? 32.2 64.3 3.5

Fig. 13  KM initiatives in organisations
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Respondents were also asked to identify any other knowledge management
initiatives used within their organisations. Responses can be grouped into three
broad categories:

• Activities concerning formal systems to organise explicit knowledge:

– ‘Document and records management systems’

– ‘Develop systems and processes that capture in one place scattered
knowledge in a systematic way’

– ‘IT systems to make information available to those who need it’

– ‘Converting multiple and independent databases into corporate
knowledge systems’

– ‘Emphasis on information/knowledge quality’

• Attempts to capture and transfer tacit knowledge:

– ‘Continuing links with staff who leave, through promotions, relocation,
and retirement (part of the core information base)’

– ‘Strategy and debriefing sessions/meetings’

– ‘Global online link to parent company’

• Knowledge gathering/creation activities:

– ‘Information exchange with shareholders’

– ‘Overseas travel’.

Knowledge management leadership

Respondents were asked to indicate who has responsibility for the management
of knowledge in their organisation. Very few organisations had established a
position at executive level with responsibility for knowledge management.
Only 10 Chief Knowledge Officer (CKO) positions were identified, representing
just 8.6% of respondents. Of these, one was from the private sector
(manufacturing/engineering), the remainder from the public sector. The role of
the CKO is discussed at length in McCullough, Oliver, Symonds, and Brown
(2002). Patterns emerging from responses indicate that the private sector
appears to be relying mostly on groups of managers. Local government
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responses indicated that formal leadership was not likely to be assigned and
that knowledge management was likely to be ‘everyone’s job’. In contrast,
central government is more likely than other sectors to have assigned
responsibility to a single director or senior manager.

Table 15 shows the total responses to each individual role (some respondents
selected more than one option), giving a percentage out of the number of
respondents. Fig. 14 relates to this table.

Table 15: Organisational responsibility for KM, with the response for each category

A chief executive officer 23.1

A chief knowledge officer 14.5

One director/senior manager 14.5

Several directors/managers 39.3

A department/function 13.7

No formal role exists 17.9

It is ‘everyone’s job’ 29.9
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Fig. 14  Organisational responsibility for KM, with the response for each category
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Responsibilities of KM staff

Where responsibility for knowledge management had been explicitly assigned
in organisations, respondents were asked to specify what knowledge
management tasks those individuals were doing. Fifty-three per cent indicated
that they were disseminating knowledge, and just under half (45.3%) that they
collected and gathered knowledge. Much smaller percentages reported that
tasks involving knowledge usage were formally assigned.

Table 16: Tasks for those in charge of KM, as a percentage

To disseminate it effectively 53.0

To collect/gather knowledge 45.3

To use the knowledge 35.9

To define a ‘route map’ showing how knowledge can be used 35.0

To follow up and ensure it is being used effectively 27.4

To learn from it 26.5

Others 9.5

Fig. 15  Tasks for those in charge of KM, as a percentage
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Nine and a half per cent of respondents also reported other projects carried out
by KM personnel. These included

• development of policy and standards

• conversion of knowledge into intellectual property

• creation of best practices

• development of systems and processes, which are used by researchers

• management of knowledge for profit

• development and implementation of an information management strategy
that enables accessibility of knowledge

• mapping of existing information and development of a strategy to improve
knowledge

• ensuring that the right knowledge gets to the right person at the right time

• faster development and use of a defined process

• development as part of a quality assurance programme.

Formal mechanisms

Respondents were asked whether they had formal systems in place for KM-
related activities. Almost all (95.7%) indicated that formal mechanisms were in
place for making relevant knowledge available to various parts of the business,
while slightly less (92.2%) reported that they had systems in place for capturing
knowledge. Interestingly, however, the percentage replying that these systems
(to capture and make knowledge available) applied to the organisation as a
whole were much smaller.

Only 60.3% said that formal systems to protect knowledge were in place in their
organisations, and almost half (48.6%) had no formal procedures in place for
licensing or selling knowledge. This could reflect the nature of the organisations
responding to the survey, a high proportion of respondents coming from the
public sector.
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Table 17: Formal mechanisms for managing knowledge, as a percentage

In all areas In some areas None at all Don’t know

Licensing/selling knowledge to other businesses 10.8 37.8 48.6 2.7

Protecting knowledge (for example, patents) 15.8 46.5 35.1 2.6

Capturing knowledge 17.1 75.2   6.8 0.9

Making knowledge available to relevant parts of the business 35.0 60.7   3.4 0.9

Fig. 16  Formal mechanisms for managing knowledge, as a percentage

The management of knowledge as an asset

Current and projected importance of formal knowledge management

Respondents were asked to indicate how important formal management of
knowledge was to each area of their business at that time (in 2002) and how
important it would be in 5 years (Table 18).

Our respondents do not predict much change in priorities in relation to specific
business areas, with relative rankings adjusting only slightly. The projected
importance of the different elements in 2007 seems to indicate an assumption
that the appropriate technological infrastructure will be in place so that the
focus can be on looking forwards, on planning. Also of interest in the projec-
tions are the changes in ranking accorded to personnel (the internal focus) and
customer service (external focus). Of particular interest is the still high level of
importance placed on the information systems/technology area in contrast to
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the other functions: it remains in the top two rankings. There is also an almost
40%-agree/60%-disagree response to the question concerning ‘Knowledge is an
extension of information systems/technology’ (see Table 23). Taken together
these responses seem to indicate that while the overall perception is that KM is
a business-focused approach: ‘the collection of processes that govern the
creation, dissemination, and utilisation of knowledge to fulfil organisational
objectives’, there is still a strong inclination to emphasise the information
systems and technology aspect.

Table 18: Ranking of formal management functions for 2002 and 2007

2002 2007

Corporate Planning 2 1

Information Systems/Technology 1 2

Customer Service 4 3

Human Resources/Personnel 3 4

Finance/Accounts 5 5

Marketing 6 6

Research and Development 7 7

Manufacturing/Service Operations 8 8

Distribution/Logistics 10 9

Sales 9 10

Fig. 17  Ranking of formal management functions for 2002 and 2007
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Knowledge workers

Respondents were asked about the relative numbers of knowledge workers in
their organisation over the last 5 to 10 years. Sixty-five per cent of organisations
said that the number of knowledge workers, relative to the total number of
employees, had increased during that period. Thirty point eight per cent
believed that there had been no change in the percentage of knowledge workers
in the organisation over the last 5 to 10 years, while only 0.9% believed that the
number of knowledge workers had decreased.

It is evident that the knowledge worker concept has been firmly accepted in
New Zealand and that the number of knowledge workers in the majority of
organisations has either increased or remained constant.

Table 19: Movement of organisational knowledge as a count

Decreased 1

Increased 76

Remained about the same 36

Don’t know 4

Fig. 18  Movement of organisational knowledge workers
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Table 20: Investment in knowledge as a percentage of revenue in 2002 and 3 years later

2002 2005

Responses 88 82

Mean 9.2% 12.1%

Median 3.5% 5%

Mode 1% 2%

Minimum 0% 0.10%

Maximum 100% 100%

Cultural indicators

Respondents were asked to agree or disagree with a series of statements
indicating attitudes towards knowledge and its management. Responses
received here could be interpreted as reflections of organisational culture.

Responses to those statements relating to knowledge-sharing indicated that
most people agreed that knowledge should be shared, but also recognised that
the possession of knowledge was a key determinant of power. Almost all
disagreed with the premise that people need to be informed only on a need-to-
know basis.

Responses to those statements relating to the capture of knowledge were more
equivocal: about 66% agreed or strongly agreed that most of the knowledge lies
in the heads of certain people, while about 72% agreed with the statement: ‘If
we knew then what we know now…’. However, just less than half agreed with
the statement: ‘knowledge is “hidden” and not easily identifiable’.
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Table 21: Respondents’ view of knowledge, as a percentage

Strongly Strongly
agree Agree Unsure Disagree disagree

Knowledge possessed by key people should be shared
in the wider organisation 69.2 29.9 -   0.9 -

Knowledge is a key ‘power’ determinant 48.3 30.2   3.4 16.4   1.7

Formal systems can enhance knowledge management
a great deal 38.8 56.9    0.8   2.6   0.9

If we knew then what we know now, we could be
far more productive 26.7 45.7 13.0 12.9  1.7

Acquiring knowledge is easy; using it effectively
is the issue 20.5 63.3 - 16.2 -

Most of the knowledge lies in the heads of
certain people 13.9 52.2   0.9 31.3   1.7

Knowledge is an extension of information
systems/technology 12.9 27.6 - 52.6   6.9

‘Knowledge management’ is a fad and will be
replaced with another term within a few years   6.9 15.5   4.3 57.8 15.5

Knowledge is ‘hidden’ and not easily identifiable   4.3 42.7   2.6 44.4   6.0

People need to be informed only on a ‘need-to-know’ basis -   6.1  3.5 50.4 40.0

Fig. 19  Strategy attitudes towards views of knowledge



Working Papers (3-04) © The Open Polytechnic of New Zealand 31

Technology to assist with the management of knowledge

The most extensively used technologies included Internet (73%), Intranet
(70.4%), and on-line information sources (58.1%). These were also the most used
overall at 99.1%, 90.4%, and 87.2%, along with CD-ROMs, at 85.2%, and
document repositories/document management, at 80.3%. The technologies with the
highest figures for ‘No plans to use at all’ and ‘Unsure’ are groupware (37.5%),
expert systems (30.7%), and video-conferencing (31.7%).

Table 22: Use of technologies by organisations, as a percentage

Used Used to a Plan to use in No plans to
extensively certain extent near future use at all Unsure

Internet 73.0 26.1 0.9 - -

Intranet 70.4 20.0 4.3   4.3   1.0

On-line information sources 58.1 29.1 7.7   4.1   1.0

Document repositories/
Document management 39.3 41.0 13.7   2.6   3.4

CD-ROMs 36.5 48.7 2.6 11.3   0.9

Electronic bulletin boards 32.5 36.0 11.4 16.7   3.4

Groupware 31.3 24.3 7.0 27.8   9.6

Search and retrieval agents 27.4 41.6 14.2   9.7   7.1

Data warehousing/mining 26.1 34.8 19.1 13.9   6.1

Expert systems 17.5 37.7 14.0 19.3 11.5

Video-conferencing 11.1 41.0 16.2 27.4   4.3

Fig. 20  Use of technologies by organisations
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Fig. 21  Extensively used technologies

Table 23: Cross-tabulation between industry sector and knowledge being an extension of IST, as a percentage

‘Knowledge is an extension of IST’
Total

Disagree Agree

Manufacturing/Engineering 0.9 3.4 4.3

Pharmaceuticals/Chemicals 0.9 0.9 1.7

Energy/Utilities 0.0 3.4 3.4

Construction 0.9 0.0 0.9

Transport/Distribution 0.9 0.9 1.7

Telecommunications 2.6 0.9 3.4

Retail/Wholesale 3.4 2.6 6.0

Finance/Banking/Insurance 1.7 1.7 3.4

Local government 19.0 8.6 27.6

Education 4.3 6.9 11.2

Other 3.4 2.6 6.0

Central government 13.8 5.2 19.0

Research 3.4 1.7 5.2

Health 4.3 1.7 6.0

  Total 59.5 40.5 100

Industry
sector
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Table 24: Cross-tabulation between role and knowledge being an extension of IST, as a percentage

‘Knowledge is an extension of IST’
Total

Agree Disagree

CEO/Deputy CEO 27.6 15.5 43.1

CIO/CKO 10.3 7.8 18.1

Manager HR 3.5 4.3 7.8
Role

Other 12.1 8.6 20.7

General Manager 3.4 0.9 4.3

Strategy 2.6 3.4 6.0

Total 59.5 40.5 100

Table 25: Cross-tabulation between length of time in present position and knowledge
being an extension of IST, as a percentage

‘Knowledge is an extension of IST’
Total

Agree Disagree

Less than 3 years 33.9 20.9 54.8

3 to 5 years 13.1 10.4 23.5

6 to 10 years 8.7 5.2 13.9

More than 10 years 4.3 3.5 7.8

60.0 40.0 100

How long respondent
has been in their
present position

Total

Cultural aspects of knowledge management
Cultural considerations were further explored by the request to respondents to
indicate to what extent a series of statements reflected their organisation’s
attitudes to its knowledge resources.

Table 26: Organisational attitudes to knowledge resources, as a percentage

All the Some of
time the time Occasionally Never

Takes responsibility for staff learning new skills 44.4 48.7 6.8 -

Encourages people to share and bring forward new ideas 41.4 48.3 10.3 -

Is a learning organisation 31.0 49.1 17.2 2.6

Gains an edge by being ahead of the competition in innovation 15.6 45.0 32.1 7.3

Rewards people explicitly for sharing knowledge 9.4 40.2 34.2 16.2

Exploits knowledge to its fullest potential 7.7 63.2 26.5 2.6

Effectively manages learning and knowledge acquisition 6.9 61.2 29.3 2.6
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Although nearly all respondents indicated that their organisations took
responsibility for their staff’s learning of new skills and encouraged staff to
share and contribute new ideas, they did not have a corresponding reward
system. Less than 50% stated that their organisation explicitly rewards staff all
or some of the time for sharing knowledge. Also interesting in terms of the
debate concerning innovation in New Zealand is the indication that only 60% of
respondents considered that their organisation links knowledge management
with innovation.

Resourcing

Respondents were asked how they thought the organisation’s budget allocated
for learning activities had changed in the last 5 years. Although the majority of
respondents indicated that the budget had increased, a substantial percentage
(just under 30%) indicated that the budget had remained the same.

Fig. 22  Organisational attitudes to knowledge resources
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Table 27: Budget allocated for learning activities, as a percentage

Decreased 1.7

Increased 66.7

Remained about the same 28.2

Don’t know 3.4

Fig. 23. Budget allocated for learning activities as a percentage

Qualitative data

The final questions in the survey were designed to collect qualitative data.
Respondents were asked to list issues they felt were key to KM in their
organisation and also to indicate any obstacles in relation to these.

Fifty-one respondents (43.5%) identified issues. These issues can be grouped
thematically as follows:

• Technology: Twelve specifically mention technology-related issues (lack of
appropriate infrastructure, cost of IT and so on) as a key issue.

• Culture: Eight responses directly state lack of right culture while four infer it
(for example, centralisation versus decentralisation of company). The issues
of ‘sharing’ and fear of losing power (knowledge is power) were also
prevalent.

• Resourcing: Ten responses indicated funding or resourcing as an issue.
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None of the responses prioritised the issues; that is, where they included several
they did not indicate which was the most important. Also, several issues could
be seen to be represented in the one answer (for example, high cost of IT could
be seen to be related to both cost and IT).

There is evidence to suggest, then, that the now-accepted foundations of KM —
an organisational culture of trust and sharing and the use of IT — are regarded
as significant challenges to be faced.

Of interest is the inclusion of resourcing as an issue. While over 90% of
respondents believe that a value can be attached to knowledge, investment in
knowledge management activities does not seem to be financially attractive.
Alternatively, perhaps there is a lack of accepted accounting practices to
measure and justify knowledge management initiatives, despite the recognition
of intellectual capital as an organisational asset.

Thirty-five respondents identified specific obstacles or barriers relating to
progressing these KM issues.
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Discussion

The majority of New Zealand organisations surveyed support the now-accepted
view of knowledge management as a business-focused approach. The reported
growth in knowledge workers further indicates a shift toward a knowledge-
oriented perspective (despite an apparent lack of formal senior positions such
as Chief Knowledge Officer).

This work is an initial exploratory study. As such, it provides findings that
point to further research. Below are the significant issues the authors believe
should be pursued with future research. Such research may require others with
relevant expertise (such as expertise in accounting for Questions 4 and 5).

Internal versus external sharing of knowledge

Knowledge management practices in New Zealand seem to have a largely
internal focus, with an emphasis on improving efficiencies and little or no
sharing of knowledge externally. The latter might indicate a failure in the
knowledge economy/society strategy of cooperation between business and
higher learning institutes/other research and development organisations.

Question for further research #1: Does a lack of interest in sharing knowledge
externally indicate government-initiated or -funded industry cooperation strategies are
failing?

Public and private sector participation

One may be able to deduce from the survey response rate itself an area for
further investigation. It is significant that government and educational
organisations were predominant in responding to the survey (70% of responses
came from the public sector). However, the same survey, when conducted in
Australia with a similar population, attracted a 70% response with private
sector organisations (Zygnier, 2002, p. 11).

Question for further research #2: Does the relative response rates to the survey
indicate that the New Zealand private sector does not value knowledge management
practices?
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Efficiency versus innovation

The apparent failure to relate knowledge to innovation is a major area for
further investigation. This study finds evidence to further support earlier
research that in New Zealand organisations do not perceive knowledge as a
contributor to innovation. Furthermore, it may also indicate that New Zealand
organisations in general place a low priority on being innovative, placing more
emphasis on being efficient.

Question for further research#3: Does the emphasis in New Zealand organisations
on improving efficiency rather than being innovative indicate a calculated decision by
management or a lack of education in the benefits of innovation (especially the link with
knowledge)?

Accounting for knowledge management

Many organisations indicated that lack of resourcing was a major impediment
to implementing knowledge management. This lack of resourcing may indicate
several things. The previously mentioned over-representation of the public
sector may cause those dynamics and environmental factors from this sector to
skew the results. The private sector, with a different set of dynamics (profit and
loss, revenue), has an accounting tool set developed as part of the knowledge
management paradigm (Sveiby, 2004). This leads us to the following two
questions:

Question for further research #4: To what extend do organisations utilise tools
associated with measuring the value of knowledge (for example, intangible revenues)?

Question for further research #5: In what ways do private and public sector
organisations differ in measuring the value of knowledge?
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Conclusion

While the findings suggest the existence of a knowledge management culture in
New Zealand, there are still a number of contradictory elements, perhaps
indicating a lack of maturity in the implementation of knowledge management.
The lack of a clear connection between KM and innovation (new products and
services) is an area requiring further analysis. Findings from this survey
indicate that innovation is not a key activity in New Zealand. The seemingly
unbalanced focus on information systems and technology is also an area
requiring further investigation.
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