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Abstract:
Knowledge Management is the organizational process of gathering, organizing, analyzing
and sharing knowledge. The meaning of corporate Knowledge Management is to create a
working environment in which employees are able to raise the level of their knowledge and
may make the use of this knowledge more effective and productive.

Social Media refers to collaboratively produced and shared media content. Social Media
has two aspects – technology and mindsets. Technology points to the wide variety of Web
2.0 applications and tools. Social Media mindsets refer to a new way of handling and
managing knowledge. Mindsets contain open communication, shared decision making,
interactivity, collectivity, collaboration, free sharing and usage of knowledge that is assisted
by the use of Social Media technology.

The target of this Master’s thesis is to define how corporate Knowledge Management can
be developed through Social Media utilization. The analysis material comes from the case
organization Fidenta. Knowledge Management of the case organization is evaluated
especially from the point of view of knowledge sharing, communication and innovations
management. Social Media potentials are researched to identify applicable solutions for the
case organization.

According to the results of this thesis, Social Media use has a big impact on the
development of Knowledge Management. Systematic and controllable Social Media
utilization makes possible a more effective communication and more versatile use of
knowledge. Social Media also creates new possibilities for the emergence and processing
of innovations that combine employees and their knowledge.
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on
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joka

keskittyy

tiedon

keräämiseen,

organisointiin, analysointiin ja jakamiseen. Yrityksen tietojohtamisen tarkoitus on luoda
työympäristö, jossa työntekijät pystyvät kasvattamaan omaa tietouttaan ja käyttämään sitä
tehokkaasti ja tuottavasti yrityksen kannalta.

Tässä työssä sosiaalisella medialla tarkoitetaan erityisesti yhteisöllisesti tuotettua ja jaettua
mediasisältöä. Sosiaalisella medialla on kaksi puolta – teknologia ja ajatusmaailma.
Teknologia käsittää laajan valikoiman Web 2.0 sovelluksia ja työkaluja. Sosiaalisen median
ajatusmaailma viittaa uuteen tapaan käsitellä tietoa. Ajatusmaailmassa korostuvat avoin
kommunikaatio, jaetun päätäntävalta, vuorovaikutteisuus, yhteisöllisyys, yhteistyö ja tiedon
vapaa jakaminen ja käyttäminen, joita edesauttaa sosiaalisen median teknologian käyttö.

Tämän diplomityön tavoite on selvittää, miten yrityksen tietojohtamista voidaan kehittää
sosiaalisella medialla keskittyen erityisesti yrityksen sisäiseen tiedon jakamiseen,
kommunikaatioon ja innovaatiohallintaan. Yrityksen tietojohtamista ja sosiaalisen median
mahdollisuuksia tutkitaan kohdeyritys Fidentassa.

Diplomityössä havaitaan, että sosiaalisen median merkitys on suuri tietojohtamisen
toimivuuden parantamisessa. Sosiaalisen median suunnitelmallinen ja hallittu käyttö
mahdollistaa tehokkaamman kommunikoinnin ja tiedon monipuolisemman käytön.
Sosiaalinen media luo myös uusia, kaikki työntekijät ja heidän tiedon yhdistäviä
mahdollisuuksia innovaatioiden syntymiseen ja käsittelyyn.
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Key Concepts
Best Practices
Best practices are methods, techniques, processes or activities that have consistently
been shown to be more superior at delivering a particular outcome than any other
method, technique, process or activity. The best practices of a company can be compared to those of another to find out better ways of acting and areas that need to be
developed. (Juran 1986; Godfrey and Juran 1998)

Explicit Knowledge
Articulated knowledge, contained in manuals and procedures, expressed and recorded as words, numbers, codes or mathematical and scientific formulas. (Polanyi
1967; Nonaka and Takeuchi 1995) See also tacit (implicit) knowledge.

ICT
Information and Communication Technologies (ICT) are the computing and
communication facilities and features that support managing and processing
information. (Kent 2008)

Innovation
An innovation can be seen as introducing successfully something new and useful.
This can be for example, introducing a new method, process, technique, practice,
service or product. Some researchers like Fagerberg (2005) define an innovation as
an attempt to carry an idea into practice. It might also be a new manner to perform an
action in a better or different way that was used to execute the same action before.
Innovations can be divided into radical (genuinely new) and incremental
(upgradeable) innovations. (Leifer 2000; Otala 2008)

Internet
Internet consists of a worldwide, publicly accessible set of interconnected computer
networks that transmit data using the standardized protocols. It consists of millions of
domestic, academic, business, and government networks and terminals, which
together carry various information and services, such as electronic mail, online chat,

file transfer, and the interlinked Web pages and other resources of that also form the
World Wide Web. The first phase of the Internet was called Web 1.0, the emerging
Web 2.0 and the future semantic Internet is called Web 3.0. (Radiar networks and
Nova Spivack 2007; Driver 2008; Tapscott and Williams 2008)

Intranet
Intranet is an organizational private network applying Internet applications and
networking to securely share part of an organization's information or operations with
its employees. Intranet should be protected from unauthorized access with security
systems. Extranet is also an organizational network, but it usually has restrictions in
openness for example, it is open only to owner companies or corporate customers.
Extranets often contain a limited amount of the Intranet’s information. (Nambisan
2000)

Knowledge
Knowledge is a mix of experiences, values, context related information and expert
insights. In the mind of a knower, knowledge provides a framework for analyzing
and adopting new experiences and information. Information is transferred to knowledge when it is put into action. Knowledge can be explicit or tacit knowledge. (Nonaka and Takeuchi 1995; Davenport and Prusak 1998)

Knowledge Management
Knowledge Management is the organizational process of gathering, organizing,
analyzing and sharing knowledge to create an environment in which employees are
able to raise the level of their individual knowledge and may make the use of this
knowledge more effective and productive. (Alavia and Lediner 1999; Brelade and
Harman 2001)

Knowledge Management Systems Life Cycle
A Knowledge Management systems life cycle (KMSLC) is a development model
that describes the phases of planning and implementing a Knowledge Management
system. (Awad and Ghaziri 2004)

Learning Organization
A learning organization has a climate that encourages employees, customers, suppliers and other stakeholders to learn and develop their full potential. A learning organization makes a human resource development strategy central to the business policy. (Pedler et al. 1989)

Quality
The quality of a product, service or process aims to achieve an output, result or process that satisfies a specific user, customer or organization’s expectations or requirements. In this thesis the definition of quality is aiming at organizational excellence.
This point of view is especially concentrated on the functioning of processes and the
meeting of customer’s expectations in production. (Juran 1986; Godfrey and Juran
1998)

Quality Management
Quality Management refers to management activities and functions involved in determining quality policy and its implementation. According to Juran (1986) Quality
Management is divided into quality control, quality planning and quality improvement. (Godfrey and Juran 1998)

Social Media
Social Media (also called social networking and web 2.0) refers to collaboratively
produced and shared media content and to network communities. Users have a possibility to share their opinions, experiences and viewpoints. This facilitates creativity,
open communication and sharing of knowledge among users. Wiki and discussion
forums are examples of Social Media tools. (Linnake 2008; Otala 2008; Tapscott and
Williams 2008; WebProNews 2008)

Tacit Knowledge
Tacit (implicit) knowledge is learned by experience and communicated only
indirectly, through metaphor and by analogy. It is hard to access, because it is
unwritten, unspoken and hidden knowledge people carry in their minds. (Polanyi
1967; Nonaka and Takeuchi 1995)

Usability
Usability is defined as the extent to which a product can be used by a specific user to
achieve specified goals with effectiveness, efficiency and satisfaction in a specified
context of use. (International Organization for Standardization 2008; UsabilityNet
2008)

User Centered Design
User centered design is an interdisciplinary design approach that is based on usability
of the design from the point of view of users. (UsabilityNet 2008)

Web 2.0
The terms Web 2.0 and Social Media are used to describe the next generation of the
World Wide Web (WWW). Web 2.0 describes the transition to more interactive applications that are based on collaboratively produced and shared media content.
(Linnake 2008; Otala2008; Tapscott and Williams 2008)

Abbreviations
CMMI

Capability Maturity Model Integration

EFQM

European Foundation for Quality Management

ICT

Information and Communications Technology

IS

Information System

ISO

International Organization for Standardization

KMSLC

Knowledge Management systems life cycle

OSS

Open Source Software

R&D

Resource and Development

RSS

Really Simple Syndication

Web

See WWW

WWW

World Wide Web (also called the Web)

1 Introduction
Traditionally the communication responsibility of an organization has been seen to
be in the hands of corporate management. In practical matters a communication unit
supports the management in defining what kind of information may and will be
published in the company media; for example, on its Web pages. The centralized
communication unit together with the management has been able to choose what
information is published to the whole organization in the corporate Intranet and
Extranet. Only a few select people from the organization have been involved in
choosing how information is presented to the users, which pieces of information can
be found easily and which communication tools are utilized in the whole company.

Beside corporate communication, the creation of business relevant innovations has
often been dedicated to a particular group in an organization. This R&D group has
alone been responsible for the emergence of business relevant innovations in the
organizations. This kind of centralization of different corporate actions – like
communication and innovation management – has not left much room for open
communication or creativity overall in traditional organizations. According to
Tapscott and Williams (2008) also productivity tools and applications (like Microsoft
Office) have traditionally been planned on a single user who generates documents
instead of a group of people making documents collaboratively together. The
corporate mindset has also tended to be more towards limiting the spread of
information, usually for reasons of business strategy. Communication and sharing of
knowledge being limited to only a few organizational players made it also previously
possible for the management to think that it could control, monitor and manage the
communication and information flow.

Development of corporate Knowledge Management is an absolute necessity for an
organization when it strives to be successful also in the future. Collectivity,
interactivity, collaboration and shared decision making are factors that support the
business success of future companies. To gain profit and overcome the competition
with other companies a company must focus on its ways of communicating, sharing
knowledge and innovating. Social Media use develops corporate actions by
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improving communication possibilities, knowledge transfer and interactivity to a
more mature level. Effectiveness of the corporate actions improves while employees
are able to share their know-how and interact easily. Cost efficiency is improved
because less time is used for solving the same problems many times. This improves
competitiveness. Innovation capability is developed by better communication
possibilities and interactivity between employees. (Godfrey and Juran 1998; Linnake
2008; Otala 2008)

The information technology research company Gartner (Linnake 2008) states that
Social Media is starting to be essential for companies. We are shifting from closed
and hierarchical workplaces having strict employee relationships to more selforganized, interactive and collaborative human capital networks that gain and create
new knowledge from inside and outside the firm. (Tapscott and Williams 2008)
Social Media can be utilized to develop corporate attitudes towards collaboration,
openness, shared decision making power and knowledge sharing instead of blocking
the flow of knowledge. According to King and Majchrzak (2003) the tools used in an
organization should offer more space for spontaneity and also the option to
participate asynchronously. Social Media offers many possibilities to develop
corporate actions if it is utilized in a structured way. A company should define
suitable actions that can be developed through Social Media.

The use of Social Media is rapidly growing in the Internet, where utilization is
becoming more social, interactive and collaborative. Employees are accustomed to
everyday use of Social Media tools (e.g. instant messaging, wiki, blog, virtual world)
in their free time. This is especially so when it comes to the younger generation of
employees, i.e. those who have grown up with the Internet and learned to use it in
their everyday life. This creates pressures within companies to start using these tools
in everyday use outside the company also in working places. This is especially the
case when the tools in use inside companies are not sufficient and developed enough
to support fluent work communication. Social Media has penetrated everyday life
outside work, and it will gradually come to be a part of both the internal and external
activities of organizations.
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Besides the many possibilities offered by Social Media, a company also faces
challenges when starting to utilize Social Media. It must be able to choose the right
tools for its actions and to find ways to encourage and motivate employees to use
these tools. Social Media can also be utilized in an unproductive way – e.g. privacy
and time-related threats must be taken into account before starting to implement and
use new tools. The threats related to Social Media utilization should be defined and
appropriate operational models found to effectively exploiting Social Media.
(Linnake 2008)

Figure 1. Communication in Web 1.0, 2.0 and 3.0 (Modified from Radar Networks and Nova
Spivack 2007; Jones 2008; Martin 2008)

Figure 1 presents communication differences in the different phases of the World
Wide Web (Web). The first phase of the Internet is called Web 1.0. It is
characterized by published content that producers generate to Web pages and
customers can read from the pages. The current Web 2.0 (Social Media) is based on
user generated content, openness and content sharing. Every user of Web 2.0 Internet
can act as a producer and a customer at the same time. Internet content can be
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commented on, modified, developed further and discussed interactively with other
users. Wikis, blogs, video pod castings, discussion forums, instant messaging, RSS
and other Social Media tools have changed the way to act in the Internet. The future
Internet is called Web 3.0. Predictions of Web 3.0 characteristics are platform
independence, Internet content that is understandable by computer and three
dimensional applications like virtual world SecondLife. Communication in Web 3.0
happens like in Web 2.0 but Internet content is also comprehended by computers.
Computers are programmed to create new Internet content (e.g. media content,
information bases, etc.) by following documents, discussions and other information
about similar subjects. (Otala 2008; Radar Networks and Nova Spivack 2008;
Tapscott and Williams 2008)
1.1 Objectives
The target of this Master’s thesis is to define how corporate Knowledge Management
can be developed through Social Media utilization. Knowledge Management is the
organizational process of gathering, organizing, analyzing and sharing knowledge.
Earlier research in the area has been taken into consideration for the theoretical
starting point of this Master’s investigation. The analysis material of this study
comes from the case organization Fidenta. Fidenta is an ICT organization owned by
TietoEnator and Nordea, providing system development, integration, application
service management and consulting services to Nordea. Fidenta’s core know-how is
in the banking systems and is based on a long and close customer relationship with
Nordea. (TietoEnator 2008)

The research questions of this study in developing corporate Knowledge
Management are:
•

How to utilize common explicit and tacit knowledge more effectively?

•

How to develop internal work tasks targeted communication?

•

How to boost the emergence of innovations?

Social Media potentials are researched in the target organization’s Intranet to find
solutions to the research questions set identified above.
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1.2 Structure of this thesis

This chapter will outline the overall structure of the study and the theoretical
approach to this Master’s thesis. As the starting point a definition of the features of
an intelligent organization has been selected and the three most important features
have been picked out from the point of view of the research interest. This selection is
based upon the overall understanding of the topic obtained from both theoretical
literature and empirical observations and findings.

An intelligent organization has got an ability to anticipate changes, learn fast and
possesses ability for continuous renewal. An intelligent organization is able to utilize
different kind of knowledge existing in an organization in order to enhance
performance. It is also a learning organization that is capable of acquiring,
organizing and sharing knowledge. (Choo 2002; Sydänmaanlakka 2002)

The criteria of an intelligent organization (Choo 2002; Sydänmaanlakka 2002) are
presented in the following list:
1. Clear vision and strategy
2. Organization that supports renewal
3. Culture and values
4. Ideology of continuous improvement
5. Human Resource Management
6. Clear processes
7. Managing of execution
8. Learning Management
9. Knowledge Management
10. Team Management
11. Feedback Systems
12. Technology utilization
13. Way of leading (participative, self-managing)
14. Ability to renew and anticipate changes
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The theoretical structure I have selected to be the approach to this Master’s thesis
examines organizational processes and actions from the point of view of three of the
criteria of an intelligent organization (underlined in the list above); Knowledge
Management, the ideology of continuous improvement (called Quality Management
in this thesis) and technology utilization.

The theoretical framework of the Master’s thesis is presented in Figure 2. The
framework consists of three areas of focus representing theoretical points of view
towards the interests of this thesis; (1) Knowledge Management, (2) Quality
Management and (3) Technology Utilization. The theoretical background behind
Figure 2 is presented in detail in Chapters 2 – 4.

1. Knowledge Management - being the key focus of this study - naturally needs
to be included. The viewpoint of Knowledge Management is important
because Knowledge Management contains the areas that are developed in this
thesis; knowledge distribution, work communication and the corporate ability
to innovate. (Chapter 3)

2. A quality Management approach is needed to create a process of developing
Knowledge Management. (Juran 1986) A quality planning roadmap will help
to build this process. Besides finding out appropriate Social Media tool
possibilities, the development of Knowledge Management through Social
Media concentrates also on the corporate attitude change that is needed to
improve the managing of knowledge. Quality Management is also relevant
when defining what to improve in Knowledge Management and whether the
development effort has been successful or not. (Chapter 2)

3. The Technology Utilization view point is relevant while the focus of this
thesis is on examining Knowledge Management development possibilities
through Social Media. Social Media utilization refers to defining most
suitable Social Media tools that should be used in the company as well as
defining the operational models; how to start using these tools and how to
change the current ways of acting. (Chapter 4).
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Figure 2. The theoretical framework for this Master’s thesis: Developing corporate Knowledge
Management through Social Media

In this Thesis, Knowledge Management in an organization is divided into knowledge
system, networks, knowledge workers, processes and learning organization. This division is based on the views of Liebowitz (2005) and Earl (1997) that are presented
in detail in the chapter “Knowledge Management”. In Figure 2, knowledge workers
refer to the employees of an organization. Employees all produce, use, process and
manage knowledge in one way or another. The processes needed for managing
knowledge are capturing, organizing, analyzing and sharing. Technology utilization
(knowledge system and networks) is an important concept of Knowledge Management because it is required for managing knowledge.
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A learning organization is an important part of managing knowledge because knowledge can be freely discussed and collaboratively developed if the organizational culture is flexible and wisely applied. A productive organizational culture ensures that
knowledge can be openly shared and discussed among employees. The Knowledge
Management framework (Liebowitz 2005) differentiates data, information and knowledge from each other. The differences between data, information and knowledge are
presented in Chapter 3 as well as division of knowledge to explicit and tacit knowledge. (Earl 1997; Liebowitz 2005)

In the research framework (Figure 2) Quality Management is divided according to
Juran’s (1986) quality trilogy into quality planning, quality control and quality improvement. (Figure 3) Quality planning is a structured process that should be utilized
to develop processes while aiming at quality improvement. Quality control is a process of measuring the actual performance of processes and comparing them to the
goals set. Quality improvement means that the organization tries to reach early unattainable levels of organizational actions. (Godfrey and Juran 1998) This thesis concentrates on quality planning and quality improvement. Quality can be improved
from a product, process or people based point of view. In this thesis only the process
and people based quality development is researched. Processes under investigation in
this thesis are processes related to communication, competence development and the
use of information and communication technologies (ICT). Quality methods that are
discussed in the thesis are European Foundation for Quality Management (EFQM)
excellence model and Capability Maturity Model Integration (CMMI) and standard
ISO 9000:2000.

Technology Utilization can be classified as software, hardware and networks. Software and networks are in the frame of this research and the networks focused on in
this research being internal networks of the company. The software perspective in
this thesis is concentrated on Social Media applications. Social Media based applications offer the necessary functionalities to develop the managing of knowledge in the
organization. The applications in this thesis are divided into knowledge capturing,
evaluating, sharing, storing and presenting. (Jashapara 2004) Social Media refers to
the information network, the content of which is produced together in a collaborative
manner. The idea of utilizing Social Media in the organization is improving the per-
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sonnel’s possibilities to share their opinions, experiences and viewpoints. This develops the managing of knowledge from the perspective of knowledge distribution,
communication and the emergence of business relevant innovations in the organization.

The structure of this thesis consists of three theory chapters presenting each theoretical point of view of this research. These theory chapters are followed by the empirical chapters of the thesis which are based on the Knowledge Management development project made in the case organization Fidenta. The final result in the picture –
more effective common knowledge use, communication and emergence of innovations – could be continued with an arrow that would lead back to quality control at
the beginning of the research process. In practice the quality of the research results is
evaluated in the target organization. This quality control and further actions in the
organization according to the quality control in not part of this thesis and is therefore
removed from Figure 2.

The processes and methods of the Development Project are first presented in Chapter
5. They are followed by a detailed description of the Development Project activities
in Chapter 6. To sum up and conclude the thesis, the collected results and progress
made are presented in the Chapter 7. The results and findings of this thesis are evaluated compared to the theory and previous research and discussed in Chapters 8.
1.3 Author’s contribution
This chapter describes author’s contribution towards the research of this thesis. Social Media is a considerably new concept of investigation and especially in regard to
Intranet. Many companies are only just starting to realize and probe the possibilities
of Social Media. The idea of combining Knowledge Management development and
Quality Planning to the utilization of Social Media forms my own contribution to this
research. I created the theoretical framework of this Master’s thesis when the purpose
of utilizing Social Media in the target organization was first defined in cooperation
with the target organization’s management. The Knowledge Management development process (Figure 12) used in this thesis is also my own creation, modified from
the hybrid life cycle of Awad and Ghaziri (2004) according to the demands of this
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research. Social Media use and the aspects from the quality planning roadmap were
added to the hybrid life cycle and the implementation phase was removed from that.

I acted as a project manager in the target organization’s project that developed
Knowledge Management through Social Media according to the Knowledge Management development process devised by me. The project group consisted of seven
persons including myself. The group was formed from employees of different ages
from various work assignments and business units. The idea of the group was to represent the employees of the company. The group members helped to perform some
methods that were used in this project and participated in the brainstorming sessions
based on the results that I gathered together from various researches. The project
group also evaluated the results collected and gave feedback about possible improvements.

The idea of researching Knowledge Management in the target organization through
user centered methods is untypical. The reasons for choosing these methods are presented in Chapter 5. The results of this thesis helped the target organization to start
utilizing new Social Media possibilities. New communication, knowledge sharing
and idea generation solutions and mindsets will develop the openness and participation possibilities of employees to a more mature level. The solutions that are suggested in this research make incremental changes to the Knowledge Management
practices of the target organization if they are implemented.
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2 Quality Management
The topic of this thesis is approached from three theoretical points of view; Quality
Management, Knowledge Management and Technology Utilization. (Figure 2) This
chapter focuses on Quality Management, and especially quality planning and the relevance of improving quality in organizations. Methods of quality control used in the
target organization, quality standard ISO 9000:2000, European Foundation for Quality Management (EFQM) excellence model and Capability Maturity Model Integration (CMMI) are also described in this chapter.
2.1 Relevance of improving quality

According to Deming (2000) the relevance of improving quality lies in lower costs, a
better competitive position, satisfied employees and more jobs. Quality also enables
better products and better services. Deming (2000) explains that improving quality
also reduces the amount of unproductive working hours and speeds up the production
process. Costs are decreased because of less rework that has to be made and better
use of materials. A better competitive position is a consequence of lower costs and
better quality due to fewer errors and delays. Employees are more satisfied with their
work when the processes are effective and clear and minimal rework needs to be
completed. Because of a better position in the market and better quality, a company
will be able to stay in business longer and this provides additional employment
opportunities. (Deming 2000)

Godfrey and Juran (1998) state that the purpose of improving quality is to reduce and
eliminate the chronic waste of the target processes. Chronic waste is the cost of poor
quality that might exist in any process. (Figure 3) The reason for it may lie, for
example, in ineffective processes or in errors or deficiencies in the planning. Getting
rid of chronic waste enables better processes, products or services and more effective
production. Cost efficiency rises because less time is used for solving the same
problem many times, thus improving competitiveness. (Godfrey and Juran 1998)
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According to Bauer et al. (2006) high corporate quality affects all employees, the
organization itself, the organization’s stakeholders, customers, suppliers and even the
wider community. Employees involved in producing high quality products or
services are satisfied because of the strengthened security of their position, less
frustrating work as a result of mature processes, positive organizational culture and
possibly higher wages. The organization benefits from the positive culture by
employees that are more likely to stay in the company. Business is also more
profitable because of high quality products or services that sell better and mature
processes with fewer errors, deficiencies or rework needed.

Customer satisfaction is also high as a result of products or services meeting the
customer needs and expectations. Bauer et al. (2006) state that higher quality makes
the customer’s experience more pleasant than with lower quality products. Suppliers
of a quality organization are content with high quality cooperation that benefits both
parties. Communities and even societies as a whole benefit from high quality
organizations because of successful employees, organizations and suppliers that lead
to a greater amount of jobs, people moving to the area, more services needed and
taxes collected. (Bauer et al. 2006)
2.2 Quality and its planning
According to Juran (1986) there are many definitions of quality. These definitions
aim, for example, at excellence, value, conformity to requirements or specifications,
fitness for use, loss avoidance and meeting customers’ expectations. According to
Lillrank (2003) quality can be technical or interactive. The definition of technical
quality is based on product correctness and interactive quality means the quality of a
deliverable that is based on cooperation between the producer and consumer.
(Lillrank 2003) Godfrey and Juran (1998) discuss the many meanings of quality. For
the managing quality there are two important definitions: quality as the features of
products and quality as freedom from deficiencies. The features of products refer to
meeting user needs and providing user satisfaction. The main idea is to increase
income by increasing the level of customer satisfaction. Freedom from deficiencies
instead sees quality as a diminished amount of errors, failures, claims and customer
dissatisfaction. In this thesis the definition of quality aims at excellence. This point of
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views is especially concentrated on the functioning of processes and meeting
customer’s expectations in production.

Quality improvements can focus on product correctness, process functioning or have
a people-oriented perspective. Knowledge Management development is related to
process and people-oriented quality improvement. Processes that have not reached
the CMMI target levels or fulfilled the EFQM criteria need to be improved.
Processes can be divided into core and support processes. Core processes concentrate
on making business in the organization while support processes prop up business
making by supporting the functioning of the core processes. Knowledge
Management development should improve the functioning of core business and
support processes should be able to support work in a better way than before. Both
types of processes are investigated if they are related to the development of
Knowledge Management. The People-oriented viewpoint is important because
process development only happens when employees have approved the new ways to
act at work. (Juran 1986; Viitala 2005; Otala 2008)

Quality Management refers to management activities and functions involved in the
determination of a quality policy and its implementation. Juran (1986) defines that
Quality Management is an overall term that includes all quality functions. According
to Juran’s (1986) quality trilogy, the managing of quality consists of three qualityoriented processes which are quality planning, quality control and quality
improvement. (Figure 3) Developing Knowledge Management concentrates on
quality planning and quality improvement. According to Juran (1986), quality
planning means creating a process that will meet the established goals under
operating conditions – e.g. creating a process of developing the quality of
Knowledge Management. Quality improvement in the managing of knowledge in the
target organization is the aim of this thesis and refers to overtaking unattainable
levels of performance of the improved actions. Quality control is the process of
measuring the actual performance of operations and comparing it to the appointed
goals. The quality control process is also related to this thesis, because previous
quality measurements in the target organization provided input for the demand to
develop Knowledge Management. (Juran 1986, Gibbons 1994; Godfrey and Juran
1998)
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The Quality trilogy diagram (Figure 3) describes how quality planning, quality
control and quality improvement are related to each other. (Juran 1986) Together
these three processes build a systematic approach that enable the improving of
quality in organizations. Godfrey and Juran 1998 state that significant quality
management breakthroughs need to be well planned and systematically executed to
gain the desired results.

Developing quality starts with quality planning, a process, which includes identifying
users, defining their needs, developing product features to meet the user needs,
developing processes to produce these features and transferring the process to the
operational area. These stages can be described as a quality planning road map.
Quality control follows the planning phase. It ensures that processes are running in
optimal effectiveness and that the level of performance does not become worse than
planned. (Juran 1986; Godfrey and Juran 1998)

Figure 3. The Quality Trilogy diagram (Godfrey and Juran 1998)

Quality control includes evaluating actual performance, comparing it to the goals that
have been set and also taking action in the event of any difference between the actual
performance and the goal. In Figure 3 the original zone of quality control illustrates
the goal. Chronic waste is the cost of poor quality that might exist in any process.
The Sporadic spike represents sudden deviations from the planned performance,
meaning that the amount of chronic waste rises. When the amount of waste rises, the
cause of this deviation should be discovered and corrected. Afterwards the process
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falls back to the original zone of quality control. (Juran 1986; Gibbons 1994;
Godfrey and Juran 1998)

As presented in Figure 3, quality improvement follows the phase of quality control.
The purpose of the quality improvement is to improve the target processes by
reducing and eliminating chronic waste. This means identifying areas for
improvement, executing the improvement and ensuring that the performed
improvement is effective under the circumstances. As a result of successful quality
improvement, the chronic waste level falls and the new level of quality control is
defined. Also the lessons learned from the quality improvement are collected,
documented and transferred to the following quality planning phase. (Juran 1986;
Gibbons 1994; Godfrey and Juran 1998)
2.2.1 Quality planning roadmap
A quality planning roadmap describes the quality planning process. As described
above, quality planning aims at meeting the established goals under operating
conditions. It discovers user needs and opportunities for developing products,
services and processes that will meet those needs and expectations and also to reduce
the opportunities. (Juran 1986)

The quality planning roadmap (Juran 1986, Gibbons 1994; Godfrey and Juran 1998)
has the following phases:
•

Identify the users

•

Determine user needs

•

Develop product, service or process features to meet user needs

•

Develop the existing processes to produce the defined product, service or
process features

•

Prove the process

•

Transfer the process to the operational area.

Knowledge Management development should go through all these phases to make
sure that the result of the development process is satisfactory. Identifying the user is
significant that the development is targeted to the correct object. In the development

15

of corporate Knowledge Management the focus is on internal functions as the users
are all corporate employees in different work assignments. Customers belong also to
the target group because of the aim to meet customer expectations. Determining user
need can be made through surveys, interviews, questionnaires or other tools that help
to define their needs. The idea of Knowledge Management development is to get
close to the user in the real working environment. Gibbons (1994) states that it is not
only important to collect the needs, but also to put them into the language of the
organization. When the user needs are defined, the features that meet these needs can
be planned. In this phase the company’s own goals should be considered to ensure
that the planned features are also suited to the goals of the company. Features can be
effectively produced with the help of a new process that also takes into account the
new features. Proving the process happens by meeting the quality goals under the
operational conditions. When the quality of the process is verified, it can be
transferred to the operational area.
2.3 Methods of Quality measurement
Quality control is the process of measuring the actual performance of processes and
comparing them to appointed goals. Quality measurement is important for a company to ensure that the quality of its actions is on a planned level and to make sure
that they also stay on that level. These measurements offer information about development needs as well as about the strengths of the company. There exist many possible methods for measuring quality. The quality standard ISO 9000:2000, the European Foundation for Quality Management (EFQM) excellence model and the Capability Maturity Model Integration (CMMI) are presented below because they are used
to measure quality in the target organization of this research.

ISO 9000:2000 is a quality standard that is used to improve organizational performance and achieve success. This standard defines quality as a combination of product,
system or process characteristics that fulfill the requirements of customer or other
interested parties. ISO 9000:2000 includes the fundamentals, definitions and vocabulary of a quality management system. ISO 9000:2000 is based on quality principles.
These principles are intended for the use of the whole organization to ensure that the
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organization is shifting towards improved performance. (International Organization
for Standardization)

The European Foundation for Quality Management (EFQM) excellence model is
used to evaluate and develop organizational activity and profits as a whole. The
model can be used together with the balanced scorecard. The model has got nine criteria which specify an organizations progress toward excellence. Four of the criteria
are “results” (Performance Results, Customer Results, People Results and Society
Results) and five of them are enablers (Leadership, Policy and Strategy, People,
Partnerships and Resources, and Processes). Result criteria are concerned about
achievements in an organization and enabler criteria cover organizational activities.
Results are caused by enablers and feedback collected from the results help to develop enablers. Figure 4 presents the criteria of the EFQM excellence model, which
can be used for a variety of purposes, for example, in project management, supplier
management, visioning, strategy formulation and as self-assessment. (EFQM 2008;
Laatukeskus 2008, QS News 2008)

Figure 4. EFQM excellence model criteria (QS News 2008)

The Capability Maturity Model Integration (CMMI) is a model for product development. This model helps organizations to develop effective processes. CMMI defines
22 key process areas that should be included in product development and organizational practices. These processes are assembled based on the best practices of successful companies and are relevant for a company that wants to make sure its actions
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are on a mature level. Each key process has been divided into five maturity levels.
Organizational processes are compared to the key processes defined in CMMI. Based
on this comparison, each organizational process gets its maturity level. The higher
the level is the more mature is the process. Maturity levels of each process can be
utilized to develop organizational processes to a higher maturity level. (Software Engineering Institute 2008) A company can set a target level for each process according
to the importance of the process to the functioning of the whole company. CMMI
measurements in an organization define which corporate processes reach the target
level and which are not mature enough. Measurements find out the weaknesses of
each process and this information can be used to develop processes further to reach
the corporate target level.
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3 Knowledge Management
The theoretical point of view when approaching Knowledge Management in this
thesis is in the inspection of the role of organizational knowledge - how knowledge
can be recognized, processed and managed. Here I discuss the relevance of
developing corporate Knowledge Management, about knowledge and its
management and about key components in developing Knowledge Management. The
development of Knowledge Management is divided into knowledge capturing and
sharing, knowledge related communication and into knowledge based innovation.
These were also the main goals of the Development Project in the case organization
that is presented in the experimental chapters of this thesis. Some examples about
managing organizational knowledge are also presented here.

In this thesis Knowledge Management in an organization is divided into people,
technology, processes and the learning organization as explained in the chapter
“Structure of this thesis”. Aspects related to this division are examined in particular.
The focus of the thesis concentrates on inter-company knowledge distribution and on
communication in an interactive and collaborative manner. Finding new ways to
utilize both explicit and tacit knowledge and improving internal work task targeted
communication are important factors. Ways to develop the amount of initiatives
made and the emergence of business relevant innovations are also included to the
thesis focus. Operational models to effectively exploit Knowledge Management in
the organization are examined because people and organizational culture have a
massive impact on the development of Knowledge Management.
3.1 Relevance of managing knowledge
According to Liebowitz (2004) the strategic importance and value of Knowledge
Management is such that organizations should take it as one of the key areas in their
strategic management. If an organization is not able to recognize its own core
knowledge and to manage it in order to be utilized by employees, it will face
difficulties. These difficulties organizations face are, for example, unidentified but
relevant knowledge gaps or losses of knowledge, reduction of effectiveness,
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diminished amount of initiatives made by employees and a low rate of emergence of
business relevant innovations. It is very probable that employees from different parts
of the organization encounter the same challenges in problem solving and make the
same mistakes many times over if the corporate knowledge cannot be recognized,
processed and organized through organizational boundaries like projects, customer
groups or business units. Such a state of affairs reduces the effectiveness of corporate
actions because employees use their time reinventing the wheel. Using the time to
solve the same challenges many times over also diminishes the amount of ideas and
innovations emerging to common knowledge because employees are not able to
share their knowledge and openly discuss about ideas, problems and challenges at the
organizational level.

Project-based companies like the target organization of this research should pay
specific attention to Knowledge Management because projects always need to be
completed within a specific timeframe and cost structure. The finite nature of
projects creates discontinuities in the flow of employees, knowledge and other
resources from one project to the next. (Bresnen et al. 2005) A knowledge loss may
occur if the knowledge of a project is not gathered and saved before the project is
finished. Existing knowledge, for example, from project reviews, problems solved,
risks arisen and solutions found need to be utilized in the project group and be
offered to the use of the whole organization. Without the reuse and multi-use of
knowledge or the ability to create new knowledge from existing solutions and
experiences, project-based companies have to create solutions to every problem.
(Love et al. 2005) This is inefficient both from the point of view of projects as well
as from the organization. To manage knowledge properly between projects, an
organization needs a Knowledge Management strategy that deals with projects
beyond other things.

According to Otala (2008) competent employees and especially high-class experts
are becoming a scarce resource in the companies. She discusses that the shortage in
the labor force is already preventing the growth of some companies. Organizations
that have many employees retiring in the next years should also pay extra attention to
the managing of their knowledge. Many such organizations will face a considerable
knowledge loss in a few years time if they are not able to collect relevant existing
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knowledge from employees leaving in time before they retire. Companies need ways
to recognize the relevant knowledge and process and organize it for the future use of
the company. Liebowitz (2005) states that Knowledge Management actions help
capturing existing knowledge before it leaves the organization and creating new
knowledge based on the existing knowledge.
3.2 Knowledge and its management
A Knowledge Management framework (Liebowitz 2005) differentiates data, information and knowledge from each other. Data refers to elements that can be detected,
for example, to texts, facts, codes, images and sounds. According to Nonaka and Takeuchi (1995) data is transformed to information when it is processed or organized in
some way. Davenport and Prusak (1998) describe information as a message. It has a
sender and a receiver. According to them, information is meant to have an impact to
receiver’s judgment or behavior. They define information as data that makes a difference. Information is transferred to knowledge when it is adopted by Nonaka and Takeuchi (1995). A personal perspective to information transforms it to knowledge.
According to Davenport and Prusak (1998) knowledge can be defined as a mix of
experience, values, contextual information and expert insight. That helps to evaluate
and incorporate new experiences and information. They state that organizational
knowledge becomes embedded not only in documents or repositories but also in the
routines of the organization as well as in processes, norms and practices.

Knowledge can be divided into explicit and tacit knowledge. (Nonaka and Takeuchi
1995) Explicit knowledge means articulated knowledge that can be expressed and
recorded as words, numbers, codes or mathematical formulas. This type of
knowledge is easy to communicate, store, and distribute. According to Nonaka and
Takeuchi (1995) tacit knowledge instead is learned by experience and communicated
only indirectly, through metaphor and analogy. Tacit knowledge is hard to access,
because it is unwritten, unspoken and hidden knowledge people that carry in their
minds. Because tacit knowledge is hard to formalize, it is also difficult to share it in
the organization. (Polanyi 1967; Nonaka and Takeuchi 1995; Jashapara 2004;
Liebowitz 2005)
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Researchers have many definitions of what constitutes Knowledge Management. According to Brelade and Harman (2001) Knowledge Management means obtaining
and using resources in order to create an environment in which individuals have access to information and in which individuals obtain, share and use this information to
raise the level of their knowledge. Alavia and Lediner (1999) define Knowledge
Management as an organizational process for gathering, organizing, analyzing and
sharing both, the tacit and explicit knowledge of the employee so that other employees may make use of this knowledge to be more effective and productive. This
Knowledge Management development follows both of these definition presented.
Knowledge Management is seen as an organizational process of capturing, organizing, analyzing and sharing of knowledge to create an environment in which employees are able to raise the level of their knowledge and may make the use of this
knowledge to be more effective and productive.
3.3 Key components in developing Knowledge Management
The major components of developing Knowledge Management are people,
processes/culture and technology. (Liebowitz 2005) Technology is needed to enable
communication and to share the knowledge between employees. People are the
producers and users that manage the knowledge. The right culture and processes are
needed to make the managing of knowledge a part of daily working routine.
According to Earl (1997) Knowledge Management is divided similarly into
knowledge system, networks, knowledge workers and learning organization. By
knowledge system Earl refers to databases, decision tools and capture systems that
contain information. Networks are important for knowledge capture, knowledgebuilding and sharing. A knowledge worker refers to people that have the needed
skills for knowledge processing and analyzing. According to Earl (1997), knowledge
is maximized if the organization can learn and that is why he defines the learning
organization as part of Knowledge Management. In general most researcher agree
with Liebowitz (2005) and Earl (1997) that the managing of knowledge has aspects
that deal with people, technology, culture that motivates people to learn and
networks that combine people.
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The organization must be able to choose what technology offers the best results to
the company in building a better Knowledge Management system. The variety of
different technological tools is large and employee competences to use the tools vary.
Choosing the right technology for the company is complicated but according to
Liebowitz (2005) the toughest parts of developing Knowledge Management are the
people, process and culture aspects. This means convincing and motivating the
employees to use the offered tools and to feel that the tool use will be of benefit in
their work. According to Liebowitz (2005) there should be a recognition and reward
structure within the company that supports a knowledge-sharing culture and
encourages people to perform idea, viewpoint and opinion sharing. It is also
important that these Knowledge Management processes are closely connected to the
daily processes of work so that the use of knowledge sharing tools will not feel like
an extra load or be forgotten.

According to Liebowitz (2005) the World Bank has realized that it needs to
encourage its employees to share their knowledge with others. In the World Bank
this is done by knowledge and learning sharing proficiencies. This means that each
employee is evaluated and rewarded annually based on how they have reached the
goals to share knowledge. NASA also rewards people with bonuses or awards for
broadly sharing or making knowledge reusable by others. It has even created
positions for people whose primary job is to share and distribute knowledge. (NASA
Knowledge Management Team 2001 by Liebowitz 2005)
3.3.1 Capturing and sharing knowledge

Capturing existing tacit or explicit knowledge for the use of the whole organization is
important. Anyhow it is impossible and unnecessary to capture all possible
knowledge from the organization and save it to documents or databases. It makes no
sense and is therefore never needed. Knowledge is need related, and it is important
that a company is able to define what kind of information may or will be needed in
the future. All knowledge cannot even be expressed easily in writing or some other
storage form (e.g. filmed). That is why an organization should define the piece of
relevant knowledge that it mostly needs to have captured and saved. Especially
business relevant knowledge and relevant personnel competences that are at risk to
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vanish should be stored up. Personnel competences that are at risk of being lost can
be, for example, a good practice to perform a certain action, knowledge about
leading a project or a special programming skill. Besides knowledge loss also
knowledge gaps should be discovered. Knowledge gaps exist in organizations and
the serious ones should be recognized and fixed. An organization has to be able to
prioritize the knowledge it needs in the future, to identify gaps that need to be fixed
and knowledge losses that should be prevented. After that it should start thinking
about ways to capture and store the needed knowledge. (Nonaka and Takeuchi 1995;
Awad and Ghaziri 2004; Liebowitz 2005)

The capturing of knowledge can be accomplished in several different ways. One
common way to capture it is with the help of technology and processes that support
the use of the technology. Different forms of knowledge demand different kinds of
ways to capture and store it. Explicit knowledge like, for example, risk analysis,
results about project reviews or quality improvements can be stored easily in
databases, documents or applications. This kind of knowledge needs a formal storing
place and a process that makes sure that the knowledge is always stored and utilized
in the certain stage of a working action - like at the end of a project or always after a
code review. When it comes to this kind of information, it is also important to decide
what the core information to be saved is and how it should be packaged, how it
should be sorted and the information systematized so that it can be easily found when
needed. It is also important that access to information is well thought over so that
information is available for those who need it when they need it. This ensures that
while starting an action, knowledge from previous experiences can be found.
Information access often means a high level of visibility to the information and
various easy ways to sort the information so that it can be accessed according to
different needs. The usability of information is a key issue, and often not covered in
Knowledge Management systems in organizational use. (Awad and Ghaziri 2004;
Liebowitz 2005)

Tacit knowledge could be shared more openly and in an informal manner through,
for example, groupware tools, electrical working places or virtual worlds. These
tools help people from different business units, groups or situations to meet each
other and interact. People can express their ideas, thoughts and questions in an
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informal manner that supports interactivity and collaboration. This supports the
sharing of tacit knowledge that is hard to document. The way to develop the sharing
of tacit knowledge is focused on encouraging people to share their knowledge and
changing the corporate attitude from knowledge protection or hiding to a culture of
knowledge sharing. When the tacit knowledge is shared with other people, it might
be converted to explicit knowledge and could be collected by all employees freely in
wikis, blogs or other interactive channels. (Awad and Ghaziri 2004; Jashapara 2004)

Figure 5. Knowledge conversion processes (Nonaka and Takeuchi 1995)

The sharing of knowledge is presented through four different knowledge conversion
processes (Figure 5) defined by Nonaka and Takeuchi (1995). New knowledge is
created in these four types of knowledge sharing processes. According to Nonaka
(1995) the creating of new knowledge is a primary and lasting source of competitive
advantage. Knowledge sharing processes are converting new knowledge from tacit
knowledge to tacit (socialization), from tacit knowledge to explicit (externalization),
from explicit knowledge to tacit (internalization) and from explicit knowledge to
explicit knowledge (combination).
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Socialization is sharing experiences between individuals. According to Jashapara
(2004) it is much more than “know how” and it can include intuitions, hunches and
insights. Socialization is deeply connected to a person’s values and beliefs. To
develop socialization, people need to have the possibility to share their feelings,
emotions and experiences openly. Externalization happens normally through
dialogue and the use of figurative language, metaphors, images and inference
(Jashapara 2004). The main aspect of externalization is the dialogue between people.
To develop externalization in an organization, people need a possibility to share their
mental models and reflect and analyze their own understanding. Combination occurs
from capturing, collecting, organizing, editing and integrating new knowledge.
(Jashapara 2004) This is exchanging and combining knowledge through, for
example, databases, groupware tools, networks, applications, documents or
conversations. Internalization happens usually through learning-by-doing or by
training. The space that facilitates internalization is characterized through learning,
training and mentoring. (Nonaka and Takeuchi 1995; Jashapara 2004)

As presented above, different kinds of knowledge conversion demand different
solutions. An organization should define which type of conversion specially needs to
be developed. Accessing explicit knowledge is easier than accessing tacit knowledge
and that is why many companies especially in western countries concentrate on
combining explicit knowledge to explicit. (Nonaka and Takeuchi 1995) the
improvement of knowledge combination is important to the company because it
creates new knowledge from existing explicit knowledge and it helps to capture and
maintain existing knowledge. Nonaka and Takeuchi (1995) claim that converting
tacit knowledge into explicit (externalization) is the key to an organization’s success.
Companies need to pay attention to externalization because tacit knowledge covers
most of the relevant knowledge needed for the company’s success. Kestilä (2008)
discusses that only 20 per cent of the business relevant knowledge is explicit and the
rest 80 per cent of it is tacit knowledge in peoples’ minds. Companies have huge
knowledge databases inside employees’ heads and just a little bit of this knowledge
in the databases of the company. Accessing tacit knowledge and utilizing it to the use
of the whole company offers great possibilities to companies. Equally on the
negative side, tacit knowledge is easier to lose than database knowledge. Companies
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need to develop the collecting of tacit knowledge before the knowledge vanishes
when people retire or change company.

Otala (2008) states that the knowledge and know-how that company tries to maintain
needs to be connected to the success factors of the company. All knowledge cannot
be collected and should not even be collected. A company should define, what is the
knowledge it will need also in the future. This knowledge and the experts having
knowledge related to the success factors are easier to cultivate when there are just a
limited amount of them. A challenge in defining core knowledge is according to
Otala (2008) especially to be seen in large companies. They need to be able to divide
different know-how to different importance levels and link one person to one prime
knowledge. (Otala 2008)

According to Liebowitz (2005) NASA has developed a lessons learned information
system to capture tacit knowledge for the use of the company. This information
system contains 1300 experiences about learned lessons. These lessons learned
include both successes and failures of project management and systems engineering.
NASA has realized that it is not enough to simply capture the experiences: It also
requires that all project managers need to collect their experiences and input them to
the system as well as use the earlier experiences in their work. (Liebowitz 2005)
3.3.2 Communication

Communication in the development of Knowledge Management concentrates on
technological interaction possibilities between the employees of the company. This
includes sharing ideas, viewpoints, opinions and knowledge through technical tools.
Corporate communication should be improved to provide employees possibilities to
be in contact and interact with people over organizational boundaries. Organizations
are becoming more international and remote work is starting to be a part of daily
work. People from one business unit or group might have their working station in
different locations and still they should be able to communicate easily or work with
the same documents every day. Employees may be situated even in different time
zones on the other side of the world and have different working times and still they
should be able to work together. With the help of information and communication
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technology (ICT) communication can be asynchronous and happen from different
locations. Figure 6 presents different types of communication depending on the
amount of people communicating and the timing of their communication. The
amount of people interacts with the communication, for example, because there
might be as many different locations, communication needs and time zones as there
are people communicating. (Brinck 1998; Fitzgerald 2008)

Figure 6. Types of communication depending of time and place (Modified from Brinck 1998;
Awad and Ghaziri 2004; Fitzgerald 2008)

In organizations there exists a need to be able to operate in all four areas of this matrix (Figure 6). Social Media tools can be used in all these four types of communication; 1 to 1 real time, many to many real time, 1 to 1 asynchronous, or many to many
asynchronous communication. Each type of communication demands a different kind
of solution. Real time communication from different locations between two people
has many tool possibilities, for instance, instant messaging, e-mail or chat. Web camera is mentioned in the figure above because this tool functions in the best possible
way in this type of communication. Each person using a web camera uses an individual connection and the web camera can be utilized well when the amount of connections is not high. In "many to many" real time communication it is important that
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everybody can easily take part in the communication and that all conversations can
be seen or heard together through one tool and not from many open windows. All
people can participate in common discussion through, for example, instant messaging, chat, web or video conference. (Awad and Ghaziri 2004; Fitzgerald 2008)

Asynchronous communication can happen only through some tools that save the
conversations. When people are communicating at different times they demand a solution that supports organizing the information to clear entities or has a search functionality that helps users to find the information they are looking for. Asynchronous
communication can happen, for example, through discussion forums, e-mail, blog,
wiki, video casts or web pages. Deciding upon the appropriate communication tool
from these for each conversation varies according to the amount of people needing to
communicate and whether the information is used only once or also in the future by
many users. Organizations should define their communication needs in different
situations, prioritize these needs and offer appropriate tools for employees for these
situations. (Brinck 1998; Awad and Ghaziri 2004)

If an organization wants to be effective, its employees have to be able to communicate easily with each other. Corporate demands to develop communication should be
therefore investigated, prioritized and improved. Communication plays also a big
role in the emergence of innovations. People that share similar interests should also
be able to communicate and share ideas in an open manner if an organization wants
to get new ideas. This is investigated in greater detail below in “Ability to innovate”.
(Brinck 1998; Awad and Ghaziri 2004)
3.3.3 Ability to innovate

The ability to innovate is considered to be a crucial success factor for all companies.
It is the key for an organizations success. Chesbrough (2003) states that: “companies
that don’t innovate die”. According to him, the demand to be able to innovate is a
certainty for organizations. The main question to be considered is how to innovate.
An innovation can be seen as introducing successfully something new and useful,
such as introducing a new method, process, technique, practice, service or product.
Some researchers like Fagerberg (2005) define an innovation as an attempt to carry
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an idea into practice. It might also be a new manner to perform an action in a better
or different way than was previously used to execute the same action. (Otala 2008)
Innovations can be divided into radical and incremental innovations. According to
Leifer (2000) radical innovations refer to the development of new ideas, technologies, inventions or business. Radical innovations cause a radical change to the previous actions. Incremental innovation instead improves existing products, services or
processes. (Leifer 2000)

A closed innovation paradigm has traditionally been used to support innovation within companies. The closed view states that a successful innovation happens inside a
company and requires control. On the contrary, an open innovation paradigm instead
means that organizations should leverage external ideas as well as internal ideas to
innovate. Chesbrough (2003) states that instead of restricting and controlling the innovation process, companies should use people over group, business unit or company’s boundaries to develop the idea. Existing ideas could be developed even outside the company and then taken back to the company as new offerings. According to
Chesbrough (2003) companies are facing a fundamental change from the closed innovations to open innovation paradigm.

Social Media tools offer support especially to a corporate culture of open innovation.
These tools make openness and effective interactivity possible over organizational
boundaries. Otala (2008) discusses that if an organization wants to live in an Internet
culture - which is collaborative and open - it must adapt also new operational models
that support openness. As an example, Otala (2008) describes IBM’s new way of action from closeness to openness. IBM has just recently opened some of its programming patents to be utilized by others. It hopes to benefit from the product development made by all users. Nokia has also started to use the open innovation approach
to develop its products. Torikka (2008) describes that Nokia’s chief technical officer
Bob Iannucci informed that Nokia is just learning how to be open in product development. Nokia is changing its attitude from closed innovations to openness because
Nokia has become too large for its own product development unit. (Torikka 2008)
Naturally companies need to consider the pros and cons of openness; what the risks
of openness are, which information can be made generally accessible, which information is of a strategic nature and needs to be utilized solely within the organization.
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Lehto (2005) states that most companies in Finland are still using the closed innovation paradigm to innovate. He discusses that the small size of Finland does not cause
much movement of the employees from company to another, which is one reason for
the approach of the open innovation paradigm in United States. In any case the European Union context makes it possible to combine people from different countries in
Europe and facilitate employee movement not only between companies but over
country borders. As a part of the European Union, also companies situated in Finland
should consider the open innovation paradigm as one possibility for developing their
ability to innovate. Lehto states that especially in service companies the use of an
open innovation paradigm might be difficult. This is because all partners in the same
field are also potential competitors. This clearly prevents changing of ideas between
companies and the use of the paradigm.

There exist many models that can be utilized in the companies to innovate new products, services or solutions. In the service companies the process of generating ideas
can be divided into idea generation and idea screening. (Kelly and Storey 2000) Idea
generation means the creating of ideas and starts with capturing practical needs, existing ideas, viewpoints, problems, duties, possibilities and technical solutions. Idea
screening refers to collecting more knowledge about the ideas and developing them
further. Kelly and Storey (2000) state that innovating products in service companies
differs from innovation tangible products. Services are at least partly intangible.
They are processes or actions that are used or experienced at the same time they are
produced. Service users always take part in the service event. Therefore, service innovation demands different methods and approaches when compared to innovating
tangible products.

According to Kelly and Storey (2000) most service companies do not have a formal
innovation process with which to generate ideas. They state that only 25 percent of
service companies generate ideas continuously. The rest of the service companies
generate ideas occasionally when required. Kelly and Storey (2000) discuss that most
service companies are just starting to understand that a formal innovation process
would help them to capture and develop ideas. A problem that prevents building an
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innovation strategy in these companies is that they are lacking expertise and financing to build it.

Ahola and Lietsala (2007) discuss that companies need to find a proper attitude and
appropriate tools that encourage the developing of ideas. Tools can be utilized to turn
the flow of ideas to knowledge which is worthwhile to the firms developing an ability to innovate. This goes especially for Social Media tools because they enable open
and free interaction between people. Jasphara (2004) discusses that the possibility to
use figurative language, imagination and playing with abstract ideas enables the
emergence of innovations.

Skarzynski and Gibson (2008) state that innovations should happen according to a
systematically applied plan all the time, everywhere and by everybody in the company. They explain that innovating should be seen as part of processes and belong to
everyday working routines. According to Skarzynski and Gibson (2008) Whirlpool is
a good example of a firm that has succeeded in getting innovation as part of everyday
work. It needed 3 to 5 years time, money and commitment to change to an innovative
firm but this development has resulted in 20 times larger yearly revenues from 2003
to 2006. The actions that Whirlpool made to improve its innovativeness were, for
example, the nomination of a vice president of innovation and innovation teams that
support idea generation, the establishment of a training program for employees to
develop and distribute the mindsets and implement an ICT solution that combined all
employees and their ideas. Whirlpool also held innovation days where ideas were
presented to other employees or customers to get feedback from them. Whirlpool has
even constituted innovation indicators that it can follow to make sure that innovations are emerging continuously. (Skarzynski and Gibson 2008)

It is not necessary and not even realistic or possible to collect all existing ideas. Instead of trying to collect all ideas, only ideas that are related to valuable business impacting information should be collected. Figure 7 presents the process of collecting
and developing ideas according to Skarzynski and Gibson (2008). The triangle on the
left side (diverge) represents the generation of a rich and diverse portfolio of ideas
and strategic options. The triangle on the right side (converge) follows the idea gen-
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eration and consists of finding patterns and clusters of ideas that guide the firm in a
clear strategic direction. (Skarzynski and Gibson 2008)

Figure 7. Idea development (Skarzynski and Gibson 2008)

Traditionally the management of a company has been both the creator and organizer
of the ideas. This is a possible threat for a company when only the ideas of the managers are collected. Managers usually represent similar opinions about, for example,
future of the company, the situation in the industry and about the competition and
generate only a small amount of alternative ideas. According to Skarzynski and Gibson (2008) nowadays company should have as diverse group of people generating
ideas as possible to be successful also in the future. At least all employees of the
company should be able to share their ideas but also customers, outsourcing partners
and competitors could create interesting ideas for the company’s use. The ideas
should be generated by a group of people that represent different ages, experiences,
cultures and surroundings. (Skarzynski and Gibson 2008) There are many possible
tools for creating ideas together with a massive amount of people. Tapscott and Williams (2008) explain that some companies have used, for instance, a wiki solution in
building a strategy and generating ideas together.

The innovations made help organizations to develop their business advantage to keep
track of competition with other companies. According to Lubit (2001) a competitive
advantage is increasingly found in knowing how to do things instead of having a
special access to resources and markets. He discusses that knowledge and intellectual
capital are becoming to be primary bases of core competences and a key to superior
performance. Because knowledge is becoming the basis of competitive advantage,
effective and interactive Knowledge Management is vital for company’s success.
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According to Jashapara (2004) converting tacit knowledge to explicit knowledge is a
primary process for successful ideas. Lubit (2001) agrees that the ability to capture
and share tacit knowledge is a key to develop a competitive advantage because tacit
knowledge is much harder for competitors to copy than explicit knowledge. For creating competitive advantage and new innovations, people need to be able to communicate in an open way and over the boundaries of organizations. This places a demand on the tools that are used for communicating.

One challenge in developing a company’s ability to innovate is that most Knowledge
Management development efforts are focused on creating a technological solution to
capture ideas. A technical solution is a good and important base for the solution, but
aspect with the system’s users should also be considered. More attention should be
given to convincing people to use the new system. (Lubit 2001) Lubit (2001) discusses that knowledge is the basis of respect and power in the organization, so people
might hesitate to share their knowledge if they feel of losing power at the same time.
According to Otala (2008) employees cannot be forced to be innovative. A company
should create circumstances that motivate people to share knowledge, collect new
knowledge and question the existing information. A company should find a way to
encourage people to share their ideas. This can be supported through incentive systems providing rewards or awards. Otala (2008) discusses that people need interaction with others to innovate. Anyhow it is important that the corporate encouragement does improve collaboration instead of competition. Competition in generating
ideas might lead to hindering the sharing of ideas with co-workers and that is not the
aim of the company. (Lubit 2001)

Another challenge is caused by demands of extreme efficiency limiting time to be
used to anything else than to work invoiced from the customer. Innovativeness demands time and mental space. When an idea has appeared within a group of people,
they need time to continue developing possibilities of it and to share the idea with
other employees. If there is no time to continue developing the idea, it might just be
forgotten. Employees often feel that time used for sharing of knowledge and generating ideas is away from the daily responsibilities with higher priorities. (Lubit 2001)
A company needs to change its culture and attitudes towards idea creation if it ex-

34

pects a constant flow of new ideas. It should not only change it strategy but also
show that the time used for innovating is as important as the time used for normal
working activities.

Ownership and patent related matters also cause problems for innovation cooperation. Companies need to define who owns the idea or innovation made, who is allowed to patent it, who is allowed to develop it and who is financing its development
and implementation. The starting of collaboration with partners might come to an
end already at the planning stage of the cooperation if the companies are not interested to invest time and resources to examine possibilities for innovating with partners.

Ahonen and Lietsala (2007) have examined different ways to manage innovations in
companies with the help of information and communications technology (ICT).
Ahonen and Lietsala (2007) discuss that, for example, the pharmaceutical company
Lilly

has

launched

an

open

innovation

community

InnoCentive

(www.innocentive.com) to gather knowledge and ideas about developing drugs and
other products. Companies from the same field can express their problems in InnoCentive and then people from different organizations can answer to these problems.
When a problem has been solved, a company that has asked the question pays a fee
to solvers (and a fee to participate to InnoCentive). The gained knowledge stays in
the InnoCentive and can be utilized in other problems as well.
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4 Social Media
The third theoretical viewpoint towards the research problem – in addition to previously described Quality Management and Knowledge Management – is the utilization of technology and especially that of Social Media. (Figure 2) The focus of this
chapter is in the recognition of the possibilities and challenges of using Social Media
in managing knowledge in organizations. The aim in developing Knowledge Management through Social Media utilization is in better knowledge distribution, communication and in the emergence of innovations as described already in the previous
chapter. Some widely used Social Media tools and applications that could be utilized
in the companies are also presented here in detail.
4.1 Social Media and its possibilities
Social Media refers to collaboratively produced or shared media content and to network communities. Social Media Applications are interactive applications that offer
users possibilities to share their opinions, experiences, insights and perspectives easily. Social Media applications include, for example, wikis, blogs, Internet forums,
virtual workplaces, instant messaging and music and video sharing. The terms Web
2.0 as well as social software have also been used synonymously with Social Media.
In Web 2.0 Internet content can be commented upon, modified, developed further
and discussed interactively with other users. Ahonen and Lietsala (2007) discuss that
Social Media has opened new possibilities for users to participate in online communities and produce content collaboratively. They comment that this would not have
been technically possible even ten years ago. (Ahonen and Lietsala 2007; Otala
2008)

As presented in Figure 1, Web 2.0 is a phase of the World Wide Web between the
first phase Web 1.0 and the emerging phase Web 3.0. Web 1.0 is characterized by
published content that producers generate to Web pages and customers can read from
the pages. Web 2.0 (Social Media) is based on user generated content, openness and
the sharing of content. Every user of Web 2.0 Internet can act as a producer and a
customer at the same time. The emerging Internet is called Web 3.0. Web 3.0
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characteristics are platform independence, Internet content that is understandable by
computer and applications that appear three dimensional to the user. Figure 8
presents the different characteristics of these Web phases.

Driver (2008) discusses that Social Media use and Web 2.0 are just the beginning for
a big change in the Internet. She explains that the next major Internet wave, Web 3.0,
will be a linked and interactive two or three dimensional environment that includes
everything from use-specific and private applications to a virtual world that are open
to everybody. Driver (2008) predicts that people will move between applications and
worlds in a natural way. She argues that the experience in the Internet will increase
motivation and engagement compared to the static and text oriented information of
the current Internet. Other Web 3.0 predictors describe that in Web 3.0, the Internet
content and discussions are followed by computers. They state that computers are
programmed to create new Internet content by following documents, discussions and
other information about similar subjects. (Radar Networks and Nova Spivack 2008;
Tapscott and Williams 2008)

Figure 8. Development from Web 1.0 to Web 3.0 (Modified from Hayes 2006; Radiar Networks
and Nova Spivack 2007; Jones 2008; Tapscott and Williams 2008)
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Although there are many Social Media applications and technologies that are categorized under the term Social Media, Social Media refers also to a mindset of using this
technology, its applications and tools. This way of thinking encourages openness,
sharing of knowledge in a collaborative manner, shared power to decide and interactivity. New corporate culture that supports open knowledge sharing, customs to use
the Social Media tools and ways to encourage users are needed besides Social Media
technologies. New operational models for sharing knowledge instead of withholding
it should be taken into consideration besides the technological possibilities to be able
to utilize Social Media tools usefully.

According to Otala (2008) companies’ information and communications technology
(ICT) solutions are built to support business processes instead of social processes.
Nevertheless, employees use most of their time at work on something else other than
the core business processes they should be focusing on. This means that a huge portion of time is used on failures, exceptions and other unexpected scenarios which
cannot be solved according to the formal guidelines or documents. Actions needed to
solve these scenarios require interactivity between employees. This can happen by
the sharing of experiences, viewpoints and ideas or asking advice from each other.
(Otala 2008) Social Media tools can be used as one answer to this demand to work
more interactively. According to Blacker et al. (2000) it is important that instead of
employees working at isolated physical or virtual work stations, they should be able
to work in a way that supports shared interpretations of shared data. Social Media
enables this. The user is no longer only a user of a certain application; he/she instead
has a possibility to produce the media content of the application in a collaborative
manner.

Internet is already changing towards more interactive applications but companies’
internal networks should also adapt to the new features from the Internet. A company
should start utilizing Social Media tools now when the change from old to new tools
is not yet too large to overcome. According to Tapscott and Williams (2008) the
possibility to bring the younger generation – the people that are born into the digital
world - into the enterprise with their values and ways to work will generate one of
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the most exciting, long-lasting changes and innovation that the business world has
ever seen.
Managing knowledge
Gartner consulting (Linnake 2008) discusses that companies need Social Media to
support and strengthen collaboration in the company. Employees need more information about existing knowledge in the company and about competences their coworkers have. There exist many Social Media Applications - like Facebook, LinkedIn or MySpace - that offer possibilities to interactive communication, effective document sharing or more detailed personnel lists with employee competences. Besides
existing Social Media tools, organizations can also acquire tools that are planned to
the organization. Also networks between different people could be made visible to
other employees with the help of this kind of Social Media utilization. Social Media
also enables more effective sharing of knowledge in an organization. Wiki, blog or
online forums can be used to improve the personnel’s possibilities to correct, update
or add instructions, documents or other materials to a company’s Intranet. Tapscott
and Williams (2008) describe that at Xerox a wiki is used, for example, collaboratively to define the company’s technology strategy.

The personalization of virtual workplaces or intranet view is also feasible with the
help of Social Media. A company can choose whether everybody is able to see everything easily or is just the relevant information to each employee shown. It is very
clear that the latter alternative is the one that will be chosen. The employee can also
personalize their own view and the visibility of their own materials to other employees. The company must be able to choose which pieces of knowledge need to be visible to all employees and which information interests only certain groups. In any case,
it is important that the employee is also able to find the knowledge that does not particularly belong to his/her work and does not get the feeling that most knowledge is
prevented from him/her. This information does not have to be on the main page or
first links but should be found, for example, with the help of search engine. (Linnake
2008; Otala 2008; Tapscott and Williams 2008)
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Communication
Communication in the virtual world or discussion forums is just one form of communication besides face to face communication. It has been studied that the people’s
physical reactions to different kind of happening in the virtual world are really similar or the same compared to the reactions in the “real” world. (Holmberg 2008)
Holmberg (2008) discusses that social behavior models are transferred to the virtual
world. He explains, for instance, that when people meet in the virtual world, they often form a circle where to communicate with each other like in the real world although it would be possible to discuss in a dispersed arrangement as well.

According to Otala (2008) email has become an essential form of communication in
companies. There are big databases of knowledge contained in peoples email folders.
It is easy to send all information that can be visualized to others through email. A
challenge of using email for communication, cooperation and changing of knowledge
is the amount of mail people receive every day. Most messages sent are junk mails,
but the amount of relevant mails is also getting too big for an employee even to go
through each day. (Otala 2008) Companies need to face the reality that they should
find another solution besides email to be used for cooperation and communication.
Virtual working places can be used to work with the same document or to support
cooperation. RSS feeds could be used to compensate email as an information channel
and instant messaging should be provided to enable easy communication.

Personnel are already using Social Media application provided outside the company
in their work. Especially younger people feel that the software provided by most
companies is old and rigid because they have grown up with Internet and have used
its tools all their lives. Employees feel frustrated at using old tools experienced to be
old and non-supportive to effective communication, the sharing of documents or
asynchronous working. They start using software offered outside the company to
make their work more effective, if that is not prevented. This is a possibility and a
security risk for a company and can be solved by offering Social Media functionalities inside the company. Gartner consulting (Hämäläinen 2008) explains that companies should forget their policy of preventing the tool use outside the company and
instead find ways to start utilizing the same tools safely within the company. Some
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companies, like the international software company Serena Software, have already
realized that the employees need modern ways to communicate and distribute knowledge. Serena Software even advices its employees to use the Social Media application Facebook in their working time to make connections with their co-workers.
(Hämäläinen 2008; Ihanus 2008; Lahdensivu 2008) Nevertheless, some companies
still strictly forbid using of tools offered outside the company. According to Otala
(2008) banks in particular are denying the use of Social Media tools from the Internet. Reason for this might be their very high security requirements.

Asynchronous and synchronic working occurring from the same or different location
demand a different kind of solutions as presented earlier in Figure 6. For example
instant messaging, chatting or video conferencing can be utilized in synchronic communication when employees are at the same time on the job. Asynchronous communication and working with the same documents at different times instead demands
other solutions. These solutions – like chats, discussion forums, e-mails, blogs or
wikis – should save the information to be used at different times. The solution to be
used depends on the type of conversation, the amount of people attending it, the need
to save the conversation for later use as well as privacy matters. Privacy matters can
occur from different physical locations, different corporate locations – like partner
companies situated in different networks or from the legislation of some country that
prevents free conversation. (Brinck 1998; Awad and Ghaziri 2004)

Social Media can also be utilized to recruit people. Otala (2008) tells that, for example, Accenture and GE Money have recruited people through the virtual world Second Life. Some companies follow people’s profiles in Social Media Applications and
contact the appropriate persons. Even some work interviews have been made in the
virtual world. Lietsala (2008) also describes an example that concerns studying that
has been made in the virtual world. Each student is represented by an avatar that
freely moves in this world. Teachers have taken tours of modeled towns, houses or
inside cells with their student in the virtual world. New ways to learn and participate
at the same time offer possibilities for new kind of learning.
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Ability to innovate
Social Media can also be utilized to support openness and development of innovations together with clients or other companies. Cooperation and interactivity between
people situated in different physical locations has never before been this easy. Social
Media offers great possibilities for the success of companies in the future. If the company is able to utilize Social Media inside the company, it is also able utilize it outside the company in interaction with clients. Some companies like Lego (Hintikka
2007) are advanced in Social Media use with clients. The tools of Social Media provide Lego an easy possibility to ask from their customer, what they really want. Lego
offers on its Website a possibility to design Lego products and evaluate and rate existing products. Lego just needs to collect the most promising ideas from their customers and realize them. Other companies need to start using Social Media at least
inside the company to collect knowledge about the possibilities of Social Media. This
knowledge can be used to improve interaction with clients in the future. Otala (2008)
also states that Social Media tool use will help to bring out the competence of the
organization to the awareness of others.

Employees’ possibilities to have an influence on the media content of company’s internal applications facilitate creativity, open communication and the sharing of
knowledge among users. This is beneficial for the company if it is able to utilize Social Media functionalities effectively. The company benefits in increasing the amount
of ideas and innovations made and in more effective working practices. Working has
become more effective and also easier because of better work communication and
the distribution of both tacit and explicit knowledge in the company. Employees can
find the knowledge they need easily and utilize previous experiences made in the
company in their work. Losses of knowledge are diminished because of new ways to
manage knowledge between projects and ways for collecting knowledge from retiring employees before they leave the company. (Kelly and Storey 2000; Lietsala
2008; Otala 2008)
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4.2 Challenges emerging from the utilization of Social Media
Besides the many possibilities that Social Media tools offer, a company faces also
challenges when starting to use Social Media tools in working activities. According
to Gartner’s research (Linnake 2008), companies face five main challenges when
starting to utilize Social Media in the activities of the company. These challenges are
(1) choosing the right operational models to find Social Media tools that are relevant
for the company’s business, (2) overcoming cultural barriers, (3) privacy, (4)
behavior of the tool users and (5) time related challenges.

(1) Choosing the right operational models refers to finding Social Media tools that
will develop corporate operations in a planned way. This should be done from the
business point of view, and a company should define its needs to utilize Social Media
in different operations. These needs should be prioritized and the tools that answer
the prioritized needs should be defined. The efforts needed to start using the chosen
tools should also be evaluated. After that the company should find an appropriate
way to motivate personnel to use these tools in a way that the organization wishes
these tools to be used.

According to Lubit (2001) a challenge of using information and communications
technology (ICT) tools in managing knowledge is that these solutions require that
tacit knowledge is converted to explicit knowledge. This conversion is difficult to
carry out but it offers great possibilities if it is successful. A problem with converting
tacit knowledge to explicit is that sometimes converting tacit knowledge to explicit
might damage or diminish its real value. Tacit knowledge might be tied up with its
context. If it is converted to explicit knowledge and used in another context, it might
not be usable anymore. (Davenport and Prusak 1998; Lubit 2001; Nieminen 2007)

(2) Overcoming cultural barriers refers to attitude and behavioral changes needed to
get all employees taking part to the Social Media tool use. Awad and Ghaziri (2004)
discuss that there are also different kinds of users in a knowledge system. These user
groups - experts and knowledge workers - have different needs and wishes towards
the system. Any employee can be an expert or a knowledge worker depending of the
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situation. Knowledge and expertise are the things that separate these two user groups
from each other. Experts “own” and create the knowledge in the knowledge system
and knowledge workers seek and use that knowledge. The difference between these
groups is that experts do not necessarily need the system often because they already
have the necessary knowledge they need for working in their minds. From a company’s point of view, they are the employees that need to be encouraged to use the
system and share their knowledge. Knowledge workers are easier to persuade to utilize the knowledge system, but they will not use it either if there is not enough information provided by the experts. A company should find out ways to encourage experts to share their knowledge and after that to persuade knowledge workers to use
the system. (Awad and Ghaziri 2004)

(3) According to the researches of Gartner (Linnake 2008) the privacy of the users
should be taken into account to assure that information that is meant to be private
also remains private. This is an important matter for organizations. Although
attitudes towards openness of information in the organizations have risen, there still
exists information that is meant just for a particular group. This might be, for
example, business information that is not meant for consultants or partner
organizations or information that managers have about individual employees.
(Linnake 2008)

(4) Behavior of the tool users should also be observed. According to Fiilin (2007) the
possibility to publish information on an organization’s Intranet without a name or
behind a pseudonym might dilute the quality of the Intranet content. He discusses
that IBM has also noticed that problem, and for this reason the policy is such that the
conversations in the Intranet must be done using the employee’s own name. Fiilin
(2007) tells that IBM has been satisfied with this way of communicating with the
person’s real name added to the conversations.

Employee competences to use information and communications technology (ICT)
vary a lot. According to Prensky (2001) users of ICT tools can be divided to digital
natives and digital immigrants based on their familiarity with the digital world. Digital natives refers to people that are born into the digital world. They feel comfortable
while using digital tools and consider them as a part of normal life. Digital immi-
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grants instead are not born to the digital world. They are usually over the age of
thirty and not used to the use of digital tools. (Prensky 2001) Table 1 on next page
presents the differences of digital natives and digital immigrants in the use of Social
Media.

Table 1. Differences of digital natives compared to digital immigrants in the Social Media use
(Presnsky 2001; Basso and Prentice2008; Lietsala 2008; Tapscott and Williams 2008)

STRENGTHS OF

STRENGTHS OF

DIGITAL NATIVES

DIGITAL IMMIGRANTS

IN SOCIAL MEDIA USE

IN SOCIAL MEDIA USE

•

•

Good skills to utilize Internet and

Experience of previous tools that

Intranet

have been used at work, long experi-

•

Many Social Media tools familiar

ence of some ICT tools

•

Fast ability to adapt to use new tools

(e.g. Office)

•

No fear for new technology

•

Experience of information that should
not be published openly
(e.g. personal protection)

WEAKNESSES OF

WEAKNESSES OF

DIGITAL NATIVES

DIGITAL IMMIGRANTS

IN SOCIAL MEDIA USE

IN SOCIAL MEDIA USE

•

Risk of over optimism

•

•

Not much experience about previous
tools that have been used at work

•

Considerable Social Media tool learning challenges

•

Have to get over a paradigm change;

Possibly poor skills in areas that are

attitude changes required before be-

not popular in out-of-office use

havior changes

•

No experience of paradigm change

•

Not much experience about what

•

May not overcome next level paradigm changes

piece of information is allowed to
publish openly to everybody

It is a challenge to a company to find out operational models to get all employees to
use Social Media tools irrespective of their mindsets towards Social Media, competences and prejudices. According to Tapscott and Williams (2008) digital immigrants
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in particular are to encounter challenges in adopting new Social Media tools and new
ways of working. They will face a paradigm shift from old customary ways of working to newer, more open and collaborative working methods. Digital natives are already accustomed to Social Media tool use and they will not encounter a paradigm
change this time. Digital natives are instead the generation that will cause the change
to the new open, interactive and collaborative ways of working when they enter the
employment market. Because of differences in Social Media familiarity and competences to use it, also the need for training and the ability to try out new functionalities
varies between digital natives and immigrants. That is why companies should find
out about the training needs of both groups and offer suitable support depending of
the needs. Ways to encourage tool users should also be researched from the point of
view of different generations.

(5) Time related challenges mean that users start to use Social Media tools to
communicate about their personal matters instead of working matters. Organizations
need to pay attention to more virtual and less strict working environment and create
new working processes and ways to evaluate productivity that respond to the new
possibilities of work communication. (Lahti 2008, Linnake 2008, Hämäläinen 2008)
Time related problems may also occur when communication possibilities develop
and working from home gets easier. It might lead to situation where employees are
contacted from work at any time of the day. This may lead to employee exhaustion if
they have the feeling of being at work around the clock.
4.3 Social Media tools
Knowledge Management tools can be divided into four groups based on their
functionalities. (Jashapara 2004) These groups are also relevant with Social Media
tools. The four categories of Knowledge Management tools can be divided into
knowledge capturing tools, knowledge evaluating tools, knowledge sharing tools and
tools that can be used to store and present knowledge. Companies need tools from all
these four groups to be able to manage knowledge effectively. (Jashapara 2004)

Many Social Media tools belong to more than one category of Knowledge
Management tools. Blogs, wikis or discussion forums can, for example, be easily
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used to capture knowledge. At the same time they can be used to share knowledge.
Information and discussions are saved for further use in those tools, so they belong to
the category of storing and presenting knowledge. These tools also work as
knowledge evaluating tools because existing knowledge can easily be discussed,
analyzed and saved in the new form. Although many Social Media tools belong to all
categories, it does not mean that they are the best tool to each situation. Instant
messaging for example could improve the sharing of knowledge if the knowledge is
not supposed to be saved. Virtual communities might be a better solution than blogs
or wikis for a group of people working together with specific documents.

Figure 9. Current emerging technologies (McGee 2008)

As presented in Figure 6, the Social Media tool suitable for each situation depends on
the type of communication. The type of communication depends on timing, location
and the people attending to it. For example, asynchronous conversation and the sharing of knowledge always demand a tool to even happen. While planning corporate
tools, the communication situations and the needs people have in them should be de-
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fined to be able to choose the best tool for each situation. (Brinck 1998; Awad and
Ghaziri 2004) Needs in the communication situation are, for example, demand to
save the conversation for later use or that the communication should be quiet because
of the risk of disturbing co-workers in an open office environment.

New Social Media tools are developed all the time. New opportunities for business
rise when more and more people start using these tools and technical inventions accelerate the development. Figure 9 presents some emerging technologies and Social
Media tools and shows how they were adopted on July 2007 by Internet and Intranet
users. As presented in Figure 9, enterprise instant messaging is already well utilized
and known when, for example, 3D printing and mobile robots are still unknown to
most users.

Figure 10. Gap between Intranet services and the possibilities of Internet technology (Modified
from Yli-Olli 2008)

Although Social Media tools are already widely used in the Internet and during free
time, there exists a gap between the Social Media tools used inside companies and
out on the Internet. Figure 10 presents the growing gap between technologies that are
widely used on the Internet and not yet well utilized inside companies. The
interpretation of this figure is that Internet possibilities are poorly exploited in
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Intranets. The different functionalities of Internet and Intranet - Social Media tools are explained later in this chapter. Forrester research (2008) expresses the view that
although the possibilities of Internet are not yet widely utilized inside company
networks, the business adaptation of the Social Media tools is expected to grow
strongly in the near future.

Figure 11. Strengths and weaknesses of Social Media tools (Modified from Melakoski 2007)

Figure 11 presents the strengths and weaknesses of commonly used Social Media
tools on the Internet. Social Media tools that are relevant to organizations and their
characteristics are described in detail below.

Blog
A blog is a Website that is usually maintained by one person or in some case by a
group of people. A blog contains normally descriptions about happenings, ideas or
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events in a chronological order. A key feature of a blog is that people can comment
on it easily and that the texts in the blog stay as they were put to the blog. In many
organizations blogs are used to present managers ideas to the employees. This is
done for example at TietoEnator. Because of the chronological order of blog content,
however, the finding of information can be complicated. (Otala 2008; Tapscott and
Williams 2008)

Corporate portal
A corporate portal is a framework of integrating information and people in
organizations. These portals are used to centralize content contribution to employees
through a secure user interface. Shared information can be personalized by
employee’s interests. An example of a corporate portal is Microsoft’s SharePoint
server.

Discussion forums
A discussion forum can be a Web page or part of the page where people can discuss
freely about different subjects. Discussions are normally categorized under different
subjects and old messages are saved to be scanned later on. Discussion forums save
all conversations and are functional in asynchronous conversations. They can also be
used as information bases although information finding might be complicated if the
search is not well developed. (Holmberg 2008; Otala 2008)

Communication services - Instant messaging
Instant messaging is a commonly used type of communication service. It is one of
the first Social Media tools to be adopted for use in organizations. Instant messaging
refers to real time messaging via connected computers in some network. (Otala 2008)
Instant messaging is a functional tool especially in short synchronous discussions
that do not have to be saved for later use.

Mashups
Mashups are Web pages that connect the information from several Web pages to one
Web page. Mashups are especially planned for effective knowledge sharing. Google
Earth is one example about a mashup. It contains maps and detailed information
from the places in the map. (Hintikka 2007; Tapscott and Williams 2008)
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Social networking
Social networking refers to service that uses software to build a communities of
people that are interested to explore the interests and activities of other members of
the community. Facebook is an example for a very popular social networking service
that connects people in the Internet. (Tapscott and Williams 2008)

RSS-feed
RSS-feeds (Really Simple Syndication) are Web feed formats that are used to
publish frequently updating material in XML form. A feed can be ordered from
many Web pages and it is sent to the subscriber when the content of the Web page
changes. RSS can be used to compensate emails, for example. (Hintikka 2007)

Virtual world
A virtual world is a simulated environment that is normally open to anyone to access.
Users are able to inhabit the worlds and interact with each other in a form of avatars.
These avatars can freely move around different worlds and meet other avatars
controlled by other users. Second Life is a virtual world that is used all over the
world. It has received over one million check-ins in two months. (Holmberg 2008;
Lietsala 2008) Virtual world is an inspiring three dimensional world that can be
utilized to improve, for example, synchronous communication happening from
different locations.

Wiki
A wiki is a collection of linked Web pages that can openly be edited by users. Users
can add new pages and new links between wiki pages easily. Wiki is an effective tool
for sharing knowledge. Free dictionary Wikipedia on the Internet is the most well
known wiki. Otala (2008) states that wikis are mostly used in companies from all of
the available Social Media tools. She claims that an internal corporate wiki is like an
Intranet except that it is free and everybody is allowed to edit it. According to
Tapscott and Williams (2008) wikis are going to be the standard tools (like e-mail
and instant messaging) in workplaces.
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5 Process and methods for developing Knowledge Management
through Social Media in the case organization
This chapter focuses on the process and methods utilized for developing Knowledge
Management in the case organization Fidenta. Corporate knowledge management
can be developed from many different points of view. This thesis focuses only on
development that can be achieved by Social Media use alone. Reasons for choosing
the development process and the particular employed methods used are presented
here. The use of the methods is also described in this chapter.
5.1 Process of developing Knowledge Management
There are many alternative approaches to building a Knowledge Management system
for an organization. Most approaches define a Knowledge Management systems life
cycle (KMSLC) that describes the phases of building a Knowledge Management
system. Awad and Ghaziri (2004) present a Hybrid life cycle that combines these
different approaches. Their process starts with evaluating the existing infrastructure
in an organization, forms a Knowledge Management team, captures knowledge,
designs relevant Knowledge Management architecture, tests the system, implements
the system, manages the change and reward system, and ends with the evaluation of
the implemented system.

The Knowledge Management development process used in this thesis is based on the
hybrid life cycle and is presented in Figure 12. The Hybrid life cycle’s stages are
completed by the phases of the quality planning roadmap (Juran 1986) to make sure
that the quality of the corporate Knowledge Management system is improved. The
development process of the thesis consists only of some phases of the Hybrid life
cycle because the development focuses on corporate actions that can be improved
with the help of Social Media. Implementation of the system is beyond the scope of
this thesis. That is why the development process of this thesis ends with the
definition of operational models needed to utilize the Social Media functionalities in
the organization. The phases of the quality planning roadmap are presented in
Chapter 2. They are (1) Identify the users, (2) determine the user needs, (3) develop
the product, service or process features to meet user needs, (4) develop the existing
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processes to produce the defined product, service or process features, (5) prove the
process and (6) transfer the process to the operational area. (Juran 1986, Gibbons
1994; Godfrey and Juran 1998)

Figure 12. Knowledge Management development process of this thesis

The first stage in developing corporate Knowledge Management is to define the
demand to develop Knowledge Management (Figure 12). This is done by evaluating
the existing Knowledge Management, taking into account needs based on quality
measuring and collecting information from the employees. Information is collected
from the employees according to the quality planning roadmap’s first phase of
identifying the users and evaluating the existing Knowledge Management. This
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includes determining user needs as in the second phase of the quality planning
roadmap.

All employees of the organization are the users of the Knowledge Management
system. Employees have different needs for the system based on their responsibilities
and that is why the different needs to use the Knowledge Management system have
to be identified and profiled. Employees will use the Knowledge Management
system and its tools as planned only if the functionalities of the new solution are
entered into the daily working processes of the organization and they feel that the
new functionalities offer some new advantage compared to the use of the old
solutions. In addition to that, the first stage includes taking into account the previous
quality measurements made in the target organization and evaluating the existing
Knowledge Management. This is achieved by finding out corporate problems in
communication, knowledge sharing and innovation management inside the
organization. In the last stage of the process possible ways to motivate employees to
adopt the new Social Media solutions are researched.

The second stage is to define Social Media functionalities that answer the demand to
develop the managing of knowledge. This stage includes developing the Social
Media solutions to meet the user needs from the quality planning roadmap and
developing the existing processes. This stage is executed through benchmarking
other companies that have implemented Social Media solutions and getting familiar
with Social Media possibilities. Based on this research and the results of the first
stage, the new Knowledge Management architecture is defined. The Social Media
functionalities are prioritized and easily corrected quick wins are described. These
quick wins are small improvements for the company that have a significant impact
on the Knowledge Management development.

Third stage is to discover operational models that make it possible to utilize the
defined Social Media solutions in the target organization. This stage takes care of
aspects dealing with organizational culture and people. It includes proving that the
process is suitable for the target organization which is the second last phase of the
quality planning roadmap. Employee competences to use Social Media
functionalities are studied and the change and reward structure planned. At the end of
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these three stages, results are evaluated and corrections are made to the planned
architecture if needed. The last phase of the quality planning roadmap, transferring
the process to the operational area, is not part of this thesis.
5.2 Methods
User centered design methods are used in all three stages of the Knowledge
Management development process; in defining the demand to develop Knowledge
Management, in finding the Social Media solution to answer that demand and in
defining appropriate operational models of starting to use the solutions in the
organization. User centered design methods are used instead of traditional
Knowledge Management methods - like knowledge mapping, black boarding or
concept mapping (Alavia and Leidner 1999; Awad and Ghaziri 2004) – to be able to
give all employees a possibility to influence the improvement of existing Knowledge
management system.

User centered design methods concentrate on the usability of systems from the point
of view of users. Usability is defined as the extent to which a product can be used by
a specific user to achieve specified goals with effectiveness, efficiency and
satisfaction in a specified context of use. Effectiveness describes if the users are able
to complete tasks and achieve their goals with the tools. Efficiency refers to efforts
made to achieve the goal and satisfaction describes whether the user was satisfied
with the ease of use. (International Organization for Standardization 2008;
UsabilityNet 2008)

This approach of developing Knowledge Management from the user point of view
with the help of user centered methods is chosen, because the toughest part of
developing Knowledge Management is the aspect with people and organizational
culture. (Liebowitz 2005) This means finding a solution that offers benefits to all
users and convinces them to use the offered tools. Traditionally a Knowledge
Management system is planned by a small group of people, for example, upper
management or communication unit of an organization for the use of the whole
organization. User centered design gives instead the control of design to all users or
user groups of the system. In the managing of knowledge it is crucial that most
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employees use the system so that the organization is able to collect as much relevant
knowledge as possible for the use of the organization. User centered design methods
offer employees possibilities to contribute to the result already in the early stages of
planning the result. If most users have a possibility to take part in planning, it is
probable that they will feel more satisfied with the system ultimately designed.

Information that is provided to the users should be useful, accurate and easy to find
and utilize. Since the demand and possible problems have been defined, the Social
Media functionalities answering the demand can be found. User centered methods
offer ways to design a Social Media based Knowledge Management system that
answers the needs of the employees. Operational models of starting to use the
functionalities are also easy to define when the focus of design has been with the
users for the whole design process. Operational models are models that describe for
example, how a solution should be planned in detail, built and implemented and how
the corporate processes and ways to act should be developed to support the new
solution and desired mindsets.

The chosen user centered methods to evaluate and develop Knowledge Management
in this Master’s thesis are probe, user survey, interview and brainstorming. These
methods and reasons for choosing them are presented in detail in the following subchapters. The stages of the research (where methods were used) are described in
detail in Chapter 6.
5.2.1 Probe
A probe is normally used to collect information about user’s opinions and experiences. It can be, for example, a collection of artifacts, a camera, a recorder, a piece of
paper with inspiring questions or a diary that help users to explain the usage situations by description, pictures, sounds, drawings, etc. A probe helps the designers of a
planned system to get users to participate in the design process and support interaction with the designers and users. (Mattelmäki 2006) This idea of getting near the
users is important because the new Knowledge Management system is used as
planned only if the users feel it beneficial and workable. Users have the possibility to
influence to the design, which will give a feeling of being noticed and activate the
level of interest towards the planned system.
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In this thesis probes (Appendix A) were utilized to get the opinions and viewpoints
of the employees in an informal manner. This informal starting point was chosen to
inspire free communication about the research subject in the company and to get
anonymously comments about the research focus from the users. The probes were
used to stimulate discussion about the case organization’s knowledge distribution,
communication and innovation management. The probes were distributed to all business units’ break rooms to give all employees a possibility to openly express their
feelings and in a situation that is usually not formal. User observation was another
method that was considered as a way to collect employee opinions about the research
subject in a real knowledge sharing and communication situation. However, probes
were chosen to inspire all employees to think about the research subject by giving
them a possibility to participate and not only to be under observation.
5.2.2 User survey
User surveys are used to collect information from users while defining requirements
of a particular solution. They can also be used to collect information about existing
ways to perform a specific action or to collect knowledge about employee awareness
and competences regarding some well known tools or applications. While planning a
survey it is important to make questions that provide the information that is meant to
be obtained from the users. It is also important to make sure that the people answering the questionnaire understand the purpose of the survey as well as the questions to
maximize enrollment level and validity of the results. Traditional surveys which
were to be sent to users by post are nowadays sent vie Internet. (UsabilityNet 2008)

In this research a user survey (Appendix C) was provided to users through the case
organization’s Intranet. The survey was first tested by one person to make sure that
the questions were understandable. The survey was evaluated to verify the functioning of the survey and to remove its possible usability problems. According to usability experts (Nielsen 1993) already an evaluation with one person is enough to remove
the main usability problems. The survey was available for a week and it was promoted through an advertisement text in the Intranet as well as in the business unit
meetings. All employees of the company had a possibility to give their opinion about
the planned Social Media solutions by participating in this survey. The participant’s
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age and work assignment were required as background information to form a picture
of the people that replied to the survey. The results of the survey can be found from
Appendix E. Web based user surveys were chosen because they were able to collect
data easily form a large number of people. The survey’s answers were supported interviews to verify the collected results and to get more detailed information to the
survey questions.
5.2.3 Interview
The idea of making interviews is to get more detailed facts and opinions from potential users of the planned solutions. Normally an interview is conducted by one person
interviewing one informant at a time. In interviews the risk of misunderstanding the
informant is not as great as with distant methods like, for example, with survey or
user observation, because the interviewer and informant can freely discuss the questions. (UsabilityNet 2008)

In this thesis interviews provided detailed information about the planned Social Media solutions. Informants evaluated the functioning of the solutions in their work and
gave development ideas about the solutions. There arose some questions about the
solutions from the user surveys and these questions in particular were asked during
the interviews. Interviews offer a lot of detailed information from the group of informants but they are time-consuming and where thus utilized only to clarify the results from other methods.
5.2.4 Brainstorming
Brainstorming is a method of facilitating group creativity. A group of people take
part in a brainstorming session to focus on a problem or a proposal. One person facilitates and leads the session. Normally there are two phases in the session. The first
of them concentrates on generating freely ideas and the second one of them evaluates
the quality of the ideas. The phases might consist of many different parts. It is important that in the first phase of the brainstorming session the ideas are not judged or
criticized. (UsabilityNet 2008)

In this thesis different brainstorming sessions were used to generate new ideas and
solutions based on the collected results. The brainstorming method was chosen to
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make solution development effective, systematic and to get as many ideas as possible. The brainstorming groups consisted of members of this project. In the first brainstorming session ideas were generated in pairs and it was based on the demands that
needed a totally new solution. This pair work helped to find totally new solutions. In
the second brainstorming session ideas were generated through open discussion in
the group in order to solve the demands by improving existing solutions. The third
brainstorming session concentrated on finding out future tools and operational models that should be utilized in the case organization. In this brainstorming session everybody generated ideas first alone and then presented them to the group. All solutions were written down on paper and posted to the wall at the time of generating
ideas. At the stage of evaluating the ideas, solutions were first organized into groups
based on their similarity and then evaluated by awarding points to the best ideas.
Some pictures from the third brainstorming session are in the Appendix B.
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6 Knowledge Management development in the case organization
The focus of this chapter is to describe the progress of Fidenta’s Knowledge
Management development project and its connection with the theoretical approach of
this thesis. The project concentrated on developing Knowledge Management in the
software company Fidenta by Social Media utilization. The experimental part of this
thesis is based on the project that was executed in Fidenta during spring and summer
2008. This chapter presents how the methods of developing Knowledge Management
were used and utilized in the case organization. The three stages of the project – (6.2)
demand to develop Knowledge Management, (6.3) Social Media functionalities that
answer the demand and (6.4) finding operational models for utilizing Social Media
functionalities - presented in the previous chapter are described. Collaboration with
other ongoing projects at Fidenta is also covered in this chapter.

6.1 Scope of Knowledge Management development

Developing Knowledge Management in the target organization concentrated on developing knowledge distribution, communication and the emergence of innovations
from the point of view of internal Social Media utilization. These goals are strongly
related to the goals of this thesis already presented in the introductory chapter:
•

How to utilize common explicit and tacit knowledge more effectively?

•

How to develop internal work tasks targeted communication?

•

How to boost the emergence of innovations?

The Knowledge Management development project was implemented in cooperation
with another project at Fidenta, which concentrated on the technical development of
Fidenta’s Intranet. The output of the Knowledge Management development project is
delivered to this project and it will take care of the implementation of new features.
That implementation is based on a corporate portal Microsoft Office SharePoint
Server.
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6.2 Demand to develop Knowledge Management
The purpose of the project’s first stage was according to the Knowledge Management
development process (Figure 12) to define the demand to develop Knowledge Management. This was accomplished by evaluating the existing Knowledge Management
at Fidenta, taking into account needs based on quality measuring and collecting information from the employees as described earlier. Because the demand to develop
Knowledge Management is to be solved through Social Media utilization, the demand for development was also examined from the Social Media perspective. The
employee possibilities to share their opinions, experiences and insights were examined as well as the Social Media tools that are already used inside the company.

Evaluating the existing Knowledge Management required taking into account previous quality assessments made. Attention was paid to the results of quality measurements by collecting all results from previous CMMI, EFQM and ISO 9000:2000
measurements made in the target organization. The CMMI results were from the year
2007 and the EFQM results were from 2008. The results relevant to this project were
organized in groups based on their connection to knowledge distribution, communication and the emergence of innovations. This information helped to form the goals
of the project. The advantages and problems of the existing Knowledge Management
system and its tools were gathered with the help of the project group through a questionnaire that was submitted to ten persons in Fidenta. This information helped to
form questions that employees needed to be asked about their needs and problems
with the existing Knowledge Management.

Information about employee’s needs and problems with the existing Knowledge
Management was collected with the help of probes that were distributed to all business units’ break rooms. Probes are normally used in the usage situation, for example, in the situation where knowledge is transferred from one person to another.
There are many possible usage scenarios, where knowledge is transferred in the target organization. Break rooms were chosen, because in break rooms knowledge is
transferred in an interactive and informal manner. At the moment the tools of the tar-
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get organization do not support very interactive knowledge transfer, so a physical
location was chosen instead of a virtual location.

The probes were built based on the material previously collected as well as the focus
areas of this research. They were planned to reveal positive and negative opinions
about existing ways to communicate, to share and gain knowledge and to innovate.
The probes consisted of two A3 pages having texts of different attitudes to inspire all
employees to participate filling the pages with opinions. Impulse texts were in the
form of mind maps. The first page had a positive attitude: “Generate ideas about a
better Fidenta” and in the beginning it had four mind map balloons “This is how I
reveal my information”, “This is the way I want to share my ideas”, “This is how I
would find the information” and “This is how I get my ideas delivered”. The attitude
of the other paper was more negative: “Grumble about work”. It also consisted of
four mind map balloons having texts “Why doesn’t the person who knows tell?”,
“Where do all ideas disappear?”, “Why am I not able to find information?” and “Why
are my messages not coming across?”. The papers were filled during one week and
then collected and the gathered results were organized. Examples about the probes
are presented in Appendix A.
6.3 Defining required Social Media functionalities
Some demands that were defined in the first stage of the project can be solved by
changing the corporate culture according to Social Media mindsets and operational
models or by finding new ways to use and encourage the use of an existing solution.
Those demands were observed in the last stage of the project. This stage – defining
the required Social Media solutions that answer the demands – focused instead on
finding new solutions or modifying existing solutions to develop the organization’s
actions. Besides finding the solutions to answer the demands, possible future
solutions for communicating, distributing knowledge as well as for innovating were
considered.

As explained in the Knowledge Management development process (Figure 12) this
stage was achieved by getting familiar with the Social Media possibilities,
benchmarking other companies’ decisions, generating ideas for future tool
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possibilities and finally designing new Knowledge Management architecture. The
solutions were also prioritized based on the criticality of the demands that were
answered in the organization. Quick wins that can be easily fixed without major
expenses were also defined. Examples of quick win solutions are the removal of
registration or renaming a discussion area with a name that makes users think it is
meant for them.

Getting familiar with Social Media possibilities and benchmarking solutions from
other companies was made with the help of literature and by attending seminars.
Generating ideas for future tools that should be used in Fidenta was made through a
questionnaire to ten Fidenta employees. The employees described their ideas that
could improve their ways to distribute knowledge, communicate and generate ideas
in Fidenta.

Based on the demands that were found in the first stage of the project and the ideas
that were collected from Fidenta employees, brainstorming sessions were held with
the project group. As a result of the sessions a list of possible solutions to demands
and a graded list of future solution that Fidenta should consider were defined.

After the brainstorming sessions a user survey (Appendix C) was made about the
planned solutions to all employees of the company. This survey collected more
detailed information about the possible solutions and was available for a week in the
target company’s Intranet. After collecting the results from the questionnaire, the
possible solutions were developed based on the results. Fidenta employees were
interviewed about the final solutions to clarify the final changes that were made
based on the user survey.
6.4 Defining operational models for utilizing Social Media functionalities

Operational models are needed to change the way to act at work in Fidenta.
Operational models vary depending of the solutions and include, for example,
piloting instructions, training needs, demand for moderators, building instruction and
ways to activate employees to use the offered solutions. Some defined demands can
be solved just with the help of new operational models that help to change the way to
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use an existing solution. Many operational models that are to be solved through new
operational models came up already in the brainstorming sessions and questionnaires
of previous phases of the research. This stage of the project concentrated on the
solutions defined in the previous stage of the research. All these solutions should
have operational models defined to guide the use of the solutions and tell how to
utilize them in practice because new solutions do not solve the demands if they are
not used as planned.

This stage of defining the operational models for the Social Media solutions was
performed by finding the operational models, planning the change and reward
structure and by evaluating the planned solutions and making corrections to them as
described in Figure 12. Each solution was gone through separately in a brainstorming
session. Each solution had questions that were defined before the session and these
were answered in the brainstorming session. The group was not able to answer all
questions and unanswered questions were asked from the decision makers of the
target organization in separate interviews. All solutions and their operational models
were presented to two target persons and some fine adjustment was made to the
operational models. After that the solutions and operational models were presented to
all managers of the target organization. Solutions were refined by the comments of
the managers and the managers decided which solutions were to be implemented in
the target organization.
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7 Results
The focus of this chapter is to present the results of the Knowledge Management
system development project that was executed in the target organization. The results
are divided into groups based on the three stages of the Knowledge Management
development process (Figure 12) - demand to develop Knowledge Management
(7.1), Social Media solutions that answer the demand to develop Knowledge
Management (7.2) and operational models to utilize the Social Media solutions (7.3).
These results are presented here and are analyzed and discussed in the following
chapters.

Figure 13. Gathered results from the Knowledge Management development process
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All results gathered were sorted according to the material into different groups as
presented above in Figure 13. Only the results that are indicated in blue were analyzed further in this study. On the first stage of the Knowledge Management development process, some demands related to customers and partners were defined.
These demands were not examined further because the scope of the research is limited to the internal working practices of the case organization. The demands related
to customers and partners were made aware in the organization. During the second
stage some demands required only a change of operational models to be solved instead of a completely new technical solution or improvement of an existing solution.
These demands were forwarded to the third stage of the project, where all operational
models were defined.
7.1 Demand for Knowledge Management development

All results that were gathered from the first stage of the project – Demand to develop
Knowledge Management - were collected together and organized to five groups
based on the collected material (Figure 13). The first three groups are related to the
goals of the thesis – demand for developing knowledge distribution, communication
and developing ideas. The other two groups that were formed are problems related to
existing tools and demands related to customer and partner organizations.

All results are presented and categorized according to their criticality and type in
Appendix D. The different levels of criticality are defined based on the demands
effect to the company’s business success and the amount of actions or employees that
they affect. The need for a system that captures a project’s knowledge is an example
of a serious need. Continuous knowledge losses between projects are strongly related
to the business success of the target organization. Instead of losing some of the
knowledge that has arisen in a project, the company should utilize the relevant
knowledge systematically in future projects. Another example of a less serious
demand is the need for a blog of the managing director. Employees wish to hear
more about the company’s management’s opinions. A blog might be a good and
informal information channel between, for example, managing directors and the
employees but it is not seen as necessary for a company’s success.
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The type of the demands also varies. Some demands require a totally new Social
Media solution, some can be solved by changing an existing solution and some
demands can be fixed by having informative meetings, a change of attitude or by
giving guidance to a specific group of people. A better possibility to develop ideas is,
for example, a demand that requires a totally new solution at Fidenta. The
development of ideas has not been systematical and email is the tool that has mostly
been used to transmit ideas to management. There is no existing solution for idea
development and it needs to be planned from the very beginning. Developing of an
existing solution is necessary, for example, in the case of the instant messenger tools
used in the target organization. The instant messenger does not support the exchange
of documents between more than two people and its functioning is unreliable. Most
demands need operational models so that they can be solved in practice. In any case,
some demands can be solved only with new operational models. An example of this
kind of demand is the way to motivate people to use Outlook calendars or to get
people to use instant messenger or the internal discussion forum offered by the
company.

Fidenta has offered some Social Media tools for the use of the employees. Instant
messaging is possible and about half of the employees use that possibility. Others are
not interested to use instant messenger because they feel that it is disturbing their
work or they do not see any benefits from using it. Also a discussion forum has been
established at Fidenta about half a year ago. This forum has not yet gained a lot of
users and only one fourth of the employees have entered the forum once and the most
users ever online simultaneously were six people when the forum was established.
The discussion forum has not been advertised much at Fidenta and the name of the
forum encourages only some developers to go to the forum. Employees from other
work assignments do not feel that the forum is meant for them. Fidenta has also had a
blog for knowledge sharing, but it did not function very well, because of some
technical problems with copying information from the blog. Nevertheless the main
problem with the blog was that it was used for sharing guidelines and instructions
instead of its meaning of sharing ideas in a chronological order. The blog grew too
big and the information was not anymore found from the blog. The chronological
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order did not help people to find the information they were seeking, from the flood of
information contained in the blog.

Employees can search information from three different Intranets. Fidenta is owned
by two organizations and Fidenta’s employees have rights to enter the owner
companies’ Intranets as well as Fidenta’s own Intranet. Although the other Intranets
are open to Fidenta employees, networking problems are however evident. Remote
working or working outside Fidenta’s network is currently challenging. Fidenta’s
Intranet needs to be accessed from outside the company or other easy ways devised
to have important documents available on employee laptops outside the company
network. Communication possibilities with partner companies should also be
improved in future.

There is a lot of information available for the employees in the Intranets, but the
problem is that a specific piece of information that an employee is trying to find is
hard to locate. The search engine should work in a better way and there should be a
possibility to search information from a specific area of the Intranet. Fidenta has
defined a link list of commonly used subjects to help employees to find information.
This is widely used among employees. Fidenta’s Intranet development is proceeding
at the moment in the company and also the results of this project will be used to
improve the Intranet.

The sharing of information through the target organization’s Intranet is complicated
at the time of this research. Only a small group of people have rights to add, update
or remove information from the Intranet. This is a matter that should be improved in
Fidenta, because too strict permissions to add information prevent sharing of
information in the company. Fidenta should define at least some areas where
employees are allowed to share their information freely. Besides these more official
information sharing areas, all employees should also have a possibility to interact
with each other in more informal ways.

The sharing of documents between employees of the organization happens via email,
through document storage system or through common servers. Customer and
partners do not have rights to enter Fidenta’s common servers. That is why email is
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mostly used to share Fidenta’s documents with them. This is not very effective and a
customer or partner always has to ask for documents when they are needed. Fidenta
has started a trial to use Microsoft’s SharePoint to provide virtual workplaces for
projects. This has been successful being popular with employees and virtual
workplaces will in the future be offered to all employees of the company. Also the
customer will have rights to enter to some workplaces.

E-mail and phone are commonly used for communicating. The phone is good for fast
conversations that do not need to be saved for further use. Sending e-mails is fast and
all the old mails are saved to the mail box. The problem is that sender cannot be sure
if the message has been read and the time to get the answer might be long. Going
through all e-mails and answering those takes a lot of time from other work
activities. Most mails could be compensated for some other way and especially the
amount of mass mails should be reduced to a minimum. The younger generation
especially is also using instant messaging for the conversations that do not need to be
saved, offering a quick way to share short messages.

Idea development possibilities are rare among most employees in the target
organization. Many employees commented that they share their ideas just to the
people that they spend their time with at work. The sharing of ideas happens
normally face to face at the lunch break. Employees commented that usually they do
not have time for developing their ideas. The volume of invoicing tasks is also felt as
a very important matter that prevents employees from using time for generating
ideas. Another matter that also prevents idea development is that employees need to
ask permission to use a couple of hours for developing something. If the permission
should be asked from the managers or even from the executive management team, it
is not probable that the employee even asks the permission. The idea is forgotten and
sometimes transmitted to the business unit manager. Employees, who commented on
this matter, told that they normally got the answer that the idea cannot be developed
further or were left uncertain about the progress of the idea.

Managers nevertheless seem to be interested in idea development and the emergence
of innovations. New projects have been established to encourage the emergence of
innovations besides other matters and cooperation possibilities in innovating closely
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with customers are examined. It seems that this attitude is just not transmitted to all
employees. New operational models are needed to activate idea development and
encourage people to share their ideas. New tools are also needed to support the
exchange of ideas and their development.
7.2 Required functionalities of Social Media

The second stage of the Knowledge Management development process defined
solutions that answer the demands to develop corporate Knowledge Management in
the case organization. Some demands needed a couple of different solutions to be
solved and several demands could also be fixed with only one solution. There were
also some alternative solutions to some demands. The results of the Webropol
questionnaire that was made at Fidenta are presented in Appendix E. This
questionnaire collected more information about the functioning of possible solutions
at Fidenta as described in the previous chapter.

The results of this stage were sorted into four groups based on the type of the
solution needed – new solution, improvement of an existing solution, experience
needed about possible future tools and new operational models needed (Figure 13).
All results are presented in Appendix F and the most important of them are described
in detail. The importance of the solutions is based on the criticality of the demands.
Table 2 presents a list of the most important solutions and their operational models.

Table 2. Social Media solutions and operational models

SOLUTION

DEMANDS THAT

DESCRIPTION OF

DESCRIPTION OF

THE SOLUTION

THE SOLUTION

THE OPERATIONAL

ANSWERS

Wiki area

•

Prioritization:
Very high importance

•

Need to develop
employee possibilities to
influence
Need to develop
formal information sharing
between
employees

MODEL
•

•

Open wiki pages
and publishing
rights to everybody
(e.g. business relevant technical
information and
guidelines)
Pages that need
moderators approval
to be changed

•
•
•

Building a wiki:
Make overall
structure about wiki
areas
Write instructions
about building and
using of wiki
Deliver the areas to
moderators
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•

•

Need to have an
Intranet that has
relevant, up to
date information
Need to develop
experience sharing between employees

•

•

•

•

Interactive
initiative base

•

Prioritization:
Very high importance

•
•

Improved ways
for idea
development
Feedback possibilities
Defining ”weak
signals”

•
•

•

Personnel
index

•

Prioritization:
High importance

•

More
information
about
colleague
competences,
responsibilities
and work
assignments
More effective
working because
of effective way
to find information about
colleague
competences

•

•

•

•

Each wiki page
should have metadata that tells from
which area it is
Search should find
all wiki pages or
only some area’s
pages
Name of the
modifier should be
shown in the wiki
page
It is important that
information is found
from one place
(links)
ICT solution that is
open for everybody
in the target organization
Initiative form
Initiative base:
Combines all employees,
commenting and
voting possibility
Define the business
relevant information
that organization
wants to have from
the base
Search that includes
all employees and
possibility to search
by different characteristics
Each person’s own
page should have
personal information: Name, title and
contact information,
vacation, absence
Work information:
Projects, Responsibilities, Work
assignments,
Groups, teams,
Competences
Voluntary information: Blog,
Discussions,
Courses, etc.

•
•

•

•
•

•

•
•
•

•
•
•
•
•

Moderator plans the
structure of the own
area
Moderator makes
sure that own area
includes all needed
wiki pages
Moderator divides the
work of creating
wiki pages to
employees
New wiki pages are
created freely by all
employees
Train and inform the
employees
Culture that supports
idea generation
Systematically applied innovation plan
(time, money, commitment)
Innovation team
Employee training
Systematic discussion
and use of initiatives
by employees and
managers
Logging of hours
used for generating
ideas
Rewards
It is important that all
search criteria are
related to each other.
All criteria should
work as a link to the
chosen area/page
User should have a
possibility to modify
his own page in the
employee index
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Solutions
that support
projects’ life
span
(Project page,
Project workspace)

•

•

Prioritization:
High importance

Sales trigger
collecting
Prioritization:
Middle importance

Virtual World
Utilization
Prioritization:
Middle importance

•

•
•

•
•
•
•

Need to utilize
project’s
knowledge in
other projects.
Transparency:
Employees need
information
about projects in
the company

•

Sales triggers
should be
collected and
analyzed
Lost cases should
be analyzed
Way to order
from target
organization

•
•
•

Off shore
communication
Less traveling
needed
Environmental
aspects
More interactive
communication

•

•

Execution phase:
Project information
to project page and
project workspace
for project group
Closure phase:
Project workspace is
saved in read-only
format and an
advertisement
booklet is made
about successful
projects
Sales trigger form
Sales trigger base
Create sales case or
archive and analyze
lost cases

•

There is need to
collect experiences
about virtual world
utilization in target
organization.

•

•

•

•

•

•

It is important that
information flows
from application to
another automatically
Project pages and
workspaces should
have common
building instructions
There is need for a
training event for all
employees

Target organization’s
management should
utilize the base while
going through
possible sales cases
It is important that
information flows
from application to
another automatically
Piloting instructions
are needed
Security issues must
be taken to
consideration

Explicit knowledge sharing needs to be developed in the case organization. Both
ways of sharing formal information and informal information, for example,
experiences or viewpoints should be developed. At the moment publishing
something to the Intranet of the target organization is restricted to a small group of
people and sharing information is therefore not easy. Social Media tools support
interactivity and openness. A wiki based solution would improve formal information
sharing because it is easy to use and anyone could quickly correct existing
knowledge or create a new wiki page to the company’s wiki. Some areas of the
Intranet, for example, technical guidelines should be open for everybody and some
areas should have a moderator who should give an approval for a change. Informal
information sharing would be improved by attaching the discussion forum to more
official information or giving the users a possibility to comment on the Intranet
content.

72

Demands for defining weak signals that are going to be relevant in the future and
improving ways for idea development can be answered by a new idea generation
process. The process of collecting initiatives (Figure 14) clarifies the way to generate
ideas in the case organization and should be introduced to all employees. An open
idea base makes it possible to develop ideas in the organization, where everybody
can easily send an idea to this base by an initiative form that asks some basic
information about the idea. All the ideas in the idea base can be commented and
voted on by all employees. Ideas should be systematically gone through and
presented to all employees to make sure that the solution works.

The process of collecting sales triggers (Figure 14) answers to the corporate demands
to collect sales triggers systematically and analyze the lost cases. This solution can
also be used to clarify the way to order from the target organization. A sales trigger
form is used to enter a sales trigger or an order enquiry to the sales trigger base of the
target organization. All triggers should end at this base and be prioritized, archived
and analyzed. The base’s information should be systematically used and especially
the lost cases and reasons for loosing these cases should be analyzed.

Figure 14. Process of collecting sales triggers and initiatives

Employees need more information about others competences and responsibilities.
This can be developed by improving the existing personnel index. New index should
contain information about a person’s projects, responsibilities, duties, groups, work
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spaces, competences and vacations besides contact information. The search should
also include the information of the personnel index. Most of the information should
come automatically from previous systems but some part of the information, for
example, competences, courses attended, could also be updated by employees
themselves.

The project life span model answers to corporate demands for utilizing a project’s
knowledge in other projects and disseminating the knowledge among employees.
Also the employee demand to get more information about other employees’
competences and responsibilities is answered with this solution. The project’s life
span model (Figure 15) defines a new way to control projects and all information
related to them from the sales possibility to project termination.

Figure 15. Solutions that support a projects’ life span

The idea of the project life span model is that all project related knowledge is
collected to the project pages that anyone in the company can access. These pages
include the possibility to form a new project (mandate) with the help of a project
start-up or use of search and go through existing projects. Each project has its own
page that contains all project information and a link to the project’s workspace. At
the time of project execution, the workspace is used by the project group and
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includes all material that the group needs for executing the project, for example,
discussions, tasks and timetables. After the project termination the project workspace
is changed to read-only format and used especially by project managers when
beginning a new project.

Another critical demand in the case organization is to develop ways that support tacit
knowledge sharing. Tacit knowledge sharing can happen when people can
communicate freely and over organizational boundaries, and when the corporate
attitude is ideally matched to knowledge sharing. For good work related
communication people need common electrical workspaces to meet each other
despite the location. Workspaces should be openly created by anyone who has a need
for an electrical workspace and especially for those people from different business
units working on the same work assignments. Because the case organization works
using an open-plan office situated in one location, an additional team room – a work
space with computers and supporting atmosphere could support tacit knowledge
sharing and work communication among employees.

Besides demand related solutions, also weak signals that the case organization should
utilize in the future were defined in the project. The most important weak signal is to
collect experience about utilizing a three dimensional virtual world at work. A virtual
world could improve videoconferencing and other remote meetings by offering a
place where to move as a real person. All presentation and meeting material can be
easily presented in the virtual world. Travel costs would diminish as a result of this
solution because this could compensate for some face to face meetings. Virtual
worlds could also offer great training possibilities as well as improve team working
between people from different business units or countries.
7.3 Operational models for utilizing Social Media functionalities
Three different types of operational models were identified and discussed in this
research. These types are corporate culture change, use activation and usage
instruction as presented previously in Figure 13. Corporate culture change refers to
new kinds of mindsets that lead to new kind of behaviors. This means, for example, a
mindset of sharing information openly and broadly which leads to behaviors where
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the majority of employees are working as Intranet content producers. Use activation
can be, for example, an encouragement, reward or a new way to systematically
utilize and advertise the use of a specific application. It can also mean removing
bottle necks that prevent the use of a specific system, for example, removing
registrations or many different passwords that discourage users from entering the
system. Usage instructions are instructions of the system use and they should be upto-date, relevant and usable.

Table 2 (in the previous section) presents the solutions and operational models that
will have the biggest impact on the development of corporate Knowledge
Management if they are implemented and Appendix F includes all solutions and their
operational models. Prioritization of the solutions (very high importance, high
importance, middle importance, low importance) is based on the criticality of the
demands that they answer, efforts needed to implement them and the difficulty and
effort needed based on the required operational models. Very high importance means
that this solution should be implemented in a short timeframe, whereas a solution
with low importance would improve Knowledge Management but the demand is not
that critical or the effort needed is very high.

Table 3 presents the solutions that can be solved through new operational models.
All these solutions require a training event about the tool use. Before the training
events, it is important to make sure that the solutions are working as desired. The
instant messenger should be improved as explained in the previous sections and the
discussion forum should have a change to its name and have links that combine it to
the other Intranet content. Calendar use is easy to improve by going through all
calendars and by making sure that everybody has given rights to all employees to
enter their calendar. Also instructions about good calendar use should be reminded.

Table 3 also includes the operational models that are related to all solutions. These
are the necessary operational models that should be taken into consideration while
implementing a new Social Media solution. A planned way to build and start using
the solution is especially important while building a corporate wiki. Wiki offers a lot
of freedom to users and to make sure that it includes all relevant knowledge, there
should be a plan about the information that has to be written to it. Paying attention to
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usability should always be a part of planning the solutions. The need for registration
and passwords, difficult user interfaces or solutions that are not easy to learn to use
reduces the amount of people using the solution and diminishes the efficiency.
Furthermore, competing solutions confuse the users. It is better to have one solution
that is meant for one task, for example, when changing from an old Intranet to a new
Intranet; it is a good idea to make the old version only readable and not writeable.
Table 3. Operational models

SOLUTION

DEMAND

DESCRIPTION OF THE OPERATION
MODEL

Operation
models that
are related to
all solutions

•

Prioritization:
Very high
importance

This is a list of
necessary operational
models to make sure
that the solutions will
be successful in the
target organization

•
•
•
•
•
•
•
•

Instant messenger use

•

Prioritization:
High importance

•

Calendar use

•

Prioritization:
High importance

Discussion
forum use
Prioritization:
Middle importance

•
•

Employees should use
instant messenger for
short conversations
that do not need to be
saved
Instant messenger
should be used to be
able to show the own
status in work spaces
Appointment should
always be made
through Outlook

•

Discussion forum is
not used
Need to find ways to
support knowledge
sharing

•

•

•
•

•
•

Planned way to start using solutions is
needed
Usability of the new solution is better than
the usability of previous solutions
There should be no competing solutions
Employees should be informed,
encouraged and trained to use the solutions
There should be moderators that are in
charge of the solutions
Systematical use of the information got
from the solutions is important
Mindsets of corporate managers should
support the use of the new solutions
There should be some control but it should
not block sharing of knowledge and
emergence of initiatives
Better instant messenger is needed (sharing
of documents between several people)
Training event is needed about the renewal
and instant messenger’s possibilities

Campaign about correct calendar use and
about bringing it up to date
Everybody should give other employees
access rights to the own calendar
Discussion forum should have another
name and it should be linked to Intranet
Everybody should be registered in the
forum
Well defined division between information
that should be in discussion forum or in
company’s intranet is needed
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Employee encouragement, informing and training have an enormous impact on the
success of the new solution. The solutions are not going to be successful if the users
are not able to use them as planned. Moderators are needed to follow the functioning
of the solutions and to answer the usage questions of the employees. The importance
of a solution use and new information got from the solutions should also be
systematically presented to the users. This encourages the use and makes sure that
the solutions will not be forgotten. Continuous follow-up and informing of
employees is especially important in case of collecting initiatives, ideas, innovations
or other information that requires employee creativity. The positive attitudes of
corporate managers and people in positions of responsibility towards the solutions
are extremely important. People in charge should inform all employees about the
importance of the new solutions and new ways to work. Employees should have
freedom to use the solutions and possibilities to influence in the organization but
there should also be some control. This control can be, for example, in the using of
employees’ own name in the Intranet instead of allowing publishing anonymously.
This kind of control makes sure that the content quality stays high but it does not
hinder the creativity of the users, sharing of knowledge and emergence of
innovations.
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8 Conclusions
The focus of this chapter is in interpreting the results presented in the previous chapter. Results are speculated upon and compared to the theoretical approach of this thesis. The reliability and validity of this research and the importance of the collected
results are evaluated in this chapter. At the end of this chapter, the findings of this
research are discussed and some recommendations are also given for future studies.
8.1 Result evaluation

Hinrichs (1997) and Nambisan (2000) state that nowadays Intranet has many purposes and a major impact on business making if it is utilized effectively. The results
of the research of this thesis support strongly these opinions. An effectively utilized
Intranet has a significant impact on corporate business activities, communication,
knowledge sharing, emergence of innovation and corporate culture. Nambisan (2000)
states that Intranet is not meant only for communication and information sharing although they are important functionalities of the Intranet. The more importantly Intranet is to empower employees and open upon the corporate culture by giving employees possibilities to influence. (Hinrichs 1997; Nambisan 2000)

The people-oriented viewpoint in developing Knowledge Management is important
because the shift towards new operational models and towards more interactive and
open corporate culture can happen only when employees have internalized the new
ways to act. According to Liebowitz (2004) 80 per cent of Knowledge Management
handles aspects with people and culture and only 20 per cent with technology. Aspects with people and culture include that the employees need to be informed and
trained to use the new possibilities. The findings of this research support strongly the
results of Liebowitz. Besides finding out suitable solutions for developing Knowledge Management, it is extremely important to find ways to encourage and convince
employees to use and utilize the solutions.

A well working plan to start using the chosen solutions is also needed. This can be,
for example, a roadmap that defines in which order the new solutions are to be tested
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and implemented. Solutions can be piloted first with a smaller group of people and
then offered to all employees. General instructions, a training event or personal instructions about the solution use are needed depending on the solution and the user.
There should also be a person or a group in charge of each solution than can help and
support the use and functioning of the solution.

One of the key findings of this research is the importance of having a block of
employees as Intranet content producers instead of a centralized communication unit
that is only responsible for content management. This gives employees an important
possibility to influence and share information. It also keeps Intranet content more
relevant and up to date. For example, a wiki solution can be offered to employees for
producing Intranet content easily. Table 4 presents a SWOT analysis focusing on
employees working as Intranet producers in the target organization.

In the SWOT (Table 4) analysis the strengths and weaknesses recognized are related
to internal aspects of the analysis focus. These aspects are the strengths and
weaknesses of the employees of the target organization in work as Intranet content
producers. The recognized opportunities and threats (Table 4) are external to the
analysis focus. In this case they are opportunities and threats related to the work
environment of the organization. Strengths and weaknesses are cross-indexed and
analyzed with opportunities and threats in the middle of Table 4.

Strengths that support opportunity utilization are the systematical support and
monitoring done by the management as well as employee encouragement to
knowledge sharing. Strengths that block the threats are a followed plan to increase
employee’s acting as Intranet producers and publication modifiers that take care
about the progress of a specific Intranet area. Weaknesses that may prevent
opportunity utilization are too strong negative attitudes towards open information
sharing and managerial support that is lacking. Weaknesses that may prevent threat
blocking are negative attitudes together with a badly working system and over
cautiousness in customer relations.

80

Table 4. SWOT analysis with focus on employees working as Intranet content producers

EMPLOYEES WORKING
AS INTRANET
PRODUCERS

STRENGTHS

WEAKNESSES

•

•

•

Attitudes and

Attitudes against Social

experiences

Media based Intranet (90 %

Digital natives (about

digital immigrants)

10% of employees)
•

Willingness to learn

•

Willingness to support

•

Information hiding instead
of sharing

•

Fear of losing face

colleagues
OPPORTUNITIES

Strengths that support

Weaknesses that may prevent

•

Technology company

opportunity utilization

opportunity utilization

background and culture

•

•

•

Needs of project

management support

organization and

and monitoring

customer projects
•

Continuous

•

Management mindset

Too strong negative
attitudes

•

Missing continuous

Champions publicly

management support in

rewarded

critical phases

towards Intranet use
THREATS

Strengths that help to

Weaknesses that may prevent

•

Intranet functionalities

block threats

threat blocking

•

Intranet content difficult

•

•

Systematical and

Attitudes together with

to find or out of date

planned way to increase

badly working system lead

•

Time pressures

employee acting as

to ineffective Intranet use

•

Importance of invoicing

Intranet producers.

•

Customer interface

•

Publication modifiers

•

Over cautiousness in
customer relations

limitations (Extranet)

Other central observations that are related to the many solutions of this research
(Appendix F) are the importance of the systematical use of the solutions and the
employee possibility to influence the decision-making of the organization. A critical
mass of users is needed to come up with successful initiatives or sales cases. For
example, the solutions project page, sales base and initiative base will be successful
only if their information is used, commented on and presented systematically by
management or other deciding persons. Besides that employees should be able to
comment, discuss, modify or give feedback related to the information. The
employee’s possibility to participate and influence in the organization facilitates
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creativity and open communication. This effects to emergence of innovations and
corporate culture as explained in the chapter Knowledge Management. According to
Tapscott and Williams (2008) the possibility of employees to influence an
organization is beneficial for the company because the company benefits in an
increasing amount of ideas and innovations made and in more effective working
practices. A stronger work motivation is also a boost to innovation. Influence
possibilities also effect positively employee satisfaction and an eagerness to stay in
the organization.

Although operational models and all people-oriented aspects are very important, they
are not enough if the planned solutions are not easy to learn and use. The new system
should be better than the previously used systems to obtain users. It should also be
advertised and well instructed. The functioning and use of the system should be
followed. Possible problems that prevent or reduce the use of the system should be
discovered and overcome. An important matter is also the fact that there should be
only one system for each operation. Competing solutions and information that must
be entered to and searched from various systems causes incoherence, employee
frustration and may lead to the abandonment of the new system. Discussions and
commenting possibilities should be related to the formal Intranet content and found
easily.

One observation about the result is that also some very small features and
improvements can have considerable effects on behavior. An example of a small
feature is a name of the discussion forum that has been preventing people other than
developers from entering the forum. Also a small feature like the message heading of
an email affects the efficiency of finding an email from the archive. A small
improvement like removing a registration can also have massive influence to the use
of a specific system.

Besides all solutions that are relevant at the moment, a company should keep in mind
that the technical evolution of the Web and the emergence of new Social Media
applications and possibilities are rapid. A company should collect weak signals of the
future tools and trends that should be utilized in the company in the future. This can
be done with the help of the initiative base by encouraging employees to enter their
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ideas about the future tools and predictions of the future needs to the base. In this
research virtual world utilization and the use of Open Source Software applications
were defined as matters that can be necessary for organizations in near future. These
possibilities should be regarded as future possibilities for organizations and
experiences about both of them should be collected.
8.2 Reliability and validity of the study

Social Media potentials were investigated in the target organization’s Intranet to find
out the answers to the research questions, which were:
•

How to utilize common explicit and tacit knowledge more effectively?

•

How to develop internal work tasks targeted communication?

•

How to boost the emergence of innovations?

Overall, the objectives of this research were achieved, and the results of this thesis
define improvements to the existing corporate Knowledge Management. These
improvements are based on the Social Media possibilities that should be utilized in
the target organization. New ways to utilize and share knowledge, communicate and
new ways to boost the emergence of innovations were created in the target
organization. The main causes behind the Knowledge Management problems were
clarified and improvement recommendations were given. Social Media possibilities
were researched and suitable solutions for the target organization were defined.
Operational models for effectively exploiting the new solutions in the target
organization were also designed.

The findings of this thesis can be considered as reliable in the target organization.
The results can be considered trustworthy because they are in line with earlier
research results in the field of Knowledge Management. The importance of aspects
related to the users and the meaning of corporate culture in changing the ways to act
proved to be a really important aspect in the Knowledge Management development
as also has been presented in the previous studies. This research also adds new
understanding and information to the field of developing Knowledge Management
through Social Media that can be seen, for example, in noticing the importance of
having a block of people as Intranet content producers, in considering not only the
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strengths but also the weaknesses of digital natives and in realizing the necessity for
continuous management support and follow-up to the implementation of Social
Media solutions to diminish the risk of failing in the implementation.

Research results can be seen valid in the target organization as well. Methods of user
centered design were utilized to keep the research focus on the users of the planned
Knowledge Management system at all phases of the development. Maintaining the
focus on the employees of the target organization and giving them all a possibility to
influence the design strongly demonstrated that the gained results suggested are
qualified. The planned solutions were performed on the potential users and evaluated
by them at all development phases. The solutions were modified by the opinions of
the users to make sure that the solutions will work when implemented in the target
organization.

Combining Knowledge Management with Quality Management and Social Media
utilization is a new theoretical approach presented in this thesis. Also a systematic
Knowledge Management development process (Figure 12) was created in this study.
This process is based on and very similar to the other plans to develop Knowledge
Management and has been chosen because it also contained the aspects of Social
Media. The theoretical approach and the development process of this thesis can be
put to further evaluation in different environments to define their limitations and
development needs. Their evaluation in other organizations could also be very
beneficial. Using user-centered methods in developing Knowledge Management
instead of traditional Knowledge Management methods affects also the results. Even
so, keeping the focus on the user cannot result in inaccurate results. It was also
possible to present the planned solutions only to a couple of the potential users of all
employees. It is, of course, not feasible to collect all the wishes and opinions of the
employees; some feedback however is needed to verify the correctness of the
solutions. Evaluating the solutions with 3 to 5 users depending on the solution was
chosen and is enough to provide the necessary information about the solutions
because, according to Nielsen (1993), as few as only three users will find almost 75
percent of the usability problems.
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Despite the limitations, the results are important to the target organization and most
of them will be implemented or piloted in the near future. The solutions of this thesis
will help the target organization to take its Knowledge Management system to a
totally new level of performance, effectiveness and usability. Employee possibilities
to influence decision making will rise and the company will gain benefits in terms of
more effective working, clearer processes that are supported by appropriate tools,
wider knowledge of Social Media and more contented employees.
8.3 Recommendations for future studies
This research has built a theoretical approach to the development of corporate Knowledge Management through Social Media. This approach could be refined and developed further. The approach could be compared to some other Knowledge Management Systems development processes, like, for example, to the hybrid life cycle of
Awad and Ghaziri (2004).

In this research the theoretical approach has been used inside one company. It, however, would be interesting to examine its functioning first inside some other companies and then compare the results to each other. The approach could also be tested in
the relationship between a couple of partner companies to improve the cooperation.
The target organization and its relation to its owner companies would be a suitably
challenging environment to develop the framework further.

Besides the theoretical approach the results of this thesis could be utilized in some
other field than in a company. Education and training could benefit from the solutions that could be built upon the conclusions of this study. The results could then be
integrated, for example, in competence development solutions. The understanding of
the importance of aspects related to convincing people could be beneficial in any solutions related to human machine interaction. The importance of understanding the
meaning of usability and easiness of use is worthwhile for everybody.

The differences in the use of Social Media and other solutions between digital natives and digital immigrants need to be researched further. Nowadays researchers
have been focused on the strengths of the digital natives but also their weaknesses
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should be considered as done in this study. Digital natives probably have some
weaknesses that are regarded as obvious strengths in the users of today. This can affect the use of planned systems especially when most of the designers are digital
immigrants at the moment.

It would be also very interesting to study how the Social Media solutions and their
adopting change the corporate culture. Also the reactions of the management to paradigm changes could provide an interesting avenue of research. A possible study field
could also be the eagerness and ability of the corporate management to think over the
development needs of the company and, for example, to recognize weak signals that
the company should utilize in the future. Another interesting viewpoint would be to
study the ways to imbed new knowledge in an organization.
8.4 Discussion
Social Media has two aspects – technology and mindsets. Technology points to the
wide variety of Web 2.0 applications and tools. Mindsets refer to open communication, shared power to decide, interactivity, collectivity, collaboration and free sharing
and using of knowledge that are enabled by the use of Social Media technology. In
public, however, the technological aspect has gained far more attention than the
mindset. Both aspects are equally important and should be taken into consideration
when deciding about Social Media use. It is not enough to simply choose the Social
Media tools that answer the needs of the company. It is also important to evaluate
how the corporate culture should be developed and how the tools used effect the
mindsets inside the company. A company should be actively involved in making
changes in the corporate culture and not only notice that the chosen Social Media
tools opened the culture and gave the employees power to decide. A follow up is
needed to make sure that the appropriate tools are utilized effectively in the company.

The mindsets of corporate managers and continuous management support are
especially relevant when dealing with Knowledge Management development. The
whole organization needs to be prepared and informed about the changes in
managing knowledge. Managers should support the process of building a new
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Knowledge Management system by encouraging employees and by supporting them
with systematic notifications. The importance of the mindsets of managers in the
development of the existing Knowledge Management system and the adopting of
new Tools could be a field for further studies.

Social Media utilization demands radical re-thinking of corporate knowledge
ownership. Traditionally it has been possible to have knowledge gate keepers in the
company that have been able to choose which pieces of information are given to all
employees. Social Media use changes corporate knowledge ownership by providing
ownership to everybody. All employees are given a possibility to distribute their own
knowledge, experiences and opinions. Special emphasis has to be put on defining the
role of previous knowledge gate keepers anew. The radical new thing is that there
will be considerably less gates to guard. Help might be needed to be able to change
previous ways and practices towards more open knowledge sharing. Knowledge gate
keepers’ fear of loosing power or control is a potential risk to the implementation of
Social Media solutions and should be taken seriously.

Knowledge Management development is a challenging field. A person or a group in
charge of the development should build a picture of the existing management of
knowledge, technological tool possibilities, corporate needs and wishes and
employee competences. Strong support from the management and a possibility to
examine the existing Knowledge Management is needed to build the total picture
about corporate actions related to the study field. Also a possibility to present
unfinished results and get feedback on them and the possibility to collect information
from the real users ensures the correctness of the results.

Social Media tools are considered necessary especially in asynchronous
communication and in communication that is happening from different locations.
Those types of communication can happen only through some tools and that is why it
is obvious that Social Media tools are also utilized in that field. However, Social
Media possibilities have got a relevant role in synchronous communication too, and
in compensating for some face to face communication. Video conferencing, chat,
instant messaging, virtual worlds, web cameras or other tools could offer some new
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benefits to the company when utilized in new situations instead of the older tools and
practices.

As already presented in the theoretical part of this thesis, there are also challenges
when using Social Media tools inside a company. These challenges exist even if the
choice of tools and their implementation has been successful. The challenges are
related to privacy, the behavior of tools users and the challenges related to the use of
time. Employee understanding of privacy might differ from that of the corporate
regulation. When knowledge sharing is very easy, it can also move easily outside the
company. Behavior of tool user refers to the Intranet use. There is always a risk that
Intranet content becomes inappropriate if the discussions are not controlled
somehow. A good way to control Intranet content is always to publish the name of
the author in the material. Time is a challenge to the company if employees start
using the offered tools for something other than working. This can be prevented by
monitoring the executed work of each person. Nevertheless, it is also important to
remember that controlling the employees should not prevent employee possibilities
to be creative and diminish their contentment at work.

One challenge with Social Media is also the employees’ use of Social Media tools
during free time in the Internet. If work mates are discussing about work using an
Intranet tool, how is it possible to be sure that the conversation is not heard or saved
for the use of third parties? It is also not always clear that who owns the information
a person enters to an Internet tool. Some personally written comments might be
wished to be removed easily but the removing of the content might be impossible.
That is why employees should understand to be very careful while exchanging
information over the Internet and to share work-related content through safe tools
offered by the company.

The competences and ways of act between digital natives and digital immigrants
differ from each other. Digital immigrants being not so skilled with Internet use, feel
more unfamiliar in the Internet. This can be a positive thing for a company when the
amount of company information or discussions entered to the Internet stays low. In
20 years most employees are digital natives that have had web pages and applications
presenting themselves since they were born. The attitude towards internet is different
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from the attitudes of most current employees and this will also affect the amount of
corporate information entered to the Internet in the future. Digital immigrants have
not yet faced such a huge paradigm change like the Internet. They will be unprepared
for such as people in all previous paradigm changes throughout history.

In choosing Social Media tools, a company must remember that it can utilize ready
Internet applications like Facebook that are somehow restricted to the use of the
company or it can acquire applications that are just planned for the use of its
operations. Utilizing existing applications seems to be cheaper for the company but
applications that are planned for the sole use of the organization offer greater
possibilities for the company because they match to the need of the company.
Usability matters should be considered when choosing the best possible tool for each
corporate action. Usability is a field that has not previously been covered in planning
Knowledge Management or at least it has not been a key issue in the development.
An application that is more expensive but offers a user interface that is easy to use,
learn and which works as planned can be a more beneficial solution for a company
than a cheaper solution.

Social Media offers great possibilities for organizations that utilize it in a planned
and systematic way by considering the benefits and challenges carefully. Nowadays
an organization improves its possibilities to be successful also in the future by
staying within the technological development and by offering the best possible tools
for its employees. Developed possibilities for knowledge sharing, communication
and the emergence of innovations ensure that the company stays effective and creative. Also employee happiness rises with better possibilities to influence corporate
actions and because of more effective processes. This affects their eagerness to stay
in the company and affects positively the business success of the company.
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Appendix A.
Appendix A contains examples about probes “Generate ideas about better Fidenta”
and “Grumble about work”.

i

Appendix B.
Appendix B includes a picture of a brainstorming session about Social Media use in
the target organization Fidenta.

ii

Appendix C.
Appendix C contains a questionnaire of Social Media solutions in the target organization Fidenta.

iii

iv

v

Appendix D.
Appendix D includes results from the first phase of Fidenta’s Knowledge Management development project – the demand to develop Knowledge Management.

Solution type:
Demand related
to knowledge
distribution

Project’s knowledge
need to be utilized
in other projects

Sharing of experiences between
employees should
be possible

Possibility to share
formal information
between employees

Fidenta’s Intranet
needs to be
accessed outside the
company as well
Employees need
more information
about others
competences
Employees need
more information
about possible tools
related to their work
Employees need
information about
projects in the com-

Description of the demand

Criticality
(1=low –
3=high)

A new solution,
Modification of an
existing tool,
New operational
model

Projects should have a common
knowledge database for lessons
learned, encountered challenges,
solutions made.
There should be a possibility to use
another project’s knowledge. There
should be a way to utilize the
knowledge systematically.
Sharing of experiences should be
possible in context with more official
guidelines. Encouraging attitude to
share experiences is needed to activate
people
Publishing guidelines, technical
information, etc. should be easy and
fast. All employees should have a
possibility to publish their information.
There is a need for a systematic place
where the information is published.
Links are needed if the information
related to same subject is situated in
many places.
Employees should have a possibility to
use Internet’s information and
documents also outside the company

3

A new solution

3

A new solution

3

A new solution

2

A new solution

There should be more information
about: who is in charge about specific
matters, who gives the permissions,
who has specific skills, etc. Laws of
person’s protection need to be taken
into account

2

A new solution

2

A new solution

2

A new solution

Information about possible tools and
their usage need to be found easily
There should be more Information
about existing and starting projects.
The information needs to be shared

vi

pany
The information in
company’s Intranet
need to be up to
date and new
information should
be highlighted
somehow
Reviews (code, test,
risk, project)
information should
be delivered to all
people that should
utilize it

Finding of information should be easy
and systematic

Information should
be understandable
Messages should be
allocated to right
persons

over unit and group boundaries.
The information related to own work
should be found easily. Updating of
specific work related document or
piece of information should be noticed.
Important announcement should be
delivered personally.
There is a need for a review database
• Possibility to store, search
information and compare it
• Way to utilize the information
systematically
A new operational model for utilizing
this existing information could solve
the demand
Division of information to many
different places is a problem. If all
these information bases are relevant,
they should be interlinked. Search from
the Intranet should work better
There should be clear guidelines, what
is the used language in the Intranet/
Extranet. Technical abbreviations
should be explained
Mass-emails should be reduced and
unnecessary mails could be
compensated for some way

2

Modification of an
existing tool

2

New operational
model

2

New operational
model

2

New operational
model

1

A new solution

Solution type:
Demand related
to communication

Classification of
tacit knowledge

Supplying tacit
knowledge should
be developed

There is need for
discussion forums
and virtual
workplaces
All employees
should use instant

Description of the demand

How to find business relevant tacit
knowledge that should be converted to
explicit and document it for the use of
all employees?
How to maintain relevant knowledge of
the retiring employees in the company?
How to find the person, who knows the
needed information? How to supply
relevant tacit knowledge over
organizational boundaries?
Customer managers, managers and
other groups of employees need place
to share thoughts and ask questions.
Also customers should be able to join
these areas.
Instant messenger should be more
reliable. Operation models are needed

Criticality
(1=low –
3=high)

A new solution,
Modification of an
existing tool,
New operational
model

3

A new solution

2

A new solution

2

A new solution

1

Modification of an
existing tool

vii

messenger

Blog use

to activate the use. Everybody should
use instant messenger.
Connection between e.g. all employees
and management.

1

A new solution
and operational
model

Solution type:
Demand related
to developing
ideas

Developing of ideas
should be improved

Sales possibilities
and lost cases
should be collected
and analyzed
There should be a
possibility to give
feedback

Description of the demand

Idea development possibility that
combines all employees is needed. It
should be open and interactive. Time
for generating ideas and operational
models to activate idea generation are
needed. Innovation strategy and change
of attitude are also necessary.
Sales possibilities should be shared
with the whole company. If the case
did not sell, the reasons should be
collected and action made (competence
development, resource planning, etc.).
Giving feedback should be anonymous
and commenting should be easy.

Criticality
(1=low –
3=high)

A new solution,
Modification of an
existing tool,
New operational
model

2

A new solution

2

A new solution

2

A new solution

Solution type:
Problems related
to existing tools

Appointment should
always be made
through Outlook
Instant messenger is
not working properly and does not
support changing of
documents between
more than two people

Developer forum is
not used

Description of the demand

Outlook calendars should be up to date
and open to all employees.

Criticality
(1=low –
3=high)

2

New operational
model

1

Modification of an
existing tool

1

New operational
model

Instant messenger should work properly. Operation models are needed to
activate the use of it.

There should be links to combine
information related to the same topic in
Intranet and in the forum. It should be
clear, which type of information is
found from the forum. The name of the
forum should not prevent others than

A new solution,
Modification of an
existing tool,
New operational
model

viii

developers of going to it. All
employees should be registered in the
forum.

Solution type:
Demand related
to customer
and partners

Communication
channel is needed
between Fidenta
and customer

Extranet is needed

Communication and
sharing of information and documents
between partners
should be developed
Fidenta and
customer should
have a common
idea development
area
Employees need
information from
customer, partners
Customer feedback
should be collected
in a more developed
way

Description of the demand

All employees should have a
possibility to communicate with
customer. Communication with customer’s business unit should be
developed. Discussion forums and
virtual workplaces would improve
communication and working with same
documents. Discussing about work
related questions should be faster and
more interactive.
Customer should have an access to
Fidenta’s network (Extranet, work
places, shared documents, organization
and employee information)
Email and instant messenger are not
enough for effective communication
Shared workplaces, common wiki or
desktop sharing possibilities should be
considered
Ideas should be collected and improved
from both sides because work is done
together. Employees from customer’s
side and Fidenta should interact easily.
Information about organization, competences, responsibilities, permission
and experts is needed.
Feedback should be provided to all
people that are related to it. Ways to
collect feedback should be developed.

Criticality
(1=low –
3=high)

A new solution,
Modification of an
existing tool,
New operational
model

2

A new solution

2

A new solution

2

A new solution

1

A new solution

1

A new solution

1

Modification of an
existing tool

ix

Appendix E.
Appendix E contains results of the questionnaire that is presented in Appendix C.
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Appendix F.
Appendix F presents the results of the second and third phase of Fidenta’s Knowledge Management development project.

SOLUTION

DEMANDS THAT

DESCRIPTION OF

DESCRIPTION OF

THE SOLUTION

THE SOLUTION

THE OPERATIONAL

ANSWERS

Wiki area

•

Prioritization:
Very high importance

•

•

•

Need to develop
employee
possibilities to
influence
Need to develop
formal
information
sharing
between
employees
Need to have an
Intranet that has
relevant, up to
date information
Need to develop
experience
sharing between
employees

MODEL
•

•
•

•

•

Interactive
initiative base

•

Prioritization:
Very high importance

•
•

Improved ways
for idea
development
Feedback
possibilities
Defining ”weak
signals”

•
•

•

Open wiki pages –
publishing rights to
everybody
(e.g. technical
information, reviews
and guidelines)
Pages that need
moderators approval
to be changed
Each wiki page
should have
metadata that tells
from which area it is
and search should
find all wiki pages
or only some area’s
wiki pages
according to the
user’s decision.
Name of the
modifier should be
shown in the wiki
page
It is important that
information is found
from one place
(links)
ICT solution that is
open for everybody
in the target organization
Initiative form
Initiative base:
Combines all
employees,
commenting and
voting possibility
Define the business
relevant information
that organization
wants to have from

•
•
•
•

•

•
•
•

•

•
•
•

Building a wiki:
Make overall
structure about wiki
areas
Write instructions
about building and
using of wiki
Deliver the areas to
moderators
Moderator plans the
structure of the area’s
main page that has
links to wiki
Moderator makes
sure that own area includes all needed
wiki pages
Moderator divides the
work of creating wiki
pages to employees
New wiki pages are
created freely by all
employees
68 percent of employees of target
organization feel that
they need instructions
to start using wiki
Culture that supports
idea generation
Systematically
applied innovation
plan (time, money,
commitment)
Innovation team and
innovation manager
Employee training
Systematic discussion
and use of initiatives
by employees,
initiative team and
managers

xvi

the base.

Personnel
index

•

Prioritization:
High importance
•

More
information
about colleague
competences,
responsibilities
and work
assignments
More effective
working because
of effective way
to find
information
about colleague
competences

•

•

•

•

Solutions that
support
projects’ life
span
(Project page,
Project workspace)

•

•

Prioritization:
High importance

Sales trigger
collecting
Prioritization:
Middle importance

•

•
•

Tacit
knowledge
sharing
(Work space,
Work partner)
Prioritization:

•

•

Need to utilize
project’s
knowledge in
other projects.
Transparency:
Employees need
information
about projects in
the company

•

Sales triggers
should be
collected and
analyzed
Lost cases
should be
analyzed
Way to order
from target
organization
Need to find
ways to support
tacit knowledge
sharing
Development of
corporate culture
that encourages

•
•
•

•

Search that includes
all employees and
possibility to search
by different characteristics
Each person’s own
page should have
personal information: name, title and
contact information,
vacation, absence
Work information:
projects, responsibilities, work
assignments,
groups, teams, competences
Voluntary information: Blog, Documents, Discussions,
Courses, etc.
Execution phase:
Project information
to project page and
project workspace
for project group
Closure phase:
Project workspace is
saved in read-only
format and an advertisement booklet
is made about successful projects
Sales trigger form
Sales trigger base
Create sales case or
archive and analyze
lost cases

Work space:
• An inspiring work
room for work
groups, pairs, teams,
customer groups,
people in same work
assignments

•
•
•
•
•

•

•

•

•

•

Logging of hours
used for generating
ideas
Rewards
It is important that all
search criteria are
related to each other.
All criteria should
work as a link to the
chosen area/page.
User should have a
possibility to modify
his own page in the
employee index

It is important that
information flows
from application to
another automatically
Project pages and
workspaces should
have common
building instructions
There is need for a
training event for all
employees
Target organization’s
management should
utilize the base while
going through possible sales cases
It is important that
information flows
from application to
another automatically

Work space:
• Room should have:
computers, Open
Source software for
trying its
possibilities, Internet
computer,

xvii

Middle importance

Virtual World
Utilization
Prioritization:
Middle importance

knowledge
sharing

•
•
•
•

Sharing of
knowledge

•

Prioritization:
Middle importance

Intranet use
activation
Prioritization:
Middle importance

Off shore
communication
Less traveling
needed
Environmental
aspects
More interactive
communication
Need to find
ways to support
tacit knowledge
sharing

•

For solving problems together, disseminating maintenance knowledge,
teaching, orientation, examining new
technical solutions,
testing
Work partner:
• Constant work partner, partner based
on demand, Mentoring
• There is need to
collect experiences
about virtual world
utilization in target
organization.

•

•
•

•

•

Need to develop
experience
sharing between
employees
Possibility to
give feedback

•
•

•
•

Tool page

•

Prioritization:
Middle importance

More information about tools
related to work

•

•
•

RSS feed use
Prioritization:

•

Information
finding should be
easy and

•

Sharing of
knowledge should
be related to
processes
Encouragement to
internal mobility
Short “reports” to
coffee rooms to
encourage
discussion
Training events
Possibility to comment or give
feedback among
official information
Question of the
week to company’s
intranet
User ratings of
pages
All possible tools
presented (installing, guidelines,
functionalities, experiences)
Which projects/
people are using the
tools
Linked to discussion
forum
RSS feed collects all
relevant knowledge
to the browser by

brainstorming
equipments, flap
boards, inspiring
atmosphere
Work partner:
• The way to form a
work partnership
should be clarified
(How to get a partner,
in which situations is
it possible to get a
partner)
•
•

Piloting instructions
are needed
Security issues must
be taken to
consideration

•

Enrolling possibility
to training events

•

All pages should
include information
about responsible
persons and
possibility to send
feedback

•

This could be a wiki
based solution
Information should
be found from one
system – links to
other places

•

•

Possibility to order
the feed or refuse
about the feeds
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Middle importance

Workspaces to
specific groups

•

•
•

Prioritization:
low importance

systematic
Messages should
be allocated only
to right persons
Need for closed
workplaces
Need to be in
contact with
employees over
organizational
boundaries

users choices

•

Workspace and
discussion areas to
groups based on
work assignments
(modeler, project
manager, etc.)

offered

•
•
•

Right to establish
work space
Notification through
RSS feed
Workspace naming
important

SOLUTION

DEMANDS
THAT THE SOLUTION ANSWERS

IMPROVEMENT OF EXISTING SOLUTIONS

Better instant
messenger

•

Instant messenger is not
working properly
and does not
support changing
of documents
between more
than two people
The information
in company’s
Intranet need to
be up to date at
all time points

•

•
•

RSS feed collects new information to desktop
New information should be highlighted, and the
author and the date of publishing it should be
presented

Need for more
customer and
partner related
information

•

Information from customer’s Intranet should be
presented in the target company’s intranet
Project kickoff together with customer
Common workshops with customer
Common discussion forums with customer
Better access to partner’s intranet (remote desktop connection to computer that has an access)

Prioritization:
Middle importance

Information
accuracy

•

Prioritization:
Middle importance

Partner related •
information
Prioritization:
low importance

It should support sharing of documents between
several people
Training events about the renewal and instant
messenger’s possibilities
Operational models needed to encourage use
Training needs are researched at the moment

•
•
•

•
•
•
•

SOLUTION

DEMANDS THAT
THE SOLUTION
ANSWERS

EXPERIENCES THAT SHOULD BE
GATHERED CONCERNING POTENTIAL
TOOLS

Web 3.0

Meetings, diminishing
travel costs, training
possibilities, teamwork
with customer, ways to
support tacit
knowledge sharing

•

Prioritization:
Middle importance

WEB 3D (Exploiting virtual world at work)

xix

Open source
software and
open
innovation
Prioritization:
Middle importance

Remote
connection and
Skype use
Prioritization:
low importance

Training

•
•

Utilizing open source software
Open innovation with customer

Remote work possibilities
Intranet needs to be
accessed outside
More effective communication
Training at the right
time

•
•

Electrical working spaces that can be accessed
through remote connection (phone, computer)
Using of Skype instead of phone, accessing
Intranet through phone

•

Ad-hoc training

DEMANDS THAT
THE SOLUTION
ANSWERS

DESCRIPTION OF THE OPERATION

•

•
•

Diminishing software
costs and idea
development costs,
nearness to customer

Prioritization:
low importance

SOLUTION

Related to all
solutions
Prioritization:
Very high importance

This is a list of
necessary
operational models
to make sure that
the solutions will
be successful in
the target
organization

MODEL

•
•
•
•
•
•

Instant
messenger use

•

Prioritization:
High importance
•

Calendar use

•

Prioritization:
High importance

Discussion
forum use

•

All employees
should use instant
messenger for
short conversations that do not
need to be saved
To be able to show
the own status in
the work spaces
Appointment
should always be
made through
Outlook
Discussion forum
is not used

•
•

•
•
•

Planned way to start using solutions is needed
Usability of the new solution is better than the
usability of previous solutions
There should be no competing solutions
Employees should be informed, encouraged
and trained to use the solutions
There should be moderators that are in charge
of the solutions
Systematical use of the information got from
the solutions is important
Mindsets of corporate managers should support
the use of the new solutions
There should be some control but it should not
block sharing of knowledge and emergence of
initiatives
Better instant messenger is needed (sharing of
documents between several people)
Training event is needed about the renewal and
instant messenger’s possibilities

Campaign about correct calendar use and about
bringing it up to date
Everybody should give access rights to the own
calendar
Discussion forum should have another name
and the forum should be linked to company’s

xx

•

Need to find ways
to support knowledge sharing

•

Technical shortages explained,
more pictures

•

•

Blog writing
should be possible
in Intranet

•
•
•

Prioritization:
Middle importance

Intranet’s
information
should be understandable

•
•

intranet.
Everybody should be registered in the forum.
Well defined division between information that
should be in discussion forum or in company’s
intranet is needed.
Information should be found from one system –
links to other places having related information

Prioritization:
middle importance

Management
blog

How is in charge of the writing
How often the information is published
Is a blog a formal information channel?

Prioritization:
low importance
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