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Summary

Knowledge management is a term widely used in comegaworking in the field where
knowledge is a main component. Match Maker Assesi@dMA) is a consulting company
working resilient on the Tanzanian market, and evafng with other consulting companies
all over the world. MMA'’s aim is to work faster arndtter with respect to knowledge use.
The problem at MMA is the lack of a proper fillirgystem and Knowledge Management
System (KMS).

As a small consulting company in Tanzania, MMA mwusetk with inconveniences appearing
in Developing Countries, like a poor infrastructared lower level of technology. However,
MMA consultants are well-qualified workers, willing change and develop their company.
The IT improvements are a necessity and must be tigether with additional training. The
organizational structure at MMA must be changed iatdecentralized one, to support the

activities.

Due to the fact, that MMA consultants are well dgfied, the introduction of the new KM
system requires a well-designed proposal, accortbngvhich the company works more
efficient and effective. However, consultants aftero avoiding changes, so the introduction
of the KMS must consist of the employees behavobianges as well (Feher, 2004). There are
plenty of new IT solutions that help companies vethbring and sharing of knowledge. MMA
has good IT specialists, who are willing to helghwthose new IT solutions. A very popular
one is e-learning (Fernandez, 2004; Marvick, 2@adhejko, 2004), qualified as one of the
best ways of training, what should be given by ME#sultants.

The proposals how to work out sharing and storihgmowledge are presented in the four
pillars of knowledge by Stankosky [2001]. Small soling companies usually have many
problems with the organizational structure (Fel2804). The proper implementation of the
new KMS allows to re-design the current organizslostructure (only if such exists), which
is the final part of KMS (Stankosky, 2001). Decahpation makes it possible to have a
division of tasks. By introducing decentralizaticonsultants have more time to execute their

assignments faster and more efficient.



The introduction of the new way of working shoulel tione as soon as possible, in order to
assist the changes within MMA. The implementatiérihe new KMS must consists of the
following steps: the organization environment, tegac goals, KM pillars, organization
structure, final KMS version. The recognition oethrganization environment is seen as an
input. The current use of knowledge and knowledgasformation leads to efficient use of
tacit and explicit knowledge. Moreover, it showsshknowledge is extracted and passed on
the environment. The strategic objectives have Ispenified in the field of knowledge. Other
companies were visited in order to find the besttsmn for the new KMS. The results were
compared with MMA preferences and possibilitiese KM pillars, the third step of KMS
implementation, required a deep analysis of leduersrganization, technology and learning.
The proposals regarding the KM pillars help to baéaand integrate an enterprise issues.
Finally the designed in the behavioural aspects souil engineering structure of the new
KMS showed the possibilities of improvements withine system. The output is the new

KMS, which will bring the efficiency, effectiveneasid innovation at MMA.

One of the biggest problems for MMA is the new Idlusion. The conditions of the
Tanzanian IT market limit the possibilities of degl with that problem. However, the
specialists know the most suitable technology. & KMS supporting filling, sharing and
storing of knowledge must be introduced just aftealizing the needed change in the
worker’s behaviour. IT specialists must assist tieev IT proposals. They should make a
special training for the consultants, in order taken full use of it. The proposed solution for
storing and sharing knowledge is a part of the K& and must be done with IT specialists.
They will adjust it to the consultants’ wishes. Jtsystem requires new software, and a
number of prerequisites (like buying licenses, mardware, involving IT specialists, getting
trainings in the field of IT), should be met. Moveo, consultants must subscribe for the
thematic magazines, to get the newest ideas aleutntustry sectors. Other employees
should present other activities related to knowtedtparing, in order to give the senior
consultants more time for executing assignments.slitcessful implementation of the useful
system of knowledge management must be accordingIMA consultants’ wishes and

supported by IT specialist.

Designing the organization structure must be daénkeavery end. The decentralized structure

allows dividing tasks among workers. It leavesgbrior consultants the main activities to do.



MMA directors should employ a secretary, who canate a bookkeeper, and will be

responsible for all activities regarding sharingwiedge, accountancy and meetings.

A new, improved Knowledge Management System (KM#)lwing a faster decision making

process, better usage of time, and efficient afecefe use of knowledge. Moreover, the
introduction of the KMS will improve the communigat between workers, enable faster
response to new business issues and reduce costakaig researches. MMA consultants

will surely work better after adapting the new KM&t the company.
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1. Background and objective of the assignment

Small consulting companies have huge influence hen nharket in the developing
countries, through improving and developing busineBecause of the expensiveness,
consulting corporations stay usually beyond reathhe beginning businesspersons. This
niche of small, new companies is approached by Isomsisulting companies, which pay
attention to the needs of emerging businesses.xample of such consulting company is
Match Makers Associates (MMA), operating on the Zaman market where new businesses
appear frequently.

Match Maker Associates Limited (MMA) is a privatenited company based in
Tanzania striving to develop and manage a centexc#llence in private sector development
and business services consultancy. Its clients Jaoyn private, public and donor
organizations involved in private and/or small eptise development mainly in East and
Southern Africa. MMA runs two offices, one in Araslin the North East Tanzania and
another one in Dar Es Salaam, the country busioggsgal and on the coast of the Indian
Ocean.

The directors of MMA have a broad experience eglgan working with projects in
small enterprises. They undertake also large piojeccountries like Tanzania, Zambia and
Zimbabwe. MMA offers a broad range of services|udmg development of private sector,
its management and evaluation, analysis of val@nctand business development services.
Moreover, MMA helps with mobilizing funds for jointentures, new businesses in small
enterprises sector and promoting and sharing krdgeldrom best practice. Therefore, the
object of MMA is three folded:

1. MMA delivers applicable and adaptable methodologieslue chain development.
2. MMA operates in a network of professional consultahtsgh standards and
integrity.

3. MMA acknowledges and promotes mutual learhing

Because of working on projects, MMA has an excellarowledge in applying such
methodologies like: the market linkages approakh, dredit guarantee mechanism through

L www.mma-ltd.com
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commercial banks, economic mapping and sub secalyses. Since two years, MMA is
specializing in value chain development.

MMA consultants are currently occupied by assignis@nd have limited time to sort
out in-house knowledge management and operaticsgles. These issues exist since
knowledge is relative chaotic and especially targé degree a context-bound factor, that is
difficult to organize due to its characteristicsM¥ directors strongly believe that a proper
filing system will be instrumental for upgradingetipossessed knowledge in the company.
This filing system can then be used to provide emsyess to all the data available in the
company. This data consists not only of internpbres in the areas of sub sector selection,
sub sector analysis and value chain developmerit,also of general information like

demographic, socioeconomic and regulatory inforomati

Small consulting companies working in less develbpearkets need a proper
Knowledge Management System (KMS) that will helphwthe effective and efficient use of
possessed information and knowledge. Well-develogpgstems will bring a company a
competitive position, reduce the time of executarg assignment, broaden the sources of
knowledge and adjust the company to the prevaitmagket situation. Proper transformation
of tacit and explicit knowledge helps consultingnganies with improvement of their KMS
and emphasizes different sources of knowledget(&gplicit, implicit knowledge).

MMA faces difficulties with the storing and sharifkmowledge, tacit and explicit
knowledge transformation and the limited time whecmsultants can put into an assignment.
Therefore MMA wants to improve its activities bypdoring the possibilities of improving the

existing KMS. Those problems bring me to the follogvobjective for my research:

The objective of my research is to explore how conking companies, like
Match Makers Associates Ltd. can improve the Knowldge Management

System in order to enable them to perform better.

1.1. Problem definition

In this part of my research plan | need to take insideration several things. The

objective of my study can be characterized as bivltegic and operational. Moreover, MMA

11



has already some kind of tacit and explicit knowked Improving the Knowledge
Management System (KMS) should be based on theirexiproblems and possibilities. A
successful improvement of KMS will have to be gdidey a well-detailed plan. Next to that,
it is also possible that the way of working of MMhas to be reshaped to better fit to the KMS

requirements.

Based on the above considerations, combined wihbickground of MMA, the

problem formulation is defined as follows:

What is a suitable KMS, for Match Maker Associated td., and how can it be

implemented?

Successful implementation of the KMS requires a Ibemof pre-requisites which
have to be met. First of all a thorough analysithefactivities of MMA has to be performed.
The way of working and the information demands dlMhave to be analysed. With this, |
can compare the situation at MMA with how consuttaiand matchmaking processes are
carried out according to the applicable literatu@amparing MMA to other companies
offering similar services will lead to a best preetsuggestion of working. Using this
comparison, | can make a judgement about what nmdton is actually needed in the

company.

1.2. Research questions

Taking into consideration the Match Makers Ass@&dattd. case and available
literature it was possible to formulate the quesioSince this project is based on the a
knowledge management system implementation, thek8s&y and Baldanza model [2001]

will be used as a main framework. This model ldad$fe following questions:

How is MMA currently using KMS in Tanzania?
What is the desired KMS at MMA? (strategic goals)
Which objectives are formulated for the debkK&S with respect to the KM pillars?

P w0 nh PR

What will be the most proper organization structioe MMA, as a prototype of
KMS?

12



Answering these questions will bring the answerthe problem definition. In the
meantime, other issues connected with KMS impleatent appear like transformation of the
tacit and explicit knowledge. That transformatienbased on the technological solution for
the KMS. With respect to the market of Tanzania pwossibilities of implementing new

technological solutions should also be exploreds Té¢ads to the question 1a and 1b.

1. How is MMA currently using KMS in Tanzania?
a) To which extent does the environment influence Ki&velopment and
implementation?
b) How does MMA currently use existing knowledge?

The Stankosky and Baldanza [2001] model helps Whighcorrect implementation of
KMS. The implementation requires preparations thaist be known before starting
improvements. For a better understanding the KM@ementation idea, it is good to observe
the way of working other consulting companies, bethall and big corporations. The

comparison of all visited companies will be dond asulting in a benchmark for MMA.

2. What is the desired KMS at MMA?
a) What are the relevant strategic goals at MMA?
b) What can be learned from other companies?

c) What are the possibilities and preferences /i@

After this the analysis of four pillars will be e, as proposed by the authors of the

same model, leading to question 3a, 3b, 3c and 3d.

3. Which objectives are formulated for the desired KivMigh respect to the KM pillars
a) leadership
b) organization
c) technology

d) learning?

The final KMS will be based on the tobejko [2004¢pdel, showing the relationships

between the internal and external environment @icttmpany.
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4. What will be the most appropriate organization dtice for MMA, as a prototype of
KMS?

1.3. Research approach

In order to find the answers to the research guestspecific methods and models,
that are applicable to the issue of Knowledge Manant System at MMA, have been used.
The research started in the Netherlands and haditheto recognize the environment of
international consulting companies, working onedl-developed market. The tool used is a
survey. The purpose of visiting companies was tdeustand their KMS and consequently
improvement KMS at MMA as required.

Finding and reading substantial (internal) repaatglysing the way of working with
respect to its consultancy activities and matchnakirocesses was done with the purpose of
analysing the internal environment of MMA. It gaaiso an insight in the way of using
existing knowledge by MMA and its advantages arsddvantages. All those researches were
done in Tanzania. After collecting data from bottviX and other consulting companies, it

was possible to make comparisons and suggest grewements of KMS.
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1.4. Structure of the research

Background
and the
objective of the
assignment
ch.1.

A 4

Theory
ch. 2.

ch. 3.

Current MMA

Benchmarking KM Four pillars
ch. 4. ch. 5.

A 4
Organization structure
ch. 6

A

KMS implementation
ch. 7.

A 4

Conclusions & recommendations
ch. 8.

Figure 1. Structure of the research
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2. Models and Theory

2.1. Introduction

Introducing models and theories follows the redegstan and is used to find an
answer to the research problem. The literatureareBevas done in the Netherlands. First the
concept of knowledge management and its implementawill be explained. Then the
knowledge management system is analyzed accorditiget available literature. Finally the

research framework is introduced.

2.2. Knowledge

Knowledge is seen as everything what we know, loveter that to existing situation
and how to recognize facts, techniques, methods.fifét ideas of knowledge were defined
by Plato’s dialogue of the Theaitetos [Jasaphad@4R According to him knowledge was
described as “justified true belief”. In the modeliterature there are many different
definitions describing this term. Nonaka [1991] sdlyat knowledge consists of convictions
and expectations; it applies to actions and meaniigccording to Jashapara [2004],
knowledge is seen as ‘actionable information’. Saciionable information allows better
decision-making and provides an effective inpufitdogue and creativity in organization. He
says also that knowledge allows acting more effectictions than information or data and
equips with a greater ability to predict future muhes. Jashapara created the triangle of

hierarchy of data, information, and knowledgeg(re 2)

Truth
Wisdom
Knowledge
Information

Date

Figure 2. Triangle of hierarchy, Jashapara [2004]
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Knowledge according to Marvick [2001] includes bothe experience and
understanding of the people in the organization #mel information artefacts, such as
documents and reports, available within the orgatrom and in the world outside.

Knowledge has some special characteristics. Itrigsldo the owner and due to this
fact it is hard to transfer. Also sharing the kneade requires special features. The value of
knowledge may be higher if the owner is using dgarly and relatively often. Lack of that

causes disappearance of knowledge [Lobejko, 2001].

Common division of knowledge with respect to questiasked, iknow-what, know-
why, know-how,and know-who. Know-whatdescribes usually information, facts and
incidents. Know-why is about rules and laws in the environment, sgcitd human
mentality. Know-howis an answer on a question about ability of d@ame things. The last
guestion iknow-whoand is about who knows what and how to do thatofding to de Jong
and Freguson-Hesselar [1993] knowledge is idedtifie declarative, procedural, situational

and strategicknow-what, know-how, know-whandknow-why.

2.3. Knowledge Management

“Knowledge management may simply be defined asglaihat is needed to get the
most out of knowledge resources.” [Fernandez, 200#] other words, knowledge
management is seen as the way of using knowledggetdhe greatest value from that.
Effective knowledge management requires a propanbamation of technology and
knowledge. Knowledge management has several obgsctiThe most important areas are
getting knowledge from the environment, makingsable for organisation, selling through
new products, services or technologies. From hunesources point of view knowledge
management helps to build trust between workerspuaging them for sharing it, making
transparent, improving the understanding of it,ioving cooperation, training and education
among workers, improving access and improving slgarand storing of knowledge.
According to Fernandez [2004] KM focuses on orgagzand making important knowledge
available, every time when it is needed. In a tradal way, KM is recognized and articulated
in forms including knowledge about processes, pioces, intellectual property, documented

best practices, forecasts, lessons learned antics@ o recurring problems included.
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The objectives of KM is to acquire and maintainhtygskilled workers in case of
using knowledge in an efficient way, to make orgation better than others and to create
new opportunities for workers to upgrade their talges. Proper understanding of KM at
consulting companies will improve the services,chtthey offer. Moreover, it will encourage

workers to share knowledge and due to this facigsrefficiency in the way of working.

2.4. Knowledge Management System

Knowledge Management System (KMS) is a term desgithe connection between
the latest technologies and social/structural meishas [Fernandez, 2004]. Within the KMS
process, technology plays an important role in graent, discovering, sharing, storing and
application of knowledge. Effective use of KMS lgsnknowledge as the most workable tool
for the growth of the organisation. Neverthelesman capital is, according to scientists, in
80% responsible for creating knowledge. Only 20%tlwdit is brought by technology
[Fernandez, 2004]. Therefore, the technology osbisis creating knowledge. A KMS helps
to use it in an efficient and effective way.

The KMS has some tasks to do. First of all it stdutlp with extracting knowledge
from all available and incoming information. It sl also prevent loss of information in case
of a well-qualified worker leaving the company. & knowledge may help in continuous
improvement of key skills and prevent repeatingtakies. Through correctly using existing
knowledge, new acquired knowledge is used in a rafietive and efficient way. The KMS
makes it possible to share knowledge among workKEng process of introducing new
products on the market is easier and the produté ¢y faster. The last but not least task that
KMS has to do, is to improve the innovation levelthe company; organisation should be
more competitive, decision processes should be opppte and faster, while higher
productivity and cost reduction are only few thingghere KMS may help organisation.
[Lobejko, 2004]
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2.5. KMS Implementation

The success of the organisation depends on prappiementation of KMS.
Stankosky and Baldanza [2001] developed a systgmnoaph and methodology of KMS

projects.

The Stankosky and Baldanza [2001] model detailsapproach for a new KMS
(Figure 3. That new system should be based on the anabfsihe microenvironment
(customers, suppliers, and competitors), macrorenmient (law, political situation, economy
and culture of the country where the company existsearch and development, innovation
monitoring, workers skills and experience, techggldransfer, own market researches,

databases, conferences and exhibitions. [Lobe@4R

INPUTS PROCESS OUTPUTS
Organisation || Strategic «»| KM Pillars || Organisation |¢,| KMS
environment goals structure

T (measurable)

Efficiency,
effectivenes,
innovation

Figure 3. A system approach and methodology if Kktffects, Stankosky, Baldanza [2001]

During designing a new KMS, the first step is talgme the environment of the
organisation, both external and internal. This rimfation helps to explore how knowledge
will be extracted and passed on to the environméné next step is to specify strategic
objectives; it means needs in the field of knowkedgurthermore, it is required to define four
objectives of KM: leadership, organization, teclogy and learning which help with
balancing and integration of the KMS in an entersetting. The organisational structure
should be designed in the fourth step, with resgecthe four objectives of KM and
measurable objectives of the organisation. Thraaugtn design process, the new KMS meets
organisation culture and supports its strategicsaiMoreover, it must support the desired

benefits and expectations of the company and repedhe requirements and conditions for
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success. The KM has a higher chance for succélss drganizational structure is streamlined
(Cheseborough, 2004).

i&% Ecanamic
KNOWLEDGE MANAGEMENT
The Architecture of Enterprise Engineering

Gavermmarntal

LEADERSHIP ORGANIZATION _|!(:HNDLE_F LEARNING
business culture BFR E-mail Irufticn
slretegic planning -Frocess QLAP Inmevatan va.
-Malon & Goals -Frocedures Data Ware housing Irvention
Clhirnate Metncs Besrch Engines Leaming
Grorwih MBS Decision Suppon Cammunily
Segrmentatian TOML Process Medsing irual Teams
Communicalion Warkflaw Managernenl Toals Shared Resulls
Cammunications Cammunications Exchanpge Forums
Communications
LEADERSHIP ORGANIZATION TECHNOLOGY LEARMING

MULTIPLE DISCIPLINES
Systems Engineering Organization Development  Systems Management Organization Behavior

Figure 4. KM Pillars, Stankosky, Calabrese, Balda[iz999]

Four pillars of KM help with designing the right K34 According to Stankosky and
Calabrese, Baldanza [199@Rdershipdeals with the environmental, strategic and enitszp
— level decision-making processes involving theuga]) objectives, knowledge requirements,
knowledge sources, prioritisation and resourcecation of the organization’s knowledge
assets. It stresses the need for integrative mamageprinciples and techniques, primarily
based on systems thinking approaches. Fudigamizationdeals with the operational aspects
of knowledge assets, including functions, proces$msnal and informal organizational
structures, control, measures, process improveraadt business process reengineering.
Technologydeals with the various information technologiesydar to supporting and/or
enabling KM strategies and operations. There is wag used relates to technologies that
support the collaboration and codification of KMn&lly, learning deals with organizational
behavioural aspects and social engineering. Thaitegapillar focuses on the principles and
practices to ensure that individuals collaboratel ahare knowledge to the maximum.
Emphasis is given to identifying and applying thirilautes necessary for a “learning
organization.” All four pillars must be balancedonder to avoid failing the whole system
[Stankosky, 2001]. The KM four pillars also cleadyovide the need of architecture, which
must be implemented for the efficient implementatiof KM [Bixler, 2002]. The
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implementation of the four pillars brings balanoethie company during introducing KMS.

This helps with proper management of knowledge.

tobejko [2004] designed the scheme of KMS congystihall above-mentioned elements (see

figure 5). The schematic KMS is drawn below.

Internal and external environment
Customers,
suppliers, Knowledge Management System Owners,
competitors business law
Enter » Transformation—> EXit
Information Knowledge
Employers, A Compression
Managers Procedures,
Culture
Technology Software Systems

Figure 5. Scheme of KMS, Lobejko S. [2004]

In this scheme, KMS the input is information thattihen transformed and after the
context addition, is possible to create knowleddmua specific entrance topic. The
information might come from both the internal andeenal environment of the organisation,
its employees and IT systems. The factors of thernal and external environment in the
tobejko model connect with the first step of Staskpand Baldanza [2001] model. Those
factors strongly influence KMS and partly are tfened to the external environment of the
organization through new technologies, ideas, psatetc. [Lobejko, 2004]. The transformed
knowledge may be used further both by workers andeav quality information that enriches
the existed information systerRigure 5is a continuation oFigure 3and gives the outlook
of the new KMS.

2.6. KMS implementation in small consulting compani es

The Hungarian scientist Feher [2004] argued thaktiowledge management requires
always changes in the daily routines, behavioud, iocesses and organisational structures.

Moreover, he proved that employees resist changeause they have to give up the process
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of working and behaviour and have to form a newtramt with the organization. Feher
[2004] made also researches with respect to theutiomy companies by comparing two
organizations, IT-Consult and MR Consulting. Botlompanies had problems with
organisational and IT solutions. Elements of thiitsmn for those problems can be used in
MMA case as well. According to Feher “the managgesnot committed, not really leaders of
changes, not involving employees. Leadership attdralichange are basic factors of change
processes that are also basic enablers of KM #aesviwWithout good change management,
there are also problems with knowledge managenativitees: factors, that are important to
change the organisation, later are required to@upfM activities.” Feher [2004] stated also
that spending time with formalisation of the docutsevas seen among employees as a kind
of punishment, instead of accepted and honoured.wde pointed out the benefits of e-
learning, where consultants were developed by ghaipings.

Fernandez et al [2004] show the benefits of a weted system. According to them,
the web-based companies are expecting to discdviisaknowledge in the logs maintained
by their web servers. Furthermore, e-business gesva fertile ground for learning market
trends. All companies must follow it and the conitpes are up to. Fernandez [2004] proved
also the need for constant changes, because albassdy information is doubled every nine
months. All these points must be considered bafoptementation of the new KMS in small

consulting companies.

2.7. Knowledge transformation

Nonaka and Takeuchi [1995] distinguished two déferkinds of knowledgetacit
andexplicit The first one comes from the experience of th@kadge owner, his beliefs and
values. It is seen as the most valuable knowleldgeause it is not fully shared with other
people. Explicit knowledge is drawn from physicatidormal sources like books, documents,
reports and is easy to articulate. Moreover, kndggetransformation is enlarging the first
step of Stankosky and Baldanza model [2001] whbkee durrent use of knowledge and

transformation must be analyzed.
The transformation of knowledge is a process wreqglicit and tacit knowledge

change in view of society interactions. Some awgtige Anderson [1983] or succeeding him

Nickols [2003] persist that next to tacit and espliknowledge, also declarative and
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procedural knowledge exist. Declarative knowledgenore similar to explicit, as a way of
description of facts and things and tasks and naisthas they say, sometimes declarative and
explicit knowledge may be used as synonyms. Theoredor that is that both may be
articulated. On the other hand, procedural knowgedgimilar to tacit one which is reflected
in mental skills. It is a way of doing somethingdaknowing how to do that. Procedural

knowledge is difficult to articulate.

According Nonaka and Takeuchi [1995] the procesgarfsformation tacit and explicit

knowledge consists of four approaches:

1. From tacit to tacit knowledge — socialisation,

2. From tacit to explicit knowledge — externalisation,
3. From explicit to explicit knowledge — combination,
4

From explicit to tacit knowledge — internalisation.

2.7.1. Socialisation

Knowledge transformation from tacit to tacit, sdt@@ socialisation consists of
sharing experiences between workers during fadadge-meetings. However nowadays the
virtual technology is well-developed and personaktimgs are replaced by online tools like
chats, videoconferences, Internet calls, etc. 8gagkperience is the most important activity
during socialisation. Workers can learn not onlyotlgh verbal contact, but also through
observation, followed by practice. Interactionshaddients is also a process of sharing tacit
knowledge among each other what brings much batteas for diversification or
differentiation business. The most well known sh&#ion’s technologies are e-meetings and

synchronous collaboration (chat).

2.7.2. Externalisation

Transformation from tacit to explicit knowledge talled externalisation and as
Nonaka [1995] wrote, it is a process of expressawgt knowledge, involving mental model,
then articulating it through dialog. In this comyplprocess, tacit knowledge is expressed as
metaphors, analogies, concepts, hypothesis, anclmo@ther people can reuse all those

judgements or insights. Externalisation is a kegcept of knowledge creation because it
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gives new ideas based on tacit knowledge. Newsgraumgl other free discussions are the
most proper way of externalisation. People paritig in such meetings are more willing to
share the knowledge, give advice, answer on appegtiestions, and annotations.

2.7.3. Combination

Transformation from explicit to explicit knowledge known as combination. This
process is based on classification and selectiomfofmation. It is also sorting out and
making conception in usable system of knowledgeng¥a, 1995]. Moreover, within this
process different elements of explicit knowledge jant together. Through the selection and
categorization of existing knowledge, it might adlmite to arise new knowledge. It is based
on document categorization, e-mails, text searchtng the best supported by IT tools, which
are available to all company’'s workers. Through immgkpresentations, sending e-mails,
writing softcopy reports workers share knowledgéhveolleagues. Document categorization
is highly required as data collection of the compadne of the most important technologies
in transformation technology is searching skillafing documents via a searching browser
brings plenty of useless information for the searchMoreover, all this information is

growing rapidly and it is getting harder and hariefind proper information.

2.7.4. Internalisation

Internalisation is a term describing explicit toit&knowledge transformation. Most of
the time it is learning from reports through visgalion and making presentations more
workable as video/audio conversation. Workers rezmgg relationships between reports,
learn by exploring information there included. \Afimation creates better understanding of
available information. In other words, internalisatis a process of learning by doing.
Internalisation brings also so called operatiomadwledge usually in project management and
production processes.

The transformation of tacit and explicit knowledgrgngs to the company new views
of its way of working and technology use. Socidima is tied with group theories and
organisational culture; combination with informatidransformation; internalisation with
organisational learning, and further Nonaka andetiaki [1995] stated that externalisation is

often neglected. The whole process may bring a eomp continuously access to the newest
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technological solutions, what is the part of im@dvKMS. The reason for knowledge
transformation at the consulting company is battalerstanding the need for changes and
finding and extracting the best technology toolsor&bver, knowledge transformation

emphasizes personal contacts between workerseseagity for an efficient way of working.

To conclude, the practical application of the abmentioned models should bring an
answer to the first research question together suth-questions. The models of Nonaka and
Takeuchi [1995] and Marvick [2001] will explain theansformation of knowledge, with
respect to the tacit and explicit knowledge, usgdUMA. Furthermore it will also show
points, where knowledge may be used in a more tefeeand efficient way. The comparison
with other companies and their views on the taod axplicit knowledge will be used for

benchmarking and improving the way of working at MM

2.8. Knowledge Management Technology

The technology of knowledge management is a bropit.tIt has a special place in
the Stankosky and Baldanza’s four pillar's modél(J2]. Since computer networks, Internet
and telecommunication have entered organisatiohs,d€veloped more and more. Storing
and sharing knowledge is now much easier and fasspecially in big corporations that are
dispersed all over the world. This technology makaswledge management far easier.
Thanks to technology, knowledge sharing can be flstereliable and with constant quality.

An important point here is personal contact. Manypanies make special “talking
rooms” where new experiences are shared betweekersorEmphasizing personal contact
helps to build trust and reliability among workarsghe company. Nothing can replace face-
to-face meetings, which help with sharing tacit \wlezige. Nevertheless, in the globalize
world it is sometimes impossible to meet and discasportant points. Technology gives

plenty of possibilities to get, store and sharewiedge.

The first option of the KM technology is portal [hejko, 2004], which is arranged in
the way of personification. This means that theenemr gets only information that is
connected with his/her interests from all availaté¢a. Even better are business portals that
are installed in the company and automatically doaah only targeted information from the

Internet. Each worker after logging in only getlevant information for him/her. The worker
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profile may be changed in the way as demandeddfdlitian, activities such as discussion
groups and e-mails create the required cultureth@dnterpersonal relationships. It helps to
understand different situations on the market faster way. The administrator can put some

useful information and advertisements for thirdtigaron the internet.

Recently quite common became the so-called e-legriihe whole idea is based on
online learning, computer-based training and wedebatraining. Through Internet, it is
possible to attend courses without leaving theceffilt forces workers to be very active
during the course. The place of giving such ledtumay be thousands kilometres away from
the participant. E-learning should not replace @eat meetings, only completes the whole
training system. Connecting e-learning with workioguses no delays in production and

problems with orders.

From the consulting companies’ point of view, KM cl@ologies bring
competitiveness and give possibilities to broadensalting activities. Consequently, the
technology allows consulting companies to sharestoe any knowledge they possess. This
brings an easier and faster way of working. Teabgplportals are especially important for
getting proper information from the Internet. Otlkévl technologies like online learning may
save time with respect to training and knowledgeharge. New KM technologies, used in
companies all over the world will show MMA the pislities of diversifying its services

using IT systems.

2.9. Framework

The main framework that will be used for the impétation of a new KMS at MMA
is the Stankosky and Baldanza model [2001] enlanged tobejko model [2004], and
Nonaka and Takeuchi's [1995] knowledge transforamatiThis model, presented in the
Figure 6 consists of inputs and processes where the oigpuproper KMS. MMA as a small
consulting company must plan each step of intradptne KMS very carefully. All steps are
important and missing one could cause the wholesyto fail.

In the first step the description of the organ@atenvironment is made consisting of

the current situation of the company and the kndgdetransformation. Data for the first step
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will be found during analysis of MMA and its intelations with the market. The knowledge
transformation will suggest the need for changektha technological possibilities.

The second step is used for the description ofegfi@ goals at MMA and comparisons with
other consulting companies, according to survey thas done in the Netherlands and
Tanzania (appendix 10). Benchmarking is an onggnaress of searching for the best
practices that leads to the best performance. dllasvs organizations to develop plans on
how to adapt the best practices. However benchmgrkirovides only the short-term
competitive advantage to the benchmarking organmsaBy making these comparisons,
MMA has the opportunity to know the best practiaad avoid potential mistakes in the field
of KM. The reason for visiting Dutch companies wasfind solutions for some problems
appearing at MMA. The reason for visiting Tanzartampanies was to adapt to the situation
on the market in the less developed country. Adogrtb Matzans et al. [2003] the goal of
strategic planning is to focus on knowledge thaints and delivers value to the company. So
MMA needs to set its strategic goals in case dirgethe criteria for choosing the knowledge
assets that it plans to pursue and how it will lgow capturing, sharing and using them.

The integration of each organization depends onitkeractions between people,
processes and technology. The four KM pillars dbedrin the third step and presented in the
Figure 4 point out the places where changes within KM #thobe emphasized for
improvement. It shows the sense of knowledge manage changes at the consulting
company. The model of transformation of Nonaka @&akeuchi [1995] completes the third
pillar of knowledge management where especiallyppsals of technology changes at MMA
can be used as technology recommendations for aultmmg company during designing
KMS.

The organization structure shows the new KMS. Tgholobejko’s model [2004], the
new KMS is easier to understand and visualize. f@del gives an answer, on how the new
KMS must look like and is a peculiar extensionted Stankosky and Baldanza model [2001],
explaining appearance of the KMS. Furthermorehaves where MMA gets the information
that is further transformed. After information tsdormation MMA, consultants find out the
best answer for the assignments and show new soafdhe information on the market. The
knowledge is transferred to the external environmand builds the culture of the
organization.

The fifth step of Stankosky and Baldanza model 120@ill bring the efficiency,
effectiveness and innovation at small consultinghganies like MMA, meaning better use of

scarce resources, having control over costs anthdmirrectly activities during the first trial.
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During designing the improvement of KMS, each cleamgust follow the model, and of
course meets the expectations of MMA owners. Thdicggion of the model consists of the
analysis of all steps, with respect to the MMA, ahdosing the best solution for improving
the KMS.

The overall framework of the research is preseh&tdw inFigure 6.

INPUTS PROCESS OUTPUTS
Organisation [« Strategic goalslg_,| KM Pillars | J| Organisation | KMS
environment (measurable) leadership structure
Current use of benchmarking organization
knowledae possibilities & technology
Transfor?nation preferences at leaming

MMA
A A A
\ 4 A 4
Feher KMS | | tobejko KMS
implementation |~ ~ model
A 4 A 4
Nonaka and Efficiency,
Takeuchi’s effectivenes,
knowledge < innovation
transformation

Figure 6. Overall framework of the research.
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3. Knowledge Management System implementation at Meh

Makers Associates Ltd.

3.1. Introduction

The chapter will describe MMA and its activitieshiah is the basis of all further
steps. According to Stankosky and Baldanza [208&] drganization environment will be
analysed as the first step in order to explore knewledge will be extracted and passed on
to the environment. Further, the analysis of prams of knowledge at MMA will help the

company with finding the solution for overloadiriggtknowledge.
In this part the following research questions Wwélanalyzed:

1. How is MMA currently using KMS in Tanzania?
a) To which extent does the environment influence KéiéSelopment and
implementation?

b) How does MMA currently use existing knowledge?

3.2. Match Maker Associates Ltd.

Match Maker Associates Ltd. (MMA)is a private company trying to develop and
manage a centre of excellence in private sectoreldpment and business services
consultancy, based in Tanzania. Its clients arallysprivate customers, public and donor
agencies working on private and or small enterpdseelopment, mainly in East, West and
Southern Africa. MMA has two offices, one in Arusimathe North East of Tanzania, and
another one in Dar Es Salaam the country busingsgat and on the coast of the Indian

Ocean. MMA offers different kinds of services, sash

* Private sector development (PSD) program developar&h management
* Sub sector/ value chain analysis

* Business development service, market assessmepragm design

2 www.mma-ltd.com
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* Market linkages, and out growers scheme facilitatio
* Business to business linkages

» Capacity building for small enterprise development

» Developing innovative project for emerging markets
* Mobilizing funds for joint ventures

* Promoting and sharing knowledge from best practices

MMA has a broad experience. The directors are edllcated, and have worked for
many years in small enterprise promotion projetteey have successfully managed large
projects in East and Southern Africa. MMA senionsaltants are business economists by
specialty and have undertaken a wide range of me&gts within the region and
internationally. MMA believes in social entreprenghip and that business-to-business
support holds the key to socio-economic developnMdMA tries continuously to be on the
forefront of private sector development methodadsgiin terms of adaptability and
applicability. This is portrayed further during sing of best practices. MMA is actively
working in collaboration with consultants of highlibre within the region, in Europe and

USA. MMA acknowledges and promotes mutual learning.

Because of working on projects, MMA has an excellerowledge in exerting such
methodologies as: the market linkages approachctedit guarantee mechanism through
commercial banks, economic mapping and sub sentdyses. MMA has specialized for two

years in Value Chain Development.

3.3. Organization environment

MMA is the company situated in East Africa — Tanaamue to the low GDP per
capita — 700%$ [2005], GDP real growth rate — 0,@20p], this country is qualified as one of
the less developed. MMA has well-educated workevih broad experience, but the
development of the country where it works, slowsd@ossibilities of fast growth.

Direct clients are seen as external environmerthefcompany. Among this group are also
institutional clients — other companies, ministriaad schools. MMA gets knowledge from
other consulting companies, published reports ef Ministry of Agriculture, sources of

agriculture knowledge, like statistical books, fms) and libraries. Indirect clients (also called
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final clients) are also seen as part of the exteanaironment. At MMA, clients are all those
customers, who use the final version of MMA assignts, its reports and collections. MMA
uses also national and international sources oWwladge, such as libraries, publications of
ministries, and forums.

Direct and indirect competition is also seen agrmed. Plenty of companies, not only
from Tanzania, are ready to start and develop thesudting activities. Most of MMA
competitors have their roots in Europe. Due tof#log, that the market, where MMA operates,
is not saturated, it is possible for other consgltcompanies to settle. After thorough
researching the services, which MMA offers, it wasognized that MMA is one of the best
companies in Tanzania. The country developmentefoidMA to look for new ideas and
competitiveness.

Institutions, which have direct impact on the compaare also seen as an element of
external environment. MMA has a very good name ajqublic institutions, banks, research
institutions, and certification offices. MMA useargices of all those organisations, which has
a direct influence on its way of working. MoreovéMA is well known among other
research institutions, what is supporting its cotitipeness, and development. Therefore,
MMA takes knowledge from external environment, aisés it for improving and developing

its services.

Internal environment is as important as the exteemaironment for the company.
Internal environment consists of employers andrtli@milies, directors, managers, and
advisers. MMA is a small company. It has three wosktwo of them are managers/directors,
and one is employee. Due to the fact, that MMA &asixed culture (one Dutch and two
Tanzanian workers) the internal environment is idige MMA uses also advisers, especially
in the field of IT systems and solutions. The kneage extraction comes from the close
cooperation between MMA and all above-mentionedtigpators of the internal
environment.

MMA with its international character uses a KMS eT¢urrent way of working gives,
however possibility of improving the system usede Environment determines the KMS and
influences the development and implementation. iitaeket, in which MMA operates, is
situated in the one of the poorest area of the dvab the development is limited in the
technology, infrastructure, and services side. Toenpany struggles with corruption,
discrimination, lack of infrastructure, and low h@ology. These inconveniences slow down

the development of MMA and its KMS. For implemengtiKMS, it is important to consider
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that the environment can be characterized as fstlawernational, competitive, consisting of

the huge group of institutional clients, final clis, technical and infrastructure limited.

3.4. Use of knowledge at MMA

Knowledge transformation helps with conversiontd tacit and explicit knowledge,
and gives new views on that. Knowledge can be toam&d from tacit to tacit, tacit to
explicit, explicit to explicit and explicit to taciMMA has four years of experience, and the
way that the consultants use knowledge is on a higty level, but still can be improved. The
implementation of knowledge transformation alsoustidoe done. Issues of the knowledge
transformation, according to the researches doneNbgaka and Takeuchi [1995] and

Marvick [2001] are described in the next subsestion

3.4.1. Socialisation at MMA

Tacit to tacit knowledge transformation is diffittb formalise and share with other
people. It is rooted to a person and his skills.sMosuch knowledge consists of personal
meetings and exchanging experiences. However, withigh-developed IT system this
transformation becomes to be less personal and ordmee based. As Marvick [2001] said
thanks to the chat programs like MSN, Skype, MiofbsNetMeetings, more and more
workers meet each other in virtual reality.

The technology progress has plenty of benefits,mthe company has departments in
different countries or continents. MMA is not adacompany; it has two offices, 700km far
from each other. Travelling along Tanzania | recogh that the infrastructure is poor and
moving between those two offices is sometimes \difficult. Therefore, the latest IT
solutions are a necessity for the company. UntileJB006, MMA used limited solution for
sharing knowledge. Each data was saved on the corigpaerver. From the server, each
consultant could have downloaded important news Hon. Communication between
employees was still limited. The reason for thatenmainly the consultants’ way of working
(out of the office) and costs of the phone calts. éonsultants being out of the office, without
the Internet connection causes often delays inagggnment’s executing. For the small

company cutting off the costs of the phone calisi\gs many savings.
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MMA consultants make appointments as often as plessd discuss all urgent issues,
progress and plans for the next weeks. It is indegxbrtant to be always informed about the
way of working of each employee and finding a solufor the appearing problems.

3.4.2. Externalisation at MMA

Tacit to explicit knowledge transformation is based dialog within team, and
answering appearing questions, annotations. Newpgrand other free discussions are the
most popular way of externalisation. People paréitng in such meetings are more willing to
share the knowledge and give advice. MMA was ontesaibed in forum and newsletters.
During this time, the directors recognized thawdts a good way of sharing knowledge with
other consulting companies. Thanks to that actiWtiMA got the knowledge and ideas how

other companies struggle with their businesses.

3.4.3. Combination at MMA

Combination is a transformation explicit to exgdlighowledge. It is based on the
document categorization, e-mails, text searching the best supported by IT tools, which
are available to all company’'s workers. Through imgkpresentations, sending e-mails,
writing softcopy reports, workers share knowledgthwolleagues. Document categorization
is highly required as a data set of the company @mthe most important technologies in
transformation technology is searching skill. Cothe MMA was going through all
documents. Often it was frustrating for the coreul, especially when they wanted to find
quickly proper information. Moreover, all those onmhation are growing rapidly and it was
getting harder and harder to find the requiredrmiztion. MMA needs new software to make
searching easier and more effective. The systenthWWIMA is going to introduce, consists
of Google Desktop Search Engine and the latestorecd synchronization all computers. It is
also possible to write summarization of each repororder to find proper information faster.
The proposed IT system for MMA avoids extra world amorks even without such short

description of the documents.
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3.4.4. Internalisation at MMA

Internalisation is the phase where explicit knowkedis transformed into tacit
knowledge. Most of the time it is taken from regothrough visualization, and making
presentations more workable as video/audio conttersaMIMA workers during discovering
some relationships between reports, learn by exglanformation included. Visualization
creates better understanding of available inforomatin other words, internalisation is a

process of learning by doing.

Transformation has, as each activity, advantages @sadvantages. The main
disadvantage is relying on the technology more tbanhumans. Virtual meetings are
preferable, instead of personal contact, whichdwritnust and reliability on co-workers. Next
disadvantage is that the use of the technologgnsetimes not possible, especially when the
team is not susceptible to high-tech changes. Aagdeam can learn almost everything, but
older workers sometimes have problems with properai computer tools. As a disadvantage
may be also seen the technology in less developedtrees, where Internet is still not very
advanced. Transformation including technology Hae advantages as assisting teams, who
meet only few times per year, and there are noilpigss to have personal interactions.
Technology helps also people to share knowledgepnly from the same organization, but
also from the whole world. New ideas and experisnmo@y be supported by other cultures
and seen as an opportunity for other people. Tharddge of knowledge transformation is
helping with categorization of information. So kredge transformation will enable MMA to
use proper knowledge, and work with the problenoweérloading. The four kinds of the
knowledge transformation by Nonaka [1995] help wjhssing the knowledge to the
environment via the newest technology solution. iMag of working at MMA and following
it limited personal meetings, may be solved alsausing the newest technological solutions.
Problem with the Internet connection is alreadywasdlat MMA (the office in Arusha has a
reliable Internet provider, the Internet in theicdfin Dar es Salaam must be still improved),
so there is no disadvantage of using this techiyol@nly the problem may appear with
workers preparation for using computer tools anfiwswe. This can be solved through

special training.

3.5. Conclusion
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The conclusion is that knowledge management sysemool. MMA uses KMS for a
longer time, but it needs improvements to workdyetin the Tanzanian market. MMA has a
specific way of getting information for its assigents, and transforming them into solutions.
Nevertheless, after analysis of the knowledge Eseseby MMA, and comparing it with the
Nonaka and Takeuchi [1995] model and Marvick [20&GHlutions, it appeared that
consultants do not work as efficient as possilleetjuires also a change in the way of
thinking of workers and adapting new technologies.

The present KMS that was designed a few years @goad evolve with the company
and the market. The extraction of knowledge fromehvironment is currently done at a high
level. MMA gets the most important information frata surrounding (external and internal).
Afterwards this information is transformed and alsagain to the environment. The way of
extracting the knowledge from the environment isdabon the close cooperation between the
subjects (participants) of the internal environmehhe passing of knowledge to the
environment goes via the newest technology solstiaich is based on the four kinds of the
knowledge transformation. To sum up, MMA uses KMSihigh level and in order to work
better and more efficient, the owners want to imprthis system and adapt to the current

situation on the market.

MMA is a small company existing in one of the ledsveloped countries in the world,
but it operates very well. It is the merit of welilucated and dynamic workers. The condition
of the Tanzanian market, its infrastructure anchnetogical possibilities are still a big
problem. The company must accept that, and adaptuab as possible, to stay competitive
on the market. Although Tanzania is a country vitige development potential, the social,
political, economic and governmental situation iryv difficult. Corruption is a major
problem, and companies, which want to give reliald good information, must work under
social pressure. MMA'’s workers are two Tanzaniam med one Dutch man, so the culture is
mixed, what brings the success of the company.nfakito consideration that MMA owners
avoid to employ new consultants until the new bessnwarrants expansion (except one with
fluent French knowledge, for broaden activitieshwitold French colonies in Africa), the
leader function may be divided between MMA’s woskdn such small company, all workers
create the business culture, the organization tipgrowth and strategy (vision and goals).
The division of the leadership involves workersalhcompany’s problems, bringing loyalty

for the organization. The development and implemgorn of new KMS is to a large degree
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influenced by the environment. However, MMA tries work independently and uses

different aspects of tacit and explicit knowledgemprove its services.

Analyzing the second sub question, it was recoghthat MMA uses knowledge at
the moment of executing assignment. Afterwards isat aside and hardly ever used again.
Like each company MMA should emphasize on developgnmReducing time of executing
assignments is desired. This is possible by inngl¥hird parties. Other consulting companies
that work on similar topic may be very helpful withllecting information. MMA uses those
sources of knowledge very often. Also communicai®m problem between workers. The
huge doze of discipline and goodwill will surelypnove this activity. Positive point here is
that MMA owners realize the necessity of reliablgetnet connection. Due to this fact it is
possible to schedule meetings once per week, t istdouch and get informed about
problems appearing during working for clients. Ndags the basis of KMS is technology.
MMA uses it in a high-developed way. E-mails, fosjrdata warehousing and search engines
— all those tools are familiar to MMA workers.

MMA tries to full use the knowledge, which it posses, but there are still plenty of
activities where it can be improved. However, theeywf working of MMA consultants and
the possibilities of development on the Tanzanianket may slow down the whole process
of knowledge transformation and adaptation.

Using Nonaka [1995] and Marvick [2001] points oéwi, the following potential of
improvements for MMA can be formulated:

* With respect to socialization — the latest IT siolu$ are a necessity for MMA, due to
the fact, that its offices are 700km away from eaitter;

e With respect to externalization — newsgroups ame fdiscussions are seen as the
most proper way of externalization; video confeemnavill be helpful in sharing
experience between MMA workers and other thirdipart

e With respect to combination — introducing new ITstgyn designed by Jonathan
Reeve (IT specialist at MMA office in Arusha); magi presentation and writing

softcopy reports for each MMA workers will help titull sharing of knowledge,
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With respect to internalization — MMA should make\asible as possible its reports
through presentations, video conferences, visu@izaWorkers then explore the

information included in reports;

“talking rooms” may be helpful for MMA to share kntedge with other employees;
emphasizing on personal contact helps to build @ad reliability on all workers in

the same company
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4. Strategic goals

4.1. Introduction

The next step for the right implementation KMS KOMA is specifying strategic goals, needs
in the field of knowledge. In this chapter first MMstrategic goals will be analyzed.
Secondly the result of a survey on similar consgltompanies will be concluded, leading to
the best practices. Finally the KMS preferences@ossibilities at MMA will be analyzed to
make a peculiar combination of the strategic geatls possibilities of the company.

Next section analysis shall bring answers for tii®dving questions:

2. What is the desired KMS at MMA?
a) What are the relevant strategic goals at MMA?
b) What can be learned from similar companies?

c) What are the possibilities and preferences i@
4.2. Strategic goals at MMA

Strategic goals are seen as an overall accomplisthnaad should be Specific,
Measurable, Achievable, Realistic, and Timely (SMARStrategic goals are for becoming
more efficient. The first goal is the establishmeia proper filling system that supports a full
use of knowledge. The research done in Tanzanth, r@spect to the filling system gave the
opportunity to find out which system is requiredheTIT specialist J. Reece, introducing the
IT solutions at MMA, recommended using a web-baseddem where MMA directors can use
the Internet webpage as a server and store all atathe server of the web host. Such a
system is easy to update and can synchronize therseith every company-laptop.

The second goal is an easy access to all avaitidike This is also a point where
MMA wants to make improvements. The way of doingttis updating the data on the server
with all new information. MMA should create straiteglliances with other companies to get
the knowledge, better absorb information whichlisady possessed by others, and use it as
a source of knowledge [Gils, Zwart, 2004]. Strateglliances are created with clients,
suppliers and competitors. Alliances with compesitare often made for improving quality

and speed up innovation. It can be said that MMAIlved in alliances with customers,
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since they use customer-employees in their assigtsm&his means that MMA should
consider setting up strategic alliances. Strataliiances might be seen as a threat of loosing
competitiveness. Strategic alliances between nepifofit organizations and MMA however
may bring only profits without the risk of loosimgmpetitiveness.

To avoid the human resources problems, MMA does want to employ new
consultants, unless the new business requiresThatgoal is employing the new employee
with fluent knowledge of French. That worker willp to expand MMA in West Africa.

4.3. Benchmarking

Many consulting companies have departments in reiffie countries for better
knowledge exchange and experience. Most of thenperate in the execution of an
assignment (appendices, p. 68). During the resetimehfollowing consulting companies,
working on the Dutch and Tanzanian market, wergedsn order to analyse their KMS. The

interview protocols and the questionnaire can lbmdan the appendices:

Table 1. Companies visited during research.

Company name Location Interviewee Position of the
interviewee

AgroEco (AE NL) The Netherlands| Bo van Elzakker dgator

AgroEco (AE TZ2) Tanzania Marg Leijdens Country Mgea

Ernst & Young (E&Y) Tanzania

Advance Consulting (AC) The Netherlands  Peter Bdeek Consultant

Management for The Netherlands | Eline Weijers Trainer/Consultant

Development Foundation
(MDF)

Royal Tropical Insitute The Netherlands | Hugo Verkuijl Senior Advisor
(Koninklijk Insttituut voor
de Tropen, KIT)

All of them are consulting companies, working oe thternational market. AgroEco
NL is an international company, employing aroundp@®ple, and has offices in countries
like Tanzania, Ghana, Zambia, Uganda and HungamybE&tter understanding the Tanzanian

market, | visited the department of AgroEco in Tama, employing 10 people. Ernst&Young
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is a global company, which operates also in theslbging countries. Advance Consulting is
an international company, working mainly in Afrieamd South-East Europe. Similar to
Advance Consulting, MDF is an international compaoging 22 years on the market. The
last company visited was KIT, and this one is ddfé from previous, because it is not-for-

profit organization.

4.3.1. Process of the consulting activities

To check the way of executing the assignment, trapanies were asked to give a short
description of the process of the consulting atéigj from project initiation until completing
the report. The answers to this question are pteden the table 2.

Table 2. Process of the consulting activities.

Company Description

AgroEco NL At the very beginning the company subscribes fer|th
assignment, then put into standard AE format,
afterwards begins with searching for potential denp
what brings the filling of project proposal, themntes
signing a contract, and sending it to the compgny

status and progress of project,

AgroEco TZ Finds a project, and makes market studies, |but
sometimes it requires searching the exporter, |and
training him, then the company brings the wholenfar
to be certified in quality, in the meantime makes
regular visits, solves problems, searches for added

values, if needed invited specialists

Ernst&Young TZ At the very beginning winning an assignment is the
most important thing, it comes wusually frgm
newspaper, the company tries to involve some pepple
from the customer in case of appearing problent) su

decisions causes long discussions, after somettien

9]

consultant shows progress, and gives the draftriepo

afterwards makes presentation and gets evaluation,

Advance Consulting At the beginning consultants identify lead (conismnt
of partners + business case), then assess busasss

in its potential for acquiring financing, afterward

contract client for further development of busingss
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case and acquiring financing, assist client | or
consortium in developing business case and finance
acquisition, the decision made by finance provider
most of the times results in completion of the

assignment

MDF Usually contacts are searched by clients, after|the
decision of cooperation the questions are prepared,
and further logistic preparations are made, theee| a
three steps of making assignment at the company —
getting in touch, execution and results of assignme

working out in NL

KIT Prohibited to share,

MMA The company is choosing or being chosen by a ¢lient

and then come meetings to discuss the assignment
with customers, afterwards consultants searcghes
information on the websites, make interviews, vjsit

potential producers, after collecting those infatiora
a draft copy is made, this activity causes disonss
on the topic, if everything is done as expecte@, |th

assignment given back to the client

All companies are working in a standardized wayeA&cquisition of the assignment,
consultants meet with the customer to discuss #taild. Then consultants search for the
information needed. Afterwards the draft copy isdmand presented to the customer, what
often brings discussions on the topic. When thdooner's expectations are met, the final

versions of the assignment are given to the custame

4.3.2. Knowledge sharing and exchange

Due to the fact, that MMA faces problem with propbkaring and exchanging knowledge, the
companies were asked how the share and exchangédeklye in the company. The answers

are presented in table 3.
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Table 3. Knowledge sharing and exchange.

Company

Description

AgroEco NL

shares knowledge through reporting all assignme
meetings with other employees, emailing to e
worker, open space offices, fast internet connadso
also available, well-designed intranet network,
reducing costs of callings they use Internet cgl
software (Skype),

nts,

ach

for

in

AgroEco TZ

scheduled team meetings once per week with
workers, emailing to each one, they have w
designed web-site and service site, for consta
contact between offices there are meetings three

times per year with other departments of AE,

all
ell-
ntly

fo

Ernst&Young TZ

as a global company uses its own web databases
scheduled weekly meetings with Tanzanian te

emailing to each workers all over the world

the

am,

Advance Consulting NL

emphasizes verbal (physical, telephone), send sr
to each worker, and to a limitedxtend written
procedures, circulation of magazines where
company is subscribed, scheduled weekly meeti
bilateral (daily) talks (both ad hoc and throu
partnering in a team) and updates; physical filin
archiving; filing on common accessible exchar

server,

nail
the
ngs,

gh

ge

MDF NL

mission reports sent to all workers, syllabuseslan
for each topic, monthly meetings with all worke
scheduled internal days, emailing — but prefers

personal meetings with all other employees,

s,
bly

KIT NL

as a non profit organization makes launches, mg®fi

within organization, presentation, writing a boc
planning days, the whole knowledge is available

everyone

MMA

shares the internal knowledge through ser
emailing between all workers, meetings, but
scheduled, they discuss everything with ot
employee, rely on teams, making trainin

participating on the discussion forums, and coastl

ver,
not
her
S,

t

associations on the basis of benchmarking, they

borrow materials from other companies,
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The conclusion at this point is that MMA shares ardhanges knowledge in almost

the same way as other consulting companies. Aiesyitvhich MMA could use to improve its

system are: Intranet network (AE NL, AE TZ, E&Y TZgam meetings scheduled once per
week (AE TZ, E&Y TZ, AC NL), subscription for therti@a magazines (AE NL, AE TZ, AC

NL), syllabuses from each assignment (MDF), writiagbook with the farmers about

assignments, as KIT did.

4.3.3. External and internal sources of knowledge

Next question which appeared during researchesalast sources of knowledge used. The

answers are presented in table 4.

Table 4. External and internal sources of knowledge

Company

Description

AgroEco NL

uses mostly its own library, Internet sources, Q
intranet network, reports written by other emplaye
they subscribed for thematically magazines, if ege
they employ additional specialist from oth

companies, still one of the most important is ptats

contact, knowledge is exchanged between workers

during meetings, for better understanding the tg

assignment are made with third parties

AgroEco TZ

pic

emphasized team meetings, during executing

assignment there are made interviews with farm
traditional source of knowledge as Internet, ingta
side of AE NL, employees are obliged to re

newspapers, magazines, other reports,

Ernst&Young TZ

gets knowledge form other people, reports writtgn
other consultants, Internet sources of knowleg
company evaluation, the strong point are worldw
databases, where the company has unlimited ac

daily newspapers, thematically magazines,

ers,
n
ad

b
ge,
ide

cess,

Advance Consulting

gets knowledge from personal info, staff (assosia
management, also from (potential) clients 3
financiers, they have electronic databases,

subscribed for magazines; from internal source

te
ind
also
5 of

ent,

knowledge the company uses staff, managem
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database; external sources of knowledge fare:

associates, (potential clients), databases, magmzin

MDF uses traditionally Internet, and mostly own experes
they get also newsletters, magazines, it has its ow
library, through trainings they learn from other

people’s experiences,

KIT as a governmental company uses own library, wide-
used Internet, Dutch national statistics, the most
important is tacit knowledge from own experience,
also they get newsletters. Program called Virtual
Learning Community helps with exchanging
knowledge among participants, trainings, and joint

learning have similar advantages with sharing and

storing knowledgge

MMA takes information from national macroeconomic data,
regional statistics, sub sector specific data, rothe
reports, interviews with customers, trainings agens

as a place for exchanging knowledge,

The sources of knowledge used are mostly the sameaich company. MMA may
add to its sources of knowledge the following searclibraries (AE NL, MDF, KIT),
thematic magazines (AE NL, AE TZ, E&Y TZ, AC, MDRdint learning — blended learning
(KIT), Virtual Learning Community — e-learning (K)T

4.3.4. KMS and its organization

The main problem at MMA is a proper KMS. Thereftire companies were asked about their
Knowledge Management System (KMS) and how it isnized. The results are presented in
table 5.

Table 5. KMS and its organization.

Company Description

—+

AgroEco NL KMS at the company consists of project reports,
workshop manuals, training materials, they let peop
work by their own, but help also with connectigns

some facts, it also uses internet connection |for

brainstorming to get new ideas, but the problem is
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lack of well-updated system,

AgroEco TZ No KMS at all, but there are trials for buildingwne
system,
Ernst&Young TZ as a global company has the system based on the

worldwide data, which is very useful, they get ardu
80-90% of information form that system, it is also

updated once per quarter,

Advance Consulting No KMS,

MDF according to the consultant KM is one of the praduc

and it must be well done,

KIT makes “writeshop” trainings, Virtual Learning
Community, learning alliances, which help to use
KMS, share and store knowledge in the most efficjen

way,

Some companies do not use any KMS, and some baittown needs and experience.
Proposed KMS for MMA includes elements from othensulting companies, like Virtual
Learning Community (KIT), worldwide data, web-basgdtem.

All companies use Microsoft System tools and Ingtasite. MMA is missing Intranet, and in
my opinion it will be very useful for sharing antébsng knowledge, as well for more

effective using knowledge.

4.4. KMS preferences and possibilities at MMA

MMA is a specific company due to the fact, that tveners are one Tanzanian and
one Dutch man. So the culture is mixed, and thsipihsies and preferences are also divided
into European and African wishes. The results & #urvey show that all companies,
especially those working international (AgroEcon&&Young) work in the similar way
compared to MMA. MMA has established strategic gpahd wants to achieve them.

The proper filling system is a preference at MMAeTcompany’'s aim is to share and
properly store the possessed knowledge. FurtherMMé wants to have an easy access to
all data available. This helps MMA to find informat required for the executing assignment.
MMA prefers to have a web based system, which ifaat the most efficient (Fernandez,
2004). After required training, consultants will bble to use all available functions of the

software. Employing new workers only when the markeguires it, belongs as well to the
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MMA preferences. When market demands new servittes,company should adjust its
services.

There are plenty of possibilities for MMA to worletber. Taking into consideration
other companies working on the Tanzanian market, Aivhs the chance to improve its
services. First of all the collection of informatiocan be improved. According to the results of
the research, the information for MMA can be foumdhe national macroeconomic data that
are used if the sector is not very certain. Gedgcap data and economic data such as
economic development, the policy and national adfice and information from other
countries are seen also as the source of informatidMMA. More updated information, so
the new possibilities of getting the knowledge, MMAll find through the cooperation with
other non-profit organization. If there is no tiredcompetition MMA can start cooperation
with other consulting companies. The possibilityttid subscription for the magazines gives
MMA the chance to find the most recent news andoirigmt issues for the consulting
activities. The possibility for MMA to improve itservices and data availability is writing
syllabuses from each topic of the assignment (MD#).time-consuming, but useful
possibility of sharing knowledge is writing a booih all advice for the farmers (KIT). The
next possibilities for MMA where it can find thefammation are the regional statistics. Sub
sector specific data MMA is searching for includgply and demand on the global market,
main producers, exporters, importers and trends.rmain source of such information is other
downloaded reports, giving plenty of informatiomsRive thing of all those reports is that the
companies are willing to share with MMA accordirgthe interviews that were done (p.69-
75). The possibility of getting information is thellecting data of production what is
available and what exists by visiting Ministry og#culture. Data is collected but not all of it
is fully reliable. The fourth possibility to getdfcertain knowledge is interviews with other
people. MMA took training in the field of how toaeh adults, which was very useful and
helped to understand adults’ way of thinking andkivg. All MMA workers are up to date
in their field of work, however they do not useréiies and they would like to subscribe for
some magazines about consultancy.

The possibility for exchanging the knowledge angbezience between workers is
establishing “talking rooms” [Lobejko, 2004]. As MMconsists only of three workers, such
“talking rooms” might be useless, but if the comparants to grow, it will be a good option
for consultants, who are dispersed on the worladsdtal contact helps to build trust and
reliability on all workers in the same company. &#aa-face meetings help with sharing tacit

knowledge among workers, but it is sometimes imiptsgo meet and discuss important
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points. For MMA it is important to schedule meesnfpr sharing new knowledge and
experience, what will help to use, in the most@fe and efficient way, tacit and explicit

knowledge among workers.

4.5. Conclusion

On the basis of survey new options for MMA were rfdu methods of using the
existing knowledge, its preferences and possigditiThe authors like Becarra-Fernandez et al
[2004], Nonaka and Takeuchi [1995], Jashapara [RQ@4rvick [2001], proposed solutions
for small companies that want to improve their KMB®cara-Fernandez et all [2004] speak
about the discovering knowledge in the web. Nonaikd Takeuchi [1995] focused on the
knowledge transformation and Marvick [2001] follavlhem. Jashapara [2004] speaks about
the sharing and storing the knowledge. The survay @one in the Netherlands and Tanzania,
to compare MMA with similar companies. Possibiktief implementing new KMS should
consist of different way of sharing and exchangkmpwledge, that were found at other
consulting companies Intranet web site, team mgetscheduled once per week, subscription

for thematic magazines, syllabuses from each tepid,writing a book (KIT).

The strategic goals mentioned in the first sub toes must follow the general
framework based on the acronym “SMART” and be SmecMeasurable, Achievable,
Realistic and Timely. Strategic goals as new ITusohs are the necessity, and assist MMA'’s
development. Easy access the information possdéss®tMA determines the success of the
organization. Strategic alliances with non-profiganizations are helpful with proper using
the information, and at the same time do not compéth MMA. For the current situation,
the needs in the field of knowledge are connectétd wnproving sharing and storing of
knowledge. Proper filling system based on the heeris highly desired. Access to all
available data (proper updating system, stratefiianaes) will make easier and faster
searching of the information. The need of employkingnch-speaking consultant is an option
in case of business requirements. Setting moreegica goals will have sense after
introducing the new KMS at MMA.

Comparing other consulting companies with MMA hlad &im to find better solution

for KMS, already applied at other consulting conmpanAnswering the second sub question

related to the benchmarking, MMA should improvesisvice for staying competitive on both
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the international and Tanzanian market. Exampleafiftérent consulting companies and their
way of solving problems with sharing and exchandingwledge shows MMA which parts of
the sharing and storing possibilities can be adbMA should search for information and
knowledge in different sources used at the analyzadpanies. However KMS can not be
copied from other companies, because each oneffegedit. It is not always possible to
implement the whole system from other companiese $tandardized way of executing
assignment is similar to all other companies’ waworking.

Within the third sub question MMA preferences amdgbilities were analyzed. The
conclusion is that MMA is very open for new solusoand proposals. MMA preferences
have the character of improving their IT systeme Tnly one thing, which the company
would like to avoid, but still prefer, is employingew consultants unless the business that
requires, with the exception of a French-speakimgleyee, for broadening the services to the
West African markets. The possibilities of fast @gamy’s development on the Tanzanian
market are still limited. Therefore MMA tries to k®athe full use of all possible solution of
the development. The research on the visits inratbenpanies working on the Tanzanian
market showed that the solutions which they usease possible to implement at MMA.
Outsourcingis a possibility, where MMA can improve its sees¢c and work much more
efficient. This topic needs to be more investigatgth respect to market's conditions in

Tanzania.
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5. Knowledge Management Four Pillars

5.1. Introduction

The third step in the Stankosky and Baldanza [200a&{lel are four pillars of KM,
which help with the right implementation KMS. Inigichapter, the analysis of those pillars
will be made together with the recommendation fa¥iM The four pillars bring us to the

following question.

3. Which objectives are formulated for the deskK&diS with respect to the KM pillars
a) leadership
b) organization
c) technology
d) learning?

5.2. Leadership

Leadershipas the first pillar of KM improves business forngeetitiveness and
success. It requires the leader, who can stay eattdph of the organization, and provide
leadership needed for cultural changes in the comp®MA is a small company and
choosing the leader may be difficult. Due to thet,fahat the company consists of three
workers, leaders at MMA should be all workers. Thimation concerns business culture,
strategic planning, climate, growth, segmentat@mg communication. However it will be
also possible to divide those elements between evsylbut problems with communication
services in Tanzania may cause discrepancy of coygaoals. According to researches
done by Chesebrough [2006], Stankosky and Baldggt¥#l] division of elements in the first
pillar is highly recommended for medium and largampanies, so not for MMA. The
knowledge management must be taken from the topdkrough, 2004]. MMA'’s directors
are both well-educated and with long years of eepee. Choosing between two directors
who should be a leader will bring unwanted misust@erdings and inner competition.
Undesirable behavior may cause failing of the whabenpany. Thdeadership supports

MMA with getting the knowledge from the top of tbeganization. The executives must not
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only support, but also endorse, enforce and ppdiei[Cheseborough, 2006]. All employees

should be involved with creating the knowledge.

5.3. Organization

Second pillar of KM igorganization The whole operational process of KM must be comdbi
with redesigning the organization. This is also tieered by Bixler [2002] and Feher [2004].
New KM changes the culture of the company and wsrkesponsible for these changes
should be highly capable and open for new expeeledt MMA such changes are also
required because the fast developing and changaingdnian market is a driving force for all
companies in East Africa. MMA has already worked alkknowledge management system
which is good for consulting companies. Howevecatld have been better, especially the
time of process of executing assignment is somstitoe long. A slow way of working is
caused by bad infrastructure and inadequate tecbiesl and due to this fact it will be very
hard to change. MMA is now on track of changing dode a more reliable Internet
connection that will bring faster workflow and kesttcommunication. As said before, for
communication the best would be scheduling meetorg=e per week virtual or in reality.
Then information flow will be smooth and continuolut changes in the organization
require responsibility and discipline, because emagal the character of workers is hard to
change and may meet a lot of resistance espedraliymnall companies. Therganization
pillar supports MMA with designing the new way obsking. It consists of improving the
workflow. The increasing value of the company isdzhon highly capable people, rising job
complexity and the universal availability of infoation on the Internet. Those changes are
fundamental, contributing to the move by organ@ai to leverage KM solutions [Bixler,
2002].

5.4. Technology

Technologyas the third pillar of KM consists of all techngical tools, which may
lead the organization to success. Earlier analyaed and explicit knowledge (chapter 3)
bring also some ideas about the technology, whiak be used at MMA. The company uses
quite a lot of technology, especially now that theye created a new information system. A
technological solution must answer the company ®ie¢stankosky, 2002]. Before
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implementation MMA must know its scope and requieets. Eventually the IT specialist
must design technological products that eventualigwer the MMA needs. MMA has a
problem with proper filing system, which is instrental for upgrading the knowledge
management and acquisition in the company. Thiggfiystem can be used to provide easy
access to all available data in the company. Tata donsists not only of internal reports in
the area of sub sector selection, sub sector asawgs value chain development, but also lots
of general information like demographic, socio-emaic and regulatory information. Proper
implementation of the technology tools will help MMo solve problems with sharing and
storing knowledge. MMA uses different kinds of teologies, for example e-mails, search
engines, data warehousing, and communications. M#dAds also all information to all
workers, which is then structured and stored. Eemsignment should have its own catalogue
and there all documents should be stored. Afteit ih&éormation is structured and
personalized. At the end of assignment recommemtiatiare written and solutions to
problems are formulated. With using Internet an@rmsoft Office software MMA has no
problems, but introducing new tools brings someumiterstandings, and slows down the way
of working.

Since MMA is a company that gives different kindk tmining, it is useful to
introduce e-learning [Feher, 2004; Fernandez, 2@@bejko, 2004]. Its idea is based on
online learning, computer-based training, and wasel training. Good and reliable Internet
connection is required, and since it is installeM®A, consultants may start working with e-
learning. Unfortunately, East African internet cdimhs are not very good. This will pose
some problems. Nevertheless introducing onlinenlegris possible, because the Internet is
available almost in each office. In addition, thare plenty of Internet cafes. For a small
charge, it is possible to use Internet, with qgived speed and reliability. Such trainings will
save a lot of time for both trainees and traingrirces workers to be very active during the
course, and the place of giving such lectures i®upe trainer. It also requires the discipline
of both the lecturer and participant. Costs of streimings are much lower than costs of
traditional trainings. Proper software, based @wieb site solutions, must be introduced.

E-learning however should not replace personal imgstit is only a way to complete
the whole training system. The alternative solutisrblended learning, where traditional
training is combined with e-learning. MMA consultercan give a traditional course for
example a week long, and complete it through Imtemeetings. Personal meetings can
encourage participants to absorb knowledge fastérim a more effective way. The choice

which kind of training is better should be left fBiMA directors and further research. E-
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learning is a very useful tool for consulting comigs that have the training activity in their
offer. It helps with transferring knowledge betwesients and consultants in a smooth way.
Everything connected with the training may be tfamed fast, and the explicit knowledge is
spread wide. At the same time visualisation, videnferences, on-line meetings help with
better understanding the way of executing an assegi

MMA is a consulting company and a tool like DecrsiSupport Software would not
be very useful. On the market decision tree soBwaseful for sales companies), Monte
Carlo simulations (helps to characterize potermiiabomes), forecasting (uses historical data
and applies trends and other techniques) and debesaness modeling are available.
Consulting companies, like MMA have small risk witeir business, so Decision Support
Systems are not needed for them. Moreover the BS&niunnecessary cost for MMA.
Process modeling which is also mentioned in Stankedour pillars is used by MMA. All
its assignments are executed in the same way, @wd & many cases the same problems.
Due to the infrastructure problems in Tanzania, mamication is a huge problem. Mobile
phones are almost everywhere available, but this @d<alls are very high. MMA investing
in new and reliable Internet connection makes askeg in improving communication. VolP
software is broadly available, and often used byganies in West Europe, to reduce costs of
business calls.

Another possibility for MMA are portals [Lobejko,004], which after good
implementation of the IT system may create moshefknowledge. Personalisation, what is
the basis of portals, causes that the receiver getly the information that is connected with
his/her interests from all available data. The eglfor MMA is to install business portals,
automatically downloading important informationrfiadhe Internet. Each MMA worker after
logging in only gets information interesting formiiher. The consultant profile may be
changed according to demand. Discussion groupseandils create the peculiar culture of
the organisation. MMA should emphasize the excharfiggformation in that way, because it
helps to understand in a faster way different sibna on the market. Moreover, it prevents a
search for information that somebody else alreayydone. The efficiency of going back to

the sources of information is very high and rekabl

To put the different kinds of technologies briefiyye technology implementation,
recommendations for MMA are:
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» Scheduling meetings at least once per week betwde®A workers, and if not
possible personal meeting, then with using compotas,

» Portals with personification, where MMA workers Mgkt only information which are
interesting for him/her,

* E-learning, the more efficient and effective way aafrrying out trainings, without
leaving the office,

* Blended learning, traditional trainings combinedhwa-learning,

5.5. Learning

The fourth and the last pillar ikarning Without learning, all technology and
processes are useless. Workers through learningn hegshare knowledge, build social
culture, and by using each other’s ideas solvelprod and get new ideas. Within this pillar
companies use their tacit and explicit knowledgthwespect of learning process. MMA as a
consultant company must use intuition next to tlaeket research. Innovation and invention
is highly recommended for companies like MMA thancbe achieved through sharing
knowledge via forums (MMA is a member of consultaompanies’ forum), subscription of
magazines, newsletters, discussion groups. Dudngrf sessions new ideas and experiences
are shared with other interested consultants. Magadring the newest results of research to
MMA, and help with using innovative solutions fanstomers. Théearning pillar supports
MMA with better sharing knowledge. It is necessdoy creating helpful KMS for the

company. The knowledge is created through sodiataction and learning [Bixler, 2002].

5.6. Conclusion

The third step helps with designing proper KMS. sThequires some changes at
MMA, which may be seen as recommendation for chamgéhe existing system. All aspects
of the four pillars are relevant and applicablévi®lA. The architecture of those pillars is to
provide better implementation of KMS. In order toplement KMS a balance between all
pillars is required.

With regard to all pillars, the following conclusi® are formulated:
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Leadership — since MMA is small company, theredseed to appoint somebody to
pose as the leader (Bixler [2002], Feher [2004])wker good solution for
overloading information is the division the elentser{fbusiness culture, strategic
planning, climate, growth, segmentation, and comuoaiion) between workers,
Organization — MMA should speed up the process xéceting assignment;
communication problems may be solved by schedutegglar meetings; workflow
the same as communication should be more reliataldaster,

Technology — the introduction of e-learning or lled learning is recommended,;
Decision Support System is not a necessity; MMAusthanvest in new, reliable
Internet connection; external storing system isssity,

Learning — innovation and invention may be achiety MMA through sharing
knowledge via forums, subscription of magazinesyshetters, and discussion groups;
during forum sessions new ideas and experiences leaghared within other
interested consultants; magazines may bring theesievesults of researches into

MMA, and help with using innovative solutions farstomers.
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6. Organization structure

6.1. Introduction

After analyzing the strategic objectives and therf&M pillars for MMA, it is
possible to design the organizational structurerknas the prototype of KMS. This element
of the Stankosky and Baldanza [2001] model is theémsubject of this chapter. According to
Feher [2004] most of the consulting companies hav@roject-oriented organisational
structure. Although the hierarchical structure bérh builds up as the carrier way of
employees (junior and senior consultant, manager partner — or similar equivalent
positions) the project structure is temporary, gattly independent. The organization

structure must involve organization environmengtsgic goals, and four pillars of KM.

In this section the following research question b analyzed:

4. What will be the most proper organization stnoetfor MMA, as a prototype of KMS?

6.2. Organization structure at MMA

The research made by Feher [2004] shows that MMa tgpical consulting company
must strive for organisational solutions (culturehaviour, HRM) in order to support existing
practice leading to stronger communication and ecatpon between employees. Then MMA
needs to develop IT solutions in order to suppedgyaphically dispersed employees. The
rule of socio-technical system is true in theseesa®ven if a company concentrates on
technological solutions, it has to create the aggional background of usability [Feher,
2004].

MMA needs to reorganize its structure to the hhvaral one. Two MMA directors
should stay on the position of the presidents (geronsultants) and one employee should be
engaged as a junior consultant. According to seodmrsultants wishes a French speaking
worker must be employed, to expand to the WestcAfrit is recommended to employ
somebody who will be responsible for the activitidse: looking for new assignments,

searching information needed for executing assigmmesading subscribed magazines,
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participate in conferences, forum’s discussionsetings. That person may be also a
bookkeeper to ease the senior consultants. Moreloglshe must know fluently English,
French and Swabhili language.

The hierarchical structure of MMA, recommended lepnér [2004], brings the senior
consultants more time to execute assignment, lgat&inings, and be occupied with other
services, than information searching, reading magaz and searching new customers.
However the MMA directors need support especiaiyrf IT specialists and a bookkeeper.
That supports will lead the directors to an efintiand effective way of working, and use of
time.

The organizational structure is presented in tigeife 7.

1st Director 2nd Director
Senior consultant Senior consultant
A 4 A 4 A 4
Junior Consultant Junior Consultant Secretary/
English speaking French speaking bookkeeper

Figure 7. Proposal of organization structure at MMA

6.3. Conclusion

The outcome is that MMA should employ two new waskeone junior consultant,
and another secretary, who will be responsible dibrtasks connected with information
searching. It is also possible to employ the sacyawith an accounting background. MMA
directors should not avoid employing new workersheowvise they stop the company
development. On the Tanzanian market the developimsea necessity and the companies

following changes will stay on the market in a c@tmove position.
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7. A New Knowledge Management System at MMA

The new KMS will be analyzed in this section togettvith strengths and weaknesses
of the system.

The output is the prototype of well-organized KM8th respect to organization’s
culture and its strategic objectives. After implerteg this system MMA can work better,
faster, cheaper and more innovative. The analysiseoorganization environment described
the market where MMA operates and the way how MMgeauthe possessed knowledge.
Nonaka and Takeuchi [1995] and Marvick [2001] pdavisolutions regarding tacit and
explicit knowledge. This requires changes in the/ whthinking of MMA consultants, for
example being more open for new technological t¢e&her, 2004; Fernandez, 2004). The
connection between Nonaka and Takeuchi [1995] aadk8sky [1999] is clear if we look at
the company from the technology point of view. Tiret model emphasizes the need of
introducing technology and the second one connsgiem engineering (leadership),
organization development (organization), system agament (learning) and organization
behavior (technology). The new KMS must follow #teategic goals of MMA. Through the
proper filling system MMA will make a full use di¢ knowledge possessed. The established
web-based system will be easy to update and atzedisdata will be simplified. The basis of
the architecture of the KMS is the four pillars.eTlack of balance between them will cause
the failing of the whole system. The improvemeneath element of the pillars gives a better
foundation of the KMS. Reorganizing the structuféh@ company is an important activity.
MMA is open for the proposals of the restructurime additional employees will enlarge the
possibilities of the activities offered by MMA. Thegganization structure at MMA must be
well designed to implement new KMS and the moddlaifejko [2004] reflects that.

At this stage, the scheme is called the prototyp&MS, where information is an
essential element for MMA. The information appegron the entry to the system can be
stored in the information base. If the informatisronly collected, the searching for them can
be done by using for example the search engine gjkob 2007]. Such information’s
collection is still treated as a database andhkhowledge management system. There is no
one specified solution for the KMS creation. le tMMA case, the knowledge is extracted
from the information about the already existingjgets (descriptions, reports). It has the aim
to get the most from the explored knowledge. Thespssed knowledge at MMA reached the
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position, when finding proper information becamelifiicult task. According to tobejko,
MMA is too small company and introducing new knose management tools has no sense.
There should be introduced already existing systemgxample knowledge portal. The idea
of portals was already discussed in the chapter 5.

At the beginning of the process of the executin@ssignment, consultants at MMA
collect all kind of information from different sazgs. Collected information is analyzed and
transformed for the needs of MMA. These informatimmcerns the basic data, which MMA
consultants collect to start the execution of tb&ignment. The collection of the information
is done in the internal and external environmerthefcompany [see chapter 3.3.]. Within the
transformation the context to the information isgledl The information coming from the
external and internal environment is transformethenway, that MMA consultants can use it
as a basis of the assignment. The whole transf@matepends highly on the type of
assignment, so each transformation is differenterMards the consultants should search for
the solution, which will be relevant to the inforiima found. The knowledge about the
searched topic arises and MMA consultants will iu$er their assignment. The result of that
activity is simply knowledge. According to tobejk®004] the information comes from the
company’s internal and external environment, itspleyees and its IT systems. The
transformation of information must be made with thepose of providing the future actions
and guiding the consultants in performing and ceatipd the task. The knowledge appearing
after the transformation should be used by bothkersr and as new quality information,
which enriches existing information system, andatee the organization culture. The
knowledge coming out after the information transfation should have the influence on the
new information coming into the system. The prgtetpf KMS based on the tobejko model
[2004], explains the meaning of information and \ktexlge transformation in the knowledge
management system. The developed system makesaridaavailable for other companies
explored technologies and patents. The inventiath@different kinds of technologies brings
MMA'’s competitive position on the market.

After the knowledge transformation a part of itnansferred to the external environment of
the organization, through new technologies, ideas @atents. Those items are used during
the communication between the company and theredtand internal environment. They are
used in the context of sharing, storing and crgative knowledge. Using such a system,
MMA will be able to create specific organisatior@llture and procedures. Especially the

procedures and processes of the assignment's éxgcshould be systematized and

58



structured. Fully explored tasks for assignment$ pioper structure make the efficiency of

MMA much higher. The scheme of the prototype of KM8y be found in section 2.5.

Before implementing the new knowledge managemesteny, it is important to
analyse strengths and weaknesses of such a sydtetoubtedly, the strengths of the KMS
are improving the working system and reducing tohexecuting assignments. Learning by
doing with respect to IT tools and working accoglia the West European Economies is seen
as a positive point of introducing the new systeomthermore, well-designed KMS will bring
for MMA better way of working, faster adaptation aéw market conditions, cheaper
executing of the assignment and innovation of tased at work. Surely, the strength of
KMS in the small consulting company is becomingiportant competitor on both the
Tanzanian market and international market, working more proper way by using the latest
technology tools, winning international customei@ted to invest in Tanzania and broaden
an offer of trainings. MMA introducing new KMS sgsh may expect also some
inconveniences. As weakness may be seen failingéas because of too fast implementing
and changing strategic goals of the company. Thsaimsierstandings or another point of view
of KMS may cause problems, as well the consultargsistance with implementing new
system. As a weaknesses of the new KMS are also tee slow way of adjusting to
Tanzanian market conditions, problems with propeplementing the system because of
weak infrastructure in Tanzania, different way djusting the system in the West European

Economy and in the Less Developed Economy.

KMS implementation is a process requiring well-dasd steps, and success of the
company depends highly on the correct way of waykikMS helps to use technology and
human resource capital, for working efficiently aeffectively. Because MMA wants to
introduce a new KMS, it can be more competitive lmth Tanzanian and international
market. The implementation is a long process. Siomest it requires changes in the way of
thinking and working. MMA is a small company andraducing new system will not bring
serious problems. The goodwill of workers is alsdeterminant of implementation of KMS.
All above mentioned recommendations for MMA make thew of the new KMS clear.
Consultants will have the feeling that the exeautassignment proceeds properly, and all
steps are fulfilled.
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8. Conclusions and recommendations

Match Makers Associates Ltd. is a small companyskmg in Tanzania, willing to
stay competitive on the market. It wants to usesessed knowledge in the most efficient and
effective way. The implementation of KMS requirde tdeep analysis of the company’s
character, its external and internal environmerdgrgific literature, other consulting

companies, and adjusting and adding missing points.

8.1. Conclusions

Benefits of Knowledge Management System for smatisalting companies like
MMA are usually seen as a better decisions’ proc®ssper implementation of KMS
determines success or failure of the company.déedds on the time of the implementation of
the new system and the goodwill of employees. @aptis changes on the market, forces
MMA to improve its way of working in order to stayompetitive. Working out the new
system requires priority. A suitable KMS at MMA cwatts the environment of the company,
and strategic goals. Using the Stankosky and Bakl§001] model the most suitable system
for MMA has been designed. The system after impteat®n gives an answer to the main
MMA problems regarding knowledge management. Bed&gision-making process, faster
responding on the market demands, better knowld¢dgesformation, improved way of
working and communication are the main benefithefnew KMS at MMA.

The implementation of the new KMS consists of a hamof phases. At the
beginning, MMA must use tacit and explicit knowleddetter usage of that, together with
transformation, brings a competitive edge. AftegarMMA should implement the KMS,
based on the proposals of Feher [2004] and theefraork of Lobejko [2004], Stankosky and
Baldanza [2001]. Within those models, the basis tasit and explicit knowledge
transformation Comparison with other companies caidis differences and proposals of

changes to the system of working at MMA.
This research was aimed to develop and proposemepKMS for small consulting

company, like MMA in order to enable them to impeabheir operations. Research consisted

of familiarizing with the way of working in Tanzamiat MMA offices in Arusha and Dar es
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Salaam (staying in Tanzania for six weeks), findg the character of the company and
recognizing the external and internal environment.

Interviewing similar consulting companies in tHetherlands and Tanzania (AgroEco
NL, AgroEco TZ, Erns&Young TZ, Advance Consulting. NMIDF NL, KIT), showed where
MMA is better, and where the system of working issing some important points. Moreover
the analysis of other consulting companies helpét finding the KMS which is already
used by others, and may be implemented in caseMAMt also brought the conclusion that
the way of working at MMA has lot of similaritiesitiv others. MMA is a quite resilient
company, adapting new technologies and ideas astyaind following economic trends. The
new KMS will bring MMA competitive edge and furthgrowth. MMA should schedule the
regular meetings, where current problems will becdssed, then subscribe for the
thematically magazines, implement the newest tdognes, which are available on the
Tanzanian market, insist on personal meetings aakdng summaries in the form of booklets.
All above mentioned solutions are the basis ofntee& KMS, what gives the chance for full
use it at MMA.

8.2. Recommendations

Proceeding research questions | can give brieftgmemendations for MMA for their
new KMS. Regarding the tacit and explicit knowled@hapter 3.4.], MMA has already
collection of that, where the first one comes frerperience and is difficult to share with
other people. The second one is drawn from physicaices. MMA can use already created
knowledge during executing assignment what bringepdanalysis of the problem. The
experience, which consultants collect, is one @& thost important tools, giving MMA
competitive edge. Possibilities of transformatidrtaxit and explicit knowledge bring ideas
about better using information at the company aglg ko understand the real value of tacit
and explicit knowledge. Technology development giw¢MA opportunity for introducing
new tools, assisting assignment's executing. ltuireg installing the new IT system
(appendix, p.77) and training the consultants in the IT fielcheTtransformation of the
possessed knowledge brings especially the categiormzof information. So this will surely
assist MMA with proper use of knowledge and thebfgm with overloading of it. The out of
the office way of working at MMA and less persomaéeting may be solved by using

proposed technology solutions. All in all, MMA isy@ung company, managing by well-
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educated directors, the growth potential is hugd enplementing proposed knowledge
management system will keep the company on theestdgvery competitive, on both
Tanzanian and international market.

Decision Support System (DSS) is a possibility Imot a necessity at MMA.
Consulting companies work without the risk of fagi the new venture. Forecasting,
simulations, decisions trees are not required Heué.together with the company growth it
will be good to research the possibilities of fagtg and simulations. A very good solution
for training, which MMA does and can save time fother activities like executing
assignment, is e-learning or blended learningo#isdnot matter where participant is for the
training to be carried out. Combination of e- aradlitional learning is called blended learning
and is very useful when participants must practices. recommended to make researches on
that new technology possibility. The uniform of igasnent is a good solution which is
already done at MMA. All projects are in the sangsion and make easier searching
information for consultants. Data warehousing malsb be improved. MMA stores its data
only on computer server and in case of unexpecteshts, getting them back might be
impossible. External hard drive is recommended bmpmuter specialists - Abdallah, who
were interviewed during research time in Tanzahfas hard drive must be kept out of the
office. MMA should also improve sharing data an@rsb engine. This can be done by,
already designed and implemented new system bythiEmd&eeve (IT specialist at MMA
office in Arusha). To stay competitive on the markdMA must use innovation and
invention. The newest solutions for consulting camps can be found in the Internet or
thematic magazines. MMA is subscribed to differkimds of forums and for the newest
information it shall refer to magazines. Only byrgewell-informed can help MMA to stay
on the market. Communication is the main probleraanh company. Due to this fact MMA
should avoid mistakes, made by others. Each problemew ideas must be discussed with all
MMA workers. Only regular meetings and reports camotect company against
misunderstandings.

What is more, MMA workers use only the basic fumet of the IT system and therefore
according to Abdallah, MMA IT specialist in Dar &alaam, extra training is highly
recommended. The theory should be also well andlizyeMMA workers to avoid making
mistakes, during introduction of a new system omprowing an old one. Knowledge
transformation shows where the system must be wmegrand in which way, according to the
tacit and explicit knowledge. It explains why thengany needs changes and the importance

of technology in a developing world.
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The recommendations with respect to the four illairthe Stankosky [2001] model
are the following:

* Leadership — the elements of MMA services shoulddiveded into employees, in
order to have better control on all tasks

* Organization — the communication problem must bleesbby scheduling regular
meetings, the workflow must be more reliable arstefia

* Technology — introduction of e-learning or blendiearning is highly recommended

* Learning — sharing knowledge is achieved via foruswbscriptions of magazines,
newsletters, discussions groups, where new idehs)greriences are shared.

8.3. Reflections

During making researches for Match Makers Assosiate., | recognized that even
very small companies can work resilient and gaimnv reustomers. Tanzania is a less
developed country and the company must strive fosinesses. MMA had done an
achievement and the result brought the company antmmpetitive position. However the
way that the directors manage knowledge, requirggdavements and small, but important
changes are highly recommended. Due to the incoewees regarding the less developed
country, the method of working is rather slow amdet could be used more efficient. MMA
directors are very well-educated, with huge expege In some cases the consultants are
afraid of radical changes. The newest IT improvesame not fully explored, nevertheless
the positive thing is that consultants are willtagchange and open to new ideas. The KMS
implementation requires huge doze of goodwill ametly the directors will try to change the
method of working, by acceptance of the new sahgtiod proposed new KMS to solve
fundamental issues, with respect to knowledge rgjoand sharing and the efficient use of
time. Thanks to the good services offered by MMAnsultants are occupied with
assignments. Better managing of knowledge willvallinem to work more efficient and
effective. Already MMA is a competitive company d@dhe Tanzanian and international
market. Implementation of new KMS will keep it drethigh level of competition. The list of
the benefits may be found in the Choy [2006] papke most important for MMA is that the
KMS implementation will be help with faster resporginew business issues, better decision

making, improving communication between employgesucing costs, increasing market

63



shares, better knowledge transformation, betterl@yaps training, better ways of working,

improved communication, and increased profit.
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Appendices:

1. Questionnaire

N =

©COoNOO W

What is the main strategy at.... (name of the compgany

Could you give a short description of the procdsth® consulting activities, form the
project initiation till the completing of the rep®@r

How is the knowledge exchanged at ........... (name ®fctmpany)?

How is the knowledge stored at ......... (name of the pany)?

Which external and internal sources of knowledggalouse?

Where do you get the knowledge about the market?

Does the company use KMS, and if so in which way?

How do you contact with other workers?

What are the main problems with respect to the KMS............(name of the
company)?

All questions were asked during interviews. All foaols from interviews are kept in their
original version.
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2. Interview with Bo van Elzakker from AgroEco Neth  erlands, 24 ™ April 2006

There are in a sense three ways of getting jobassignments. First of all there are the
complete assignments written out by governmentghmizations. AgroEco, together with
other companies can subscribe for these jobs, @hdhat subscription tender for it, win, and
implement. Next there is the possibility of writingvn proposal including funds from
governmental and non-governmental organization,igheither accepted or not. The last way
is to come up with own project and search for magteywn convenience.

When there is an idea for a new project from AgmEs put in a standard format, created in
the AgroEco team. This project idea is used tockefor potential donors. When it is quite
clear that there will be enough donors to fundgiagect, the idea is further worked out to the
full project proposal. This full project proposalthen handed over to the higher management,
to get their approval. If they give the green ligtite search for sponsors is concluded and
deals are made. For all these deals with the sperspoEco uses a standard contract.

When a project has started, once per month repsrtdibe sent to the Dutch office about the
status and progress of the project. This is donalf@rojects, AgroEco is involved in.

Once per month, a progress report is sent to thigehimanagement in the Netherlands. This
is therefore the reporting on management levelpfofect level there is, or should be, much
more exchange of knowledge between the projecttitota and the main office in the
Netherlands. The target is to have contact on lg tadel, by using communication ways like
email and/or Skype©. There are however big problem#&groEco with communication
between the main office and the local offices. Thimainly caused by the fact that people in
countries like Africa are not used to email, andréifiore simply do not reply to questions.
This causes big piles of unread or not replied emanboxes.

AgroEco has invested in a fast internet connectiothe Netherlands it works well, in other
countries there are, however, still problems with internet connection, what is often not
very reliable or fast.

AgroEco also tries to stimulate the exchange at tamwledge. This is done by employees’
open offices. Everyone can hear what is going owl, what is said for example on the
telephone. Also employees enjoy their lunch togethéhere knowledge can be freely
exchanged.

The knowledge within AgroEco consists of projecpads, workshop manuals, training
material and knowledge in the heads of the consgltéthe tacit knowledge). All the non-
tacit, or explicit knowledge, can be stored in anpater. The problem however is that once
the explicit knowledge is stored, and shared orséreer, nobody looks at it again.

A good example of why it is important to sharethl information within the company, is
given by Mr. van Elzakker. Training documentaticare very limited shared between the
different offices of AgroEco, while the same kinaistraining are offered worldwide. This
causes that every person, who is going to givaiaitg adapts the original document to suits
his own requirements. These adaptations are noedhand therefore everyone has to do
them again, or does not want to agree with eamiadle changes. This causes the wheel to be
invented multiple times! AgroEco has found somedfino work on these issues and to
improve the use and way the KMS works.

AgroEco has an intranet, but for the employees filtanzania, it is often not possible to
access this system of to find the right informat(tims is also due to the bad connection in

69



these countries). The right formats to store anareshnformation on the server are also
available, but seldom used.

Every employee within AgroEco has the availabibiyer a laptop. Everybody stores most of
their information on their own laptop. So this e thiggest source of information for most
people. All project reports are on a server, whkey are stored. This server is however very
slow. The most recent data is found on the inteffle¢ server makes no use of for example
keywords. The KMS at AgroEco is a development eflést two years.

The following sources of external information ased at Agro Eco:

» Technical information on the internet and from Wageningen University Library,

* A small internal library with a budget of 1500 esird his internal library is not used
very frequently,

* Marketing information is received from experts tiner contacts,

» Several subscriptions on magazines. Every emplbgsdhe assignment to read some
of the magazines and to indicate the relevantlesticThis information is used as
background information,

* Sometimes assignments are carried out togetherothér companies, which can also
serve as a source for knowledge.

The following sources of internal information areed at AgroEco:

» Afile containing previous reports,

* Physical contac® all employees of AE meet two times per year tawhs all matters
and to talk about problems,

» Since one year the use of intranet, when fasternet became available.

It has changed a lot in the way of working. Peoate] mainly consultants, are very stubborn.
That is because they are independent. So oftenstiaelywith the right formats, but then they
add things which bring them of the path. So AgroBugst make a trade-off between letting
people use certain formats, and letting them makeige of their personal creativity.

To know what has to be present on the intranetusés brainstorm sessions. Nowadays there
are a lot of main directories with lots of info,tlihere is no clear structure.

There was no real implementation strategy usedntplements the KMS system. Also

employees have had no real training to work wiin lew system. They only have received
some manuals which should make clear how to usdlie proper way. This apparently is not
enough.
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3. Interview with Marg Leijdens from AgroEco Tanzan ia, 18" May 2006

The most common and usable way of sharing knowlegitfgough e-mails. Mostly each kind
of knowledge is shared in this way, within plenfycompanies. According to Marg, AE NL
has a very good library and hardware system.

Sources of internal knowledge — team meetings, vare made with AE TZ workers, mails
through all departments of AE. Moreover Marg hasda@a to make better sharing and storing
system, but due to the fact, that she has lessaimddechnicians problems, she has not started
with it yet. On the Tanzanian market they are natheneers, and AE is more concentrated
outside the company than inside it. AE NL has goeab-site, intranet site, where all AE
workers has access. The AE NL intranet accordinglaog has a big mess, and is very less
time updated, but indeed it is accessible, andddeas a good way of sharing and storing
knowledge. The system at AE TZ is also pretty wlelhe, they do have e-mail, web-site,
service site (something like FAQ issue). It is &etb solve problems from the place where
they are, instead of sending them to the Netheslémdexample.

The most important source of external knowledgiesinternet. AE TZ makes also meeting,
where they can exchange some remarks. Also usablenterviews with other people, like
farmers, employees from other companies. Readimgpapers, magazines, other reports is
not the main way of finding information, but alselfful.

Description of the cashew nuts process:

* There was a need in Europe and Asia for cashew patential importer started to
look for new companies in Tanzania, made also nmatkelies,

» Market studies which the importer did, were mostsed on recognizing the area,
interviews with farmers, then making some trainifggsthem,

» After that the farmer, who would like to export baw got certificates from special
companies and was able to export its goods,

* The whole process of exporting require also pleftyegular visits, solving appearing
problems,

» ltis all the time required to look for new systemew added value,

» Ifitis needed, there are also invited specialisthis field.

AE TZ do not have very good connection with othde M Africa. If there are some
problems, they try to solve them by their own, fospecial knowledge, for example in the
marketing field is needed, they send questionsBEdNA or AE SWE.

AE TZ is also usually working on the people knovgechet. The companies and employees

meet together 3-4 times per year and share know]adgolve problems, give own opinions,
exchanging experiences.
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4. Interview with Ernst & Young in Tanzania, 25 ™ May 2006

Ernst & Young is worldwide organization. The fielibere they are working are institutional
organizations, human resource recruitment, middiel amall enterprises, financial
institutions, financial services. They do studieggarded to MSE, marketing,
entrepreneurship.

The main strategy of E&Y in Tanzania is workingwglenty of specialists, who are not only
trained in the specific field, but they also hauee twide knowledge about other
specializations. E&Y is working also in a kind oframid like director level, manager,
assistant, consultants. Director is responsibléeiferwhole assignment.

E&Y gets the assignment through advertisementseinspapers, request from clients, new
ideas, giving some services for others.

Process from the request till the solution

After winning the right to make assignment, E&Y ridgpreparing the data. They meet with
other people, try to involve some consultants freequesting company, and discuss all
different approaches of the assignment. They tiptolve at least one person from the client
company to work with them during the execution ld assignment. After some time they
meet with the client, show the progress, discussih@ther approaches and trying to give
their opinion according to existing theory. Aftérat E&Y gives the draft report, makes the
presentation and show findings. They require theuation immediately after presentation,
also all comments are welcome.

Sources of knowledge for E&Y are other people, reppanternet, company evaluations. E&Y
as a worldwide company has access to all datatbesasother E&Y departments. But they
use usually only those reports from Africa, becanfsie culture, economic and development
similarities.

Exchange of knowledge within E&Y is based on thdwatabase, meetings, emailing. There
are made weekly meetings to discuss progress,gmshland plans for the assignment.

The KMS which they use is mainly based on the weoideé data. They have access and use it
properly, through typing keywords. The system inYE&anzania was established 5-6 years
ago and it made their work much easier, than it. Wwag whole system is very useful, they

take around 80-90% of information exactly from th@urce. Updating of Tanzanian data is

made once per quarter. But unfortunately therestitesome internet problems in Tanzania.

The system how E&Y Tanzania operates is based enBERY World system. All of
departments are working in the same way, they basame system and structure. All E&Y
are standardized, and there is visible cooperdigiween all countries and continents. This
also appear through meetings twice a year all lobeaimasters in the headquarter.
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5. Interview with Peter Bleeker from Advance Consul  ting Netherlands, 23 rd
June 2006

Due to the fact, that | had a car accident on thg tw Advance Consulting, Mr. Bleeker
answered on the questions per e-mail.

1. How is knowledge exchanged within the company?
Means of communication: verbal (physical, telephpamail, and to a limited extend written
procedures, circulation of magazines.

2. How is knowledge shared in Advance Consulting?
Via weekly meetings, bilateral (daily) talks (b@tti hoc and through partnering in a team)
and updates.

3. How is knowledge stored in Advance Consulting?
Physical filing / archiving; filing on common acs#sle exchange server.

4. Which sources of knowledge do you use?
Personal info from staff / associates / managenefiotfrom (potential) clients and
financiers; electronic databases; magazines.

5. What kind of internal and external sources do yse
Internal: staff, management, database
External: associates, (potential clients), datahasagazines.

6. Does Advance Consulting have Knowledge Managenystar§? And if has, how
does it work?
No.

~

Could you give a short description of the procdssxecuting assignment? From the
project initiation till the completing the assignnte

identifying lead (consortium of partners + businegse)

assessing business case in its potential for angudinancing

contracting client for further development of besia case and acquiring financing
assisting client / consortium in developing bussnesse & finance acquisition
decision by finance provider most of the times Itssn completion of the assignment.

arwnE

8. Which IT system uses Advance Consulting?
Microsoft Exchange, Windows XP/2000, several MS aod-MS applications.

9. Are any common problems, which should be solvesimoat period of time?
related to IT: yes.
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6. Interview with Eline Weijers from MDF Netherland s, 12™ June 2006

MDF is a consulting company, which exists 22 yedremploys around 50 people. MDF has
four branch offices in Brussels, Sri Lanka, Viethamd Tanzania. The reason why they
opened there offices is simple, MDF wants to belase to clients as possible. The two main
activities, which MDF does are trainings and cotisgl Within training MDF is able to make
it either as open entry or for specific company &ad only their workers.

The steps how MDF is executing the assignmentreréallowing:

* Usually contacts are searched by clients, who cotme8IDF and asks about the
specific topic. After taking the decision by theeat of continuing the cooperation
with MDF, the contract questions are prepared,thagreparation phase begins.

» During the preparation phase documents are readrantiade logistic preparations

* Execution consists of three steps — first gettmgouch with the client and his trust,
second execution and third showing the resulte®fssignment

* After the assignment in the company is done, thasglb comes back to the
Netherlands and work out with other appeared questtonnected with assignment

Exchange of knowledge is very important for the MBDWthout that the company might not
exist. MDF all workers must write mission reporigbd@ut clients, and problems with
assignment), it must be sent to all other workeis iineeded also discussed. All reports are
available and if somebody has some questions mragtaask the writer of the report. There
are also made for each topic syllabuses, whiclalarays on softcopies.

Once per month there are organized meetings arolis$ied all problems, progress and
prospective assignments. Directors of branch dfficave constant contact. There are also
made internal days, where workers from other caesitare coming and exchanging the
knowledge.

Sources of knowledge for MDF are Internet, own eignee, newsletters, magazines, rotated
in the company. Some specific information are desdan Google, library, attending different
courses. The library IT service is very well orgaad and search engine has all titles of the
available books, reports, documents, etc. Evergtisimould be updated and three years ago
there was cleaning of all old und useless documé@iitere are responsible people for each
product, and they must keep things updated.

Knowledge management is one of the MDF productiemaist be well done.
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7. Interview with Hugo Verkuijl from KIT, the Nethe  rlands, 12 " June 2006

KIT is a non-profit organization, which is focusedpecially on farmers, and helps them set
own business and develop it. KIT works on strate@ictical and operational level. Strategic
level is about the learning process with multipbeess. Tactical level is helping to develop
and set up the business, together with developiadcmowledge.

Methods which KIT is using for knowledge management
* “writeshop” — actors who are working in certain asewrite a book, they facilitate
learning, kind of learning by doing
* Trainings
* Virtual Learning Community
* Learning alliance — faster learning with variouganizations

KIT is exchanging the knowledge in the followingyva

* Writing a book, launching it, publishing and dissias with all people who read the
book, noting their comments and remarks

* Writing articles

» Classical type of disseminations — interactive tgpexchanging the knowledge

» Joint learning is better than with local actors

* Internet

* Open policy — KIT has very different policy, whigh called open. It means that
everyone who wants to get something from KIT maythda without paying for that.
They understand it in such way, that people alwailscome back to the source of
knowledge

* Lunches, meetings within organization, presentation

* Planning days — invitation for everyone, only teishand exchange the knowledge

* Through collaboration, external practitioners, théag by doing

* Library

* Own experience

* Only Dutch statistical information

* News letters

* Virtual Learning Community

The process of executing the assignment is a secret
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8. Interview with IT-specialist Hussein Kitambi fro m Simbanet, Dar Es Salaam —
Tanzania, 10™ May 2006

Mr. Hussein proposed to make a connection betweenffices in Dar es Salaam and Arusha,
using a Wide Area Network (WAN). Due to the higtsisoof such a solution this seemed not
feasible. Therefore it was decided that only in BaSalaam a server would be installed using
a Local Area Network (LAN). This server uses Windo2000 server edition. The use of MS

Exchange is not certain. The server is used to rigkassible to share a printer at the office

and the individual data stored at laptops. All dsttauld be put onto the hard drive in the

server to make it sharable.

Intranet was not part of the proposal of Mr. Husslie to the high cost of this solution. It is
however possible to create it. Therefore some garditions have to be made to the existing
website, so that every employee can log in usingesiname and password.

What or how should keywords be used? That dependsow they want to do their filing
system. There is software on the market that carstaBIMA in creating a logical way of
filing all their data. Whether such a pre-fixeding system is worth the investment also
depends on the quantity of data to be filed. i$ ihot much, it can also be done manually. So
it comes and goes with the budget.

Is it possible to use an internet browser that aésarches in databases of for example British
Counsel and University of Dar es Salaam? ThisadBrtieally possible, but an agreement has
to be made between the two parties about the ghafimmformation. This will cost money,
for information/knowledge is power and getting powa! cost you.

Mr. Hussein will contact some people about the ectlpf “the intelligent browser”.

What improvements can be made in the current siu@tMr. Hussein says that there are two
possibilities. Either the current server is upgthd® an additional server will be purchased.
The very big advantage of the second option isttietserver they have now can be used as a
back-up server. At this moment they have no backam that is very dangerous for
information can get lost easily. Also will the eropées of MMA will have to get some basic
computer training so they can tackle small problémesnselves.

Documents can be scanned and then put in the cemtis is also part of the previously
mentioned software package.

In Arusha and Dar es Salaam MMA uses differentingeproviders (Raha and ...). These do
not cooperate, and therefore this is a problem.
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9. Interview with Jonathan Reece, IT-specialist, Ar  usha — Tanzania, 2 " June
2006

Anything is possible with respect to IT systems|aag as you want to pay for it. According
to Jonathan there are actually two kinds of systgmuscan install:

1. A web-based system. With this system you use yaernet webpage as a server, and
you store all your data on the server of the wekt.hbhe advantage of this system is
that the server (or hosting) is completely outsedragainst low costs. The host of the
server takes care off backups, maintenance and.répa disadvantage of this system
is that it can be slow due to the low connectiogespin Tanzania.

2. A dedicated server. You buy your own (or upgradeekisting) server, and install this
in one of the two offices. Then, via the internetpder in either Arusha or Dar, you
give the non-server location access to the seler.advantage of this system is that
you can manage your own server. The disadvantageatsit will cost a lot more
money, time and effort to install a dedicated serve

Regarding the dedicated server and the web-basstdnsyit is important that you have a
good uplink, because you have to upload quite abewraf fairly large documents (about 1 —
1,5mb each). MMA expects to upload something ardo@@mb (300 documents of around
1,5mb).

The decision is made to go for the web-based sy&iert least try it and see if it works).

An interesting conclusion is that the documentsukhaot be uploaded in PDF-format, but in
word format. Otherwise you can’t use the copy/pdstections. Also word-documents are
easier to compress to smaller formats. When youwe-documents, it is important that
everyone uses the same word-edition to preventutasors.

Once you have put all the documents on the seivisryvery easy to synchronize the server
with every company-laptop. This can be done bygausiii the shelf synchronization software.

Jonathan does not know the names of such packades you use the synchronization tool

for example once a week, than you are sure thatajways have the latest updates on your
laptop (if the information on the server is updated

Since everyone will have the latest informationhig laptop computer, it is possible to use a
search program called Google desktop search. sHaisch engine can search through all the
documents that are on the computer, and theref@sendt necessary to assign key words. On
the other hand, maybe it is wise to search usiyghads, because otherwise you may end up
with an endless number of hits. This depends onvihethe search engine operates.

Linux can be used instead of Microsoft Office. Rihux software is free of charge, and the
programs are fully compatible with other Office grams. An other software package that
can be used is “open office”. This is also freelwdrge and fully compatible.

Websites that can be useful finding information:
* Openoffice.org
e Testme.net
* Habari.co.tz
» Afsad.net
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The meeting with Jonathan showed different pointiedv on some specific items about web
page and the whole data management. The conclasalhmentioned points is the
following:

The space on the web site is 750MB, and MMA isgisinly 109MB of that. The web
system takes about 30MB, and the rest of used spade-mails.

The ftp server is much better and more modern lti@iserver. It has more function
which are more usable for companies than the ather The web server is located in
USA.

The speed is good enough, but upgrading is alwagd.grhe speed in MMA Arusha
is 32kB/s. But the problem is that the speed cotimre MMA Dar is far too slow
(max. 2kB/s).

Training is always required and the more workemvkihe better and more effective
way of using it. There should be made a trainingugng new downloaded programs
(smart ftp)

All documents are in pdf or in doc file. The congsien is also required especially for
photos (Adobe Image Ready). Good idea maybe afgong the documents. Newer
version of that program is gzip, which compresdes bnly during sending. Before
and after they were sent, it decompresses itddifes.

Synchronization of the documents from laptop amdvkbsite

Password will be given to all MMA members

Logical layout of the folders is needed (photdgsii. It should be made as a tree
Storing the business cards is in the easiest waising the special program, which
saves not only the visit card, but also readsdkewnhich is on that

The best solution is to test the whole system argtave where required
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10. Comparisons of the companies:

79



MMA AgroEco NL AgroEco TZ Ernst&Young |Advance MDF KIT
TZ Consulting
Sharing, Server, emailing, | Reporting, team meetings, Web databases, |verbal (physical, |Mission reports |Launches,
exchanging meetings, | meetings, emailing, ema|I.|ng, web—_sne, weel_<[y meetings, telephone_),.emall, sent to all workers meetlpgs_wnhm
knowledae discussions, r_e!ylng open offices, fas_t meetings 3_—4 times| emailing, andto a I|_m|ted syII_abuses for eac norganization,
g on teams, trainings,| internet connection, per year with other extend written topic, monthly presentation,
discussion forums, | intranet web-site, | departments of AE, procedures, meetings with all | writing a book,
consultant Skype, service site, circulation of workers, internal | planning days,
associations on the magazines. Via | days, emailing —
basis of weekly meetings, |but preferably
benchmarking, bilateral (daily) personal meetings
borrowing materialg talks (both ad hoc
from other and through
companies, partnering in a
team) and updates.
Physical filing /
archiving; filing on
common accessible
exchange server
Sources of National Library, internet, team meetings, Other people, Personal info from| Internet, own Library, Internet,
knowledge macroeconomic intranet, reports, | interviews with reports, internet, | staff / associates /| experience, Dutch national
data, regional magazines, farmers, Internet, | company management; info | newsletters, statistics, own
statistics, sub sectoradditional specialist intranet side of AE | evaluation, from (potential) magazines, library} experience,
specific data, knowledge from NL, reading worldwide clients and trainings, newsletters. Virtual
reports, interviews, | other companies, | newspapers, databases, financiers; Learning
trainings, being on | physical contact, | magazines, other |newspapers, electronic Community,
the top of their own| exchanging reports, magazines, databases; trainings, joint
field knowledge betweer magazines learning,
workers during Internal: staff,
meetings, management,
assignment made database
with third parties, External:
associates,
(potential clients),
databases,
magazines
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Knowledge Project reports, No KMS at all, Based on the No KMS KM is one of the | “writeshop”
Management Wo_rk_shop marjuals, trials for building | worldwide data, product and it musttrainin_gs, Virtual
Svstem training materials, | new system the whole system be well done Learning
yS let people work by is very useful, Community,
their own, but help taking around 80- learning alliances
with connections 90% of
some facts, it uses information,
also internet updating once per
connection and quarter
brainstorming for
new ideas, lack of
well-updated
system,
IT system MS Office software| Intranet site Intranet site hisoft Intranet site Intranet site
Exchange,
Windows
XP/2000, several
MS and non-MS
applications.
Process of Choosing or being | Subscription for the| Finding a project, | Winning an Identifying lead Contacts are Prohibited to sharg
executing chosgn by a c_Iient, assignment, put int )mak?ng market_ assignment usually(consortium of_ se_arched by
assignment meetings to discusg standard AE format, studies, searching | from newspaper, |partners + busineslients, after the

the assignment,
searching
information on the
websites, making
interviews, visiting
potential producers
making draft copy,
discussion on that,
giving back the
assignment to the
client

searching for
potential donors,
filling project
proposal, signing a
contract, sending tq
the company statusg
and progress of
project

the exporter,
training him,
bringing the whole
farm to be certified
in quality, regular
visits, solving
problems, searchin
for added values, if
needed invited
specialists

trying to involve
some people from
requested
company,
discussion, after
some time showin
pprogress,
afterwards giving
the draft report,
making
presentation and
getting evaluation

case). Assessing
business case in it
potential for
acquiring financing
Contracting client
yfor further
development of
business case and
acquiring financing
Assisting client /
consortium in
developing
business case &
finance acquisition
Decision by

decision of
scooperation the
questions are
prepared, logistic
preparations, three
steps of making
assignment —
getting in touch,
execution and
results of
assignment,
working out in NL
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finance provider
most of the times

results in
completion of the
assignment.

Problems Lack of proper IT | Weak updated IT | Pioneer on the Some internet related to IT No specific No specific
system for searchingsystem, stubborn | Tanzanian market. | connection problems problems
documents, weak | consultants, lack of| Bad internet problems
position of MS replays on emails | connection, big
Office software, from African mess in AE NL

countries, stored | intranet side,
information in

intranet is hard to

find,

Company Small but International A department of AE Global company, Medium, Non-profit
international, company, NL, employing 10 | employing in TZ international, 50 | organization

involving 3 people

employing 20-25

people

people

70 people

employees, 22
years of existence
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