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Abstract: Knowledge management has been becoming increasingly popular, as a field of research and that not
only on a theoretical level but also as a subject of empirical research. In spite of the fact that new research
findings are published m the field every day, it often happens that the readers of these research studies still
have a feeling that something more should be done. The study after 1s a study that summarizes the main results
of the research into the use of knowledge management practices in the past few years. The results of the already
conducted qualitative and quantitative research show that mspite of numerous efforts and imtiatives, there 1s
not a single knowledge management system which could serve, as an example to prove that any of the
theoretical models work 1n practice. The reasons for this lying in the background are summarized in the study
after in which researchers aimed to point out the lack of cultural and economic precondition in Hungary. The
study deals with their ethical and moral aspects and with their existence on a corporate level and also presents
concrete cases. The research results are presented on the basis of the well-known Probst Model and provide

an mnsight into the most typical problems on a corporate level
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INTRODUCTION

Researchers have been committed to promoting and
emphasizing the importance of knowledge management
for many years. A large number of empirical surveys have
been conducted among SMEs, corporations and
institutions to find out how businesses at home could be
convinced to utilize this logic or culture which offers a lot
of opportunities (Handzic and Leader, 2006; Bencsik,
2011a, b). There are some crucial steps among the
elements of the system which usually draw the attention
of the public and of experts; however researchers
concentrate on single individual steps of the system in
vain, if the whole thing does not make up a strategy, if the
managements of companies are not able to create the
cultural preconditions that are necessary in the
background and if researchers do not want to realize the
own deficiencies or if researchers do not want to
understand and see the potential economic benefits
arising from using the system (Ogiwara and Young,
2010).

Several problems have been pointed out in the field
through earlier research on theoretical level regarding
where the biggest deficiencies are and which tasks must
be completed most urgently (Evangelista et al., 2010).
However, there has not been a major breakthrough so far.
There are several, mainly large corporations who claim
that they have already elaborated or are elaborating their
own knowledge menagement strategies, nevertheless,

experience shows that these strategies do not work in
practice (Gholami et af., 2013; Bencsik, 2011b; Chen and
Huang, 2009; Noruzy et al., 2012).

The detailed results of earlier research projects have
been published (Bencsik, 2011a, b, 2012; Dahiya et af.,
2012; Choochote, 2012; Kmieciak and Michna, 2012) but
1 . researchers will approach knowledge
management from a little different perspective. Without

this time

naming or describing the surveyed companies, it will
introduce those findings which clearly indicate the visible
reasons for why knowledge management does not work
in the surveyed businesses in general.

Tt is necessary to introduce the model used in the
research briefly for the following reasons: Firstly in order
to ensure that the theoretical logic of the knowledge
management system and the findings of surveys
conducted on the basis of one of the most successful and
best applicable models are understandable just like how
they arise from each other. Secondly, it 1s necessary to
describe the phases of the KM System so that they are

1dentifiable for all readers.

The cycle of the knowledge management system: The
definition of knowledge management defines a chain of
activities, a loop which describes the management of
knowledge, as a progressive, developing and cyclical
process (Davenport, 1996; Gholami et al., 2013).
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The best known model is the one of Probst et al.
(2006) which 15 made up of 8 building blocks. These
8 building blocks are the following steps: Setting of
knowledge goals, identification, acquisition, generation,
distribution or sharing, use, utilization or application,
retention and assessment.

One of the basic needs of businesses is to get a
relevant overview about what knowledge they need
(setting of knowledge priorities) (Alawneh et al., 2009;
Gottschalk, 2005; Hansen ef al., 1999; Evangelista ef al.,
2010) and to what extent that knowledge is available in
their orgamization (knowledge identification). In order to
reach these 2 things must be done (Newk-Fon et al., 2012,
Konigova et al, 2012). Fistly the existing data,
information and knowledge processes must be analyzed
and it must be also evaluated to what extent they meet the
existing needs. Secondly the data, information and
knowledge needs must be determined on the basis of the
earlier mentioned analyses (Probst et al., 2006).

Knowledge acquisition can take place in 2 forms: In
a formal or an informal way (Gaines, 2014; Holder et al.,
2006, Turban et al., 2005, Garbay, 2000). According to
Davenport and Prusalk informal networks are usually more
precise but usually need personal interaction. At the same
time if there is personal interaction, knowledge is spread
through word of mouth As a result, the networks
naturally create the preconditions for successful
knowledge exchange (Bencsik et af., 2009).

Still, it is not enough to simply collect information,
since 1f a corporation wants to gain a major competitive
advantage, knowledge must be developed on individual
and orgamzational level alike. The aim of lnowledge
generation is to reach that the necessary knowledge is
generated internally by the employees which involves the
development of ideas, models, skills, products, processes,
etc. (Whelan et al., 2010, Jafari et al., 2011; Bencsik and
Solyom, 2011).

The amn of knowledge distribution 13 to multiply
knowledge within a firm (Erhardt, 2011; Karreman, 2010,
Walsh, 2014; Swart, 2007). Knowledge transfer is made up
of 2 parts: Forwarding and the acquisition of knowledge
by a given person or group. If knowledge 1s not acquired
by its potential receiver, there will not be any knowledge
transfer. The availability of knowledge does not mean that
it will also be acquired.

The goal of knowledge utilization (Seidman and
McCauley, 2005, Blom ef al, 2007) 15 to ensure that
knowledge 1s utilized productively to increase the
efficiency of a given firm. This is the main goal of
knowledge management. All efforts will be in van if
knowledge 1s not utilized.

The role of knowledge storing/retention is to ensure
that the identified, acquired or developed, distributed and
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utilized knowledge will be available for the company’s
employees in the future too (Spender, 2011; Liebowitz,
2008; Rohrer and Pashler, 2007). The making of knowledge
searchable and accessible via different methods, tools and
processes i3 also related to knowledge retention.
Continuous and regular updating and refreshing, as well
as relevant protection against unauthorized access are
also parts of knowledge retention This phase also
involves the recording, structuring and storing and
updating of knowledge.

The last building block 1s knowledge assessment
(De Vries and Petersen, 2009; Fonseca, 2006, Sveiby,
1997, Volkov and Garanma, 2007) which 1s often
considered less important than it really is, since things
which can not be measured are usually not given
adequate attention. Knowledge assessment enables us
to find out whether goals have been achieved and
makes the changes in organizational knowledge visible
(Probst et al., 2006).

The elements of the knowledge management cycle
should not be researched on their own but as a system of
elements with its own interrelations (Swart et al., 2007,
Cai et al., 2009; Mazilescu, 2010). Knowledge management
15 efficient, if there 13 a certain knowledge-sharing
organizational culture which is based on mutual trust
(Daud and Yusoff, 2010; Davenport et al., 1998).

On the basis of the logic of the earlier described
model, this study will mtroduce those factors which
hinder the KM implementation and make the use of
knowledge
Hungary.

Before the introduction of the steps of the model, it is
necessary to specify 2 elements which are absolutely vital

management  systems impossible in

for a company in order to be able to build its strategy
around the logic of knowledge management (Swart ef al.,
2007, Caret al., 2009, Mazilescu, 2010, Probst et ai., 2006,
Khoshsima ez al, 2004). These are the following:

A well-established IT system which is completely
adapted to corporate processes and is able to support
them fully. However, it 1s very important to note that there
should be only a single system within a company
(Noszkay, 2007, Evers and Gerke, 2013).

Establishment and mamtenance of a learmng-
organization culture which enables the reaching of
individual and organizational geals that are built on trust,
based on joint thinking and actions but at the same time
promotes independent thinking and the acceptance of
responsibility, as well as creates continuous leamning
opportunities (Senge, 1990; Eggs, 2012; Islam et al., 2011;
King, 2001; Ling, 2011).
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Research question: On the basis of the earlier shown
theoretical model and research results, researchers formed
some research questions:

¢ Ts there any KM strategy at companies?

+  How can these organizations operate their knowledge
management system?

*  Are there best or worst practices, methods and tools
which can help other companies as an experience in
case of their KM system implementation?

In the research, researchers have looked for the
answers to these questions and at the end of this study
findings give a panorama of the answers of the Hungarian
practice.

MATERITALS AND METHODS
Description of the surveys: The researches into
knowledge management, its use in firms, methods and
relations to corporate processes were conducted between
2006 and 2013 in several phases with a variety of main
aims. They were conducted by using qualitative and/or
quantitative research methods. The peculiarities of the
research projects are summarized m Table 1.

The current situation in Hungary and its peculiarities
regarding knowledge management will be introduced
through the qualitative elements of the research.

Method of research: Qualitative research is based on an
intensive and/or long-term interaction with a research field
or a life situation (Miles and Huberman, 1994).

Table 1: Peculiarities of the research projects conducted between 2006 and 2013

In the framework of such research, researchers gain
a holistic (a systemic, comprehensive and integrated)
nsight into the logic, structure and the explicit and
implicit rules of the subject of the research (Malhotra,
2002; Witherell et al., 2010, Ohkubo et al., 2013).

Qualitative
understanding the problem and are based on working with
a small research sample. The methods of qualitative
research can be put into 2 large groups. On the basis of
whether the respondents know about the aim of the
research, researchers distinguish between direct and
indirect methods (Malhotra, 200%).

The two most frequently used qualitative methods are
the use of focus groups and interviews. Focus groups are
unstructured and indirect interviews (Malhotra, 2008).

During an interview, the information is elicited
from one person. In contrast to focus groups, m-depth
interviews enable a deeper exploration of a specific
problem area or of a concrete response (Malhotra,
2008).

Bearing in mind the earlier presented advantages and
disadvantages and taking into consideration the
correlations researchers used both techniques in the
different stages of the research. The guidelines of the
interviews to be followed had been set in advance; thus
the areas of key importance to be covered had been
identified in advance as well (The questions had been
determined on the basis of the steps of the Probst Model).
During the evaluation of the results the findings of
previously conducted (exploratory) quantitative research
were treated as a presupposition, so researcher tried to
assess the own impact on the responses. Researchers
came to the conclusions mn the light of this.

research methods are aimed at

Duration and time of the research Aim of the research Those involved in the research Size of research sample Method of research

2006-2007 Peculiarities of knowledge 3-7 years old, 6-15 years 100-150 persons in each age  Questionnaire, structurel
sharing among different old, 14-19 years old, group (Hungarian-Slovak interview
age groups 18-25 years old, those =25 comparison)

2008-2009 Elaboration of knowledge SMEs 456 Questionnaire
managerment strategies

2008-2010 Building of knowledge SMEs 508 (Hungarian) Questionnaire,
management systems and 238 (8lovak) structured interview
organizational learning 19 (Hungarian)

5 (Slovak)

2008-2009 Team work in order to Profit oriented businesses 486 Questionnaire
facilitate knowledge sharing  Educational institutions 491 (students-teachers) Questionnaire, structurel

2010-2011 Use of tools to facilitate Businesses ermploying 312 interview, case study
knowledge retention =250 people 30

5

2012 Establishment and the Profit oriented businesses 38 Interview
functioning of
learning-organization
culture

2012-2013 Correlations between Economic entities 246 Questionnaire, focus
emotional intelligence and 10 group meeting of
knowledge management managers

2013 Functioning of Economic entities 43 Structured interview

mentoring systems
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Table 2: The conduct of the qualitative research (following the same logic in the case of interviews and focus groups)

Variables Survey report

Data collection

Prior to the interviews Context research of the surveyed organizations

0-10 min Description of the research aims, its expected results and its methodology

10-60 min Exploring of the interviewed leader’s opinion about the characteristics of his or her organization in accordance with the
steps of the Probst Model

60-90 min Storytelling

90-95 min Closing, recapitulation

Datarecording

Before the interview
During the interview
Following the interview
Data analysis
Following all
interviews

Preparation of notes on the basis of online and personal sources
Note taking, digital recording (if permission given)
Completion of notes, additional digital recording if there is a need

The data were not analyzed after each interview but as a whole after all interviews had been conducted
Choosing of appropriate methods for data analysis

Collection and finding of opinions which are similar to different from or contradict the results of the quantitative research.
Similarly, collection and finding of opinions that justify and complement the results of the quantitative survey

Target population, sampling unit and the research
sample: The target population is made up of elements
which have common features and are suitable for the
analysis of the researched field (Malhotra, 2008).

In the research, the research sample was made up of
SMEs or in other cases of corporations, profit-oriented
and non-profit institutions.

The research sample was selected from the target
population. Qualitative sampling can be described with
the following features (Miles and Huberman, 1994):

Small sample and embeddedness into context (as
opposed to large samples without taking context into
consideration)

A concrete sample is chosen deliberately with a
certain aim (as opposed to accidental sampling)
Theoretically, oriented sample (as opposed to
representativity)

The sample is made up gradually (as opposed to a
pre-defined sample)

In this research, the aim was not to draw conclusion
which were true for the whole target population. That is
why, researchers did not need a representative sample. As
a result, there was no need for accidental sampling either
(Malhotra, 2008). When choosing the sample researchers
tried to make it as much diverse as possible, thus
researchers decided to use judgmental sampling. All
surveyed persons were managers.

The conduct of the qualitative research: The interviewer
and the data analyst have a significant influence on how
interviews are conducted and evaluated. In order to avoid
distortions, researchers followed the same procedure
during the interviewing of each manager. Tn most cases,
researchers did not derive from the procedure with the
exception of few cases. When researchers did so, the
changes were only minor ones. The steps of the collection
of managers opinions and of their evaluation are shown
in Table 2.
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The analysis of data collected through qualitative
research differs from the analysis of those collected via a
quantitative one since, it can be done m many ways. It 1s
the choice and responsibility of the researcher to chose
the most appropriate method (Ryan and Bernard, 2003,
Strauss and Corbin, 1990; Miles and Huberman, 1994,
Maxwell, 1996). It 1s better to develop a unique model for
each research than to use an already applied methodology
from a previous research which might not be completely
suitable to reach the goal. The research aims were reached
through the following steps:

Mapping of the first impressions and identification of
the so called overall picture

Functional analysis of the interview answers on the
basis of the individual steps; putting of the pieces of
the puzzle together, finding of interrelations

First impressions and the recognition of the overall
picture, i.e., of Mintzberg’s elephant: Researchers triedto
read through the notes from different perspectives and to
determine problems, remarks, suggestions or taboos in
relation to the individual steps of the Probst Model.

The perspectives were the following: What they did,
what they did not do, what their feelings were, what they
wanted to the reasons behind and the general
circumstances.

These perspectives brought up similar issues but
from different angles. The situation was similar to the one
of Mintzberg et al. (2005)’s. Strategic Safari conducted
with blind people who had to describe an elephant but
could touch only some parts of the elephant’s body
without seeing the animal as a whole. Tt is of no surprise
that their images of the elephant largely differed. Bearing
in mind the danger of getting lost in details, after several
readings researchers aimed to determine what may hinder
the building of a knowledge management system by the
interviewees. The interviewees pointed out that system
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building is a result of an important adaptation skill. Tt is an
effort to tackle an opportunity or to avoeid a threat which
effort 13 a novelty in relation to competitors and it helps
the business or organization to maintain success.

The determination of the overall picture was followed by
the identification of the pieces of the puzzle: They also
served, as a tool to confirm that the overall picture was
drawn up correctly. The key elements researched were the
steps of the Probst Model (Probst et al., 2006). The most
frequently mentioned problematic issues and fields are
analyzed after.

In the following studies, the result gained during the
survey, as well as the conclusions driven from them waill
be made complete with the personal experience and the
ones of other colleagues who also took part in the
research.

RESULTS

The observations gained through the analysis of the steps
of the Probst Model: As it has been mentioned earlier, the
steps of the Probst Model will serve, as a basis for the
summarizing of the practical observations. Researchers
would like to emphasize that the text after is based on the
general observations, experiences and the research results
gained through the interviews and focus groups. There
are always exceptions which prove the rule in the case
too, i.e., they prove the causes why KM systems do not
work m Hungary. The system of mterrelations in the
Probst Model can be seen in Fig. 1.

As 1t can be seen, the steps or building blocks of the
model are built on each other and relate to each other.
This is already foreshadowing the requirement which
appears n the learming-orgamzation criteria, namely that
the management must be able to see, recognize and
constantly keep in mind this interrelation. et us consider
the conditions for the implementation of the steps and
analyze the requirements for practices to do so.

Step 1: The company, as a whole first needs to determine
its knowledge priorities and goals (Polanyi, 2009,
Alawneh et al., 2009, Gottschalk, 2005; Evangelista et al.,
2010). Why does not it exist or work?

Practice shows that most SMEs do not have a
strategy (Bencsik, 2011a) and they do not want to have
one either. Their aim is to suvive which does not need a
strategy, only manoeuvering. The smallest busmesses do
not think at all that thinking on a strategic level is
unportant or they do not possess the necessary skills to
do so. Hiring a consultant is not an option for them, since
their aim 1s to survive. They do not have the necessary
resources to finance such services either.
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Fig. 1: The system of mterrelations in the Probst Model
(Probst et al., 2006)

On the other hand, corporations rarely lack strategies
(Hamsioglu, 2011). Stll, it often happens that the
strategies elaborated by the higher levels of management
do not make it to lower levels. In other cases, managers
working at different levels of management do not go along
with the mitiatives of the top management or there are
disputes between them. As a result, it 1s not the goals that
gain priority but their own interests. This problem
immediately arises again in the case of the next step of the
Probst Model. The elaborated strategy is not followed:
They delegate wrong tasks to the wrong people.

Step 2: The next step to be taken in the framework of the
knowledge management system 13 knowledge
identification which is not viable without the
implementation of the first phase (King, 2001).
Researchers have also observed a number of typical
solutions for this:

The first one is based on the thought that if there is
not a strategy, the next step will not be taken either. These
companies are trying to meet current needs regarding
quality and quantity and they do not make developments;
they can not or do not want to do more. In this case, the
companies will exist while there is still a need for their
product or service. Thewr survival after that however 1s
rather questionable. Thus, there is no need for knowledge
identification, since future needs do not appear as a
challenge in the life of the busmess.

The other solution is that being self-confident
enough, they make themselves believe that they are able
to react promptly to changes of the business environment
on their own without outer help. They can utilize the
necessary knowledge that is needed to solve the
problems or survive without the necessary knowledge
having been previously identified. They do not need real
knowledge identification in this case either. The earlier
mentioned 2 approaches are only 2 different managerial
approaches.
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One of the most frequently observed weakness of
corporations is that they are not aware of the inner
knowledge within their own firm. Though, they roughly
know what skills their employees have there are unused
knowledge reserves in all cases. This means that they do
not use solutions that make knowledge identification
available. They do not have a map of their knowledge and
competences; there 1s not an available and regularly
updated database of their stock of knowledge within the
organization. Therefore, they hire a new staff or an expert
which generates ummecessary expenses. Employees at
lower management levels of multinational corporations
often articulated that the managers at higher levels who
delegate tasks are often not interested in what extra tasks
their subordinates would be able to perform on top of
therr regular duties. Top managers only want
subordinates to keep the rules and to perform their
assigned regular duties. They do not want them to work
mndependently. There is much room for the improvement
of the fairness of job selection processes as well If
researchers do deeper research into this area, researchers
will find that an incredible amount of unidentified hidden
knowledge can be revealed. If this knowledge could be
quantified, it might convince the management to change
their approach mentioned earlier.

Step 3: If the leaders, management or owner of a firm
become aware of their own weaknesses, the acquisition of
the missing knowledge will be considered by them as a
key to survival (Gaines, 2014; Holder et al, 2006;
Bencsik et al., 2009; Bencsik, 2011b).

In the surveys conducted over the past few years
60% of SMEs claimed that while looking for the necessary
knowledge (a new employee), they could not choose the
most suitable one because they did not have enough
financial resources to do so. This deficit presents itself in
two forms. Firstly, companies do not have money to hire
an expert in order to ensure that a selection brings the
expected results. They can not even use the selection
techmques which help them to find the most suitable
applicant. Secondly when they manage to identify the
most suitable potential employee who would be able to
come up to future expectation, they do not have enough
money to offer him or her a competitive salary and
benefits; thus they lose the chance to make that person
stay with the company.

There 1s another problem which is not in connection
with the amount of available finances. It 1s rather cultural
and is present at SMHEs and corporations alike. The
phenomenon is that there is no real selection of
candidates. Though, there are official selection
procedures, they do not bring the expected results.
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Companies would need outstanding experts, i.e., there
would be a need for knowledge but the presence of social
relations and favouritism result in the fact that m most
cases, those get the jobs who so to say have to get them.
These are candidates whose acquaintances, families and
friends have good contacts. This national culture truly
undermines the most important criterion of the KM
system. It undermines the firms efforts to gamn a
competitive advantage on the market. Tn the majority of
the cases, the selection procedure cannoct bring results
that are based on unbiased decisions.

If there is imer recruitment for a position or chance
for employees to get higher on the career ladder, the
selection procedure or promotion is not unbiased either.
In the earlier mentioned cases, it 1s not those who possess
the necessary knowledge who get the position or
promotion but corruption and personal contacts prevail.
Tt is also important to mention that when we talk about the
necessary knowledge we do not exclusively mean
professional skills but other qualities as well. We have
personally observed that financial losses or damages in
these cases are rather high, especially in the case of
higher management positions. In addition, since there 1s
not an opportumty to test what would have happened, if
the selection had been unbiased, companies do not know
what they lose, since they never try the so called fair way
of selection. It would be worth quantifying how much
companies lose due to bad decisions, due to loss
of motivation and as a result of employee
dissatisfaction.

Besides the standard ways of knowledge acquisition
managers also mdicated the presence of dishonest, unfair
ways t00. These are among others, colleagues who can be
bribed or convinced to leave the firm, stolen 1deas, as well
as the acquisition of companies or making them go
bankrupt, etc. Since, these methods are rather costly, they
are primarily typical for corporations.

Step 4: If companies have to use their existing knowledge
resources and the knowledge of the newly hired staff will
these companies be able to finance the costs of
knowledge generation (Bencsik et al., 2009, Ratten and
Suseno, 2006)?

Another typical problem 1s that newly recruited
employees lack appropriate language competencies which
causes operational problems from their 1st day at work
and as a result of misunderstandings they cause financial
losses too. The problem with the approach that it does
not matter, if someone is not competent enough and will
learn the necessary things at the company is also
frequently mentioned. The latter approach also might
work but the financial losses caused during the
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acquisition of the necessary new technical and economic
skills and knowledge are always born by the company. Tf
there 1s not a person who the new employees can ask, it
15 them who have to come up with solutions. In some
cases, they are able to come up with the right solution but
in some cases, they are not. The question is how much
loss this causes in the meantime?

This can create invisible losses or even losses of
assets: Companies do not spend money on the selection
of new staff, ie., they do not pay for the necessary
knowledge. On the other hand, they spend a never
counted amount of money on the employment of people
who do not contribute to the success of their business.
What is more with their insufficient knowledge and lack of
skills, these employees even cause economic losses to
businesses (Whelan et af., 2010; Jafari et al., 2011).

A manager of a well-performing company in Austrian
ownership said that each newly recruited employee has a
truck that he or she can load with faults without any
consequences meamng that employees at companies do
not have to bear the consequences of bad decisions.
Has he ever counted what costs more? Whether,
it 18 a proper
acquisition-training/knowledge sharing or so to say
random recruitment based on personal preferences and
the financial loss generated by an employee who was
left alone.

selecion procedure/knowledge

One of the most frequently observed weakness of
corporations is that they are not aware of the inner
knowledge within their own firm. Those corporations that
do not have financial problems allocate resources in their
annual budget for the further traimng of thewr employees.
The allocated money must be spent. In practice at lower
management levels, it often means that it does not matter
who attends what kind of training even if the course 1s
unnecessary for those people. They do so in order to be
able to prove on study that the money intended for the
purpose was spent. Another way to spend the resources
is to let employees choose what training course they
want to attend. As a result, it often happens that the
staff will do it the easy way: They choose to develop
skills that they already have thus avoiding having to
work and learn.

A similar phenomenon can be observed in cases
when a certain type of knowledge is present but the
management either do not notice it or they do not want to
utilize it intentionally. A corporate executive also pointed
out during an interview that the management do hinder
creative and motivated colleagues in innovation at the
firm. He said that it is the owner’s ideas that must be
unplemented. Nobody 1s interested in the fact that some
others might have better ideas. Researchers need to do
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what has been ordered to be done. Not only does this
cause a temporary problem in the self esteem of
employees, it also demotivates them and makes them feel
useless.

Step 5: The most critical step of knowledge management
systems 1s the creation of necessary conditions for
knowledge sharing (Bencsik, 2011b; Tyjakraatmadja ef af .,
2011).

The usual approach and way of behavior towards
knowledge sharing can be expressed in one word: NO! Of
course we have observed very sophisticated and direct
ways of expressing this thought but this was the main
idea behind all of them. It has been generally observed
that those employees who are asked to share their
knowledge will never help their colleagues get into a
higher position or get a higher salary at their own
imtiative. They treat them as competitors. It 1s widely
known that m spite of efforts made to unprove the
situation in this field, there 13 no cooperation at the
workplaces. There is often too much competition between
colleagues and managers. The managements of
companies try to force their employees to share
knowledge through team work and joint problem-solving
activities but mn practice these techrmiques do not work;
they do not bring the expected result. The reason for this
is that mistrust is very strong and it is a part of the
national and corporate culture in Hungary. Also, the
holding back of knowledge is also a result of practices
dating back even several hundreds of years m history and
also a result of the current economic situation. There were
several cases when employees who were about to go on
a maternity leave or to change their position within the
company clearly stated that it was not in their interest at
all to share their complete knowledge with their
successors. This is especially true for those who are
leaving the company and will work for another one
and for those who worked on a temporary contract. They
argued that if the new colleague was better, they would
not have a chance to come back and work for the same
company again.

In the case of employees leaving the company
completely, there were reports that they deployed
accounts, deleted everything from thewr computers,
destroyed documents, scared away the clientele, etc.
These were perhaps the most extreme cases; however
there were also a lot more and more sophisticated
practices.

There 15 also an extreme but the real problem, namely;
a situation when there 15 nobody who could share the
necessary knowledge. This happens when the firm either
enters a new business field or the person leaving the
company never meets the successor. In the latter case, the
new employee has to solve all problems alone and this
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might cause economic disadvantages such as, wrong
technical in appropriate procedures
processes, use of too many materials in production, faulty
products, low-quality services, etc.

During the research, researchers heard about a large
number of cases that all could have been avoided if there
was a culture of mutual trust, cooperation between

solutions and

colleagues, a will from the management and know-how
(Tanicot and Mignon, 2012; Ghobadi and D’ Ambra, 2011).

Step 6: In accordance with the steps of the Probst Model,
if researchers presume, theoretically that lmowledge
sharing works at organizations and businesses to some
extent, it must be made sure that the shared
knowledge 1s utilized to the highest possible level and
15 incorporated mto everyday processes and work
(Noszkay, 2007).

Since, it is very difficult to tell how much employees
develop, e.g., during a traming course, it 13 even more
difficult to state to what extent they incorporate their new
knowledge into their everyday work. This is especially,
true for soft skills which can be measured with much
higher difficulty than other professional skills. As an
example communication traimngs, personal efficiency
traimngs, team building and conflict management
trainings could be mentioned. Since, these skills and
knowledge are hard to measure, their lack and its negative
umpact 18 even more difficult to express in mumbers. There
are obvious manual activities where the earlier mentioned
problem is much simpler to measure and solve; however
i most cases the real loss 1s not caused by these.

This question 1s particularly mteresting when the
previous steps of the Probst Model are not implemented,
appropriately in a business or orgamization. If knowledge
identification was not satisfactory and there was no
knowledge acquisition and if employees reject knowledge
sharing, practically there is nothing to do in the framework
of knowledge utilization. In that case, organizations can
concentrate only on everyday routines which will serve,
as a tool for the implementation of activities but with a
loss of interest, no one will deal with the question of
knowledge utilization after a while.

When researchers raised the question of knowledge
utilization during the research, the majority of managers
did not even understand what researchers wanted to
discuss. Employees are obviously expected to use their
knowledge; however no one asks the question whether
they use their complete knowledge or just a part of it
whether that knowledge is still useful or it would be better
to forget it or whether their knowledge is very much
valuable and should be utilized fully. Financial losses and
social disadvantages are very difficult to express in
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numbers in this respect again still, time should be devoted
to raising this question in order to consider the elements
of losses and consequences.

Step 7: If the earlier described phases of the Probst Model
worked properly in organizations and businesses, the next
step could be implemented. The information, i.e., the
knowledge that is or might be wed and needed by
employees should be retamned. It should be mcorporated
into the organizational memory and should be made
available for everyone. If the previously discussed phases
of the Probst Model are established thoroughly, they
provide a solid background for retention which can lead
to a truly successful functiomng of corporations.
Routines may work well; the corporate culture can help
the organization to malke up for its deficiencies or to help
find specific knowledge within the organization. If the
organizational memory 1s well established, it can be an
incredible help to identify knowledge, since everything
is documented and available (Chu et «l, 2011).
Unfortunately, experience shows that usually there are
problems with the 1st steps of the Probst Model and
as a result of this, knowledge retention does not usually
work either.

The problem is that businesses often do not even
recognize that in spite of the fact that they take the role of
IT seriously and they repeatedly mvest huge amounts of
money in new technologies making the use of new IT
solutions obligatory for the staff, they still fail to make
good use of the advantages arising from these
developments. Here, researchers mean that too much
information is just as big of a problem as insufficient
knowledge. Employees get mmumerable emails and
receive an excessive amount of unwanted data and
unnecessary information. They do not already know what
1s that they really need what is important and what they
should ignore.

A further problem arises when we start to deal with
knowledge which can not be stored in any database
which is difficult to share. Knowledge elements that can
not be documented, such as ethical norms, behavioral
expectations, relationships and other corporate habits are
usually present in the form of routines and are available
for each employee. Tt is an expectation that, those
behavioral patterns which are unique in a given company
are retained in the organizational memory even if they
cannot be put down on study, explained or taught
through standard methods. If only single people have
expert knowledge in individual areas at an orgamzation
and the holders of the knowledge leave, they will take
away that knowledge from the company with themselves
if it does not become part of the organizational memory
while they are still with the firm.
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At one of the swveyed organizations, there were 7
different IT systems being used at the same time which
served more or less the same purpose. The employees
stated that they did not use all of them. Tt was their own
choice which one or ones they preferred to use. There
were however, only one or two databases which had to be
updated regularly. Thus, the employees learnt quickly that
it did not malke any sense to use all of them and they made
their choices on their own which in fact should not have
been allowed. The question automatically arises whether
it is possible that no one needs the data content gathered
in one place? If it happens so, the person will have to
collect the necessary information from three or more
databases.

Step 8: Knowledge assessment is a kind of feedback for
employees and the management in the cycle of knowledge
management. Tt indicates how much the knowledge of the
organization corresponds to the standards stipulated in
the corporate strategy whether long-term objectives can
be met through the utilization of the existing knowledge
(Bengsilk, 201 1b; Phipps and Prieto, 201 2; Pirkkalainen and
Pawlowski, 2012).

The respondents mentioned only one thing
belonging to this category, namely;, performance
evaluation. Tt is known that performance evaluation is
used in SMEs very rarely while in large corporations, it
has become inevitable. However, the technique of its
implementation is also a source of many problems. The
majority of managers do not attribute great importance to
performance evaluation, they do it because it is
necessary. However, they do not evaluate in the light of
their company’s strategy. Thus, the process does not
bring any benefits to the organization. The majority of
managers feels uneasy about discussing problems and
someone’s weaknesses.

In one case, researchers were told that at one firm, it
is the manager’s personal assistant who brings the
evaluation sheets to be signed by subordinates. At
another firm, the respondents indicated that though they
receive the evaluation sheets from their managers
personally, no one asks any questions, since they are
afraid of the consequences. They do not ask questions,
even if they feel their evaluation was unfair. The
evaluation in many cases is not based on real performance
and knowledge utilization. What makes the use of
performance evaluation even more frivolous is that the
results of the evaluation do not have any consequences
on the evaluated person, apart from offendedness and
personal clashes.

DISCUSSION

The qualitative research was aimed at the analysis of
the opinions of the swveyed companies, firms and
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organizations. The knowledge management systems
of their organizations were analyzed on the basis of
the & steps of the Probst Model. In this study, researchers
focused on those results of the research projects
which hinder the proper functioning of knowledge
management.

The earlier mentioned critical problems can be
observed in most Hungarian businesses today and
bring about negative consequences in  their
knowledge management processes (Bencsik, 2011b;
Leal-Rodriguez et al., 2013). The findings of the research
in relation to each step of the Probst Model are
summarized after:

Knowledge priorities: Rather limited use not complex,
different iterests of owners and managers, this 1s
identical to the results seen in other researches presented
in the professional literature (Alawneh et al., 2009,
Gottschalk, 2005, Hansen et al., 1999; Evangelista et al.,
2010).

Knowledge identification: Rather limited use if there 1s no
strategy, it makes no sense. This result is supported by
other research results, as career prospects i1s a very
important factor in the lives of today’s vouth
{(Phipps and Prieto, 2012, Konigova et al., 2012).

Knowledge acquisition: Cultural, moral, ethical, economic
problems appear. The latest and freshest Hungarian
research done by KPMG in 2013-2014 also supports this
claim. From the point of view of the employers, trust is a
key term in knowledge acquisition ad sharnng and the
behaviour and the example shown by the management
can influence trust to a certain degree (Ragab and
Arisha, 2013).

Knowledge development: They do not know how to do it.
They do not mvest m it. They think it 1s unnecessary. As
Tai (2005) puts it if a culture encourages knowledge
development and knowledge sharing and is more open in
general, it will also be more willing to create and operate
a proper knowledge management system (Lee et al., 2011;
Whelan et al., 2010, Jafari et al., 2011 ; Nijenhuis, 2013).

Knowledge sharing: Tt is nearly impossible to implement.
It 1s done because it 1s told to be done. On the one hand,
this contradicts the own experience and previous research
results; on the other hand the results of the mnternational
researches do not support it either (Berends ef al., 2006;
Endres ef al, 2007), as those results prove that the
lack of willingness to share knowledge can in most
cases be traced back to fear about the individual’s career
(Wang and Noe, 2010; Lin, 2007).
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Knowledge utilization: Tt is an obvious expectation but it
1s not controlled and does not fulfil its role. Researches
conducted some years ago were aimed at the connections
between emotional intelligence and knowledge
management system, the results clearly showed that
organizations who pay attention to emotional intelligence
are also able to function better regarding knowledge
utilization (Bencsik, 2012).

Knowledge retention: Too much IT 15 rather a
disadvantage than an advantage. This result correlates
with the results gained from the interviews handed out to
various managers, all of which claim that tacit knowledge
can either not be retentioned at all or can only be
transferred partially. The companies feel the losses but
they have not yet reached the point where they also feel
the economic repercussions of those losses (Hafiza et al.,
2013). The utilization of the mentoring system has a long
history, although its application is often superficial and
serves only to retention/share explicit knowledge; the
comections rarely rm deep enough to allow for long-term
cooperation and tacit knowledge retention as well
(Shaari et al., 2010; Bencsik, 2012).

Knowledge assessment: Rather limited use; there is no
elaborated methodology. Experts point out (De Vries and
Petersen, 2009, Fonseca, 2006) that the task of the
traditional HRM must be extended. This means that its
role in knowledge economy must be revised inside and
outside the company as well (Chivu and Popescu, 2008,
Mavodza and Ngulube, 2012). Several of the firms
interviewed in the research are only in a very initial phase
1n this respect.

CONCLUSION

Based on the research, results and the experience
gained from the professional literature, researchers can
see that knowledge management system building is a
basic requirement in a company’s life. However, the
surroundings, supervision, quality and usefulness of the
earlier mentioned knowledge sharing are not well thought
out. The factors which play an important role, here are
connected to soft skills, human relations, trust, managerial
behaviour and the organizational structure and it 13 HR
which can do the most in these areas.

Most of the respondents are aware of the ever
increasing role of such knowledge transfer-stimulating
methods and tools like informatics, HR tools, coach-type
leadership, new structural organizational forms, etc., at the
same time, there does not seem to be a genuine
brealkthrough towards forming a real trust and knowledge
based culture. On the contrary, researchers tend to make
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the own knowledge hidden as much as researchers can
from the public while paradoxically, researchers expect the
opposite behaviour from others. Although, 1t 1s clearly
seen that the orgamzations of the future look at
knowledge, as a strategic resource, this vision is not
translated into a conscious knowledge management
strategy.

Of course, there are a number of positive examples as
well: Researchers have seen good solutions and a
pleasant atmosphere at some workplaces but these do not
prevail. The aim of this study was not to introduce best
practices in Hungary. Researchers rather wanted to draw
the attention of organizations and businesses to the fact
that it 15 not worth mvesting money and time into
needless efforts, if any of the problems described earlier
are present m their company. There 13 a need for leaders
and managers with expert knowledge who will start
building knowledge management systems systematically
which are based on existing, real values. Researchers are
aware of the fact that it will not take place in the short
term, since it is difficult to change human attitudes;
however it 13 definitely worth mn the long run. Perhaps, the
tone of this study is rather critical but the aim was to draw
the attention to the following facts: There 1s a need for
systematic and responsible decision making. The current
situation in companies should be analyzed. Ethical norms
should be respected and the currently hidden but
available sources should be utilized. Researchers truly
hope that the effort will bear fruit.
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