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Abstract: Any organization that wishes to excel at KM needs to improve its knowledge creation processes,
both at the individual and at the group level. In this way, the theory of organizational knowledge creation has
developed rapidly in academic world and been broadly scattered in management science over the last 19 years.
This paper conducts a general study about the theory’s fundamental components and tries to identify the
developing paths taken by academia that uses the theory as a starting point. In addition, the paper recommends
domains where potential research may move forward organizational knowledge creation theory and its
application.
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INTRODUCTION the larger organization. Hence, OKC theory explains this

Theory is a collection of interconnected concepts, knowledge intrinsically contains human values and ideals.
definitions and propositions that shows a systematic The OKC process may not be captured exclusively as a
outlook of events by identifying connections among normal casual model since human values and ideals are
variables, in order to clarifying and predicting phenomena. subjective and the notion of truth relies on values, ideals
Theory  unites  different  parts  of empirical data to build and contexts. Creating knowledge organizationally does
a comprehensible abstract model which has ability to be not only denotes company members adding to each other
more commonly applied. Quality and status of theories to get over a person's bordered rationality. In other words,
varies  seriously  based  on  the  subject  domains. In subjective tacit knowledge held by an individual is
well-founded natural sciences like chemistry, they are externalized into objective explicit knowledge to be
highly developed, when in other areas like management transferred and integrated. The newly generated
and social science, they are rather undeveloped and knowledge is then utilized and personified by individuals
narrowly agreed [1]. Theories strongly are influenced by to improve their subjective tacit knowledge [5].
the maturity level of specialization. The fall or even the There has been a growing attention about OKC
death  of  a  theory  is  stipulated  when  it is at bar with among academics and managers over the last 19 years.
reality. Since theory is an abstract idea from real life, it OKC theory has been utilized to give details about events
should be continuously developed or even replaced in in  various  areas,  containing  those  of  organization
extreme situations [2]. theory [6], organizational behavior [7], organizational

Attention to knowledge as the basis of a today’s performance management [8,9], human resource
competitive advantage has an extended history in various management and leadership [10], innovation and
disciplines [3,4]. Knowledge creation is a necessity for technology management [11,12], strategic management
corporations in today’s globalized and fast changing [13], public administration [14] and management
business environment. Organizational knowledge creation information systems [15]. Nowadays, the  theory is a
(OKC) refers to the process of making available and fundamental part of various universities’ study program.
expanding knowledge created by individuals as well as Today’s general management practice is really influenced
crystallizing and linking it with an organization’s by the effects of the OKC theory. Different corporations,
knowledge system. This means that, what human beings like for example the Unilever, ABB, Toyota, Sony, Siemens
learn in their work-life profits their co-workers and, finally, and Matsushita, have initiated programs and processes

process. The OKC theory is rooted in belief that
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on notions outlined in OKC theory [16, 17]. Choi and Lee research methods. It tries to explain research approach,
[18] state that "only organizations participating in the research strategy, sampling and analysis methods. The
creation and utilization of knowledge can hope to enjoy third section will present discussions about the theory
the rewards of business reform in today’s knowledge- development. In the fourth, fifth and sixth sections,
based economy". theory’s central elements, namely epistemology and

In spite of the popularity of OKC theory, there are knowledge conversion will be explored. Also,
some arguments about it. For instance, Hilreth and Kimble organizational enabling conditions and knowledge assets
[19] claim that Nonaka's spiral of knowledge has a flaw in will be clarified. In addition, third section explains how the
the tacit-explicit stage.  According to their opinion, theory led to a higher academic development. We will
Considering  tacit  knowledge  as  inarticulable  matter, explain the context for knowledge creation and knowledge
this phase  simply  may  not work. They argue that KM is vision. In other words, In this section, we will identify
about  people  and,  so,  social   interaction  techniques evolutionary changes in the OKC theory. The final
like Communities  of  Practices  (COPs)  can  be  useful for section summarizes the main points made and outlines
this.  Also, Vasconcelos [20] says that Nonaka's model future research recommendation.
has two shortcomings: defining tacit knowledge sharing
between individuals and ignorance of the political and RESEARCH METHODOLOGY
cultural dimensions in social practices.

Teece [21] believes that it is not a shortcoming and The introduction briefly outlined how the OKC
argue that  tacit knowledge is only hard to articulate, theory has been introduced, developed and criticized.
when some authors (e.g. [22]) believe that, though tacit This  section tries to describe the study methodology.
knowledge seems difficult to express it has the ability to The methodology is a combination of research type,
capture. Sveiby [23] says that "Knowledge Management research approach, research strategy, data collection
(KM) is a poor term, but we are stuck with it, I suppose. method and data analysis approach. We desire to follow
'Knowledge Focus' or 'Knowledge Creation' (Nonaka) are the universal 7-stage framework for our research which
better terms, because they describe a mindset, which sees has been represented by Zikmund [26]. These stages are:
knowledge as activity not an object. That is a human defining the problem, planning the research design,
vision, not a technological one." Another important planning a sample, gathering the data, processing and
consideration about the Hildreth and Kimble's argument analyzing the data, formulating conclusion and preparing
is that, they only have cited Nonaka's first article (i.e. [24]) the report and define the new problem … and so on.
while they was not aware of 'Ba' concept. The same Exploratory research is helpful while the researcher is
shortcoming can be seen in the Vasconcelos' argument unsure about the problem [26]. In general, exploratory
since she never gives notice to the Ba concept. research is based on secondary research like reviewing

Nonaka and Konno developed the OKC in 1998 and available literature and/or data. The step by step process
added a new basis for the OKC so-called 'Ba'. The concept of gathering intelligence about the subject of research
of Ba has considerable similarities to the notion of COP. denotes that it will be impossible to start by defining the
In other words, participants in a community obtain concepts of study. You are supposed to begin with a
knowledge via taking part in the COP and gradually try to initial notion of your study object and of its context.
memorize their jobs. Note that, there are some differences Through the exploratory research project, these temporary
between BA and COP. Whereas a COP is an alive concepts then progressively acquire accuracy [27].
environment where the members obtain the community's Since this research is to clarify specific events from
implanted knowledge, Ba acts like such an alive space different points of view, explanatory research approach
where not only existing knowledge is learned, but also can be used. This research tries to discover progressive
new knowledge is produced [25]. As a result, Ba is more routes of OKC theory, while it would explain the theory
valuable than COP and can easily tackle the problem and its elements. This means that, even if there exist some
which Hilreth and Kimble [19] noted. theories about the subject, there are special areas that

Hence,  It  is  time  to  pay  attention  to  OKC  theory. require extra research, therefore, this study desires to be
The aim of this article is to briefly examine the exploratory [27].
development of the theory and specify profitable areas of Following Zikmund's research stages, the study
research that will progress it further. The paper is sample was any publication about the OKC theory that
organized as follows: the second section talks about the one of its authors was professor Nonaka. The abstracting
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and indexing databases like Emerald, Science direct, Wiley a dynamic mutual action between two types of knowledge
Interscience, Ebsco host and Springer were searched for (i.e. tacit and explicit) in a spiral manner, which assists
the purpose of this study. Meanwhile, the scholarly knowledge to be developed via interaction between
articles  published  in  English  language  between  1991 individuals,  groups  and  organizations.  Nonaka    and
and  2009  were included. Purposive sampling was co-authors have  been  trying to represent that
selected as the sampling strategy in this research. knowledge-based or knowledge creating organizations
Purposing sampling collects samples in a manner continually support the stream of knowledge between
confirming with preselected criteria related to a specific organizational members and groups to develop the both
study question. It is important to remember that, types of knowledge inside the organization. The crucial
Purposive sample sizes are on the basis of theoretical supposition of the SECI model is that knowledge is
saturation which means that the point in data collection created and enhanced as it moves along different levels of
where new data cannot present  more perceptions to the the organization and between individuals and groups.
research questions. Thus, we directed a descriptive This version of the theory encompassed epistemology of
appraisal of each related publication and stored the knowledge, knowledge conversion process, knowledge
results in a reference manager database. assets and OKC enablers. In the following we try to

DISCUSSION the theory.

On the basis of exploratory analysis, three key Organizational Knowledge Creating Theory: OKC theory
progressive route (Table 1) in the OKC theory were defines knowledge as a dynamic process of justifying
identified. These progressive routes were named as first, personal belief with respect to the 'truth' [5]. The first
second and third generation OKC theory. That is to say, explanation of OKC theory had two basic components:
our qualitative exploratory study on the basis of the epistemology and knowledge conversion. These were
survey strategy, showed that there exist three main points considered as the beginning points of the theoretical
in the development of the OKC theory. In each of these growth. The significant output of OKC was knowledge
points, some novel principle were added to the theory to assets. Also Nonaka [16] suggested five important
reinforce it. These novel elements assured the enablers to improve knowledge creation processes
sustainability of the theory, when they helped to cause including: intention, autonomy, fluctuation and creative
the theoretical maturation. What comes after explains chaos, redundancy and requisite variety. Also the
basic parts of the theory in each progressive point. We meaning of OKC spiral was developed in the first
attempt to demonstrate a general survey of key elements generation OKC.
of the theory in each period.

First Generation OKC Theory: Although, the SECI model theories  of  knowledge  and  ways  of knowing, especially
was originally introduced in 1991, it was developed for a in the context of the restrictions or validity of knowledge
comprehensive application in the book "The Knowledge [28]. Until the end-1990s, most of the conventional
Creating Company" [16]. The SECI model received theories  for  all  practical  aims  considered  'knowledge'
widespread  adoption  especially  among  management to  be  exchangeable with 'information'. In the OKC theory,
and social science professionals due to its intuitive knowledge  is,  firstly,  "justified true belief", meaning that
knowledge and clear depiction of knowledge conversion individuals  validate  the reliability of their observations
from   tacit  to explicit and vice versa. This  model depicts on  the   basis    of    their    observations    of    the   world.

briefly introduce the main ingredients of this version of

Epistemology: Epistemology refers to the study of the

Table 1: Progressive route of OKC theory

Driving Dialogues: Practice:
Highlighted points of Knowledge Knowledge OKC Knowledge Objective The Synthesis Synthesis of Environment: Knowledge
OKC theory development Epistemology Conversion assets Enablers Ba Vision of Thoughts Action Knowledge Ecosystem of Leadership

First generation
OKC theory (1991-1998) x x x x x x x
Second generation
OKC Theory (1998-2002) x x x x x
Third generation OKC Theory
(2002-up to now)
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Fig. 1: Key elements of the SECI model (Adapted from generated by each mode of knowledge conversion is not
[30]) the same (Figure 2). Socialization yields what can be called

Fig. 2: Four categories of knowledge assets (adapted from implementation [16].
[30])

Knowledge is also, secondly, the capability to describe a suggested five important measures for OKC to be
situation and act accordingly. And thirdly, knowledge is successful. Intention is organizational attempts to achieve
tacit and explicit [16], [29]. its goals and it refers to the willingness of the corporation

Knowledge Conversion: By way of the knowledge abilities to acquire, generate, accumulate and utilize
conversion process, namely the SECI process (the knowledge. A significant matter is developing a vision of
acronym stands for Socialization, Externalization, what kind of knowledge the organization requires.
Combination, Internalization), individual subjective Autonomy indicates that people, to a possible extent, are
knowledge is socially justified and integrated with others’ free to act independently on an individual level [16].
knowledge, so that knowledge keeps developing [16], Fluctuation and creative chaos are based on the
[25]. "Figure 1" demonstrates the main components of the fact that knowledge creation is a nonstop mutual action
SECI model. Socialization directs towards exchanging tacit between individuals or groups. By way of chaos, new
knowledge between individuals. Externalization refers to patterns of interaction can be generated and individuals
articulating tacit knowledge into explicit notions. learn to handle the complexity of organizational

Combination aims at integrating various entities of knowledge. Redundancy is the existence of knowledge
explicit knowledge. And finally, internalization directs that  achieves  further  than the merely functional needs.
towards personifying explicit knowledge into tacit It facilitates the formation of knowledge because
knowledge. Through knowledge conversion, private organizational members have overlapping information and
subjective knowledge is certified, joined to and mental models, which promotes communication. With the
synthesized with others’ knowledge [16]. The important purpose of handling this difficulty and diversity the
knowledge management supposition of the SECI process organization needs to be diverse and complex [16].
is that knowledge is generated and advanced as it streams
through various levels of the organization and between Second Generation OKC Theory: In 1998 a second
human beings and groups. In the Figure 1, the I, G and O cultural supposition was added to the OKC theory.
symbols characterize individuals, group and organization Nonaka  and Konno [30] introduced the Japanese concept

mixtures. The diffusion mechanisms are not prescribed,
even if there exists a supposition that tacit knowledge
needs a degree of closeness for knowledge exchange.
Therefore, when their work on knowledge exchange
contended knowledge can flow by way of remote
processes (telecommunications and information
networks), subjects relating to nearness and local transfer
are of crucial importance for the exchange of tacit
knowledge [30,31].

Knowledge Assets: The content of the knowledge

"sympathized knowledge," such as shared mental models
and technical skills. Externalization outputs "conceptual
knowledge." Combination gives rise to "systemic
knowledge," such as a prototype and new component
technologies. Internalization produces "operational
knowledge" about project management, production
process, new product usage and policy implementation.
The bodily experience of working 150 hours a month in
the Matsushita case is an operational knowledge of policy

OKC Enablers: As it was mentioned before, Nonaka [16]

to vigorously undertake measures that enhances its



World Appl. Sci. J., 7 (10): 1287-1294, 2009

1291

Fig. 3: Leading the knowledge-creating process, Adapted Fig. 4: Model of a knowledge-based firm, adapted from
from [25]. [34].

of  Ba,  a philosophical concept rooted in Japanese can share feelings, emotions, experiences and perceptual
society  that  relates to the physical, relational and models. The Dialoguing Ba is a place in which tacit
spiritual components  of  'place',  or  perhaps more broadly knowledge is transmitted and documented to explicit
'context'. In the second generation OKC theory, OKC shape. Two key factors are by way of dialogue and
process consists of three components: SECI, ba and metaphor formation. The Systematizing Ba is a virtual
knowledge assets. Using its existing knowledge  assets, place, in which information technology makes easy the
a corporation generates novel knowledge by way of the reintegration of existing explicit knowledge to shape novel
SECI process that occurs in ba. The knowledge created explicit knowledge and; The Exercising Ba refers to a
then turns into part of the knowledge assets of the space in which explicit knowledge is changed into tacit
company, which becomes the basis for a novel spiral of knowledge [32].
knowledge formation. The knowledge-creating process
may not be handled in the conventional sense of Knowledge Vision: To create knowledge dynamically and
`management', which focuses on managing the flow of incessantly, an organisation requires a vision that
information. Consequently, top and middle management harmonizes the entire organisation. It is top manager's role
take a leadership role by 'reading' the circumstances and to articulate the knowledge vision and communicate it
also  directing it, in working on all three components of inside and outside the company. The knowledge vision
the knowledge-creating process. Managers prepare the describes what kind of knowledge the company should
knowledge vision, develop and advance sharing of generate in what domain and gives a direction to the
knowledge, build and strengthen ba and enable and knowledge-creating process. Concisely, it determines how
encourage  the  nonstop  spiral of knowledge creation the organisation and its knowledge base develop over the
(Figure 3). Especially important is the knowledge vision, long period [25].
which  affects  all  three  layers  of   the knowledge-
creating process [25]. Third Generation OKC Theory: From the early-2000s,

Ba: Ba is a foundation of knowledge-creating activity. knowledge concerning the theory of the firm to view
According to Ichijo and Nonaka [25] "It is the point where organization as a knowledge-creating subject. According
dialectical dialogues and practices take place to implement to their viewpoint, a firm may be considered as a
the vision  and  driving objectives  of  the  firm.  Ba  can knowledge-creating entity, a compilation of knowledge
emerge in individuals, working groups, project teams, assets and a dialectic being that integrates different
informal circles, temporary meetings, virtual space such as contradictions with its vision, ba, innovative routines,
e-mail groups and the front-line contact with the motivation systems and distributed leadership. These
customer. In the theory of the knowledge-creating firm, a perceptions led them to dispute for a novel way of
firm can be viewed as an organic configuration of understanding the firm: the knowledge-based theory of
multilayered ba". the firm. The theory is based on two important

There are four different types of Ba in connection components: (1) a fundamental view of human beings and
with  each  of  the  four  quarters   of   the   SECI   model (2) the process of OKC. Knowledge-based theories of the
(Figure 1), which together construct the "knowledge firm consider humans not as replaceable elements of a
spiral". The Originating Ba is a place in  which  individuals machine  but  as  beings who are different from each other

Nonaka and co-authors [32,33,34] tried to spread
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and who are not pleased with the present situation, integrating their own knowledge and the knowledge
transcending themselves to follow novel goals. A person embedded in outside performers like for example
was transcended by way of knowledge formation [33]. customers, suppliers, competitors, or universities. By way
Figure 4 represents the model of a knowledge-creating of mutual actions with the ecosystem, an organization
firm where knowledge is generated by way of dynamic generates knowledge and that knowledge transforms the
interactions with the environment. The model consists of ecosystem. Therefore, the organization and environment
seven essential parts: the SECI process of dialogues and should be understood to develop together rather than as
practice; the knowledge vision and driving objectives, separate entities. Such a dynamic relationship is difficult
which give direction and power to the SECI process; ba, to seize with the traditional view of the corporations
an existential space for the SECI process; knowledge embedded in organizational economics. As can be seen in
assets, which are inputs and outputs of the SECI process; this context, the defense of knowledge assets is a difficult
and the environment as an ecosystem of knowledge and activity [5].
multilayered ba [32]. The explanations for the SECI,
knowledge vision, Ba, knowledge assets are discussed Knowledge Leadership: What directs an organization as
before. So we will explain the driving objective, dialogues, an entity to generate knowledge incessantly? Leadership
practice and environment. in  the  knowledge-creating firm  is  established  upon

Driving   Objective:   Lacking    the    actual    attempt   to leadership as a static control mechanism. While
understand  it,  a firm’s knowledge vision is little more knowledge is created by way of dynamic interaction,
than blank words. For knowledge to be generated and leadership in a knowledge-creating firm needs dynamic
justified based on the firm’s knowledge vision, the firm commitment from all members of the company, not just a
requires a tangible notion, goal, or action standard to small number of elite members. For knowledge leadership
connect the vision with the knowledge-creating process to work, the mechanism of middle-up down is the only
of dialogue and practice. Such a notion/goal/action solution. In such a process, middle managers break down
standard could be called a driving objective [32]. the vision or driving objective into tangible notions or

Dialogues: The Synthesis of Thoughts: A dialogue is a practices. Leadership performs various functions in the
successful technique to articulate tacit knowledge into knowledge-creating process, like for example preparing
explicit knowledge (externalization) and to systemize vision; expanding and advancing the sharing of
explicit knowledge, to expand it and to make novel knowledge assets; building, reinforcing and connecting
knowledge (combination). It also lays a foundation to ba; and enabling and promoting the nonstop spiral of
integrate knowledge held by organization members, since knowledge creation. It is necessary that leaders also
existential contexts like for example deep thoughts or construct, sustain and connect Ba. Leaders may support
emotions are transferred by organization members by way ba by preparing physical place like meeting rooms, virtual
of engaging in dialogue. By way of dialogue, individuals' place like a computer network, or intellectual space like
intellectual models are explored, examined and changed common goals and encourage interactions among
into general terms and notions. What is important in members in such a space. Creating a task force is a usual
dialogues is the concepts they generate and not the form instance of the intentional construction of ba. To
of reasoning they take [32]. construct ba, leaders are supposed to select the correct

Practice: Synthesis of Action: Practice prepares a managers to find and exploit impulsively formed ba.
foundation for sharing tacit knowledge (socialization) by Therefore, leaders are supposed to read the circumstances
way of shared experience. Practice is also an useful way regarding how organizational members are interacting with
to personify explicit knowledge by reattachment of it to a each other and with external surroundings to rapidly
particular context with the purpose of converting it into capture the naturally emerging ba [5].
tacit knowledge (internalization) [32].

Environment:  Ecosystem of Knowledge: The ecosystem
of knowledge comprises of multilayered ba, which exists This study tried to present a concise appraisal of the
beyond organizational borders and is continuously attractive features of OKC theory as it has been moving
developing. Organizations generate knowledge by inside a period of chaotic alteration. It seems that OKC

more flexible  distributed leadership, instead of on

programs, construct ba and direct dialogues and

mix of individuals to participate. It is also significant for

CONCLUSION
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theory have been receiving greater and greater attention the paper tries to provide an exhaustive perception about
during past 19 years. The center of attention in this study
was on the social features of KM. In other words,
observing OKC process as an interaction between tacit
and explicit knowledge indicates that the process is
considered as a social process of justifying truth
continually. Therefore, knowledge is generated and
developed by way of the combination of various
standpoints held by different persons in a social manner.

In this article, we examined three progressive routes
of OKC theory. That is, we surveyed main components in
the OKC theory. In addition, we investigated and
explained progressive routes in the theory, particularly
organizational enabling conditions, ba, knowledge vision,
organizational forms and leadership. We introduced
Nonaka and colleagues' point of view about the nature of
the firm from the vantage point of OKC theory.

The survey represents that OKC theory integrates
perceptions from various epistemologies and theoretical
viewpoints for the purpose of developing their scholarly
and practical knowledge of organization and management.
The theory development confirms that the domain
extremely receives profits from observing its borders not
closed. Exposed borders hint academics’ readiness to take
account of distinctive outlooks and approaches, rearing
various epistemologies, an extensive range of approaches
and a forward-thinking use of theory.

The establishment of SECI processes in a company
causes a structural challenge to traditional Tayloristic
and/or Weberian management systems. The intrinsic
argument exceeds an Eastern-Western management
typology and far expands other previous "inclusive"
management systems like McGregor’s Theory X, Theory
Y motivation approaches and indeed Ouchi’s Theory Z.
The SECI model has recommendations both for managerial
style and organizational structure and for the first time
emphasized the whole human process of communication
as an essential component of organizational knowledge
management and learning [9, 35].

The OKC theory is completely prescriptive in its
exhibition of the kinds of processes needed for the
successful establishment of organizational learning, with
respect to both process and also the social and relational
context essential for facilitating knowledge transfer. As it
is, the presence or absence of these processes and
contexts can be accordingly viewed as potential
antecedents or obstacles to the successful generation of
knowledge inside an organization.

We desire that the subjects argued in this paper
describe the theoretical groundwork for better
identification  of   the  OKC  theory.  This   means   that,

the key parts of the theory. The understandings can
provide groundwork for the succeeding progression of
conceptual models on how OKC process can be
established and developed in practical circumstances.
Furthermore, the outlooks displayed in the paper can help
in the development of knowledge-based or knowledge-
creating organizations which attempt to progress their
OKC processes. For this reason, we recommend further
research to clarify the complexities in the connection
between knowledge creation process and organizational
efficiency. Also, more empirical research and in-depth
case studies are needed to expand the instructions and
rules that help firms to be familiar with their knowledge
creation processes and start appropriate KM practices
that assurance the productivity of their organizational
processes and also the value of their products and
services.
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