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The aim of this article is an attempt to determine which knowledge-oriented strategies can give metal industry
enterprises the best results in achieving and maintaining a competitive advantage. To determine which of these
discussed in the literature and implemented in various organizations knowledge-oriented strategies may prove to
be the most effective in the metal industry, empirical research has begun. A chosen strategy of knowledge manage-
ment and supporting strategies are the basis of a choice of methods and means of intended implementation. The
choice of a specific knowledge management strategy may also result in the need for changes in an organization,
particularly in an information system, internal communication, work organization and human resource manage-

ment.
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INTRODUCTION

Ensuring competitiveness especially in the metal in-
dustry in conditions of a modern economy requires
flexibility of production and use of high quality materi-
als and processes. All these what constitutes market
power of production plants are used technologies,
know-how, developed procedures of quality assurance,
relationships with contractors i.e. brand, effective man-
agement methods. These mentioned above elements of
capital are called intangible assets and management of
them is a knowledge management task.

A competitive strategy based on knowledge may
lead to such its shape to allow overcoming external or
internal constraints which are governed by a desire to
obtain a sustainable competitive advantage on the mar-
ket. External constraints result from characteristics of a
demand for products or services produced by an organi-
zation, a political and legal system as well as actions of
competitors and partners. Internal constraints are a re-
sult of an existing level of equipment in tangible and
intangible resources. Knowledge allows to eliminate
both restrictions in a way impossible to be copied by
those who do not have it. The strategy based on knowl-
edge does not only use the existing knowledge but it is
also based on enriching and supplementing it in order to
overcome limitations better.

Modern manufacturing concepts and paradigms
form the basis for current and future manufacturing.
The main focus is set on the processes and this have an
effect on operative managers. While management often
comes with strategic ideas it is the employees on the
factory floors, running day to day operations, meeting
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with customers and serving customers who have the li-
on’s share of ideas that can at least improve efficiency
and thereby cut operational costs and at best may trans-
form your whole business. Yet, most businesses includ-
ing the metallurgical ones leave the innovating process-
es to management — and ignore many potentially lucra-
tive ideas locked up in their own employees’ minds. As
a result, many innovative ideas are missed out. Fortu-
nately, there is a solution in the form of a systematic
motivation of employee creativeness [1].

The aim of this article is an attempt to determine
which knowledge-oriented strategies can give the metal
industry enterprises the best results in achieving and
maintaining a competitive advantage.

AUTHORS EXPERIMENTAL WORK

To determine which of the widely discussed in the
literature and implemented in various organizations [2, 3]
knowledge-oriented strategies might be the most effec-
tive in the metal industry, empirical research has begun.
As a part of the pilot studies a structured interview with
the president of the Group of Technical Supervision Test-
ing and Certification has been carried out. The organiza-
tion is engaged in carrying out an acceptance and certifi-
cation procedures for welding production facilities and
training of welders and welding personnel. Moreover, it
makes preparation and implementation of quality man-
agement systems in metal industry enterprises.

RESULTS AND DISCUSSION

R. M. Grant proposes a five-stage analysis scheme
leading to a formulation of a competitive strategy based
on a resource approach. After a modification it can be
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used with a good effect to the concept of a strategy

based on implemented knowledge in the metal industry

enterprises [4]:

— identification and classification of an organization’s
resources, inventory of knowledge, assessment of
strengths and weaknesses in comparison to competi-
tors, the identification of opportunities for a better
use of resources;

— identification of specific skills and abilities of an or-
ganization (knowledge, what can be done more ef-
fectively than others and why), an assessment of the
complexity of these skills and their intellectual and
material conditions;

— evaluation of an ability to generate economic effects
by existing in an organization resources of knowl-
edge and sustainability of its potential;

— choice of a strategy that best uses the existing knowl-
edge in an organization and a possibility of its in-
crease;

— identification of missing knowledge resources and
an investment in their enrichment and supplementa-
tion.

As a result of the pilot studies it has been found that
the greatest potential of application in the metal indus-
try enterprises may have strategies of knowledge listed
by The American Productivity and Quality Center [5]:
— acomprehensive strategy of knowledge management

(enterprise-wide) — in accordance with its guidelines,

survival and development of a modern organization

and its competitive abilities are conditioned by an ef-
fective knowledge management policy;

— astrategy of knowledge transfer and development of
the best practices (transfer of knowledge and best
practice) - aims to improve activities of an organiza-
tion and use of its knowledge for offered products or
services;

— a knowledge management strategy of customers
(customer-focused knowledge strategy) - is based on
relationship management with them and it collects,
expands and transfers knowledge regarding to cus-
tomers’ motivation and behavior which directly
shapes an organization’s reactions and relations with
buyers;

— a strategy of personal responsibility for knowledge
(personal responsibility for knowledge) - is based on
supporting individuals and groups to create knowl-
edge and share it to ensure consistent learning of
employees, and thus - expanding their competency;

— an intellectual assets management strategy (intellec-
tual asset management) - its implementation is based
on an identifying, organizing, evaluating, protecting
and shaping their market value,

— astrategy of innovation and knowledge creation (in-
novation and knowledge creation) - its primary goal
is to develop knowledge of existing resources
(knowledge spiral, SECI process). It is one of the
most difficult strategies requiring not only creativity
and innovation but also a right organizational cul-
ture and interpersonal relations.
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Knowledge strategies can be also divided due to an
approach of changes. Three knowledge strategies can
be distinguished from

a category of behavioral strategies [6]:

— a passive strategy - ignore environment, minimal
customization, defensive behavior;

— an active strategy — offensive changes, aimed at
adapting - adaptive flexibility;

— acreative strategy - a kind of an active strategy de-
signed to provide maximum flexibility for an organ-
ization; creative flexibility.

Such determined knowledge strategies can be ana-
lyzed in terms of developing and broadening of knowl-
edge. Knowledge developing leads to having an expert
knowledge in a chosen field, which is associated with
the risk of leading to inadequacy of knowledge to a situ-
ation. Broadening of knowledge is in other words its
diversification which in turn is associated with the risk
of having wide knowledge but shallow as well as the
creation of excess knowledge.

Another classification of a knowledge strategy due
to implemented by an enterprise a demand of develop-
ment is a distinctive strategy: homogenization (speciali-
zation) of knowledge and knowledge heterogenization
(diversification). The knowledge specialization strategy
is based on focusing on a narrow area of expertise,
which by concentrating resources intensifies a competi-
tive force. It is focused on building distinctive compe-
tencies and creating competitiveness on the grounds of
their database. An important element in determining
a specialization is also an assessment of the possibility
of acquiring and creating knowledge resources and their
ability to configure, allocate, and exploitation. A diver-
sification strategy means expanding of existing knowl-
edge resources what through vast existing knowledge
and numerous skills reduce dependence on cyclical
changes and enables a synergy effect. This strategy is
more flexible, protects against the negative effects of
aging of knowledge resources and gives the chance to
gain independence from the volatility of the environ-
ment [7]. Both strategies can be successfully imple-
mented in metal industry enterprises.

If an organization bases its competitive strategy on
knowledge, that is, it treats it as a strategic resource it
must use appropriately chosen knowledge management
strategies. The knowledge management strategy re-
quires an establishment of objectives which are prior to
a knowledge management system and principles on
which this system is to be based as well as means by
which the system is to be created.

Properly structured knowledge management strate-
gy should be based on the mutual fusion: people, tech-
nology and processes; and this cooperation is a practical
tool for solving real problems of modern enterprises in
the metal industry. Choice of an appropriate knowledge
management strategy for an organisation helps to avoid
problems in knowledge management or at least it mini-
mizes their negative effects. It depends on many inter-
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nal and external factors [8]. Among the external factors
there are: identified competition strategies, a level and
type of competitors* dominant knowledge (tactic, pub-
lic), interrelationship between key competitors and their
intellectual capital, competitors® skills and a method of
protecting knowledge by them. However, internal fac-
tors are: mission and strategy of an organization, its in-
tellectual capital and a level of tactic and public knowl-
edge, as well as differences in the use of tactic and pub-
lic knowledge to solve problems, its financing potential
and an ability to use IT, an organization’s competitive
position and its organizational culture.

In the light of the research it has been established
that in the metal industry great potential application
have knowledge management strategies highlighted
[9]:

— a knowledge creation strategy through cooperation,
covering an area of new knowledge, it is non-exist-
ent for the organization and its environment. Its ba-
sic principle is to cooperate with external institu-
tions and conducting research - development work
in order to create new innovative knowledge;

— an internal creation strategy - knowledge is com-
pletely non-existent or exists only in the environ-
ment, and because of this an organization decides to
produce it by itself. This strategy can also rely on an
absorption and creation of knowledge in order to
achieve new quality;

— an absorption strategy which is focused on knowl-
edge acquired from the outside, already existing
knowledge but in the environment of an organiza-
tion. Its principals are employees* participation in
courses, trainings, strategic and functional bench-
marking, outsourcing, strategic alliance, etc.

— an internal dissemination strategy which includes
transfer of knowledge within an organization. Tactic
or public knowledge acquired by one or more of the
discussed here strategies is transferred within an or-
ganization. When previously acquired knowledge is
public, tools such as in case of a codification strate-
gy are used to spread it; when acquired knowledge is
tactic, a personalization strategy methods are needed
for its transfer.

All four strategies are geared to generate knowledge
and complement each other, which means that if an or-
ganization decides to use a knowledge creation strategy
through cooperation or a knowledge absorption strate-
gy, then it can develop and adapt it by an internal crea-
tion strategy.

M. Hansen and colleagues focusing on the process
of sharing knowledge proposed a division of knowl-
edge management strategies into: a codification strat-
egy and a personalization strategy [10]. This division
is the most commonly identified by theorists and prac-
titioners working in the field of knowledge manage-
ment in an organization. Enterprises implementing the
codification strategy focus on a process of technology
and explicit knowledge repeatedly using the same
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knowledge stored in databases. Standard solutions
based on practice dominate in solving problems. Infor-
mation systems enable people to gather and share
knowledge. This strategy is also known as the “peo-
ple-to-documents”. Using the personalization strategy,
enterprises focus on innovations - man is seen as a
creator of new knowledge giving it the value in action.
To create unique solutions both tacit knowledge (pub-
lic knowledge in minds of employees) as well as exter-
nal knowledge, and the need for absorption and crea-
tion of new knowledge and its continuous processing
is deeply rooted in people’s minds. Information solu-
tions are primarily to facilitate communication and re-
lationship building but they are not treated as a base of
knowledge to create new value (at most they are used
to store a part of open knowledge). This strategy is
also called “person-to-person”. In practice, most of
enterprises in the metal industry should use mixed
strategies but a clear orientation must be taken - de-
pending on a specific character of an activity.

CONCLUSION

To conclude, it should be emphasized that due to dif-
ferent levels of knowledge management there may oc-
cur significant differences in a type of a dominant strat-
egy for a functional level of an organizational unit.
However, strategic plans of knowledge creation should
be precisely agreed for each level in terms of knowl-
edge generation and transfer as well as used methods
and means. The choice of strategy must be also corre-
lated with existing internal conditions of an organiza-
tion and ambient conditions.

Important elements of knowledge strategy include:
— which abilities and knowledge-based resources are

valuable, unique and unfit to imitate;

— how these abilities and resources can and should
support market position of an organization and its
competitiveness;

— where these abilities and resources are located, an
indication of how to acquire these abilities and re-
sources, develop and use to achieve objectives based
on an organization’s strategy.

A chosen knowledge management strategy and
supporting strategies are the basis for the choice of
methods and means of plans implementation. The
choice of specific knowledge management strategy
may also result in the need for changes in an organiza-
tion, particularly in the information system, internal
communication, work organization and human re-
source management.

Several classifications of knowledge strategy and
knowledge management have been discussed in the ar-
ticle. Nevertheless, it should be noted that in practice,
it is rarely possible to base on an enterprise knowledge
management strategy as the only one - however, choose
one dominant and designate a supportive role to the
others.

525



I AL KRAWCZYK-SOLTYS et al.: KNOWLEDGE-ORIENTED STRATEGIES IN THE METAL INDUSTRY... I

REFERENCES

(1]

[2]

(3]

(4]

(5]

(6]

A. Samolejova, P.Wicher, M. Lampa, R. Lenort, P. Kutag,
A. Sikorova, Factors of Human Resource Planning in Me-
tallurgical Company. Metalurgija, 54 (2015) 1, 243-246.
A. Krawczyk-Sottys, Zarzgdzanie wiedzg w szpitalach pu-
blicznych. Identyfikacja poziomu i kierunki doskonalenia,
Studia i Monografie nr 485, Wydawnictwo Uniwersytetu
Opolskiego, Opole, 2013, pp. 251-344.

A. Krawczyk-Sottys, A Diagnosis of Knowledge Manage-
ment in a Public Hospital — a case study of employees’
views ,,Economic and Environmental Studies”, eds. A.
Bernaciak, J. Platje 12 (2012) 2, 135-148.

Zarzadzanie wiedzg, red. D. Jemielniak, A.K. Kozminski,
Wydawnictwa Akademickie i Profesjonalne, Warszawa,
2008, pp. 11-12.

P.R. Gamble, J. Blackwell, Knowledge Management. A
State of the Art Guide, Kogan Page, London, 2001, pp.
122-124.

E. Stanczyk-Hugiet, O elastycznosci organizacji uczacej
sie, [in:] Metody badawcze w zarzadzaniu — aspekt teo-

526

[7]

(8]

9]

[10]

retyczny i praktyczny, red. M. Przybyta, Wydawnictwo
Akademii Ekonomicznej we Wroctawiu, Wroctaw, 2006,
pp. 113-114.

E. Stanczyk-Hugiet, Strategiczny kontekst zarzadzania
wiedza, Wydawnictwo Akademii Ekonomicznej im. Oska-
ra Langego we Wroctawiu, Wroctaw, 2007, pp. 73-76.

J. Gotuchowski, Technologie informatyczne w zarzadzaniu
wiedza w organizacji, Wydawnictwo Akademii Ekono-
micznej w Katowicach, Katowice, 2007, pp. 86-87.

B. Mikuta, Geneza, przestanki i istota zarzadzania wiedza,
[w:] Zarzadzanie wiedza w przedsigbiorstwie, red. K. Pe-
rechuda, Wydawnictwo Naukowe PWN, Warszawa, 2005,
pp. 29-36.

M. Hansen, N. Nohira, T. Tierney, What’s your strategy for
managing knowledge?, ,,Harvard Business Review” 77
(1999) 3/4, 106-116.

Note: The responsible translator for English language is Grzegorz

Dworucha, translator from Translatum Lingua, Opole, Poland

METALURGIJA 55 (2016) 3, 523-526



