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Abstract  
A big concern in seeking to understand the importance of knowledge management initiatives within 
organizations is shown by the wide range of existing literature. This paper aims to present the relevant 
information on how to implement a knowledge academy within industrial organizations, the main goal 
being to reflect on what are the best practices on knowledge capture and transfer. First, a framework 
on knowledge management to support the problem contextualization and objectives regarding 
knowledge initiatives is presented. Next, a knowledge academy will be implemented in an industrial 
company following some good practices reported in the literature. Finally, and based on the 
experience of implementing this project, a knowledge academy methodology to capture and transfer 
critical knowledge, detailing the best practices in each implementation phase is proposed and detailed. 
The results revealed the importance of having a structured plan and guidelines aligned with the overall 
organizational strategy. In fact, this alignment is the key to the efficiency and effectiveness of 
knowledge management initiatives. 

Keywords: knowledge management, capture knowledge, knowledge transfer, knowledge academy, 
implementation methodology.  

1 INTRODUCTION  
Nowadays, there is a wide range of literature that discusses different approaches related to the 
identification, capture and transfer of knowledge in a company. The importance of knowledge 
management as a strategy of efficiency concerning processes and innovation seems to be a common 
concern among different authors that work in this field [1] [2] [3].  

Girard and Girard [4] discusses how differences in the definition of knowledge management can be in 
the cause of failure factors when it comes to implementing it. According to [3], knowledge 
management can be defined as “a discipline that provides an integrated methodology of identifying, 
capturing, evaluating, retrieving, and sharing all of an organization’s knowledge assets in order to 
achieve efficiency, to gain competitive advantage and to ensure innovation…”. Skyrme [5], defines 
knowledge management as the “explicit and systematic management of vital knowledge… in pursuit of 
business objectives.” In fact, the literature shows that the lack of a definition of knowledge 
management leads to widely different approaches, goals, scope, and criteria of success [4]. Girard 
and Girard [4] also highlights that more important than understanding the definition of knowledge is 
that this comprehension within a company should be the same by everyone, because when this does 
not happen, problems, misunderstandings, and different expectations will easily arise.  

These initiatives are becoming more and more used to assure more effective decision making and to 
ensure that important knowledge is kept within the business even when employees change.  

There are several reasons why knowledge management is important, such as to take advantage of 
existing expertise or to stimulate growth and innovation. In fact, knowledge is considered the most 
important criterion for success and competitive advantage [6]. Furthermore, many companies such as 
Hewlett Packard and Texas Instruments are recognizing the positive impact of applying initiatives for 
knowledge capture and transfer [7]. As the importance of knowledge is becoming a fact, the need for 
implementing a system to manage it, with strategic methodologies, is becoming a reality. Only this 
may firms take advantage of competitive gains and thus obtain the results that an efficient 
implementation of knowledge management can bring.  

When talking about knowledge management it is crucial to understand that there are different kinds of 
knowledge and it is also essential to comprehend that each implies different approaches when it 
comes to identifying, capturing or transferring knowledge.  
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Tsoukas [8] explains tacit and explicit knowledge in a disruptive way by comparing them with two 
sides of the same coin and highlighting that “even the most explicit kind of knowledge is underlain by 
tacit knowledge… Tacit knowing is vectorial: we know the particulars by relying on our awareness of 
them for attending to something else…” A good example to explain tacit knowledge is probably the 
concept of riding a bicycle. For example, the demonstration of riding is not the difficult part but the 
explanation of riding, the action itself, is. As one can see, tacit knowledge is rooted in action. It is 
either inherent or tends to reside in the heads of individuals or practitioners. Xuan and Nguyen [3] 
define tacit knowledge as the difficulty to articulate or express in words or numbers while explicit 
knowledge implies factual statements about such matters as material properties, tool characteristics 
and can be articulated in formal language and easily transferred within a company [9]. 

This study aims to answer the following research question: what are the best practices on knowledge 
capture and transfer in an organization? The methodology used to capture and transfer knowledge, 
considering the main lessons learned during the implementation of the knowledge academy at 
“Company_A” (the firm has been anonymized for confidentiality reasons), is presented herein and the 
best practices regarding all of the phases are mentioned and discussed. Throughout this paper, first, 
the practical case in Company_A is presented regarding the main challenges and objectives, the 
support guidelines for the implementation of the methodology and the main responsibilities during the 
implementation phase. Following this, the results and lessons learned during the implementation are 
presented and discussed for all of the phases of the methodology. Finally, the main conclusions are 
discussed, the critical points presented, as are the contributions of the paper and the key takeaways.  

2 PRACTICAL CASE: KNOWLEDGE ACADEMY IMPLEMENTATION IN 
COMPANY_A 

This section of the paper describes the real-life implementation of a Knowledge Academy by a 
consultancy firm in the Iberian Peninsula, explaining the challenges felt in recent years with the loss of 
talent that is being answered with the capture and transfer of knowledge through a structured 
methodology process.  

2.1 Problem Contextualization and Objectives 
The investment made to implement a knowledge academy that aims to identify, collect and transfer 
knowledge within Company_A, a producer of wood conglomerates, is based on responding to the 
challenges felt in recent years, namely: (i) Exit of skilled employees with deep business and specific 
operational knowledge (due to restructuring efforts); (ii) Loss of additional key knowledge holders due 
to retirement in coming years; (iii) Difficulty in passing business-specific knowledge to younger people 
because of a lack of formal transfer programs and due to a lack of willingness to teach by senior 
employees; and (iv) Departure of qualified employees with critical operational and other knowledge 
concerning the organization.  

Additionally, these problems are amplified by the fact that knowledge, in the vast majority of cases, 
tends to reside only in people's minds, without formal transfer or capture programs. 

Relating to the academy implementation, it aims to: (i) Align talent management with the business; (ii) 
Retain and minimize the loss of constitutional knowledge and memory; (iii) Predict gaps in critical skills 
and competencies; (iv) Design more effective development programs and recruiting strategies based 
on accurate profiles of the necessary critical talent; (v) Develop employees to be fully equipped with 
the right technical and behavioural skills; (vi) Improve value added and competitive advantage, and; 
(vii) Ensure transversal and standard knowledge sharing between all employees in all regions where 
Company_A is represented. 

2.2 Knowledge Academy Implementation 
Regarding the approach used during the implementation, table 1 summarizes the main guidelines that 
support the activities in this project.  
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Table 1. Support Guidelines for the Knowledge Academy Implementation 

Guideline Area Steps Support Approach 

Initial Structure 

1 Identify the critical and core knowledge of the business 

2 Define the levels of knowledge to be addressed 

3 Define the stakeholders involved 

4 Develop the governance model 

Responsibilities 4 Align the responsibilities of stakeholders and share responsibilities with all 

Organisation 

5 Engage and involve all stakeholders 

6 Establish and prioritize the main goals  

7 Plan the high-level strategy and share it 

Monitoring & Improvements 4 Implement the strategy, monitor it, report the results, analyse the results 

Learning 5 Learn from results/mistakes 

Taking into account the different kind of knowledge that an overall organization contains, it is 
necessary to use an approach that is flexible enough to capture operational and non-operational 
knowledge. Therefore, it is important to previously define the implementation methodology and the 
main goals of the knowledge academy and to align the approach according to that.  

In this practical case, the main goal is to identify, collect and standardize core and critical knowledge 
in Company_A, in order to retain and transmit this knowledge.  

The knowledge academy initiative is based on four Knowledge Detail Levels that determine the 
respective depth of information, as well as its applicability for each function, namely: 

1 Onboarding: The onboarding level aims to share an overview of the company through each 
one of the knowledge pillars. It is applicable to all employees. 

2 Fundamentals: The fundamentals level aims to share some basic knowledge regarding each 
knowledge pillar. This information must be company-specific and transversal to every 
function/location. It is applicable to any employee that directly or indirectly needs this kind of 
information to perform his/her job. 

3 Advanced: The advanced level aims to share some detailed knowledge regarding each 
knowledge pillar. This information must be specific and transversal to every function/location. It 
is applicable to employees that work directly with this kind of information in order to perform 
his/her job. 

4 On-the-job: The on-the-job training level aims to ensure that specific knowledge by location or 
knowledge that cannot be shared through structured platforms is shared with the respective 
employee directly through the process-related peers or supervisor/ manager. 

The methodology was used to implement the six knowledge pillars in the company, namely: (i) 
Product and Applications; (ii) Production; (iii) Market; (iv) Sourcing; (v) Technology and Equipment; (vi) 
Safety, Environment and Industrial Regulations.  

Regarding the organization of the implementation team and of the stakeholders involved, it is 
important to highlight the governance model (Forums), as well as the main responsibilities. 

Concerning the governance model, we hereby highlight the following:  

- Quarterly Steering Committee Meetings (ExCom + Core Team + Consultant Partner) 
- Quarterly SAKA Meeting (Core Team + Pillar Owners + Consultant Partner) 
- Weekly SAKA Project Status Meeting (Core Team + Consultant Partner) 
- Daily Follow-up (Core Team + Pillar Owners/Topic Owners + Consultant Partner) 

Each of these pillars has a pillar owner, who is responsible for the respective area and responsible for 
building a solid bridge with the implementation team. This bridge is built by the relation between the 
pillar owners and pivot members that are identified by the pillar owners as contact points and 
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specialists in the topics to be addressed, with the implementation team. Table 2 presents and 
describes the main responsibilities of the project. 

Table 2. Main Responsibilities 

Owner Responsibilities 

CUSTOMER  
(ExCom Member) 

Global program coordination and the providing of strategic guidance throughout the project 

Validate and/or decide to reinforce strategic elements for the project 

Approve and make decisions regarding the final deliverables of the project 

CORE TEAM 
Coordinate and monitor activities defined in the Methodology Guidelines 

Approve and manage decisions and key issues (e.g. outputs, timelines, risks, among others) 

Analyze and ensure the involvement of the various areas and the company’s mindset 

CONSULTANT 
PARTNER 

Develop and manage the project delivery and its outputs 

Ensure compliance with project timings and conduct quick responses to overcome obstacles 

Conduct the plan while being the interface with the interlocutors 

PILLAR OWNERS 

Define and align the scope and structure of the pillar area 

Point out the knowledge topic/operational owners and the stakeholders responsible for the 
validation process 

Choice of content (subtopics) and the priorities of the knowledge pillar that will compose the 
different manuals/training modules 

Validate the final version of each training module and training path, according to the depth of 
detail and the respective target functions 

Ensure the validation of owner’s buy-in (commitment and availability from everyone involved in 
the process) 

Monitor and develop activities defined in the Methodology Guidelines 

TOPIC OWNERS 

Support the pillar owner regarding the development of the training module (e.g. data gathering, 
content validation, among others) 

Provide the know-how and documentation relevant to the project 

Follow-up and report the progress and status of the initiatives to the pillar owners 

Develop activities defined in the Methodology Guidelines 

VALIDATION 
COMMITTEE 

Validate final version of training modules in a trainee perspective evaluating both content 
accuracy, feasibility and expected impact 

TRAINERS 
Provide expertise training for specific modules 

Support trainees in e-learnings execution (when applicable) contributing to increase training 
impact 

In nutshell, the methodology used to implement the knowledge academy is based on capturing 
knowledge, documenting knowledge, developing training materials, training the trainers and evaluating 
the training and monitoring/maintaining the training, regarding the different levels of knowledge 
detailed previously. These four steps were applied to all knowledge pillars. It should be noted that the 
methodology (Table 3) was first applicable to the Onboarding level taking into account all knowledge 
pillars and then, the same methodology was applicable separately to the different knowledge pillars, 
starting in all from the fundamental knowledge and moving on to the advanced level of knowledge.  

3 RESULTS: KNOWLEDGE ACADEMY METHODOLOGY 
This section gathers the main results captured as best practices during the implementation of the 
knowledge academy in all phases of the methodology (Table 3) that can serve as a support base for 
future implementations.  
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Table 3. Knowledge Academy Implementation Phases. 

Methodology Steps Phase 1 Phase 2 
1. Capture Knowledge Knowledge Scope and Structure Definition Raw data gathering 

2. Document Knowledge Global manual development - 

3. Develop Training Materials Training sessions per function map and 
precedence 

Module pedagogical sheet 
and training module 

4. Train the trainers and 
Evaluate the training Training Delivery  Training Evaluation 

5. Monitor & Maintenance Monitoring impacts  Knowledge Update 

3.1 Guidelines for Knowledge Scope and Structure Definition 
This phase aims to define the knowledge pillar scope and main structure, schedule and define the 
data-gathering plan and align the validation process with the pillar owner. In addition, the target 
functions should be discussed regarding the high-level structure defined. These decisions are made in 
a meeting with the knowledge pillar owner. As a first contact with the pillar owner, it is important to 
align the strategy for all the pillars and to understand the main concerns and challenges that the pillar 
owner considers. In order to achieve a good result in this first meeting it is important to have direct and 
objective questions and topics to define.  

The discussion should focus on mainly answering the following points: 

• Define the main goals and scope per training module; 
• Define the high-level contents to address per training module; 
• Identify the target functions that will be affected by this knowledge and that will need this 

training; 

• Identify the KPI’s (key performance indicators) or other important factors that should be 
impacted and monitored in each training module; 

• Discuss the data-gathering phase and next-steps. 

To answer all of the topics above, we structured them in an Excel sheet to be filled in during the 
meeting. Regarding the main goal of knowledge scope and structure definition, it is important to align 
with the pillar owner how he/she sees that the levels of detail in the respective pillar should be 
addressed. For example, in this practical study, we found that the Market pillar will just be focused on 
fundamental levels of knowledge for training transmission. The advanced level is too detailed and 
changes frequently which means that the training will need many updates and, on the other hand, the 
advanced level of knowledge is, basically, the on-the-job tasks of the employees. However, regarding 
the Production pillar, there is a need to have a more detailed level than the fundamentals for the 
employee training.  

Another relevant subject of this meeting, which needs to be discussed, is the raw data gathering. To 
plan the raw data gathering it is important to identify the topic owners (specialists per topic to be 
addressed) and schedule and prepare a workshop with all of the topic owners. An on-the-job visit can 
also be important if we are talking about more operational knowledge and a Request for information 
(RFI) for knowledge already structured may be put in such as for market sales or for the position 
regarding competitors, for instance.  

3.2 Guidelines for Raw Data Gathering 
The data-gathering meeting can vary in accordance to the scope of the pillar. For example, it may 
involve a visit to a production location, it may involve the arrangement of a meeting with a specific 
function head, or still yet, it may involve the collection of data through a request for information on data 
available, etc.  

This definition occurs at a discussion point in the previous phase and conducting the plan elaborated 
is the focus of this phase.  
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Regarding this phase, it is important to bring all of the topic owners together; and, thus, we shall be 
discussing and aligning knowledge to be addressed in a workshop meeting. This workshop should be 
held by the implementation team and needs to be focused on the topics addressed with the pillar 
owner in the structure definition of the pillar. This phase is not only important because it will be the 
phase of knowledge capture in practice, but also because it will be the phase that will have lots of 
impacts on the training to be addressed – and in the company – as an impact of the knowledge 
academy implementation. At this point, the knowledge discussed will guide the implementation team in 
different directions when it comes to documenting knowledge or developing and defining the training 
methods to be addressed. Additionally, one of the main lessons learned in this practical case was that 
this discussion point between the topic owners leads to a high number of improvement opportunities 
and also to best-practice sharing between different locations. 

3.3 Guidelines for Global Manual Development 
This phase aims to systematize the knowledge in a repository, based on the data collected. This 
systematization needs to be validated by the pillar owner, and the final version of the document 
regarding the insights and new information received during the validation phase will be incorporated in 
the repository. The main challenge at this point is to ensure that the pillar owner appropriates the 
document and feels the owner of the knowledge in it, in order to then update the knowledge, which 
contributes to an academy maintenance good practice. 

3.4 Guidelines for Training Sessions per Function Map and Precedence 
In this phase, it is important to look at the target functions defined in the knowledge scope and 
structure definition and, consequently, analyze with the pillar owner the scope of the training per 
function, as the knowledge at this point is more structured and defined.  

The aim of this stage is to select the functions with activities regarding the module subject and pillar 
owner’s insights, to define the logical precedence of training for each function, and based on a 
previous step mentioned, to define the different module detail levels (basic to advanced); and the 
different training sessions for each module content detail level. Therefore, it is important to 
systematize the training goals, the target audience and the path for each level, and after that, to 
validate the function map and precedence. 

3.5 Guidelines for Module Pedagogical Sheet and Training Module 
Development 

This phase aims to choose the training method and session dynamics based on the goals, target 
audience and logistics. After that, it is important to define the content and create the pedagogical 
sheet of the training, to validate the pedagogical sheet, to develop the training module regarding the 
method dynamics and content defined previously with the pillar owner, and, therefore, to validate the 
training module.  

There are different training methods that can be applied, depending on the training session purpose. 
Some examples are given below: 

• E-learning: Objective, practical and appealing learning format, using electronic technologies to 
access educational curriculum outside of a traditional classroom, including different pedagogical 
methods, such as multimedia presentations, videos, texts, images, and exercises. A good 
method for theoretical training for a large number of trainees. 

• Face-to-Face Learning: Learning process and sedimentation of knowledge in group training 
actions, usually in classrooms, characterized by the orientation of a speaker whose function 
involves the transmission of knowledge and the moderation of discussions on ideas. A good 
method for theoretical training for a small number of trainees. 

• Workshops: Training method based on the discussion of themes, promoting the involvement of 
the participants in the conclusions of the addressed themes. A good method for experimental 
training on new and innovative topics for a small number of trainees, with the discussion and 
brainstorming on the topics.  

• On-the-job Learning: Learning through experience on-the-job, specifically defined as “learning-
by-doing”. Four steps usually compose it: act (having an experience), reflect (reflecting on the 
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experience), conceptualize (learning from the experience) and apply (trying out what we have 
learned). A good method for practical training for a small number of trainees. 

The right training method should be chosen based on the training goals, contents, target audience, 
and available logistics. 

Regarding the training sessions, training can be energized by using different dynamics, such as: 

• Videos: Presentation with a live video illustration. There are different types of videos such as 
real character videos, animated sketches with narration or documentaries; 

• Augmented / virtual reality: Learning through a live view of a physical, real-world environment 
whose elements are augmented or virtualized with inputs such as sound, video, and graphics; 

• Role-play: Learning a topic through an ongoing live scene, including the definition of fictional 
characters, learning scenarios and simulation of roles by the trainees; 

• Gamification: Dynamics created through the application of gaming elements in the training, 
such as a fictional character, points, achievements, badges, and ranks; 

• Knowledge Check: The inclusion of knowledge check moments, either individual or in a group, 
is a good mechanism to maximize trainee commitment to a training session; 

• Live Experimentation: Live experimentation of products, materials, equipment or other 
physical elements related to the topic of training. 

3.6 Guidelines for Training Delivery and Training Evaluation  
This phase aims to guarantee the rollout of the training. To guarantee an efficient rollout of the training 
it is important to have a well-defined and well-structured training path in the ‘Training Sessions per 
Function Map and Precedence’ phase and to articulate the rollout with the human resources. To 
perform the rollout of any training it is crucial to have a training session evaluation survey prepared 
and included at the end of each training session, in order to collect feedback and improvement 
opportunities regarding the training sessions and to evaluate the training adequacy and satisfaction of 
the trainees.  

3.7 Guidelines for Monitoring Impacts and Knowledge Update 
It is important to understand that the implementation of a knowledge academy is not performed only 
once and it is not permanent in an organization. Rather, it is required that all of the training and 
knowledge documented be kept updated and that there are structured guidelines and responsibilities 
defined to accomplish this. In addition, establishing the measurement module by defining the 
monitoring method of the training impacts for the organization is required because it is crucial that the 
stakeholders involved understand the impact of having a knowledge academy and that it is vital to 
keep monitoring and updating the training and its contents.  

4 CONCLUSIONS 
The practical case discussed in this article highlights some of the topics addressed in the knowledge 
management framework in the theoretical background section. Relevant information is thus present 
about the topic of knowledge management, contributing both from a theoretical point of view, as well 
as for industrial applications (the so-called practitioners). First, the importance of having a structured 
plan and guidelines aligned with the overall organizational strategy is emphasized. When a company 
does not have a transversal plan taking into account all knowledge pillars and the precedence 
between activities, this may lead to a lack of organization and a lack of ability to anticipate or detect 
problems. Therefore, it will affect the knowledge academy implementation, not only in terms of time 
(delays compared to the forecast), but also in terms of effectiveness, since the pillars of knowledge 
are not being integrated into a same overall strategy.  

In addition, one of the main challenges considered during the practical case was to align the 
knowledge academy with the overall strategy of training paths for the employees. Furthermore, one 
must guarantee the monitoring, measurement, and maintenance of the knowledge academy since the 
‘training delivery’ and ‘training evaluation’ as well as the ‘monitoring of impacts’ and ‘knowledge 
update’ were not well-structured with a step-by-step methodology. This was revealed a weakness in 
the methodology, namely the lack of guidelines to plan this maintenance. It should be noted that the 
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measurement model is crucial to guide the implementation team evaluating and monitoring the training 
and the initiatives of knowledge capture and transference. Answers on how to evaluate or on how to 
measure the benefits of knowledge capture and transfer, in a more accurate way, is a topic that should 
be studied on a detailed level by future researchers; as well as a governance model that will keep the 
academy updated and the people engaged in the project. The steps that should be used in order to 
understand the process need to be defined. We also need to have a measurable way to know what is 
recommended as a future topic to be developed.  

It should be noted that the organisational culture and mindsets are playing a big role in the business’s 
success. There is a willingness to share knowledge [4], despite people generally not trusting or not 
believing that by sharing their knowledge they will be valued. The opposite generally occurs, people 
feel that what they know is what makes them powerful, so if they share their knowledge with others 
they will lose the key that they have [10]. Girard and Girard [4] also enhances the fact that accepting 
knowledge from others is not easily done by people, and is perceived as a deficiency. Other critical 
points mentioned are the openness to change and the lack of a desire or ability to experiment, learn or 
innovate. The organisational culture will influence the way that we capture and transfer knowledge and 
even if the methodologies are well-structured and well-planned, if the mindset of the people involved in 
the process is not aligned to the importance of knowledge management, it will not be easy to have 
good results. Therefore, it is crucial to start by working on the organisational culture behaviours and on 
the alignment with innovative strategies in order to achieve success. 

To conclude it is important to understand that “sustainable competitive advantage in organizations is 
created through knowledge assets that are of far greater value than any tangible asset” [11] and that 
the structure and guidelines for a comprehensive methodology, to capture and transfer knowledge, is 
a key to the efficiency and effectiveness of the initiative. For that reason, it is important to have in 
consideration the following key guidelines:  

• The overall project should create enough oversight to manage activities and issues effectively 
while avoiding unnecessary bureaucracy; 

• The project must imply a wide range of initiatives and actions, which must be organized in a 
pillar, each of them led by the pillar owners, responsible for the engagement of the people 
involved and the validation and pace of the training; 

• The engagement of the stakeholders and teams involved in the project should be guaranteed, 
aiming both at efficacy and at the development of value-added data and training; 

• The scope and responsibilities across the different roles should be clearly defined to guarantee 
the expected actions, minimizing confusion or the duplication of efforts; 

• The work streams should collectively cover critical knowledge and strategic topics across all 
geographies and functions; 

• The work streams must be first aligned between the Core Team and Pillar Owners in order to 
define the main goals, scope, structure, and impacts of the training (minimizing knowledge 
gaps, the overlapping of ongoing projects, and to ensure alignment with the pillar strategy and 
other variables).  
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