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 1. Introduction 

Knowledge creation as well as knowledge management within the firm is a 

constant topic of debate for the theory of firm. Firm’s performance differences are 

explained with different arguments within the firm theory. The arguments put forward 

range from information processing, organization structure and resources allocation 

processes; decision maker’s focus on issues and decisions matters for performance 

outcomes; transaction-cost based view of the firm; resource based view of the firm where 

performance differences are explained by   the characteristics of firms assets and 

competencies till the most recent knowledge based view of the firm. While the 

knowledge based theory of the firm was already envisaged and firmly supported by the 

Robert Grant contribution in exploring the mechanisms through which firms integrate 

knowledge. However, a knowledge based project theory is not yet under discussion. 

Arguments explaining project’s performance differences are even less discussed. 

Different project bring different performance results within the same firm.  

The present paper is a contribution in explaining where knowledge is involved in 

the project if it is to consider that knowledge is one of the factors influencing projects 

performance. The culture of knowledge transfer of the firm and of the economic 

environment is the main element of concern for differentiating projects performance 

based on knowledge management. We explain the concept of knowledge and we track its 

transfer towards, within and out of the project. 

 

2. What knowledge do we manage? 

A particular approach it is induced by the nature of the knowledge in itself. Paiva 

(2003) and Polyani (1996) address knowledge as an object that can exist in essentially 

two forms: explicit or factual knowledge and tacit or “know how”. Tacit knowledge it is 

“soft”, not possible to be verbally articulated and difficult to codify while explicit 

knowledge is “hard”, verbally articulated and can be externalized, stored and passed to 

others.  

In the organizational framework the knowledge can be presented as follows in 

Fig. 1: 
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   Fig. 1 Knowledge in an organizational framework 

 

The classic diagram depicting the relationship between explicit and tacit 

knowledge belongs to Nonaka and Takeuchi (1995).  
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  Source: “The Knowledge creating company”, Nonaka and Takeuchi (1995) 

 

Fig. 2 The relationship between tacit and explicit knowledge 

 

This relationship is the first structured approach inside organization for 

knowledge management (KM). Typically, Knowledge Management is considered as 

involving four key steps: creating/generating knowledge, representing/storing knowledge, 

accessing/using/reusing knowledge and disseminating/transferring knowledge. 

Knowledge creation seems to be generally accepted as the first step for any knowledge 

management initiative. This is a pertinent approach if we consider the knowledge 

resulting from the business process. However for the project management (PM), using 

knowledge learned based on past activities might be more appropriate to be the first step 

in a knowledge management initiative. Using and transferring knowledge should be 

perceived as an iterative process of knowledge creation within the project management.  

For a successful integration of KM in the project management of organization 

some ways to integrate knowledge in every form should be identified. 

Explicit knowledge is declarative and based on actual documented data. Normally 

is easier to track for project management purposes. It encompasses data offering 

information on the activities to be performed and the mean of their accomplishment 

(procedural knowledge) or, information about the types of activities ant their motivation, 

setting up the ground for strategic knowledge management. 
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Fig. 3 Knowledge creation chain 

 

However, the real challenge in project management is the implicit knowledge 

embedment. Therefore, to know the main forms of implicit knowledge is a first step 

towards knowledge retrieval. Generally implicit knowledge is considered to be: 

• technical involving skills through practice and understanding,  

• cognitive referring to mental models, beliefs and perceptions in the 

environment, 

•  functional based on inference rules in decision making, 
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•  phenomenal including organizational response to environmental changes 

and 

• semantic interpreting patterns and their effect on organization. 

 

 3. Knowledge Planning 
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Fig. 4 Knowledge environment of the project 

 

This framework is generally acceptable and it underlines the Organizational 

Project Management Maturity Model (OPM) [Project Management Institute (PMI), 

2004]. PMI places the Knowledge together with Assessment and Improvement at OPM 

conceptual basis. Knowledge drives Assessment which in turn drives Improvement. 

However PMI view about OPM looks at project management unidirectional without to 

account for the new flow of knowledge generated by Improvement. 

The unidirectional approach of knowledge of PMI might be considered justified 

by its conceptual framework that generated different streams of researches. Silvia 

Gherardi (2006) put forward a comprehensive review of the different types of conceptual 

approaches of knowledge as it arises in organizational studies. The first approach the 

knowledge institutionalization belongs to Berger and Luckmann(1966) and it is known as 

the sociology of knowledge. Their work reflects the concern of analyzing “the social 

construction of reality based on the conception of knowledge”. The history of science 

introduces the concept that is not about a process of accumulation and reflection of the 

knowledge produced but a mobilization of power resources to support the knowledge 
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legitimacy and validity. This is the stage when the institutionalization of knowledge starts 

to be in a search of an universal language of knowledge with a definite framework. 

Indeed, later in 1997 it was induced the idea that knowledge is achievable by means of 

information systems for “reuse” by others and can be capitalized. Perhaps this is the 

reason why a third stream of conceptual approach for knowledge seems to be partially 

acknowledged within the PMI Guidelines for Project Management. We refer here to 

wave of research where knowledge is considered as “the production of science by mean 

of open conversation of diverse discourses that meet and clash, where one open 

conversation creates conditions for another conversation” (Clegg and Hardy, 1996). 

 

3.1 Knowledge as Project Input 

Knowledge management within the project is a complex task due to the necessity of 

capturing knowledge at different stages of the project, including business environment. 

The previous structure of knowledge transfer is quite straightforward in what concerns 

the knowledge flow, as an input for the project.  There is a documented input of 

knowledge as well as a team based flow of knowledge. Consequently, a clear delimitation 

between the implicit and explicit knowledge, as project input, is not advisable to be 

made. Team and documented knowledge are the first entries in the project and all related 

with the project and business environment.  

Traditionally, the corporate transfer of information is organized as a documented 

process of learning. However, lately there is a shift from the concern of managing explicit 

knowledge, mainly documented, towards the management of intellectual assets of the 

corporate which accounts for the business environment determinants too.  

The corporate management of the intellectual assets includes the explicit codified 

knowledge, manuals or best practices or corporate, databases or other codified R&D 

research but extends it to include the intellectual capital including human, relational and 

structural knowledge.  

The human intellectual capital emphasis in tracking and managing knowledge is not a 

new approach in project KM. There is a constant practical as well as theoretical interest 

in tracking and managing employee’s knowledge, skills and experience as well as 

customer knowledge and feedback. However the relational knowledge from networking 

with suppliers, customers, organizations, universities and in certain conditions with 

competitor is a less explored path of knowledge flow. This is the main channel of 

knowledge transfer from the economic external environment not very often quoted in the 

project KM process.  

 The transfer and use as input in the first stage of the project is facilitated by a 

corporate culture sustaining the information capture and transfer from the external 

environment of the corporation. The modus of operandi, corporate style and reputation, 

culture and values as well as the organizational vision and leadership is the structural 

approach of intellectual capital for knowledge transfer. 
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 A knowledge based organizational culture is beside a medium of knowledge transfer, 

a medium that is likely to shape decisively the identification and the corporate internal 

process of KM planning.  However, it is to be noted that in order to organize the 

knowledge input for the project including the information about the business environment 

an audit and controlling element has to be incorporated in the initial stage of the project 

to actualize the knowledge. The team and the documented knowledge about the business 

environment might be contradictory as element of input. Some managerial decision trees 

might be necessary on what knowledge can be used for project input. These observations 

seem to suggest that a project for knowledge input management and organizational 

knowledge culture creation should be organized within the business project. Next, based 

on the knowledge management input planning the knowledge flow should be facilitated 

within the project. 

 

3.2 Knowledge based Project Management  

Knowledge based project management shifts he emphasis from the tools necessary to 

ensure the management of the knowledge within the projects to he way the project is 

managed using knowledge as input. The key element for the analysis is the same 

knowledge organizational culture because the knowledge driven project management is 

not an explicit or implicit knowledge driven one. A differentiated mapping of knowledge 

in explicit and implicit is necessary to track the knowledge creation within the project. 

But inside the project the highest level of performance can be achieved through 

knowledge mix and sharing for business purposes.  

Taking it from where we left, the transfer of knowledge mix into the project is likely 

to be used for improved performance. The organizational project experiences thought us 

many lessons about the means the implicit respectively explicit knowledge is transferred. 

There are already well established rules of knowledge use within the project. Generally 

they are al grouped under the generic term of KM techniques which includes management 

and human resources competencies, a technological infrastructure and financial 

resources.  

However, all these elements addressed separately don’t make up a knowledge based 

project management unless an intermediate environment to facilitate their mix is not 

found out. The knowledge project culture seems to have the central role. This stage 

exceeds the first level of awareness of the need for knowledge capture from internal or 

external organizational sources and directs towards making the best use of the 

information available whether explicit or tacit.  
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This approach seems to be built around the necessity of implementing a culture of 

sharing and using knowledge. Fisher and Roben (2002) put forward a set of indicators 

that knowledge is created and shared in the organization like encourage informal 



knowledge creation, a formal system of knowledge distribution and systems and 

structures to code and store knowledge for further use. 

 

3.3 Knowledge as Project Output     

The codified knowledge and the organizational repositories are the documented 

knowledge ready to be used as new input for a new project. A process of assessment and 

improvement from the past project learned lessons are in place. It is a stage where the 

intellectual assets of the corporate are shaped preparing the first step towards an 

innovation based project management.  

The corporate intellectual capital asset translates into patents, copyrights, design 

rights, trade secrets, trademarks, service marks. The knowledge corporate and project 

cultures in itself becomes and intellectual asset. The management philosophy and 

knowledge management processes as well as the information and networking systems 

have intellectual value in themselves. This virtual knowledge of the company might have 

value internal as well as external value. However, the intellectual property rights have a 

more extended role inside organization as well as for the business environment in itself. 

The new standards and innovation’s products becomes an economy wide asset once 

patented and they shape the organizational external knowledge culture.  
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The new changed economic environment including the corporate KM processes 

contribution is the based of a new input process of reassessing and bringing the 

knowledge up to date.  

 

4. Conclusion 

 The knowledge transfer from the economic environment or the firm towards the 

project is hindered by the nature of the knowledge in itself. Generally, the knowledge 

management literature deals with tacit or explicit knowledge. The process of handling 

and mixing both explicit and tacit knowledge in the project is a very difficult one. Project 

managers miss the tolls necessary for a knowledge management from this perspective. 

We introduce the cultural knowledge environment of the project as the principal mean of 

knowledge transfer from economic environment of the firm. The business environment of 

the firms shapes not only the business objects but project’s objectives too. What it is 

learned from every project shapes the cultural business environment, the one of the form 

and forms a new input for a new project. 
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