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ABSTRACT

Knowledge is now regarded as the most important resource surpassing other resources
like land and capital. It is a foregone conclusion that knowledge flows out of
organizations through various ways such as resignations, retirement and death yet, it
does not seem as if organizations are employing strategies to retain such a vital
component of production and service delivery. This study investigated the knowledge
retention strategies in three Southern Africa Development Community (SADC) public
broadcasting organizations of the South African Broadcasting Corporation in South
African (SABC), the Department of Broadcasting Services (DBS) in Botswana and the
Zimbabwe Broadcasting Corporation (ZBC) in Zimbabwe. The aim of this study was to
establish how knowledge is captured and retained at such organizations. The objectives
of the study were; to find out the types of strategies the three broadcasting
organizations employ to capture and retain knowledge; establish how the three
broadcasting organizational cultures enable knowledge acquisition, transfer, sharing
and retention; establish the role of ICTs as tools and enablers of knowledge retention,
creation, transfer and sharing in the three broadcasting organizations; and to propose
recommendations on the best strategies for retention of knowledge in the three public

broadcasting organizations as well as suggest areas for further and future research.



The study used the survey method and employed the triangulation design for data
gathering. Data were collected from three SADC public broadcasting organizations. The
population sample comprised 240 professional staff including 38 managers from
different sections of the broadcasting organizations. The researcher collected data by
administering a questionnaire to staff, interviews with managers and observations.
Documentary analysis was also conducted in order to supplement data and fill in gaps.
The researcher was mainly interested in gathering data that would give a
comprehensive picture about knowledge retention methods in broadcasting

organizations.

There were four main findings. First, knowledge management as a relatively new
concept and practice has not yet been properly embraced in the public broadcasting
organization system in order to capture and retain knowledge that is acquired and
generated in the organizations. There are no measures put in place in the organizations
to retain the knowledge to ensure that once those who hold vital tacit knowledge are

gone, the knowledge may still be available and accessible.

Second, the study established that the respective organizational cultures impede on
organizational knowledge retention. The study established that there was no culture of
knowledge sharing. It also emerged that employees were not free to share their
knowledge because of government regulations, prevailing political contexts, mistrust

and general lack of incentive to share knowledge.

Third, the study established that the organizations have no strategies or systems in

place to capture the experts’ knowledge or the knowledge of experienced staff and



those approaching retiring age. The Human Resources Departments hold exit
interviews that cover issues purely to do with why the person is leaving the organization

instead of recording the work experiences and expertise of the departing employees.

Fourth, the study revealed that the public broadcasting organizations still lag behind in
collaborative and communicative technologies that facilitate knowledge transfer and
sharing of tacit knowledge but retention of knowledge generally. The study also found
that, some of the organizations studied did not have internet connectivity and websites
were not yet functional, which hampered acquisition and sharing of knowledge for

retention purposes.

The importance of this study is that it has made a contribution and provided literature on
knowledge retention strategies for public broadcasting corporations as part of

knowledge management practice.

On the basis of these findings the study recommended the following: appointment of
knowledge management officers, establishment of Communities of Practice,
encouraging knowledge sharing between employees, introduction of joint programmes
with other broadcasting organizations by managers and their supervision of mentoring
programmes; organizations to facilitate acquisition of information and communication

technologies that enable knowledge management.
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1 Chapter 1

1.1 Introduction and Conceptual Background of the Study

Knowledge has been increasingly recognized as the most important economic resource
surpassing the traditional resources of capital, labour and land (Drucker, 1992). As a
result of this growing acknowledgement and awareness, organizations, big and small,
private and public, are realizing the need for knowledge retention, albeit slowly.
Globalization has contributed to the increase of knowledge attrition and organizations
are losing portions of their valued workforce over time. The present study was inspired
by a growing concern over the loss of critical knowledge in public broadcasting
organizations in the SADC region. This persuaded the researcher to conduct a study on
knowledge retention strategies in South African Broadcasting Corporation, Department
of Broadcasting Services in Botswana and Zimbabwe Broadcasting Corporation. The
three broadcasting corporations are in the Southern Africa Development Community
(SADC) countries of South Africa, Botswana and Zimbabwe respectively. The
researcher has reason to believe that through attrition, the broadcasting organizations
have been losing critical knowledge with employees moving on to new jobs, retiring and
leaving the broadcasting organizations. When employees leave, the broadcasting
organizations lose a tremendous amount of valuable knowledge yet it is the most critical
asset to be managed (Halawi, Aronson & McCarthy, 2005). Strategic knowledge is
seeping away through retirement, reorganization, job rotation, shift work as

1



professionals become highly mobile due to changing labour relations (Levy, 2011;
SABC Annual Report, 2008; Mohamed et al, 2006; Southern Africa Migration Project,

2004; Madsen, Masakowski and Zaheer, 2002)

1.2 Knowledge

Davenport and Prusak (1998) define knowledge as a fluid mix of experiences, values,
contextual information and intuition that provides a structure to evaluate and incorporate
new experiences and information. On the same note, Liebowitz (1999) defines
knowledge as “the full utilization of information and data, coupled with the potential of
people’s skills, competencies, ideas, intuitions, commitments and motivations”, while
Nonaka and Takeuchi (1995) regard knowledge as true and justified belief. From the
interviews held with some managers the researcher established that in the broadcasting
industry knowledge acquired by IT specialialists, journalists, editors, engineers,
archivists, public relations officers, librarians and marketing specialists need to be

retained for the organizations to maintain a competitive edge.

1.2.1 Types of knowledge

Nonaka and Takeuchi (1995) have categorized knowledge into tacit knowledge and
explicit knowledge and further state that tacit knowledge is that which resides in the
people’s minds and is difficult to articulate. Explicit knowledge is found in an
organization’s documents, data bases, manuals and procedures. This type of
knowledge is easy to share. Since explicit knowledge is codified (McElroy, 2002) many

find it easy to transfer and it is regarded as leaky and migratory. Accordingly, it is upon



an organization to gather and retain this knowledge through various means at work,
meetings, workshops and seminars or in tutor and apprentice roles. In this way Nonaka
and Takeuchi (1995) argue that there will be little risk that the know-how of the company

will leave at the same time of the employees’ retirement.

1.2.1.1 Tacit knowledge

Tacit knowledge resides within the mind of a person and individuals who are rich in tacit
knowledge constitute a wealth of intangible assets of an organization (Hamza 2008).
“‘As long as they stay in employment with an organization, they continue playing a
competitive figure through effective decision-making, communication and contribution”
(Hamza, 2008). Since tacit knowledge resides in people’s brains, it is advisable that
organizations such as broadcasting corporations retain their workers’ critical knowledge.
If workers can easily walk out of the organization, knowledge in their heads will also
disappear much to the disadvantage of the organization. Tacit knowledge is deeply
rooted in individuals’ experiences, ideas, values and emotions and as such it is
important because expertise rests on it (Irick, 2007). Irick further argues that tacit
knowledge is internal or interior knowledge, highly personal and important because
expertise rests on it (Irick, 2007). From the interviews with managers and other junior
staff it emerged that tacit knowledge is embedded in the senior and experienced
employees of SABC, DBS and ZBC. Many of them had spent many years in the same
organization and some even in the same job (Levy, 2011). Workers of the broadcasting
organizations studied include managers of various sections, journalists, reporters, sales
and marketing specialists, engineers and human resource practitioners. However, the

tacit knowledge the workers carry in their heads is difficult to be accessed by other



employees and as such it needs to be codified (Szulanski, 2000) so that it becomes

accessible.

Knowledge codification is based on managing the conversion of tacit knowledge to an
accessible and usable form of knowledge, which is explicit knowledge (McElroy, 2002).
Codification places its focus on explicit knowledge and to a larger extent it centres on
information technology whereas personalization focuses on tacit knowledge and
addresses the storage of knowledge in human minds (Hansen, Nohria and Tierney,

2001)

1.2.1.2 Explicit Knowledge

This is the knowledge contained in an organization’s documents such as procedures
manual, policies, code of conduct, annual reports, records and archives. It is easy to
share, unlike tacit knowledge. According to Nonaka and Takeuchi (1995:8) “Explicit
knowledge can be expressed in words and numbers and easily communicated and
shared in the form of data, scientific formulae, codified procedures, or universal
principles.” They (Nonaka and Takeuchi, 1995) further point out that explicit knowledge
can easily be processed by a computer, transmitted electronically or stored in
databases...”Explicit knowledge of SABC, DBS (Botswana) and ZBC was in the form of
databases, records and archives, products and programmes as well as documentaries

and was sharable.

Tacit knowledge can only be transmitted via training or gained through personal
experience. Nonaka (1994) describes tacit knowledge as “know-how” - as opposed to

‘know-what” (facts), “know-why” (science), or “know-who” (networking). While



knowledge transfer contributes to the retention of organizational knowledge, Nonaka
(1994) states that effective transfer of organizational tacit knowledge generally requires
extensive personal contact and trust. For knowledge and skills transfer (for retention
purposes) in broadcasting organizations to take place there has to be some degree of

mutual trust between the individual employees (DelLong, 2004).

Organizations need to manage this invisible resource so as to enjoy the economic
benefits that go along with knowledge management and above all knowledge retention.
Successful knowledge management has positive outcomes such as better service
delivery, better quality of products and enhancement of teamwork (Fombad, 2009)

among other benefits.

This study sought to establish the efforts that were in place to harness the vital
knowledge that the three broadcasting organizations accumulate through years of
employee experience. From the findings some important recommendations have been
made to the broadcasting organizations. Such recommendations, if adopted, will
improve service delivery, performance and the competitive advantage of the

broadcasting organizations.

1.3 Knowledge Retention

Knowledge retention is the capture of critical knowledge and expertise that is at risk of
loss when employees leave an organization (Kim, 2005; Dan, 2008). Knowledge
retention aims at retaining as much of the departing employees’ expertise and

knowledge as possible. It is a managerial practice to ensure that knowledge is captured
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and retained before experts walk out of the organizations through various forms of
attrition. From the study, it was established that broadcasting organizations need to
capture the knowledge of ICT specialists, engineers, transmission s