Journal of Theoretical Educational Science, 14(3), 352-372, July 2021
Kuramsal Egitimbilim Dergisi, 14(3), 352-372, Temmuz 2021
[Online]: http://dergipark.org.tr/akukeg

DOI number: http://doi.org/10.30831/akukeg.856221

A Conceptual Analysis of the Role of Knowledge Management in
Knowledge Leadership

Bilgi Yonetiminde Bilgi Liderliginin Rolii Uzerine Kavramsal Bir
Analiz

Ender KAZAK*

Received: 08 January 2021 Research Article Accepted: 03 June 2021

ABSTRACT: Knowledge-based organizational structures need leaders who manage and ensure the effectiveness of
knowledge. Knowledge leaders encourage employees to participate in knowledge management processes, contribute
to adopting knowledge management as part of organizational culture, and lead knowledge management activities by
choosing the most appropriate infrastructure and technology. Schools are knowledge-intensive organizations that
possess a large number of information areas that must be managed. The main actors who are responsible for
managing these areas of knowledge are school principals. This situation requires school principals to be competent in
terms of both knowledge management and leadership skills. The purpose of this study is to make a conceptual
evaluation of the relationship between knowledge leadership and knowledge management. To achieve this aim, the
relationships between knowledge leadership and knowledge management were examined, a conceptual evaluation of
these relationships was made, and the importance of knowledge leadership both at the organizational level and the
school level was emphasized. Designed as a theoretical literature review, it investigates the hypothesis that
knowledge leaders undertake important roles in knowledge management processes. Therefore, the study is important
for understanding the role of knowledge leaders in knowledge management.

Keywords: Knowledge management, knowledge leadership, school principal.

OZ: Bilgiye dayanan orgiit yapilari, bilginin etkililigini saglayacak ve yonetecek liderlere gereksinim duyarlar. Bilgi
liderleri, bilgi yonetimi siirecinde isgdrenlerin katilimini saglayan, bilgi yonetiminin bir Orgiit kiiltiirii olarak
yerlesmesine katkida bulunan ve bilgi yonetimi i¢in uygun alt yap1 ve teknolojinin se¢imini saglayarak bilgi yonetimi
faaliyetlerini yonlendiren kisilerdir. Okullar, bilgi yogun o6rgiitlerdir ve yonetilmesi gereken ¢ok sayida bilginin
varligindan soz edilebilir. Bu bilgileri yonetecek bas aktorler ise okul miidiirleridir. Bu durum, okul miidiirlerinin
hem bilgi yonetimi hem de liderlik becerileri agisindan yetkin olmasini gerektirmektedir. Bu ¢alismanin amaci, bilgi
liderligi ile bilgi yonetimi arasindaki iliskiyi irdelemek ve bu iligskilere yonelik kavramsal bir degerlendirme
yapmaktir. Bu amag¢ dogrultusunda bilgi liderligi ile bilgi yonetimi arasindaki iligkiler incelenmis, bu iliskilere iligkin
kavramsal bir degerlendirme yapilmis ve hem orgiitsel hem de okul diizeyinde bilgi liderliginin Snemi
vurgulanmustir. Caligma, alanyazin taramasi seklinde gergeklestirilmistir. Caligmanin varsayimi; bilgi ydnetimi
stireglerinde bilgi liderlerinin 6nemli rol ve sorumluluklart oldugu yoniindedir. Bu nedenle ¢aligma, bilgi yonetiminde
bilgi liderlerinin roliiniin anlagilmas1 agismdan 6nemlidir.
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Modern society is based on knowledge. Today, knowledge is the most sought-
after commodity, the most valuable resource of an organization, and a means of
competitive advantage. Knowledge is the driving force that enlivens the efficient use of
all resources within the organization. Knowledge is the only resource which does not
decrease by sharing; in contrast, by using and sharing it, the organizations’ general
knowledge expands (Mici¢, 2015). However, knowledge must be managed.
Organizations need effective knowledge management to continue to compete. In this
sense, leadership plays an important role. Leadership should exist at all organizational
levels and encourage knowledge management actions. If leaders do not have direct
support at all levels, it is difficult for knowledge management actions to reach the
desired performance level (Besen et al., 2017). The role of leadership in knowledge
management practices is crucial to motivate employees to share knowledge (Mas-
Machuca, 2014). Studies show that both the effectiveness of leaders and knowledge
sharing behavior affect the job performance of employees within an organization
positively (Sonmez Cakir & Adigiizel, 2020). The implementation of knowledge
management in schools can help school leaders benefit from best practices in terms of
problem-solving, retaining information for future use, and filling the knowledge gap in
development plans for school improvement (Cheng et al., 2017).

Method

Research Model

This study was designed as a descriptive research in survey model. Survey
models are research approaches which aim to describe a past or present situation in the
way it occurs (Karasar, 1999). In this study, a descriptive survey model was preferred
because the concepts of knowledge management and knowledge leadership, and the
relationship between them, were discussed in the light of related studies.

Purpose of the Research

The main purpose of this study was to discuss the role of knowledge leaders in
knowledge management theoretically. In line with this aim, the relationships between
knowledge leadership and knowledge management were examined, a conceptual
evaluation of these relationships was made, and the importance of knowledge leadership
both at the organizational level and the school level was emphasized. The study was
carried out as a literature review. Following the discussion of the concepts from an
organizational point of view, their relationship with the school and the educational
environment was addressed. In the study, the concepts of knowledge, knowledge
leadership, and knowledge management were explained, and their relationship with
each other was described. In addition, based on related literature, the relationship
between knowledge management and knowledge leadership was analyzed. It was
hypothesized that knowledge leaders had important roles to play in knowledge
management processes.

Ethical Procedures

There is no ethics committee report for the research, as the data in the research is
obtained from the documents. However, the study has acted in accordance with research
and publication ethics.
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Importance of the Study

In the literature, it is possible to find studies dealing with the relationship
between knowledge management and different leadership styles. However, it is possible
to claim that the most appropriate leadership style for knowledge management is
knowledge leadership. Definitions supporting this view are presented in the following
parts. Studies on the relationship between these two concepts are limited, though.
Therefore, the aim of this study was to identify the role of knowledge leaders in
knowledge management. This is important in terms of emphasizing the necessity for,
and the importance of, knowledge leadership for organizations in general, and schools
in particular. Additionally, this study can be considered important in improving the
functioning of knowledge management processes, and contributing to the work.

The Concept of Knowledge and its Importance for Organizations

Before the definition of the concept of knowledge is made, a brief discussion
will be presented about the concepts of data and information as they are frequently
confused with knowledge and used interchangeably. Data are objective but unrelated,
uninterpreted observations and facts about events. Data alone do not have any meaning.
They only explain a certain part of the events under consideration and are not reliable in
terms of decisions since they do not involve interpretation or evaluation (Karabetyan,
2019). Data can be considered a type of information which has an observable,
measurable and calculable value. Information has a more specific framework than data,
and includes data, comments, and transactions. In other words, information is data
which has been filtered and processed.

On the other hand, knowledge is information created by the combination of
experiments, experiences, comments, or ideas. Knowledge is high-value information
ready to be applied (Aktan & Vural, 2016). Briefly, data are “raw facts”, information is
“organized, shaped data sets”, and knowledge is “information that has gained meaning”
(Bhatt, 2002, 30-38; as cited in Zaim et al., 2012). In the broadest sense, knowledge
refers to the ability to transform data and information into an effective activity. There
are various definitions and conceptualizations of knowledge. In related literature,
knowledge is anything that is known. Concrete or intangible facts learned as a result of
knowing are interpreted as forms of data and the establishment of useful relationships
between pieces of knowledge (Memisoglu, 2016). What makes the beneficial
relationship established between interpreted data and knowledge pieces meaningful and
effective is the sharing of this information. For this purpose, organizations are expected
to ensure that individuals cooperate in knowledge sharing and show performance in this
regard (Ainissyifa, 2012). Knowledge sharing is the activity of transferring or
disseminating knowledge from a person, group or organization, to another person, group
or organization (Sonmez Cakir & Adigiizel, 2020). When knowledge sharing is
considered at the individual level, it can be horizontal and vertical in the organizational
hierarchy (Muhammed & Zaim, 2020). Knowledge is of the greatest value when it is
shared. This sharing is necessary both for use and for the solution of future problems
and involves obtaining new information by loading it into organizational memory.
Sharing information with both employees and service consumers increases efficiency
and contributes to the production of new information and solutions (Sakarya, 2006). In
other words, data, information and the resulting knowledge sharing within or between
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organizations make it meaningful and effective. In this sense, the issue of what kind of
knowledge can be shared occurs to be discussed.

Generally, there are two types of knowledge-explicit knowledge and tacit
knowledge. Explicit knowledge is the knowledge expressed in an official language
which is recorded and well-documented. It is published and shared as primary and
secondary sources of knowledge; it can also be transmitted, transferred, and become
available. It can be captured, presented, encoded, and shared. It can be conveyed in a
formal and systematic language. On the other hand, tacit knowledge is the knowledge
people carry in their minds. It covers personal insights, perceptions, expert opinions,
techniques, and skills. Since tacit knowledge is purely personal and specific to a field, it
is not transmitted into writing and can only be shared verbally. Tacit knowledge is
personal and context-specific, and therefore is difficult to formalize and convey. This
knowledge is very useful, but it is concealed by the individual and is not easily
transmitted (Dhamdhere, 2015). The transfer of tacit knowledge is based on transparent
and reliable relationships. Trust is critical when different groups who believe in the
power of knowledge come together to share or create knowledge (Williams, 2012).
Transferring tacit knowledge is extremely important for the survival of the organization
(Sprinkle & Urick, 2018). Studies show a positive relationship between implicit
knowledge and both corporate and individual performance (Zaim et al., 2012). Explicit
knowledge can be easily shared among everyone in the organization. The most difficult
form of knowledge management is the management of tacit knowledge. Tacit
knowledge can be considered as intuitive knowledge guided by experience. The core of
the concept of knowledge management is to help individuals to be in contact with each
other to share tacit knowledge or to transform the tacit knowledge into explicit
knowledge which can be used by the whole organization (Chinowsky & Carrillo, 2007).
Orphan knowledge is not lost in the organization; instead, it is the knowledge that is
forgotten, ignored or neglected, and not used within an organization. Orphan knowledge
differs from tacit knowledge in that sense. People are aware of the tacit knowledge,
while they are not aware of the existence of orphan knowledge (Durna & Demirel,
2008).

Therefore, a sound knowledge management system should handle all kinds of
knowledge, both tacit and explicit. This is the biggest requirement and challenge when
it comes to implementing a knowledge management process (Chu et al., 2011). Studies
show that transferring knowledge in face-to-face meetings can produce more effective
results, and mutual knowledge transfer can guarantee its applicability (Kaiser et al.,
2016). Schools are one of the organizations where knowledge transfer is most common
through face-to-face interaction. This is because, in a school, knowledge is shared
through person-to-person interaction, often based on conversations between
professional groups in social networks rather than through the use of information
technology. In other words, teachers’ communication and knowledge sharing with their
colleagues, the coding of their teaching information in documents, is usually carried out
on a person-to-person basis rather than through the school intranet (Cheng et al., 2017).

Knowledge and learning are moving factors for business success and
competitiveness, especially in knowledge-intensive organizations whose main service is
to create and sell knowledge (Mas-Machuca, 2014). Educational institutions are
knowledge-intensive organizations. In daily educational activities, schools must acquire,
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store, share, use and produce information. In other words, they should be able to
manage knowledge in order to educate their students effectively (Ozmen, 2010). As
information and knowledge have become an important productivity factor for the
modern school system, society will inevitably demand the intensive management of
information and knowledge. Therefore, how to manage knowledge will become an
important issue for schools soon (Kurniawan, 2014). Schools -especially teachers- are
known as not generous in terms of sharing knowledge, although they are involved in the
learning process. There are established structural and normative reasons for this
situation that schools have acquired as part of their historical and evolutionary process.
Due to their work, teachers have little time to get together throughout the day to share
their ideas and improve their teaching. Most of the time, teachers do not tend to give
and receive information. Indeed, in many cases, school cultures discourage information
sharing because of some common beliefs such as “Who does s/he think s/he is? Others
won’t be interested in what I’'m doing” (Fullan, 2002). However, in a climate of
increased external and internal pressures, the need for the knowledge of teachers and
administrators has never been so great, but it is a fact that there are dangers of excessive
knowledge overload. Schools, like most organizations, must acquire knowledge to
increase teacher competence. Therefore, there are many types of information that need
to be managed in schools (Chu et al., 2011).

Knowledge and leadership in modern business are the two most valuable
resources of an organization. A leader’s behavior, values, attitudes, characteristics,
skills, and abilities greatly affect the creation of organizational knowledge. A leader has
an important role in creating an environment that encourages individual and team
learning. A leader should support and encourage a culture of creating, sharing, using,
promoting, and acquiring new knowledge in organizations, that is, s/he should be
involved in organizational knowledge management. In brief, a leader has a crucial role
in organizational knowledge management (Mici¢, 2015). This means that leaders must
manage knowledge.

Knowledge Management, its Purpose and Benefits

Knowledge management is closely related to many disciplines such as
psychology and economics and is the ultimate advantage in today’s organizations.
Knowledge management has a very positive effect on organizational processes. The aim
is to capture knowledge and enable employees, as knowledge managers, to share this
information. If a manager can capture and spread knowledge within the organization,
the benefits s/he will gain are quite high (Akyazici, 2019). Knowledge management is
thought to be a concept that can provide a competitive advantage, primarily for
commercial organizations. However, knowledge management processes such as
creating, capturing, sharing, and using knowledge are not specific to business
environments. Good knowledge management practices can benefit all organizations.
One type of such organizations is knowledge-intensive schools (Muratoglu, 2005).
Although knowledge management is an area that has been growing in the last two
decades, little has been written about it in the context of education. This is surprising as
education is all about the creation and application of knowledge (Ibrahim & Salleh,
2019).
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Knowledge management can be considered the process of transforming data and
information into knowledge and then disseminating it within the organization
(Lakshman, 2009). Knowledge management is the organization of an organization’s
knowledge through a systematic and organization-specific process which includes
refreshing, sharing, applying, maintaining, organizing, and obtaining the tacit or explicit
knowledge of employees in such a way that it will be possible to create value and
increase organizational performance (Allee, 1997; as cited in Montgomery, 2012).
Knowledge management processes include the acquisition, creation, refinement,
storage, transfer, sharing, and use of information. The function of knowledge
management in organizations is to run these processes, develop systems and methods to
support them, and motivate people to participate in them (King, 2009; Kurniawan,
2014). It is inevitable to use information technologies in the process of knowledge
management because the conveniences technology brought have revolutionized the low-
cost and fast storage, share and production of knowledge in organizations. However,
technology alone is not sufficient enough for knowledge management practices in
organizations, and it is a necessity for effective knowledge management (Ozdemirci &
Aydin, 2007). Knowledge management in different organizations can serve different
organizational purposes. For example, some organizations focus on customer
knowledge; some deal with knowledge capital, the others might be concerned with
providing enhanced access to knowledge (Rowley, 2000). Since the knowledge
management process in secondary education and higher education will operate at
different levels and in different qualities, the objectives may also differ. However, the
common point at all levels is that the organization aims to achieve its goals, maintain its
competitive power, and make its performance effective. In summary, it is possible to
state that leadership roles, leadership types, leadership abilities, and demographic
characteristics can affect leadership roles in knowledge management (Dogan & Kilig,
2009).

The purpose of knowledge management is to improve the quality of people’s
contributions to their organization, to negotiate effectively, and to learn from others by
helping people understand the context of the organization, take responsibility,
cooperate, and share what they know and learn (Chu et al., 2011). The objectives of
knowledge management are the development and exploitation of the organization’s
information assets for the realization of better information activities, improved
organizational behavior, better decisions, and improved corporate performance (King,
2009). The benefits of knowledge management are evaluated in terms of the efficient
use of information, storing intellectual capital, enhancing activities, strategic planning,
improving organizational memory, gaining flexibility, gathering best practices,
enhancing the likelihood of success, and efficient cooperation between organizations.
The greatest benefit of knowledge management is that knowledge is easily shared
among staff and that information is not lost if someone goes on vacation, becomes ill, or
leaves the organization (Martin 2003; as cited in Mohajan, 2017).

Knowledge management is based on the premise that, just as people cannot use the full
potential of their brains, organizations cannot use all the information they have.
Through knowledge management, organizations try to create or obtain useful
knowledge and make it available to those who can use it in the right place and at the
right time to affect corporate performance. It is believed that an organization will gain
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great benefits if its effective use of knowledge can be increased (King, 2009). Effective
knowledge management requires new roles and responsibilities for both managers and
employees. It is a continuous social process in managing the organization’s knowledge
assets, clarifying the objectives in the event of uncertainty, encouraging mutual learning
and continuous skill development, and developing trust between stakeholders, both
inside and outside the organization. Employees who take responsibility for making and
creating meaning need to understand and discuss their work. They need to look at their
work from different perspectives and encourage and invite critical thinking (Carroll et
al., 2003).

Knowledge management is being newly experienced in schools. Schools that
take the initiative to share knowledge to achieve their goals ascertain that it offers
excellent value. The aim is to use knowledge management within the school and
facilitate a knowledge-based system for academic purposes (Kurniawan, 2014).
Schools, like most organizations, must acquire knowledge to improve decision-making
and innovation, especially in an age of increasing internal and external pressure for
change and improvement. Schools can use knowledge management as a strategy to
improve their competitive performance (Chu et al.,, 2011). Knowledge management
helps educational institutes improve their capacity to obtain and share information and
knowledge and apply these to problem-solving and support the research and continual
improvement of their work. Knowledge management of the educational system must
reflect and include information at all levels starting from management level to student
level, to improve employees’ professional knowledge and achieve quality of lecturers
and students (Dhamdhere, 2015). Schools are the places where knowledge is mostly
known, used and new information is produced.

For this reason, knowledge management can easily be conducted at schools. It is
necessary for a school executive to be interested in knowledge and aim at a knowledge-
based administration. The same is valid for teachers as they are the ones who will
accomplish this process. Both executors and teachers should become the people who
continuously search, learn, and follow the knowledge changing constantly. Knowledge
management process in a school should be supported with technology and computer,
and sufficient number of computers and Internet networks should be available (Giiglii &
Sotirofski, 2006). Studies have shown that knowledge management practices have a
positive and significant effect on improving the quality of high schools (Ainissyifa,
2012). Knowledge management can be used as an alternative strategy by schools to help
them face the challenges of improving performance in a similar way that it is used in
commercial sectors. However, little research has been done on how knowledge
management can be applied to the school environment. It is very important to
understand the knowledge management perceptions of teachers when it comes to
implementing knowledge management (Chu et al., 2011). Knowledge management for
schools has the potential to encourage the sharing of innovative practices, avoid
duplication, and prevent the loss of valuable knowledge (Thambi & O’Toole, 2012).
Knowledge management initiatives in teaching and learning can be used as part of a
corporate strategy to create, transform, store, and disseminate knowledge according to
students’ needs (Ibrahim & Salleh, 2019).
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Leadership Roles in Knowledge Management

Leadership plays an important role in value creation, innovation, knowledge
management, and implementation strategies (Besen et al., 2017). The way leaders
behave and act shows what is expected and how things will be done because members
of the organization are attentive to their behaviors and constantly observe the actions of
their leaders (Edmondson, 2004; as cited in Carmeli & Sheaffer, 2008). The power of
leaders and the influence of their ideas can be seen in their ability to motivate and
inspire their followers to accept change, constantly gain knowledge, and share with
other organization members (Mici¢, 2015). Knowledge management leadership covers
how leadership practices define the work of the organization, determines how it uses
information assets to strengthen its core competencies and implement broad strategy
issues. Leaders should encourage the use of knowledge for the benefit of the whole
organization rather than for individual advantage. The aim should be to create an
environment of information sharing that requires a change in employees’ mentality. For
this reason, the impact of senior managers’ cognitive styles on knowledge management
practices is important (Jain & Jeppesen, 2013).

With regard to knowledge management at the organizational level, a knowledge-
friendly knowledge management culture within the organization is one of the critical
elements of success. Management plays a major role in creating a culture that enables
knowledge management. Managers and leaders should actively encourage the creation
and use of knowledge. Leaders should maintain and store records, develop a sense of
common direction, enthusiasm for learning and mutual trust, and encourage cooperation
and healthy competition (Stylianou & Savva, 2016). The organizational culture and
leadership behavior of the school affect knowledge management. It is necessary for
knowledge management to demonstrate leadership behavior according to the school’s
organizational culture. The success of a school administrator in terms of information
management can be enhanced by a good analysis of the dynamic sociological structure
of the school (Ozgdzgii & Atilgan, 2017). Organizational culture is extremely important
for the success of knowledge management. Employees’ willingness to learn, being
intellectually superior, being encouraged by managers to create and use knowledge,
blocking processes that prevent employees from sharing knowledge, and employees’
positive orientation towards knowledge, are all determinants concerning the
organizational culture being a supportive factor in knowledge management. Knowledge
sharing in the organization should be encouraged and rewarded (Aktan & Vural, 2016).
Leaders play a vital role in creating and maintaining an organizational learning culture
(Stonehouse & Pemberton, 1999; as cited in Crawford, 2005).

As individuals are an integral part of knowledge management practices (such as
knowledge creation, sharing, and storage), there are studies examining the role of
leadership in influencing and promoting employees’ behavior in this direction. For
instance, in a study conducted by Johnson (2002), during which four leaders who want
to transform their organizations into learning organizations were interviewed, it was
concluded that leaders who wanted to be successful in promoting knowledge
management practices should include employees at all levels of the organization.
However, it is not clear yet which leadership style is the most suitable for conducting
knowledge management activities (as cited in Analoui et al.,, 2013). A smart
organization is an organization believed to have significantly different leadership styles
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applied to achieving pre-determined goals. The most important task of leaders in such
organizations is to encourage knowledge sharing by supporting learning and providing
continuous group learning (Macneil 2001; as cited in Singh, 2011). Leadership roles
include promoting an organizational learning culture, encouraging information sharing,
determining the knowledge management strategy and vision, encouraging employees to
share information, supporting knowledge management activities, learning from
experiences, and adopting a reward system with regard to the implementation of
knowledge management (Dogan & Kilig, 2009). In addition, leaders must create a
special culture for knowledge sharing based on values such as trust, transparency, and
honesty. These values will improve the sense of belonging to the institution and increase
the ability to learn and internalize new practices (Mas-Machuca, 2014). Research
studies reveal that a manager’s leadership support is an important factor that contributes
to knowledge share among coworkers. Knowledge share among coworkers and
managers’ leadership support has a positive impact on the organizations’ success of
knowledge management, which may positively influence organizations’ innovation
performances (Muhammed & Zaim, 2020).

Knowledge Leadership

Some research studies reveal that leadership is a necessary element in
knowledge management processes (Balkar, 2012; Demirel & Seckin, 2008). The
knowledge leader is the person who establishes and supports the systems that ensure the
formation of a knowledge sharing culture within the organization, establish the
infrastructure that facilitates the transfer and storage of knowledge, and enables mutual
learning within the organization (Dfoin1 & Croteau, 2003; as cited in Dogan & Kilig,
2009). Knowledge leadership is defined as a process by which the individual supports
other group members in the learning processes required to achieve group or
organization goals (Stogdill, 1974; as cited in Yang et al., 2014). The role of knowledge
leadership is to foster a positive cultural orientation that values continuous learning,
experience, and expertise, and innovation that replaces hierarchy, in line with
knowledge acquisition and knowledge sharing (Davenport et al., 1998; as cited in Yang
et al., 2014). The role of the knowledge leader is to provide strategic vision, motivate
others, communicate effectively, act as a change agent, coach others, model good
practices, and implement the information agenda (Debowski, 2006; as cited in Singh,
2011). Knowledge leaders are the leaders who plan and direct organizations’
performances regarding knowledge management and encourages the attainment of new
experiences from the conclusions derived from the systematic analysis of the results.
Knowledge leaders should take the support of top-management and continuously
motivate their employees about the practices of knowledge management in order to play
their expected roles effectively. It is essential for knowledge leaders to provide needed
support from the bottom to the top in order to encourage the flexibility and readiness at
the organizational level (Yilmaz, 2014). Knowledge leaders need to have various
interpersonal and organizational development skills to ensure cultural change, establish
relationships and facilitate knowledge transfer (Ali & Yusof, 2006; as cited in Yang et
al., 2014). Knowledge leaders are responsible for all the components of the
organization, and the areas where organizational knowledge competence needs to be
improved, while adhering to the mission and vision of the organization. They have
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important responsibilities in terms of realizing difficult processes such as meeting the
knowledge sharing needs among units (Dogan & Kilig, 2009). It is possible to discuss
the competencies and roles that the leader should have in carrying out these
responsibilities. Viitala (2004) addressed these roles and competencies in four
dimensions (Daryono et al., 2015): 1-Learning orientation, that is, leaders to guide
learning and help others to understand the purpose of learning 2-Learning climate, that
i, encouraging trust, showing a proactive and positive attitude towards mistakes and
failures, accepting criticism and trying to develop a favorable social environment in the
work unit 3-Learning support, that is, the leaders being available to analyze, plan and
create a portfolio of competencies and the learning processes of all employees 4-Role
model, that is, leaders act as role models (Figure 1).

Figure 1
Basic Dimensions of Knowledge Leadership

Being a direction determinant in learning

Supporting group or
individual learning
processes

Creating a climate
that supports
learning

Being a role model

Publication (Viitala, 2004).

As seen in Figure 1, the basic dimensions of knowledge leadership are gathered
together in four areas. First, a knowledge leader is primarily a person who should be a
role model in the eyes of employees. Determining the direction of the learning process
is the second important function of a leader. Third, the leader plays a role in knowledge
leadership by creating a supportive learning climate, and supporting group and
individual learning processes. Fourth, as a requirement of the knowledge society,
managers must possess the qualifications driven from the source of their authority in
knowledge (Sahin, 2010).

The Role and Importance of Knowledge Leadership in Knowledge
Management

Knowledge management is one of the important needs of organizations to give
effective decisions, work effectively, create an innovative environment with highly
motivated employees, and ensure continuous development and knowledge sharing in
such an environment. Leaders/managers have a great role in fulfilling these needs.
Leaders can create a culture that enables knowledge sharing among employees and
contributes to the use of knowledge in organizational decision-making processes
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(Dogan & Kilig, 2009). However, since it is difficult to ensure that knowledge
management is continuous, it entails an important leadership responsibility (Baker in
Myers, 1996; as cited in Lakshman, 2007).

In the knowledge management process, leadership can be accepted as a process
in which other group members are supported in the learning processes so that the group
will achieve its goals or the organization’s goals. In this process, the leader’s primary
task is to activate the knowledge assets of the organization so that all benefit from this
knowledge. Organizations can be successful in knowledge management if
leaders/managers adapt to change and have leadership characteristics (Dogan & Kilig,
2009). Leadership in the knowledge management process can be defined as a process by
which members of the group are individually supported in the learning processes
required to achieve the goals of the group or the organization (Bozdogan, 2013).
According to Klenke (1994), leaders play a vital role in the construction and
maintenance of organizational knowledge. They need to place a high value on
knowledge, empower employees, encourage inquiry, build trust, and facilitate the
experiential learning of tacit knowledge (Stonehouse & Pemberton, 1999; as cited in
Allameh et al.,, 2012). The incompetencies of leaders cause insufficient knowledge
management due to their inability to execute knowledge management (Sandstrom et al.,
2017).

Various factors contribute to the successful execution of knowledge
management, and good leadership is a key determinant among these factors. An
organizational culture that is key to knowledge management, emphasizing
collaboration, sharing, and innovation, can only be built under the strong leadership and
commitment of top management, which can positively affect an organization’s
knowledge-sharing efforts. Since decision-making is knowledge-intensive, knowledge
management facilitates information and sustains decision-making (Jain, 2015).
Therefore, leadership has a positive relationship with the success of knowledge
management. It is possible to observe this relationship in an organization where senior
management provides support and some incentives for information sharing, and where
the knowledge management project is a part of the corporate strategic plan. In short, the
leader plays an important role in the knowledge management process. To be successful,
the leader must own the qualities and skills to create, share, and use information within
the organization. However, apart from the creation, transfer, and use of knowledge, it is
also important for the leader to encourage and create new knowledge to create value for
the organization (Mici¢, 2015). The management of knowledge represents more than the
process that begins with the creation of knowledge, continues with the sharing of such
knowledge throughout the organization, and ends with using the knowledge. There can
be no effective knowledge management without effective leadership. Therefore, the
person who needs to create the conditions for creating, sharing, using, and acquiring
new knowledge in organizations is the leader (Mici¢, 2015). In particular, it is thought
that leaders should value knowledge, encourage inquiry and experience, build trust, and
ensure that tacit knowledge is transferred into practice (Stonehouse & Pemberton, 1999;
as cited in Crawford, 2005). Leaders must provide the mission, vision, systems, and
structures that will facilitate the transformation of knowledge into competitive
advantages at all levels of the organization (Conger & Kanungo, 1998; as cited in
Allameh et al., 2012).
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Davenport and Prusak (1998) suggest some specific advice to future leaders
regarding their role in knowledge management. Their suggestions can be listed as (cited
in Crawford, 2005):

Maintain the importance of knowledge and learning in the organization,

Design, implement and supervise the learning infrastructure of the organization,

Manage relationships with external information providers,

Produce ideas that will improve the knowledge creation process in the
organization,

Design and implement a knowledge coding approach,

Measure and manage the value of knowledge,

Lead the development of learning and knowledge strategies by focusing on
organizational resources.

Figure 2 summarizes the role of leaders in terms of knowledge management.
First, the leader should realize the importance of knowledge management. Second, the
leader both implements and directs knowledge management and participates in this
process personally. This affects organizational performance and leadership perceptions.
If the leader uses customer-oriented knowledge management (with the help of socio-
cognitive networks and technological networks) in parallel with realizing the
importance of knowledge management, it will ultimately have an impact on
organizational performance and leader perceptions.

Figure 2
The Role of Executive Leadership in Knowledge Management

Leader individually
participates in
knowledge management

Leader realizes the
importance of knowledge
management

-Organizational
performance
-Leadership perceptions

Leader manages information
-Sociocognitive networks
-Technological networks

Leader uses customer-
oriented knowledge
management
-Sociocognitive networks
-Technological networks

Leader realizes the importance
of customer-oriented
information management

Publication (Lakshman, 2007).

Leadership support strongly influences the users’ knowledge-seeking behavior
through knowledge management systems. Consequently, knowledge sharing increases
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within the organization. Studies show that leaders play an important role in the success
of knowledge management systems and that leader’s support and behavior motivate
employees to share information (as cited in Humayun & Gang, 2013). In summary,
many knowledge management researchers have identified leadership as an important
variable in the relationship between knowledge management and organizational
effectiveness (Bell De Tienne, 2004; as cited in Lakshman, 2007). The learning process
has the potential to become crucial in the implementation of knowledge management.

For this reason, school administrators should encourage and facilitate the
learning process on the part of educators to enable individuals to collaborate and
perform by sharing the most appropriate knowledge. School administrators should
complement the school environment and the characters involved in the formation of a
learning school, and at the same time, provide solutions to overcoming the learning
barriers faced by the organization (Ainissyifa, 2012). In his study on leadership and
knowledge management skills, Balkar (2012) found a moderate, positive, and
significant relationship between the knowledge management process competencies of
secondary school principals and their leadership skills. The study revealed that the
leadership skills of school principals were a significant predictor of knowledge
management process competencies. Karakog (2010), on the other hand, stated that the
transformational leadership characteristics of school principals reflected positively on
knowledge management processes. It was found out that the relationship between
transformational leadership traits and knowledge management processes was
significantly higher than interactional leadership traits. According to the opinions of
teachers and school principals who took part in his study, Sahin (2010) stated that there
was a highly significant relationship between principals’ knowledge management skills
and schools being learning organizations. It was concluded that principals’ knowledge
management skills were a significant predictor of the learning organization level of
schools.

The relationship between leadership and knowledge management has been
discussed in this section. Studies on explaining the importance of leadership roles in
knowledge management with knowledge leadership, which is a more specific type of
leadership, indicate the relationship between the processes of transferring, storing, and
applying knowledge in terms of knowledge management and knowledge-oriented
leadership (Donate & Pablo, 2015; Lakshman, 2007). The knowledge leader should be
an advocate of knowledge and learning. The knowledge leader is the designer,
implementer, and supervisor of knowledge infrastructure, including libraries,
knowledge bases, human resources, computer information networks, research centers,
and the academic relations of an institution (Davenport 1994; as cited in Kok, 2003).
Obtaining the desired benefit from knowledge management can be achieved by creating
a structure for knowledge leadership in the organization (Bozdogan, 2013).
Interpersonal communication skills, emotional maturity, enthusiasm, and the ability to
build both internal and external networks, are important knowledge management skills
needed by knowledge leaders (Kok, 2003). Knowledge leaders need to explain the goals
of knowledge management to determine their roles in achieving these goals. In other
words, knowledge leaders need to guide the processes necessary to achieve the desired
goals (Debowski, 2006; as cited in Singh, 2011). Knowledge leadership, knowledge-
sharing culture, and knowledge management system support are the elements of success
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in schools’ knowledge management practices (Cheng et al., 2017). The knowledge
leader has a great responsibility to educate his/her employees in knowledge
management and highlighting its benefits. These responsibilities include defining
employees’ roles, skill sets, and career opportunities, developing a strategy that will
facilitate education and training, and developing learning centers (Kok, 2003).
Knowledge leadership promotes organizational learning (Chou & Ramser, 2019).
Knowledge leaders must possess the characteristics of contemporary knowledge
leadership (Bozdogan, 2013).

A knowledge leader should strategically integrate information into the
organization by following the stages presented below (Lopez, 2013):

a) Defining Identity: The knowledge leader should define the identity of the
organization in order to understand the principles of the organization’s activities and
products.

b) Finding the Knowledge Needs: The next step in organizational identity is to
identify the knowledge needs of the institution and the key actors that will allow the
organization to meet these needs.

c) Designing the Knowledge Strategy: The knowledge leader produces the
strategy to be followed by the organization with the knowledge previously gathered.
The knowledge strategy must be in line with the organizational strategy. Therefore,
elements such as identity and knowledge needs should be considered for its design.

d) Motivating the Transfer of Knowledge: Knowledge leaders should use tools
to encourage motivation among organization members so that they can agree to transfer
the knowledge they have. This is useful for organizational processes.

e) Constructing the Knowledge System: After the staff has become motivated to
follow the knowledge strategy, the knowledge system will be built. This will include the
technological aspects and the administrative and normative processes that make up the
knowledge system.

In summary, it is possible to state that knowledge leaders are one of the main
actors for organizations in terms of knowledge management processes. Determining the
existing organizational knowledge level, fulfilling the organizational responsibilities in
the process of creating and obtaining knowledge, creating an environment and culture
that will facilitate the knowledge sharing of the employees, and ensuring the storage of
the knowledge used, will only be possible with the existence of knowledge leaders
(Dogan & Kilig, 2009). The purpose of information management is to inform the
organization on time about the scientific and technological developments occurring in
the environment of the organization, and to reflect this to the organization. It is of great
importance that schools, which are organizations that produce and distribute
information, be aware of these developments (Sakarya, 2006). This is because
knowledge management supports the aims of education and increases the effectiveness
of learning. School administrators’ being active in the processes of obtaining, sharing,
using, and storing information contributes significantly to the achievement of the goals
of schools (Ozsarikamis, 2009). School leaders and employees need to come up with
effective strategies to achieve the desired level in knowledge management (Muratoglu,
2005).
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Discussion and Conclusion

Technological developments in the last century have significantly affected the
management of organizations. In particular, the subject of knowledge management has
started to play an important role in providing competitive advantages for organizations.
Therefore, schools, which are knowledge-based organizations, should develop
knowledge management strategies to provide an effective education that meets the
needs of the age. In this context, the school principal is of great importance as this
individual is considered the leading authority for achieving educational goals (Ozmen &
Muratoglu, 2010). Due to the multitude of internal and external stakeholders associated
with schools, school principals should ensure social participation in knowledge
management practices. They may face difficulties in gaining support and voluntary
participation in the operation of the process. This situation requires school principals to
be competent in terms of both knowledge management and leadership skills (Balkar &
Sahin, 2012). Knowledge leaders are needed at all levels of the organization. To achieve
the organization’s goals, knowledge leaders must balance the creation and use of
knowledge to increase both their professional effectiveness and the organization’s
effectiveness. Even if such a leader is not necessarily a manager of the organization, a
knowledge leader needs to be functional, adaptable, sustainable, and offer timely
intervention. It is important to emphasize that leaders have to focus on tasks or
relationships. Since these traits are frequently difficult to find in one person, ideally,
leadership in an organization should involve a team. In other words, there should be
more than a single knowledge leader (Lopez, 2013). This means that everyone should
have the appropriate competencies and be active in the knowledge leadership role. Such
a situation will both alleviate the burden on school principals and have consequences
that can be attributed to the whole organization through shared knowledge leadership.
Thus, the advantages of knowledge for the school will become more evident through
effective knowledge leadership. School principals can be determinant in ensuring this,
because teachers and other staff members often expect leaders to have an expected
behavioral pattern and ability to encourage the achievement of the desired goals. If this
leadership ability is used for the benefit of the development of knowledge management
systems, they encourage the search for knowledge through such systems (Al-Ani &
David, 2009; Wei & Kwok-Kee, 2009; as cited in Humayun & Gang, 2013).

Consequently, every employee becomes motivated to be a knowledge leader by
demonstrating the expected behavior patterns. Educational research shows that it is
considered separately. Most school variables have only a small effect on learning. The
real effect occurs when these individual variables combine to achieve critical mass. It is
up to the principal to create the conditions under which this can happen (The Wallace
Foundation, 2013). In other words, the synergy arising from a combination of the power
of each part of the system can enable the effectiveness of all the variables relating to the
school. This makes it easier for the school to achieve its goals. One of these sub-systems
within a school is a school principal who has taken on the role of knowledge leadership,
and another is teachers who share this role.

The ultimate goal of the organizational learning process is to form a learning
organization. For this reason, knowledge management is extremely important in
providing information that will constitute a basis for learning. Learning organizations
create unique knowledge by internalizing the information they obtain, and use it in their
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organizational behavior. The change and development in organizational behavior is an
indicator of organizational learning. Therefore, knowledge management processes come
into play in the realization of organizational learning (Uziim, 2009). In learning
organizations, all employees constantly pursue knowledge and learn to learn. The aim of
learning is to encourage change and ensure development and innovation (Sahin, 2010).
In the light of all these explanations, it can be inferred that the concepts of
organizational learning and knowledge management are closely related. Knowledge
management is the pioneer of organizational learning, the engine of organizational
affairs, and a powerful and indispensable learning organization tool (Dahou et al.,
2019). The person who can manage all these processes in an organization is a
knowledge leader, or a shared knowledge leadership culture in the organization can do
it. It can be seen that these concepts are based on the concepts of learning and
knowledge. Therefore, the importance given to knowledge and learning, and the
severity of the need for these concepts are the basic conditions that will ensure that
these concepts are on the agenda of organizations. As previously stated in this study that
knowledge leadership is necessary, in contrast to those approaches (Lopez, 2013) which
state that a very consolidated form of knowledge leadership is required despite the need
for cooperation to create and transfer information within organizations. In addition,
researchers have tried to emphasize that there is a responsibility that all employees
should undertake with a shared leadership understanding.

The centralistic structure of the Turkish Education System and the nature of
leadership can be seen as obstacles for school principals to play different leadership
roles (Bursalioglu, 1999; Giimiiseli, 1996). However, there should be no obstacle to
being a knowledge leader. Being a knowledge leader is only possible by feeling the
need for knowledge and establishing processes and structures that will transfer this
feeling to school staff. Knowledge leaders first access and use knowledge themselves,
and both demonstrate and spread the power of such knowledge. Thus, they can be more
effective among employees. Knowledge leaders must have the power of knowledge and
the capacity to use that knowledge so that this will fascinate employees. Knowledge
leaders are indispensable actors in the knowledge management process. In addition to
the knowledge management process, knowledge leaders play a great role in making
learning an indispensable habit on the part of the organization. The most important task
of knowledge leaders is to be able to benefit from knowledge by activating the
knowledge assets of the organization. The knowledge leader has important effects on
the creation, processing, sharing and storage of knowledge, and making learning part of
an organizational culture. This is necessary because knowledge management will not
occur spontaneously and will not develop without constant human intervention. The
appointment of a knowledge leader is an acknowledgment of the importance of
knowledge in the future well-being of an organization (Kok, 2003). Schools are
knowledge-intensive organizations, and there are many areas of knowledge that need to
be managed. The main actors in managing this knowledge are school principals.
Therefore, knowledge management and leadership skills can be considered important
qualities that school principals should have.
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Implications

This study offers a discussion at the conceptual level. Applied research on the
relationship between knowledge leadership and knowledge management can be done. In
addition, the opinions available in the literature show that the stages in knowledge
management processes require different leadership styles. Knowledge leadership roles
are a responsibility that should be taken into account by all employees within an
organization and can be examined through research using different research designs and
approaches.
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