
Salable Computing: Pratie and ExperieneVolume 9, Number 4, pp. 243�258. http://www.spe.org ISSN 1895-1767© 2008 SCPESTUDYING KNOWLEDGE TRANSFER WITH WEBLOGS IN SMALL AND MEDIUMENTERPRISES: AN EXPLORATORY CASE STUDYALEXANDER STOCKER∗, MARKUS STROHMAIER†, AND KLAUS TOCHTERMANN‡Abstrat. Weblogs are widely known as a tehnology that allows publishing textual ontent in reverse hronologial order,often expressing the subjetive points of view of a single or multiple weblog authors. The simpliity and autonomy of weblogs isassumed to play a fundamental role in their popularity and their ability to transform impliit knowledge into expliit forms. Inreent years, enterprises began to experiment with weblogs to failitate inter- and intraorganizational knowledge sharing. Althoughweblogs have been inreasingly adopted in a orporate ontext, sound exploratory and explanatory knowledge and theories aboutweblog adoption praties in orporoate ontexts are missing. A rih toolset of network-analyti tehniques exists to analyze thevast amount of eletroni traes produed by large weblog networks. However, in small and medium enterprises, eletroni traesare sparse due to the lak of a ritial amount of weblogs being maintained, and weblog ommuniations are intervowen witho�ine exhanges. This requires researhers to adopt and develop new analytial tehniques and onepts for advaning the state ofresearh on weblogs. Our paper is intended to expand existing researh on orporate weblogs by studying weblog adoption pratiesfor knowledge transfer purposes in Small and Medium Enterprises. In this paper, we report seleted �ndings from a ase study inwhih a weblog was used to failitate knowledge transfer in an SME. The overall ontributions of our paper are deep insights intoa single ase of a weblog adoption in a small and medium enterprise and the formulation of a set of tentative hypothesis.Key words: weblogs, small and medium enterprises, knowledge management, knowledge transfer1. Introdution. Weblogs enjoy great popularity establishing a well-known soure of user generated on-tent on the Web. They bene�t from the urrent Web 2.0 trend in internet tehnologies and business models [20℄where the fous lies on user-generated ontent and lightweight servie based arhitetures. Being a `log of theweb', the term weblog, attributed to Jorn Barger, refers to websites on whih entries are ommonly presentedin reverse hronologial order [21℄. Termed as Enterprise 2.0 [16℄ or Corporate Web 2.0 [26, 29℄, ompanies haveidenti�ed an untapped potential in weblogs ontributing to their business goals.As a soio-tehnial objet of investigation, weblogs frame a broad area for interdisiplinary researh. Theybeame a new form of 'mainstream personal ommuniation' [24℄ for millions of people publishing and exhangingknowledge, thereby onneting like minded people and establishing networks of relationships. Weblogs seemideal for experts sharing their expertise with a large audiene, but they also appear suited for `ordinary' peoplewho want to share stories with smaller groups [30℄. Exploring the motivation of bloggers on the web, [18℄ foundthat blogging is an unusually versatile medium, used for everything from spontaneously releasing emotion tosupporting ollaboration and ommunity. However, there is also evidene that bloggers value sharing of theirpresented thoughts without getting the intensive feedbak assoiated with other forms of ommuniation [18℄. [7℄and [8℄ haraterized blogs as a medium having limited interativity, ompared to e.g. listserv. [8℄ found themodal number of omments in individual blogs to be zero, indiating the low level of interation within themajority of weblogs.In a orporate ontext, weblogs enjoy popularity in the form of organizational blogs. Often, suh blogsare (1) maintained by people who post in an o�ial or semi-o�ial apaity at an organization, (2) endorsedexpliitly or impliitly by that organization, and (3) posted by a person pereived by the audiene to belearly a�liated with the organization [11℄. Employees are inreasingly disseminating information about theirexperienes and progress at work to the publi [4℄. From a orporate view, utilization of weblogs has evenbeen heralded as a paradigm shift for the way ompanies are interating with their ustomers. They providethe ability of restoring a human fae to a ompany's self-presentation with respet to information tehnologyextending the ustomer relationship [3℄. Aiming towards a ategorization of orporate weblogs, [33℄ reated ataxonomy desribing �elds of appliations and upoming hallenges for weblogs.In an Enterprise 2.0 movement [16℄, ompanies started to adopt wikis and weblogs, supporting knowledgetransfer and aiming to failitate and improve their employees' knowledge work. Both tools entail the potential ofmaking the praties of knowledge work and their output more visible and graspable. Aording to [23℄, knowl-edge transfer is the uni-diretional targeted transfer of knowledge from individual A to individual B. Knowledge
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244 A. Stoker, M. Strohmaier and K. Tohtermannsharing is an extension to knowledge transfer, where knowledge �ows in both diretions, from individual A toindividual B and vie versa. Corporate weblogs may ontribute to odi�ation and personalization of organiza-tional knowledge [10℄. Examining internal weblogs in projet management within Mirosoft, [6℄ identi�ed theneessity of further empirial studies on the topi of internal orporate weblogs.Empirial studies of weblogs from aademia exploring internal orporate weblogs remain sare, and theytend to fous on large sale enterprises, whih make up just a minority of all enterprises worldwide. After abrief literature review on literature with expliit fous on weblog networks within large-sale enterprises, we willaddress the need for empirial inquiries onerning the adoption of weblogs within small and medium enterprises(SMEs). In small and medium enterprises, eletroni traes are sparse due to the lak of a ritial amount ofweblogs being maintained and the weblog ommuniations are often interwoven with o�ine exhanges. Thisirumstane requires researh to adopt and develop new analytial tehniques and onepts for advaning thestate of the art on weblogs in small and medium enterprises. Our presented �ndings are based on an exploratoryase study onduted in an Austria SME settled in the ICT industry and employing 50 knowledge workers. Weanalyze struture and properties of this internal weblog and expliitly probe its impat on knowledge transfer.Our ontributions are deep insights into a single ase of a weblog adoption in a small and medium enterprise andthe formulation of tentative hypotheses to be tested in further studies. Finally, we onlude with a summaryand a disussion on the limitation of our researh.2. Related Work. Compared to the number of sienti� publiations on the topi of weblogs in total,those publiations fousing on internal weblogs in orporate settings are sare. A signi�ant reason may be thefat that it is more hallenging for researhers to investigate a weblog within a orporate ontext. Due to thesensitivity and on�dene of the published information, suh weblogs are �losed orporate systems�. Beause ofthe aess to ritial business information published, a lose relationship of the researher towards the enterpriseis an inevitable preondition.Four exemplary publiations fous on a single ase within a big multinational enterprise having a large set ofweblogs [12, 9, 5, 14℄. Suh a weblog network already owns strutures and properties similar to the Blogosphere,a olletive term for the population of weblogs on the Web [25℄. Solely through examining eletroni traesreated by weblog users, interesting �ndings about weblogs have been reported.To learn more about strutures and properties of internal weblogs within organizations, [12℄ investigatedthe internal Blogosphere of IBM. The weblog network was visualized as a soial graph based on eletronitraes, where bloggers and ommentators onstituted the nodes while the edges symbolized the relationshipsbetween them in terms of omments and trakbaks. The authors laimed to be the �rst to omprehensivelyharaterize a soial network expressed by weblogs within an enterprise. They presented new tehniques tomodel the impat of a weblog post based on its range within an organizational hierarhy using mathematialoperations but leaving an empirial inquiry open.[9℄ explored the soial aspets of blogging within an unstated large-sale enterprise using empirial methodsof researh. They analyzed both motivation of blogging individuals and their praties of using weblogs. Pivotalfor their analysis was the observed phenomenon that busy bloggers published almost twie as muh ommentswithin weblogs they visited than posts in their own. The authors brought to light that weblogs are able tostrengthen the weak ties between bloggers. Furthermore weblogs enabled an informal mehanism to enouragedisparate and widespread departments to go for a onstrutive ontat. Weblogs provided good means foremployees to establish and maintain personal networks. Busy bloggers did not only reate value for themselves,but also for the medium weblog users.The growing network of weblogs at Mirosoft was investigated by [5℄. They studied where, how andwhy employees blogged, how personal the writing was in work related blogs and what happened when bloggingbeame a formal work objetive. While Mirosoft valued external ustomer-oriented weblogs, a lot of skeptiismexisted towards internal weblogs to whih no lear business purpose ould be attributed. Contrariwise to externalweblogs, internal ones were not formally supported by the ompany. Employees were free to determine whether,when and for what reason they blogged. A lot of bloggers desribed blogging as a way of sharing passion fortheir work and ommuniating diretly with others inside and outside the ompany. Many desribed bloggingas a desire to reveal the human side of a ompany, while others used weblogs purely for doumentation andorganization purposes.[14℄ disussed roles and hallenges of weblogs in internal ommuniation in a large-sale ICT enterprise.They identi�ed a two-dimensional framework based on the type of internal blogs and the related modes of



Studying Knowledge Transfer With Weblogs in SMES 245ommuniation. The authors found that blogs are employed in internal ommuniation to ful�ll strategy im-plementation goals and to foster informal interations. Furthermore, they hypothesized orporate limate andorporate ulture determine the suess of weblog adoption. Finding a balane between formal guidane andself-e�ay seems to be inevitable. In the view of the authors blogs o�er an e�etive means for sharing knowledgein organizations in an informal manner.3. Researh Setting. The goal of our researh was to probe an internal manager weblog evolving inan Austrian ICT SME employing 50 knowledge workers. The European Union provides a reommendationfor lassifying SMEs: SMEs are enterprises whih employ less than 250 persons and have a maximum annualturnover of 50 million EUR or 43 million EUR balane sheet total. Due to the di�erent basi onditions inSMEs ompared to those in large sale enterprises, we also assume di�erent properties and strutures of internalorporate weblogs. Our researh was motivated by the lak of qualitative studies of weblogs in the ontext ofSMEs. Taken into aount that SMEs omprise the majority of all enterprises worldwide, we aentuate therelevane of our study.We hose ase study researh as our preferred researh tehnique, beause the researhed phenomenon,the weblog, an not be separated from its ontext, i. e. supporting knowledge transfer. Aording to [32℄, `aase study is an empirial inquiry that investigates a ontemporary phenomenon within its real-life ontext,espeially when the boundaries between phenomenon and ontext are not learly evident'. Aording to thepriniple `use multiple soures of evidene' [32℄ di�erent soures of information had been taken into aountallowing us to address a broader range of historial, attitudinal and behavioral issues. Any �ndings suh a asestudy generates are likely to be more onvining and aurate. Following Patton's reommendations [22℄, wehose an information-rih ase providing many opportunities for learning.We started investigating the weblog with respet to its property to failitate the knowledge transfer betweenmanager and employees. A omparison between ontent of e-mails sent by the manager to all employees and theweblog ontent is inluded. Furthermore, we had the hane to interview the manager talking about his goalsand the strategies of the organization. We even reeived a ertain amount of ontrol over the weblog, shuttingdown the weblog for a short period of time. Finally we arried out a survey obtaining another set of �ndings.Using multiple soures of evidene enabled us to derive more auray and relevant hypothesis in ontrast tousing just a single soure of data.Together with the desktop researh onduted, we were able to make the following ontributions:
• We showed why a weblog was used in this partiular organization and how it a�eted knowledge transfer.Furthermore we addressed the question of weblog adoption in terms of popularity and how to raise it.
• We studied whether present tehniques from internal weblog researh are appliable to weblog researhin the ontext of SMEs.
• Researhing weblogs in business settings is still laking sienti� rigor. The overall goal of this ex-ploratory ase-study was to formulate researh questions and to develop tentative hypotheses desribingthe adoption of weblogs in SMEs.4. Conduting the exploratory ase-study.4.1. Exploring the artefat. We began our exploration by investigating the weblog's history of reation:During a ritial projet meeting, the manager was reporting to all employees hourly but only for a short periodof time, thereby adopting a very personal writing style. After the meeting was �nished, he expressed the desireto obtain a weblog for future overage of relevant information.An instane of Wordpress (http://www.wordpress.org) (liensed under the GNU General Publi Liense)had been installed on the Web server of the ompany. Wordpress provides many features, but most of themremained unused within this ase: A blogroll inluding other weblogs or web-sites whih are regularly visited bythe author was missing. The manager did neither insert hyperlinks to point to interesting internal or externalresoures, nor post multimedia-enrihed ontent. Communiating on�dential information, this weblog wasaessible from the intranet only.We explored the weblog ontent from both a qualitative perspetive (i. e. what did the manager ommu-niate to employees) and a quantitative perspetive (i. e. how often did the manager inform the employees).From a quantitative perspetive, we measured operational metris suh as number and frequeny of posts andomments. Besides ommuniating via the weblog, the manager used e-mail as a supplemental hannel. In thease of the investigated weblog, the reader group ould be limited to the population i. e. `all employees'.



246 A. Stoker, M. Strohmaier and K. TohtermannThe manager mainly used the weblog to share knowledge about tasks aomplished on behalf of the rep-resented organization. Thereby he adopted a subjetive informal writing style, typial for weblogs, as [11℄mentioned in their paper. The ommuniated information was of both strategi nature, e.g. inluding knowl-edge about ontrats, hallenges, partner-aquisition or presentation of deisions from strategi meetings, andoperative nature, e.g. inluding reports from business trips and stories about the partiipation at variousevents. While information relevant for all employees was shared via the weblog, time-ritial information beingof partiular interest to a limited group of employees was transported via personal talks, telephone alls ore-mails. Time-ritial information relevant for everybody was still ommuniated via internal e-mails to assurethe information transported reahes all reeivers in time.Table 4.1Quantitative analysis of the manager weblogmonth number number min max avgposts omments time di�erene between posts (in days)May 8 0 5 1,1June 5 1 2 14 5,6July 9 0 7 3,7August 3 2 21 10,3September 2 8 18 13,0Otober 1 19 19 19,0November 2 5 24 15,0From studying the eletroni traes we deteted (1) a strong derease of published posts over time and (2)a rise in the average time di�erene of posts over time. Furthermore, we observed the phenomenon of onlyone omment being posted during the entire duration of our study. We will seek explanations in the followingsetions, after extending the researh sope.4.2. Extending the researh sope. The analysis of internal weblogs in large-sale orporate settingsan be based upon extensive network data that is eletroni traes of e.g. relations between a large set ofinternal orporate weblogs onstituted by omments, trakbaks and blogrolls. Unfortunately, tehniques thatan be suessfully applied in large enterprises [12℄, inluding network theory and soial network analysis basedon eletroni traes, an not be applied in the same way in SMEs. In the ontext of SMEs, there is oftenonly a single or a small set of weblogs involved, whih renders typial researh measures of network approahes[31℄ suh as degree or entrality of weblog networks impratial or even meaningless. Instead, it beomes moreinteresting how a weblog interferes and interfaes with nodes (ators) that are o�ine�suh as the di�erentstakeholders in an organization ommuniating with the weblog author. Our situation required extending thesope of analyzing purely eletroni traes as done in many studies of weblogs in large sale enterprises orin the Blogosphere to inluding o�ine traes of ators, reading or interating without authoring a weblogthemselves.In this paper we argue that espeially for small and medium enterprises�though we expet the sameargument to hold for large enterprises as well�traditional means of soial network analysis are insu�ient, dueto the exlusive fous on eletroni traes. Analyzing weblogs in SMEs requires methods that inlude the o�ineontext. There may not be enough eletroni traes to aurately understand the struture and properties ofweblogs and how they may be embedded into SMEs. Therefore, phenomena whih are investigated purely onthe basis of eletroni traes might turn out to be obvious, biased or simply wrong. Our investigated aseinvolved just one internal weblog.A soial graph based on eletroni (online) traes only depits the `internal Blogosphere' as a very simpleonstrut. We expeted ommenting praties to play an important indiator for the suess of a weblogin terms of popularity. By observing only one posted omment, we �rst assumed a very low interest of thepartiular weblog within its possible audiene. However, we wanted to learn more about the respetive weblogand therefore extended our investigation to the o�ine ators, as demonstrated in �gure 4.1.4.3. Conduting an experiment. Contrary to the approah from Kolari [12℄ and our disussion in theprior setion, we emphasized that it is very useful to experiene the impat of the weblog on nodes (ators)whih are o�ine, not authoring weblogs themselves. We asked the subsequent questions:
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Fig. 4.1. Soial graph based on eletroni (online) and non-eletroni (o�ine) traes
• How did di�erent ators pereive this weblog in the ontext of knowledge transfer?
• What were the bene�ts for employees reading this weblog? Did employees ignore this weblog as a soureof information, and if so, why?
• What was the rationale of just one omment being published during the time of investigation?We setup an experiment: First we deativated the weblog exatly seven days after a post was reated. Bysending an e-mail to eah of the 50 employees, we asked whether they had read the reent post and were ableto reall the ontent. Our request was repeated one to reeive a higher rate of return.14 employees in total (28%) replied to our request. 11 employees (22%) were able to basially reite theontent of the past weblog post. One employee expressed that he did not read the post. Two more employeesprovided us with an explanation of their rationale being a nonreader. They typially read weblogs withinweb-based feed readers, but the respetive RSS feed ould not be subsribed to in this way, due to a strit�rewall at plae at the organization. Therefore they did not read the posts. This fat learly depited a goalon�it between manager and employees. Referring to [27℄, we assumed further goal on�its to be a reason forweakening the intended knowledge transfer.Analyzing the �ndings of our experiment, we were able to derive the following tentative hypotheses fromthe experiment:
• Few omments in SMEs' weblogs do not neessarily equate few readers.
• Spei� IT infrastrutures (�rewall) are able to ounterat orporate weblog praties, reduing theability of the partiular weblog to failitate knowledge transfer.
• Studies of weblogs purely based on eletroni traes may lead to biased or wrong �ndings. Having justa single or a small set of weblogs, it is more interesting to examine the impat of the weblog on o�inenodes (ators). Soial network analysis an be applied as well, but needs o�ine traes as input data.4.4. Conduting a survey.4.4.1. Survey Setup. Our �rst �ndings dealing with the atual reading behavior aentuated the needfor a more detailed survey. The goal of this survey was to inrease the auray of our �ndings regardingmotivation of weblog readers and nonreaders. Additionally, we intended to probe to what extent the goal of themanager�using the weblog to failitate knowledge transfer towards the employees�was ahieved.All employees who were able to remember the last weblog post during our experiment were requested viae-mail to answer six questions onerning their weblog reading praties. This population formed group A�weblog readers. All employees refusing to reply in the experiment were surveyed using a di�erent questionnaireinluding further four questions. We probed their rationale of not reading the weblog, espeially referring toonditions under whih they would hange their mind. Beause we were not able to eliminate the possibility ofalso addressing readers, we attahed the questionnaire for group A to that e-mail as well. All non readers were



248 A. Stoker, M. Strohmaier and K. TohtermannTable 4.2Weblog questionnaire(s)Weblog SurveyA�Readers B�Non readersA1: I read the weblog, beause. . .A2: How and from whih loation do you read the we-blog?A3: How often do you read the weblog?A4: From your point of view, is ommenting to theorporate weblog post reasonable?A5: To what extent is the manager able to improve theweblog from a tehnial, an organizational, and a on-tent perspetive?A6: Has the knowledge transfer from manager to em-ployees been improved by the weblog ompared to theprevious (yes, rather yes, rather no, no)?
B1: I do not read the weblog beause. . .B2: I would read the weblog if. . .B3: From your point of view, whih partiular ativ-ities are able to improve the knowledge transfer frommanager to employees?B3.1: Do weblogs aount for knowledge transfer in-struments?

�nally added to group B. The qualitative data generated by the respondents' answers was then transformedinto quantitative data by de�ning ategories for the answers per question.4.4.2. Survey Results and Interpretation. We reeived 40 replies (80%) of 50 possible. Altogether 20replies were reeived from members of group A (readers), and another 20 from those of group B (nonreaders).In the following, questions raised and answers given by group A will be presented. The aim of questionsA1-A3 was to examine the motivation of employees reading the weblog. From an organizational perspetive,further attention is paid to what extent the manager's goal of informing the employees (a) had been ahievedand (b) was in fat ahievable by seleting a weblog as an instrument for knowledge transfer.
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Studying Knowledge Transfer With Weblogs in SMES 249Question A1: I read the weblog, beause. . .InterpretationAlmost all replying employees learly stated their interest in the tasks the manager was arrying out.They wanted to know, what their manager is atually doing. One third stated a general interest in what washappening within and in the periphery of their organization as well. They were urious about ompany strategyand organizational development. Solely the knowledge provided by the manager motivated the employees toread the weblog. Even in SMEs, where fae-to-fae meetings are more frequent and knowledge is di�usingfaster due to laking hierarhial strutures, there is a demand for suh a kind of odi�ed knowledge from aprominent knowledge barrier. It appears that making the knowledge of a manager expliit by utilizing a weblogwill stimulate a group of employees to read the weblog in orporate settings.
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Browser RSS-Feed-Reader (Intranet) RSS Plugin (Outlook)Fig. 4.3. Tools for reading the weblogQuestion A2: How and from whih loation do you read the weblog?InterpretationTen employees used an ordinary Web browser, expliitly mentioning Internet Explorer and Mozilla Firefox.Eight employees used RSS feed readers, while two employees went for an open soure RSS plugin for Outlook. 16employees read the weblog solely within the o�e and three employees expliitly addressed the aess restrition,whih we were also pointed out in our experiment. Beause of the aess restrition, employees were unable touse web-based feed readers. This onstraint an on�it with the employees' weblogs reading praties. Readingweblogs by subsribing their feeds is more e�ient than browsing them. However, half of the readers used aweb browser to periodially san for new posts in the explored ase. We assume personal training to be ruialfor establishing e�etive weblog praties.Question A3: How often do you read the weblog?InterpretationHalf of the employees browsed the weblog for newly reated posts at least one a week, while �ve employeesvisited the weblog more infrequently and in broader intervals. From these �ndings, we assumed reading thispartiular weblog is more like a san for newly reated posts. Only a minor group subsribed to the RSS
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monthly or less ad-hoc (RSS)Fig. 4.4. Weblog reading behaviorfeed, being noti�ed after a post was published. Our results suggest that further training on (available) weblogfuntionality is required even in ICT ompanies.The following question was aimed at exploring the reason of only one omment being posted during thetime of investigation.Question A4: From your point of view, is ommenting to the orporate weblog post reason-able?InterpretationEight employees positively answered this question and quoted to mention di�erent points of view to theauthor, inluding additional information and aspets whih had not been taken into onsideration yet. Sixemployees learly answered with `no': The weblog was purely pereived as a unidiretional knowledge transfermedium, not a platform for sharing knowledge. The remaining employees argued that reasons both for andagainst omments exist. We found this question to be stated in some ambiguous way, therefore failing todeliver an answer aording to our intention exploring the rationale of non-ommenting within this partiularweblog. Therefore, we try to reommend answers referring to the respetive literature on virtual ommunities,disretionary databases and knowledge sharing.From a virtual ommunity researh perspetive and with respet to [19℄ the observed behavior an be termedwith `lurking', when only a marginal fration of ommunity members atively posts ontent. Lurkers onstitutethe majority of users in eletroni forums and platforms. They for example want to remain anonymous andpreserve privay and safety, have no knowledge to o�er, or simply do not feel a spei� need to post.By analyzing the soial dynamis underlying knowledge sharing, [1℄ provide a soio-eonomial explanationfor the identi�ed phenomenon, the so alled knowledge sharing dilemma. They treat knowledge sharing as aproblem of soial ooperation, manifesting in a soial dilemma. In suh a dilemma, individuals maximize theirown pay-o� for the olletive's loss. The SME employees may see little reward for sharing their knowledge inthe weblog and therefore they abstain.When researhing disretionary databases, analyzing the individuals' voluntary ontribution to an intera-tive medium, [28℄ found disretionary information generally undersupplied. Although the tehnology for storingand distributing information is advaning rapidly, Thorn and Conolly see little evidene of parallel growth inthe understanding of how this potential an best be harnessed. Due to their simpliity, Weblogs may redue the
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yes no don't knowFig. 4.5. Commenting to a weblog postindividual e�ort to ontribute knowledge. However, there are still osts for individuals, related to the proess ofmaking the knowledge expliit and available in a omment, and to the soial dynami the omment may ausein the SME.An overall question for all knowledge managers adopting weblogs deals with the rationale for users sharingtheir knowledge: A known motive for users is to inrease their individual pay-o� by sharing knowledge. Thehigher the value for knowledge sharing for the individual, the greater the motivation will be [1℄. A lot of peopleonditionally ooperate in publi good games. Suhlike individuals will ooperate, if others will ooperate, too.Vie versa they will defet, if others stop the ooperation. Even if partiipants meet again, suh a behavioran be observed [13℄. If people expet to retrieve useful knowledge in return, they are willing to ontributeknowledge [2℄. This behavior an be related to the onept of reiproity. Knowledge sharing may even lead toa higher reputation [2℄ of the knowledge sharer. A high reputation an be seen as a means to advane in areer,to be reognized as an expert or to retrieve a better payment. Soial norms and soial pressure also have anin�uene on the knowledge sharing praties [17℄. Behavior rules enfored by santions of a group an arise in asorn of the others if one will not ontribute to a knowledge repository. Individuals believing their ontributionvaluable to others may ontribute [15℄. This is pereived e�ay, when somebody believes his/her individualontributions help to ahieve a ommon goal. Furthermore, a sense of group identity and a sense of ommunityhave a positive in�uene on the ontribution to knowledge repositories [13℄.[1℄ suggest three possible solutions of the knowledge sharing dilemma: (1) restruturing the pay-o� funtion,(2) inreasing pereived e�ay of individual ontributions, and (3) establishing group identity and promotingpersonal responsibility. Aording to the theory, the manager ould have di�erent options in our explored ase:Individual pay-o� an be inreased by inreasing the bene�ts pereived. For instane employees may be on-vined to make omments in blogs, if they are shown that they an take part in deision-making proesses byproviding immediate personal feedbak to the manager. Thereby they may also ease their own work and earnreputation, thus inreasing their professional status. If the manager would larify that feedbak is appreiatedand valuable to other employees, this may inrease the pereived e�ay and lead to more frequent disussion. Inprinipal, group identity in a SME may be higher, ompared to large sale enterprises. However, ommuniation



252 A. Stoker, M. Strohmaier and K. Tohtermannvia a weblog may even further enhane group identity, whih is bene�iary for the development of an enterprise.The manager should enourage ommuniation via the weblog and promote a sense of belonging to the ommu-nity omposed of employees. Until now, no promotion ativities onerning the weblog have been onduted.Approximately half of the employees were reading the weblog. The goal of the next question was to studythe barriers involved, when adopting internal weblogs in the ontext of SMEs.
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Administrative Technical ContentFig. 4.6. Improving the weblogQuestion A5: To what extent is the manager able to improve the weblog from a tehnial, anorganizational, and a ontent perspetive?InterpretationAll employees reading the weblog pereived the ontent as appropriate for their demand of knowledge,few of them mentioned to integrate hyperlinks to (external) resoures. From an administrative perspetive,the most substantial ritiism given by the employees dealt with the pereived low frequeny of posts. Nineemployees expliitly requested a higher number of posts and three employees aentuated a all for a higherfrequeny of omments, too. A higher number of post seems to be one neessary fator for (orporate) weblogsto be suessful. By ahieving a higher number of omments, beause of reiproity, more employees ould beenouraged to add omments on their own, failitating knowledge sharing. Two employees requested to utilizeategories, hene lustering weblog posts and making them easier retrievable. From a tehnial perspetive,three employees argued for making the weblog available from plaes outside the o�e. The weblog design wasritiized by three employees as not being very professional.The substantial goal of the manager was to improve knowledge transfer towards the employees. The losingquestion for group A addressed, whether the weblog had ontributed to ahieve that goal.Question A6: Has the knowledge transfer from manager to employees been improved by theweblog ompared to the previous (yes, rather yes, rather no, no)?InterpretationNine employees answered `yes', seven employees `rather yes'. The weblog onstituted a new medium forknowledge transfer from manager to employees, and the information ommuniated was of su�ient relevane
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yes raher yes rather no noFig. 4.7. Better knowledge transfer through bloggingto read the weblog. Three employees stated `rather no' reasoning with the low frequeny of posts, while oneemployee answered `no'. Past researh on knowledge management led to a broad range of knowledge transferinstruments, whih were proposed to failitate knowledge transfer by means of organizational, soiologial andtehnologial approahes [27℄. In an SME ontext, someone ould argue that tehnologial failitators mightbe unsuidtable as opposed to organizational or soiologial instruments. However, we found an internal weblogto provide a good tehnologial failitation of knowledge transfer, even in SMEs where the number of possiblereipients is lower and hierarhies are �at, ompared to larger enterprises.Subsequent, the results of the surveyed group B are displayed. Questions B1-B2 dealt with the rationale ofemployees not reading the weblog.Question B1: I do not read the weblog beause. . .InterpretationThe majority onsisting of eight employees denied reading beause they simply forgot either the existeneor the URL of the weblog. Sine its introdution as a new information portal, only one e-mail had been writtenby the author to promote the new weblog. Three employees ritiized the weblogs's laking ability to be readvia web-based feed readers. Two employees did not read weblogs at all and one employee argued a lak of timefor reading ativities beside the work tasks.Weblogs provide good means to store and arhive knowledge and make it easily aessible to (new) employ-ees. Explaining the weblog's goals to employees might help to establish it as an e�etive tool for knowledgetransfer and / or sharing. If done so, the employees will better understand why they should read the weblog, andwhih individual bene�t they generate by doing so. Suh a status ould be ahieved by the help of promotionativities, whih are ruial even in SMEs to sustain a weblog in its initial phase. If negleted, the weblog ouldremain unknown to new employees and some may even forget its existene.Question B2: I would read the weblog if. . .InterpretationNine employees did not see any relevane in the published ontent with respet to their personal work tasks,or used di�erent hannels to obtain requested information while the weblog did not provide any new insights
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weblog is unknown technical barriers do not like weblogs less time less informationFig. 4.8. Arguments against reading the weblogto them. Six employees indiated to read the weblog if they reeived a noti�ation for new posts reated, forinstane via email. Three employees stated to read the weblog, if it were aessible from the web allowingsubsription with web-based feed readers. Due to the fat that the author of the weblog onduted almost nopromotion, new employees did not learn about its existene. However, three employees were not able to providea rationale for their non-reading behavior and promised to read the weblog in future.One ommon argument for weblogs is its potential to redue information overload and interruptions, whihare often both aused by emails. However, ertain employees might favor solutions based on push-mehanismsover those based on pull-mehanisms. As a result of his researh in Enterprise 2.0, [16℄ also desribed knowledgeworkers preferring hannels over portals. Adopting weblogs is di�erent to using email and on this aounta�ords proper training among the employees for e�etive usage in orporate ommuniation.Questions B-B3.1 addressed, whether a weblog is pereived as an instrument for knowledge transfer bythe nonreaders at all. Besides that, we wanted to examine preferred knowledge transfer instruments from anemployee's perspetive.Question B3: From your point of view, whih partiular ativities are able to improve theknowledge transfer from manager to employees?InterpretationPrior to this survey, we assumed that nonreaders would not pereive the weblog as an instrument to failitateknowledge transfer, but interestingly eight employees did. Besides that, personal talks, meetings, email, jour�xes and informal talks were named. Six employees plaed importane on personal meetings between managerand employees. Our results show, that employees in SMEs seem to request more loseness towards their manager.On this aount employees ould prefer fae-to-fae situations, although e�etive and e�ient tools to supportinternal ommuniation, inluding weblogs, are available.Question B3.1: Do weblogs aount for knowledge transfer instruments?InterpretationMore than two third of the employees aknowledged weblogs as failitators of knowledge transfer, expliitlynaming asynhrony, ease of transporting information, little e�ort for operation and the informal narrative
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weblog was known more time available access problem solved more blog postsFig. 4.9. Motivation for reading the weblogstyle as essential riteria. Five employees negated, thereby mentioning the huge e�ort of retrieving relevantinformation. Noti�ations of new posts were not provided in this ase, either. In addition, informal informationhannels seem to be available in a manageable number in SMEs. Moreover, they are easily aessible by anybody,rendering information ommuniated via the weblog unneessary. Furthermore, information relevant for dailywork assignments was not published. Weblogs seem e�etive, if people are apable to e�etively use them.However, this may require intensive personal training both tehnial to operate the weblog and pratial toaurately use the weblog.Summarizing our �ndings, we derived the following tentative hypotheses for validation in further studies:
• Weblogs will be read, if they provide su�iently interesting ontent that is not available from alternativesoures.
• The frequeny of posts illustrates a key fator for weblog suess in terms of popularity. A low frequenyonstitutes a barrier to pereive the weblog as a knowledge transfer instrument.
• Commenting to weblog posts leads to a hange of the knowledge workers' pereption of the weblog asa pure information portal, hene failitating knowledge sharing.
• Laking skills and personal weblog praties lead to an ine�etive utilization of weblogs in terms ofknowledge transfer, e.g when employees demand noti�ation features that are available but unknownto them.
• Weblogs require training, both in funtions and praties on the side of the blogger, as well as on theside of the readers in orporate settings to sustain e�etiveness and e�ieny.
• Aess restritions regarding tools and/or loation will on�it with weblog reading praties, potentiallyresulting in dissatisfation.
• Weblogs have to be promoted by the authors to e�etively use them as failitators of knowledge transfer.
• Internal weblogs in SMEs are able to improve knowledge transfer in priniple.
• Employees will have limited desire to read the weblog if they pereive the relevane of the publishedontent too low with respet to their daily work assignments.
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formal talks and meetings weblogs emails jour fixes informal talksFig. 4.10. Instruments improving knowledge transfer5. Limitation of researh and future work. The motivation for our single-ase study was based on thefat that known preliminary aademi ase-studies foused on large-sale enterprises, but most of the enterprisesworldwide are made up of SMEs. We intended to advane weblog researh to an SME ontext, referring to theirlarge population.However, one limitation of the �ndings generated by our study is noteworthy: First of all, data for derivingour hypotheses was generated by only one weblog in one SME. Single-ase studies provide limited utility forgeneralization. However, unlike surveys, ase studies do not make inferenes about a population (or universe)on the basis of empirial data olleted about a sample [32℄. In ontrast to methods based on statistialgeneralization, ase studies do not reason about the seleted ases as being sampling units. Individual asesare to be seleted as a laboratory investigator selets the topi of a new experiment [32℄. If we had onduteda multiple-ase study, the developed tentative hypotheses would have a stronger basis, allowing repliationof �ndings. Keeping that in mind, we intend to test the hypotheses derived within further ase studies toinvestigate whether orroboration may be ahieved.6. Conlusion. Our exploratory ase study aimed at generating �ndings about internal weblogs in SMEsfrom a knowledge management perspetive. The overall ontributions of our paper are deep insights into asingle ase of a weblog adoption and the formulation of a set of tentative hypotheses. Our study onstitutes a�rst step for more omprehensive investigations. In onlusion, we outline our ontributions to organizationalweblog researh in a nutshell.Unsurprisingly, it seems, that weblogs also su�er from the knowledge sharing dilemma, although throughtheir simpliity, they will signi�antly redue the ost of ontributing knowledge. A high frequeny of posts mayonstitute one key fator for weblog suess in terms of popularity. However, a low number of omments doesnot automatially equate a low number of readers. Our results suggest, that tehniques from weblog researhinluding soial network analysis, whih are purely based on eletroni traes, may lead to invalid �ndingsif applied in the ontext of SMEs having only a single or a small set of weblogs. Our �ndings suggest thatemployees, who do not author weblogs themselves, together with their o�ine traes, should be explored.
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yes noFig. 4.11. Are weblogs knowledge transfer instrumentsAs our exploration revealed, weblogs do not run like a lokwork, but have to be atively and professionallypromoted, even in SMEs where the number of employees is lower and group identity may be higher. A tighterinvolvement of readers posting omments might inrease their pereived e�ay, thus leading to a livelier, andperhaps a more e�etive weblog failitating knowledge transfer and sharing. Having more employees publishingontent may also inrease reiproity, attrating more and more fellows.We found that knowledge made expliit in a weblog by a prominent knowledge barrier (e.g. a manager)alone stimulates a high motivation for a group of people to read the weblog. It seems that employees will preferweblogs providing information, whih is of su�ient interest or diret relevane for their work assignments andnot available from other hannels. Explaining the goals of the weblog to employees frequently will remind themto keep in touh with the weblog.We found that spei� IT infrastrutures ould establish barriers, olliding with the reading praties of theemployees. Our results suggest removing these obstales through proper training on orporate weblog pratiesand funtions, whenever possible. This will redue possible dissatisfation amongst the employee whih is ausedby ine�etive usage patterns.Aknowledgment. The Know-Center is funded within the Austrian COMET Program�Competene Cen-ters for Exellent Tehnologies�under the auspies of the Austrian Ministry of Transport, Innovation and Teh-nology, the Austrian Ministry of Eonomis and Labor and by the State of Styria. COMET is managed by theAustrian Researh Promotion Ageny FFG. REFERENCES[1℄ A. Cabrera and E. Cabrera, Knowledge sharing dilemmas, Organization Studies, 23 (2002), pp. 687�710.[2℄ T. Davenport and H. Prusak, Working Knowledge: How Organizations Manage What They Know, Harvard BusinessShool Press, Boston, 2000.[3℄ P. Dwyer, Building trust with orporate blogs, in Proeedings of International Conferene on Weblogs and Soial Media(ICWSM-07), Boulder, Colorado, 2007.



258 A. Stoker, M. Strohmaier and K. Tohtermann[4℄ L. Efimova, Disovering the ieberg of knowledge work: A weblog ase, in Proeedings of Organizational Knowledge, Learningand Capabilities (OKLC-04), Innsbruk, 2004.[5℄ L. Efimova and J. Grudin, Crossing boundaries: A ase study of employee blogging, in Proeedings of the 40th HawaiiInternational Conferene on System Sienes (HICSS-40), 2007.[6℄ J. Grudin, Enterprise knowledge management and emerging tehnologies, in Proeedings of the 39th Hawaii InternationalConferene on System Siene (HICSS-39), 2006.[7℄ M. Gumbreht, Blogs as `proteted spae', in Workshop on the Weblogging Eosystem: Aggregation, Analysis, and Dynam-is: WWW-Conferene, New York, 2004.[8℄ S. C. Herring, L. A. Sheidt, S. Bonus, and E. Wright, Bridging the gap: A genre analysis of weblogs, in Proeedingsof the 37th Hawaii International Conferene on System Sienes (HICSS-37), 2002.[9℄ A. Jakson, J. Yates, and W. Orlikowski, Corporate blogging: Building ommunity through persistent digital talk, inProeedings of the 40th Hawaii International Conferene on System Sienes (HICSS-40), 2007.[10℄ S. Kaiser and G. Müller-Seitz,Knowledge management via a novel information tehnology�the ase of orporate weblogs,in Proeedings of International Conferene on Knowledge Management (I-KNOW'05), Graz, 2005.[11℄ T. Kelleher and B. Miller, Organizational blogs and the human voie: Relational strategies and relational outomes,Journal of Computer-Mediated Communiation, 11 (2006).[12℄ P. Kolari, T. Finin, Y. Yesha, Y. Yesha, K. Lyons, S. Perelgut, and J. Hawkins, On the struture, proper-ties and utility of internal orporate weblogs, in Proeedings of International Conferene on Weblogs and Soial Media(ICWSM'07), Boulder, Colorado, 2007.[13℄ P. Kollok, Soial dilemmas. the anatomy of ooperation, Annual review of Soiology, 24 (1998), pp. 1�24.[14℄ M. Kosonen, K. Henttonen, and H.-K. Ellonen, Weblogs and internal ommuniation in a orporate environment: aase from the it industry, International Journal of Knowledge and Learning, 3 (2007), pp. 437�449.[15℄ P. A. M. V. Lange, W. B. G. Liebrand, D. M. Messik, and H. A. M. Wilke, Soial dilemmas: Theoretial issuesand researh �ndings, Pergammon Press, 1992, h. Soial dilemmas: The state of the art, p. 59�80.[16℄ A. MAfee, Enterprise 2.0: The dawn of emergent ollaboration, MIT Sloan Management Review, 47 (2006), pp. 21�28.[17℄ R. Müller, Knowledge Sharing and Trading on Eletroni Marketplaes, PhD thesis, Berlin University, 2005.[18℄ B. A. Nardi, D. J. Shiano, M. Gumbreht, and L. Swartz, Why we blog, Communiation of the ACM, 47 (2004),pp. 41�46.[19℄ B. Nonneke and Preee, Why lurkers lurk, in Proeedings of Amerian Conferene on Information Systems (AMCIS-01),Boston, 2001.[20℄ T. O'Reilly, What is web 2.0. design patterns and business models for the next generation of software. http://www.oreillynet.om/pub/a/oreilly/tim/news/2005/09/30/what-is-web-20.html 2005.[21℄ S. Paquet, Personal knowledge publishing and its uses in researh. http://www.knowledgeboard.om/item/253[22℄ M. Patton, Qualitative Evaluation and Researh Methods, Sage Publiations, Newbury Park, 2nd ed., 1990.[23℄ I. Puntshart and K. Tohtermann, Online ommunities and the `un'-importane of e-moderators, in Proeedings ofFifth International Conferene on Networked Learning (NLC'06), Lanaster, 2006.[24℄ A. Rosenbloom, The blogosphere, Communiations of the ACM, 47 (2004).[25℄ X. Shi, B. Tseng, and L. Adami, Looking at the blogosphere topology through di�erent lenses, in Proeedings of Interna-tional Conferene on Weblogs and Soial Media (ICWSM'07), 2007.[26℄ A. Stoker, G. Dösinger, A. U. Saaed, and C. Wagner, The three pillars of orporate web 2.0: A model for de�nition,in Proeedings of International Conferene on New Media Tehnologies (I-MEDIA'07), Graz, 2007.[27℄ M. Strohmaier, E. Yu, J. Horkoff, J. Aranda, and S. Easterbrook, Knowledge transfer e�etiveness�an agentoriented approah, in Proeedings of the 40th Hawaii International Conferene on System Sienes (HICSS-40), 2007.[28℄ B. Thorn and T. Conolly, Disretionary data bases: A theory and some experimental �ndings, Communiation Researh,14 (1987), pp. 512�528.[29℄ H. von Kortzfleish, I. Mergel, S. Manouhehri, and M. Shaarshmidt, Web 2.0, Springer, 2008, h. CorporateWeb 2.0 appliations, pp. 73�90.[30℄ C. Wagner and N. Bolloju, Supporting knowledge management in organizations with onversational tehnologies: Dis-ussion forums, weblogs, and wikis, 16 (2005), p. i�viii.[31℄ S. Wassermann and K. Faust, Soial Network Analysis. Methods and Appliations, Cambridge University Press, 1994.[32℄ R. Yin, Case Study Researh. Design and Methods, Sage Publiations, 1984.[33℄ Zerfaÿ, Corporate blogs: Einsatzmöglihkeiten und herausforderungen. http://www.zerfass.de/Corporateblogs-AZ-270105.pdf 2, 2005.Edited by: Dominik Flejter, Tomasz Kazmarek, Marek KowalkiewizReeived: February 1st, 2008Aepted: Marh 21st, 2008Extended version reeived: July 3rd, 2008


