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T
he management of kn owledge has bec ome a freque n tly discu ssed
topic in th e management literatu re. Wha t a rc the funda menta l condi ­
tion s for knowledge cre ation ? Where is knowledge creation located ?
Is it possible to actua lly ma nage knowledge like ot he r resour ces? To

add ress these questions we int roduce th e Ja pane se con cep t of ..ba. " which
roug hly translates into th e English word "place. "

The co ncept of btl wa s origi nally proposed by the Japanese ph ilosopher
Kitaro Nishida and was fu rt her developed by Shimizu . I Although o ur co ncept
of ba draws exte nsively from these wo rks. we ha ve ada pted it for the purpose
o f ela bora tin g our model of kn owledge creation . For tho se u nfa miliar wit h till'
co ncept. ba can be though t of as a sha red space for emerging relationsh ips. Th is
space can he ph ysical (e.g.. o ffi ce, disper sed busin ess space) . virt ual (e.g.. e -ma il,
teleconferen ce ). men ta l (c.g.. sha red ex perience s. ideas. idea ls). or an y combina­
tion of them. Wha t dlffcrcntiatcs ba from ordinary human intera ction is th e
concept o f kn owledge creation. Ba provides a platform for advancing indi vidu al
and/or collec tive kn owledge. It is fro III such a platform that a tra nsce nde nta l
perspective in teg ra tes all in fo rma tion Heed ed . Sa may also he thought of as th e
recognition of the self in a ll. According to th e theory o f existen tialism . ba is a
context wh ich harbors meaning. Th us. we co nsider ba to be a sha red spa ce that
serves as a fo undation fo r knowledge creation .

Knowledge is embedded in ba (in these sha red spaces), where it is then
acqu ired through o ne 's own experience or reflections on the experiences o f
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others. If knowledge is separated from ba. it turns into info rmat ion. which can
then be communica ted independently from ba. Informat ion resides in media
and ne twor ks. It is tangible. In cont rast. knowledge resides in ba. It is intan gible.

We ground the concept of ba in an existentiali st framework. The key plat­
form of knowledge creation is the "phe nomena l" place. Such a place of knowl­
edge can emerge in individuals. wo rking groups. project team s. informal circles.
temporary mee tings. e-ma il gro ups. an d at the front-line contact with the cus­
tomer. The four mos t common types of ba ar e described below.

Within an organization . knowledge-creating teams or projects play key
roles in value creat ion . Value crea tion in knowledge-creating com panies emerges
from int eractions within shared ba but is not restricted to the physical ba. The
concept of ba unifies the phy sical space. the virtua l space. and the men tal spaces.
Ba is the wor ld where the individual realizes him self as part of the environ ment
on which his life dep ends.

Ba exists at man y levels and these levels may be connected to form a
grea ter ba (known as a basho) . The self is em braced by the collect ive when an
individua l enters the ba of teams. Jus t as the ba for individuals is the team. the
organization in turn is the ba for the team s. Finally. the ma rket environment is
the ba for the organization . Ba is of fundamental importance for knowledge cre ­
atio n. and this creative process is amplified when all these ba conjoin to form a
basho,

To participate in a ba means to get invo lved and transcend one's ow n
limited perspecti ve or boundary. This exploration is ne cessary in orde r to profit
from the "magic synt hesis" of rationality and intuition that produ ces creativity.'
Within an organizatio n. then. one can both expe rience transcende nce in ba an d
yet remain ana lytically rationa l. achieving the best of both worlds.

Ba is also conceived as the frame (made up of the borders of space and
time) in wh ich knowledge is activated as a reso urce for creation. The use of
kno wledge is differe n t from that of tan gible resources. Whe n using tangible re­
sources. it is necessary to distribute efficientl y according to fun ction s and goals .
Knowledge. however. is intangible. boundaryless. and dynam ic. and if it is not
used at a specific lime in a specific place. it is of no value. The refore. the use of
knowledge requires the conce nt ration of the knowledge resources at a certain
space and time (orga nic concentration) . For exa mple. the shari ng of knowledge
organizationa lly mea ns that the staff is able to apply and deve lop the necessary
inh erent knowledge. Also. when kno wledge is crea ted. the personnel possessing
knowledge and the knowledge base of a com pany are focused at a defined space
and time.

Ba is the platform for the "resource concentration" or the organization's
kno wledge assets and the intellectuali zing capabilities within the knowledge­
creation proce sses. Ba collects th e applied knowledge of the area an d inte grates
it. Thu s. ba can be thought of as bein g built from a foundation of knowledge.

CAUFORNIA MANAGEMENT REVIEW VOL 40.NO 3 SPRJNG 1998 4 1



The Concept of"80" : Buildmg a Foundatio n for Knowledge Creation

Knowledge Creation as Self-Transcendental Process

Explici t and Taci t Knowledge

There arc two kin ds of knowledge : explici t knowle dge an d tacit kno wl­
edge . Explici t knowledge can he expressed in words and nu mb er s and sha red in
the form of da ta , scien tific formu lae , specifications, manuals. and the like. This
kind of kn owledge can be rea dily transmitted between individu als formally and
systematica lly. In the West. in general. this for m of knowledge has been empha­
sized . j\ \any Japanese. however, view kn owle dge as being pr imar ily tacit. some­
thing not easily visible and ex pressible. Tacit knowledge is h igh ly personal and
hard 10 formali ze, ma king it difficult to co mm unicate o r share with others. Sub­
jective insigh ts, in tuitions, an d h unche s fall in to this ca tegory o f knowledge .
Tacit knowledge is deepl y rooted ill a ll individual's act ions an d experience as
well as ill the idea ls. va lues , Of emotions he o r she embraces .

There a rc two d imensions 10 tacit kn owledge . The first is the techn ical
dimension, which encompasses the kind o f in formal personal skills or cra fts
o ftcn referred to as "know-how." The second is the cogni tive dimension. It co n­
sists of be liefs. ideals. va lue s, schemata. an d men ta l models which are deepl y
ingra ined in us and which we often take for grant ed . Wh ile d ifficult to ar ticu -
1.1 tc . thi s cogn itive dimension of tacit knowledge shapes the way we perceive
the world.

The SECI Model

Knowledge crea tion is a spira ling process of intera ction s between explicit
and tacit knowledge. l The int e ractions between these kinds of knowledge lead
to th e crea tion of new kn owl edge . The co mbi na tion of the two ca tego ries ma kes
it possible to co nceptua lize four co nv ersio n patt e rns. Figure I shows the cha rac­
te rist ics of till.' four steps in the kn owledge conversio n process, Each of the four
conversion modes can be understood as processes of se lf-transcendence. The
SECI model se rves on ly as an outli ne for kn owledge crea tion and the idea of
se lf-transcendence is quite abstrac t. However. it can be put in to practice.

Socialization

Socia liza tio n involves th e sha ring of tacit knowledge between ind ividu als.
Here, Nish ida 's co ncept of "pu re experien ce." wh ich is related to Zen lea rning.
is important ." we use th e ter m socia liza tion to em ph asize that taci t knowledge
is exchanged th rough joint artivitics-e-such ,1S being toge th er , spending time.
living in the same cnviro nmcnt -e-rathc r th an th roug h wri tten or ve rba l ins tr uc­
tions. Long years of apprenticeship a llow newcomers 10 understand others'
wa ys of thinking a nd feeli ng . Th us in a certa in sense. tacit knowledge can on ly
he shared if the self is freed 10 become a la rger self tha t includes the tacit knowl­
edge of th e ot he r. For exa mple. the la rge r sel f me an s that we empath ize with
our colleagues a nd custo mers. ra ther than sympa thizing with them. In short
sell-transcendence is fundamenta l to sha ring individu al tacit kn owledge .
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FIGURE I . Spiral Evolution of Knowledge Conversion and Self-transcending Process
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In pract ice. socialization involves capturing knowledge through physical
proxi mity. The process of acqu iring knowledge is large ly supported throu gh
direct interaction with suppliers and customers. Capturing tacit knowledge by
wa lking around inside the company is ano ther process of acquiring knowledge.
Informat ion is accessed at the ac tual job site within th e company and th e latest
available information is collected. Dissemina ting tacit knowledge is another key
aspect of socialization. The process of transferring on e's ideas or images directly
to co lleagues or subordinates means to sha re personal knowledge and create a
common place-s-or ba. (See Figure 2.)

Externalization

Exte rnalization req uires th e expression of tacit knowledge and its tra nsla­
tion into comprehensible forms tha t can be understood by others. tn philosophi­
cal terms, the individual transcend s the inner- and outer-boundaries of the self.
During the externalization stage of the knowledge- creation process . an in divid ­
ual commits to the group and thus becom es one with the group. The sum of the
ind ividuals' iruention s and ideas [use and becom e int egrated with the group's
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FIGURE 2. Bo and Knowledge Conversion
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mental world. Th us. sell-tra nscendence is a key lO gro up int egra tion and con­
ve rsio n o f tacit knowledge into ex plicit knowledge.

In practice, ex ternaliza rion is supported by two key factors , First. the
a rtic u lation of tacit kn owledge-that is. th e conversion of tacit into explicit
knowledge-involves techniques th at help In ex press one's ideas o r images
as words. con cepts, figurative language (suc h as metaphors. analogies. or na r­
ratives), and visua ls. Dialogue. "listen ing and co ntribu ting to the benefit of all
participants."! stro ngly su ppo rts extcrnalizati on . The second facto r involves
transla ting th e tacit kn owledge of customers or ex pe rts into rea dily understa nd­
able forms. Th is may requ ire deductive/inductive reasoning o r crea tive in ference
(abduction) . An importa nt practice with in the SECI model is the translation of
the h ighl y personal o r h ighl y profession al knowledge of customers or speciali sts
into ex plicit fo rms th ai a re easy 10 understan d.

Combination
Combination involves the conversi on of explicit knowledge into mo re

complex sets of explicit knowledge . In this stage, the key issues are co mm uni­
cation and diffusion processes and the svstem lzarion of knowledge . Heft' , !l L'W

44 CAU FORNI A MANAGEMENT REVIEW VOL 40. NO J SPRING 1998



The ConceptofBe": Building a Foundation for Knowledge Creation

knowledge generaled in the externalization stage transcend s the group in ana ­
logue or digital signals.

In practice, the combination phase relies on three processes . Capturing
and inte gra ting new explicit knowledge is essent ial. This might invo lve collect ing
externalized knowled ge (e.g., publi c data) from inside or outside the company
and then comb ining such data. Second, the dissem ina tion of explicit know ledge
is based on the process of transferring thi s form of kn owledge directly by using
presentations or meetings. Here, new knowledge is spread among the organiza­
tional members. Third, the editing or processing of exp licit knowledge makes it
more usable (e.g.. docu ments such as plans, reports. market dat a). In the combi­
nation process, justification-the basis for agreement-takes place and allows
the organi zation to take practical concrete steps.

lnternalization
Finally, the int ernalization of newly created knowledge is the conversion

of explicit knowledge into the organi zation 's tacit kn owledge. This requires the
ind ividual to identify the knowledge relevant for one's self within the organiza­
tional knowl edge. That again requires findin g one 's self in a larger ent ity. Learn­
ing-by-doing, training, and exercises allow the indi vidu al to access the
knowledge realm of the gro up and the entire organization ,

In practice, internalization relies on two dimensions. First, explicit knowl­
edge has to be embodied in action and practi ce. Thu s the process of int ernalizing
explicit knowledge actualizes con cepts or methods about strategy, tactics, inno­
vation , or improvement. For exam ple. training programs in larger organizations
help the trainees to unders tand the organization an d the mselves in the wh ole.
Second, there is a process of embodying the explidt knowledge by using simula­
tions or experiments 10 trigger learning by doing processes. New concepts or
methods can th us be learne d in virtua l situations.

In summary, the SECI model describes a dynamic process in which
explicit an d tacit knowledge are excha nged and transformed . The four modes
of knowledge creation allow us 10 conceptua lize the actualization of knowledge
within sodaI institutions th rou gh a series of self-transcendental processes. Sa

offers an integrating conceptual metaphor for the SECI model of dynamic
knowledge conversions. Within ba, real-time knowledge creation is achieved
throu gh self-transcendence ."

Knowledge Creation and
the Characteristics of the FourTypes of Sa

There are four types of ba that correspond to the four stages of the SECI
model. Each category describes a ba especially suited to each of the four knowl­
edge conversion modes. These ba offer platforms for specific steps in the knowl-
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FIGURE 3. The Four Characteristics of 80
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edge spiral process, The com binations of processes a re sho wn in Figu re 3, Each
ba suppo rts a part icul a r conversion process and thereby each ba speeds up the
process of kn owledge creation .

Originatil1:Jbtl is th e wo rld whe re ind ivid uals sha re feeli ngs , emotions,
ex pe riences, and mental models. An ind ividu al sympathizes or further e rn pa ­
th izes with ot hers, removing the barrie r betw een the self an d ot hers. Here
emerges what Co ndon te rms "en tra inment" (synch ron izing behavior)' and
improvisati on. Using epi stem ological meta phors. Nishida's "I love therefore I
am " stands in cont rast to Descartes's "I th ink therefore I am." From o rigin ating
ba em erge ca rt', love , tru st. an d commitmen t.

Originaring ba is the prima ry btl from wh ich the knowledge -crea tion
process begins and represents the socialization phase. Phys ical. face -to -lace
experiences are the ke y 10 co nversion and transfer of tacit knowledge. Pu re
ex per iences, ecstasy, or "being th rown in to th e world" (Heidcggcr) are ph ilo ­
soph ica l terms to describe thi s. Orga nizational issu es that art.' closely related to
origina ting ba are kn owl edge vision and cu lture. A st ress on open orga n izat iona l
designs and customer interfaces a lso provides stro ng ecological stimuli th rough
direct encounter between individuals.
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The interacting ba is more consciously constructed, as compa red to

originating ba, Selecting people with th e right mix of specific knowledge an d
capabilities for a project team. taskforce, or cross-fun ctional team is critical.
Through dialogue, ind ividual's mental mod els and skills ar e converted into
common terms and concepts. Two processes operate in concert: individu als
share the mental model of othe rs, but also reflect a nd a nalyze th eir own. This
is th e ba where Nishida 's world and th e Cartesi an world int eract in th ought.

Int era cting ba is the place where tacit kn owle dge is ma de explicit , thus
it represents the ex ternal iza tio n process. Dialogue is key for such con versions;
and the ex tensive use of metaphors is one of th e conversion skills required. The
importance of sensitivity for meaning and th e will to ma ke tacit knowledge
explicit is recognized at compan ies like Honda or 3M. Here, int eracting ba for
collective reflection are institut iona lized in the company culture . Initiators (con­
ceptual ieaders) are challenged to pursue their ideas. "Thou shall not kill a new
product idea " is a rul e at 3M th at provid es an organizational -level , int era cting ba
for dialogu e where people engage joint ly in the creation of mea ning an d value.

Cyber ba is a place of int eraction in a virt ua l world ins tea d of real space
an d tim e; and it represents the combina tion ph ase. Here, the combini ng of new
ex plicit knowledge with existing information and kn owl edge gene rates an d sys­
temati zes ex plicit knowledge th rou ghout the o rganization. Cartesia n logic domi­
nates. The combination of explicit kn owledge is most efficient ly su pported in
collaborative environme nts ut ilizing infor mation technology. The use of on-line
ne twork s, group-ware, documentation s, and database has been growing rapidly
over the last decade, enhancing thi s conve rsion process.

Exercising ba supports the int ernalization ph ase. Exercising ba facilitate
th e conversion of explicit knowledge to tacit knowledge . Focused trai ning with
senior mentors an d colleagues consists primaril y of continued exercises that
stress ce rtain patterns and working out of such patt erns. Rather th an tea ching
based on anal ysis, learning by cont in uo us self-refi ne ment through OJT or
peripheral and active participation" is stressed. Thus the internalization of
knowledge is continuous ly enhance d by the use of forma l kn ow ledge (explicit)
in rea l life or simulated applications . Exercis ing ba synthesizes Nishida 's world
and th e Cartesian world through action, whil e int eracting ba ac hieves thi s
through thought.

Awa reness of th e different cha racteristics of ba can facilitate successful
support of knowledge creation. Event ua lly, th e knowledge generated with in
each ba is shared and forms th e kn owledge base of orga niza tions. However. the
orga nization 's ba is not ju st the accu mulation of different materials or infor ma­
tion . rather it possess the dynamism to continually create new knowledge
through a cycle o f converting tacit knowledge into ex plicit knowledge and then
reconverting it into tacit knowledge.
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Constructing Sa:
Cases in the Transformation of Sa

How do com panies create ba an d assure th e continuous tra nsforma tion
of ba wit h in the organization?

Sa can be generated by org anizational effort . What kind of knowledge
is co ncent ra ted in it depends on the situation and stra tegy of a com pany. Ba ha s
an important ro ll" in organiza tional des ign. which the following three com pany
examples illustra te . While the first tw o com panies have contin ue d to uphold
thei r form er organ izationa l structu re. th ey an' examples of the crea tio n of ba
to promote th e orga nic concentrati on of knowledge and knowledge crea tion.
The third compan y wa s originally designed with the purpose of organi c
co nccru ration .

Sharp crea ted ba for organic co ncentration outside of th e exist ing business
organization . The organization accum ulates a customer knowledge base
by customer resea rch. and it th en uses proj ect teams 10 develop proposals.
crea te new conce pts. an d engage in high-speed product development.

Tosh iba established an interna l agent wit h the fun ction of ach ieving
organic co nce n tra tion with in th e ex isting organizati on .

Mackawa Seisakus ho ha s been built with organic co ncent ration of
resou rces geared to market nic he s. The entire organization wa s de signed
with the meta phor "organ ism" in mind .

Sharp-s-Project Teams as Ba fo r Knowledqe Creation

Sha rp has a un ique proje ct system th at provides flexib ility for dynamic
reso ur ce development (see Figure 4 ). "Urgent Projects" are stra tegic develop­
rncn t proj ects involving technologies o r p roducts that have an impact o n the
ent ire co mpany. Under thi s system. projects are pursued and develop ed inde­
pendently from the hierarchical R&D structu re. The members of the Urgent
Proje ct Team are selected by th e team leader to meet project requirem ents and
represent the organ ization . Each urgent project has to he com pleted within 18
months. To achieve h igh -qua lity de ve lop ments in suc h a short time span. the
teams ha ve the full financial su ppo rt of he adq uarters. The mid dle managers
heading th e Urgent Project Teams receive top priority for resource access
throughou t th e ent ire com pa ny. In pra ctice. thi s means that divisions might
lose their most capable members for over a year to th e Urgent Project Teams.

At Sha rp. the prop osals for Urgen t Proje ct Teams can he made by each
division . However. ea ch proje ct ha s 10 j ustify its demand for fast mobilization

of CO TC technologie s (knowledge) acr oss different divisions. Each proposal is
reviewed and approved at the Genera l Technologica l Confere nce. the high est
H&D decision -making hod y of the firm . This system has had m uch success as
many hit products owe their Sll <."(CSS to th e Urgent Project system. Exam ples are:
the "Zaurus" (or "LC Pen Com"). which use s a liquid crystal displa y and a pen
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FIGURE 4. SHARP-Boundary-SpanningTeam
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as input device; and the "View -Cam" video camcorder, which uses an LC D as
a view finder.

The company ha s also crea ted a un it tha t transcends the levels and
boundaries of its knowledge among the Business Groups and Divisions and
that coordina tes product lines from th e users' perspective. The Creative Lifestyle
Focus Center has developed various systems to create new product concepts
based on consumers' needs, want s, or values. The first is the "Trend Leader
System," which sta rted in 1985. This system orga nizes about 600 "leading con­
sumers," ranging from middle-school students to sen ior citizens in their seven­
lies, as the Center's outside staff, The 600 peop le are divided into numerous
dusters such as stu de n ts, married workin g women, and retired senior citizens.
Wh en a produ ct conce pt is crea ted. it is reviewed by th ese "leading cons umers."
Throu gh inte nsive lace -to- face interaction with these focus groups, the Center
collects a large amou nt of high -qu ality tacit as we ll as exp licit knowledge, from
which it pred icts consumer trends with tim e frames ranging from one to len
years .

Toshiba-Organizational Structure
Supports Self-Referential Ba

The case of Toshiba illustrat es how ba as a platform for knowledge cre­
at ion can be designed as a division (or more precisely, a group of divisions) with
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FIGURE 5. TO SHIBA- Boundary-Spanning Division

President & CEO

Advanced MultJmecha

Projects
Busin ss Divisions

ADI Group
• Projects Development

and Ccordeiauon
• Knowledge Base

Info/Com­
mumcauon

System

Consume r

Products
Powerl

Industrial
System

Components

an orga nizat iona l str ucture . Toshiba 's vision of ADI (Adva nced I Strategy) has
rece ntly been embraced by the new president, who fore sees Toshiba 's evolution
into an "agile company." The mission of th is business group is to effectively
tran sfer Toshiba's core technologies (knowledge ) to new businesses as well as
rein troduce innovation, challenge, and speed int o Toshiba's management struc­
turc. The task of the ADI busine ss group is to provide new markets and new
business opportu nities for Toshiba in the interactive multimedia field. To accom­
plish thi s task, resources are concen trated in the emerging ba of business, The
knowl edge of all the division s is com bine d in a flexible way, transcending the
divided resources of Toshiba 's traditional hie ra rchical business system. The ADl
group thus represents a kind of "super or transcendent division ." (Sec Figure 5.)

The ADI group is responsible for providing a climate in which th e dis­
persed knowledge assets come together to be crystallized in new products and
bu sine sses. The ADI Business Domain of existing knowledge is described by a
mat rix of 9 places within which va rious new markets have already emerged .
Examples include wireless comm unica tion inf rastructure, DVD, digital broad­
cast ing, interactive TV, and internet appliances.

The "key strateg ies" of ADI for the dev elopme nt of knowledge are:

to int ens ify the se nse of speed a nd agilit y.

10 cha nge the fiscal period mi nd set.
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to create a boundaryless operation-partnership. and

to invest to get an earl y foothold in emerging markets.

These strategies are supported by Toshiba's organizational structure . Posi­
tione d imm ediatel y below th e chairman. president. and CEO. th e AD! gro up is
at th e same high level in the organizational pyram id as other business groups.
such as th e consume r products group and th e power/industr ial systems group.
Moreover. th e AD! group is nat and llexibly structu red. All members are interac­
tively connected via th e Intranet. To further improve the information now and
to reinforce and speed up the decision-making pro cess. there is a system of peri­
odic me etings. For example, every seco nd week a management committee meets
with key technology managers joint ly appoint ed with AD! managers from th e
other division s. These key technology managers possess the knowledge on core
technologies and skills within the ir division s. Thus. th e AD! activities are bou nd­
arv-spa nn ing. ind ependent activities with in the existing organization.

This kind of independence needs a solid fou ndation . First. it needs sup­
port from top managem ent . Second. the fund ing has to be ample eno ugh to
support challenging projects . Toshiba found a solution for th e funding problem.
The AD! group is financed by 0.5 % of each of the business unit sales or a total of
30 billion Yen. The pioneer role played by AD! guarantees a position on a special
hierarch ical leve l.

Maekawa-The Corporate Group
as a Platform for Knowledge Creation

Maekawa Seisakusho, the leading company in industrial freezers. was
founded in 1924 and ha s since then focused on specialized know-how in basic.
applied. an d pro duct ion technologies in indust ries th at involve food and thermal
tech nology. Maekawa Seisakusho no w ma nufactures a broad variety of ind us­
trial freezers . Maekawa's bra nd name "MYCOM" is well-kn own and accounts
for 90 % of all industrial freezers exported from Japan . Maekawa Seisakusho
ho lds a 50% world market sha re in ind ustrial freezers .

The unique management system at Maekawa is characte rized by a group
of "independent corpo rat ions." Each of the se small corpora tions is estab lished
and classified by product. core technology and market type and mu st be self­
supporting. Each independent company on average has 25 employees . The
Maekawa group no w has 80 such corpora tions in Ja pan and 23 in fore ign coun­
tries. with ap proximately 2500 total em ployees. Each of th e inde pendent com­
panies has the wider consciousness of itself as being a main constitue nt in a
gro up tha t exists only as a collective ent ity. (See Figure 6.)

The group consists of 58 locally independent companies that serve cus­
tome rs of each region and 20 companies in the Tokyo area that focus on specific
user categories of business customers (e.g., food , industrial freezers, or energy­
related services). Each employee covers seve ral func tiona l domains (such as
design. manufa cturing. sa les. services. and accounting). This makes Maekawa
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FIGURE 6. MAEKAW A Group-Organic Market Boundary Penetration
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e mplo yee s specia lized ge nera lists who thus have a w ider conscious ness o f self
within the local organ ization a nd wit hi n th e w hole. This understa ndi ng of self
withi n the totalit y of the ba co ns titu tes the loundation of Maekawa Seisakushos
cu lture,

This empowerment of au tonomous local organizations is meant 10 crea te
a greater abi lit y to cate r to custo mer needs. A closeness to custo mers is the fun ­
damc nta l co ncept for the entire linn . Each of the in dep endent compa nies has to

pu rsue its own ba, its ow n raison d 'e-t re .

Th e co nce pt o f ba thu s permeates Maek awa Scisa kus ho , for the individ­
ual, ilu- teams. the individ ua l co m pa nies, a nd the e nti re gro up. The te rm ba at
Maekawa Scisa kujo mea ns the arenas w he re the gro up ca n grow a nd in nova te.
such as bu siness domains o r markets th a t might he helped with Maekawa
Sc isak ujo 's values. The president of Mackawa Sc isa kusho. Masao Maekawa
describes "ge ll ing OUl in the real world" as a wa y of "ga pless co-ex perie nc ing"
with customers, He points ou t that it is vital " to indwell in the world o f the ens­
tomers, to achieve o ne ness of subject a nd object : thi s helps to unde rstand the
needs of custo m ers." In sho rt, ba joint ly possessed hy the cus to mers should not
he dom ina ted hy the CO Ill P<'lIlY 'S ideas. Rathe r, th ey sho uld he "fields o f no th in g­
ness" with no fillers o r a rticu lated mea n ings . Mackawa Sclsa kushos em phasis
on ba i ~ closely relat ed to its em pha sis o n tacit knowledge and knowledge
crea tion .
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Summary
The three strategies used by these companies to create the ba necessary

for knowl edge creation are rather different. Sharp emp loys teams as ba to sup­
port knowledge crea tion . Tosh iba institu tionalizes a platform lor cross-Iunctional
knowledge crea tion with its AD! division . Maekawa Seisakusho grounds the
company culture. the orga nizational str uctu re and success in the ba for knowl­
edge creation . However, whil e organ ization ally different. all three are consis tent
with the theory of kno wledge creation in their emphasis on the ba as the so urce
of this creation process. The dynamics of ba are a fun ction of the spa tial design .
This is wh ere management interven es in the process o f know ledge creation.

Implications

Ba: Organic Ground for Knowledge Creation

The organic con centration of knowledge assets in ba invo lves not J con­
sumptio n process of resources. but an ecolo gical process with a cyclical cultiva­
tion 01 resources. For example, th e PDCA cycle is a linear process th rou gh which
resources are either consumed or meaninglessly distributed. However. knowl­
edge creation and app lication rep resent ecology, not econom y. and ba is the
stage lor thi s resource cycle .

In complex ity theory, the feedba ck that occurs in a system produces
increasing returns in economics or manufacturing with in companies. This is a
concept that adequa tely explains th e growth mechani sm of companies in the
high-tech and service industry. However. il is actu ally the knowledge possessed
by a compa ny or organiza tion . which cultivates th e leedback lrom the market,
and wh ich in time foste rs even high er growth. To examine this mec hanism lrom
th e perspective 01 knowledge crea tion, this is th e spiral 01knowledge conver­
sion. the expansion 01a cha in 01 organizational ba.

Manaqement for Knowledqe Crea tion:
Beyond Manaqemen t of Knowledqe

Knowledge is ma nageab le on ly insofar as leaders embrace and foster
the dynamism of knowledge creation. The role of lop management is as the
provide rs 01 ba lor knowledge crea tion. Their task is to manage lor knowledge
emergence . Leaders must support emerging processes with visionary proposals
(mind) and a persona l commitment 01 time and power (body) . The success 01
knowledge creation depends on managem en t's assumption of responsibility.
justi fication. fi nan cial backing, and caring.

The management of knowledge as J static stock disregards the essent ial
dyna mism of knowledge creation. Managing emergent knowledge in ba requires
a differen t sort of leadership . Top management must come to the realization that
knowledge needs to be nurtured. supported. enhanced, and care d lor. Thinking
in terms of systems and ecologi es"? can hel p provide for [he creation of platforms
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and cul tures whe re knowledge can free ly emerge. Knowledge "activ ists" support
ba by co mm itt ing them selves to ideas, expe riments , and fellow human bein gs.
In thi s sense, kn owledge activi sts man age and live as cata lysts o f knowledge
creation and connectors of pre sent in itiati ves and Ioresight .! ' Along with their
ro rnm iunen t. their visions o n what knowledge 10 cre a te and (In how 10 suppo rt
e m e rgi ng ba are driving fOfCCS lor all organ iza tio nal members. This kind of
knowledge leadership provides a definit e space ill time (or body and mind 10

come togeth e r ill an o rigi na ting bat where knowledge-crea tion processes
em erge . Th is sets the agen da Ior a n e w kin d of m a n agement .
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