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Abstract—Increasing complexity in the business world
causes changes in the concept of value creation, measures for
success and sustainability. More attention is given to the
critical human resources for reducing the risks of managerial
decisions. The right knowledge worker in the right place is not
anymore just accumulating, sharing and using the knowledge.
As the technology evolves and the ecological risks increase
critical role integrates the individual and collaborative skills to
learn and innovate by converting the social network
connections and feedbacks into value. This study analyses the
skills and expectations of these critical roles and proposes a
discussion on success measures of the Knowledge Cultivator.
The suggested frameworks will facilitate evaluating the
performance of Knowledge Cultivator. This new vision will be
beneficial for managers, human resource experts, and
educators.

Index Terms—Knowledge Worker, Knowledge Manage-
ment, Knowledge Cultivator, Innovation Ecosystems, Corpo-
rate Social Responsibility

. INTRODUCTION

EW economic definitions include sustainability of

created value based on financial, knowledge and
ecological resources. Politicians, CEOs and Managers are
warned to have new mechanisms to institutionalise
organisational systems and are invited to be rational on the
critical resources rather than following the footprints of
brand owners [1]. Economists suggest solutions by focusing
on systems innovations instead of technology and product
innovations [2]. Attention is drawn to knowledge risk
management, criteria of which are related to positioning,
performance measuring of the knowledge workforce and
focusing on knowledge management activities [3]. The need
for integrating the worker participation and the
organisational performance is replacing the separate human
resource performance studies [4].

Wider range of skills is to be recognized and supported
for knowledge workers in new business models. The impact
of intellectual quality is to be enhanced [5]; person-to-per-
son skills or soft skills are to be developed [6]. Individual
knowledge facilitators are to be motivated and retained in
order to achieve effective collaboration [7]. As an impact of
all these improvements, not only individuals will be more
innovative but the entire system within a company, within a
city, a region or nation as Helbrecht [8] has stated. Hence, as
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main organisational asset that create a sustainable compe-
tence [9], the knowledge workforce is to be accepted and
managed as Knowledge Cultivators [10].

This paper aims to propose a conceptual framework to
start a discussion on measures of expectations for the knowl-
edge cultivator. The framework considers the skills and a
capacity to innovate for the knowledge cultivator who will
be evaluated in accordance with the internal and external
strategies of the company where he/she works.

his paper is so organized that the next section will

define the skills and drivers. The third chapter will
present the proposed framework. Final section will be the
conclusion and suggestions for further studies.

II. BACKGROUND

A. Definition of Knowledge Worker and Knowledge
Cultivator

The term Knowledge Worker was first used by Peter
Drucker in his 1959 book, Landmarks of Tomorrow to iden-
tify the workers in the information technology fields. Today,
anyone who works for a living at the tasks of developing or
using knowledge is named to be a knowledge worker. Dav-
enport has summarised the background and the operations of
the post: “Knowledge workers have high degrees of exper-
tise, education or experience, and the primary purpose of
their jobs involves the creation, distribution or application of
knowledge. One third to two thirds of any company work-
force is included in this definition” [11]. This definition in-
cludes several tasks and services in addition to transforma-
tion and commerce of data, information and knowledge.
Hence, a knowledge worker is a participant of the knowl-
edge economy where intangible products are as important as
the tangible objects with raw material and physical goods.

Three years before Drucker’s book was published
artificial intelligence (AI) was founded [12]. AI has
influenced the way of using the human and nature
intelligence by  empowering the devices like
microprocessors, robots, smart phones, game console and
web. Hence, to create, produce and disseminate intangibles,
knowledge workers are expected to have the skills to absorb
and use the knowledge. Greene [13] adds characteristics like
high cognitive power and abstract reasoning. Gurteen [14]
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mentions the self-motivated features. Therefore, knowledge
skills are to include the ability to work in symbiosis with an
intelligent assistant (computer), the art to choose the right
technology to solve problems using mental flexibility,
individual and collective knowledge, experiences and
intelligences.

They are to become Knowledge Cultivators, able to de-
fine their own visions of the future, the right goals at the
right place and time in order to innovate in collaboration.
They are also expected to share feedback from experience,
to transfer the social network connections into values, and to
think without borders (between domains). Knowledge Culti-
vators are expected to solve difficult problems. They use the
technological tools effectively to design solutions. They use
the knowledge support to take decisions. Furthermore they
are to be smart, creative, productive, efficient and effective
to prove to be assets but not costs for the business and soci-
ety.

B. Expectations at Operational Level

Knowledge workers including engineers and medical doc-
tors will start the work life at the operational level where
they are expected to accomplish efficient knowledge pro-
cesses in addition to professional performance. Knowledge-
intensive and task-based environments such as research lab-
oratories, consulting firms and high education workers are
expected to fully reuse the knowledge assets in process of
achieving the goals of business tasks [15].

First knowledge operation, Knowledge Acquisition is
gaining new knowledge from either inside or outside the or-
ganisation. It includes addition of new knowledge to the ex-
isting one by making the accumulated knowledge accessible.
In any organisation, the challenge is to accept that not all
knowledge is in a form to be readily shared, diffused, or im-
plemented [16]. Second operation, Knowledge Development
is the effective use of the knowledge accumulated in order to
increase the organisational competence. This is a process
that depends on workers’ readiness to use and share individ-
ual knowledge. Creating knowledge repositories through
collaboration of different teams will allow improvements in
using the existing knowledge [17]. Third and last operation,
Knowledge Dissemination includes knowledge sharing,
knowledge diffusion and knowledge marketing. It is the
process that changes a lot when the workers change [18]. Ef-
fective knowledge sharing is not only dependent on the skill
of knowledge workers; but it requires cultural change, new
management practices and investment in network technolo-
gies. Knowledge workers however are expected to be well
equipped with the appropriate cultural values to facilitate the
exploitation of knowledge in line with the business objec-
tives [19].

C. Expectations at Team Level

Knowledge work is typically project based defined by
memos, contracts or agreements for different activities. An
engineer works in a team to develop a new product; a chirur-
gical doctor works with a team in each surgery; an informa-
tion technology expert works in software, hardware or net-
work projects. Knowledge workers are to be leaders as well
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as team workers simultaneously. That is why they have to be
evaluated process specific, team based and firm spe-
cific [20].

Knowledge teams are expected to be structured with defi-
nite purposes within the organisation’s business mission
[21]. To make teams perform well, cross-functional interac-
tions, communities of practice, communication evolution are
to be realized while group performance appraisal and incen-
tive programs are to be activated [22]. The performance of
knowledge teams are measured in the team and among the
teams of different projects [23].

D. Expectations at Organizational Level

Liebowitz [24] stated that an organisation's accumulated
value is found in the intellect, knowledge, and experience of
its workforce. Firm specific power is the essential basis for
sustainable competitive advantage. Required organisational
synergy is created if financial and knowledge investments
are combined [25]. In order to maximize the value of com-
bined resources the work force of the collaborators should
have qualities above average [26].

The innovation process that is unavoidable for today’s
industries, need knowledge collaboration of the work force
in initiation, development and implementation phases.
Making knowledge workers collaborators in the work
environment will benefit entire organisation. Green [27] has
enlightened the organisational studies by giving a broad list
of employee based factors influential on performance.
Green’s work specifies both features of employees
(competencies, education, experience, relationship,
productivity, profitability) and organisational drivers for the
workers (assignment, retaining position, motivation,
training, and turnover) among the intellectual factors. A
range of technology applications are used for investigations,
collaborations and communications to develop the
organisational learning. It is integrated with the knowledge
processes, but to be articulated in terms of the business
needs and to be designed as embedded with business
performance. The effect of employees on business
collaboration is studied by different authors [28][29] [30].

E. Expectations at Inter-Organizational Level

Strategic alliances in the global supply chains are focused
on knowledge based collaborations. Business models are de-
signed to emphasize personal interactions that bind compa-
nies in the same industry and other industries together. Inter-
actions in terms of information creation, knowledge improv-
ing and knowledge feed are defined and simplified in the
knowledge map model of Arthur et al. [31]. Comprehensive
and flexible strategies are to be developed to create learning
and sharing culture in the value chain [3][30]. Virtual teams
of knowledge workers play an important role in trust build-
ing. This important role requires the abilities of critical
thinking, ethical problem solving, stakeholder analysis, and
comprehensive expression [32].

Although multinational companies play the key role to ac-
cumulate an immense volume of knowledge, there is more
need to expand specialised knowledge customised to the re-
gion or industry. That is why independent knowledge work-
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ers will have a growing importance for the performance of
the value chains even in agricultural industries [33]. Small
and medium size companies are also in search for the
knowledge workers in order to establish the innovative col-
laboration [34].

III. KNOWLEDGE CULTIVATOR DYNAMICS

Organisational effectiveness of the knowledge workforce
is to be managed to increase the firm performance mainly in
the supply chain. As Ramachandran [35] suggests technol-
ogy diffusion in the information society, improving the
knowledge usage to feed into a knowledge society and cul-
ture development are the key impacts in the supply chain. In
order to realize these impacts, a new mindset is enabled by
pro-active strategies and enabling human knowledge cultiva-
tors in the chain as an investment. Moreover externalisation
of the collaborative knowledge worker has to contribute for
the society as well as the value chain [36] and all contexts
he/she is a part of [37].

Unlike the collaborators in the value chain, independent
knowledge cultivators should accept themselves as
connectors. If the innovation cycle is to be managed
effectively there exists a new challenge for managers and
leaders as to take greater risks with the new skill set [38]. In
parallel to the growth of network business and value chains,
relational skills have become as important as the rest. Gao
[39] says knowledge for innovation in products, processes
and systems is more important than general scientific
knowledge. This definition gives a general idea about
focused education requirement for any knowledge
cultivator.

As knowledge is mobilized, the cost benefit analysis of
social ties is given a growing importance. A knowledge
worker takes responsibility of tasks which consists of rela-
tion with all the stake holders, with an influence on other
employees and peers, on customers, on competitors and on
partners [27]. It is business critical to balance the economic
values created and to strengthen the social network [40].
Hence knowledge cultivator is expected to be adaptable to
any time, any place and any team therefore adoptive.

Knowledge Cultivator is highly motivated to attract and
influence the others with his/her creative, innovative capaci-
ties, learning in the same time from others. He/she is ex-
pected to be creative, inventive and intuitive producing ideas
individually and collectively besides answering the existing
needs even anticipating them [12]. They are the ones con-
necting the right people, ideas and organisations with the
right decisions.

[41] defines nineteen features among which we can see
learning in all situations, by sharing, without geographical
limitation. Curiosity for the new technologies and systems
allows him to experiment. Moreover, he/she takes advan-
tages from the failure. These could be classified as learning.

IV. FRAMEWORK EVALUATING THE PERFORMANCE OF A
KNOWLEDGE CULTIVATOR

Prepare Knowledge worker is always defined to be highly
skilled, but it is not always necessary. However the
difficulty to define these skills increases as the requests
grow, especially in the transition period to Knowledge
Economy. As stated above the expectations are diverse and
immense. To avoid the expectations to reach a point that a
knowledge manager will create a rabbit in an empty hat, the
uprising in performance measures should be applied. In
large companies managerial performance is linked to the
business success rather than individual performance as in
Toyota [42]. This measure without any doubt includes
employing the right person for the right job to ensure the
organisational competence.

This study allowed designing a new framework that uses
the skills of the knowledge worker, to reduce mistakes in en-
gagement, team building, collaboration and success of
knowledge workers. The skills requested are to be translated
into the drivers expected from the knowledge cultivator. The
cultural influences are also to be clustered so that the evalua-
tion can be performed by predicting the societal impact of
the cultivator. As it is shown in Figure 2, the framework
combines drivers and culture but the measures or the tools
that should be used in measure are not yet defined.

The drivers are classified in five groups to include all
expectations from the knowledge cultivators:

Education and life-long learning ability will not only
include the scientific education that finalizes with a degree
but it has to continue with training and the general culture
which would help in the networking. The most important is
to learn how to learn and why.

Learning and ability to learn in real time needs to be curious
and integrate the good or bad feedback from the experience.

Flexibility in adopting the learned knowledge to new states
and/or cases is a necessity when coping with the agility.

Collaborative ability is to collaborate with everybody
anytime and anywhere. The power around the cultivator
should not be a challenger. It is also about mental flexibility.

Motivation will include both self motivation and motivating
the people to collaborate and valuing them for doing things.
It has been emphasized before that it can be with creativity,
intuition and interaction which result in influences. Skills in
communication and in psychology may help.

Problem solving ability and decision taking is one of the
most requested skills:

Decision is to be given on time, tool, network and ideas by
evaluation and taking into account all context knowledge
that may influence. /Q is part of decision success which is
currently captivated as the imagination quotient.
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Figure 1. Framework for knowledge cultivator performance evaluation

Capacity to innovate consists of capabilities to create new
ideas and propose changes continuously

Environmental impact is the attitude and capacity to
estimate the impact of activity (using simulators if needed).

These drivers should be evaluated in the specifics of fam-
ily, school, social and company culture. Besides, social and
economic impact will be measured as to results obtained by
the knowledge cultivator.

Knowledge cultivator can be considered as a holon able to
adapt and influence all context as a part of the holonomy de-
fined from the individual to the society.

Application of the framework proposed in Figure 1 will
provide the following benefits in any industry without being
specific to technology people : i) employing the right peo-
ple; i) ability to determine the salary and the benefits as crit-
ical people; iii) balance the performance measures in the
company; iv) reduce turnover by starting retaining strategies
and v) facilitate managerial success.

V. CONCLUSION

High-performing enterprises are now building their com-
petitive strategies around data-driven insights that in turn
generate impressive business results. The secret weapon is
defined to be analytics. That is why knowledge cultivators
are given an increasing value for the improving role in inno-
vation. In a world where knowledge is a quality introduced,
created and developed by the employees, the right person in
the right position has more importance. In a tough economy
of reducing work durations, income depends on the
worker’s position relative to the peers in the same knowl-
edge level.

This study starts a discussion on a new framework to
evaluate the requested abilities and impacts of the knowl-
edge cultivators. The firm in search for the talent for more

innovation is to find the right skills and know to keep them
in the company for a long enough time to benefit. Intellect,
wisdom and ideas can be converted to economic and com-
petitive values only by the impact of knowledge cultivators.

Future works will include the validation of the framework
with a variety of measures and test application of the
framework in different industries. Ligamen' tools are some
trials to be improved.
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