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Knowledge Research 
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Abstract: 
We are interested in the Tacit Knowledge area. In our 
research we are searching for the answers to the 
following question: How to facilitate managers´ Tacit 
Knowledge acquisition and development in the process 
of managers´ development? 
One from methods we used in our research was 
interviews with managers that were based on the 
exploitation of mental maps. 15 managers from 15 
organisations took part in this part of our research. 30 
cards with key terms were given to the manager. The 
task of the manager was to get through cards and 
discard those, where the connection with the process of 
managerial maturation is according to him/her only 
marginal or zero. Then he or she had to order the rest of 
cards and create a mind map expressing the process of 
Managerial Maturation. After that he/she commented 
his/her map – gave reasons, why he/she tagged it 
together just a given way. He/she interpreted also how 
she/he understood the terms and their influence on the 
process of Managerial Maturation. 
The research results show, if one wants to be successful 
in a managerial position, one must have Tacit 
Knowledge covering a variety of areas. Above all, one 
must acquire Tacit Knowledge about those people with 
whom one comes into contact. The rate and ease of 
Managerial Tacit Knowledge acquisition and formation 
are influenced by the manager’s personality. 
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INTRODUCTION 

This article deals with a research study of 
Managerial Tacit Knowledge. The knowledge of 
employees – and therefore even managers, are an 
institution’s most valuable asset. They can represent a 
significant resource for the competitive ability of an 
organisation. For this however to hold true, an 
organisation has - in the first instance, to teach its 
staff to identify the requisite tacit knowledge, to work 
with it, to use it for their own personal development; 
and, last but not least – it must support their training 
(moulding) and development.  

Equally, if we look at the role of managers 
in organisations, we can come to the conclusion that 
they are crucial to the organisation. Organisations 
need capable managers, able to ensure that the 
institution fulfils its mission and achieves its goals, 
and even, that it survives or develops further within in 
a competitive environment. The success of a manager 
is decided among other things by their knowledge, 
and often this has to do with their tacit knowledge. 

In the first part of the report, the concept of 
Managerial Tacit Knowledge is described. The second 

part deals with the method and results a research 
study realised by the authors. 

 
MANAGERIAL TACIT KNOWLEDGE 

 
Knowledge, according to Armstong (2002, p. 290), 

is information customised to a productive utilisation. 
Mládková (2004, p. 25) defines knowledge as 
information extended upon by things which the 
information interacts with (e.g. the knowledge and 
skills we already have, our experiences, mental 
models, relationships, the values and principles we 
live by, and what we believe in).  

Two forms (or dimensions) of knowledge are 
distinguished - Explicit and Tacit/Implicit (e.g. 
Armstrong 2002, Mládková 2004). 

Explicit Knowledge is knowledge expressed in a 
formalised way (e.g. by letters, in words, by numbers, 
or other symbols). (Mládková 2004, p. 29) According 
to a range of authors (e.g. Armstrong 2002, p. 291, 
Reboul et al. 2006, p. 262, Vymětal et al. 2005, p. 
213) Explicit Knowledge is possible to codify and is 
relatively easily accessible. We can find it in 
databases, organisational intranets or in sets of 
organisational intellectual property. 

Tacit Knowledge is knowledge in people’s minds. 
(Collison and Parcel 2005, p. 19, Armstrong 2002, p. 
291) It is bound up with one’s subconscious or with 
the activity in which it is used. (Mládková 2004, p. 
28) 

A lot of authors characterise Tacit Knowledge as 
practical know-how (or "active" knowledge, practical 
intelligence, know-how about the real world, or a 
practical understanding of something) that is formed 
in one’s mind over the course of years on the base of 
experiences and interactions with the setting. In 
addition, such know-how isn’t usually gained on the 
basis of formal education, but by means of implicit1 
and informal learning (e.g. Brockmann and 
Simmonds 1997, Bennett 1998, Guinipero et al. 1999, 
Fox 1997, Wagner 1985, Sternberg 2001, Sternberg et 
al. 1993). 

Tacit Knowledge manifests itself in that people do 
something without an awareness of doing it (i.e. they 
do it spontaneously), or they aren’t able to explain 
how they do something, or they know something but 

                                                      

1 Implicit learning proceeds unconsciously, i.e. without 
the intention to learn and often without awareness that the 
man has just learnt something. (Eraut 2000, Fox 1997) 
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are unable to express it in words, numbers, nor by any 
other symbols. (Gourlay 2002) 

We understand “Managerial Tacit Knowledge” to 
be that knowledge which exists in manager’s thought 
processes. A manager’s explicit knowledge, 
experience, skills and abilities, intuition, imagination, 
mental models, etc., all have a share in its origins. 
This has to do with the practical know-how that a 
manager acquires through experience, whether 
personal or intermediated, and which they use in the 
course of their duties in order to achieve their aims.  

 
A RESEARCH STUDY OF THE MANAGERIAL 

MATURATION PROCESS 
 
If we understood how moulding comes about and 

the development of Tacit Knowledge in the minds of 
managers, and of the transfer of this knowledge to 
others, we might mould and develop such knowledge 
in the process of managers´ professional preparation. 
That’s why we are interested in the Tacit Knowledge 
area.  
In our research, we realised first a preliminary 
research study. The collection and collation of the 
data for the preliminary research study was 
undertaken from April 2005 until February 2006. 
During this phase, the following concrete data 
collection methods were used: 
a) Semi-structured discussions with managers – In 

total, 17 managers working in middle and upper 
management positions and 1 PhD student in the 
FaME UTB in Zlín PhD. studies programme 
were questioned.  

b) Questionnaires - 451 managers were approached. 
In all, 30 questionnaires were returned, which is a 
rate-of-return of 6.65 %.  

c) 2 Focus Groups – 6 academic staff participated in 
the first focus group and 1 representative from 
praxis - the workplace (a Personnel Manager). 
The second focus group saw 5 academic staff 
take part and 3 representatives of local enterprises 
(a Personnel Manager, an employee recruitment 
specialist, and head of a local firm). 

On the basis of data analysis from this preliminary 
research study, it was defined 30 key terms. The aim 
of the following research stage was to identify the 
ways in which these 30 selected personal, 
instrumental and situational factors influence the 
process of so-called “Managerial Maturation”2. The 
reason was a close link between managerial 
maturation and the creation and subsequent moulding 
of Tacit Knowledge exists. Managers pass through 
several levels of Tacit Knowledge acquisition in the 
course of “Managerial Maturation”. And it is 

                                                      
2 Managerial Maturation is the process of obtaining and 

developing the set of knowledge, skills, experiences, 
aptitudes and attitudes necessary to be able to be successful 
and perform one’s managerial duties. 

probably the amount of Tacit Knowledge, the ability 
and the willingness to use it that separate the 
successful manager from the unsuccessful one. 

The Managerial Maturation process is influenced 
by personal and situational factors. Personal factors 
are related to the individual’s interior world and their 
character or aptitudes, no matter whether they were 
born with them or gained them through social 
learning. Situational factors characterise the context in 
which Tacit Knowledge can be gained and which can 
have an influence on its content. 

The individual can obtain Tacit Knowledge by 
means of a number of instruments. Some of these 
were the object of the research. They were called 
“instrumental factors” in the research study. 
The concrete factors examined are named in Table №. 
1. 

15 managers from 15 organisations took part in 
this piece of research. Their average age was 44 
(Note: the youngest manager was 29, the oldest was 
58). 4 managers had an economics-related education, 
7 had technological educations, 3 had liberal 
educations, and 1 had a double - economics and 
technical - education. The average number of years 
which the managers had been active in the field of the 
company’s business was 16. 7 organisations were 
engaged in manufacturing, 2 in trade activities and 6 
organisations dealt with services. The managers had 
been employed on average 11 years in their current 
organisation. They had held managerial positions on 
average for 14 years - where, the lowest number of 
years acting as a manager was 2 and the highest was 
29. 14 managers were members of top management 
teams, 1 was at the middle management level. 4 
managers were engaged in Human Resource 
Management, 1 was in charge of Production, 2 were 
in charge of business transactions, and the rest didn’t 
have a clear-cut specification. The lowest number of 
subordinates (incl. indirect ones) was 9; the highest 
was approximately 2,000. 

The data collection proceeded from November 
2006 to January 2007, and was in the form of semi-
structured interviews with managers. The interviews 
were based on a mind (mental, thought) map-themed 
"Maturing" of a manager. The map was always 
constructed by the interviewed manager. 
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Tab. 1 Factors Examined which Influence the Managerial Maturation Process 
Source: [Own elaboration] 

Personal factors Instrumental factors Situational factors 
Activity Discussion Organisational Culture 
Intuition Critique Conflict 
Eavesdropping Story Crisis 
Observation Advice Support 
Subconscious Knowledge Sharing Aid 
Self-understanding Simulation Rule 
Common Sense Cooperation Opportunity 
Creativity Teacher Decision-making 
Perception Model Strategy 
Responsibility Experience  

  Feedback   
  

METHODOLOGY OF THE RESEARCH 
 

The interview with the manager began with an 
explanation of the subject of the interview. Then a 
fulfilment of the so-called “Identification Sheet” 
followed. This captured primary data about the 
manager, e.g. their age, position, number of 
subordinates, etc.  Then 30 cards with key terms were 
given to the manager. These were labelled with one 
factor being surveyed on each card. The task of the 
manager was to go through the cards and to discard 
those where the connection with the process of 
Managerial Maturation was, according to them, only 

marginal or zero. Then they had to re-order the rest of 
the cards and create a mind map expressing the 
process of Managerial Maturation.  They could use 
matches with a black head to indicate mutual relations 
among the terms. In case they wanted to accent some 
of the linkages, they could use matches with a pink 
head. After that, they commented on their map – i.e. 
they gave reasons, as to why they had tagged things 
together in just that given way. They also interpreted 
how they understood the terms, and their influence on 
the process of Managerial Maturation. The interview 
was recorded on a dictaphone and the mind map was 
photographed. 

 
 

 
Pict. 1 - An example of a mind map created by one of the managers 

Source: [Own – from the research archives] 
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The using of mind maps was a good idea. 

Managers found this way of the data collection 
interesting. They were motivated to think about the 
topic more than by a classic interview. They used the 
mind maps as a supporting tool for explanations of 
their thoughts.  

 
DATA PROCESSING 

 
The records of all of the interviews were rewritten 

into a text form using the Transcriber program. To 
make working with mind maps easier, the maps were 
repainted and then completed with comments from 
interview records - (see Supplement A). 

In the course of processing the data, we 
discovered a certain frequency in the selection of 
individual key terms (see Supplement B). After that, 
an analysis of the relations between the terms in the 
mind maps of individual managers was performed.  
The relationships which a manager had marked by 
means of matches and the collocation of terms were 
also evaluated. Furthermore, these relationships were 
complemented with so-called “fictitious” ones, i.e. 
with those which the manager had indeed mentioned 
during their interview, but which nevertheless they 
hadn't marked in their mind map. We discovered how 
many terms the particular key words were placed 
within mutual relationships. In addition, a weighting 
was assigned to each relationship (e.g. a relationship 
accented by a pink match head was allocated 1.5; a 
relationship marked by a black match-head = 1; a 
fictitious relationship = 0.5; a coalition and an 
identification of terms 0.25). This way was dedicated 
an imaginary meaning of particular terms in relation 
to the process of Managerial Maturation from the 
standpoint of the concrete manager. After that, the 
data was collated and processed for the whole 
experimental sample. On the basis of this data, the 
imaginary meaning of particular terms in the process 
of Managerial Maturation and the intended and 
crucial interconnections between the terms were rated, 
i.e. the interconnections whose valuation were higher 
than the average valuation of linkage above the 
standard deviation in evaluation linkages. The average 
valuation of linkages reached a rate of 1.58. The 
standard deviation in this valuation was 1.74. 

A group of so-called “TOP terms” was built up for 
each of the managers. The terms which gained the 3 
highest valuations for a concrete manager were 
included in their TOP group. Apart from these, the 
emphasised terms were monitored for each of these 
managers. To those were assigned those terms whose 
valuation was higher than the average valuation of 
terms by the manager and higher than the standard 
deviation in valuation of terms for the appropriate 
manager.  

The individual terms and links (interconncetions) 
between the terms were commented upon by us on the 
basis of our records of interviews. 

RESULTS OF THE RESEARCH 
 

The picture (Picture 2), records the resulting 
weighted valuations of the influence of 30 surveyed 
factors on the process of Managerial Maturation. It is 
the average terms´ valuation for 16 managers (apart 
from the experimental group, we also took into 
account the results of the last test interview). The 
average valuation of terms reached a rate of 2.87, and 
the standard deviation was 1.74. 

Results of the research in the relation to 
Managerial Tacit Knowledge are following: A certain 
specific aspect of managerial tacit knowledge as a 
whole lies in its interconnectedness with the content 
of the activities and situations in which a manager 
exploits such knowledge, as well as the fact that they 
are – to a great extent linked to working with people 
(i.e. unlike the tacit knowledge of a pilot, which 
rather, is associated with technical issues). 

If someone is to master a managerial position, 
they must have tacit knowledge drawn from a variety 
of fields. Above all, they must acquire tacit 
knowledge about the people with whom they come 
into contact (e.g. they must understand their motives, 
needs, and understand what they must pay attention to 
when negotiating or dealing with them). 

On the one hand, we can differentiate general 
managerial tacit knowledge – which all managers 
require; from the so-called specific managerial tacit 
knowledge, which is closely related to a manager’s 
field of activities and standing within the hierarchical 
structure in which they work, etc. 

Managerial Tacit Knowledge significantly 
influences the behaviour of a manager and their way 
of working, and for this reason, is decisive on their 
success (or failure) – for instance, it speeds up and 
makes easier the decision-making process. Success in 
the performance of managerial activities depends 
upon the quantity and content of their acquired tacit 
knowledge, their ability to exploit this tacit 
knowledge and willingness to use such knowledge. 

Managerial Tacit Knowledge is dependent upon 
context – tacit knowledge can be successfully 
transferred only between people who share a context 
(e.g. who have the same values, language, or culture). 
In addition, certain types of tacit knowledge are only 
of use to a manger under certain conditions (i.e. 
contexts). 

What is important for the formation of tacit 
knowledge is the ability of a manager to learn from 
their mistakes and the feedback they receive.  

The probability of Managerial Tacit Knowledge 
mastery has a tendency to grow in line with the 
growth of experience acquired through the 
performance of a given activity, but this is rarely 
directly proportional (equally, it depends upon the 
ability of an individual to learn from/by experience, to 
extract what is important from the dross, and to 
assemble the individual pieces of knowledge and 
observations together in such a way as to create a 
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compact whole, and to do so even when using 
previously acquired knowledge). In order to create 
tacit knowledge, what is important is not only the 
quantity of (previous) experience, but also its 
variability as well as the ability of the individual to 
formulate thoughts based upon the experiencing of 
tacit knowledge. Self-reflection and feedback from 
the environment appear to be important for the 
creation of Tacit Knowledge. Past experience and the 
implied knowledge on their basis are easier to 
memorise than mediated experience and knowledge. 
In addition, the individuals must - according to the 
managers involved in the research study,  gain a 
certain understanding, it is impossible to convey this 
to them (eventually even, they will misapprehend the 
message or won't pay attention to it). 

The base prerequisites for Managerial Tacit 
Knowledge formation based on experience are, to a 

certain extent, in-born. Nevertheless, this ability can 
also be developed to a certain extent through 
education. 

Managerial Tacit Knowledge formation is 
supported by good-quality inter-personal 
relationships, trust and the possibility of having 
informal meetings. 

Organisational Culture is influencing, as the 
results from the research study validate, the rate, and 
in what forms the sharing of knowledge (including 
Tacit Knowledge) proceeds in the organisation. An 
already existing organisational culture has an 
influence among others on Tacit Knowledge 
moulding in an employee's mind (i.e. the rate of 
moulding and the concrete content of this Tacit 
Knowledge).  
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Fig 1 – The Evaluation of Chosen Factors for the Process of Managerial Maturation 

Source: [own elaboration] 
 
From the level of mentions, it is evident, that the 

possibility of knowledge sharing with one’s 
surroundings has a strong influence on the process of 
Managerial Maturation. 

According to managers, sharing knowledge as 
such is impossible, it is only possible to hand on 
information and then to discuss it. Knowledge begins 
with the release/handing out of a set of information 
and data and, in the course of time, when an 

individual learns to use the acquired knowledge, to 
respond to a change in situation. 

According to the statements made by the 
managers, persuading people about the necessity of 
“knowledge-sharing” is often a problem in practice. 
Both the labour market itself and the competitive 
environment function against knowledge-sharing. 
Vymětal et al. (Vymětal et al. 2005, p. 243) explain 
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this fact: The value of a knowledge worker3 for the 
organisation consists in that it is known about them 
what ideas, advice, knowledge and experiences they 
have helped co-workers with, or how they have 
helped the organisation by problem-solving. If they 
make their knowledge freely available and share it, 
they lose their value step-by-step. The reason is their 
collaborators learn from them and acquire their 
knowledge. In addition, a knowledge worker risks the 
situation where their co-workers will add their own 
knowledge to their knowledge and so become more 
useful and more needed for the organisation than they 
are.  

The handover of knowledge/experience as such, 
is difficult in and of itself, because: 

- The individual for whom it is 
intended, doesn't need to understand it (it's just 
that they don’t have the personal experience) – 
they are unable to take the key feature that the 
more experienced individual wants to tell them, or 
they misunderstands what the main point is from 
the knowledge they have been handed. Transfered 
experience should link onto the learner`s chain of 
knowledge and their longing to better get to know 
a certain area. 

- The receipient must be willing to 
take notice of this information and must see it as a 
contribution (this depends e.g. on the personality 
of the purveyor, i.e. whether the receipient 
considers them to be trustworthy). If the person 
themselves asks for the experience/knowledge 
then they usually tend to be willing to accept it 
and its apprehension is easier and greater. 

- The receipient can evaluate this 
information in their own way, on the basis of their 
knowledge, characteristics and experience. Even if 
two people have the same experience, each of 
them understands it in an individual way. 

- Not everyone is able to transmit 
experience/knowledge to another. 

- Some knowledge is obtained 
subconsciously, and people don't even know that 
they own it. 

- The person may not be conscious 
that a component of handing over information 

                                                      
3 Mládková (2004, p. 15-16) defines the knowledge 

worker as an individual who has specific knowledge, or a 
set of knowledge. The knowledge is important for the 
organisation. It can be difficult for the rest of the workers in 
the organisation to obtain the knowledge (e.g. it could be 
time-consuming, financially-demanding, or totally 
impossible - because they don’t have the knowledge or 
skills essential for concrete knowledge formation), or they 
can’t use it (i.e. it is conditional on a special certificate, 
possibly an academic diploma, or a vocational certificate). 
The knowledge worker is often the only one who has this 
specific knowledge within the whole organisation. The 
knowledge may be partly subconscious, the worker may not 
be aware of it, or they may not attach importance to it. 

should also be to mention certain closely-related 
knowledge. 

- A suitable form of handover must be 
selected (i.e. the form shouldn’t be aggressive or 
downgrade the intelligence of the recipient). 
 

CONCLUSION 
 

A knowledge of how moulding comes about and 
the development of Tacit Knowledge in the minds of 
managers, and of the transfer of this knowledge to 
others; a recognition as to whether or in what way we 
may mould and develop such knowledge in support of 
the professional preparation of managers in the 
performance of their duties and careers is not only 
interesting, but at the same time, of benefit for both 
theory and practice (praxis) in the fields of 
management and pedagogy. It contributes to 
improvements in the professional preparation of 
managers for the performance of their profession, and 
thereby to improvements in the competitive ability of 
the organisation itself. 

The main aim of our research study was to 
identify the ways in which 30 selected situational, 
instrumental and personal factors influence 
managerial development, and to create a basis for 
research into Managerial Tacit Knowledge. The 
pivotal method for the data acquisition was through 
interviews with managers based on the exploitation of 
mental maps.  

The main results of our research study are the 
following: A person should ideally mature into a 
managerial position, i.e. they must obtain a sufficient 
number of experiences and quantity of experience 
(e.g. in subordinate working positions) and get the 
associated Tacit Knowledge. The rate and ease of 
Managerial Tacit Knowledge acquisition and 
formation are influenced by a manager’s personality. 
A mentor can help with the direction and moulding of 
a novice manager’s Tacit Knowledge. The acquisition 
and development of Tacit Knowledge is supported by 
high-quality interpersonal relationships, trust and the 
possibility of having informal meetings too. Self-
reflection by the manager, i.e. their evaluation of their 
activities, their implicit and explicit or qualitative or 
quantitative starting conditions, and their results are 
all important for the creation, acquisition and 
development of Tacit Knowledge. 

Nowadays, we are continuing in the research in 
the Tacit Knowledge area in terms of the grant project 
GA ČR (Czech Science Foundation) Developing 
Managerial Tacit Knowledge, reg. No. 406/08/0459. 
In our continuing research, we plan to use the 
following methods: the Focus Group Method, 
Participative Observation of Managers in the 
performance of their duties complemented by the use 
of video recordings of the manager’s behaviour and 
the use of feedback/reverse stimulated recollections of 
the causes of their behaviour (where the manager sees 
a recording of the behaviour and weighs what 
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influenced it), Structured and Semi-structured 
Discussions with managers, Autobiographical 
Managerial Storytelling, Projective Methods – for 
instance: the “finish the sentence” test and the picture 
interpretation test.., Psychological Tests – these will 
track the introvert or extrovert orientations of the 
managers concerned as well as their tendency to 
exploit their intuition, so-called “Situational 
Questionnaires”, in which the manager evaluates the 
suitability or benefit of the suggested way of behaving 
in a given situation (e.g. with the assistance of 
rankings).  
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Appendix B – Frequency of Key Words´ Discarding at the Beginning of Interviews Based on Mental Maps 

Key Word Total Frequency 
of Holding

Activity R15 T02 2 16
Discussion 0 18
Organisational Culture 0 18
Intuition R04 R15 2 16
Conflict R13 1 17
Critique R08 1 17
Crisis R08 R13 T03 3 15
Eavesdropping 0 18
Support R04 R15 2 16
Subconscious R01 R02 R08 R15 4 14
Aid R02 R04 R08 R11 R15 5 13
Observation R04 R15 2 16
Rule R01 R02 R04 R15 4 14
Story R02 R04 R05 R08 R09 R11 R12 R13 R15 T03 10 8
Opportunity R01 R04 R08 R15 4 14
Advice R08 1 17
Decision-making 0 18
Knowledge Sharing R04 R05 2 16
Self-understanding R02 R15 2 16
Common Sense R08 1 17
Simulation R02 R04 R11 R15 T03 5 13
Cooperation 0 18
Strategy T03 1 17
Creativity R01 R15 2 16
Teacher R02 R04 R05 R09 R11 R12 6 12
Perception R04 R08 2 16
Model 0 18
Experience 0 18
Responsibility R04 R08 2 16
Feedback 0 18
Total 4 7 0 12 3 0 0 10 2 0 4 2 3 0 12 0 1 4 X X
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Source: [Own elaboration] 

 


