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To knowledge managers everywhere, in every
organization, industry, and sector on every continent.

May all your strategies be successful!






Contents

Figuresand Tables ... Xi
Acknowledgments ..., xiii
Foreword ..., XV
Introduction ..., Xix

Chapter 1 What Exactly Is Knowledge Management,

and Why Do We Need It? .......................... 1

The KM Landscape ........ccccocevieiiiiiniciiiiciienieee 1
A Useful Boston Square .........ccccceevvevvieniiiinieniieennens 3
Defining Your SCOpe .......cccceouiiiiiieniiiiiiiciiccee 7
Why is KM Needed Now? ........cooiiiiiniiiiiiniiees 7
Summary and Next Steps ........cccceevevieniniienicneenene 9
Chapter 2 The Knowledge Manager Role ................. 11
Key Elements of the KM Leadership Role ................ 12
Defining the Knowledge Manager ........ccccceovevneee 13
Other Roles in KM ..., 14
Summary and Next Steps ........cccccecevieiiiiiiiennenn. 15

Chapter 3 Making the Case for a Knowledge
Management Strategy .......ccceeeuuueeeennnnne. 17
Is Knowledge a Key Business Issue for You? ............. 17



vi Designing a Successful KM Strategy

Is There Evidence That Management of Knowledge

Might Be Sub-Optimal in Your Organization? ...... 18
Is It Likely That Improved KM Might Add

Real Value? ........ccccoviiiiiiiiiiiiccec 19
What Evidence Do You Need to Collect? ................ 20
Who Makes the Decision to Invest? ..........c.c.ccc...... 20
What Exactly Are You Asking Them to Decide? ....... 21
Summary and Next Steps ......cccccevvveeviienvieenieenneenne. 21

Chapter 4 The Ten Principles Behind Your

KM Strategy ... 23
KM Strategic Principles .......cccccooieniiiiiiniinniinncne 23
Example of Principles Within a KM Strategy ........... 39
Summary and Next Steps .......ccccevvvveviveneeenrenneennne. 40

Chapter 5 Strategy Structure, and

Strategy Input ... 43
Interview Approach ........ccccoceviiiniiiiieniiiiicniene 44
Workshop Approach ... 45
Summary and Next Steps .......ccccevvvveviveniveennenneennne. 48

Chapter 6 Identifying the Underlying Business

Imperatives and Drivers .......................... 49

The Four Potential Focus Areas ........c.ccccceevvieninenne. 49
Doers vs. Makers vs. Sellers; Process

and Product ... 52

Organizational Demographics .......cc.cccccceevverueennen. 53

Example of Business Imperatives ...........ccccceevennee 56

Summary and Next Steps ......cccccvvveeviiieriiieniieenn 57

Chapter 7 Knowledge Management
Vision and Scope ..............cccoiiniie. 59
Example Vision Statements ...........cccceceiiienieninnens 60
What Will Your Vision Statement Look Like? ........... 61



Contents vii

Creating the Vision ..........ccccooiiiiiiiiiiiiicee, 62
Defining the SCope .....c.cccocieiiiiiiiniiiiiciiicceee 63
Example Scope Statements ..........cccccoeeiiiinieninnns 64
Summary and Next Steps ......ccccevvvvervenueeneenneennne. 65
Chapter 8 Strategic Knowledge Areas ................... 67
Identifying the Strategic Knowledge Areas .............. 68
Ranking the Importance of Your Strategic
Knowledge Areas .........cccccceviiiiiiiiiiiiiiiiee. 71
The Strategy Map: Showing the Link to
Business Strategy ..........ccccciiiiiiiiiiii 72
Examples of Strategic Knowledge Areas .................. 73
Summary and Next Steps ........cccccecevicvieviiiiennene. 74

Chapter 9 Assessing the Current State of KM in

the Organization ..........cccovevvuueriuennnen. 77
Assessment QUESIONS  ....covvveieeeiiiiieeeeiiee e 79
AssessmMeNt ProCESS .....coveeeiveeiieiieeiieeeeeeeeeeeeeeeeee, 81
What to Do With the Results ..........ccooevvviieeiiiinnens 81
EXaMPIES oo 82
Summary and Next Steps .........ccocevviiiiiiiiicnnenn. 83

Chapter 10 Knowledge Management

Framework ........ccceevevvvueivinevinncnnnnen. 85

The Need for a Knowledge Management

Framework ........cccoeviiioiiiiiiieee e 85
Defining the Framework within the Strategy ............ 86
The Questions You Need to Answer in Order to

Define the Framework ...........ccooiiiiiiiiii, 87
How Do You Find the Answers to

These QUESLIONS? .....coooiiiiiiiieee e, 90
Framework Examples .......cccccooiiiiiiiiniiiiniiciiee, 91

Summary and Next Steps ......ccccevvviervenieenienieennne. 92



viii Designing a Successful KM Strategy

Chapter 11 Information and Content

Management ..........ccccceiiiiiiiiiiiinnnnnnn. 93
Knowledge Repository Technology—

Requirements Analysis .........cccccvviiiniiniiinienncens 94
Information Architecture ...........ccccocieviniiniieninnns 97
Documented Knowledge Lifecycle Process ............. 98
Example of an Information and

Data Architecture ........ccccoocveeviiniiiinieniieeneene. 100
Summary and Next Steps ........ccocveeviiieniieeniieenn. 100

Chapter 12 Knowledge Management

Technology ........ccoovvvvueininiiinnncnnnnee. 103
Understand Organizational Objectives ................. 104
Understand User Requirements ................ccccce..... 105
Embed KM in Processes .......cc.ccoccveviiiiiiniiinniennn. 106
Training and Communications .............ccccccceceenens 107
KM MELriCs .oooiiiiiiiiiiiiii 107
Senior Management Support ............cccciiiiinn, 107
Cross-functional Participation ...........ccccceeiennene. 107
Technology is a Means to an End ...................c.... 108
Adequate Budget ..........cccceiiiiiiiiiiiiii 109
Requirements Roadmap Process ...........c.cccccccee.. 109
Example ..o 118
Summary and Next Steps ........cccccevevieviniicniennnn 119

Chapter 13 Change Management ....................... 121
Principles of Change Management ............c......... 121
Change Management Plan .........ccccoceniiiniinnnene. 126
Summary and Next Steps ........ccoccvvevvieeniiceniiieenn. 131

Chapter 14 Stakeholders .....................cccoiiiin. 133
Stakeholder Influence Models .............ccccoceiee 133
Who Are the Key Stakeholders? ...........cccccecvieieens 134
How to Influence the Stakeholders ...................... 139
Hearing from the Knowledge Workers .................. 140

Summary and Next Steps .......cccccevveevvenvieenienneene 141



Contents ix

Chapter 15 Pilot Projects ...............ccccoevinniinnnn.
About Pilots ..o
Selecting Pilot Projects ........cccociiviiiiiiiiiiniene
How to Find Candidate Pilot Projects ...................
Make Sure You Don’t Miss the High-Level

PilOts oo
Grading and Selecting Pilots ..........cccccecivienienene.
Presenting the Pilots within the Strategy ................
Example oo
Summary and Next Steps .......cccccevveeriiniueenienneene

Chapter 16 Making the Business Case and
Determining ROl ...
Estimating the Size of the Prize ..........cccccoccenii.
Calculating ROI ..o
Looking For Analogs .......cccccceveviiiniiiniiiiicnice.
ROI EXamples ......coovviiiiiiiiiiiiiiicniicceceeecee
Summary and Next Steps .......cccccevviervirvieenienneene

Chapter 17 The Guerrilla Strategy .........................
The Guerrilla Strategy .........cccocoeviiiiiiiiiiiiiies
A Guerrilla Strategy Requires Bravery ...................
Summary and Next Steps ........cccccevevievieiiiniennne

Chapter 18 A Retention-Based Knowledge
Management Strategy .....................
Business Driver ...,
Scope and Vision .........coccveiiiiiiiiiiiniiicc

Critical Knowledge Areas and Assessment
of the Current State .......ccccocveiiiiniiiiienicnnene
KM Framework ........ccccooeeiiiniiiiiinicciceccee
Stakeholders .......cccoiiiiiiiiiii
Change Management ...........ccccccceeviiniiiiieiicnnennnn
PHOtING e
Governance of the Strategy .........cccccevecvinicniennnn
Summary and Next Steps .......ccccevvvieriincieenienneene



x  Designing a Successtul KM Strategy

Chapter 19 Building the Implementation

Team ...
Appointing the KM Team Leader .............
Appointing the KM Team .........c.cceceeeunee
Deciding the Reporting Lines .................
The Steering Team ........cccccoeoiiiiiieicnnene
Implementation Planning ........................
Budgeting ....cccevvieniiiiiiicce,
SUMMATY oo

Chapter 20 Final Words ...............ccccocc...

Appendix A: Communication Plan Template

About the Authors ...........oooovviiviiiee,



Figures and Tables

Figure 0.1
Figure 1.1

Figure 1.2

Figure 3.1
Figure 4.1

Figure 4.2
Figure 6.1

Figure 8.1

Figure 8.2

Figure 10.1
Figure 11.1
Figure 11.2
Figure 12.1

Figure 14.1
Figure 14.2
Figure 18.1
Figure 18.2

Flow diagram for writing a KM strategy .......... XX
Four quadrants of Knowledge

Management ... 4
Organizational context for Knowledge
Management ... 9
A poorly connected network ............ccceeeene 19
Stepwise investment in Knowledge

Management implementation ...............c......... 35
Three implementation strategies .................... 37
The four business focus areas for

Knowledge Management ...........ccccoceenvinncene 50
Top-down approach to identifying

critical knowledge areas ..........ccccoeeiriienncnnn. 69
Strategy map with added KM layer ................. 73
NASA KM Framework ......c.ccccoviviinieniiannene 91
KM technology roadmap process  ................... 94
Documented knowledge lifecycle .................. 99
Four quadrants of Knowledge

Management technology .........c.ccccceeeiinnien. 111
Stakeholder groupings ........ccccceceviieniinnien. 134
Key departments for KM ........cccooiniinnnnn. 137
Triage plot oeeeeiieiiiiiiici 170
High grading staff by tenure and age ............ 173

xi



xii  Designing a Successful KM Strategy

Table 5.1 Strategy workshop for a small organization ....46

Table 5.2 Strategy agenda for a large organization
proposed by Nancy Dixon ......c..cccccevviennene. 47

Table 5.3 Strategy meeting agenda for a department ...... 47

Table 6.1  Knowledge Management core
strategy as a function of demographics
and strategic focus area .......c...cocceeeeervuiennennn. 55

Table 10.1  Knowledge Management Framework ............. 87



Acknowledgments

Thanks to my co-author, Nick Milton. Designing a Successful KM
Strategy was his idea and I'm so grateful that he asked me to co-author
it with him. I'learned a lot working with him, and it has truly enhanced
my Knowledge Management knowledge—proving that there is always
more to learn! Thanks also to Jane Dysart for connecting me to John
Bryans at Information Today, Inc., who was just as excited about this
title as Nick and I were. Finally, thank you to everyone who has helped
me develop my passion for Knowledge Management, whatever role
you played.

—Stephanie Barnes

Thanks to Stephanie Barnes for her hard work and contributions to
Designing a Successful KM Strategy, and especial thanks to Rod Abson
for critically reviewing the manuscript and to Dan Ranta for the Fore-
word. I would also like to acknowledge all the knowledge managers
and business people I have worked with over the years who have con-
tributed to the development of the ideas within the book.

—Nick Milton

xiii






Foreword

My most recent experience in Knowledge Management came over
a 10-year period with a major global oil and gas company. For this
international energy company with thousands of job sites (often quite
remote) spread across 30 countries, the challenge of sharing knowl-
edge was very real—and the potential payoff was huge. Facing fierce
competition on all fronts, senior managers realized that to continue on
its success trajectory, the company needed to rapidly and effectively
harness the knowledge of its highly skilled but geographically distrib-
uted workforce. Instead of assuming that technology either was the
solution or was irrelevant to knowledge management, senior managers
understood that effective global Communities of Practice required new
processes, roles, cultures, and technologies. Moreover, they recognized
that each Community of Practice had to be focused on solving diffi-
cult business challenges, and that the entire Knowledge Management
program needed to be “based in the business” to be successful in the
long run.

Ensuring that each individual Community of Practice has the great-
est chance to succeed is a process that begins long before the commu-
nity is formed. Many authors and consultants stress the informal nature
of such communities, arguing that any attempt to systematize them
will crush them. We found the exact opposite—that without clear and
explicit links to the organizational strategy and its business purpose,
communities often evolve in ways that fail to contribute to business
goals. We developed two fundamental principles in this regard.

Firstly, no Community of Practice was created without a clear

and detailed business case that specified the value proposition to the
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company; community leaders and members agreed upon this business
case. Insisting on a business case prior to the creation of a Commu-
nity of Practice goes against the typical “let a thousand flowers bloom”
approach that is often promoted in the Knowledge Management lit-
erature. But in many cases, uncontrolled growth of new communities
saps employees’ attention and engagement, and leads to neglect and
community failure. Setting a strategic goal at the outset means that
every potential new community must have a strong business justifica-
tion, which signals to potential leaders and members that the result
will not be something that consumes their time without producing real
business value. Community members, in turn, see this phenomenon
and this drives a higher level of engagement since most employees have
laudable amounts of professional pride.

Proposals for new Communities of Practice also clearly had to
specify the kinds of deliverables that would be produced through the
ongoing operation of the community, and the specific kinds of activi-
ties that the community would be supporting. Deliverables (such as
research reports and reusable work products) and activities (such as
electronic discussions and teleconferences) needed to relate directly to
the business case and support the attainment of business strategy. A
high degree of focus on these two areas helped separate the wheat from
the chaff, leading new community proponents away from fuzzy “more
is better” claims about collaboration and toward specific activities
that were likely to produce a solid payoff for the collective investment
of time.

Ultimately, managers provided each new Community of Practice—
through its business case, its deliverables, and its activities—with a
clear operating model that connected it to the overall strategy of the
business. Following these two principles had a profound effect on the
nature and character of communities at this large global company: it
aligned them with organizational priorities, helped members under-
stand how they can affect important business goals, provided clear jus-
tification for why members should invest their time in the community,
and shifted the idea of Knowledge Management away from abstract
concepts and toward a concrete set of measurable objectives. As a
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result, communities became a cornerstone of this company’s strategic
ability to reach its business goals and deliver additional value through
global collaboration and expertise sharing.

The key to getting any Knowledge Management program off to
a promising start from a business value standpoint is to strategically
address the Knowledge Management opportunities. Knowledge Man-
agement should always start with discovering what the business is
interested in accomplishing. This is not just the immediate business
group or function grappling with Knowledge Management, but also
should include alignment all the way to the top of any organization.
Alignment creates the opportunity for purposeful collaboration where
value can be created and sustained over time. The challenge is often
that organizations cannot easily figure out how to set out on a path to
create measurable and sustainable value. Smart managers intuitively
understand the importance of the problems that Knowledge Man-
agement efforts are often designed to address. However, the lack of
strategic awareness often results in poorly organized Knowledge Man-
agement efforts that are sprinkled across a decentralized construct and
not implemented consistently across an organization to ensure stand-
ards and best practices are being leveraged with business value in mind.

To ensure Knowledge Management is strategic and linked to busi-
ness value, organizations need to ensure there are strong relationships
between those in charge of implementing Knowledge Management and
business leaders. While smart managers can understand how Knowl-
edge Management can support business issues, they cannot get to an
intimate understanding where they are ready to embrace Knowledge
Management solutions until the necessary work is done to show the
linkage between purposeful collaboration and the solution of critical
business issues. Knowledge Management practitioners must be able to
employ techniques such as those described within this book, to make
the connections between Knowledge Management and business value
opportunities. This is where the business relationships come into play
since it is only with strong relationships that a Knowledge Manage-
ment practitioner can convince business leaders to try these and other

techniques to make these imperative linkages.
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Knowledge Management success requires a commitment by man-
agement to actively support collaboration so that employees feel that it
is part of their “day jobs” and to ensure a standard means to share with
their colleagues. It is possible to design easy and efficient technology-
enabled processes that focus on connecting people as part of their daily
work, to enable the seamless flow of lessons learned and best prac-
tices to the right people at the right time. Showing managers that this
approach to knowledge transfer maximizes employees™ efforts to solve
problems is the key. Any corporate culture will always be particularly
sensitive to anything perceived to be an additional burden, and one
clear sign of Knowledge Management success is that KM activities are
not viewed in this manner.

At this writing, Knowledge Management is “hotter” than ever. Organ-
izations across all sectors and industries are scrambling to figure out
how to get more connected workforces. There is ample evidence that a
focus on collaboration is a critical enabler for the future of any organiza-
tion, just as there is ample proof that Knowledge Management—when
strategically implemented in alignment with business value—enables
organizations to build greater levels of openness and trust, which, in
turn, improves employee collaboration and the sharing of valuable best
practices and lessons learned. That type of sharing is the heart and soul
of Knowledge Management, and the Knowledge Management strategy
is the foundation stone for making this happen.

In Designing a Successful KM Strategy you will find a straightforward
and practical guide to the creation of a clear, simple, and business-
focused Knowledge Management strategy. As we found in the oil and
gas company described earlier, this is your first step to delivering the

huge value that Knowledge Management makes possible.

Dan Ranta
Director, DR Consulting



Introduction

Designing a Successful KM Strategy is designed for you, the knowl-
edge manager, in order to help you develop a strategy for Knowledge
Management (KM) that will not only allow you to be successful in
implementing KM in your organization, but also give you a solid
understanding of why it is important to start with a strategy rather
than jumping in without a well thought-out plan.

The introductory chapters describe KM, and share what we believe
to be the basic principles behind successful KM implementation,
based on our observation of, and involvement in, KM programs over
the past 20 years.

Subsequent chapters take each section of our recommended KM
strategy structure and explain what they should contain, and provide
you with approaches and exercises for creating the relevant component
of your own strategy.

The idea of writing a strategy is a simple idea, but don’t think for a
minute that this will be an easy undertaking. Writing a KM strategy
is going to require a lot of thinking, a lot of discussing, a lot of social-
izing of ideas, and a lot of input from the most senior people in your
organization as well as from frontline staff. If done well, it will provide
the foundation for a highly successful KM implementation. A good
strategy more than repays the time taken to write it.

The process of developing the strategy is summarized in Figure
0.1, and this flowchart can be used as an overview of the contents of

Designing a Successful KM Strategy.

Xix
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Flow diagram for writing a KM strategy
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The Need for Strategy

“Strategy without tactics is the slowest route to victory.
Tactics without strategy is the noise before defeat.”

—Sun Tzu

Anyone interested in the way business works should watch the popular
TV program “The Apprentice.”! This is a reality game show, where
teams of young entrepreneurs are given business tasks, then compete
against each other to complete the tasks in the most effective way. The
losing team will lose one of its members each week—“fired” from the
program as the numbers are whittled down to eventually determine
the winner. The tasks vary from episode to episode, as do the reasons
for the failure of any one team. Analyzing these reasons will provide
you with a very instructive primer in how to succeed in business.

The seventh episode of the 2012 UK series threw the issue of busi-
ness strategy into very sharp focus. The primary task was to buy goods
from a warehouse and sell them at a market stall. The team that held
the most cash and stock at the end of the day was the winner. One
team leader took a very strategic view. His strategy was “stock the items
that sell the best, and where demand is greatest.” Quickly he deter-
mined the key item that sold well and delivered a good margin (it was
a slightly tacky-looking bottle of self-applied fake tan lotion), and set
about acquiring as much stock of this product as he possibly could.
The other team was project-managed by a young woman with huge
levels of energy and enthusiasm, and excellent selling skills, but who
had little time for strategy. Instead she reacted tactically to what was on
the warehouse shelves, and spread her resources around several prod-
ucts. Not surprisingly, the strategic leader won the task, and the tacti-
cal leader lost. The tactical team was good at selling, but to paraphrase
Sun Tzu, its sales tactics were just the noise before defeat.

What if, instead of selling fake tan lotion at a market stall, you were
implementing KM in an organization? Do you still need a strategy?

Of course you do. You may not be in a reality game show, but you are in
a competitive situation. You are in competition for internal resources and

internal attention. If you do not have a good strategy then good tactics are
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not going to save you. You should not be in the position of responding tac-
tically to items on the “KM warehouse shelves,” rather, you should know
what your business needs KM to deliver and focus on where the demand
is greatest. We are constantly hearing of yet another KM program closed,
and yet another knowledge manager looking for a job, as the company
sought to cut back on spending. If you are not seen to be addressing the
firm’s crucial operational issues and supporting its strategy, then you may
be viewed as optional, and times are too tight for optional expenditures.
It is a commonly stated that 80 percent of KM programs fail.
Whether that high failure rate is close to accurate depends on what you
mean by “KM program” and how you judge failure; that said, there
certainly have been many failed KM programs. Some of the common

reasons for failure include:

e KM is not introduced with an operational focus
e KM is not introduced as a change program
e The KM team does not have the right people to deliver change

e The KM team “preaches only to the choir” rather than engaging
all the key stakeholders in a managed way

® Only parts of the KM solution are implemented, rather than

the entire framework

e KM is never embedded into the organization’s processes and

activities
o There is no effective high-level sponsorship

A good KM strategy will help you avoid these pitfalls; the chapters in
Designing a Successful KM Strategy address all of them. A strategy is
“the art of distributing and applying means to fulfill the ends;”? your
KM strategy must make those ends clear, and help you determine and
deploy a means to meet those objectives.

Throughout Designing a Successful KM Strategy we conclude most of
the chapters with an example taken from one of several public-domain
KM strategies to illustrate the points we make in that chapter.
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What Will a Sound KM Strategy Do for You?

A sound KM strategy will help you define where you are heading, and
what the end point should be. The process of defining the vision and
the objectives for KM within your organization will require a set of
vital scene-setting conversations with business leaders and the develop-
ment of a common understanding of the value KM can deliver.

Your strategy will provide a set of principles or ground rules to guide
your actions, and guide your decision making during KM implemen-
tation, in order to create the greatest chance of success and help you
avoid the reasons for failure we have already listed.

Your strategy, if it follows the principles mentioned previously,
will be closely linked to your organization’s objectives, strategy, and
results. This will help protect you from being seen as peripheral to the
operations, and thus an easy target for downsizing.

Your strategy will form the framework for planning purposes. It
will define the areas of focus, the risks to be addressed, and the allies to
work with, as well as the areas of greatest risk.

Your strategy will guide you in deciding what not to do. If a tactic is
outside the framework, or in opposition with the principles, then it is
not strategic but rather a waste of resources.

The strategy also looks at implementation priorities and issues. It is not
just a vision; it is a high-level approach to how the vision will be realized.

Your strategy is a public agreement with your leadership. It rep-
resents agreed ground rules for KM implementation, and will have
leadership’s blessing and support. If over time that support wanes then
you can go back to the strategy, remind your leaders that it was agreed
upon, and claim their support (or renegotiate the strategy). The strat-
egy is a key decision point for the organization.

Your strategy allows you to be flexible in your KM program, but in
a managed way. As your organization changes, driven by changes in
your organizational priorities or in the competitive or technological
landscape, your KM strategy may also need to change, but all changes
will need to be renegotiated with your steering group. This is your
“Management of Change” process for the KM implementation.
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What We Won’t Cover
Designing a Successful KM Strategy is a guide to writing a KM strategy

tailored to the needs of your organization and to your organizational
context. It will not tell you what KM framework you need; that is
something you'll design yourself. It will provide the headings, or the
overall structure of the framework, but not the details of the content,
which will be different for each organization.

Neither will the book attempt to tell you how to implement your
strategy. To include detailed guidance on KM implementation would
have at least doubled the length of our text, and the details of imple-
mentation will vary considerably depending on your organizational
size, diversity, and geographic spread. Designing a Successful KM Strat-
egy is designed to help you create a foundation for success in KM
through helping you craft the best possible strategy. Building on that

foundation is something you will need to do yourself.

Let’s Get Started

We've now considered the value of strategy, and established that an
effective KM strategy, aligned with your organization’s larger strategy,
is the basis and foundation for the success of your KM initiative. So
let’s move on to Chapter 1 of Designing a Successful KM Strategy and

begin our work!

Notes

1. “The Apprentice (UK TV Series),” Wikipedia, http://en.wikipedia.org/wiki/
The_Apprentice_(UK_TV_series).

2. B. H. Liddell Hart, Strategy. 2nd Revised nd ed. (London: Faber, 1967), 321.
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CHAPTER 1

What Exactly Is Knowledge
Management, and Why
Do We Need It?

As a knowledge manager, you are probably beginning to realize that
you have a job within a very poorly-defined field. When two or three
people talk about Knowledge Management (KM), they often have
completely different understandings of what the term means, and
therefore what KM will look like in an organization.

One of your first tasks will be to understand both what your man-
ager thinks KM is (and therefore what your job is), and also what
aspects of KM will add most value to your organization, even if this is
not exactly what your boss had in mind.

A brief mapping of the many fields covered by the term Knowledge

Management follows.

The KM Landscape

Let us start down at the data end, where the KM landscape meets the
border with data management. Areas of data management which are
sometimes referred to as KM include the combination of data through
linked data, and looking for the patterns within data, through daza
mining, so that new insights can be gained. Where this is applied to cus-
tomer data or business data, then we get into the analogous disciplines

of CRM and Business Intelligence, which often support organizational
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2 Designing a Successful KM Strategy

learning and decision-making and in that context may fit into your
KM strategy.

Next to data comes information, where KM may be involved in
several ways. For example, the structuring of information, through zax-
onomies, ontologies, folksonomies, or information tagging (also known as
metadata); also the retrieval of information, where KM encompasses
enterprise search, and/or semantic search; or the presentation of informa-
tion, through intranets, or portals, supported by content management.
The presentation of information, as well as the creation of explicit
“knowledge objects” is an important component of call center KM,
closely allied to the creation of customer knowledge bases, and knowledge
based engineering is a discipline where engineering design is done based
on knowledge models.

The creation of explicit knowledge is a significant part of the KM
world, containing many shades of its own. Knowledge retention deals
with capture of knowledge from retiring staff (also known as knowl-
edge harvesting—a retention-based strategy is discussed in Chapter 18),
while lessons capture and lesson learning deal with learning from pro-
jects, as do learning histories based on multiple interviews.

Another part of the landscape is the organizational learning corner.
This abuts the border with learning and development, but is concerned
with learning of the organization, rather than learning of the indi-
vidual. In this part of the KM world we find action learning, business-
driven action learning, and analogous disciplines such as elearning,
coaching, and mentoring.

Organizational learning is related to the area of knowledge trans-
fer, where KM covers the transfer of knowledge through discussion
between individuals and teams. This part of KM contains dialogue-
based processes such as peer assist, knowledge @’Wer, knowledge café,
baton-passing, after-action review, and appreciative inquiry—processes
that are focused on knowledge, but are closely allied to other organiza-
tional development methods. Next to this area lies the area of internal
communications, and (in the case of organizations that create knowl-
edge for others, such as education bodies or development sector organ-

izations) external communications.
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What Exactly Is Knowledge Management 3

Knowledge transfer between people—the tacit area, sometimes
referred to as experience management—takes us into the area of net-
working. Here we find the communities of practice, the centers of e)@
lence, the communiti interest, and the social networks. The latter, o
course, are closely allied to social media—social media being the tech-
nology that supports social networks. Then we have storyrelling, as
a means of knowledge transfer, crowdsourcing, as a means of accessing
knowledge from a wide source, and collaboration as a sort of catch-all
term (supported by collaborative technology).

There is a whole innovation area to KM as well—open innovation,
creativity, dee, s, and so on—as well as the use of other KM activities
previously mentioned to make linkages and expose knowledge to people
who will build on it to make new knowledge, products, and services.

Then finally we have the psychological end of KM, where we
have disciplines such as epistemology, sense-making, complexity theory,
decision-making theory, and the part of KM that deals with the lone
worker: personal KM.

This is a complex landscape covering many different areas, and can be
confusing to navigate. As a knowledge manager, however, you need to
address enough of the KM landscape that you can put together a frame-
work that is sufficiently complete to add business value to your organiza-
tion, while not biting off more than you can chew. Hence the need to get
clear, with your manager, in regard to how much of this landscape you
intend to cover in your KM implementation, and thereby to define the
scope of your KM strategy.

The Boston Square that follows may be helpful in that discussion.

A Useful Boston Square
Boston Sq@ are great. They are a way of taking apart a complex
ng

topic; dividing it up using two separate axes to see if the consequent
subdivision yields any insight. Boston Squares are the management
analyst’s dissection tool.

The Boston Square in Figure 1.1 is one you may find useful when

considering the scope of KM in your organization. This Boston Square
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Figure 1.1 Four quadrants of Knowledge Management

divides KM along two dimensions—Connect and Collect (where
“Connect” focuses on Connecting people, “Collect” on Collecting
content), and Push and Pull (where “Push” is volunteering knowledge,
and “Pull” is seeking knowledge). We think the interesting thing about
this set of quadrants is that they represent the four poles of KM, each
one of which is important. To leave any of these out is to seriously
weaken your knowledge strategy and leave holes in your KM frame-
work. As you discuss the scope of your KM implementation with your
boss make sure you cover all of the quadrants.

As Figure 1.1 shows, the interplay of connect/collect and push/
pull defines four quadrants, which can represent four elements of KM

which need to be addressed in your strategy and framework.

Connection and Pull

The pull/connection quadrant is where you address systems, processes
and behaviors that support people seeking knowledge from other peo-
ple. This is the “Asking” quadrant. In many ways, asking is the most
effective way of transferring knowledge, and studies show that if peo-

ple are looking for knowledge, most of the time they will ask (although
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What Exactly Is Knowledge Management 5

some recent studies suggest that this is no longer the case for new
graduates, for whom a search engine is the first knowledge resource to
turn to). Shell, in its KM strategy in the late 1990s, focused primar-
ily on the Asking quadrant. Here you will find technologies such as
community discussion forums, Q&A forums, and Yellow Pages, and

processes such as peer assist and appreciative inquiry.

Connection and Push

The push/connection quadrant is where you address systems, processes
and behaviors that support people sharing their knowledge directly to
other people. This is the “Telling” quadrant. Telling is less effective than
Asking, but is still a key component of KM. In this quadrant you will
find technologies such as blogs and microblogs, and processes such as
baton-passing, knowledge handover, mentoring, teaching and lectures.

Collection and Push

The push/collection quadrant is where you address systems, processes
and behaviors that support people contributing their knowledge to
some form of organizational knowledge base. This is the “Publishing”
quadrant. In this quadrant you will find technologies such as lessons
management systems, repositories for best practices, wikis, call center
knowledge bases, Intranets and online libraries. For many, this quad-

rant is what they immediately think of when they hear the term “KM.”

Collection and Pull

The pull/collection quadrant is where you address systems, processes
and behaviors which support people searching for knowledge on the
online systems. In this quadrant you will primarily find the technolo-
gies for effective search, whether this is simple search, semantic search,

data mining, or text mining.

A Comprehensive Approach

Your KM scope needs to address all four quadrants. There is no point in
publishing without search, for example, just as there is no point in search-
ing if that knowledge had not been collected in the first place. Similarly
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6 Designing a Successful KM Strategy

there is no point in focusing purely on tacit knowledge, or purely on
explicit knowledge, because both types of knowledge are valuable.

We have, however, seen many organizations that fall into the trap of
focusing exclusively on one quadrant. They buy a microblogging tool,
for example, and expect it to deliver KM all on its own. Or they focus
on wikis and blogs (both within the push quadrant) and find that lots
of knowledge is published, but very little used. Or they invest in state-
of-the-art search technology, but find that the key knowledge has never
been captured in the first place.

Early in 2013 we met with a company that had taken a popular
approach to KM; the approach of Collection and Push, which involves
making it easy, and expected, for people to Publish. However they had
taken it to extremes, and as a result destroyed the value they had hoped
to create. This company had introduced multiple ways to publish
knowledge (case studies, blogs, wikis, email forums, microblogging)
and multiple ways to encourage publishing (reward systems, promo-
tional posters, and the example of senior managers and peers), but only
had one system for seeking for knowledge, which was not promoted,
rewarded, or used by senior management. As a result, the company
staff created a vast supply of published material, much of it duplicated,
and none of it well structured, and have almost no demand for that
material. Very little of it is being reused, and the huge investment in
time and effort publishing material has no business benefit.

The company had focused entirely on Collection and Push, and
ended up with an unbalanced KM approach, which delivered no value.
Collection and Push is such a popular first-pass approach to KM strat-
egy, with many companies starting from a position of “our strategy is
to introduce a knowledge sharing culture” or “we intend to lower the
barriers for publication” that it is worth looking at examples like the
one previously mentioned, to see what happens when other elements
of KM are neglected.

Do not fall into this trap! Instead of a strategy of “creating a knowl-
edge sharing culture,” it is better to create a culture where knowledge
sharing is balanced with knowledge seeking and knowledge reuse, and
supply of knowledge is balanced with demand.
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What Exactly Is Knowledge Management 7

Defining Your Scope

So what do we learn from all this? Is there a conclusion to draw?

We recommend you recognize that KM is a broad and multifaceted
field, which presents you with two risks: the risk of trying to do too
much, and the risk of doing too little. You need to address enough
elements of KM to create a complete framework, while not trying to
cover the entire landscape. Use our Boston Square, have a conversa-
tion with your manager about what the KM scope might look like,
and develop an understanding of the scope your strategy document
will need to cover. This is further discussed in Chapter 7. Ultimately,
however, you will need to be led by the business need for KM, and to
introduce a system that meets this need. This is further discussed in

Chapter 6.

Why is KM Needed Now?

A complete discussion of the business drivers for KM appears in
Chapter 6, but for now, here are the basics of why we need KM in the
early 21st century.

Learning at the Speed of Change

The pace of change and new knowledge creation is incredible, people
no longer stay in one job for life, they choose to move around or they
are laid-off and get a new job somewhere else. Knowledge does not stay
in one place.

We live in a time of rapid demographic change. In Western
engineering-based companies, the baby-boomers are retiring and tak-
ing decades of hard-won knowledge with them. NASA has already
discovered this the hard way—much of the knowledge of the origi-
nal moon landings has now been lost, as it was never fully captured
and so vanished as the Apollo engineers retired. The transfer of
baby-boomer knowledge is becoming a critical survival factor for many
industries.

At the same time, in the growth economies of the Far East

and the Middle East, organizations are seeking to scale up and
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8 Designing a Successful KM Strategy

disseminate knowledge, previously held by few experts, into the heads
of a young and expanding workforce. They are seeking to be able to
do the same tasks with young staff that were previously done by expe-
rienced staff.

The accelerating pace of change makes KM vital. Every organization
must learn fast enough to keep up with the pace of change. They must
create, improve, and deploy new knowledge, and delete the old knowl-
edge, in order to survive. Your KM strategy must support that speed of
learning, and enable every decision maker in the company, no matter
what their level; to have access to the knowledge they need, at the time
that they need it, in a completely up to date form.

Larry Prusak, a guru of KM, asserted that the only sustainable com-
petitive advantage is what you know, using what you know, and how

quickly you can know something new.

Information Overload

We live in an age of information overload, partly because of the avail-
ability of technology and the information it allows us to access, and
partly because technology has reduced or eliminated the barriers to
entry. This has allowed everyone to be a publisher, creating their own
information to be shared with the world. Technology helped to create
the problem but it can also be used to solve the problem.

As companies and economies become increasingly globalized, there
is an increasing need to act collectively and to collaborate across geog-
raphies. Knowledge that was held locally now needs to be shared glob-
ally. The combination of increased change and increased collectivity
makes KM an essential enabler for companies, allowing them to keep
up with the pace of change, across global operations. This is shown in
Figure 1.2, based on a figure from Blackler (1995).!

One of the biggest benefits of any KM system is making knowledge
and experience available to the rest of the organization. Whether we
are talking about expertise location, lessons learned, peer assist, com-
munities of practice, collaboration, knowledge assets, or any other KM

approach, they all make knowledge available to improve consistency
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Figure 1.2 Organizational context for Knowledge Management

and standardization in processes, and to enhance decision-making.
This results in staff delivering better quality products and services, as
they are not reinventing the wheel every time they have to do some-
thing, and in staff developing, sharing, reusing, and continuously
improving practices across the entire sphere of operations and in pace

with the changing business environment.

Summary and Next Steps

KM is a wide field, covering many different sub-topics, not all of which
will be relevant to you in your organization. You need to make sure you
know which parts of KM are relevant and valuable to the work that
you have been asked to do, and you also need to be sure that you cover
enough of the KM topic to provide a complete solution. The Boston
Square presented previously will help you ensure you cover Connect and
Collect, and Push and Pull. Once you are clear on your KM scope, and
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10 Designing a Successtul KM Strategy

believe that it is wide enough to cover the Boston Square, but not so wide
that you will never complete the task, then you can move on to Chapter
2, where we will begin to clarify the role that you yourself will play.

Note

1. E Blackler, “Knowledge, Knowledge Work and Organizations: An Overview and
Interpretation,” Organization Studies 6 (1995): 1021-46.
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CHAPTER 2

The Knowledge Manager Role

If you bought, downloaded, borrowed or otherwise acquired Design-
ing a Successful KM Strategy, then we will assume you are working as a
knowledge manager, or a related role.

But what exactly 7s a knowledge manager? First, as is true of “Knowl-
edge Management,” or “KM,” it’s an elastic term. It can describe a
content manager working on a small corner of an intranet, a senior
manager driving knowledge-related change in a global enterprise, or
any role in between.

If you are drafting a strategy, however, we can assume you have the
freedom, at your level in the organization, to influence the way knowl-
edge is treated as a resource; how it is transferred, reused, captured,
shared, sought, applied, codified, and otherwise handled in your part
of the business. You are accountable for “making KM work” in some if
not all areas of the organization.

Perhaps you are a knowledge manager within a project, accountable
for ensuring knowledge is treated as a project resource, and that the
project acquires the knowledge it needs, and creates the knowledge that
other projects and other parts of the business need. Or perhaps you are
a knowledge manager for a department, accountable for ensuring that
the staff within the department seek, use, create and share knowledge.
Or perhaps you are a knowledge manager for an entire organization,
looking to define, implement and operate a KM framework across a

global enterprise.

11
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12 Designing a Successtul KM Strategy

In each case you need to look at Knowledge Management strategi-
cally, and decide how it will best support the part of the business that lies

within your scope. For your part of the business, you are a KM leader.

Key Elements of the KM Leadership Role

We can summarize the main elements of this KM leadership role as
follows. In your particular case, some of these elements may need to be
expanded beyond this generic content, but all elements of this content
should be somewhere in your role description.

+ Development of KM strategy. Whichever level you work at,
you will need to create a strategy. It could be a KM strategy at
project level, or at department level, divisional level, business
stream level, or organizational level. The principles are the same

though the scale differs.

o Management of a KM framework. The KM framework
(described in detail in Chapter 10) is the combination of roles,
processes, technology and governance which together describe
the means for managing knowledge. If no framework exists,
your role will be to design and implement one. If a frame-
work is already in place, your role will be to monitor how it
is used, to improve it if needed, and to make sure it is applied
effectively.

 Promotion of KM behaviors and culture. Part of implementing
KM is to ensure that KM behaviors become the norm in your
organization, thus influencing culture change. The behaviors
will be driven partly by the framework, which, when embed-
ded into the work structure, will prompt people to “push and
pull” and to “connect and collect.” Your role is to champion
the application of the framework, and to keep KM in people’s
awareness until it becomes “part of the way we work.”

» Measurement and reporting of KM. Your managers will be
interested in whether the KM strategy is being applied, whether
the framework is operating as expected, and whether KM is
delivering the anticipated benefits. An important part of your
role is to measure, monitor and report.
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The Knowledge Manager Role 13

Defining the Knowledge Manager

What follows is a role description for a knowledge manager from
Samsung SDS.! In this role description, we can see the four elements
listed above. The first bullet covers development of strategy, bullets two
through five cover management of elements of the framework, bullet six

addresses culture and bullet seven addresses measurement and reporting.

o Development of KM Strategy. Performs the task of establish-
ing the direction and strategy of KM activities by analyzing an
enterprise’s management strategy and employees” knowledge
requests and planning KM programs.

o Management of Openplace Planning and Operation. Plans/
operates/evaluates/ improves/controls Openplace service and
manages Openplace contents’ lifecycle.

« Management of Knowledge Contents. Plans and operates
knowledge contents and carries out related improvement activi-
ties and manages knowledge according to its lifecycle ... so that
it can be created and utilized.

« Management of Knowledge Assets. Manages knowledge asseti-
zation activities by establishing principles and standards about
onsite KM activities, maintains/manages the quality of acquired
knowledge assets, and operates knowledge services so that
employees can utilize and reuse knowledge.

o Management of Knowledge Network. In order to operate
knowledge assets effectively, manages collaboration activities
with KM experts and their resumes and operates and manages
research clubs/communities and cyber consulting.

o Management of KM Organization Culture. Plans and operates
change management issues required in pursuing KM innovation
activities and communication programs.

o Management of KM Activity Results. Defines KPI for results of
KM activities and measure/monitors/analyzes/evaluates/com-
pensates by defining performance and standards for KM.

« Key skills. Must be aware of an organization’s roles and respon-
sibilities and must have an understanding of each organization’s
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14 Designing a Successtul KM Strategy

business execution. Must have an extensive understanding and
experiences in all corporate activities, must define knowledge
required to execute an enterprise’s job functions in each area
and each business, and must have an ability to develop and
execute a strategy required to acquire/use knowledge.

o Career plan. A Knowledge Manager can grow into a KM con-
sultant and can become a Chief Knowledge Officer based on
such expertise.

This is a fairly typical role description for a strategic level knowledge
manager. The only thing we would add to this description is that the
knowledge manager does not only develop the strategy, but also works
with management to implement it. There are many elements to this job
description which are specific to Samsung, which represent parts of the
management framework they have introduced for KM; for example
Networks, Knowledge Assets, and Openplace (Samsung’s online portal).

Other Roles in KM

Besides the role of knowledge manager there are several other indi-
vidual and group roles that are critical to the success of a KM Program.
The specific role names may change to meet the needs of your organi-
zation’s culture; it is the underlying activities and responsibilities that
are critical. These roles may not yet be in place in your organization,
and part of your strategy work, and part of the development of the KM
framework, is to define which roles you will need to introduce.

KM Team

You will almost certainly need a KM team to help you deliver the
strategy, the team will be cross-functional, and cross-organizational in

order to maintain KM’s relevance and alignment to the organization.
The KM team is described in detail in Chapter 19.

KM Sponsor

It is the responsibility of the KM sponsor to:

o Act as customer for the KM strategy
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The Knowledge Manager Role 15

o Agree to (or reject) the strategy
« Provide resources for implementation of the strategy
o Act as champion for KM within the organization
o Aid in removal of any roadblocks to implementation of the
strategy
Steering Team

The sponsor often appoints a high-level steering team or committee to
provide guidance for KM implementation, and to act as a “coalition
for change.” The role of the steering team/committee is discussed in
detail in Chapter 19.

Roles within the KM Framework
There will be a number of specific roles which you will introduce
within the KM framework. These are introduced in Chapter 13, and
might include some of the following;

o Community of Practice leader

» Community facilitator

« Community sponsor

 Roles to support knowledge capture, for example facilitators,
learning historians, project knowledge managers

« Knowledge owners

o Subject matter experts

o Lessons management team

In addition, everyone in the organization has a part to play in KM,

even if they don’t hold a specific KM role. Their part is to seek out knowl-

edge from others, and share new knowledge with those who need it.

Summary and Next Steps

Understanding your own role is crucial. You need to ensure your role

covers the four key elements, with more detail included where needed.
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16  Designing a Successful KM Strategy

You also need to be aware of the other roles that will be needed within
KM; both the roles involved with KM implementation, and roles
within the KM framework. Once you are clear on the roles, then it is
time to move on to the next step—making a case to senior manage-

ment for crafting a KM strategy.

Note

1. “What is Knowledge Management?” http://www.sds.samsung.com/career/work/
job/knowledge_manage.jsp. Accessed May 27, 2014.


http://www.sds.samsung.com/career/work/job/knowledge_manage.jsp
http://www.sds.samsung.com/career/work/job/knowledge_manage.jsp

CHAPTER 3

Making the Case for a
Knowledge Management
Strategy

Before you can consider drafting a Knowledge Management (KM)
strategy, you may need to make a more general case for KM, and for
actually having a strategy in the first place. Creation of a strategy is a
small project in itself, and in order to embark on this work you may

have to make a case to management that:

a) Knowledge is an asset for your organization
b) Knowledge is currently being managed sub-optimally, and

¢) The organization needs a KM strategy

Is Knowledge a Key Business Issue for You?

If knowledge is a key business driver in your organization, or if
knowledge is one of your key products, then KM is likely to be
important for you. Knowledge is defined by Peter Senge! as “the
ability to take effective action,” and knowledge is the basis both of
judgment and of good decision making; so to the extent that you
need to make knowledgeable decisions as part of good business
practice, knowledge is an asset for your business. This principle is
expanded further in the following list:

17
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18 Designing a Successtul KM Strategy

o If your organization requires good knowledge-based decisions,
then knowledge is one of your key assets

o Ifyou are a consulting firm, a contractor, or an educational or pro-
fessional body that creates and deploys knowledge on behalf of cus-
tomers and clients, then again knowledge is one of your key assets

o When crucial knowledge is at risk through retirement or redun-
dancy of key staff, then retaining that knowledge is a s@cant

business issue

o Where you are involved in repeat activity, then transfer of
knowledge from the past to help improve future performance
can be an important component of continuous cost reduction
or quality improvement

o If dispersed parts of the business are performing the same pro-
cess with varying results, this is evidence that some parts of the
business know how to perform operations better than other
parts, and that knowledge needs to be shared and reused

» Knowledge is a key business issue for you if your budget is
being challenged and you have to contemplate delivering “more
for less,” o, to use a business cliché, “working smarter, not
harder.” Working smarter means making better use of your
organizational knowledge

Is There Evidence That Management of Knowledge Might
Be Sub-Optimal in Your Organization?

There may be many warning signs that KM needs to be improved in
an organization. If you keep hearing any of the statements that follow,

then the management of knowledge is not working well.

o “Why do we keep having to relearn this?’
« ‘How do I know where to find this knowledge?’

o ‘I'm sure I heard someone mention that to me the other day,
now who was it?’

o ‘Someone must have done this before—but who?’

o “When that guy left, he took all that knowledge with him’
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Making the Case for a Knowledge Management Strategy 19

o ‘Tt was pure luck that I met Freddy/Susie—he/she had just the

answer I was looking for’
o “That went very well—how do we repeat that success?’

o ‘“We made this mistake in our other office too’
Comments like this are all warning signs. Others include:

o Repeated mistakes
 Wildly varying performance among different teams

o Poorly connected networks (see Figure 3.1)

You need to collect evidence, in the form of anecdotes, examples, and
social network plots such as the ones previously mentioned, which

show that KM could be improved.

Figure 3.1 A poorly connected network

Is It Likely That Improved KM Might Add Real Value?

If you do improve KM, is it likely that this would lead to better perfor-
mance? Better performance could come through eliminated mistakes,
from more consistent performance (with poor performing teams learn-
ing from high performing teams), from faster transfer of knowledge to

young staff, and from better retention of knowledge from departing staff.
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20 Designing a Successful KM Strategy

You need to be able to make a good case that there is potential value
here; enough value to investigate KM further. You are not making a
full business case for KM implementation; this business case will be
made in the next stage. You are, however, marshalling the anecdotal
evidence that performance improvement is possible, and that this is
potentially significant enough to take the next step of investigating
KM further.

What Evidence Do You Need to Collect?

To make the case for further investment, it is good to have the follow-

ing evidence:

o A first-pass list of critical knowledge issues for the organization

o Evidence, in the form of examples, case studies, anecdotes,
Social Network Maps or other evidence, that there is a KM
problem, and

o A list of likely positive business outcomes from better KM

Who Makes the Decision to Invest?

You are marshalling the evidence to allow an investment decision; the
investment in further investigation of KM. This investigation may
potentially include an assessment of current KM capability, and cer-
tainly will include the development of a KM strategy and implemen-
tation plan. Therefore, the person making the decision has to have
budgetary authority for taking these steps and commissioning these
actions. They also need to be senior enough in the organization that
they can influence the decision that comes after the assessment pro-
gram, which is the piloting decision. They don’t need to be a C-level
executive, but could be a regional manager, the head of a division, or a
senior manager of similar status.

However, you are going to need input from the C-level executives
in order to craft your strategy. Therefore, it makes sense for these
high-level people to be involved in the decision to invest in further

investigation.
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What Exactly Are You Asking Them to Decide?

The decision you are asking for is to commission a further investiga-
tion of KM, ideally including a current state assessment, potentially
including a scan of existing knowledge topics, and definitely including
development of a KM strategy, in order to see exactly what needs to be
done to bring KM up to the required level of quality.

Basically, you are asking them to fund the development of your
strategy.

Summary and Next Steps

Making the case to senior managers for investment in KM is an impor-
tant step. If you can show that knowledge is an important business
driver, that the firm’s current management of knowledge is sub-optimal,
and that KM will turn this around, then you should be able to make
a credible case for investigating KM. Once you have this investment
promise, it’s time to start thinking about the principles behind the KM
strategy itself.

Note
1. Peter Senge, Keynote speech at the KM Asia Conference, 2004.
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CHAPTER 4

The Ten Principles Behind
Your KM Strategy

Knowledge Management (KM) has been around nearly two decades
now with as many failures as successes. What usually separates the
successes from the failures are the principles behind each of the pro-
grams. KM programs based on sound principles succeed; those that are
not fail. In this chapter we list 10 key strategic principles for KM, and
then expand on each of them.

Your KM strategy should be based on these principles, so you'll
want to discuss them with your steering team, gain consensus on bas-
ing your KM program on them, and document them in the strategy.
The rest of your strategy depends on your adopting these principles.

This is a long chapter, reflecting its importance. Get the principles

right and success will follow.

KM Strategic Principles

1. KM implementation needs to be organization-led; tied to
organization strategy and to specific organization issues

2. KM needs to be delivered where the critical knowledge lies, and
where the high value decisions are made

3. KM implementation needs to be treated as a behavior
change program

4. The endgame will be to introduce a complete management
framework for KM

23
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5. This framework will need to be embedded into the organiza-
tion structures

6. The framework will need to include governance if it is to be
sustainable

7. The framework will be structured, rather than emergent

8. A KM implementation should be a staged process, with regular
decision points

9. A KM implementation should contain a piloting stage

10. A KM implementation should be run by an implementation
team, reporting to a cross—organizational steering group

Now let’s look at these 10 principles one by one.

1. KM Implementation Needs to Be Organization-Led

Black & Decker used to say “Our customers don’t want a power drill;
they want holes in the wall.”

Similarly in KM, the senior managers don’t want “a KM system,”
they don’t want “Enterprise 2.0,” and they don't want “more knowl-
edge sharing”—they want a Better Organization (better decisions,
better practices, and fewer repeat mistakes). They want to make sure
that decision-making staff at all levels in the organization have access
to the knowledge they need to help them to make the best decisions
and deliver the best results. It’s up to you, the knowledge manager, to
develop and implement the strategy that will make it happen.

Neither do organization staff “want KM”; what they want is an
easier way to find the knowledge they need to solve their problems,
and a wider stage on which to use their own knowledge. Again, it’s up
to you, the knowledge manager, to develop and implement the KM
framework that will make it happen.

If we are going to do our jobs properly as knowledge managers, we
need to start from organizational strategy, organizational needs, and
organizational outcomes at all levels. It is vital that KM efforts are
linked to organizational outcomes, because the outcomes are what are

important. This principle has been recognized by many of the early
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writers in the knowledge management field, and there are plenty of
stories to support this as being the only effective approach. Consider,

for instance:

o 'This quote from an early ’00s survey: “Most successful KM appli-
cations addressed a ‘life or death’ business situation. Successful
cases answered two questions at the outset: What business objec-
tive am I trying to achieve? How can I apply existing knowledge?”!

o 'This quote attributed to Bechtel Corporation in the late 90s:
“KM is not an end in itself. Companies do not exist for the
purpose of propagating and advancing knowledge—they exist
to sell products and services. But to the extent that competitive
advantage relies on informed decision-making within the busi-
ness, KM has a crucial role to play.”

o Tom Davenport and co-authors, in the paper “Building Success-
ful KM Projects” conclude that “Link to economic performance
or industry value” is the number one success factor for KM.

o 'The head of IT at BP recognized this when he said, “We have
been looking at the key processes of the business, testing them for
their knowledge intensity to see if we would create some signifi-
cant new change in the performance of that particular process if

we managed knowledge in a more profound way. This concept
3

has not been difficult to sell to the top executive team.”

The story is told of how President John E Kennedy, on a visit to
NASA, encountered a janitor and asked him what his job was. The
janitor replied, “To help to put a man on the moon.” There is some
discussion of whether or not the story is true, but what it illustrates is
the janitor’s complete alignment with the aims of NASA, and the col-
lective mission and strategy of the organization.

What if it had been the KM lead at NASA whom Kennedy had spo-
ken to? What sort of answer would he have received? Hopefully the KM
program was also strategic, and also linked to the collective mission and
strategy of the organization. However, a lot of KM professionals havent
made this link. If you ask them what they are doing, they'll say “We're
rolling out SharePoint,” or, “I am trialing MediaWiki.” This would be
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the equivalent of the NASA janitor saying “I'm trying out a new mop
head.” The link from the organizational priorities to the KM effort has

been lost.

2. KM Needs to Be Delivered Where the Critical Knowledge
Lies, and Where the High Value Decisions Are Made

We suggest that one of the first questions the KM professional needs to
ask management is “What knowledge?”

What knowledge is important? What knowledge needs to
be managed? What knowledge should be the focus of your KM
activity? You don’t have to manage a// of the knowledge; only in
those areas which truly add business value; the “critical knowledge
areas.” This critical knowledge will be knowledge that is crucial
to the strategy of the organization, and which therefore needs to
drive your KM strategy. The senior managers of the organization
will help you determine what these knowledge areas are, and the
first bullet point list in Chapter 3 will give you guidance on where
critical knowledge lies.

Often our default approach as knowledge managers is to think that
this critical knowledge is technical knowledge held by people at lower
levels in the organization; the “knowledge workers” such as the sales
force, the plant operators or the project engineers. However, this view-
point misses the significant value and opportunity of applying KM at
a middle and senior management level. Middle managers and senior
managers are knowledge workers too, and there is as much value from
influencing the relatively rare but very high value decisions that project
managers, divisional managers and senior managers make as there is in
supporting the much more common but much lower value decisions
of the front line staff.

One of the most valuable pieces of work done at BP, for exam-
ple, was at senior management level, taking the knowledge and lessons
from the Amoco merger and applying them to the Arco acquisition.
There we were working with the CFO, the chief counsel, and one of
the VPs; very senior level people whose knowledge and experience
from the Amoco merger really accelerated the Arco process, and made
for a much smoother transition to an integrated organization.
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Delivering a high-level KM pilot at a senior level has three benefits:

o It delivers significant value to the organization

o It engages senior managers in KM, and helps them understand
the value KM can bring to the organization as a whole

o It gains senior managers’ buy-in, by showing how KM can solve
their most pressing problems

KM is something that is needed at all levels, and the sooner you
involve the senior managers, the faster and smoother your implemen-
tation will become. So make sure your critical knowledge areas include
the big topics such as mergers, acquisitions, divestments, integrations,
new market entry, organization restructuring, and recession survival.
Not only do you deliver huge value, you may well get instant buy-in
from the very people you most need on your side.

3. KM Implementation Should Be Treated as a Behavior
Change Management Exercise

KM is a program that implements and manages organizational change
and should be treated as such. It is not about buying and rolling out
technology, it is not about giving people new toys, and it is not about
adding another task into the project framework—it is about changing
the way people think. It is about changing personal and organizational
priorities, and it is about changing the way people treat knowledge. It is
a profound shift from the individual to the social collective, involving

the following changes in emphasis:
e From “I know” to “We know”
o From “Knowledge is mine” to “Knowledge is ours”

 From “Knowledge is owned” to “Knowledge is shared”

o From “Knowledge is personal property” to “Knowledge is
collective/community property”

o From “Knowledge is personal advantage” to “Knowledge is
company advantage”

o From “Knowledge is personal” to “Knowledge is inter-personal”
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o From “I defend what I know” to “I am open to better
knowledge”

o From “Not invented here (i.e., by me)” to “Invented in my
community”

o From “New knowledge competes with my personal knowledge”
to “New knowledge improves my personal knowledge”

o From “Other people’s knowledge is a threat to me” to “Our
shared knowledge helps me”

 From “Admitting that I don’t know is a weakness” to “Admit-
ting that I don't know is the first step to learning”

KM should be introduced as an organizational change program,
with high-level sponsorship, with a communication strategy, with a
desired result, and with phased implementation rather than “every-
one change at once.” Change follows the S-curve, change has to reach
a tipping point, and hearts and minds are changed one at a time.
Organizational change is a well-established discipline, and KM needs
to incorporate this discipline in its execution.

The change in emphasis and behavior we are talking about here is not
a gradual changg; it is a step-change. It is a remodeling of the organiza-
tion; a makeover, and a new way of thinking. It needs to be treated as
a change process and measured as a change process. Don’t go into KM
thinking that it is about a new IT tool, or trying out communities of
practice —you won't get far if you don’t start to address hearts and minds
and behaviors. This means that KM implementation must be structured
using change management principles, including a piloting component,

and must have a strong team of change agents to implement the change.

4. The Endgame Will Be to Introduce a Complete
Management Framework for KM

The ultimate goal of your Knowledge Management strategy will be to
introduce a KM framework into the working processes of the organi-
zation. Nancy Dixon has posted some very interesting ideas about the
evolution of KM, and how it has evolved from Information and Content
Management, to Networking and Experiential Knowledge, to Collective
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Organizational Knowledge®. Similarly we have seen an evolution in the
understanding of just what is needed in terms of a complete management
framework for KM. We can look at this evolution by briefly reviewing the
KM history of one of the authors of Designing a Successfil KM Strategy.

Evolutionary Stage 1—Focus on One or Two Tools

When author Nick Milton was working in Norway in the early to
mid-"90s, his KM approach was very simple, focusing on one or two
KM components: the retrospect, and a lessons database. In hindsight
this was a naive and rudimentary approach, and the lessons built up
in the database until it became too full and too daunting for people
to use as reference. He was focusing on one or two tools, and missing
large chunks of KM.

There are quite a few organizations still at this stage. They have
bought an Enterprise Content Management system or a social net-
working platform, or are capturing lessons, and think that this alone
will deliver KM. But no one tool alone will deliver KM.

Evolutionary Stage 2— Build a Toolbox

When Nick left Norway in 1997 and joined the BP KM team, the
team had already realized they needed more than one KM tool. This
is when Nick and colleagues developed the “learning before, during,
and after” model, and started to put together a KM toolbox includ-
ing “after-action reviews,” “peer assist,” and the concept of “knowledge
assets.” Certainly that gave a little more in the way of success, but the
success was largely down to the intervention of the KM team, and
when the KM team withdrew, knowledge-sharing died away. That’s
because a toolbox is not enough. The BP toolbox was not embedded
into the work practices of the organization, the roles were not in place,
and there was no governance. The attitude the KM team was taking
was “Here are a bunch of tools—we invite you to use them to deliver
value.” And, largely, the organization declined the invitation.

There are many organizations at this stage. They have defined a
KM toolbox—in some cases an extensive toolbox, and sometimes a

very expensive one as well. But KM remains optional, and it remains
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separate from the everyday work process. A toolbox alone will not

deliver sustainable KM.

Evolutionary Stage 3—Implement a Framework

When Nick left BP in 1999, KM was still at the toolbox stage. In 2004
Nick and his colleague Tom Young worked with BP again to do a major
review of KM, and to look at where it was working, and what was
missing. That’s where the concept was born of a “KM framework™—a
set of KM activities embedded into organization process, a number of
roles embedded into the organizational structure, and a selection of
supporting technologies, all under an umbrella of governance.® At last,
KM was beginning to take on the aspects of other management sys-
tems, as a framework of roles, processes, technologies, and governance,
which could be made part of the organization.

Where KM works well—in the military, for example—there is always
such a framework in place. Any successful KM implementation needs to
look beyond single tools or toolboxes, and aim to implement a manage-

ment framework of processes, roles, technologies, and governance.

5. The Framework Must Be Embedded Into the Organization
Structures

If your KM framework is not embedded into the existing organizational
structures, you risk reverting to a pre-KM state later on. Many of the
high-profile, late-stage failures of KM are due to a failure to embed.

Stephen Denning has published an interesting and thought-
provoking post, entitled “Why Do Great KM Programs Fail?”® where
he concludes that, “Even when an oasis of excellence and innovation
is established within an organization being run on traditional manage-
ment lines, the experience doesn't take root and replicate throughout
the organization.”

Late-stage failures such as those described by Denning often occur
because KM has not been embedded in normal organizational activi-
ties. These programs are often delivered by a strong team and a charis-
matic leader, but delivered as something separate, and not fully rooted

in the work structure and management framework of the organization.
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For KM to succeed in the long term, the processes, roles, technology,
and governance must be incorporated into day-to-day structures such
as the project management system, the quality management system,

and the sales process.

6. The Framework Will Need to Include Governance If It Is to
Be Sustainable
Without governance, embedding a framework for KM in the opera-
tions of the organization will not result in lasting and sustained change
to KM behaviors and culture. Governance in this case refers to the
on-going organizational elements that must be in place to ensure that
an asset—in this case knowledge—is managed properly and with rigor
in a sustained way.

If you are a manager and you want to get something done in your
organization, you need to set three things in place:

o First, you have to make it very clear what you want done

o Second, you have to give people the tools and the training to
do it

o 'Third, you have to check that they’ve done what you asked
them to

These three elements are important governance components in all
areas of life. If you wanted to get your teenage son or daughter to mow
the lawn, for example, you would first be very clear with them about
what you expected them to do; next, you would show them where the
lawnmower is and explain how to use it; and, finally, you would check
that they had completed the work.

Without the clarity of expectation and explanation, your son or
daughter would most likely claim that they weren't sure what to do,
or else they would do only half the job, leaving the edges untrimmed
and the grass clippings all over the lawn. If you didnt give them the
lawnmower and show them how to use it, they wouldn’t be able to
get started. If you didn’t check up on them, the likelihood is that they

would be distracted by more urgent activities such as the PlayStation,
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Twitter, or Facebook. Those three elements—clarity of expectation,
the tools to do the job, and monitoring—ensure the job gets done. It’s
a governance system for mowing the lawn!

Your strategy must ensure that a similar governance framework is
applied to KM. Imagine if the staff in your organization knew that
they had to do a knowledge budget (or other learning and planning
activity) at the start of any significant piece of work. Imagine they
knew that they would have to do knowledge tracking as the work con-
tinues, and balance the knowledge books by capturing their learning at
the end of the job. Imagine that they had the tools to do these activi-
ties, and the training to use the tools, and also that management would
be checking to see that they had done what they were supposed to do.
Whether or not the individual employee believes KM is a good thing,

such a governance system will ensure that it happens.

7. The Framework Will Be Structured, Rather Than Emergent

There is a major philosophical divide in KM circles between the Struc-
tured and the Emergent camps.

The Emergent people believe that if you provide people with the
tools, then knowledge sharing will naturally emerge. They point to
Wikipedia as a prime example of this—the wisdom of the crowds spon-
taneously emerging as documented knowledge. They point to Twitter,
to LinkedIn, and to many other global social networking tools. They
believe that knowledge is organic, and that too much management
will kill it. This was the prevalent view a decade ago, particularly where
communities of practice were concerned.

The Structured people believe that knowledge is an asset to an organ-
ization, and that assets cannot safely be left to manage themselves.
They believe that if there is an area of knowledge which is important
to the organization, then there should be a community of practice that
looks after that knowledge. Rather than waiting for such a community
of practice to spontaneously emerge, they encourage it.

ConocoPhillips is a prime example of the structured knowledge
company: they divide their business into areas of competence, and for

each area they ensure there is a community of practice and a network
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leader, who is also the editor of the relevant wiki page. The network
leaders are given training, and the communities are nurtured through
a growth process until they become highly effective knowledge-sharing
mechanisms. Each network leader reports upward through functional
excellence teams into the functional leadership of the organization.

The past 10 years has seen a shift, with the Structured view becom-
ing dominant, at least for KM within organizations, and the Emergent
view less dominant. This change has come through experience with
working with knowledge sharing within organizations, and the need
to adapt and structure the corporate intranet free-for-all, which was
modeled on the internet, into a managed system with an architecture
that allows staff to find and use the knowledge they need to get their
jobs done efficiently and effectively.

Unstructured networking similar to that seen on the internet is not a

useful model for knowledge sharing in organizations, for these reasons:

o 'The emergent discussion forums in LinkedIn very quickly frag-
ment into multiple parallel conversations, which often deteriorate
further into silos. That is a disaster in an organization where there
needs to be one place to go to tap into a network, not 422 places.

o The 90:9:1 participation model of Wikipedia is fine if there is
a massive pool of potential contributors, with redundancy in
knowledge. Tapping into what is effectively 2 or 3 percent of
the available knowledge is fine, if the available knowledge is
global. In an organization, it just isn’t enough.

o 'The diversity profile of Wikipedia is highly skewed. If your
organization knowledge base was disproportionally populated
by the knowledge of unmarried males under the age of 30, as
Wikipedia is, you would think something was amiss.

The prevalent Emergent view of KM a decade ago derived from an
assessment that knowledge is organic, and that it could be killed by too
much control. However, structure does not necessarily require control,
and structure can be applied to the management of organic things.

The classical structured organic enterprise is the garden—the
flower garden, the vegetable garden, the market garden, the allotment.
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The vegetables grow organically, within a structure. And anyone with
a garden will know that if you want to produce flowers or vegetables,
then “organic” is hard work, and requires a lot of management. You
don’t just “let the garden emerge,” because all you'll get is weeds. If you
simply ‘let a thousand flowers bloom” most of them will be dandelions;
few if any will be tomato plants. Instead, you create the conditions, fer-
tilize the soil, plant the seeds, remove the weeds, deter the pests, tend
and water and fertilize, and eventually your flowers and vegetables will
grow. If knowledge is organic, then KM is akin to gardening, with all
the structure that this implies.

Your strategy should be a structured one, rather than an emergent
one. Find out what knowledge is critical to the success of the organiza-
tion, and put in place the framework and structure that ensures it will

be managed.

8. A KM Implementation Should Be a Staged Process, With
Regular Decision Points

Implementing KM into an organization will not happen accidentally.
It happens by making a deliberate decision, or rather a series of deci-
sions, each one followed by much hard work until the next review/
decision point.

Very few company presidents or CEOs wake up one morning and
“decide” to implement KM. Instead, like any other practice, imple-
mentation will follow a series of decisions, with each decision resting
on a basis of necessary evidence.

The decision chain is shown in Figure 4.1 and in the five decisions
that follow.

Decision 1: To Investigate KM

Your first decision will be to set up a task force to determine whether
or not KM makes operational sense for the organization. The task force
will study the pros and cons and decide if it is worthwhile pursuing.
Assuming an affirmative decision, the task force will then make the

business case for investing in KM.
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Investment

Time

Figure 4.1 Stepwise investment in Knowledge Management
implementation

Decision 2: To Map Out What Needs to Be Done to

Implement KM

If the task force has shown that KM makes good operational sense,
then further work is needed to assess the current state, to define
the KM strategy and implementation plan, and to estimate the
time, budget, and resources required. We are assuming that this is the

stage you have already reached; the stage at which you need Designing
a Successful KM Strategy.

Decision 3: To Pilot KM in High-Profile Areas
If the strategy, plan and budget are approved, then KM needs to

be piloted in selected business areas in order to road-test and refine
the KM framework prior to roll-out. By this time, KM is becoming
quite high profile, and quite high cost.

Decision 4: To Roll Out KM as a Required Discipline to the
Whole Organization

If the pilots were successful and the value of KM to the organization
and to the employees was proven, the next decision—not to be taken
lightly!—is to roll out a KM framework across the whole organization.
This is the point of no return.
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Decision 5: To Stand Down the Implementation Team

After the KM program has been rolled out across the organization, it’s
time to hand over KM to be managed as part of normal operational
processes and disband the implementation team. The KM team must
be sure that KM is fully embedded before making this decision.

Treating KM as a series of incremental decisions as just described
has two main benefits. First, it is sensible, prudent decision-making.
Figure 4.1 shows that the investment in each stage will be a little larger
than the previous stage—a task force costs less than a team, which
costs less than a series of pilots, which costs less than a roll-out cam-
paign. Each incremental increase in cost is built on a decision, which
depends on the results of the previous stage, and on how well KM
has proven itself. And at any point up until Decision 4, the organiza-
tion can change its mind, because it is not fully committed. Once
Decision 4 is taken, the organization is committed to roll-out.

And that’s the second advantage. If each decision is made by the
right people, based on the right information and the right criteria, then
you shouldn’t have to revisit the decisions later. Each decision should
be documented, and should stand on its own merits. You shouldn’t
have to keep re-justifying, and remaking decisions. Decision 5—the
decision to roll out KM—needs to be made at the highest level. You
need the support of the CEO to make an organization-wide change
like this. But by the time it comes to Decision 4, a series of success-
ful trials and pilots will have demonstrated that KM works in your

organization, and delivers real value.

9. A KM Implementation Should Contain a Piloting Stage

In generic terms, there are three main implementation strategies for
KM, and only one of them is, in our experience, really reliable. These
are shown symbolically in Figure 4.2.

You ultimately want all the elements of the KM framework deployed
across all of the organization. You want to get to the grey square in the
top right of Figure 4.2, marked with the number 4.

There are three ways to get there:
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Figure 4.2 Three implementation strategies

1. The white arrow represents getting there in one step—planning
a framework, and then rolling it out across the whole organiza-
tion. This is a high risk strategy. You only get one shot at the
framework design, and if you get it wrong, it may be perma-
nently wrong. Also you will be beginning the roll-out with no
history of success within the organization, which makes change
management difficult (as explained in Chapter 13).

. The black arrow represents rolling out parts of the framework one
by one across the whole organization (Circle 1) until the frame-
work is complete. This is a common approach, and people often
start by rolling out the technology element, and only later intro-
ducing the other elements of roles and accountabilities, processes
and governance. This also is a high risk strategy. Few framework
elements add much value when working in isolation, and you
may devalue the whole KM implementation if you introduce
something that adds no value. Often people will roll out a tech-
nology such as Groupware, social media, or enterprise search,
and find that knowledge sharing and reuse do not automatically
follow. By which time, you may have devalued KM as a concept,
and you may not get a second chance.

. The grey arrow represents a piloted implementation. At Circle 2,
you test elements of the framework one by one, locally in the
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organization, to make sure they work in the organization con-
text, and to tailor them until they do. At Circle 3, you pilot the
whole KM framework in one part of the organization, to make
sure the complete framework adds value to the organization,
and you tailor it until it does. Finally (Circle 4) you roll out this
tried, tested, and piloted framework across the organization as a
whole. The piloting strategy represented by the grey arrow takes
longer, but it has a much higher chance of success.

In the third approach, the pilot is a crucial element, and is a test of
Knowledge Management as a whole, rather than one or two KM tools
in isolation. Piloting is, therefore, a large-scale test of KM and a proto-
type of the KM framework.

In the late 1990s we worked with Colonel Ed Guthrie of the U.S.
Army, whose view of KM was similar to this model. His model was
based on how you might get a brigade across a river. You start with fir-
ing a rope over the river, use the rope to pull across a pontoon bridge,
and march the rest of the army over the bridge. In his model the far
bank of the river is the changed KM behavior, with KM embedded and
applied, and the early KM pilots are the rope.

The other advantage of piloting over an “everything at once” imple-
mentation is that it delivers some quick wins to management. When
the CEO comes by and asks, “How are we progressing with KM?”
it’s great to be able to say “We've been working with X division and
Y community and we've got some really good success stories to tell
you.” Additionally, you can use these pilot-based success stories as
internal marketing material to help with the behavior change element
of roll-out.

10. A KM Implementation Should Be Run as a Project

During the implementation stage, KM is a project, one that is set up
to implement change in the organization, and to move the organi-
zation to a state where KM is embedded as part of the way the
organization operates. As with any project, there are a number of roles

and accountabilities associated with delivering the project objectives.

These include:
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o KM project leader or Chief Knowledge Officer
o KM implementation team
o KM project sponsor

o Management steering team

In addition to these roles, your KM implementation project will
need a budget, an implementation plan, and a set of milestones and
objectives. The end point of the project will be a fully implemented
and embedded KM framework—in place, delivering value, with gov-
ernance in place, and sustainable.

Example of Principles Within a KM Strategy

Given that the principles behind any strategy are important, and should
be made explicit, it is surprising that relatively few published KM strate-
gies make reference to principles. An exception is the KM strategy for
the STAR (Strengthening Transparency and Responsiveness) program in
Ghana,” a multi-donor-pooled funding mechanism (funded by DFID,
DANIDA, EU, and USAID) to increase the influence of civil society and
Parliament in the governance of public goods and service delivery, with
the ultimate goal of improving the accountability and responsiveness of
Ghana’s government, traditional authorities, and the private sector.

The STAR-Ghana KM strategy outlines a set of nine principles,
which follow. Some of these read more like vision statements than
principles, per se (number 5, for instance), but others mirror the prin-
ciples covered in this chapter. The first principle on the STAR-Ghana
list matches our number one principle, which is the most important of
all the KM principles we've discussed.

[STAR-Ghana’s] core KM guiding principles are as follows:

o The KM strategy must be aligned to the shared vision and val-
ues of STAR-Ghana

o STAR-Ghana and grantees are ‘learning organizations’ and are
encouraged to be innovative and try out new approaches and
initiatives in KM
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Work processes and systems must be improved to include
more collective, systematic and continuous learning and
knowledge processes

We need to allocate time and budget to KM

Every time we do something repetitive we should strive to do it
better than the last time

Knowledge systems and tools developed encourage ownership
of the institutional and intellectual memories of the organiza-
tion. They should be to support knowledge asset driven strate-
gies, processes, methods and techniques

Grant Partners, stakeholders and the citizen need to have access
to information generated about and from our work and has to
be timely

STAR-Ghana KM is concerned with creating, sharing and
applying knowledge as a team, by working more effectively
together as one. Communicate, learn and share knowledge

Leverage knowledge for achieving organizational goals and serv-
ing citizens and noncitizens

Summary and Next Steps

An effective KM strategy will rest on proven principles. The ten princi-

ples described in this chapter are the foundation of your KM strategy and

program. They have been identified out of the experience of the authors

and are generally acknowledged as best practices across the field of KM,

regardless of industry or sector. Once you are clear on the principles, it’s

time to move on to the next step: creating your strategy document.
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1.
2.

Teltech survey, source now lost.
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com/2009/07/where-knowledge-management-has-been-and-where-it-is-going-
part-three.html.

P J. Gibby, N. Milton, W. A. Palen, and S. E. Hensley, Implementing a Framework
for KM. SPE-101315-PP: (Society of Petroleum Engineers, 2006).

Steve Denning, “Why Do Great KM Programs Fail?” The Leaders Guide to Radi-
cal Management, July 4, 2010, accessed Jan. 2014, stevedenning.typepad.com/
steve_denning/2010/07/why-do-great-km-programs-fail.html.

STAR-Ghana, “KNOWLEDGE MANAGEMENT STRATEGY - May 2011,”
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CHAPTER 5

Strategy Structure, and
Strategy Input

Once you have discussed and agreed on a set of guiding principles,

it’s time to start creating your Knowledge Management (KM) strategy

document. To begin, your outline should include these 11 sections:

1.

10.
11.

Strategic KM principles

. The organizational imperative and focus for KM
. A KM vision for the organization

2
3
4. Critical knowledge areas
5. Stakeholders

6.
7
8
9

A KM framework

. Information management
. Change management

. Business case

Recommended pilots

Next steps

You can write Section 1 yourself, and we recommend that you

base it on the strategic principles we gave you in Chapter 2. These

are tried and tested principles, based on sound experience, and should

apply to every organization. Sections 6 and 7—KM framework and

information management—are two of the other sections you can
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44 Designing a Successful KM Strategy

write yourself. Sections on change management and the business case
can also be undertaken with limited senior input.

The rest of the sections will require significant input from within
your organization, especially from the managers. You cant write an
effective strategy without extensive input from others. You can either
collect the input through a series of interviews and summarize it your-
self, or you can hold a series of workshops to capture, discuss, summa-
rize, and validate the input. Whether you do it through interviews or

workshops, you will need to speak to the following people:

o The heads of the operational units within the organization

o The heads of any functional units (the head of engineering,
head of marketing, head of sales, etc.)

o The heads of the relevant support organizations, particularly the
head of information technology and the head of human resources

As we discuss the various sections of the strategy within the chapters
of Designing a Successful KM Strategy that follow, we will recommend
approaches you can apply to create the contents of your strategy docu-
ment, using either interviews or workshops to gather input. Here, we'll

look at these two approaches in a little more detail.

Interview Approach

With the interview approach, you need to make a list of the senior people
whose input you need, and then ask each of them to spend an hour or
two with you. During the course of your interviews you need to find out:
o 'Their vision for KM
o Where they think KM can most help the organization

o What knowledge they view as being of the greatest value to
the organization

o Who they think the key stakeholders are who need to be
engaged with KM implementation.

» Where they think the best potential pilot areas are for KM
implementation
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Strategy Structure, and Strategy Input 45

You will then need to collate everyone’s input, compile it, and feed
it back to them at a later date either as a strategy document, or, even

better, during a strategy feedback and validation workshop.

Workshop Approach

If you can get commitment from your senior people to invest a signifi-
cant amount of time in a KM strategy creation workshop, then you
have the opportunity to create and compile participants’ input at the
same time. This allows for a greater breadth and depth of discussion on
the scope of the KM strategy.

The length of time needed for the workshop depends on the size of
the organization, the scale of the program, and the amount of buy-in
you are trying to generate. Three examples of workshop agendas fol-
low; the first was from a small organization where we had done a fair
amount of pre-work, the second is from a three-day strategy workshop
run by Nancy Dixon for Ecopetrol, the Colombian State petroleum
company (described on Nancy’s blog!), and the third is a session held

to build a KM strategy for a single business unit.

Example One-Day Workshop for a Small Organization

Attendees:

o Head of Division

o Head of Division

o IT Director

o Research & Development Director

o Operations Director

 Head of Planning

o Head of Business Development
Example Two-And-A-Half-Day Workshop, as Run at Ecopetrol
Attendees:

o Company president

« Top 200 people in the organization
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Table 5.1 Strategy workshop for a small organization
Time Module Purpose
10:00 Introduction, models, defini- | A shared discussion on Knowledge
tions, case histories Management, to get clarity on the
ideas and options, and develop a
shared understanding of KM models
for the organization.

11:30 Key knowledge areas An understanding of the knowledge
areas which most need to be managed
to enable the organization to meet its
goals.

12:30 Lunch

1:00 Business benefits Looking at the possible KM interven-
tions, and mapping out how they can
add value to the business.

2:30 Stakeholder analysis Looking at the issues of implementing
KM, deciding who the key stakeholder
groupings might be, and developing a
view of how and when they will need
to be engaged.

4:00 Pilot options Brainstorm of areas within the orga-
nization where KM may deliver quick
wins.

4:30 Finish

o External experts (in this case, Nancy Dixon and Larry Prusak)

« Representatives from external organizations

Example of a Departmental or Business Unit Workshop

Rather than an organization-wide KM strategy you may be tasked with

creating a KM strategy for your department or business unit. If this is

the case, the workshops and interviews cover the same material but you

may have a different level of participation in the strategy development

process. You may interview senior management individually and hold

workshops for front-line managers and employees. In this case your

workshop agenda may resemble that in Table 5.3.
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Table 5.2  Strategy agenda for a large organization
as described by Nancy Dixon!

Component Module Purpose
Day one Knowledge management 15-minute presentations from
principles experts and external organiza-

tions, followed by small group
conversations (to input ideas and
experience from others into the
room).

Day two morning Critical knowledge areas Multiple knowledge cafés to
address the question “what
knowledge do we need at Ecopet-
rol that we don’t have.”

Day two afternoon Potential pilots and other Open space technology, building
actions on the outputs from the knowl-
edge cafés, to identify improve-
ment actions and pilots to make
knowledge management a reality.

Day three morning Summary and action plan Summary of the conversations,
inputs and conclusions from the
previous two days.

Table 5.3 Strategy meeting agenda for a department

Time Module Content
30 minutes Introduction o Review knowledge management
concepts

Review project motivation

2 hours Questions and discussion e Strategic objectives
Process and activities to be
enabled with knowledge
management

Information flows
Use of knowledge
Knowledge lifecycle activities

10 minutes Next steps

The three examples shown in the table will give you some idea of the
“ends of the scale” when it comes to KM strategy creation workshops.
You will need to choose a solution that fits the scale of your organiza-

tion and the number of people who need to attend.
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Summary and Next Steps

By now you will have an idea not only of the structure of your KM
strategy document, but also of the methods you will use to gather
the data needed to write each of the main sections. The first section
we will start work on is the section on the organizational imperatives

and drivers.

Note

1. Nancy Dixon, “A KM Strategy Built on the Collective Knowledge of Ecopetrol,”
Conversation Matters blog, July 04, 2009, accessed May 27, 2014, www.nan-
cydixonblog.com/2009/07/a-km-strategy-built-on-the-collective-knowledge-of-
ecopetrol.html.


http://www.nan-cydixonblog.com/2009/07/a-km-strategy-built-on-the-collective-knowledge-of-ecopetrol.html
http://www.nan-cydixonblog.com/2009/07/a-km-strategy-built-on-the-collective-knowledge-of-ecopetrol.html
http://www.nan-cydixonblog.com/2009/07/a-km-strategy-built-on-the-collective-knowledge-of-ecopetrol.html

CHAPTER 6

Identifying the Underlying
Business Imperatives and
Drivers

The first and most important of the 10 principles presented in Chapter
4 is that the Knowledge Management (KM) implementation should be
led by the needs of the organization. But what does this really mean?
Exactly how can business needs lead the development of the KM strat-
egy? To determine this, you need to work out what the key organiza-
tional drivers or imperatives for KM actually are; gathering data through
interviews or through workshops as described in the previous chapter.
It also means, for example, that IT (Information Technology) does not
lead your KM program; I'T supports your KM program and is a stake-
holder and Governance Team participant.

You must also be careful not to express the business needs for KM in
KM-speak, but in the language of the organization. So once you have
identified the key organizational drivers, how do you describe them in

organization-speak?

The Four Potential Focus Areas

There are four potential strategic focuses for KM, shown in Figure 6.1.

An Operational Excellence focus for KM aims to improve the
internal practices and processes of the organization so that it operates
better, faster, cheaper, safer, or cleaner. The crucial knowledge is that of

the operational processes, and the KM strategy will be about ensuring
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Operational
Excellence

Improving internal
processes through
application of

Customer
Knowledge

Building a better
understanding of
customers wants

Innovation

Creating new and
better products

Growth and
Change

Replicating existing
success in new
markets or with

knowledge and needs and how new staff
to satisfy them
Best : Knowledge -
practice Customer isiti Defining and
development knowledge acquisition deploying good
Process innovation Knowledge practice

Market knowledge
Product knowledge

development

Reducing cycle time
for new products

Bringing new staff

Communities of >
up to speed quickly

practice

Figure 6.1 The four business focus areas for Knowledge
Management

that these processes are as good as they can be throughout the organi-
zation. The majority of this knowledge will be internal (knowledge
from within the organization). The strategy will include development
and deployment of continually improving practices, process innova-
tion, the use of communities of practice and knowledge bases, and
standardization of process wherever possible. Regardless of what sector
your organization operates in, it is likely that you are concerned about
operational efficiency and effectiveness, which means that operational
excellence, is a cornerstone of your KM strategy.

A Customer Knowledge focus for KM aims to improve the delivery
of knowledge to the customer interface—the people who work with
the customers on a day-to-day basis—so that customer relationships are
maintained, service levels are high, and sales volumes are increased. In a
not-for-profit or non-governmental organization, your “customers” are
the beneficiaries of your programs. Similar ideas apply in this circum-
stance as in a for-profit organization. The crucial knowledge is that of
the products or services that the organization offers, as well as knowl-
edge about the customers themselves, the market, your competitors,
and other participants in the sector. The majority of this knowledge will

be internal with some external knowledge (knowledge from outside the
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Identifying the Underlying Business Imperatives and Drivers 51

organization) being needed to fully understand the client, the market/
environment, the competitors, and other participants in the sector. Your
KM strategy will include the creation of a reliable knowledge base of
products or services for use by your sales force, your service force or your
call center, allied with close attention to customer relationship manage-
ment (CRM). There may also be elements of your strategy focused on
the processes of selling and bidding, as even the best product or service
will not make money if you cant sell it. If your organization is in the
service sector, or is largely concerned with marketing and selling, then
customer knowledge is likely to be the cornerstone of your KM strategy.

Customer knowledge also applies to internal customers, for exam-
ple the IT department’s help desk for internal use. The help desk will
need to be able to address employee technology issues based on what
services and equipment the employee is using. There is less focus on
sales and marketing in working with internal customer knowledge, but
the other issues and concerns exist in this scenario too.

An Innovation focus for KM involves the creation of new knowl-
edge in order to create new products and services. The crucial knowl-
edge is knowledge of the base technology and of the marketplace.
Much of this knowledge will be external, which is what primarily dif-
ferentiates an innovation strategy from other KM Strategies. The strat-
egy will include knowledge-creating activities such as business driven
action learning, think tanks, deep dives and other creativity processes,
as well as knowledge-gathering activities such as technology watch and
market research. There may also be elements of your strategy focused
on reducing the cycle time for new products, as even the best product
will not make money if takes too long to get it to the market. If your
company is in the high tech, bio-tech or pharmaceutical sectors, or
any other sector with a focus on research and development and/or new
products, then innovation is likely to be the cornerstone of your KM
strategy.

A Growth and Change focus for KM involves replicating existing
success in new markets or with new staff. It is critical to identify lessons
learned and successful practices, so that good practices can be dupli-
cated and mistakes learned from, and to transfer existing knowledge
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52 Designing a Successful KIM Strategy

to new staff. New staff need to be integrated efficiently and effectively
with adequate training and knowledge transfer so that they become
valuable members of the team as quickly as possible. Regardless of what
industry you are in, growth and dealing with changing market and
organization conditions is often a consideration in your KM strategy.

Which of the Four Will Be Your Strategic Focus?

In reality, companies may have elements of all four focus areas. They
may be concerned about operating their manufacturing plants effi-
ciently, while also developing customer knowledge, and retaining a
focus on creating new products. However the KM strategy should pri-
marily address the most important of these four. Don’t spread yourself
too thin; don’t try to do everything all at once. Instead pick the most
important driver, and devote your attention to developing an effective

KM solution which addresses this focus area.

Doers vs. Makers vs. Sellers; Process and Product

Some companies do things, some make things, and some se// things. Dif-
ferent organizational focus, different approach to KM. The doers are con-
cerned with operational efficiency, the makers are concerned either with
operational efficiency or product innovation (depending on the product
and the market they are in) and the se/lers are concerned with customer
knowledge. Is your company primarily a doer, a maker, or a seller?

This is of course an oversimplification, and most organizations are a
mix of doing and making, and all sell something, but the point is that
depending on the market you are in and the type of product or service
you have, you will have a different focus to your KM strategy. One
of the main differences in KM Strategies is the amount of attention
placed on practice knowledge vs. product knowledge.

The archetypal practice organization would be the Army. They don't
make things or sell things; they do things, and their KM approach is
all about the development and improvement of practice. They develop

their doctrines, they develop communities of practice, and they focus
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Identifying the Underlying Business Imperatives and Drivers 53

on Operational Excellence and continual practice improvement. The
same is true for the professional services sector and the oil and gas
sector. In the case of the oil companies, selling the product requires
little knowledge about oil (except for those few specialists concerned
with selling crude oil to refineries), and the main focus for KM is on
practice improvement. The KM framework involves communities of
practice, best practices, practice owners and practice improvement.

A typical product-based maker organization would be an aircraft
manufacturer or a car manufacturer. They exist to make things. Their
KM approach is all about the development and improvement of prod-
uct. They develop product guidelines for their engineers, their sales
staff, and their service staff. At DaimlerChrysler, their Electronic Book
of Knowledge was about automobile components, and their Tech
Clubs were more communities of product than communities of prac-
tice. In a maker organization, the experts are more likely to be experts
on a product than on a practice area. With the more complex prod-
ucts, where design knowledge is critical, KM can become Knowledge
Based Engineering, with design rationale embedded into CAD files
and other design products. The Air Force, in contrast to the Army, is
focused primarily on product learning—learning about the airplane
itself, much of which learning is shared with the aircraft manufacturer.
For a product-based organization, the entire focus is on knowledge of
product and product improvement.

The danger in KM comes when you try to impose a solution where
it doesn’t apply, for example imposing a maker KM solution onto a
doer business, or an Operational Excellence KM solution onto an
Innovation business. This is why we suggest you choose one area of
focus for your KM strategy, and work with the parts of the business
where that focus area is important.

Organizational Demographics

Another factor that can influence your KM strategy is the demographic
composition of your workforce.
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Take a Western engineering-based organization. Here the economy
is static, and the population growth is stable. Engineering is not a “sexy”
topic. The workforce is largely made up of baby boomers. A large pro-
portion of the workforce is over 50, with many staff approaching retire-
ment. Within the company there are very high levels of knowledge
which is dispersed around the organization, scattered around many
teams and locations. Communities of practice are important in a situ-
ation like this, so that people can ask each other for advice, and receive
advice from anywhere. Experienced staff collaborate with each other to
create new knowledge out of their shared expertise. The biggest risk to
many Western engineering-based organizations is knowledge loss, as so
many of the workforce will retire soon.

Compare this with a Far Eastern engineering-based organization.
Here the economy is growing, the population is growing, there is a
hunger for prosperity, and engineering is also a growth area. The work-
force is predominantly young with many of them employed less than
two years in the company. There are only a handful of real experts, and
a host of inexperienced staff. Experience is a rare commodity, and is
centralized within the company, retained within the centers of excel-
lence, and the small expert groups. Here the issue is not collaboration,
but rapid integration and enhanced training. The risk is not retention
of knowledge, it is deployment of knowledge.

These two demographic profiles would lead you to take two different
approaches to your KM strategy. The KM strategy for the Western com-
pany would introduce communities of practice, and use the dispersed
expertise to collaborate on Operational Excellence, or on knowledge of
customers and products. Knowledge bases could be used to harness the
dispersed expertise. There would be huge potential for Innovation, as
people reuse and build on ideas from each other. Crowdsourcing, and
“asking the audience” are excellent strategies for finding knowledge,
and Idea Jams would be a powerful way of innovating. There would be
a strong strategic component of knowledge retention to the strategy.
We describe a retention-based strategy in Chapter 18.

The Eastern engineering-based company, on the other hand, would
focus on the development and deployment of standard practices and


navid
Highlight

navid
Highlight

navid
Highlight

navid
Highlight

navid
Highlight

navid
Highlight

navid
Highlight

navid
Highlight


Table 6.1 Knowledge Management core strategy as a function of demographics and strategic focus area
Demographic Operational excellence Customer knowledge Innovation Growth and Change
Aging workforce Retention of operational | Retention of customer knowledge to | Retention of innovative Retention and deployment

knowledge to protect core
operational capability

protect core sales and relationships

capability

of operational and customer
knowledge to protect core
operational capability and
sales relationships

Balanced workforce

Development and deploy-
ment of internal best
practices and processes

Development and deployment of
best knowledge of customers, market
and product

Embedding Innovation pro-
cesses, and creating diversity
in teams

Development and deploy-
ment of internal best practices
and processes as well as cus-
tomer, market and product
knowledge

Young workforce

Provision of basic and
advanced operational
knowledge to new and
developing staff

Provision of basic and advanced
product and customer knowledge to
new and developing staff

Training in innovation, inno-
vation processes, and creating
as much diversity as possible
in teams

Provision of basic and
advanced operational, cus-
tomer, and product knowl-
edge to new and developing

staff
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procedures, and on developing and deploying capability among its
youthful workforce. The experts would create first-rate training and
educational material, and the focus would be on communities of
learning rather than communities of practice. Widespread innovation
would be discouraged until the staff had built enough experience to
know which rules can be bent, and which must be adhered to. Crowd-
sourcing is not a good strategy, and the “wisdom of the experts” is
likely to trump the “wisdom of the crowd.” When the (relatively few)
experienced staff are at risk of departing, retention of knowledge is as
much a part of your strategy as the development of capability among
the younger workforce.

Demographic composition is one of the important factors that your
KM strategy must address, namely the amount of expertise in the organ-

ization, and how widely it is dispersed.

A Combination View

It is possible to combine the demographic view with the focus areas
described previously. Table 6.1 suggests what your core KM strat-
egy may be, based on a combination of the four focus areas and the
two demographic types (with the addition of another demographic type,

a balanced workforce with a good spread of young and experienced staff).

Example of Business Imperatives

An example of a clear business focus—cost reduction and operational
efficiency, is given in the following section. This is from the 2011 KM
Strategy for the Adaptation Fund.' The business focus statements in
the following section not only identify the business driver (operational
effectiveness and cost) but show how KM can impact that driver, and

how the KM program should be evaluated.

Overall Goal

11. The Fund will strive to improve the design and effec-
tiveness of adaptation projects and programs by creating
mechanisms that enable it to extract, analyze, learn and

share lessons from the projects and programs it finances.
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The Value of KM
15. The KM goal to increase the effectiveness of the Fund

and its projects ultimately should lead to a reduction of
costs. Ongoing measurement of the Fund’s KM achieve-
ments will show that it is worth the investment. The Fund’s
KM program should be monitored and evaluated based on

two criteria, efficiency and effectiveness:

Efficiency

o Capitalize on lessons learned to minimize errors and
duplications in the design of new projects, and opti-
mize the Fund’s operational procedures

 Reduce the loss of knowledge once a Board member
or a Secretariat staff leaves the job

o Reduce new staft/board member training time
 Improve donors’ coordination
o Provide easy-to-retrieve information for users on

the Web

Effectiveness

o Increase projects’ capacity to effectively address adap-
tation issues

o Increase number of National Implementing Entities
that submit applications

o Increase beneficiaries’ satisfaction

o Generate new knowledge and data sets valuable for
the adaptation community

Summary and Next Steps

Understanding the business drivers is crucial. KM needs to be driven
by business needs and business imperatives, such as Operational Excel-
lence (including elements of cost, time and quality), Customer Sup-

port, Innovation, or Growth and Change. The driver for you will
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depend on what type of organization you work for—a doer, a maker,
or a seller—and on the demographics of the organization. Once you
have a clear idea of the basic drivers, then it is time to move on to

developing the vision for how KM will affect that driver.

Note

1. Adaptation Fund Board Ethics and Finance Committee, “Knowledge Manage-
ment Strategy and Work Programme” (Bonn: Adaptation Fund, September 14,
2011), http://adaptation-fund.org/sites/default/files/AFB.EFC_.6.3%20Knowl-
edge%20management%20strategy.pdf.


http://adaptation-fund.org/sites/default/files/AFB.EFC_.6.3%20Knowl-edge%20management%20strategy.pdf
http://adaptation-fund.org/sites/default/files/AFB.EFC_.6.3%20Knowl-edge%20management%20strategy.pdf
http://adaptation-fund.org/sites/default/files/AFB.EFC_.6.3%20Knowl-edge%20management%20strategy.pdf
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CHAPTER ;

Knowledge Management
Vision and Scope

After completing one of the exercises at a training course in Stock-
holm, almost as an afterthought we mentioned Lord Browne’s vision
for Knowledge Management (KM), used extensively within BP, and
quoted in his article “Unleashing the Power of Learning.”! His vision

was as follows:

Most activities or tasks are not onetime events... Our
philosophy is fairly simple:
Every time we do something again, we should do it bet-

ter than the last time.

One of the participants came up to us afterwards and said that this
had been an “Aha!” moment for him, and that this simple vision had,
for him, graphically linked KM and business value.

This is the value of having a simple but powerful vision to support KM.

A vision like this is something everyone can buy into—nobody wants
to do things worse than the last time!—because it explains why we are
introducing KM; not for its own sake, but to focus on a specific business
issue, the issue we referred to in Chapter 6 as Operational Excellence.

A vision like this also carries significant implications. In order to do
things better than last time, we need to know Aow it was done last time,
whatwas identified last time as improvement opportunities, and ow these

opportunities can be put into effect. We need a complete set of knowledge
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from “the last time” and then we need to innovate beyond this if necessary.
And remember: “the last time” may have been in another country, or by
another team, perhaps many years ago. Thus the vision requires a system
of capturing knowledge from “the last time” and transferring it through
time and space to “the next time” in order to improve performance.

A simply stated vision like Lord Browne’s will be very powerful in
communicating the KM strategy throughout your organization, by

explaining the w/hy behind KM.

Example Vision Statements

Here are a few other vision statements from companies. Some are offi-
cial statements, some are CEO statements that encapsulate the vision,
and some are statements crafted by the KM team. See which ones

“speak” to you.

« “To create a world class knowledge-sharing culture and environ-
ment that contributes to Accenture’s success.” (Accenture)?

o “FTA knows what it knows; it is continuously filling the gaps
of what it does not know. We have, therefore, increased the
use of innovative approaches for accomplishing both our long-
range planning and our day-to-day activities.” (Federal Transit
Administration of Ohio)?

o “Health Canada analyses, creates, shares and uses health knowl-
edge to maintain and improve the health of the people of Canada:

o through its KM processes and strategies which are tailored to
advance the business lines of the department

o as a model knowledge organization

o as aleader, facilitator and partner, in the development of a
Canadian health info-structure, responding to national and
international trends and opportunities.” (Health Canada)?

o “The focus of USAID’s Knowledge Management Program is
to connect people to the processes and technology that will
help them to work effectively with partners to accomplish
USAID’s mission. The KM principles of knowledge capture,
sharing and application helps the Agency to adapt to rapidly
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changing events by incorporating lessons learned and past expe-
riences into decision-making and program planning decisions.”

(USAID)>

o “New Knowledge will be created, shared, and reused, as part of
IAI personnel’s common practice, for the achievement of IAI’s
vision and the fulfillment of its goal.” (Israel Aircraft Industry)®

« “Knowing what we know, and knowing what we need to know.
KM is about people working together to empower our people,
to plan our future, to achieve our vision and mission of excel-
lence, to champion sustainable development and productive
partnerships. Strengthening how we manage our knowledge will
make us more relevant and results oriented, efficient, integrated,
productive and innovative.” (Saudi Aramco)’

o “FAO will facilitate the access to and exchange of knowledge,
as well as its generation, in the domain of agriculture and food
security. It will assist its Members in generating, accessing and
utilizing knowledge in food and agriculture, as well as any
other knowledge that relates to it, required to address Mem-
bers” individual and collective development and food security
goals.” (Food and Agriculture Organization of the United
Nations)®

o “The vision of WHO KM is of global health equity through
better KM and sharing.” (World Health Organization)’

o “To support communications and advocacy efforts by Pacific
nations for the best management of their Oceanic Fisheries
resources.” (Pacific Islands Oceanic Fisheries Management
project)!?

What Will Your Vision Statement Look Like?

The examples mentioned previously bring a whole range of approaches
to the idea of a vision statement, but remember the purpose of your
vision statement. It is to give people a flavor of what will be possible
after KM has been introduced, expressed in terms of the value and/or
purpose of the organization, and to distill this into something that can

be easily remembered.
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What you need is something memorable that encapsulates the pur-
pose and values of KM within your organization. The statement should
help people to see (hence the name “vision”) what KM will make pos-
sible, and therefore why you are doing it. Three short sentences should
be the maximum; when you need to draw breath halfway through a
statement, it’s too long.

Creating the Vision

A good process for creating a vision statement as part of a strategy work-
shop is to run a Pyramid Process exercise. This exercise should follow
a discussion on the business drivers and business benefits, as listed in

the agenda in Table 5.1. The Pyramid Process exercise works as follows:

o Ask each individual to draft a vision statement

o Project yourself 5 years into the future, when KM is fully
established and embedded in behaviors and culture

o What will it be like? What value will it add?

o In two or three short sentences, using simple language, explain
what KM will make possible

o Individuals join up into groups of four to six, and compare
their vision statements. They draw the elements together into
a common vision statement that the group can support. They
should be careful not just to add everyone’s vision together, but
should synthesize and summarize

o Then all groups come together, and draw the elements into a
common vision statement. If this ends up too long and com-
plex, use a vote to decide which parts to cut out so the vision
can be simplified

o Ensure that the vision remains clear. If you end with platitudes,
challenge the group to clarify what the real vision is

If you are compiling a vision statement from the results of many
interviews instead of convening a strategy workshop, then go through

the responses received at the interviews and look for the common
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words, the common word pairings, the common verbs, the common
thoughts, and find a way to bring these together. One way to do this
is to create a Wordle (word cloud) from the input you have received,
and then use the prominent words to craft a vision statement. Another
approach is to write the key words and word pairings onto cards, and
sort these into a vision that makes sense. The risk here is that you will
end up with something bland and uninspiring, which everyone can
support but nobody is enthused by, and you may need to inject some
creativity yourself to come up with a powerful statement.

Your final option, which is often the best option, is to take all the
input you have been given and craft something that takes the spirit of
what you have received, and turn it into something simple and com-
pelling. Test it with your sponsor, and steering team (if you have one),

and on a focus group of representative staff. Then publish!

Defining the Scope

Together with defining the vision comes defining the scope. As we
discussed in Chapter 1, KM is such a broad topic that you cannot pos-
sibly address it all, and a very early conversation will be to discuss with
your manager what is in scope, and what is out of scope.

Your scope statement should define:

o 'The areas of KM you will address
o 'The areas of KM you will not address

o The areas of the organization you will address (e.g. all operation
units? All geographies?)

« Who will be involved in your KM activities; whether your KM
strategy will apply to just organizational staff, or organizational
staff and contractors, or the general public, or customers

The conversations with your manager, as we recommended in
Chapter 1, will have given you a broad view of the scope. The data
you have gathered on critical knowledge areas will help you refine this,

as the scope of the strategy should be broad enough to cover the areas
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of critical knowledge, and the staff, business units, business processes,

and KM elements which will be needed to address them.

Example Scope Statements

The following, from the KM Strategy of the South Yorkshire Fire and

11

Rescue service'!, is an excellent example of a scope statement.

The strategy covers all personnel employed by SYFR, all
information generated within the organization, and it will
utilize SYFR ICT and other assets as appropriate.
Knowledge may be gained from the broader fire service
community, and as part of the strategy SYFR will proactively
scan the external environment for relevant upcoming national
and international developments, as well as best practice.
Regarding knowledge gained from the wider public, shar-
ing structured feedback from various public consultation
exercises will also provide valuable new sources. In addition
to our own surveys, collaborative knowledge sharing may
be developed with partner organizations where appropriate,
and subject to information sharing protocols and data pro-
tection legislation. For example, from autumn 2008 local
authorities will be running new Placed Based Surveys to
gather important information about the needs and views
of communities. The results of these surveys will start to
become available to public services in the spring of 2009.
Staff involved in frontline interactions with the public
will also be encouraged to feedback views and comments

expressed verbally to them during the course of their duties.

The World Health Organization 2005 KM Strategy'? defines the
scope of the document in time-bounded terms, as well as the people
who will be affected by the strategy, as follows:

This strategy serves as the framework for establishing the
program of work for the WHO KM team, consisting of
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headquarters, regions and country programs working in
the area of KM and sharing. It responds to the need for
equitable access to knowledge, and for broader applica-
tion of evidence in public health. This document sets out a
medium-term strategy and its rationale and approach. The

strategy will be reassessed in 2007.

Summary and Next Steps

The vision explains why KM is being introduced and the scope

defines whar Knowledge Management will cover. Both of these need

to be clearly articulated and agreed, as a starting point to the rest of

the strategy. Once the vision and scope are agreed you can move on

to defining the strategic knowledge areas on which the strategy will

focus.
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CHAPTER 8

Strategic Knowledge Areas

As consultants, one of the greatest Knowledge Management (KM)
insights, and one of the best pieces of news we bring to client organiza-
tions is this: “You don’t have to manage it all.”

Why is this a great piece of news? Because if you think about man-
aging only your critical organizational knowledge it gives you a real
strategic focus and a place to start. That's why focusing on critical
knowledge is listed as one of the ten principles in Chapter 4.

We frequently find that when people embark upon implement-
ing KM, they begin by thinking about the solution itself. They may
research technology, they may seek out some excellent processes, they
may (if they are smart) think about the roles and accountabilities the
organization will need, and they may contemplate the use of commu-
nities of practice, global task forces, virtual teams, blogs, wikis, and any
other of the fashionable solutions that are popular in the market place.
However the piece of thinking that we find often doesn’ happen this
early in the process is the thinking about “What Knowledge.”

What knowledge needs to be managed?

Exactly what knowledge do we need to flow around the organi-
zation? What's the high value knowledge and know-how? What's the
knowledge that will give the organization a competitive edge? What is
the knowledge that will deliver “first learner advantage™?

Our assertion is that if you focus your strategy proactively on the
topics of highest business value, then your KM implementation will
not only be easier, it will deliver far higher benefit. We call these topics

of highest business value “strategic knowledge areas.”
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We can define a strategic knowledge area as a knowledge topic that
is of primary importance to the business, representing knowledge and
know-how that supports delivery of the business strategy, and where
KM can therefore deliver the greatest strategic value.

Your KM strategy should identify the strategic knowledge areas and
use them as focus points.

In the 1990s, the BP KM strategy was clearly focused on what we
called areas of “knowledge intensity”; areas where knowledge had a
real impact on the way work was done, and thus where KM had the
greatest potential for impacting business results. If you focus your KM
implementation to address these areas, you will not only deliver value
to the organization, you will also solve difficult issues for the business
unit’s executives. Linda Davies, former head of KM at Mars, likened
solving pain-points for high-level executives to “taking the thorn out
of the lion’s paw,” the story from the old fable where Androcles relieved
the lion’s pain, and was later to find the lion to be a vital ally at a time
of need.! Davies focused her implementation on strategic knowledge
areas, and found that successfully delivering the strategic knowledge
gained her support and sponsorship from senior management when
she needed it.

Identifying the Strategic Knowledge Areas

How do you find these strategic topics, to become the focus for your
Knowledge Management strategy? Basically there are two approaches:

top-down, and bottom-up, and you should use both.

Top-down Approach

In the top-down approach you work downward from the business
strategy, to the strategic activities that support it, and to the knowledge
required to deliver the activities.

For example, if your strategy is inorganic growth, then the key
activities are mergers, acquisitions and integration, and the strategic
knowledge topics are how to merge, how to acquire and how to inte-

grate. If your strategy is to increase market share, then the activities
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will involve marketing and selling, and crucial knowledge will be how
to market, how to sell, and how to understand the customer. Often,
people can be a little bit more specific—perhaps the crucial knowledge
is selling through a dealer network, or online marketing, or selling to
key accounts. Whatever the topic, you can link it back through activity
to business strategy. To identify your critical knowledge areas through a
top-down model, choose a selection of operational business unit lead-
ers, and ask them to identify the key knowledge which, if they had it,
would significantly help in delivering their business strategy. Ask them
what it is that they don’t know but wish they did. What are the busi-
ness “I don't knows” that are keeping them awake at night?

You might get answers like these:
o [ wish we knew how to...
o Sell chocolate in rural China
o Halve the water use in my brewery

o Close down, maintain, and start up my refinery in just three
weeks

o Avoid agglomerates in my polyethylene plant
o Reduce my well costs by 25%, and still drill safely
o Sell long-term service contracts that make us money

o Be more eficient in our program delivery to have a greater
economic impact in the region

These are strategic knowledge areas from a range of real organizations.

e Business Strategy j

® Business activities ]

e Critical knowledge j

Figure 8.1 Top-down approach to identifying critical knowledge areas



70 Designing a Successful KIM Strategy

An alternative and more structured approach to getting such answers
from senior managers is to start from the business strategy, and work
downward, as shown in Figure 8.1.

Asxk your senior managers:

o “What is the core operational strategy for your part of the
business?”

o 'Then ask, “What do we need to be able to do (i.e. what compe-
tencies do we need) in order to deliver our strategy?”

o 'Then ask “What do we need to know to be competent?”

The answer to that third question identifies the critical knowledge
which drives your KM strategy.
As you identify these strategic knowledge topics, you need to under-

stand the nature of the topic. Important questions to ask are:

o If we had this knowledge, how much of a business difference
might it make?

« Do we have this knowledge in-house already or will we need to
acquire it? Where is the knowledge now?

o How widespread is this knowledge in the organization at the
moment? How widespread does it need to be?

« How mature is the topic? Is it brand new knowledge, or is it a

well-established field?

Bottom-up Approach

At the same time, you can take a bottom-up approach and survey the
knowledge workers in the organization. Ask them a similar question:
“What is the crucial knowledge that you wish you had, to help you do
your job better?” Try to focus, if possible, on know-how rather than on
specific pieces of information. You are looking for answers such as “We
need to know how to rapidly and effectively integrate with a company we
have just merged with” rather than “I wish I knew who our next merger
target will be” or “We need to have a list of staff in the other company.”

The answer you receive will obviously depend on the role of the

individual you ask. If you ask people from the marketing department
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then you will get a list of marketing knowledge topics. If you ask
the sales staff you will get a list of the sales topics. If you ask the
finance department then it will be finance topics. In a way, these are
more tactical knowledge areas than strategic knowledge areas, but
you can combine them with the top-down answers, and use them to
sense check and calibrate those top-down answers. As you move into
KM implementation, the knowledge workers in the business will be
among your key stakeholders; you will need to satisfy their knowl-
edge needs as well as those of senior managers. By engaging them
at this early stage you will have included their requirements in the
KM strategy, which helps ensure their buy-in and support later in the

implementation process.

Ranking the Importance of Your Strategic
Knowledge Areas

Whether you work from the top down or the bottom up, or a combina-
tion of the two, you will identify far more strategic knowledge areas than
you can focus on in the short term. You therefore will need to rank them
in some order of priority. There are two dimensions to identifying the
high priority strategic knowledge areas, at least in terms of steering your
KM strategy: importance to the organization and urgency.

You can assess these issues as part of your top-down data gathering,
or at a separate workshop with some of the senior managers.

The importance dimension can be addressed by asking what the
consequences would be if the knowledge of each strategic area was lost
or diminished. What would be the impact on the business?

Urgency is a little more difficult to gauge. There are at least four

cases where knowledge can be in need of urgent attention:

o Where knowledge is important to the organization, but you don’t
have it (or don’t have enough of it). Here the focus will be on
the acquisition and development of knowledge—on innovation,
knowledge creation, research, and action learning,.

o Where knowledge exists widely in the organization, but is in
silos, and not shared, or otherwise not properly managed. Here
knowledge is used inefficiently—advances in one part of the
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business are not shared and learned from in other parts of the
business. Multiple, and inefficient, solutions exist, where one
or two solutions would be better. Here the focus will be on the
elements of knowledge sharing, and knowledge improvement,
such as communities of practice, lessons learned, and develop-
ment of knowledge assets, best practices, and standardization.

o Where important knowledge is at risk of loss, perhaps through
the retirement of key members of staff. Here the focus must be
on developing and deploying a retention strategy.

o When critical knowledge is held by a contractor, partner, or sup-
plier, and they don’t have KM. Here the focus is on defining
a KM framework for them to apply, to keep your knowledge safe.

As part of your top-down interviews you will have gathered the data
to answer these questions.
Those important and urgent knowledge issues are the ones that

should drive your KM strategy, as you tackle them one by one.

The Strategy Map: Showing the Link to Business Strategy

A strategy map? is a pretty well established way of mapping out the
strategy of an organization in a visual way. The standard Kaplan map
starts with the organization’s vision at the top of the page, and works
down, via elements of the strategy, to the financial, customer, process
and learning activities or objectives that support it (Figure 8.2).

KM should be aligned with this strategy map. As we know, KM
should be driven by the organization’s vision and strategy, and should
support the key activities that are needed to deliver that strategy.
When Kaplan and Norton developed the ideas around strategy maps
KM was in its infancy and the learning activities or objectives they
included were fairly generic. What KM can do is make these learning
activities less generic, linking them to specific KM interventions and
activities thus showing how the elements of KM directly support the
business strategy.

In Figure 8.2, we have added a KM layer to a strategy map; in this

case a fictional example map from a company building hospitals. The
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To be the number one

Vision hospital construction
company in the world

Strategic Improved European partner of
Elements Geographic growth operational 2 cho’i)ce
efficiency
4 : Profitable I i )
crarcial [ v | i | [ e | [
Objectives Australia/NZ o o )

- -

Customer || " Meet EU customer )
Develop understanding Meet customer value
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Improve EU

Ing-e mte-ll ca?)Z\ll)?lli?ypin or?eer\;‘teilgr?al Improve total Improve customer

objectives

) | Aus/NZ market excellence lifecycle COStS sustamablllty understanding )y

KM (Aus/NZ action Ops Ex CoP, Long cycle Sustainability Learning

support learning lessons lessons CoP and K review, EU
program learning learning Asset customers )

Figure 8.2 Strategy map with added KM layer

corporate vision “to be number one” is supported by the three strategic
elements of growth, operational efficiency and customer relationships.
KM can support the activities that flow down from each strategic ele-
ment, and the strategy map shows this in a very visual way.

The two advantages of this form of strategic map are that it helps
the KM team to focus on the interventions that most directly support
business strategy, and that it makes it clear to the business how KM
will help in delivering the strategy.

Examples of Strategic Knowledge Areas

It is surprising how few of the published KM strategies available on
the internet identify areas of critical knowledge that form a focus for
their strategy. The majority of the strategies seem to have no focus at

all. Here are some rare exceptions.
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From the KM Strategy for the African Development Bank:?

The KM strategy proposes three interrelated areas of focus
for the next 5 years. . . . These thematic areas include

o poverty reduction and equity

o enhancing the competitiveness and productivity of
African economies

o improving the quality of institutions and economic
management

The KM strategy for the International Fund for Agricultural
Development (IFAD)* identifies four areas of critical knowledge,
from which it will select two to act as pilots. The relevant text is as

follows.

At the headquarters level, building on the existing thematic
groups, IFAD will initially develop two thematic networks,

choosing from among the themes of
« gender
o rural finance
« natural resources management

« indigenous peoples

The networks will serve as laboratories for systematic
learning by IFAD on the linking of knowledge develop-
ment at the local, regional and corporate levels with IFAD’s
policy. They should better position IFAD to distill knowl-
edge and experience through such processes as best-practice
reviews and the IFAD Policy Forum, and share knowledge
through Learning Notes and informal knowledge-sharing
for use in policy dialogue, program development and

implementation activities.
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Summary and Next Steps

Not all knowledge is of equal value, and not all knowledge needs to be
addressed as part of your KM strategy. Determine the strategic knowl-
edge areas—either through a top-down or a bottom-up process using
a strategy map to display this visually. These knowledge areas will pro-
vide focus for your strategy. Once the strategic knowledge areas have
been identified you can move on to the next topic: an assessment of

the current state.
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CHAPTER g

Assessing the Current State of
KM in the Organization

Once you have determined the organizational drivers for Knowledge
Management and the critical knowledge that needs to be managed, you
need to assess the current state of KM in the organization by answering
the following questions:

o Why is this knowledge not being managed already?

» What is preventing knowledge flowing from the people who
have it to the people who need it?

o What are the most important things we can do to unblock, or
to facilitate, this flow of knowledge?

In other words, you need to assess the current state, to see what
changes are needed to bring in KM. At the same time you can identify
the current strengths and the current successful areas, which can be
built upon in order to construct a complete KM framework.

In order to assess the current state of KM, you need an assessment
model. There are many models available, and every KM consultancy
offers its own version. These models usually contain a list of key elements
for the success of KM, and allow you to measure the strength of these
elements. You are free to take any of these models—all provide a good
overview of the state of KM in your organization—but a better approach
is to assess against a robust framework template, which will also be the
template for the draft KM framework you will build in Chapter 10.
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We suggest that the assessment and the framework be fully aligned
and address a comprehensive set of KM flow components, and a com-
prehensive set of enablers.

The four commonly recognized components of knowledge flow are

those recognized by Nonaka and Takeuchi', often referred to as the
SECI model:

o Socialization—the transfer of knowledge from person to person
through communication

o Externalization—the documentation of tacit knowledge

» Combination—compiling, synthesizing and organizing cap-
tured or documented knowledge

o Internalization—interacting with explicit knowledge in order to
understand and integrate it into your thinking

These are all generic components of knowledge flow, and you need
all of them to be working in your organization. You need to be con-
necting people, so they can talk and discuss and share knowledge
through conversation. You need to be capturing knowledge which can
and should be captured. You need to be synthesizing and organizing
this knowledge. And you need to be paying attention to how people
find, read, learn and inwardly digest that knowledge.

The three commonly recognized enablers for KM are as follows,

with a fourth of our own:

 People (and in the context of a management framework, this
means roles and accountabilities)

o Processes
o Technology

o We also add a fourth component: the enabler of governance—
governance being all those activities which influence behavior
within an organization. We described the principle of including
governance within the KM framework in Chapter 4, where
we explained that governance covers the three elements of clear
expectations, performance management, and support.
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When conducting an assessment of the current state, combine the
four components of knowledge flow with the four enablers to create
16 sets of questions, which should be asked in the context of the
organizational drivers and the critical knowledge areas.

Assessment Questions

The following list of assessment questions is recommended in order
to achieve an accurate evaluation of the current state of KM-related

activities in the organization.

1. What roles, resources and accountabilities exist in the organiza-
tion to facilitate direct conversations or discussions for exchang-
ing critical knowledge? How effective are they in achieving this?
How could they be improved? What is missing?

2. What processes do you already have for dialogue and discussion
for exchanging critical knowledge? How well do these processes
work? How could the processes be improved? What is missing?

3. What technologies do you already have to facilitate direct conver-
sations or discussions for exchanging critical knowledge? How well
do these work? How could they be improved? What is missing?

4. What governance do you already have concerning these direct
conversations or discussions for exchanging critical knowledge?
What expectations, policies, performance management, reward
and recognition, and support are in place? How well do these
work? How could they be improved? What is missing?

5. What roles, resources and accountabilities exist in the organiza-
tion to facilitate capture and documentation of critical knowl-
edge? How effective are they in achieving this? How could they
be improved? What is missing?

6. What processes do you already have for capture and documen-
tation of critical knowledge? How well do these processes work?
How could the processes be improved? What is missing?

7. What technologies do you already have to facilitate capture and
documentation of critical knowledge? How well do these work?
How could they be improved? What is missing?
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8.

10.

11.

12.

13.

14.

15.

16.

What governance do you already have concerning knowl-
edge capture? What expectations, policies, performance
management, reward and recognition, and support are in
place? How well do these work? How could they be improved?
What is missing?

. What roles, resources and accountabilities exist in the organiza-

tion for compiling, synthesizing and organizing critical knowl-
edge? How effective are they in achieving this? How could they
be improved? What is missing?

What processes do you already have for compiling, synthesizing
and organizing critical knowledge? How well do these processes
work? How could the processes be improved? What is missing?

What technologies do you already have to facilitate compiling,
synthesizing and organizing critical knowledge? How well do
these work? How could they be improved? What is missing?

What governance do you already have concerning compiling,
synthesizing and organizing critical knowledge? What expecta-
tions, policies, performance management, reward and recogni-
tion, and support are in place? How well do these work? How
could they be improved? What is missing?

What roles, resources and accountabilities exist in the organi-
zation for ensuring critical knowledge is sought, found, read/
viewed and internalized? How effective are they in achieving

this? How could they be improved? What is missing?

What processes do you already have for ensuring critical
knowledge is sought, found, read/viewed and internalized?
How well do these processes work? How could the processes be
improved? What is missing?

What technologies do you already have to enable seeking, finding,
reading/viewing and internalizing critical knowledge? How well
do these work? How could they be improved? What is missing?

What governance do you already have concerning seeking,
finding, reading/viewing and internalizing critical knowledge?
What expectations, policies, performance management, reward
and recognition, and support are in place? How well do these
work? How could they be improved? What is missing?
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Assessment Process

It is particularly useful to involve external objective experienced people
in the assessment process part of setting your strategy. Self-assessment
is a bit like self-diagnosis for a medical condition—you may get it right
but you might get it wrong, or (even more likely) you might miss some
less obvious symptoms. Better to go to experienced professionals if you
can. They will know the things you don’t know, and will even be aware
of your “blind spots”—the things you don’t know that you dont know.

If you cannot find such experienced objective people, then you have
two options:

1. You can convene a workshop with a representative selection
of people from the organization and go through the questions
one by one. It will probably take a full day to address all of the

questions in detail.

2. You can hold a series of one-on-one interviews with a representative
selection of people from the organization, and go through the ques-
tions one by one. Each interview is likely to last an hour or two.

What to Do With the Results

You conduct the assessment to look for the missing factors and evaluate
what the results are telling you. For example, if you have plenty of pro-
cesses and technology but few roles and accountabilities, then part of your
KM strategy will be to assign accountabilities and appoint roles for facili-
tating the flow of critical knowledge. If the elements are in place for exter-
nalization and combination, but not for socialization or internalization,
then your strategy should focus on these two elements. If governance is
absent, then your strategy must address the introduction of governance
elements. The final aim is to have a complete framework in place for your
critical knowledge, and the strategy will focus on filling in the gaps.
Another way to organize the output from the strategy workshop(s)
and interview(s) is to create a SWOT analysis table. SWOT refers to
Strengths, Weaknesses, Opportunities, and Threats. Strengths and

weaknesses are internal factors, so they are things that the organization
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has direct control over, and the majority of your results will fall into
these two areas. Opportunities and threats are external factors; they are
things that are going on in the external environment that at best the
organization has only indirect control over.

A SWOT analysis can help focus in on themes that emerge from
your workshops and interviews. It can highlight things that are work-
ing well, and things that aren’t, but also where there are opportunities
and threats from external factors that need to be considered in con-

structing your strategy.

Examples

The following are KM current state assessment examples from Health
Canada and the eThekwini Municipality in South Africa; they provide
some insight into what some organizations are like when they start
their KM programs.

The 1998 Health Canada KM strategy? has a simple but rather
bleak overview of the current state, suggesting that they were starting
from a relatively low state.

The Status Quo—At Health Canada we do not:

 know what our employees know
o know what information we have
o know what information we need

« have a coordinated approach to the capturing of
employees” knowledge

o have a guiding blueprint for investments in knowl-
edge, information, applications or technology.

The KM Strategy of the eThekwini Municipality in South Africa®
used the results of a commissioned study into the current KM status,

and concluded:

1. The structure and location of KM units in local gov-
ernment seem to be an overwhelming concern for all
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developing KM projects. In many instances if KM did
not have a physical presence in the official organogram
of the municipality, it got little regard in terms of
resources and support.

2. At least two of the initiatives sampled expressed frustra-
tion at not being able to sufficiently convince senior
managers and politicians of the role that KM could
play in improving the efficiency and productivity of the
institution.

3. Where KM unit deliverables had not been integrated
into the core business of the municipality, the value of
the unit remained marginal. This had been the experi-
ence of both the Joburg and the Mangaung units. KM
Units that had focused solely on project needs also ran
the risk of becoming obsolete once that city program
had run its course. It seemed that the ideal model
would be somewhere between developing independent
capacity and playing a role in City programs.

4. In some cases there seems to be an over reliance on
web based tools as a solution for knowledge gathering
and dissemination. While ICT can play a very valuable
role in a comprehensive KM plan, it should be seen
as an enabler where existing systems and processes are
already in place. If tools are not properly integrated and
accepted into the work practice of an institution, the
intervention might end up being a white elephant.

Summary and Next Steps

Once you have a vision, then an assessment of the current state will
tell you not only how far you are from that vision, but also what needs
to be fixed. In this chapter we have given you a framework and a meth-
odology for assessment. Once your assessment is complete you will be
in a good position to move to the next step, namely defining the KM
framework that will need to be introduced to your organization if the

vision is to become reality for the areas of strategic knowledge.
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CHAPTER 10

Knowledge Management
Framework

In Chapter 9, we described a set of 16 questions for assessing the current
state of Knowledge Management for your organization. Those ques-
tions were a combination of the four elements of socialization, exter-
nalization, combination, and internalization with the four enablers of
people, process, technology, and governance. These same 16 possible
combinations will form the components of the KM framework that we
describe in this chapter.

However before we start work on the details of the framework, let’s

talk for a little bit about why KM needs a management framework at all.

The Need for a Knowledge Management Framework

The fourth of the ten principles listed in Chapter 4 is that the endgame
for KM implementation will be to introduce a complete management
framework for KM. We have already explained that there are many
elements to KM. There is Connect and Collect, as we discussed in
Chapter 1. There are the four elements of socialization, externaliza-
tion, combination and internalization, as we discussed in Chapter 9.
There are the four enablers of people (roles and accountabilities), pro-
cesses, technologies, and governance, also covered in Chapter 9. The
management framework for KM is the combination of these elements
into a system, and that system is tailored and designed for your own

organization.
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All too often, KM implementations focus on just one element, and
assume that will work in isolation. A common assumption, for exam-
ple, is that knowledge has to be captured and published, which may
lead you to focus on Collecting and not Connecting, Pushing and
not Pulling, and Technology without process, roles, or governance. We
described just such an unbalanced approach in Chapter 1.

Another common assumption is that all you have to do is introduce
the technology to “let people talk” and knowledge will “share itself.”
With this assumption in place, you may focus on Connect, Push, and
Technology, only to find that knowledge doesnt “share itself.” The
organization then wonders what went wrong; often blaming the tech-
nology, when in actual fact is was the lack of governance, roles, and Pull.

Taking a small element of KM and assuming it will work in isola-
tion is like taking one ingredient and assuming it will create the whole
recipe, or like taking one small element of a central heating system and
assuming it will heat the house.

One common reason why KM consultants get hired by organiza-
tions is because they were disappointed by the results of a partially-
implemented KM. “We had a KM program last year, we bought a new
search engine, but people aren’t using it,” for example. Or “We intro-
duced SharePoint and set up 40 communities of practice, but they are
all inactive.” “We put in place a lessons learned process, but we are just
learning the same lessons over and over.” The organization introduced
a tool or a process or a technology, when what they needed was a com-

plete KM framework.

Defining the Framework within the Strategy

Within your KM strategy document, you don’t need to have worked
out the components of the framework in detail, because you will test
these components during piloting. However, you need to have a high-
level framework design in mind in order to know what to pilot and
what to test. Within the strategy document you can present the frame-
work as a draft or outline in order to make it clear that more testing

and verification of the framework will be needed. You are not defining
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how KM will operate in your organization, you are providing a model

of how it might operate, which you will then pilot prior to roll-out.

The Questions You Need to Answer in Order to Define
the Framework

In order to define the details of the Knowledge Management frame-
work, you need to answer a number of questions. The answers to the
questions will form the 16 components of the framework shown in
Table 10.1. In this chapter we discuss these components in four sections,
each one addressing one of the four enablers: people, process, technol-
ogy, and governance. Once you have answered all of the questions in

the following sections, you will have defined your draft framework.

People and Accountabilities

What roles and accountabilities will you have in the organization for
promoting, facilitating, and ensuring transfer of knowledge through
conversation? Will you be introducing communities of practice, for
example, with roles such as the community leader, community facilita-
tor and community sponsor?

What roles and accountabilities will you have in the organization
for ensuring the capture of critical organizational knowledge? Who
will be accountable within the projects, for example, or within the
departments, or within the sales teams? Would you need additional
roles? Or can you assign responsibilities to roles that already exist? And
who is accountable for knowledge retention when knowledgeable peo-

ple retire or leave the organization?

Table 10.1 Knowledge Management Framework

Socialization | Externalization Combination Internalization

People

Process

Technology

Governance
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What roles and accountabilities will you have in the organization
for combining knowledge, and for looking after the explicit knowl-
edge? These are the roles that you might call the “knowledge owner”
roles, the people who combine and collate and synthesize knowledge
into “knowledge assets” that others can use. Will this be done by the
communities of practice, or by the process owners, or by the techni-
cal specialists, or by the subject matter experts, or by the functional
departments? Somebody has to do this; somebody has to own, or stew-
ard, the knowledge of the organization; you need to put forward some
thoughts at this stage about who this might be.

What roles and accountabilities will you have in the organization
for ensuring that existing knowledge is sought, reviewed, and where
applicable reused in operational activity? Who, in the projects, will be
accountable for ensuring the past lessons are incorporated into pro-
ject plans? Who, in operations, will be accountable for ensuring that
best practices are reviewed and followed? Who will be accountable for
ensuring that new staff are rapidly brought up to speed, and give them
the knowledge they need?

Note that there may be some individuals or job posts that will
cover more than one of these accountabilities. The leader of a commu-

nity of practice, for example, may also be a knowledge owner.

Processes

What processes will you use for exchange of knowledge through com-
munication? Will you need online communication, such as question
and answer, online collaboration, or online discussion? Will you need
face-to-face processes such as peer assist, knowledge café, knowledge
exchange, or story telling circles? If so, how would you build these
processes into your working systems, such as the operational cycle, or
the project framework?

What processes will you use for the capture and documentation
of knowledge? Will you require lesson-identification processes such
as after-action reviews, retrospects, Kaizen, or quality circles? How
would you build these processes into your working systems, such as
the operational cycle, or the project framework? What processes will
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you use for the capture and documentation of knowledge when people
retire, leave, or move jobs?

What processes will you use for the organization of knowledge? How
will new knowledge be reviewed, validated, synthesized, incorporated
into knowledge assets? How will the knowledge assets themselves be con-
structed and validated? How will existing knowledge be kept up to date?

What processes will you use for the review of existing knowledge,
so that it can be targeted for reuse? Will there be a defined process, for
example, where project teams get together, and look at past lessons and
decide which ones to act on? Will there be a process where operation
teams regularly review new practices and process improvements, and

decide which ones to adopt?

Technology
What technology will support the transfer of knowledge through

discussion and conversation? Will you need an “expertise finder” or
“Yellow Pages” software, so you can rapidly find people with relevant
skills? Will you need online discussion forums? Will you need social
media technology?

What technology will you need to support the documentation of
new knowledge? Will you need electronic notebooks, video record-
ing, lessons databases, or lessons management systems, or blogging
software?

What technology will you need to support the knowledge base?
Will you need wikis, portals, or intranets?

What technology will you need to support the finding and reuse
of knowledge? Will you need search, semantic search, RSS, subscribe-
and-publish facilities?

Note that some of these technologies perform more than one of these
tasks. You can find a description of technology options in Chapter 12.

Governance

The strategy stage of KM implementation is usually too soon to fully
define the details of governance for each of the knowledge flow ele-
ments, which will not be completely understood until after piloting.
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However, we recommend you start thinking about some of the higher
level questions, such as the ones that follow.

What support mechanisms are you going to need for KM, both
during the implementation stage, and after implementation is over?
What size of KM support team will you need in these two stages?

When will you need a KM policy? Who is going to own it and write
it? How will adherence to the policy requirements be monitored?

What sort of reporting system will you need for KM, and who are
you going to report to, both during the implementation stage and once
the implementation has been completed? What metrics will you col-
lect and report?

What sort of performance management scheme might you need for
KM; both during the implementation stage and once the implemen-
tation is completed? How will you recognize or incentivize the good
performers? What will you do about the people who do not comply
with the KM Policy?

How Do You Find the Answers to These Questions?

There are a number of ways to find the answers to these questions:

First, you will have reviewed all of these areas and components during
the assessment phase. If you find any components that are already work-
ing reasonably well in your organization then keep them. Even if theyre
not perfect, keep them. It is far better to build the KM framework
around things that already exist than to bring in everything new.

Second, this is another very good point at which to consider using
the advice of an experienced professional. An experienced KM consult-
ant will have seen many organizations like yours, and he or she will
have a thorough understanding of the framework elements that should
be suitable for your context. If you made use of external objective expe-
rienced people to help with the assessment, they will be ideally placed
to advise you how to define your KM framework.

Third, benchmark yourself against organizations similar to yours.
Find the ones that have successfully implemented a KM strategy, and
look at the design of their KM framework. There may be framework
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elements that you can copy or adapt. Remember though that each
organization must develop a framework that fits their context and
their needs. Your framework will be unique to you.

Finally, talk with the people who own the internal processes and
with people in the internal functions to get their opinions. Bounce
your ideas off them, and listen to what they have to say. Talk to the
people who own the project management framework, the opera-
tional management framework, and the performance management
framework to see how KM processes can be embedded, and where
the accountabilities might lie. Talk to IT about technology; they may
already have some strategic views you can align with. Reassure them
that you are not asking them to commit to anything at this stage, you

are just asking for their views.

Framework Examples

Most of the public domain published KM strategies describe some sort
of framework, though few of them describe it in much detail. Figure
10.1 depicts a framework presented by NASA in their 2002 Strategic
Plan for Knowledge Management. It contains elements of people, pro-
cess, technology, and supporting activities (some of which are govern-
ance elements). Illustrating the framework with an image helps people
to quickly understand how the various components and activities fit
together to create a cohesive whole.!

| Sharing and Using Knowledge
People Process Technology

« Enable remote ¢ Enhance knowledge ¢ Enhance system
collaboration capture integration and data

« Support communities of * Manage information mining
practice  Utilize intelligent agents

Reward and recognize
knowledge sharing

Encourage storytelling

Exploit expert systems

Supporting Activities

Education and  |Integrated Financial| IT Infrastructure | Human Resources Security
Training Management

Figure 10.1 NASA KM Framework
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Summary and Next Steps

In this chapter we provided you with a robust template for mapping
out the Knowledge Management framework you will introduce as part
of your strategy and will test in the pilot project that we discuss later.
As part of filling in this template, you will need to do some think-
ing about the information and content management elements of your
strategy (Collection and Push, as we described in Chapter 1). Use the
following chapter to guide that thinking.

Note

1. NASA Knowledge Management Team, “Strategic Plan for Knowledge Man-
agement,” April 2, 2002, page 8, accessed July 10, 2014. http://redalternative
.wikispaces.com/file/view/Strategic+Plan+for+Knowledge+Management.pdf.


http://redalternative

CHAPTER 11

Information and Content
Management

There is a lot of discussion about whether information and content
management fit into the Knowledge Management (KM) picture or
not. While an arguable point, the fact is that for many organizations
this is where they start with KM. They then evolve into more of the
traditional KM activities, activities that have a clearer link to organiza-
tional learning, e.g. lessons learned, after-action reviews, and commu-
nities of practice. Other organizations address both at once.

Documented knowledge is still knowledge; just because it has been
captured doesn’t make it any less useful, in fact many KM processes
are about harvesting knowledge and saving it for reuse. We have a
whole chapter (Chapter 18) on the special case of creating a knowledge
retention strategy, which looks at retaining knowledge from retiring
employees; some of that is done through mentoring and communities
of practice, but some of that is done through documentation.

In looking at documented knowledge and its inclusion in your KM
strategy it might help you to consider it as an output or by-product of
your other KM activities. What are you going to do with those artifacts
that are generated through your lessons learned processes and after-
action reviews? One of the points in capturing that knowledge is to be
able to find and reuse it later on. The finding and reusing has to be part
of your strategy; so does encouraging people to go and look for previ-
ous experiences rather than jumping in and just starting a project or

93



94  Designing a Successful KIM Strategy

activity. These are additional activities to consider in your change man-
agement plan, for example how to get people to learn before doing,
where learning before doing is not only asking other people who have
done the activity before, but looking at the various pieces of already
captured knowledge and learning from that.

Including information and content management (documented

knowledge) in your KM strategy involves the following activities:
o Determining a knowledge repository technology for housing
the documented knowledge

o Deciding on an information architecture, i.e. taxonomy and
metadata

o Defining documented knowledge lifecycle process

A discussion of what you need to include in your KM strategy about
each of these areas follows.

Knowledge Repository Technology—Requirements
Analysis

It is critical to ensure that the technology you choose to support your
KM strategy is fully aligned with that strategy, as discussed in Chapter

12. The process of determining your requirements for that technology

Evolve

A

Use *Change
4 Implement *Change Mot
4 Design/ *Change Mgmt
A Develop/ Mgmt
A Select Test *Processes
Resolve technology «Change *Metrics
Analyze *Policies o(’i’lha’::ge Mgmt
*Knowledge 9

Collect *Compare & process
*Business current flows

Processes situation *Metrics
«Knowled against best .

K owledge practices *Strategic

ows +Change Goals

+Organization Mgmt *Governance

Strategy and «Change

Plan Mgmt
*|T Strategy

and Plan
*Change

Mgmt

Figure 11.1 KM technology roadmap process
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is shown in Figure 11.1. Notice that there are change management
activities happening at each step of the process. This ensures buy-in
and support, as well as maintaining momentum for the KM program.

The requirements analysis process has eight steps:

1. Collect. This step involves an analysis of the organization’s exist-
ing KM practices, including current information and knowl-
edge processes or flows, business processes, and organizational
culture. Ways to do this are discussed in Chapter 9.

2. Analyze. By reviewing and interpreting the information gath-
ered in the Collect step, you create a framework of processes,
knowledge, and information flows, as described in Chapter
12. The information gathered in the Collect step is compared
against best practices in order to maximize the value of the rec-
ommended activities and technology.

3. Resolve. The analysis from the first two steps is then summa-
rized in a strategic plan document that forms part of your KM
implementation plan, as described in Chapter 16.

4. Select software application. Once the strategic plan is created,
the organization can take the requirements developed and spec-
ified in the Collect—Analyze—Resolve steps and start looking at
specific technologies to support and enable the KM strategy.

5. Design/develop/test. Design, develop, and test is a fairly
standard set of IT activities. These activities involve users pro-
viding input and participation so that the end product meets
their needs and requirements and re-work isn’t required at a
later stage. Each of these activities is iterative and can take
weeks or months to complete.

6. Implementation. The Implementation step involves organiza-
tion staff as much as possible, which helps the organization
feel that it is part of the process and will be able to continue
with KM on its own once the project is completed and the KM
activities are completely implemented. This approach maxi-
mizes buy-in and acceptance among staff, helping to ensure the
ultimate success of KM within the organization. Implementa-
tion sees the development and roll-out of supporting policies
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and procedures as well as metrics to measure KM results and
activities.

7. Use. At this step of the KM program, the organization is using
the KM framework, and the technology within it, in its every-
day activities. Governance policies are being executed and
monitored by the governance committee and future projects are
being planned. Feedback and suggestions for improvements are
being collected and implemented where possible and prioritized
where they may require budget, longer-term planning, or addi-
tional resources not otherwise available as part of regular opera-
tional activity.

8. Evolve. In the Evolve step, the feedback and suggestions for
improvement received during the Use step are evaluated along
with improvements based on new releases in the application
from the vendor, as well as changes made necessary by the
maturation of the organization. As the organization matures in
its use of the technology and KM processes, staff often become
capable of using more complex functionality and features, and
generally performing more sophisticated tasks with the tech-
nology implemented to support their KM activities. This evolu-
tion is desired and necessary.

Make Versus Buy

In choosing KM technology there is always the question of do we cre-
ate our own system, i.e. customized development, or do we buy it off
the shelf and configure it to meet our needs?

Make versus buy can be a tactical decision as part of Step 4 of the
requirements analysis, described previously. At this point you have to
ensure that all factors and requirements have been considered and that
a thorough review has been made of the applications that are available
in the marketplace. There is a wide variety of applications available
for purchase or through the open source community; they can be pur-
chased for installation in the organization’s technology environment or
purchased for use in a cloud computing environment.

Alternatively, make versus buy can be a strategic decision, driven by

your organization’s information technology strategy. Many organizations
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have already decided that, as a strategy, they will never “make” technol-
ogy, but instead will look for out-of-the-box solutions where support
can be outsourced. You should be very clear on the constraints of your

organizational IT strategy before you get to this decision point.

Information Architecture

An organization’s information architecture is typically comprised of
taxonomy and metadata components, which are used in the classifi-
cation and organization of knowledge and information. Taxonomy is
normally thought of as a folder structure or hierarchy, whereas meta-
data are data concerning a document, such as creator, owner, review
date, and archive date. Development of the information architecture
usually comes after development of the strategy, but your strategy doc-

ument should outline how this architecture will be developed.

Development Process

In the development of a taxonomy and metadata, you should deter-

mine the organizational needs through questions such as these:

o What are the processes that need to be supported?
o What are the knowledge flows?

« How do people currently think about the information and
documented knowledge they use?

These questions and others will be examined and discussed in detail
at taxonomy workshops that the KM team will facilitate. The process
for the taxonomy and metadata development starts with planning and
preparing for the workshops. The number of workshops you'll need
and who should participate in them depends on the scope of the tax-
onomy and metadata that is being developed. It is critical that the
taxonomy and metadata align with the processes, knowledge flows,
and nomenclature of the organization.

The workshops and alignment with processes, knowledge flows,

and organizational terminology result in buy-in and support of the
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information architecture (taxonomy and metadata) component of the
KM project and lead to the completion of the synthesis phase where
a final taxonomy is agreed upon and a report generated that captures
a summary of the discussions and decisions made in the execution of
the workshops.

This is a very brief discussion about the process for developing tax-
onomy and metadata (information architecture)—there have been
whole books and courses written that detail the process of taxonomy
development. Here, we highlight the importance of taking the time to
be thoughtful and thorough in their development, while leaving the

detailed steps and activities for others to describe.

Documented Knowledge Lifecycle Process

A documented knowledge lifecycle process is a process primarily for
organizing and storing the documents and other knowledge artifacts
that exist within the organization; it considers everything that happens
to documented knowledge from creation to archiving and/or deletion.

Like your information architecture, the documented knowledge
lifecycle isn’t part of your KM strategy per se, however, it is important
to recognize that you will need to develop one in order to be successful in
organizing your documented knowledge. Otherwise your documented
knowledge will become outdated and useless to your organization,
which in all likelihood will mean the demise of your KM program. The
documented knowledge lifecycle process will be part of the Governance
element of your KM framework as covered in Chapter 10.

A documented knowledge lifecycle is depicted in Figure 11.2. It
starts with the capture of knowledge or creation of a document. During
the Capture/Create stage there are collaboration and workflow activities
happening in order to complete the document and approve it before
it is published in the Store phase. In the Store phase documents are
placed in the approved knowledge repository, with appropriate meta-
data and security. The repository has the necessary taxonomy and disas-
ter recovery processes in place so that documentation is findable within

the system and so that the system is available in the case of an outage.
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Figure 11.2 Documented knowledge lifecycle

Once the document/artifact is stored, it can be used for reference and
information/knowledge purposes by staff. In the repository, the docu-
ments are managed, making sure they remain current, and remain acces-
sible when the taxonomy or metadata change. Documentation may be
updated while it is housed in the repository. Ideally that means that the
owner updates it (getting appropriate approvals, where necessary) and
creates a new version rather than a whole new document, although this
relies on the repository software to have versioning as one of its features.

Once a document/artifact is no longer useful it should be removed
from the repository and archived and/or deleted according to your
organization’s records retention policy.

In order to manage the repository/repositories, some metadata,
reporting, and an escalation path are required. The metadata allow the

reporting and include the following tags/flags:
o Owner
o Review date
o Archive date

o Creator

o Review required (this should be a flag for users to indicate that
they have found problems with the document)

o Last accessed (this should be system generated)
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Example of an Information and Data Architecture

The KM Strategy for Health Canada' contains this component on

information and data architecture:

3.2 Create and enhance data and information models.

Create models with which to structure health data and
information. In the case of health information, continue
to refine and expand the Health Canada Business Model.
Promote the business model as a tool for structuring all
departmental information regardless of format and busi-
ness line. Continue to incorporate the business model into
records management processes and the organization of the
departmental website.

In the case of health data, continue to support and par-
ticipate in the CIHI Information Model Group’s efforts to
create a national health data model to facilitate the sharing
of data across jurisdictions and technical platforms. Iden-
tify and support existing and proposed Health Canada data
models and integrate them into CIHI’s emerging national
health data model. Identify areas in which the data model
could be “drilled down” to enable sharing across databases.
Use modeling techniques to map and improve existing
business processes.

Summary and Next Steps

Successfully incorporating the information and content management
elements of your strategy will require you to pay particular attention to
the type of technology you will use for the knowledge repository, the tax-
onomy and metadata structure that will define your information archi-
tecture, and the documented knowledge lifecycle process. This chapter
presented methodologies and templates for defining each of these (tech-
nology, information architecture, and documented knowledge lifecycle).
Once this work has started, you can begin to think about the broader

aspect of KM technology selection to complete your framework.
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Note

1.

Health Canada, “Vision and Strategy for Knowledge Manage-
ment and IM/IT for Health Canada” (Ottawa: Health Canada,
December  1998), www.providersedge.com/docs/km_articles/
Health_Canada’s_Vision_and_Strategy_for_ KM.pdf.
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CHAPTER 12

Knowledge Management
Technology

This chapter is a little different from the others; it takes a deeper look at
the technologies that are available to support your Knowledge Manage-
ment strategy and talks about the process of understanding your require-
ments and picking the right technology. This is a vital component of
your KM strategy, and will comprise a significant portion of your KM
strategy document. Understanding the technology requirements and
picking the right technology will be critical to your KM success.

As we said in Chapters 5 and 6, aligning KM initiatives with the
organization is vital. Many KM initiatives have failed because they
focused on the technology and not the organizational need. Not only
did the initiative focus on technology but in some instances it focused
on the wrong technology, especially in the early days of KM. Because
of this focus on technology, KM was assumed to be synonymous with
technology, so when the technology failed KM failed too. On the other
hand, KM initiatives that focused on the people and process part of the
equation and used technology as an enabler succeeded far more often
than those that did not. All of this has resulted in the great divide of
KM: on one side there is people and process and on the other side
there is technology.

In reality, KM is not one or the other, it is not people and pro-
cess versus technology, it is people, process, and technology; all of

them together, with governance as a fourth enabler, as described in
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Chapter 9. It is only in aligning these four pillars that real value is
attained for the organization, and that is what this chapter is about.

This idea of aligning business and information technology can
be traced at least to the development of the Information Technology
Infrastructure Library (ITIL) in the late 1980s. As I'T budgets get big-
ger and the functionality of the technology increases there has been
much more written about the criticality of aligning the organization
requirements and IT than in the past. It is increasingly important to
ensure that the organization is getting the best value possible from its
investment in IT. All too often there is a misalignment of goals and
objectives between the organization and IT. Either the technology that
IT implements for the organization does not meet the goals and objec-
tives of the organization, or the organization does not understand how
to modify their behaviors to best utilize the technology that IT has
implemented for their benefit.

There are challenges to aligning the organization and IT. In many
organizations IT has an adversarial relationship with the rest of the
organization, which makes having a productive relationship around
KM technologies and activities difficult. Having someone who is an
official liaison between the organization and IT often helps the situa-
tion, since that person understands both the operational issues at hand
and the IT concerns and IT-specific jargon. An understanding of both
is important to ensure that any technology that is implemented ena-
bles the KM activities.

The following paragraphs outline the steps in aligning KM technol-

ogy with the organization.

Understand Organizational Objectives

The first thing to do is to understand the organization’s operational
objectives. This means understanding the issue that the organization is
trying to resolve. For example, is the organization trying to increase sales,
are they trying to improve marketing campaign results, are they trying
to improve communication, is there a collaboration problem that needs

to be corrected? Just what is the problem that is being addressed and
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how does it align with the overall organizational strategy? Understand-
ing the objective(s) underpins not only the selection of the right kind of
technology but also the criteria for success and metrics for the initiative.

We discussed this in greater detail in Chapter 6.

Understand User Requirements

Before you can align you need to understand the user requirements from
an operational perspective. This means asking users what functionality
they currently have in any existing tools that they may be using, and
what additional functionality they would like to have. This is not as easy
as it may sound, as users may not understand the functionality that is
available or even know what they want. It is incumbent upon the person
surveying the requirements to know the functionalities that are available
and discuss them with the users. In some cases this may involve demon-
strating technology options to the users; however, this should be avoided
if possible, as showing possible solutions too soon can spell disaster for
the project through misaligned user expectations.

Part of understanding user requirements is understanding how peo-
ple do their work. When do they work, how do they work, who do
they work with, what tools do they use, and what expectations do they
have about the availability of technology and information? These are
all important questions to address when determining your technology
requirements.

Requirements do not just mean the software but also mean the
hardware requirements; for example, what is the availability level of the
technology, where geographically should the technology be located,
what network bandwidth and redundancy are required in order to
meet user needs? Hardware requirements must also be considered.

In understanding user requirements it is important to identify groups
of users based on the types of activities they will be doing using the tech-
nology. These groups are sometimes called profiles, or personas. For exam-
ple, community of practice leaders is one type of user group, profile, or
persona. These individuals will expect to be able to create a community,

add members, send messages, and complete other administrative and
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facilitative activities for their community using the technology platform.
See Chapter 14 for a discussion of stakeholder groups.

In a high technology company that one of the authors worked with,
there were two core user groups: one externally focused and the other
internally focused. It turned out they had the same needs. They all:

o Worked “whenever”

o Worked “wherever”
 Needed information quickly
o Needed templates

o Needed the support of other staff—access to their knowledge
and experience

o Needed to be able to produce deliverables quickly

o Needed to work individually and with cross-functional and
cross-organizational teams

o Worked with partners and other third parties and needed secure
methods to share information.

It was the content that changed, not the underlying requirements

they had for the technology to support their operational processes.

Embed KM in Processes

Once the strategic and process-driven requirements are understood it
is important to determine how KM will be embedded in these pro-
cesses. Do the processes need to change, does the software need to be
configured to accommodate existing processes, what needs to happen
in order to enable the operational processes with KM?

For example, one of the authors worked with an organization where
the technology supported the externally-focused staff’s processes and
daily work activities, giving them a place to share documents and col-
laborate with their global colleagues. Thus the technology supported
how and when the staff worked and whom the staff worked with, not
requiring the staff to change or stop working the way they had always

worked.
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Training and Communications

Part of the alignment of KM with operational processes includes the
training and communication plan. It is important to train staff in the
technology that is selected to support the KM activities. Whether that
training takes place in a classroom, or through CBT (computer-based
training), or through some other means is up to the implementation team
to determine. Training will be different for different organizations and
for different groups within an organization. The communication strategy
and plan, as discussed in Chapter 13 and Appendix A, has to assess the
needs of various stakeholder groups and determine the frequency of the
messaging to each group, in order to maximize buy-in and support.

KM Metrics

KM metrics are an important part of ensuring that KM technology is
aligned with organizational needs. Understanding what the organiza-
tion needs to measure helps identify the data that needs to be collected
as part of the technology implementation. It is a requirement that the
technology be able to collect data and report on it in order to meet

organizational needs and objectives.

Senior Management Support

Another component of alignment between I'T and the wider organiza-
tion is ensuring that there is passionate and on-going senior manage-
ment support for KM. It is only through buy-in at senior levels and
a relationship between them and IT management that the KM initia-
tive will be able to get the resources it needs to be successful. When
other stakeholders see the management alignment and support, they
are more likely to support it themselves.

Cross-functional Participation

Implementing KM technology goes across functions in the organization.
As such, it is a necessary part of the project to reach out into the whole
organization by creating a virtual workgroup to develop the requirements.

While at first glance this may seem cumbersome and time-consuming,
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the investment in involving all stakeholders in the initial planning stages
is critical to the success of the project. Soliciting user requirements from
all areas of the organization helps to ensure that nothing is missed; it also
helps in change management, communication, implementation, rollout
support, ongoing maintenance, improvement, and governance activities.
Without this kind of involvement across the organization, KM technol-
ogy may very well be rolled out, only to be perceived as something that
IT or another organizational department is forcing on the rest of the
organization. If that’s the perception, KM will not be adopted and used,
resulting in sub-optimal ROI and productivity improvements.

Having implementation leads from across the organization helps
to ensure that as the technology and KM activities are rolled out they
align with the users and their processes. This allows for minor modi-
fications in configuration if necessary. As we said previously, this dis-
tributed model helps ensure buy-in and support from all stakeholders.

Tied into these previous two points is the need for the KM initia-
tive to have relationships with key KM contacts, users, or champions
within the organization. Understanding who these people are and the
role that they play is critical to the successful adoption of the KM tech-
nology and program as a whole. These people are thought leaders, or
gateways to the legions of people in their network that they work with
either regularly or occasionally. Having the support of these individu-
als makes the rollout that much easier.

Technology is a Means to an End

It must be remembered that technology is a means to an end, not the
end itself. If stakeholders and operational processes are not involved
and considered as part of the process of determining what KM tech-
nology to purchase or create, the best software in the world can be
rolled out to the organization, but no one will use it.

For example, a company in the environmental sector that one of the
authors worked with spent $1 million over 5 years rolling out state-of-the-
art document management software to the organization, which employed

some 1,200 people in two locations, one ofhice in North America and a
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second office in Europe. As it turned out the only team to use the soft-
ware with any regularity was the document management team located in
the North American office, where the document management hardware
and software were located; other users were frustrated with not being able
to find or access information because the server would go down regularly,
and they were in another part of the world that did not have access to an
IT support team during their operational hours.

Opver the course of nine months, the I'T team improved the technol-
ogy infrastructure by putting in a remote cache server for the European
users, to improve responsiveness; and redesigned the user interface,
to align it with operational processes and nomenclature. These rela-
tively minor modifications resulted in a 40 percent increase in usage
and technology satisfaction and saved them from writing off their $1

million dollar investment and starting over.

Adequate Budget

Another consideration in aligning the organization and I'T around the
KM technology is that an adequate budget must exist to purchase,
develop, maintain, and support the right KM technology.

Users will provide lots of requirements and functionality requests that
will make their jobs easier. Not all of this functionality needs to be avail-
able at the initial rollout, but the functionality does need to be prioritized
and a set of “must-have” functionality must be incorporated into the ini-
tial technology release. If that core technology functionality is not present
users will rebel against the implementation and will continue to do their
jobs the way that they have always done them. The investment in plan-
ning, technology selection, and development will have been for nothing
if the budget to support and maintain those KM technology activities

(planning, selection, and development) is not made available.

Requirements Roadmap Process

The Requirements Roadmap Process provides guidance for how to get
from management’s commitment for KM technology to the successful

implementation of that technology. The successful implementation of
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KM technology delivers benefits, functionality, and operational solu-
tions. It follows a process that addresses eight phases of the process:
collect, analyze, resolve, select software application, design/develop/
test, implementation, use, and evolve. The process itself is discussed in
detail in Chapter 11, but incorporating a requirements definition into

your technology alignment activities is critical to your success.

Requirements

During the Collect and Analyze phase of the roadmap process (see Fig-
ure 11.1), a list of requirements is discovered and matched to a tech-
nology that supports the processes and knowledge flows and meets
the requirements of the organization. To do the matching successfully,
the KM initiative must understand not only the requirements but the
functionality of all of the possible technology platforms that might
meet those requirements. Most people have a general idea of what
technology would help them do their jobs more efliciently and effec-
tively and many of the technologies have overlapping functionality.
This can make the choice both easier and more difficult. Easier because
any one of several different types of technologies could be chosen and
the requirements of the organization would still be met; more diffi-
cult because the overlap in functionality in many technologies makes it

harder to pick the optimal technology solution.

Types of KM Technologies

There are many, many types of technologies that address in part or in
total some aspect of the KM puzzle. Picking the right one can be a
challenge, as can gaining an understanding of what is actually required
by the organization. There are numerous criteria to consider and
operational process-enablers to understand in order to make the right
selection. As described in Chapter 10, you will need:

o Technology to allow people to hold conversations and share
knowledge through discussion and through question and answer

o Technology to allow people to easily capture and structure new
knowledge, in a variety of contexts
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Figure 12.1 Four quadrants of Knowledge Management
technology

o Technology to allow synthesis of knowledge from many sources
into knowledge assets

o Technology to allow documented knowledge to be searched
and retrieved.

Similarly the four quadrants of Figure 1.1 can be used as a tem-
plate for selecting technology, as shown in Figure 12.1 and discussed
in Chapter 1.

The following descriptions provide highlights of use and function-
ality of the various technology offerings currently in the marketplace.
Which (if any) of these you make part of your KM framework depends
entirely on the organizational needs, the organizational drivers and
the critical knowledge areas that you will already have determined in

Chapters 6 and 8.

o Business intelligence applications will report, analyze and
present data that has been collected and stored in a data ware-
house. The data may be stored elsewhere but a data warehouse
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provides maximum flexibility and accessibility to the data for ad
hoc queries, report writing, and data analysis.

Customer relationship management or CRM systems manage
an organization’s interactions with customers, clients, and sales
prospects. CRM involves organizing, automating, and synchro-
nizing sales and marketing processes. These systems provide sales
and marketing professionals with the information they need to
do their jobs, whether it’s contact information for clients or pro-
spective clients or the latest datasheet on products or services.

Contact center software is basically a specialized CRM system
used for customer and marketing support. If the organiza-
tion has clients or customers calling in to a toll-free number,
these systems provide the functionality that call-center staft
need to answer questions and track the interactions. Call-
center software allows for a quick and consistent response to
the client/customer.

Incident management/helpdesk software is another special-
ized type of CRM system used for technical I'T support. It’s
similar to a contact management system in that it allows for
quick and standard responses to questions from IT users. The
software supports ITIL (Information Technology Infrastructure
Library) processes, a series of best practices for operating an

IT department.

Learning management systems or elearning systems pro-
vide the ability to deliver electronic training, mentoring,
and performance improvement. Additionally, they support
professional trainers and HR staff to deliver training in an
organized and systematic way. These systems often allow for
the creation of content as well as the testing and tracking of
training participants.

Expertise location systems, sometimes known as Yellow Pages,
assist users with finding expertise within an organization or user
group. For example, if a professional services organization is
using an expertise location system and all staff have set up pro-
files, everyone can quickly and easily find experts or practition-
ers in a particular subject area. This is especially key if the staff
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are new to the organization or the subject matter area and they
do not know whom to contact.

Records Management (RMS) systems enable organizations to
maintain their records from creation to ultimate disposal. These
systems include functionality that allows records to be classi-
fied, stored, secured, archived, and destroyed when necessary.
Records Management technologies have comprehensive search
functionality, litigation preparedness, military grade security
and corresponding certification, as well as the ability to handle
both electronic and physical records.

Component Content Management (CCM) systems address
the set of processes and activities that support the collection,
managing, and publishing of information in any form or
medium. These systems integrate reuse capabilities into what-
ever application is being used to create the documents; they
allow the reuse of text, tables, images, and charts within and
across documentation.

Enterprise Content Management (ECM) systems address the
activities surrounding the lifecycle of electronic documents and/
or images of paper documents, i.e. scanned images of paper docu-
ments. These technologies support the document management
lifecycle, from creation to archive and deletion. They include a
search functionality and flexible navigation, as well as customiz-
able taxonomy and metadata. They have check-in and check-out
functionality as well as versioning, audit logs, and offline access.
Additionally, they will allow for the notification of changes to
users who are interested, rating of documents and integration
with other applications such as Microsoft Word for the creation
of documents and most importantly, they provide security at the
document level. ECM systems differ from RMS in that ECM
software was developed to make it easier for users with a shared
purpose, usually within an organization, to access, manage and
collaborate on documents. Access to the documents is enabled

by the existence of a library and/or a repository within the system.
RMS systems, on the other hand, are concerned with identifying,
storing, maintaining and managing data that is used to describe
events in an organization’s work cycle that are related to statutory,
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regulatory, fiscal or operational activities within the organization.
Record management repositories are generally focused on keeping
only what is necessary for a specified length of time.

o Document capture technologies enable information found in
a document or image to be captured by scanning the original,
no matter what its format. Functionality commonly seen in
these technologies allows them to integrate with existing busi-
ness processes and allows for the flexible viewing of documents/
images. Additionally, these technologies allow the user to add
or view notes on documents and to annotate them. As with
all the other technologies mentioned, reporting is a key func-
tionality that allows for the administration of the platform and
business processes enabled by the technology.

o Search software is technology that allows organizations to find
the information they need; it can be enabled on one platform,
or across many platforms (known as federated search). Func-
tionality found in search software allows it to personalize search
results for particular users or groups and gives users the ability
to refine the results using a web interface. Search engines should
abide by existing security frameworks so that no user may access
a document that they do not have the appropriate security
permissions to see. Search technology should also allow the
organization to customize the dictionary/thesaurus for words
and acronyms that are common to the organization. This makes
searching easier and delivers results that are more applicable and
relevant to the user’s request.

o Semantic Search is technology that allows organizations to
find information based on its meaning, rather than the specific
words it contains. Semantic search moves beyond alternative
words within a dictionary and thesaurus, and a semantic search
engine is expected to have embedded knowledge and use it to
bring relevant results to the searcher.

« Portal technology provides a framework for the organization to
have a single point of access to a variety of information and tools.
It may or may not be customizable by the users so that they see
information and knowledge that is specific to their needs. Por-
tals integrate with other applications and provide development
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capabilities that are flexible and extensible; they should be able
to easily add users and groups and provide a security model that
is easy to setup and maintain. Portals allow for easy, consistent,
standardized messaging to go out across the organization. Com-
munities of practice often have their own portals.

Workflow systems allow a sequence of connected steps to be
executed by a user. In the context of KM, the workflows are tied
to business processes, documents, and content. Workflow helps
to enable the execution of standard processes and knowledge
flows across the organization. Functionality commonly found in
workflow systems includes drag and drop design, digital signa-
tures and approvals, reporting, integration with other KM tech-
nologies, and the ability to narrate a process with instructions.
Additionally, workflows should have the ability to override a
step and/or appoint a substitute individual when the person
normally responsible for the process is on vacation, away sick,
or otherwise unavailable.

eDiscovery is specialized software that aids in discovery for
civil litigation. eDiscovery software automates the collection
of required documents from various sources, and provides
reporting and analytics as well as allowing the user to filter and
de-duplicate (remove duplicate records/documents) the identi-
fied documents. This type of software should also allow for the
annotation and redaction of information within the document,
as well as security provisions to control access at the field level.
It is critical that hold notices are automated so that documents
identified as “on hold” cannot be deleted.

Blog software allows individuals to create entries of commen-
tary, descriptions of events, or other material such as graphics
or video in a diary-type entry. Blogs are typically user-friendly,
and support authoring, editing, publishing, widgets, comments,
categories/tags, linkbacks, and backlinks; as well as formatting,
web syndication and post moderation.

Microblogging software, e.g. Twitter or Yammer, allows users
to broadcast short messages to other users; the content is in
the nature of a blog but shorter. Functionality includes the
ability to post short messages including URLs and photos.
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Microblogging systems often include the ability to create groups
and a directory, as well as allowing users to have a profile, send
direct messages to other users, and provide appropriate security
and access from a mobile device.

o Social networking software is an application or online service
that focuses on building and reflecting the social connections
among people. Facebook and LinkedIn are well known public
domain examples. These applications allow users to create a pro-
file; upload pictures, files, videos, and links; create communities
and groups; and send messages to each other while providing
appropriate security and integration with mobile devices. The
functionality available in these applications is wide and diverse.
If you are considering choosing one for the organization to use,
it is important to understand what functionality the organiza-
tion actually needs for effective KM.

o Instant Messaging technology enables real-time, direct, text-based
communication between two or more people using computers or
mobile devices. Additional features, other than text-based mes-
saging, include such things as file transfers, voice calls, sharing or
viewing a desktop, providing user status, and video calling.

« Collaboration technologies allow users to facilitate group work
through the use of virtual workspaces and workrooms. Ideally
they allow employees, and external partners, to share and create
documents. These technologies will often have email capabili-
ties, calendars, and other functionality to facilitate the creation
of shared products. A short description of each of the main
types of collaboration technologies follows.

o Collaborative document management technologies have the
features of a document management system, plus functio-
nality to aid in creation, for example integration with email
and multiple-person real-time editing.

o Wikis not only support the open, online creation of
knowledge assets but also allow the user to upload attach-
ments, control page access, and utilize WYSIWYG (what
you see is what you get) editing and versioning.

o Virtual Meeting software application allows for screen, desk-
top, or application sharing, so each participant sees the same



Knowledge Management Technology 117

thing at the same time. It provides the ability to mark up
what is being shown in the sharing window, as well as real
time audio and recording abilities. There is often the ability
to have a text chat that is either public or private, as well as
polls and surveys to interact with meeting members.

o Collaboration suites consist of a whole set of technology
within one bundle. Examples of the functionality found in
these applications include blogs, calendars, announcements,
configurable roles, alerts or subscriptions, instant messaging,
polling and surveys, search, and expertise identification.

o Crowdsourcing applications include mechanisms for collec-
ting input from many people. These can include collabora-
tive mind mapping, survey software, and idea creation and
ranking software.

o Discussion forum technology allows members of a com-
munity of practice to raise questions, receive answers, and
hold discussions around a topic. This functionality can be
found in several collaboration or social media technologies,
or it can be developed or purchased as a stand-alone applica-
tion. Sophisticated versions of discussion forum technology
require the user to search existing discussions before raising a
new question, allow people to rate the answers they receive,
allow questions to be cross posted to multiple forums, and
allow questions and discussions to be tagged or categorized
with metadata.

o Lesson management systems are designed to facilitate the cap-
ture and workflow of lessons learned, making sure that every
lesson is carried forward into an action, and into a change in
the way the organization works. Lessons are added through a
form-based interface, and the lessons management system then
tracks and routes the lesson through validation, through assign-
ment of an action, to acceptance and closure of the action. The
system will provide reports and statistics covering the effective-
ness of lessons management.

o Observation management systems are similar to lessons man-
agement systems, but they start by collating observations from
many staff around the organization, routing these to an indi-
vidual or a group who can combine them into a lesson.
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Example

As an example of how technology is treated within KM Strategies, the
text that follows is taken from the European Centre for Development
Policy Management (ECDPM) KM and Communications Strategy!.
Note that this is more a set of principles governing how they address

technology than a selection of individual tools and software.

5.5. KMC and ICT innovation

As an organization that is highly dependent on gathe-
ring information, communicating and taking part in global
exchanges, ECDPM must stay at the forefront of innova-
tions in the field of KMC and ICT and incorporate them
in the organization where appropriate. We have been doing
so since the Centre’s early days and will stick to this priority
during this strategic period as well.

Innovations of recent years have increasingly merged
KMC approaches with new ICT applications. Advanced
technologies and new approaches offer qualitative impro-
vements for networking and reciprocity with policy
audiences that were unimaginable when ECDPM was
founded. Following this trend, ECDPM has linked its ICT
and KMC activities where relevant. The melding of these
fields has led to the formulation of the IMAKE project and
to other innovations, such as our use of social media and
of digital information management tools. We will main-
tain the KMC-ICT platform, introduced earlier, to review
organizational needs and experiences, to formulate strate-
gic advice to management on further innovations, and to
guide the Centre in implementing collaborative approaches
to knowledge management and policy brokerage.

Our focus on innovation will keep us alert to new tech-
nological developments for monitoring and to ways to
further improve our news services, knowledge networking
and outreach. We are particularly aware of expanded use of

mobile devices and location-independent cloud computing
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applications. We will incorporate these new approaches
where appropriate.

To capitalize on our solid understanding and years of
experience in knowledge management and brokerage using
new ICT and KMC approaches, we will identify oppor-
tunities for advisory services that we can offer to partners
and other organizations wanting to take a leap forward in
knowledge management and communication. This is an
emerging area. We will further explore and assess what
additional resources we might need to realize such services.

Summary and Next Steps

KM technology is one of the components of the KM framework you
will put in place as a result of your strategy. This is a tricky topic.
There are so many technology options to choose from that a disci-
plined approach is needed if you are to choose wisely and strategically
and maximize the return on your investment in KM technology. Make
sure your technology selection is based on organizational objectives
and user requirements and is supported by training, communication,
metrics, and cross functional participation.

Now that you have made a start with technology, it is time to start

thinking about the whole issue of change management.

Note

1. European Centre for Development Policy Management “ECDPM’s Knowledge
Management and Communications Strategy 2012-2016” (Maastricht, The
Netherlands: ECDPM, September 2012), accessed May 29, 2014, http://ecdpm.
org/wp-content/uploads/2013/09/ECDPM-Knowledge-Management-Commu-
nications-Strategy-2012-2016.pdf.


http://ecdpm




CHAPTER 13

Change Management

The third of the 10 Knowledge Management strategic principles
mentioned in Chapter 4 states that an organization must invest in
both individual behavior changes and ultimately an organizational
culture change if a KM implementation is going to succeed. KM is
about changing the way people think. It is about changing personal
and organizational priorities. It is about changing the way people treat
knowledge. It is a profound shift from the individual to the social col-

lective. These changes must be managed.

Principles of Change Management

Your KM Strategy should utilize the principles and structure behind
change management. Those principles are pretty well established, and
will not require too much extra research from you. They are based on

the work of leadership guru Dr. John Kotter.!
o Create a case for change
o Create a “Guiding Coalition”
 Develop a Compelling Vision for Change
o Develop a Communication Plan
« Empower Broad-based Action
o Create (and Communicate) Short Term Wins
o Remove the Barriers to Change
« Embed the Change
121
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Principle: Create a Case for Change

You will need to create a compelling and urgent case for the KM
change, linking this back to the organizational drivers and organiza-
tional strategy (as discussed in Chapter 6). You need to define this
case within the strategy document, as it is part of the rationale for
proposing KM and will help those reading the strategy to understand
the need for change. The change management plan, which includes
the case for change, is separate from the KM Strategy, but the two are

inextricably linked and definitely inform each other.

Principle: Create a “Guiding Coalition”

You will need a “guiding coalition,” a group of highly placed influential
senior leaders to support the change. This is part of the role of the steer-
ing team described in Chapter 19. Ensure this team is senior enough to
command respect, diverse enough to cover all aspects of the organiza-

tion, and complete enough that anyone left out cannot block the change.
Principle: Develop a Compelling Vision for Change
You must develop a compelling vision, which serves three functions in
change initiatives:

o It clarifies the direction for change

o It motivates staff to take action in the right direction

o It guides decision making.

You have already created a vision as part of the strategy, as described
in Chapter 7. Make sure this vision is simple and compelling enough

to act as a direction for change.

Principle: Develop a Communication Plan

You must develop a communication plan. While this will follow the
strategy, yet not be part of it, your KM strategy should outline the

communication principles that you will use. For example:

 You will conduct a communication campaign as part of change
management
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 You will create a communication plan to coordinate the campaign

o The KM lead will be the focal point for the generation of KM

content for all communication channels

o A stakeholder communication chart will be created and used to
focus the communications effort (as described in Chapter 14)

o A standard communication pack will be created and used to
convey the agreed message to all staff

o Communication with all staff will occur quarterly

o Early demonstrable, quantifiable wins will be sought and
publicized as success story case studies, to improve internal
positive perception

A template for a communication plan is included as Appendix A.

Principle: Empower Broad-based Action

Empowering broad-based action is about aligning the organization’s
structure with the goals and objectives of the KM program. Certainly
the KM structure should align with the overall organization structure,
but it should also align with the needs of the KM program. For exam-
ple, sometimes the layers of middle management do not completely
understand the purpose and objectives of KM and their role in imple-
menting it, so they can second-guess decisions that have been made
and create chaos and confusion. Thus it is important that those mid-
dle management ranks understand the objectives of the KM program
and their role in implementing and supporting KM. Open, honest
communication with the people in these roles is key to addressing the
needs of this principle.

Principle: Create (and Communicate) Short Term Wins

Once of the principles of KM outlined in Chapter 3 is that KM imple-
mentation should contain a piloting stage in which short term wins are
created and communicated. Specific advice for Pilot selection is given
in Chapter 15; however, the change management component of the

piloting stage is discussed here.
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In a piloting strategy you take a small part of the organization
through the culture change first, in order to:

o demonstrate the value and viability of behavior change to support
KM through short term wins and stories describing those wins

<« bl . .
o create an “attractor” for the rest of the organization

o test out the KM framework in case any adjustments are needed

Good stories of significant short term wins, told by the people involved,
are powerful and help answer the question “What's in it for me?” that
is critical in motivating people to change their behaviors. One of the
things that works in your favor is that the KM processes used in the pilots
encourage changes in behavior, which when done over a period of time
lead to culture change. The processes promote openness; people will learn
that there is no penalty for openness, sharing, and learning, and that their
questions will receive answers. KM processes such as after-action review
and retrospect promote reflection, learning, and a performance focus,
through discussions on, “What did we set out to achieve?” and “What
actually happened?” Community of practice interactions and other
knowledge sharing mechanisms promote a sense of interdependence.

DPeer assists are a prime example. By giving people space and struc-
ture to exchange critical knowledge, and by making it legitimate to ask
others for help, you not only create a culture of openness and sharing,
you also start to build a sense of community between the project team
and the peer assisters. After-action reviews have a similar behavior

change effect.

Principle: Remove the Barriers to Change

People dont want to change from their existing behaviors, and you
will constantly be working to remove the barriers to change as you
move through the rollout of your KM program. Understanding what
the barriers are is done through conversations and interviews, obser-
vations, and surveys. People will have their own unique reasons for
wanting things to stay the same. Part of understanding the barriers
and removing them is being able to answer the question, “What's in it
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for me?” for anyone and everyone who is expected to participate in the
KM processes. In some cases having senior management communicate
and promote KM can help, but very rarely will it be enough.

Later in the KM implementation, structural barriers can be
removed as you introduce new roles, new accountabilities, new gov-
ernance frameworks, and new models of rewarding and recognizing
KM behaviors. By this stage, KM should be “part of the job,” and
involvement in KM should no longer be optional.

Principle: Embed the Change

It is important to embed the KM processes in the regular organiza-
tional and operational processes that people execute. Delivering the
KM framework means delivering a set of roles embedded within the
organization chart, a set of KM processes embedded within the work-
flow, and a set of technologies embedded within the IT suite.

Sometimes people think that once this is done, KM is some-
thing that “just happens”; they may think that from this point for-
ward everyone will habitually share and reuse each other’s knowledge,
and that the need for KM professionals, a KM department, or a KM
organizational framework will now disappear.

This is not the case. The change program will deliver a changed
organization, and that will be an organization with KM not only
built into the culture, but also embedded into work practices, roles,
technologies, and governance structures. The KM components of this
changed organization are what we describe as a KM framework (see
Chapter 10), and as with any management framework it needs its own
roles and processes to drive it and embed it into the organizational
structure, and a small group to monitor and maintain it. If we draw
a parallel between KM processes and financial processes, it is obvi-
ous why this is true. Just as there is still a need to have finance and
accounting departments to monitor, maintain, report on, and oversee
the financial management of the organization after the initial financial
management processes are in place, the same is true for KM.

The change program is not over once the framework is in place. The

implementation team will hand the framework over to a new team that
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will operate and maintain the KM initiative, but this original team
will still need to communicate and educate and remind people of the
importance of KM. Without continued change management in the
operation and maintenance mode of the embedded framework, an
organization can all too easily slip into a pre-KM state, and KM will be

declared as another “failed initiative.”

Change Management Plan

The purpose of preparing a change management Plan is to establish
a strategy and planned approach for managing organizational change
as it relates to the KM initiative. The primary objective is to maximize
collective benefits for all involved in the change as it relates to KM and
minimize the risk of failure of implementing the change.

KM will have an impact on people’s daily lives, significantly affect-
ing how people will manage the day-to-day processes of obtaining
information that the organization creates. KM provides a structure for
managing access to knowledge and streamlining a wide range of pro-
cesses. A wide-scale change in all areas of the organization will require a
structured plan for identifying key champions and stakeholders, man-
aging communications, and analyzing the impact of change on roles
and processes throughout the organization.

The organizational change management strategy will focus on three

primary areas:

o Organizational Impact Management
o Stakeholder Management

« Communications Management

Organizational Impact Management

Identifying the impact of change on the organization is a key ele-
ment of an effective change management plan, which will begin in the
early stages of the project. The information obtained throughout the
requirements-gathering process will provide a key input to organiza-

tion impact analysis.
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The primary goal of organizational impact analysis is to determine
which roles and processes will be impacted and to what extent. In
many cases, manually supported processes will no longer be required,
which will have a significant impact on how people do their jobs on a
daily basis. This information will provide key inputs in preparing the
communications plan, helping users and stakeholders understand how
their roles will change and how to find new ways to perform their jobs
more effectively.

Organizational impact analysis focuses on the following areas:

o Identifying as-is and to-be processes
 Determining process redundancies and efficiencies

o Determining user and stakeholder impact and the extent of
the impact

« Identifying areas for improved decision making through
centralized information

Stakeholder and Sponsor Management

Stakeholder management identifies individuals or groups affected by and
capable of influencing the change management process. These individuals
or groups have a direct interest in or will be impacted by the KM initiative.

Management of stakeholders and stakeholder issues is necessary to
identify the range of interests that need to be taken into consideration
in planning change and to develop the vision and change process in a
way that generates the greatest support.

As the stakeholders (or key users) are identified for participation
and engaged in the program, the KM Program Manager will develop
and refine change management strategies including:

o Identifying stakeholder roles in the change process

« Identifying stakeholders reactions to change and its effects on
the program

 Gaining a more complete understanding of political barriers to
implementation

« Identifying key input for communication strategy
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Key stakeholders will be involved and actively participate in the KM
program from the start, in order to provide a sense of ownership in the
process and ensure their needs and concerns are being met.

The process of organizational change management can include a vari-
ety of key stakeholders, and can be filled by either individuals or groups
at various times during the program. A list of stakeholder roles in change
management is provided in the following paragraphs, and there is a dis-
cussion of other stakeholder roles and responsibilities in Chapter 14.

KM Sponsor. This is the key internal person responsible for initiating
communications and coordinating the change process. The Program
Sponsor is also responsible for setting the direction for the program
and influencing people to follow in that direction.

KM Champion. This is the key person responsible for driving change
in their respective organizational area by building and sustaining strong
enthusiasms about the change. This often includes reminding everyone
in their areas why the change is occurring, as well as communicating
the benefits that will come as a result of the KM implementation.

KM Functional Lead(s). This is the key person who will serve a
similar role as the Program Sponsor and Program Champion in their
respective organizational areas. This will include initiating change and
guiding their own development and productivity as well as that of

other individuals and groups they interact with.

Communication: Planning and Management

The ability of the KM Program to successfully achieve its vision is
largely dependent on the effective delivery of targeted communications
to the organization. Users and stakeholders alike will need to have a
key understanding of why the KM Program is being undertaken, how
their jobs will be impacted, and what the benefits are from implement-
ing the KM Program.

Stakeholder and Organizational Impact Management activities will
provide key input in determining communications requirements and
will be used to help develop an effective communication strategy and
plan, which includes:

« Identification of specific audiences for targeted communication
(groups, business users, etc.)
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Identification of barriers and enablers to communication

Identification of the most effective communication vehicles

Communications planning will encompass stakeholder and

the organizational community at-large and will consist of the follow-

ing steps:

1.

N & R W N

Articulate the KM Program Purpose

. Identify Key Stakeholders (Target Audience)

. Determine Communication Objectives

. Articulate Key Messages

. Identify Appropriate Communication Channels

. Determine the Communications Frequency and Timeline

. Communicate the Key Messages

1. Articulate the KM Program Purpose

The goal of articulating the KM Program’s purpose is to provide

an understanding of why the program is being undertaken and

what benefits the organization will gain from the program. Specific

objectives include:

Help all audiences understand their roles in and the value of
the program

Create understanding of the programs among employees so
they are willing and able to make the changes

Define a communications approach appropriate for each of the
targeted audiences

Ensure audiences are aware and ready for the change

2. Identify Key Stakeholders (Target Audience)

The stakeholder groups represent key business areas or groups of

individuals with an interest in or impact on the program, many of

whom were involved in the requirements gathering focus groups.

The communications plan will identify these groups and outline
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the types of communications best suited to each. See Chapter 14 for

more details.

3. Determine Communication Objectives

The goal of determining the communication objectives is to identify
what messages need to be communicated to each stakeholder group.

Specific objectives include:

o Ensuring stakeholders are able to manage changes and make
appropriate decisions

o Adhering to a consistent change communication approach
and message

« Ensuring stakeholders understand the value of KM (to them-
selves, and to the business)

« Ensuring end users are ready for the change

o Timely and effective communication of relevant information to

individual stakeholder groups

4. Articulate Key Messages

Part of the success of the program will depend on outlining the key
messages to convey to each stakeholder group. This includes messages
regarding the value of the program to employees, what stakeholders are
expected to do, and the expected outcome for the organization.

5. Identify Appropriate Communication Channels

The communication channels determine how you will communicate
with the various stakeholder groups and users, keeping in mind limita-

tions such as access to internal systems or geographical location.

6. Determine the Communications Frequency and Timeline

Your communications frequency and timeline is a schedule you will cre-
ate for sharing information; it will specify key communication items and

provide dates for their distribution to appropriate stakeholders and users.
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7. Communicate the Key Messages

Once you have successfully completed the previous steps, it is critical
that you actually execute the plan and communicate the key messages.
These messages will need to be repeated regularly by various leaders
and KM program stakeholders and participants, and may need to be
adjusted based on results and feedback, but once you have done all
of the work to outline these activities, it is now a matter of following

through and sharing the messages with the organization.

Training: Planning and Management

Training stakeholders and users in KM processes, and in the delivery of
their KM accountabilities, will be critical to the success of KM adop-
tion. The training plan will assess the fundamental differences between
the as-is and to-be processes as identified in the KM Strategic Plan and
target the training according to the needs of each target audience.

Additionally, training strategies will define not only how the users
are to be trained but what they will be trained on. This includes plans
for training local users, as well as remote users who may not have access
to instructor-led training approaches.

The original training plan details the program training required for
the initial phase. It should be noted that training will need to continue as
new people are on-boarded, as staff change roles and as new activities and
applications are rolled out as part of the overall KM framework. For these
reasons, the training plan will need to be periodically updated to reflect

changes in both the KM program and organizational requirements.

Summary and Next Steps

Change management is a key component and contributor to the
success of the KM program. People in all roles and with all types of
responsibilities need to understand what is in it for them in order to
willingly change their behaviors. Understanding their behaviors and
the best way to communicate with each and every one of them is cru-

cial in order to successfully implement the entire KM program and
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to ensure that it meets their needs and expectations. Part of change
management will be the identification of key stakeholders, and this is
something we cover in the following chapter.

Note

1. Kotter International, “The 8-Step Process for Leading Change,” accessed
May 29, 2014, htep://www.kotterinternational.com/our-principles/changesteps/
changesteps.


http://www.kotterinternational.com/our-principles/changesteps/changesteps
http://www.kotterinternational.com/our-principles/changesteps/changesteps

CHAPTER 14

Stakeholders

So far we have been addressing strategy from the point of view of
“what.” What knowledge, what organizational focus, what framework,
and so on. However, there is another point of view on strategy, and
that is the “who” point of view.

Implementing Knowledge Management (KM) is a change process,
as we discussed in Chapter 13, and managing change involves manag-
ing stakeholders.

Your KM strategy document should identify these stakeholders,
and their degree of interest and influence, and prioritize how you will

approach them.

Stakeholder Influence Models

A useful plot for mapping out your stakeholders is shown as Figure
14.1, and this is a good place to start. On this plot you map each
stakeholder against his level of influence and level of interest. This

mapping divides stakeholders into four stakeholder groupings.

o 'The high interest, high influence grouping are the key stake-
holders, who require involvement and input into the strategy,
and who have a high interest in the KM implementation.

o The low interest, high influence grouping are also key stake-
holders, and will need to be canvassed and communicated with
during the program. They will not have input to the strategy.

o 'The high interest, low influence grouping are the knowledge work-
ers in the organization who will be affected by the pilot projects.

133
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High Influence

l Most supportive .

Least supportive
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Low Influence

Figure 14.1 Stakeholder groupings

o 'The low interest, low influence grouping probably represent the
majority of non-managerial staff. These stakeholders need to be
kept informed of the progress of the KM implementation, and
of the role that they will play in the final KM framework.

You can map your stakeholders on this plot, and also color-code
them by their degree of support. In Figure 14.1, for example, you can
see a key stakeholder in the high interest, high influence segment who
is coded white, due to his lack of support. You will have to focus a lot
of attention on stakeholders like this, lest they derail the KM project.

Who Are the Key Stakeholders?

In addition to the stakeholders discussed in Chapter 13, there are some

organizational stakeholders to whom you must pay attention. These are:

o 'The senior management team

° The CEO



Stakeholders 135

 Prominent senior skeptics

o Key department heads

o 'The sponsors of pilot projects

o The knowledge workers in the organization
o The KM community of practice

o FExternal bodies

We discuss each of these in the following sections.

The Senior Management Team

The members of the senior management team are perhaps your most
important stakeholders. In order to embed KM in the business,
changes to the business will eventually need to be made and they will
come from that team. You may have to change the incentives pol-
icy, perhaps removing the “factory of the year” award that drives so
much internal competition. You may need to change accountabilities
within the organization, add additional processes to the business man-
agement system, and/or add new technology to the IT portfolio. For
all of these you will need support at the highest level. The best way to
ensure this support is to request a high-level steering team to oversee
your KM project, including the CIO, the head of HR, the head of
projects, the head of operations, etc. You can request that these senior
managers help steer your program, and in return for this oversight you
may receive their support. This steering committee will also be very
influential in driving the required KM behavior and ultimate culture
change, as described in Chapter 13.

The CEO

Of course the chief executive is a key sponsor, but many chief executives are
happy to delegate oversight of the KM program, as long as there is a good
steering committee in place. The CEO has massive influence, but probably
only mild interest, and may not be an active supporter until you have dem-

onstrated the extent of the value that KM can bring to the organization.
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Prominent Senior Skeptics

The prominent doubters, or the high-level skeptics, are important stake-
holders, even though they may not recognize themselves as such. It is
worth engaging these people early, listening to their concerns and worries,
and learning what might convince them to support your KM program. We
worked with a KM team in a television broadcasting company, where the
staff of one particular division was highly skeptical of the value of KM. The
team decided to ignore this division, and work with people who were more
supportive. However, at the learning review at the two-year mark, the team
recognized that this decision was a mistake. It would have been better to
have worked more closely with the skeptics, and either to have asked them
to suspend judgment until the results came in, or to have done enough
work early on to gain their support. There are few culture change agents as
powerful as a prominent skeptic who becomes an ardent supporter.

If skeptical individuals are not too influential, however, you may
choose to ignore them. In a technology company one of the authors
worked with, the KM program team decided to leave the quality team
on the sidelines and work with teams that were interested in partici-
pating in the KM team’s activities. Eighteen months later the quality
team was under pressure to cut their budget and decided to participate
in the KM team’s activities after all, finally becoming one of the KM
team’s biggest supporters and proponents. It was widely believed that
if the quality team had been forced to participate at the beginning they
would have been the KM team’s biggest detractors.

Key Department Heads

There are certain key departments in the organization where there is an
inherent degree of overlap with KM. If we think of KM as involving
the four enablers (people, process, technology, and governance), then
each of these enablers will intersect with another organizational body,
as shown in Figure 14.2.

o The people aspect is linked to HR and to training, as new roles
may need to be put in place, new career ladders established, and
new recognition schemes introduced
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Govern-
ance

Technology

Figure 14.2 Key departments for KM

o 'The technology aspect is linked to IT, as new software applica-
tions, systems and (sometimes) hardware need to be in place

o 'The process aspect needs to be linked to operations, as new pro-
cesses have to be embedded into the operational workflow

o 'The governance aspect needs to be linked to executive manage-
ment, as their support, involvement, and drive is vital.

The heads of each of these departments are important stakeholders,
and should be on your steering committee.

The Sponsors of Pilot Projects
We will talk about pilot projects in Chapter 15, and part of the selec-

tion criteria for pilots is to find a supportive sponsor. These people will
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have massive influence on the success of your KM strategy; good pilot-

ing results will be a massive boost to moving KM forward.

The KM Community of Practice

There will be KM enthusiasts in your organization, the KM com-
munity of practice. They see the value in KM, they “catch the
vision,” they are enthusiastic and they are very easy and rewarding to
work with. Given their interest, they can be influential at middle and
lower levels in the organization. They are an important stakeholder
grouping and fun to work with, with endless enthusiasm and energy.
However, unless your KM strategy extends beyond the enthusiasts,
you risk ending up “preaching to the choir.” The KM fans will create a
KM bubble, and if you don’t move beyond the enthusiasts you won’t

penetrate the rest of the organization.

External Bodies

For many organizations involved in the creation and distribution of
knowledge, some the main stakeholders may actually be external to the
organization. The Republic of Kenya Climate Change KM Strategy!,
for example, identifies the following external stakeholders, who will be

the end-users of the knowledge-based documents:
o The general public
o DPolicy makers and implementers
o Research and academic institutions
 Educational institutions
« Civil society organizations
o Private sector

o Development partners

o The media

If your KM Strategy involves creation of material for external users,

you too might have a large list of external stakeholders.
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How to Influence the Stakeholders

The best and the simplest way to influence the stakeholders is to lis-
ten to them. KM will only add value if it solves problems, so listen
particularly carefully to the stakeholders in operational units who
are potential pilot sponsors. Identify what their knowledge problems
might be, and ensure your KM Strategy helps address these problems.
Your stakeholders need to see not only that KM delivers value to the
organization, but also that it delivers value to them personally, and to
their departments. So determine:

o Their business challenges
o 'Their “hot issues”

o The knowledge they need to help them with these issues and
challenges

o How KM could give them access to this knowledge

Next, find some stories or case studies where other people in simi-
lar situations have been able to use KM not only to deliver business
results, but also to make their own lives easier. Even better, work out
a way in which KM could help address the problem through an early
stage pilot. This is what we call the “Principle of Local Value.” People
will support a new initiative, provided they see it as having tangible
value in the local setting. Help them see the local value.

We mentioned in Chapter 8 the example of the Mars KM strategy,
where KM was seen as “removing the thorn from the lion’s paw.” They
spoke with the senior staff, found what their biggest knowledge issues
were, and addressed these one by one, gaining support and endorse-
ment from the senior stakeholders as a result. The biggest decisions
are made at the highest level, and there the need for knowledge may
be greatest and the application of knowledge can yield the best return.
That’s where some of the thorniest issues can be resolved through the
application of KM, and where you can gain some of your most power-

ful supporters.
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Hearing from the Knowledge Workers

In order to get information from the large numbers of knowledge
workers, you have to give them the means to communicate with you,
and then you need to really listen to what they are telling you.

A knowledge manager we worked with asked the team leaders in
his organization, “What does your team want from the KM project?”
That’s a very good question, and it allows you to understand some of
the issues KM must address. Bear in mind, however, the people that
you are asking will probably have a superficial understanding of KM,
and they don’t know what they don’t know. Don’t be restricted by their
answers.

Here are the answers that the knowledge manager received from his
team leaders, expressed as a “wish list.”

o A central place to be able to store and find key information and
knowledge in an organized and easily accessible way

o A clear place to be able to show new staff where key informa-
tion is kept, as part of their orientation

o For each team to have a “learning conscience” person to con-
nect with

« For service/support teams, the information they need to be
integrated with the learning of the teams they support

o When people leave, or are absent for periods, their knowledge
be captured by exit interview for others to use

« Capturing lessons learned to avoid “reinventing the wheel”
» A way to know who knows what in the organization
» More collaboration and learning between teams

o Increase in interpersonal connectivity and awareness in the
organization

o Clarify the tools and techniques of KM
« A process for managing/coordinating external key relationships

o Clarity about how to transmit organizational values
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« To allow for feedback into strategy and planning, a process for a
team to take time out to reflect and evaluate their work

o To capture what people come back from long term assignments
overseas have learned

+ To help plan job moves within the organization, an increased
awareness of what other roles are like

 Updated and clear procedures to follow

o Information on why teams are deviating from budgeted plans

You may have noticed that many of the answers are about find-
ing content, not losing knowledge, and about “who knows whom”
and general connectivity. There are few if any answers that talk about
organizational benefits, so it is critical to be able to extrapolate what
the knowledge workers have said and translate it to organizational
benefits. Just because knowledge workers don't respond by tying their
issues into organizational or strategic terms, doesn't mean the linkage
isn’t there. Knowledge workers provide critical insight into how KM
will help solve their problems, and if their problems are solved, the

organization will benefit.

Summary and Next Steps

Change management is a key part of implementing KM, and stake-
holder management is a key part of change management. Identify the
important stakeholders, and use one of the templates we offer in this
chapter to determine how best to manage them. Once this mapping is
complete, you can move on to the next piece of work: determining a

small set of KM pilot projects.

Note

1. Republic of Kenya, “Climate Change Action Plan 2013-2017 - Subcomponent
7: Knowledge Management and Capacity Development” (Nairobi: Ministry of
Environment and Natural Resources, November 2012), www.kccap.info/index.
php?option=com_phocadownload&view=category&id=42.


http://www.kccap.info/index.php?option=com_phocadownload&view=category&id=42
http://www.kccap.info/index.php?option=com_phocadownload&view=category&id=42




CHAPTER 15

Pilot Projects

One of the 10 principles listed in Chapter 4 is that a KM imple-
mentation should include a piloting stage, and running one or
more Knowledge Management pilot projects is an important step in
the implementation process. A pilot project is a phase in which you
apply all of the KM framework to a part of the business, in order to
road test the framework prior to rolling it out across the organization.
Your strategy should not just explain the need for pilots, but also pre-

sent a short list of potential pilot projects.

About Pilots
For the purposes of this chapter and our approach to KM strategy and

implementation, we differentiate between a pilot of the whole frame-
work and a test of one process, technology or role. Some organiza-
tions refer to them both as pilots, but there is an important difference
between piloting the whole framework versus piloting one single com-
ponent. Because KM works as a system, and delivers the best results
when the whole system is applied, then you haven't truly tested it, nor
proven its value, until you pilot the whole framework.

A pilot is therefore not something like “piloting a Wiki,” or “piloting
a community of practice,” but the pilot of the entire KM framework
applied to an organization problem; for example “improving the bid-
ding process through KM,” or “increasing new product sales through
KM.” Piloting the whole framework provides visibility into the end-
to-end processes from knowledge creation to knowledge reuse and
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can help identify any full-process issues, whereas pilots of part of the
framework may miss these issues.

If we take the view of pilot projects as being a test of the whole
KM framework, there are four things that the pilot projects should

deliver.

o 'The first few pilot projects will be “proof of value” projects, and
the organization will be watching them closely to see if they
work, and in particular to see whether KM delivers value in an
individual context. Until that point, you will meet many people
who say “KM sounds fine, and I can understand how it worked
at Ford, or Shell, or NASA, but our organization is different.”
A successful pilot project will demonstrate to these people that
KM can indeed deliver value in your business.

o A successful pilot project will deliver a lot of information about
how KM works in your business, and how KM can be imple-
mented in your culture.

o A successful pilot will deliver monetary value to the organiza-
tion, and so is worth doing in its own right.

o Finally, you should be able to get some good material from the
pilot project to support your marketing and change manage-
ment plans, such as stories, user endorsements, quotes, and
videos. Such material will be indispensable for the roll-out
phase, and will be crucial to your change management efforts,
as explained in Chapter 13.

Selecting Pilot Projects

A pilot project addresses organizational “pain points,” where better
management of knowledge will help solve the problem and alleviate

the pain. Examples of these pain points include:

o Operationally critical activity that is new to the organization,
and where the firm needs to learn rapidly. KM can help by put-
ting learning systems in place or, if the activity is new to only
one part of the organization, transferring learning from where
it has been used before.

o Operationally critical activity that is carried out in several loca-
tions, and where performance level varies. KM provides a
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framework for the exchange of knowledge from the good per-
formers in order to improve the poor performers.

o Repetitive activity, particularly high-cost activity, where KM can
provide a learning framework to drive continuous improvement
and accelerate the learning curve.

o Where an area of the organization is stuck due to lack of
knowledge, KM can help develop the knowledge needed to
get it unstuck.

o Where a part of the organization is suffering due to the retire-
ment of staff or high staff turnover, KM can help retain knowl-
edge within the organization.

Some of these pain points may well be the same as some of the areas
you identified when making the case for Knowledge Management, as
discussed in Chapter 3.

A pilot will generally address a practice area; one that could be
relevant to many projects, teams, and divisions rather than covering a
single project or team. Some of the good pilots we have worked with
in the past include:

+ Maintenance shutdowns and restarts in refineries

 Developing “route to market” for a new product

o Retail site construction in Europe

o Entering Far Eastern markets

o Marketing pet food in emerging nations

» Winning government contracts

 Reducing the cost of poor-quality products/services

 Business downsizing

o Mergers and acquisitions

o Underground mining techniques.

How to Find Candidate Pilot Projects

In order to find candidate pilot projects for your KM strategy, you need

to have a series of conversations at a high level in the organization.
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You need to talk with senior managers, project leaders, divisional lead-
ers and heads of departments, in order to find the pain points that KM
might address within their project, department, or division. Tell them a
few stories about KM in other organizations, give them some examples

of where KM has added value, and ask some of the following questions.

o What are the things that you wish you knew, in order to solve
your most pressing organizational problems?

o What are the knowledge intensive parts of your organization,
and which are the ones where better management of knowledge
would help you?

o If teams and managers in your part of the organization had per-
fect access to the knowledge from within the organization, what
problems might be solved?

o What would it be worth to you and the organization if these
problems were to be solved?

It is good to get this final question answered in monetary terms,
even if it is only in an order of magnitude sense, for example “it would
be worth millions,” or “it would be worth tens of millions.”

Do a lot of listening. You should not be putting ideas into people’s
heads. You should be listening to their problems and helping them
understand which of those problems could be solved or alleviated by a
KM pilot. Once you've had several of these conversations, you should
have a substantial list of potential pilot areas. Focus on the pilots which

each organizational area has identified as producing the most savings.

Make Sure You Don’t Miss the High-Level Pilots

Many senior managers assume KM is “something my juniors need.” They
therefore often propose pilot projects that address routine tasks at lower
levels in the organization. They might set up a KM program to improve
call center response for instance, or to improve shift handover, or to
improve productivity on the assembly line. As we explained in Chapter 4,

while solving these problems can be valuable, this misses the bigger point.
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KM can be of value at all levels. After all, knowledge supports deci-
sions, and decisions are made at all levels, but some of the most val-
uable and risky decisions are made at senior levels. So look for and
propose pilots at senior levels to support the big decisions and at the
same time to win over some senior stakeholders. Here are some exam-

ples from past KM implementations:

o KM to support mergers and acquisitions. This is a massive
high-level task, which requires big decisions. Learning from
past mergers can materially improve future mergers. We were
engaged by one organization to help them develop standard
practices in mergers, acquisitions, integrations and divestments,
which involved our working with the in-house KM team to
capture knowledge from the firm’s chief attorney and several of
the other C-level executives.

o KM to support new business. Companies may open new offices
or start doing business in different countries. With the right
knowledge, such a start-up can be quick and effective; with-
out the right knowledge it may hit snags, be delayed, or fail to
deliver the required business results. We have seen some very
effective pilots in this area.

« Knowledge of leadership. This is a massive issue! One company
does a regular staff survey to measure morale, and used KM tools
and techniques to gather insights from the managers of high-
morale teams to help develop other leaders in the organization.
Another collected and published knowledge of leading winning
sales teams, and used this as guidance for other sales team leaders.

Delivering a high-level KM pilot has three immediate benefits:

o It delivers significant value to the organization

o It engages senior managers and helps them understand the value
KM can bring

o It gets senior managers on your side by solving their problems
for them. These people are often some of the key stakeholders,
as described in Chapter 14
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To reiterate, KM is needed at all levels, and the sooner you involve the

senior managers, the faster and smoother your implementation will be.

Grading and Selecting Pilots

Once you have created a reasonable list of pilots, you need a selection
process to hone in on the small number that you will then consider.
Generally this will involve ranking the possible pilots against a set of
criteria. You can do this yourself, or you can gather your steering team
together for a ranking workshop.

We recommend that you use four areas to rank the projects:
o Organization Support

o Measurability

o Scalability

o Feasibility

Organization Support

Your pilot needs good support from the organization. The people
you choose to pilot have to be enthusiastic. The manager of the pilot
organizational unit must be a supporter of KM, and must be will-
ing to devote resources to the pilot, including assigning an individual
who will act as pilot project leader, with support from the KM team.
Potentially your pilot project will depend on three key individuals: the
organization sponsor (usually the manager of the organizational unit,
who will act as customer and will also validate any benefits), the pilot
project leader, and the KM expert.

Measurability

Part of the purpose of the pilot is to demonstrate real, measurable value.
The results have to be clear enough and measurable enough to provide
evidence that KM delivers on its promise. The pilot should address a
simple business metric, one where you already have a baseline, and it
should be able to deliver improvements above the baseline within the
required time frame. There is no point in embarking on a six-month
pilot, for example, if you're not going to see the results for 2 years, as

this will be too late to use the pilot results as success stories during
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your roll-out campaign. The pilots that deliver results most quickly are
those based on “knowledge pull,” such as “learning before” activities
that bring knowledge in at the start of the project. That is because the

knowledge can be used and applied immediately.

Scalability

The ideal pilot project is one that can be scaled. For example, you may
capture knowledge in one part of the organization which can be used
elsewhere once the pilot is over. Maybe you are seeking knowledge about
new country entry in order to help the start-up business in Japan, which
can then be applied to the start-up in Malaysia. This is an example of

a scalable pilot, and scalability should be one of your selection criteria.

Feasibility

The pilot needs to be feasible. It needs to be realistic and practical. Do
not choose an issue which is too big or too risky to solve in the required
time frame. It is better to choose something smaller and simpler which
will deliver small but clear benefits. One of our clients attempted
to pilot KM on their biggest and most complex project, which was
already running into severe issues of timing, quality, and cost overrun.
This was an impossible task, and KM had little effect. Instead of going
for large and risky projects, prioritize those projects which you believe

you can succeed with using the available resources.

Presenting the Pilots within the Strategy

Create a ranking spreadsheet, using the criteria mentioned previously,
and use this to select the highest ranking five or six pilots. Present
these five or six pilots within the strategy document for review by your
steering team and senior sponsors. Write a short paragraph about each
pilot, explaining the business problem, giving the name of the sponsor,

and describing the core operational metric which KM will address.

Example

The Agency for Clinical Innovation in New South Wales, Australia
identifies the following pilot in their KM strategy:'
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It is recommended the ACI chooses one or two networks
to trial/pilot some knowledge activities/initiatives, and
enhance the sharing of information through these net-
works. After-action reviews and lessons learned can be docu-
mented and shared more broadly to identify aspects that
work well or could be amended or improved and enhance

communications across and between networks.

Summary and Next Steps

Piloting is a vital step within your KM strategy, allowing you to test
and validate your KM framework prior to rolling it out across the
organization. Select pilots that address a pain point, and have organi-
zational support, measurability, scalability, and feasibility. Don't ignore
the pilots at senior management level as these can be the most valuable.

Once you have defined a good set of pilots—selected to succeed—
you can move on to the next step, finalizing the business case and

determining the return on investment (ROI).

Note

1. Agency for Clinical Innovation, “Knowledge Management: An ACI Approach”
(Chatswood, NSW, Australia: Agency for Clinical Innovation, 2013), page 18,
accessed July 10, 2014. http://www.aci.health.nsw.gov.au/__data/assets/pdf_
file/0019/203680/ACI-Knowledge-Management-Approach2013.pdf.


http://www.aci.health.nsw.gov.au/__data/assets/pdf_file/0019/203680/ACI-Knowledge-Management-Approach2013.pdf
http://www.aci.health.nsw.gov.au/__data/assets/pdf_file/0019/203680/ACI-Knowledge-Management-Approach2013.pdf

CHAPTER 16

Making the Business Case
and Determining ROI

At the point at which you are writing the strategy document, it will not be
possible to calculate and define an accurate Return on Investment (ROI)
for Knowledge Management. You are not yet proposing to roll out KM
across the whole organization; you are merely asking for the funding to
run some pilot projects. The results of the pilot projects should then allow
you to make a proper business case supported by an ROI figure.

You have already made the business case for a strategy; we showed
you how to do this in Chapter 3. If there is still suspicion or concern in
your organization about the value of doing KM, then you may choose
to add an outline business case and ROI in your strategy document in
order to justify investment in piloting. If you haven’t picked up any
signals about concern over value, then don't include the business case,
as it may raise more questions than it answers.

The main message you need to get across in the outline business case
is the scale of the value, or the “size of the prize” that KM might deliver

in the long term.

Estimating the Size of the Prize

Estimating the size of the prize/reward/payback from KM is a tricky
step, but there are a few ways to address this.
First, you will have a series of benefit estimates from your discus-

sions about potential pilot areas, and you can use these as an order of
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magnitude estimate. For example, if one operational division believes
it would be worth tens of millions of dollars to have better access to
knowledge, and there are 10 operational divisions, then you can assert
that the scale of the prize is hundreds of millions.

Second, you can gather some baseline statistics, in areas such as the

following:

Increasing Market Share—Win Ratio

Improved bid success rate is a commonly applied focus for KM in organ-
izations that win work through competitive bidding. To make an esti-
mate of how much value KM can bring, you need to know your average
bid success rate as well as the bid success rate of your best bid team. If
all the bid teams could reproduce the success of the best team, work out
the ballpark value of that added business. Next make a plausible estimate
of how close you could get to that success rate if you could transfer the
crucial knowledge from the best team to the other teams. It’s unlikely
that KM alone will bring each team up to the standard of the best, but
maybe you can get them 20 percent of the way there.

The potential value of the KM program is equal to the value multi-
plied by the effectiveness. For example if the average bid success rate is
30 percent while the best team delivers 50 percent, you might calculate
that it was worth $50 million to bring everyone up to the level of the
best, but that transferring knowledge through KM could close the gap
by 20 percent. In this case the expected return from KM is 20 percent
of $50 million, or $10 million.

Now you could argue that 20 percent improvement is quite a soft
target. Why not aim for 50 percent? Why not aim for 100 percent?
And yes, maybe it is a soft target, but experience of KM business cases
has shown us that the best policy is to under-promise and over-deliver.

Increasing Market Share—Improving Time to Market

The faster you can get your new product or offer into the market the
more likely you are to be the dominant player in that market, and
to capture the dominant market share. This principle is frequently
referred to as the first mover advantage. To estimate the value that
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KM might deliver in this area, you again need to get some baseline
data. What is your best historical time to market? What is the average
time? If you could capture the knowledge from the best projects, by
what extent might you improve that average? If you improved time to
market, what additional market share would you capture, and what
would that additional business be worth? It is important, in every case,
that credible people in the business estimate these figures, based on
good historical data. Then again you need to estimate how effective
KM could be in delivering that accelerated time to market. In this
case, the equation is not a simple one, as there will not be a linear
relation between the accelerated time to market and the increased

market share.

Increasing Market Share — New Markets

New market entry is a similar case to the time-to-market example. If
you can enter a new market quickly and efficiently through applying the
knowledge from the past, you can potentially gain first mover advantage
and capture a larger market share. We worked with one company in a
knowledge exchange focused on new market entry in the Far East, and at
the end of the exercise, estimated that we had exchanged knowledge that
would improve the ROI by $4.8 to $6.5 million.

Another of our clients compared market penetration in a number
of new markets, and estimated the value that would be delivered if
each new market showed the same level of penetration as the best.
This value figure is worth billions, and is the prize that their KM pro-
gram is accessing through constructing community-based task forces
to share knowledge between marketing teams in existing and emerging
markets.

Increasing Margins — Global Harmonization of Best Practices

Imagine you are working in a business with multiple operating or
manufacturing sites. Operations cost, and manufacturing cost, will
vary from site to site. KM gives you the opportunity to reduce these
costs, by transferring lessons learned and best practices from low cost

sites, to improve the performance of high cost sites.
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In order to make a business case for your KM intervention, you need:

A good set of benchmark data on current operational costs, bro-
ken down as far as possible into the different factors

o An estimate of how effective KM could be in normalizing those
costs

o A desire across the business to improve. The high cost sites need
to want to improve. The low cost sites need to want to help
them.

For example, one of our clients looked at one of their major cost ele-
ments, water usage, and benchmarked it around their global sites. They
set a target of top quartile, and assumed that KM, at the very least, would
move each site 10 percent of the way towards this top quartile target.
Even this modest estimate of improvement was worth $7 million annu-
ally to the organization, which would more than cover the costs of the

community of practice needed to exchange the knowledge.

Increasing Margins— Optimizing the Learning Curve

Any new plant, or new operation within a plant, will experience a
learning curve. Initially it will run inefficiently, but as the expertise of
the team improves and methods of working are perfected, a maximum
efficiency will be reached. Production time will decrease; production
cost will decrease. You could assert that the only thing the team has
at the foot of the curve, which it did not have at the top, is knowl-
edge; knowledge of how to configure and run the plant at maximum
efficiency. All of the area under the curve represents the cost spent in
acquiring knowledge. KM can accelerate the learning, and by allowing
more efficient and effective learning can reduce these costs.

While the learning curve effect is seen in all repetitive operations such
as installing double glazing, building small retail shops, or repairing traf-
fic lights, the value that can be delivered from learning faster is greatest for
high-cost operations such as drilling oil wells, building airports, or open-
ing factories. Oil companies drill a series of wells on each oil field and

the cost of these wells inevitably comes down over time. Comprehensive
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records of these costs are kept, allowing a historical database of learning
curves to be developed. These show the difference in value between teams
that learn quickly, using KM tools and techniques, and those that do
not. See what records you have that demonstrate learning curves, find
the examples of fastest learning, and calculate the value that would be
delivered if all programs learned just as quickly.

Increasing Margins — Risk Reduction

Risk is a source of potential cost or lost revenue. Whether it is the risk of
losing a client, the risk of making a repeat mistake, the risk of shutting
down an operation, or the risk of producing a substandard product, all
risks carry cost. Knowledge can reduce risk. If you know what to do, then
you can avoid, or manage, those risks. If you are trying to make a business

case for KM through risk reduction, you need to estimate:

o 'The financial impact of the risk
o The current likelihood of the risk
o 'The degree by which the likelihood will be reduced by your

planned KM intervention

Ask people from the organization to estimate the first and second of
these, while you may need to come up with the third estimate.

Very often, when KM supports risk reduction, the magnitude of the
risk makes the business case for approving the KM program obvious.
One of our clients, who provided service to a global customer base,
saw the potential value in KM when the same error in service delivery
was picked up by the same global customer in three separate sites. They
realized that if this were to happen a fourth time they would lose that
customer, with a massive impact on revenue. As a result they invested
in building a community of practice, so that errors could be reported

and solutions exchanged on a real-time basis.

Increasing Margins— Decreasing Overhead

One common method for justifying investment in KM is to estimate

the increase in productivity KM will give you through reducing the
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time you spend seeking knowledge. Hughes Space and Communica-
tions Group took this approach in the 1990s, when they found that
their employees were spending 40 percent of their time performing
knowledge work that others had done. If employees could find the
knowledge they needed, rather than needing to reinvent it, they could
free up personal productivity. Imagine the potential benefit to your
organization if you could provide your best thinkers, most efficient
workers, and most innovative staff with more time for innovative
thinking. Imagine what they could do to your competitive position
in the marketplace.

In companies that provide time-written billed services to cli-
ents, such as lawyers or consultants, a decrease in overhead may
be one of the few ways that KM can increase margin. One of the
main consulting companies focused its KM efforts on reducing the
time needed to submit and negotiate a bid, which is of course non-
billable time. They were able to reduce this time from between four
and six months down to two months through giving people access
to a library of bid best practices, thus reducing the non-billable
overhead.

Calculating ROI

Once you have an idea of the scale of the prize, then you need to
estimate the scale of the investment. The ratio of prize to investment
is your ROI figure. Your investment in KM in the long term would

include:

o The purchase for development cost of any new software
o Software maintenance costs

« Staffing needs and travel costs for the KM implementation
program

« Stafhing needs and travel costs for any central KM coordination
after implementation is complete

o Staffing costs for new roles, such as community coordinator
roles
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Looking For Analogs

Another way to estimate the value that KM could bring to your organ-
ization is to look at case studies from other companies and use these
for comparison with your own organization. In the examples the ROI

is large, with return being at least 10 times the investment.

o Caterpillar claimed total savings of $75 million in the period
2003-2008 from its communities of practice, against the
original investment of $2.5 million; a thirty-fold return on
investment.!

o Shell claimed an annual value of $200 million in value from
their online communities of practice, against an annual cost of

$5 million.2 ROl is therefore forty-fold.

o Siemens, in 2001,3 claimed that their ShareNet KM system
added $122 million in sales against a cost of $7.8 million;
a fifteen-fold return.

o Research from the Cisco Internet Business Solutions Group
showed that in fiscal year 2008 Cisco used collaboration to reduce
costs by $251 million, to increase profit margin by $142 million,
and to generate time savings for employees worth $380 million.*

« A 2002 APQC article® quotes the following ROI examples;

o Chevron Texaco; Two billion dollar reduction in annual
operating costs (1991 v. 1998). $670 million came from
refining best practices. Total investment of more than $2
million (total figure unknown).

o Schlumberger; $200 million cost savings, 95 percent
reduction in time to resolve technical queries, 75 percent
reduction in updating modifications. Total investment of
approximately $20 million; a ten-fold return on investment.

o Cap Gemini Ernst and Young. Ten-fold increase in revenue
with only five-fold increase in employees.

o IBM Global Services. 400 percent increase in service rev-
enue. Time savings of $24 million in 1997. Approximately
$750K to start up, $750K annually to maintain.
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ROI Examples
Few of the public domain published KM strategies provide a Business

Case or RO, as most of these are from the public sector where ROL is less
commonly used. The example below comes from the Miller, Walker, &
Thompson LLP Knowledge Management: Strategic Plan® (for details of
the ROI calculation, please refer to the referenced document).

Cost-Benefit Analysis

Before embarking on a project as substantial as a knowledge
management system, it is important to perform sufficient
analysis of the costs and benefits of the implementation.
For this reason, I have prepared a return-on-investment cal-
culation for MWT’s project for the first year or the year in
which the KMS is implemented. . . .

The Return on Investment for MWT’s KMP is expected
to be 13% in the first year. It is important to note that
this realize is expected in the year of implementation, or
the year in which the greatest number of costs are to be
incurred. In the future, these costs of the KMP are expected
to shrink. This return is expected to grow at a substantial
rate in the following years as greater benefits, namely reduc-
tions in costs, are expected.

Additionally, at some point in the future, the firm will
likely realize a growth in revenues as a result of the KMP
as the KMS will create more effective and eflicient pro-
cesses which will lead to innovation and the expansion

of operations.

Summary and Next Steps

The business case is important. The scale of the benefits determines (or
justifies) the scale of the investment you are asking for. Benefits from
KM can come from increasing the win ratio on bids, improving time
to market or new market entry, harmonizing best practices, accelerat-
ing learning curves, reducing risk or reducing overhead. Sense check

your figures against some of the available analogues.
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If your business case is not mature, big, or convincing enough to
gain high-level support for KM, then you may need to revert to what
is known as a “guerrilla” strategy for KM, which we will describe in
the following chapter.

Notes

1. Vicki Powers, “Virtual Communities at Caterpillar Foster Knowledge Sharing,”

June 2004, www.vickipowers.com/writings/virtual-communities.htm.

2. Laura Gibbons Paul, “How To Create A Know-It-All Company,” June 13, 2007,
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it-all-company.html.
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CHAPTER 17

The Guerrilla Strategy

All of the advice in Designing a Successful KM Strategy, up to this point,
has assumed that you have been able to gain some level of management
backing for your Knowledge Management activities; enough backing
to commission you to write a strategy, and enough interest from senior
managers to read and evaluate the strategy once written.

But what if you have no backing at all? What if there is nobody par-
ticularly interested in KM in your organization? What if your senior
managers don't care about the topic, aren't interested in a strategy, and
wouldn’t read it even if it were written? In this case, much of the advice
that we have provided so far—agreeing on a vision, finding the organi-
zational drivers, selecting the critical knowledge areas, and so on—will
not be very helpful to you. In some organizations it’s even worse than
that. In some organizations, senior managers see KM as a threat, or as
tarnished goods, “something we tried in the past that failed.”

In a situation like this, your only recourse is to take a strategy we
call the “guerrilla KM,” or “stealth KM.” You have to work under-
cover for a while. But please don't treat this as a long-term strategy.
This is a strategy for gaining support for implementation, rather than
for implementation itself. There is a real limit to what you can achieve
if you are trying to succeed without management support, to succeed
despite a lack of leadership, or even to fight against the powers that
be. The purpose of a guerrilla military unit is only to escape detection
until they make a big impact on a strategic target, like a bridge or a
railroad. The purpose of the stealth bomber is only to escape detec-
tion until they drop a bomb. The purpose of the guerilla knowledge
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manager is only to work undetected until you make a “big bang” and

achieve a spectacular and strategic success.

The Guerrilla Strategy

The first step of the guerrilla KM strategy is to choose your sphere of
operation. Effectively, you are looking for a KM pilot project that you
can get permission to run. We talked about pilot projects in Chapter 15,
and the principles for a guerrilla pilot are the same as for a normal pilot:

 You need to find a supportive manager — someone who sees the
potential that KM can bring, and who already has a problem
that KM can solve. If you really can’t find a supportive manager,
then you can be the manager, and implement KM in your own
unit, but this is very much a second best approach.

+ You need to be able to demonstrate and measure success in
business terms. You need a clear metric, and the opportunity to
make a big difference. Your pilot should not be a pilot of a tech-
nology, or approach, or a new tool; it should be a pilot of the
complete KM framework in order to solve a real and important
business problem.

 You need to have the potential to scale up the success so that
when the pilot is over, you have not just delivered success to a
supportive manager, you are bringing valuable knowledge to the
rest of the organization.

 You have to have the resources to do the pilot. The resources are
likely to be your own time and energy; these are not boundless
and you cannot afford to fail. The guerrilla who fails vanishes
without a trace.

Ken Miller, in his blog post “Guerrilla Warfare: How to Create
Change When You Are Not in Charge”! gives some excellent addi-
tional advice:

Focus on areas that will have high impact, high visibility
and a high probability of success. Work on and dramatically
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improve a system that makes everybody take notice—
customers inside the organization and out, employees, and
upper management. The response you want is, “How did
you do that?”

Don’t make the mistake of piloting the concepts on low-
hanging fruit. Think big. We're not talking about mov-
ing the coffeemaker closer to the break room. If nobody
notices what you've done, youve missed the point of
Guerrilla Warfare. And if everybody notices what you are
doing before youre done, you have also missed the point.

The second step of the guerrilla strategy is to deliver the success.
Again, you need to follow the advice in Designing a Successful KM
Strategy. Get clear on the organizational drivers within the pilot area,
understand the critical knowledge, create a local framework, identify
and work with the local stakeholders, and drive a change in behavior
at the local level. If you have little time and little money, focus on con-
necting people, and on knowledge pull. Techniques such as communi-
ties of practice, peer assist, knowledge exchange, and knowledge visits
can all generate a quick value return for relatively little outlay.

The third step is to publicize the success. Celebrate noisily. Put up
banners, hold a party. Invite the manager to the celebration. Get the
individuals involved in the pilots to tell the story of the success. Record
them on video. Embed the video into presentations for senior man-
agers. Post the video on the intranet. Write stories in the organization’s
magazine or newsletter. Tell the stories in external conferences. Much
of guerrilla warfare is about propaganda — if nobody hears about the
“big bang” then the guerrilla has failed.

Finally, you need to transform your success into high-level support.
This is the point at which you start to bargain with the senior manag-
ers. Show them the local value you have created through KM, and
promise them that you can scale this up across the whole organization,
with little risk and high levels of return on investment. All you need
from them in return are resources and support to enable you to take

the next step.
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A Guerrilla Strategy Requires Bravery

Sometimes people instinctively choose a guerrilla strategy to start
a KM initiative because they believe it is less risky. They feel that
by working undercover and out of sight, they can avoid high-level
challenge; the sort of challenge that might lead to the cancellation of
the KM program. However, we would recommend that instead you
consider the experience of one knowledge manager, which was shared
with the delegates at the KMUK conference in 2011.

This person was the head of KM at a major European company.
He had been in the position for many years, and was making steady
though slow progress. Then, in 2010, he had a breakthrough, resulting
in the most productive year in KM he had ever had. The reason? He
had lost his job.

Or, perhaps to be more exact, he was under notice that his KM post
was closing.

This turned out to be a liberating experience. Released from the
fear that he might lose his job (because he knew the axe had already
fallen), he decided to live dangerously. Instead of waiting for permis-
sion, he acted. Instead of working through his boss, he went directly to
the CEO. Things started to happen, the CEO liked what he saw, and
the KM train started to accelerate. Not only that, but he was offered
another KM post within the company.

The lesson from this is that if you are going to make KM work, you
have to be bold. You have to live dangerously, because implementing
KM, like implementing any other change process, takes courage, dedi-
cation, perseverance, and a thick skin, and it requires you to work at
some very difficult conversations.

The lesson from this experience is that stealth KM, or guerrilla
KM, is not necessarily the low-risk option. You will only remain
below the radar as a guerrilla for as long as it takes to make the “big
bang,” at which point you have to come out into the open and parlay
that success into a seat at the high table, and the opportunity to gain
high-level support.

Then once you have the high-level support, go back to Chapter 5 of
Designing a Successful KM Strategy and continue from there.
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Summary and Next Steps

A guerrilla strategy for KM may be your only option if you have no
access to high-level support. The guerrilla strategy involves working
at lower levels in the organization, using whatever sponsorship you
can obtain, until you have created enough evidence of value that you
can make the case for higher level support. The guerrilla strategy is
not easy, and requires bravery; the purpose of a guerrilla strategy is to
provoke attention, not to hide out of sight.

The guerrilla strategy is not the only special-case strategy, and in
Chapter 18 we will look at another special case: the knowledge reten-

tion strategy.

Note
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CHAPTER 18

A Retention-Based Knowledge
Management Strategy

Many Western engineering-based, manufacturing, and utility compa-
nies face an imminent and potentially catastrophic crisis. This is high-

lighted as follows in a study from a utility company.!

o 'The average U.S. utility worker is 44 years old, and the average
U.S. craft worker is 50. (Average U.S. worker is 37.)

o Within 4 years, as many as 60 percent of today’s experienced
workers will retire

o The shrinking labor force leads to an increased competition for
talent

o 80 percent of utility industry HR Executives identified the
aging work force as their biggest worry

o Less than half have a strategy in place to deal with this problem.

The figures are typical. It is estimated? that more than a quarter
of the U.S. working population will retire in the next 5 years, while
in the United Kingdom, people belonging to the 45- to 59-years-old
range will soon constitute the majority of the active workforce. Highly
strategic and knowledge intensive jobs are mostly filled by baby boom-
ers who will be heading for retirement in the near future. If nothing
is done, the knowledge they hold in their heads will leave with them,

and the capability of the organization will slip away. Industry is racing
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toward a demographic cliff-edge, and Knowledge Management will
provide the only parachute.

If your organization is in a situation like this, then it is quite possi-
ble that your KM Strategy will focus on one issue only, namely knowl-
edge retention and transfer.

This is a special case of KM Strategy, and so merits a chapter on its
own. This strategy takes an organization-focused look at the risk and
the urgency, prioritizes topics and individuals for retention activities,
and puts in place a planned and monitored approach to retaining and
transferring the knowledge to new and younger staff. The components

of the strategy follow.

Business Driver

In Chapter 6 we discussed a number of business drivers for KM. A
retention strategy has only one business driver: risk reduction. If noth-
ing is done to retain and transfer knowledge, then the organization
faces a steady decrease in competence and a steady increase in business
risk. An example of the risk of knowledge loss is shown in this story

from the Aberdeen Press and Journal?.

When Boeing offered early retirement to 9,000 senior
employees, an unexpected rush of new commercial airplane
orders left the company critically short of skilled produc-
tion workers.

The knowledge lost from veteran employees, combined
with the inexperience of their replacements, threw the
firm’s 737 and 747 assembly lines into chaos. Overtime
skyrocketed and workers were chasing planes along the line
to finish assembly.

Management finally had to shut down production for
more than three weeks to straighten out the assembly pro-
cess, which forced Boeing to take a $1.6 billion charge
against earnings and contributed to an eventual manage-

ment shake-up.
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Although this story refers to a planned retirement, and represents
an extreme case, unplanned retirements and resignations can also con-
stitute a real business risk if business-critical knowledge is held in the
heads of a few experts.

Scope and Vision

The scope of your strategy should cover all of the jobs and all of the
functions within the organization where there is significant risk of
knowledge loss; in other words where the workforce is approaching
retirement age. The vision might be something like this:

“Effective and smooth transfer of knowledge from retiring experts,
so that the business suffers no loss and no added business risk as the

experts retire.”

Critical Knowledge Areas and Assessment of the
Current State

A key stage in preparing a knowledge retention strategy is to map out
the scale and urgency of the problem (refer to Chapters 8 and 9 for
more coverage). This scan can take place in one of two dimensions:

A scan of the knowledge topics, characterizing them by attrib-
utes such as criticality, the level of documentation, the level of
spread within the organization, and the risk of loss.

o A scan of the individuals, characterizing them by the knowledge
they hold, and the imminence of their departure.

Choose the first option for large organizations, where there are more
topics than individuals, and the second option for companies with 100
staff or less. Whichever option you choose, the result of the scan will be
a map of the organizational knowledge, identifying those areas where
the risk of loss is highest, the consequence of that risk is greatest, and
the need to act is most urgent. This allows a high grading of the areas
for retention activity.

It is those high-graded areas that represent the critical knowledge
areas within the strategy, and which will prioritize your efforts in the
short term.
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KM Framework

The knowledge retention strategy is an unusual strategy in that it is
largely driven by urgency. The KM framework that you apply depends
on the circumstances and specifically how much time you have avail-
able. The strategy is driven by triage as much as by anything else.

Plot each of the high-graded retention areas on the Boston Square
shown in Figure 18.1. The two axes to this square are the time it will
take to transfer the knowledge, and the time available for transfer.

Where the time needed to transfer knowledge exceeds the available
time (top left quadrant on Figure 18.1), the retention program is in
reactive mode, and the focus is on capturing as much knowledge as
possible while there is still time. The departing expert works with inter-
viewers and knowledge capture staff to ensure that the most valuable
knowledge is captured and documented.

Where the time needed to transfer knowledge matches the available
time (top right and bottom left quadrants), the focus is on both capture

and transfer, and the departing experts work with their replacements,

Little time available

4 N I
fUrgent— Focus on
‘ocus on
transfer
capture
Much time _\. N /' Little time
needed Ve ~N | ~N needed
Focus on AppKI,)\/AfuII
transfer
framework
\_ 1\ J

Much time available
Figure 18.1 Triage plot
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through coaching and mentoring and through interviewing, at the
same time as documenting the crucial knowledge.

Where the time available is significant (bottom right quadrant) a
departing expert can be involved in a wider KM role, ideally as the
leader of a community of practice and the owner of a knowledge asset.
Knowledge can be captured and transferred as part of his or her normal
job, thus reducing the risk of knowledge loss. If your critical knowl-
edge plots in the bottom right quadrant, you don’t need a specific
knowledge retention strategy; you need a full KM strategy.

In each case, there are the additional options of replacing the expert
with somebody equally experienced, or of removing the need for that
expertise. For example, if the only person who knows how to operate
a particular software program is leaving, then maybe the cheapest and
most effective solution would be to replace the software program.

Regardless of the reason for the knowledge retention strategy, you
need to do a lot of knowledge capture. If the knowledge is not captured
but rather is only transferred from one head to another, then you are
merely postponing the risk of loss. We recommend that the more jun-
ior staff lead the knowledge transfer exercise, capture the knowledge,
and structure it within a knowledge repository so that it is available
to them and their colleagues in the future. Using the juniors to cap-
ture the knowledge removes some of the burden from the experts, and
allows the experts to check, through reviewing the captured knowl-
edge, whether the juniors fully understand the transferred knowledge.
The documented knowledge needs to be stored in a wiki, portal, or
other knowledge base, which can be owned by the relevant community
of practice and kept populated, alive, and up to date.

Stakeholders

Once triage analysis is complete, the stakeholders can be identified (see
Chapter 14). Stakeholders usually include the following;

« Managers of the business units with the greatest risk of reten-
tion loss

o Departing experts
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o Successors to the departing experts
« Communities of practice in the areas of expertise

o Human Resources department

One of your key stakeholder groupings will be the people within
the organization who have clear accountability for the retention and
transfer process. Depending on the situation, this can lie with the
relevant supervisor or manager, with the functional leadership (chief
engineer, head of maintenance, etc.), with the HR department, or with
the KM team.

Change Management

A retention exercise is, in many cases, a reactive stopgap measure to
cover a specific risk, and does not have the same culture change over-
tones that many other KM strategies do. However, there will be an
element of change management (discussed in detail in Chapter 13)
and communication in the way you deal with the stakeholders, and
in any retention exercise requiring extensive knowledge transfer the
people involved in the transfer will need to be trained in the skills of
knowledge harvesting, interviewing, and knowledge packaging. Simi-
larly the departing experts will need an introduction to coaching and

mentoring skills.

Piloting

Selecting a pilot (as detailed in Chapter 15) within a retention strat-
egy should be relatively straightforward; you find the most urgent and
important knowledge retention issue with the most cooperative people

involved, and start there.

Governance of the Strategy

You will need an element of governance in your strategy, so that
you can be sure knowledge retention and transfer are proceeding as
planned. The owner of the retention and transfer process works with
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the departing expert, and with the successor (if available), to create a
detailed plan for knowledge capture and transfer. The plan is owned
by the owner, the expert, and his/her successor, and represents a series
of activities including knowledge capture, documentation, mentoring,
training, and coaching. Each knowledge topic, or each departing indi-
vidual, is covered by a single plan.

During the retention and transfer activities, the plans are moni-
tored and the situation is reported to management through a retention
dashboard. Management can therefore be reassured that the risk of

knowledge loss is being fully and effectively addressed.

Example

An interesting example of a knowledge retention strategy is offered
by the Los Angeles Bureau of Sanitation®.

In this document, the priority individuals were identified through a
cross-plot of age and tenure as shown in Figure 18.2. Those individuals
aged 50 or older, with more than 20 years tenure, were chosen as the
high priority area.

A second step was to identify individual personnel through a series of

focus groups and a survey of Bureau division managers. Each division

50 or older
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Figure 18.2 High grading staff by tenure and age
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manager was asked to identify the top three people in their division who,
if they were to leave the Bureau, would severely impact its operations.

Finally the most critical knowledge areas, for highest priority atten-
tion, were identified as follows:

 Enhancing Bureau knowledge of the collection system
« Troubleshooting of wastewater treatment facilities

» How natural disasters (e.g., earthquakes) have been handled in
the past.

For each of these areas, the Bureau developed a KM framework

based on the following four elements:

« Human resource policies and procedures
» Knowledge transfer practices

o Information technology applications to capture, store, and share

knowledge

» Knowledge recovery initiatives

Summary and Next Steps

A retention-based KM strategy may be appropriate in certain cases,
where the business imperative is driven solely by the risk of knowledge
loss as experienced staff retire. The strategy involves identifying the
critical knowledge areas at greatest risk of loss, and applying a triage
approach to identify whether to focus on capture, transfer, or a com-
plete KM framework.

Once your strategy is complete, whether it is a full strategy, a guer-
rilla strategy, or a retention strategy, start preparing for the next steps by
putting the delivery organization in place, as described in Chapter 19.
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CHAPTER 19

Building the Implementation
Team

Once you have drafted your Knowledge Management (KM) strategy,
presented it to senior managers, and have been given the go-ahead
to proceed, what happens next? Designing a Successful KM Strategy is
not a guide to KM implementation and delivery (that would be an
entire book in its own right), but in this chapter we will help you with
the next step by recommending how your implementation team and
organization should be structured.

Once your KM strategy has been submitted to management and

you have received approval to proceed, you need to:
 Appoint the KM team leader
 Appoint the KM team
o Determine reporting lines for the KM team

« Appoint the steering team

o Plan the implementation

More detail on each of these steps follows.

Appointing the KM Team Leader
A leader for the KM program may already have been appointed. If you

are creating the KM strategy document, this may in fact be your role

However, let’s think for a moment about the ideal characteristics of a
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KM team leader (if you don’t possess these characteristics yourself, you
may prefer to play a supporting role, perhaps as knowledge manager
for the KM team) The characteristics of the leader are among the key
indicators of success of the KM program We have seen several KM
initiatives fail because the wrong leader was chosen, and others succeed
through excellent leadership.

First and foremost, the leader must be a change agent—a visionary,
with drive, focus, and creativity. The leader will need to initiate action
and activity with enthusiasm, and not to try to hold onto KM; it has to
be passed on to others for them to take the KM baton and run forward
with it. The leader needs to be the agent and driver of change and the
initiator of change in others.

Additionally, the leader needs cross functional skills and influenc-
ing skills. Influencing is critical; the leader needs to influence other
people who are not in the KM team such as the key stakeholders in the
organization.

The leader needs a strong profile in the organization. He or she needs
to be an insider who knows the organization, the way it is structured,
the language and jargon that is used, and the stories that are told. In
particular the leader needs to know the people within the organization
and to be very well networked.

If you can’t get an insider to play this role, you will need to hire
someone with strong interpersonal skills, excellent communication
and listening skills, and the ability to quickly understand what the
issues are in an area.

Above all, the leader needs to be able to translate KM into the day-
to-day working language of the organization. The key word here is
“translate.” The KM leader, and indeed any KM professional, needs a
grounding in KM theory and concepts, and is perfectly entitled to use the
jargon and the technical terms when planning, designing and delivering a
KM approach. But that jargon and dogma has to stop when you reach the

internal customer. Here’s what a knowledge manager said to us recently:

I would be suspicious of any KM leader using KM ter-
minology. I would like to hear business and customer
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terminology. When queried and challenged on that, then
they can explain it in a KM way. To me, that would suggest
they understand the customer, and they understand KM

and how to apply it to the customer and vice versa.

Finally, the leader needs patience. Lots of patience! The leader needs
to be in KM for the long haul.

Appointing the KM Team

Once you have the leader of the KM team in place, you need to
appoint the rest of the team. As we explained in Chapter 9, three of
the enabling elements of KM are people, process, and technology;
you need people on the KM team who can address these three ele-
ments. You will need people skills, you will need process skills, and

you will need technology skills.

People Skills

Coaching and training skills are some of the core “people skills” needed
by KM team members. The aim of the KM team is to introduce new
behaviors, new practices, new roles and new accountabilities to the
organization, and so the team will need people skilled in training,
coaching, and mentoring. Look for people with skills as change agents
and business coaches. It is likely that one or more people with a train-
ing background will be on the team.

Facilitation/influencing skills are also important. The KM imple-
mentation team has a hard job ahead of it, changing the behaviors and
ultimately the culture of the organization. They will be working very
closely with people, often skeptical people, and they will need superior
influencing and facilitation skills. Secure facilitation training for the
KM team members if they need it.

Finally, you will need somebody on the team with marketing and
communication skills. The early stages of implementing KM are all
about raising awareness, and selling the idea. The KM team needs at

least one person who is skilled at presenting and marketing, and who
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can manage and deliver against the communications strategy, as part of
the change management described in Chapter 13.

Writing skills are also important. The processes of knowledge capture
and packaging are in some ways akin to journalism. Interviewing, group
interviewing (e.g. retrospects), analysis, summary, write-up, and pres-
entation are all part of the stock-in-trade of journalists and knowledge
managers alike. Make sure there is at least one person on the team with

journalistic or technical writing skills, and preferably more than one.

Process Skills

The members of the KM team will also need to be skilled in, or at least
familiar with, the operational processes of the organization. The organ-
izational backgrounds of the core team need to be varied. The KM
team will be attempting to change behavior, and to embed KM into
the operational processes across a large part of, if not the entire, organi-
zation, and therefore the team should contain people with experience
and skills in each major organizational subdivision. Certainly, during
the piloting stage you need people who understand the organizational
areas in which the pilots will take place.

Having people in the team with a business background helps to
establish the credibility of the team. When members of the KM team
are working with organizational projects, they want to be seen as part
of the organizational team, not specialists from the head office who
might know very little about operations. Team members must speak
the language of the organization, both the technical language and the
operational language, in order to help the leader translate the KM con-

cepts into operational processes.

Technology Skills

The KM team needs at least one person who has strengths in the details of
the current in-house technology, understands the potential of new tech-
nology as an enabler for KM, and can help define the most appropriate
technologies to introduce to the organization. Technology is one of the
main enablers, and you will need to analyze the current status of the KM
technology and select additional technologies to fill any gaps. Chapter 12
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discusses the work you may need to undertake to align the KM technol-
ogy, so ensure you have the right skills on the team to do this work.

Passion

The members of the team should be passionate about Knowledge
Management and the benefit it can bring. Team members must be
seen to be personally committed to KM if they are to retain credibility.
They need training in KM theory and practice, and access to books,
conferences and forums on the topic.

Finding such people is not easy, but changing the culture of an organ-
ization is not easy either. Without the right people on the team, you will
never get the right result, even with the best consultants in the world
to support you. However, with the right team, the right leader, and the
right approach, absolutely anything can be done, and KM implementa-

tion will be, if not easy, at least straightforward and successful.

Deciding the Reporting Lines

Should KM sit within HR? I'T? Somewhere else?

KM, as we discussed in Chapter 4 and again in Chapter 9, involves
attention to four things, people, process, technology, and governance,
which form one dimension of your KM framework. Each of these four
elements is vital, and each links to, and is supported by, other parts of

the organization as follows:

o The people aspect is linked to HR, as new roles and account-
abilities will need to be created, together with new career paths
and recognition schemes

o The technology aspect is linked to IT; as new applications, sys-
tems, and (sometimes) hardware need to be in place

o 'The process aspect needs to be linked to Operations, as new
processes have to be embedded into the operational workflow

o The governance aspect needs to be linked to the top manage-
ment, as their support, involvement, and drive from the top
is vital
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These four elements need to be in balance. Generally, if any one
of these supporting departments is “in charge” of KM, the balance
becomes distorted—not because of any negative intent, but just by
the nature and the natural way of thinking of the people within that

department. Consider these risks:

o KM that reports to the IT department risks focusing too heavily
on technology

o KM that reports to the HR department tends to focus too
heavily on people-related interventions such as communities
of practice, coaching, and training

o KM that reports to operations tends to focus too heavily on
operational process

o KM that reports to the governance body tends to focus too
much on policies

What's the answer? The answer is to run KM as a cross-functional,
separate small department, independent of these four, but to involve
the heads of all four supporting departments on a KM steering team

or steering committee, as these will be four of your most important

stakeholders.

The Steering Team

Any time we kick off a KM program with a client, we recommend that
they put together a steering team, or steering committee, to help steer
the program. This is the mechanism that keeps KM tightly aligned to the
needs of the business. The leader of the KM team does not report to the
steering team; he or she reports to a high-level sponsor in the sponsor-
ing department, and the steering team acts to advise both the sponsor
and the KM team leader.

We have already introduced the idea of a steering team in Chapters 4,
13, and 14, and once the strategy has been approved, it’s time to convene

the steering team. Select between 6 and 10 people in total, such as:

o The head of HR and/or the head of Learning and Develop-

ment, to cover the people aspect
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o Senior people in the main activity areas such as the head of
Marketing, the Chief Engineer, or the head of the Project
Office, to cover process aspects

 The CIO, CTO or the Vice President of Technology to cover
the technology aspect

o 'The Head of Strategy or Head of Planning to cover governance
aspects

o The sponsor of the KM program, to act as chair of the team

o Other high-level stakeholders identified through the stakeholder
analysis discussed in Chapter 14

The purpose of the steering team is to:

o Provide a source of additional input and insight from people
outside the core KM team to ensure the team doesn’t become
introverted and lose their business-led outlook

o Provide a source of rigorous challenge when needed (in a safe
environment)

o Further build and maintain the profile of KM
« Bring influential thought leaders closer to the KM program

« Help the KM team to see emerging risks and opportunities

Implementation Planning

Once the KM strategy and team are both in place, it’s time to build the
plan. You already have the pilots identified, you know what’s missing in
your framework that needs to be put in place, and you have a commu-
nications strategy and plan already crafted. You know the stakeholders
to influence, the departments to work with, and the key people who
need to be on-side. Now plan out the steps that you need to take, put
them in a timeline, and estimate the required resources.

Start with your agreed technology roadmap, your agreed pilots, and
your change management plan. Write out each step or task you need
to do on a sticky note, together with an estimate of the resource you

will need (the number of people-days, the cost of technology or travel),
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and put these notes onto a large, clear wall in order to start building
the plan.

Your plan will probably include the following activities:

» Management of change, including communication, training,
and awareness-raising activities

« Stakeholder interactions (reporting and review)
o KM piloting

« Developing baseline metrics and KPIs (key performance
indicators)

o Technology requirements analysis

o Documented knowledge lifecycle process

o Developing a high-level taxonomy and metadata
 Roles and responsibilities definitions

o Coaching of staff with KM roles

o Process definition

o Process testing

o Review and endorsement of the piloted framework
+ Governance definition

o Development of training and reference material

+ Development of a roadmap for roll-out of the KM framework
within the organization; including training

« Updating existing policies and standards to include the KM

elements

Once the plan looks reasonable and the activities are placed in a logical
order, transfer the tasks and resource estimates to a spreadsheet or project
planning software and start to add up the resources and the cost, adjust-
ing the timing of the various tasks to smooth out the resource load. This
is where you will truly begin to appreciate the magnitude of the imple-
mentation task and the resources you will need in order to be successful.
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The finalization of the plan typically includes a maximum of two
iterations involving review sessions with identified stakeholders; more
than two iterations results in loss of momentum and loss of interest by
the stakeholders. Reviewing the strategic plan with the stakeholders
and getting input helps with buy-in and support, and also ensures that

nothing has been misunderstood or overlooked.

Budgeting

With the plan comes the budget. Each step within the plan can be esti-
mated in terms of the cost of human resources and technology. Add
overhead. If your organization operates in many countries, assume
that you will do a significant amount of travel and designate time
and resources for training, reporting, and answering requests from the
organization. Check the budget to see whether the four elements of
people, process, technology, and governance all have a representative
portion of the budget. If 90 percent of the budget is going to technology,
for example, you have severely underestimated the other three elements.

Enjoy this step. If your strategy is sound and you have the support
you need from the top and the right people on the team, then moving

from strategy to tactics should be relatively straightforward.

Summary

This chapter has taken you through the next steps following comple-
tion of your strategy, including appointing the KM team and team
leader, setting up the steering team, and planning the implementation.
From here on, you're on your own, and the work of this book is done.
That said, if you have followed the advice within Designing a Successful
KM Strategy, then you have laid the best possible foundation for your
KM program, and can move forward with confidence.






CHAPTER 20

Final Words

For all the tools and technologies and nuances, and all the things we do
to complicate KM, at its heart it is about making sure that the decision
makers at all levels in the organization have access to the crucial knowl-
edge they need to make the right decisions. Then it’s about making
sure that the correct roles, processes, technology, and governance are in
place, to identify, capture, and transfer that organizational knowledge.
Finally, it’s about change management, and changing to a culture where
knowledge is an important asset.

The change management aspect of KM involves the hardest work.
There is great technology out there, well-defined processes that work
extremely well, an understanding of the roles and skill sets needed, and
there’s a good understanding of the governance elements. All of that is
easy enough. It’s the strategic change thats difficult, and that’s where
organizations most often go wrong with their KM programs. They do
the easy stuff, not the hard stuff. They buy the technologies, they print
the booklets, they work with the enthusiasts and sing with the choir,
but without a firm strategic grounding and a good change manage-
ment approach, they don’t deliver KM’s full potential.

By following the advice presented in Designing a Successful KM
Strategy, you will avoid this pitfall.

Creating your strategy will allow you to have the vital discussions
with the CEO and the senior management team about the value KM
can deliver to the organization, the business drivers it should be aligned
with, the critical knowledge that needs to be addressed, the change that
needs to be in place, the stakeholders who need to be engaged, and
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the top business pilot areas where you should make a start. Your strat-
egy document will be a record of those discussions, and will provide a
secure basis for the work ahead.

Your strategy will be your key reference document when the hard
work of change begins; when it is time to tussle with the hard-pressed
team leaders and work out what you can do to help them, and what
they can do to help you, to get out and work in detail with the pilot
projects, and to deliver the spectacular successes that will act as a bea-
con to the rest of the organization. Your strategy will also help you
engage the skeptics and the doubters and the people who are “just too
busy” for KM.

Your strategy will help you avoid leading one of the 80 percent of
KM programs that fail, by defining your vision, objectives, and prin-
ciples, and ensuring your KM program is fully driven by the organi-
zational needs. It will be a public record of your agreement with top
management about the direction KM will take and the areas on which
to focus. It will define the scope of your KM operations, and help you
avoid squandering precious resources.

Your strategy is the first and most important step on a successful
KM journey. Good luck, and enjoy the ride!



Appendix A: Communication

Plan Template

Part 1 - Communication until the first success

Target
Audience

Message

Medium

Frequency

Accountability

Approval

Steering

Group

Senior

Managers

Stakeholder
Grouping A

Stakeholder
Grouping B

Stakeholder
Grouping C

All Staff
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Part 2 - Communication of successes during trials
and piloting

Target

Audience Message | Medium | Frequency | Accountability | Approval

Steering

Group

Senior

Managers

Stakeholder
Grouping A

Stakeholder
Grouping B

Stakeholder
Grouping C

All Staff
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Part 3 - Communication during roll-out and training

Target

Audience Message | Medium | Frequency | Accountability | Approval

Steering

Group

Senior

Managers

Stakeholder
Grouping A

Stakeholder
Grouping B

Stakeholder
Grouping C

All Staff
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