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	1.  Introduction



	

	What is the KM Guidebook?
	The Knowledge Management (KM) Guidebook is a tool to help you create a common understanding of knowledge management and to assist you in recognizing knowledge management opportunities and applying knowledge management practices in your work environment.

	
	

	Guidebook Organization
	The KM Guidebook presents information in the same order that you should follow to implement knowledge management and roll out communities of practice in your organization.  For example, Sections 2 - 4 provide briefings for your use when “setting the stage” for a knowledge management initiative.   Likewise, Section 5 steps you through the conduct of a knowledge audit to better understand your organization’s level of awareness about knowledge management practices.  Sections 6 and 7 will help you to determine whether a community will solve business needs faced by your organization, and, if so, how best to scope your community to meet those business needs.  
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	Graphic depicts the recommended flow from “setting the stage” through sustaining communities over time
	The above graphic depicts the recommended flow from “setting the stage” through sustaining communities over time and illustrates the “bridge” between the KM Guidebook (blue, shadowed boxes) and the CoP Practitioner’s Guide (red boxes).  Document section numbers are denoted within each box, respectively. The remaining sections of the KM Guidebook provide supplemental information and resources, e.g., suggested reading materials that may be referenced within both the KM Guidebook and the CoP Practitioner’s Guide.

	
	

	Purpose of the KM Guidebook
	The purpose of the KM Guidebook is to provide common understanding of knowledge management objectives, methodologies, and business imperatives.  The KM Guidebook also provides prepackaged briefings as tools to assist in establishing a common understanding of knowledge management.  

This KM Guidebook is a companion document to the NAVSEA Enterprise Transformation Community of Practice (CoP) Practitioner’s Guide.  While the KM Guidebook helps understand knowledge management and whether a community of practice is an appropriate way for you to support knowledge management, the CoP Practitioner’s Guide is a tool to help launch a viable community, create relevant knowledge, build a knowledgebase, or provide “care and feeding” for a community’s growth.

	
	

	Audience
	The KM Guidebook is intended for anyone seeking to understand knowledge management concepts, objectives, and business imperatives for sharing knowledge.

	
	

	Some Context for this Guidebook
	In October of 2000, NAVSEA published its corporate strategy.  One of the Command’s seven strategic goals addressed knowledge management; specifically, having “the right knowledge for the right people at the right time.”
  The cornerstone of NAVSEA’s strategy for implementing knowledge management is to leverage organizational knowledge via communities of practice and associated knowledgebases.

	
	

	
	

	What is in the KM Guidebook?
	As previously noted, communities of practice will serve as the cornerstone of the NAVSEA KM strategy.  Therefore, the KM Guidebook focuses on ways to identify and launch effective, value-added communities that are linked to the Corporate Mission and Goals.  The KM Guidebook provides useful presentations, tools, and approaches for use by your organization.  The following describes the sections of this Guidebook.

	
	

	Packaged presentations that can be tailored to your needs
	Three presentations are provided in the KM Guidebook.  Each of these can be used for education and communication purposes throughout your organization.  They are intended as “starting points” and can be customized to ensure relevance to your target audience.  The three presentations include:  a KM Educational Briefing, the KM Command Strategy Briefing, and a KM Sales Pitch Briefing.  Each presentation is prefaced with an executive summary and provides information about its purpose, expected outcomes, intended audience, duration, and tips for presenting.

	
	

	Knowledge Audit
	The DoN KCO Toolkit offers a valuable tool in assessing your organization’s readiness for knowledge management – the Knowledge Management Assessment Tool (KMAT).   KMAT is a diagnostic tool (Internet-based survey) that helps assess how well your organization manages knowledge in terms of leadership, culture, technology, measurement, and process.  This section, though currently under development, will clarify how KMAT can be effectively leveraged in your organization.

	
	

	Community of Practice Determination
	Best practices conclude that effective communities are focused on real business needs and directly linked to the Corporate Mission and Goals.  This is confirmed by an American Productivity and Quality Center study which found that successful communities have direct links to a business problem or strategic opportunity.
  This section helps you determine, based upon your business needs, whether a community of practice is the right solution for you.

	
	

	Community of Practice Description
	Any successful initiative requires some concentrated planning.  This section helps you focus your community on business processes or functional counterparts (roles) by walking you through steps to determine community scope, organizing principle, membership, etc.

	
	

	Knowledge Management Roles and Responsibilities
	Community roles, e.g., community members and leaders, are described in Section 8.  These descriptions will be useful when clarifying “who is responsible for what” in your community.

	
	

	Community of Practice/ Experience Locator
	As knowledge management becomes more commonplace, there will be a need for people to find out if a community of practice exists for a specific interest or purpose, or to find a person with a particular skill or experience to help out with a business issue.  This section describes a Community of Practice/Experience Locator to be used to identify active communities, to help members of a specific community to network, and help non-members find help on a business topic.

	
	

	KM Incentives
	One of the biggest roadblocks to effective knowledge sharing is a cultural norm that rewards knowledge hoarding rather than rewarding knowledge sharing.  To overcome this, NAVSEA recognizes that incentives must be institutionalized to reward the right behaviors.  This section, though currently under development, will provide incentive approaches to help you motivate individuals to actively contribute to community knowledgebases.

	
	

	KM Points of Contact
	This section points you to individuals who can put additional information about a particular topic “at your fingertips.”

	
	

	Suggested Reading/Web Sites
	There is a tremendous amount of information available about knowledge management.  This section provides some suggested books, published articles, and web sites that you may find useful.

	
	

	
	

	How to use the KM Guidebook
	The KM Guidebook was designed to leverage existing materials and guidance in the area of knowledge management.

	
	

	Companion document to the DoN KCO Toolkit
	The KM Guidebook builds upon, and is intended to be, a companion to the Department of the Navy’s Knowledge-Centric Organization (KCO) Toolkit.  Rather than repackage this Toolkit, in some instances, the reader is referred to specific areas in the DoN KCO Toolkit for supplemental information.

	
	

	The CoP Practitioner’s Guide is a sister document
	The KM Guidebook is also a companion document to the NAVSEA Enterprise Transformation’s CoP Practitioner’s Guide.  The CoP Practitioner’s Guide provides detailed “how to” information to help you launch a community, create knowledge, build a knowledgebase, and sustain your community. 

	
	

	Scan margins for quick reference
	An information mapping approach was used to write the KM Guidebook.  Along the margins, the reader will find pointers to information contained in the associated paragraph.  The structure allows a reader to easily scan a page to find relevant information.

	
	

	Look for embedded “tips”
	The KM Guidebook is intended to provide a “how to” approach rather than a “what is” approach.  The sections include “tips” for Community Leaders, Core Group members, facilitators, and community members; key tasks and products; and tools, e.g., analytic techniques and sample agendas.

	
	

	
	

	Frequently Asked Questions
	The Department of the Navy (DoN) Chief Information Officer (CIO) is providing leadership in the area of knowledge management. The DoN CIO has published a Toolkit (DoN Knowledge-Centric Organization Toolkit) to assist naval personnel to navigate the world of knowledge.  Within this Toolkit, frequently asked questions (FAQs) are posed and answered.  Following are excerpts from the Toolkit that aptly describe what knowledge management is and how it benefits the enterprise, the organization, and the individual.

	
	

	FAQ
 — Why is it important to become a Knowledge-Centric Organization? How does it affect the bottom line?
	First, we have to understand the important role knowledge plays in today's world.  The advent of the Internet is producing a global economy, and this economy is built on information and knowledge.  Countries and organizations must adapt to this economy or not survive.  In turn, the availability of more information is increasing the complexity of decision-making, driving the necessity to ensure the right information is available when and where it is needed.  Knowledge-Centric Organizations connect people and deliver them the right information at the right time for decision and action.  They also learn constantly, innovate continuously, make quality decisions faster, reduce product and service cycle times, and accomplish their missions more productively.  The bottom line is a high performance enterprise, encompassing the individual, team and organizational levels.

	
	

	FAQ — Why is knowledge management important?
	Many organizations are primarily knowledge-driven. They take in data and information and produce either a product or service. In producing a product or service, they use their own, and others’, knowledge and information. Much of the knowledge in an organization is embedded in the minds of employees. Past experience and internal learning create processes, insights, methodologies, know-how and understanding, that, in a very real sense, represent what the organization is and how it adds value. Since knowledge is the most basic of all core competencies, its recognition, creation, application, and management become a vital concern for managers and leaders. 

	
	

	
	In its broadest form, knowledge management is the identification, storage, transfer, diffusion, measurement, creation, and use of knowledge throughout an organization.  It does not focus on databases or information technology, although it may use both. It does focus on people and process.  Its concern is with the knowledge of the organization: creating, storing, protecting, disseminating and applying it. When people need knowledge, is it the right knowledge and is it efficiently available? Do they know where to find it? Is it kept updated as learning occurs and better ways of doing things are discovered? The awareness of the value of knowledge to an organization, coupled with its management, acts as an integrator that improves cross-organizational communication and cooperation. 

	
	

	FAQ — What are the benefits of a KCO to the individual?
	The engine (steam, diesel, gasoline, electric and turbine) powered the Industrial Age. In the same context, the knowledge worker is powering the Knowledge Age. So what's in it for the knowledge worker? What does a KCO bring to the table for me? A KCO: 

	
	

	
	Enhances job performance.  KCOs offer the opportunity for adaptability in rapidly changing situations. You can quickly access, integrate and act on corporate knowledge, gain new knowledge, and efficiently find out what you don't know from a pool of organizational knowledge. These are factors that help you win in war and operate in peace.  Bottom line, you have the authoritative information you need to do your job.

	
	

	
	Increases collaboration opportunities.  The collaborative and sharing aspects of a KCO enrich the exchange between people and ideas at all levels of the organization. You can affiliate with others who can bring years of experience and thought to bear upon your focus areas. 

	
	

	
	Facilitates learning.  A KCO provides the opportunity for individuals to put new knowledge into practice while exposing them to new challenges. Since the value of individual knowledge becomes a major asset to the organization, an individual's contribution to this knowledge bank becomes recognized and rewarded. 

	
	

	FAQ — What are the benefits of a KCO to the organization? 
	New technologies and new ways of organizing work are eroding old hierarchies. The Knowledge Age is ushering in new ways to organize, train and equip the Naval Force as managing organizational knowledge becomes central to the Department's strategy. A KCO: 

	
	

	
	Enhances mission performance.  Operational and business performance improves as we recognize the strong correlation between knowledge management and mission accomplishment and becoming a Knowledge-Centric Organization. Knowledge management drives development of a knowledge base relating to the organization's core competencies. 

	
	

	
	Improves decision-making.  In an era marked by a proliferation of data and information and increasingly complex decision-making, Knowledge-Centric Organizations provide the systems that support delivery of the right information at the right time for decision and action. The very nature of KCOs - focused on sharing and collaboration - provides a foundation for integrating new knowledge into the decision-making process.

	
	

	
	Facilitates availability of expertise.  A KCO builds an understanding of "tacit" knowledge, defining content areas and identifying sources, thus serving as an intermediary between knowledge needs and knowledge sources. This "brokering" translates into availability of expertise which can be brought to bear on emerging issues. 

	
	

	
	Drives process improvement.  As the sharing of information becomes embedded in day-to-day activities, the flow and exchange of best practices increases, providing the fluid for true process improvement. In addition, the high visibility of content areas across the organization facilitates the exchange of new ideas regarding process change. 

	
	

	
	Reduces duplication of effort.  By having a common repository for capturing organizational knowledge, a system available to and searchable by every team member of the organization, duplication is easily avoided. Efficiencies accrue in reduction of wasted time and effort.



	FAQ — What are the benefits of a KCO to the Enterprise?
	The attributes that accrue to a Knowledge-Centric Organization are those attributes that enable a high performance Enterprise. A KCO: 

Leverages organizational knowledge.  This is the core concept behind bringing the right information to the right place at the right time. That knowledge and/or expertise must be both identified and available, and the user must understand their knowledge needs. In an operational context, this means the ability of our forward-deployed forces to reach back and tap into the knowledge embedded in the DoN infrastructure.

	
	

	
	Increases innovation and creativity. As information begets information, ideas beget ideas. The KCO provides access to a rich pool of ideas, providing a foundation for others to build upon, sowing the seeds for innovation and creativity. 

	
	

	
	Aligns strategic direction.  The more we can share information, the better we can collaborate, the more aligned we are in moving toward our vision of the future. This shared vision harnesses the collective energy of our people and accelerates improvement.

	
	

	FAQ — I’m hearing the term community used a great deal. What is this concept? How do communities differ from teams and projects? 


	Communities are primarily virtual, crossing operational, functional and organizational boundaries and sharing a common domain of practice (or interest). They are centered around knowledge creation and sharing, i.e., they are defined by knowledge, not tasks. Teams and projects are task oriented. Communities are driven by value and identity, rather than by formal charter and deliverables. Teams and projects generally have a more formal structure. Critical factors of successful communities include bringing together key thought leaders, choosing a focus that has a sense of urgency, ensuring open communications, and the fostering of trust, respect, and personal passion. Communities provide Enterprises with opportunities for mentoring, learning, and sharing ideas. 


	2.  Educational Briefing



	

	Purpose
	The purpose of this section is to provide a tool to be used to educate anyone interested in learning about knowledge management (KM), the Corporate strategy for rolling out KM, and communities of practice.  This briefing would be given to familiarize the audience with the concepts of KM and CoPs when an organization is starting to hear and think about KM.

	
	

	Expected Outcomes
	1. A better understanding of knowledge management 

2. A better understanding of the Corporate strategy for KM

3. A better understanding of communities of practice and the benefits that may be realized

	
	

	Intended Audience
	Anyone who has heard about, is interested in, or will be impacted by knowledge management.  This briefing has been crafted for any and all personnel in NAVSEA.

	
	

	Duration
	20 – 45 minutes with discussion

	
	

	Tips for Presenting
	Try to break up the presentation with real life examples drawn from the audience… this topic is best addressed by making it “real” to the audience.

	
	

	Education Points to be Made
	· Knowledge management is defined as the leveraging of intellectual capital.

· Knowledge capital is comprised of human, social and corporate capital.

· Knowledge management helps link knowledge resident in humans, as well as databases, together so that they may be brought to bear in meeting the mission of NAVSEA.

· The culture of a knowledge enterprise is one that connects the decision maker with the right information, one that makes quality decisions faster.

· Knowledge management is not a new technology; rather it uses technology to facilitate knowledge sharing.

· Knowledge management is a NAVSEA Corporate Goal.

· The NAVSEA strategy for implementing KM is a four-pronged approach: Create infrastructure, Build mechanisms, Promote a sharing culture, and Leverage best practices.

· The cornerstone of the NAVSEA KM strategy is communities of practice (CoPs).

· CoPs are aligned with Corporate Mission and Goals.

· The benefits of a CoP are significant.

· CoPs break down organizational boundaries, allowing access to needed knowledge.

· Collaboration can be facilitated through automated tools, such as CDMS.

· There are knowledge management resources available to you.

· Knowledge management will allow you to better serve the Fleet.

	
	

	Tool
	The contents of this briefing are available in a separate PowerPoint file.  This file provides both the slides as well as accompanying notes to assist the presenter in giving a consistent message.  Copies of the slides are provided in this section.
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	3.  KM Command Strategy Briefing – TBD 



	

	More to come…
	This section is currently under development.  Enterprise Transformation is finalizing its KM Strategy Briefing for insertion.

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	


	4.  KM Sales Pitch – Why KM? – TBD 



	

	More to come…
	This section is currently under development.  Enterprise Transformation is compiling this section (to include benefits, testimonials, and savings) for insertion.

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	


	5.  Knowledge Audit – TBD 



	

	More to come…
	This section is currently under development.  Enterprise Transformation is compiling this section (to include KMAT and PAT information) for insertion.

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	


	6.  Community of Practice Determination



	
	

	Purpose
	Do you have a business need that you think a community of practice (CoP) may address?  Do you play a role that is distributed throughout the NAVSEA Corporation that you believe would benefit by collaborating with others who play the same role?  This section will walk you through the steps to determine whether a community of practice is the appropriate approach to take in addressing your business need(s).  Once you have identified that a community of practice is appropriate, the next section will help scope and describe the community and its knowledge needs.  Once the community description has been cleared with the Functional Sponsor, you will use the CoP Practitioner’s Guide to help launch the community.

	
	

	Expected Outcomes
	· A clear understanding of a community of practice, the benefits that may be realized, and how a community differs from other types of teams

· A decision whether a community of practice is the right way to satisfy specific business need(s) that impact performance of strategic core business processes 

	
	

	Product
	Key business needs

	
	

	Key Tasks
	1. Define key business need(s)

2. Determine if community of practice will address business need(s) 

3. Leverage knowledge resources

	
	

	
	

	What is a Community of Practice?
	As with all soft, or more human aspects of conducting business, the definition of a community of practice is a bit hard to pin down, as it varies somewhat across communities.  Some general principles of communities are provided for your consideration.

	
	

	Far-flung ad hoc networks
	To some, communities of practice are “… far-flung ad hoc networks of people who have common interests.  The members of these communities, often operating across organizational and hierarchical boundaries, share knowledge, solve problems and exchange insights in ways the departmental structures don’t promote.”


	
	

	CoPs are not tasked to produce a specific output
	“Communities of Practice are groups of individuals who share a common role or working practice over a period of time, but are not tasked as a group to produce a specific output. The group of people in a Community of Practice may come from across organizational boundaries, for example "the logistics community." In best practice organizations, such groups often share knowledge and best practice information surrounding their common work areas.”


	
	

	Communities have a mind of their own
	“It is almost impossible for us to make any decision without access to an extraordinarily intricate network (that is, community) of resources.  The inescapable conclusion is that community is becoming the pervasive metaphor for commerce, enterprise and technology.  Leadership is a luxury.  Despotic or democratic, leaders are at least predictable, but communities have minds of their own…  Mass collaboration is the goal and challenge of the new economy.


	
	

	NAVSEA’s definition
	For the sake of clarity and moving forward, let’s use the following definition:  A community of practice is a recognized network of relationships that share knowledge useful in accomplishing some specific aspect of the NAVSEA mission.

	
	

	The outcome is clear
	Although definitions may vary, the outcome is clear – an increased base of knowledge, accessible by the right people at the right time, to facilitate better decision-making.

	
	

	
	

	Benefits of a Functioning CoP
	The benefits of a fully functioning CoP are many and varied.

Creates and sustains a base of knowledge.   The CoP gathers knowledge that is of value to its purpose and makes it available from a single source.  This knowledgebase includes information previously documented and stored, as well as knowledge that is used during the conduct of business but not previously captured.

	
	

	
	Increases trust across organizational boundaries.  Because knowledge is shared and benefit is derived, trust among individuals increase and the traditional organizational biases break down.

	
	

	
	Promotes a knowledge sharing – not hoarding – environment.  With the result of shrinking budgets and workforce, people are expected to do more with less.  Therefore, people will only actively participate in efforts where they derive value.  Communities focus their efforts on the priority needs of its members by capturing and making accessible knowledge that helps to address those needs.

	
	

	
	Provides timely access to knowledge.  Having access to knowledge that is valuable in making business decisions reduces the amount of time previously spent in researching a need.

	
	

	
	Improves the quality of decision-making.  Communities encourage looking beyond your normal work environment to uncover best practices from related business environments across the Corporation and outside of NAVSEA.  This provides a larger sphere of influence that enhances decision-making.

	
	

	
	Encourages participation.   A community’s worth is demonstrated by the quality and usefulness of the contributions of its members.  Communities recognize people for participation and reward them in at least three ways: provide tools for doing better business, enhance the work environment, and reward for active contributions.

	
	

	
	Reduces redundant efforts.  Sharing best practices can avoid multiple organizations learning the same hard, and perhaps, expensive lesson.

	
	

	
	Increases morale.  Community members know they are not alone and have somewhere and somebody to turn for help.

	
	

	
	

	How do Communities Compare to Other Types of Teams?
	Communities of practice, like other types of project teams, are formed in response to business needs.  However, communities do not function in the same way that other types of teams or groups would.  For example, a community is not task oriented in the way an Integrated Product Team (IPT) would be.   A table that compares and contrasts communities with other group types is provided as a Tool at the end of this section.

	
	

	
	

	Key Task 1:  Define Key Business Needs
	Business needs could be identified one of two ways:  1) as part of NAVSEA’s formal business planning process, or 2) during the normal course of business.  Regardless of the source, business needs must be evaluated in terms of their impact on your ability to achieve the Corporate Mission and Goals.  Each need should be carefully analyzed before planning how to best address it.  Ask yourself the following questions to help clarify business need(s).

	
	

	
	· Does this need impact your ability to achieve the Corporate Mission and Goals?

· Is resolution of this need urgent – a top priority?

· What are the facts and who has them?

· What caused it in the first place?

· What changed right before it started?

· Where did the need start and where did it come from?

· Why does the need persist – why doesn’t it resolve itself or just go away?

· Why won’t things improve no matter what we try?


	
	· Can this be controlled within my business unit?

· Are other business units/organizations affected?  If so, what ones are affected and in what way?

· What knowledge resources are required to satisfy the need?

	
	

	Key Task 2:  Determine if Community of Practice will Address Business Need
	This task will determine if a community is a resource that could resolve, at least in part, your specific business need.  A “decision tree” has been developed to walk you through the thought process that answers the question “would the business need be addressed by…a community of practice?  Or, by an alternative method?”  If the answer to most of the first seven questions is “yes, a community of practice will address the business need,” then a community should be launched.  The decision tree is provided as a Tool at the end of this section.

	
	

	
	

	Key Task 3:  Leverage Knowledge Resources
	Before launching a new community, explore existing communities, both formal and informal, to preclude redundant or stovepipe approaches. 

	
	

	Maybe a relevant community already exists?
	For example, a perusal of the Communities of Practice/Experience Locator may reveal that a formal community with similar knowledge needs already exists.  If so, participation in this community may offer a ready-made solution.

	
	

	Consider building upon existing, informal networks
	A second consideration is to build upon existing informal networks.  Often there are informal “…networks of relationships that employees form across functions and divisions to quickly accomplish tasks. These informal relationships can cut through formal reporting procedures to jump-start stalled initiatives and meet extraordinary deadlines.

	
	

	
	Some useful networks to understand within your organization might be: 

· The advice network, which shows the prominent players in an organization on whom others rely to help them solve problems and provide technical information 

· The trust network, which shows which employees share delicate political information 

· The communication network, which reveals the employees who talk about work-related matters on a regular basis.”



	
	If these informal networks are up and running and robust, consider formalizing them and providing corporate sponsorship and support.  (See the DoN KCO Toolkit for more information about social networks.) 

	
	

	If none exists
	Section 8 of the KM Guidebook provides a process for describing prospective communities of practice.

	
	

	
	

	Methods and Resources
	· KM Points of Contact section of the KM Guidebook

· Community of Practice/Experience Locator

	
	

	
	

	Tools
	· Group Characteristics Matrix

· Decision Tree:  Determine if Community of Practice will Address Business Need


	Group Characteristics



	Characteristic/

Type of Group
	Process-based Community of Practice
	                                                                         Role-based Community of Practice
	Community of Interest
	Integrated Product Team
	Project Team
	Working Group
	Focus Group

	Aligned with Corporate mission
	Yes
	Yes
	May be
	Yes 
	Yes
	Yes 
	Yes

	Task/performance oriented
	No
	No
	No
	Yes
	Yes
	Yes 
	No

	Members share common purpose
	Yes
	Yes
	No
	Yes
	Yes
	Yes 
	No

	Imposed formal structure
	No - evolves
	No - evolves
	No
	Yes
	Yes
	No
	Yes

	Prescribed participation
	No
	No
	No
	Yes
	Yes
	May be
	Invitation only

	Level of member participation
	High
	High
	Variable/ low
	High
	High/as needed
	As needed
	One time only

	Static membership
	No
	No
	No
	Ideally
	Ideally
	No
	N/A

	Crosses traditional organizational boundaries
	Yes
	Maybe
	Yes
	Yes
	May
	May be
	N/A

	Culture
	Promotes/rewards sharing, continuous learning, and exploration; long term investment
	No expectations
	Goal achievement   in spite of all else
	Goal achievement   in spite of all else
	Very narrow focus; the strong lead
	None

	Believes power comes from
	Sharing knowledge
	Sharing knowledge
	Sharing knowledge
	Harnessing knowledge
	Harboring knowledge
	Achieving goal on time
	N/A

	Directly funded
	May be
	May be
	No
	Yes
	Yes
	No
	Support only

	Visibility
	High
	Medium
	Low
	High
	High
	Low
	N/A

	Longevity
	Organic
	Organic
	Transitional
	Temporary
	Temporary
	Temporary
	One meeting

	Crosses disciplines
	Yes
	No
	Yes
	Yes
	May
	May be
	Not usually


	
	
	
	

	Decision Tree:  Determine if Community of Practice will Address Business Need

	Business need would be addressed by…
	…recommend a community of practice
	
	Otherwise, consider an alternative method

	
	
	
	

	1. Are other organizations facing similar business needs?  Could other organizations benefit from a best practice?
	Yes
	
	

	
	
	
	

	2. Participation in ongoing collaborative problem-solving sessions to develop best practices?
	Yes
	
	

	
	
	
	

	3. An ongoing dialogue about new and innovative practices?
	Yes
	
	

	
	
	
	

	4. Quick identification of and access to subject matter experts (community members)?
	Yes
	
	

	
	
	
	

	5. Ongoing relationships and dialogue with trusted colleagues (subject matter experts in your field) that work within and outside your chain of command?
	Yes
	
	

	
	
	
	

	6. Access to a knowledgebase, or repository, of relevant, current, lessons learned, best practices, guidelines, specs, publications, guidance, etc.?
	Yes
	
	

	
	
	
	

	7. Exposure to different approaches practiced by external organizations (e.g., industry)?
	Yes
	
	

	
	
	
	

	8. One-time gathering of data?
	No
	(
	Focus group

	
	
	
	

	9. Multiple tasks with deliverables?
	No
	(
	Project Team, IPT

	
	
	
	

	10. Business process re-engineering?
	No
	(
	Project Team

	
	
	
	

	11. Automated support for multiple, related functions?
	No
	(
	ERP

	
	
	
	

	12. New technologies?
	No
	(
	Project Team

	
	
	
	

	13. One-time effort with limited, defined tasks?
	No
	(
	Working Group

	
	
	
	

	14. Significant effort to perform task in short period?
	No
	(
	Project Team, IPT

	
	
	
	

	15. Revising a policy?
	No
	(
	Working Group

	
	
	
	

	16. A change in staffing?
	No
	(
	Management decision


	7.  Community of Practice Description



	

	Purpose
	OK – now that you have determined that a community of practice is a desired and appropriate approach to addressing your need, what do you need to do to establish a community?  Planning is always a good place when starting something new.  This section suggests activities that should take place to describe the community… determining its purpose, scope, organizing principle, functional sponsor, Core Group membership, and knowledge needs.

	
	

	Expected Outcomes
	· A functioning Core Team 

· A completed community description

	
	

	Products
	· Community description

· Process Inter-functional Chart (for process-based community)

· Critical action list (for process-based community)

· Knowledge needs

· Suggested membership

	
	

	Key Tasks
	1. Define community

For a process-based community:

2. Define the process

3. Identify critical actions

4. Identify knowledge needs

5. Design community focus

Or for a role-based community:

6. Clarify role

7. Identify knowledge needs

For both types of communities:

8.   Formalize community

	
	

	
	A graphical flow of the tasks has been provided to show the path to describing a community of practice.
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	Key Task 1:  Define Community
	At this point, it is necessary to ask for some help in defining the CoP.  Identify three to six potential members of the community; they should be senior members and superb subject matter experts.  They will form the Core Group, a working group that initially performs start up activities and later provides organizational support to the community.  For a complete discussion on the Core Group, please refer to Section 5 of this Guidebook.


	
	

	
	Defining the community requires careful thought and deliberation.  Several exercises are proposed below to help walk you through the process.  These are organized by Agenda Item.   A sample agenda has been provided as a Tool at the end of this section.

	
	

	
	Agenda Item:  Identify Community Purpose

	
	

	A common purpose unifies and creates a sense of urgency
	“A community’s purpose should be centered around knowledge areas that carry a sense of urgency and incite people's passion…the purpose should be directly connected to the challenges its members face in their work.”
  For a community to be successful, members must identify with the purpose and agree that it is critical to the mission of the Command.

	
	

	Link purpose to Corporate Mission and Goals
	The community’s purpose must be linked to specific business drivers and objectives of the organization.  In the previous section, you verified that a business need was directly related to the Corporate Mission and Goals.  You have gotten to this point by determining that a community is appropriate to address the need; the purpose of the community should then directly relate to addressing that need.  By establishing these important business links, the community can demonstrate credible value to the organization.

	
	

	
	For example, one of the Norfolk Naval Shipyard’s strategic goals might be to improve customer satisfaction.  Let’s assume for this example that reducing cycle times will improve customer satisfaction.  Additionally, reducing cycle times will produce cost savings and an improvement in on-time delivery.  

	
	

	
	Let’s also say that the Norfolk Naval Shipyard figures out a way to reduce the time it takes to complete a frequent, routine maintenance action.  The shipyard maintenance community uses that knowledge to adopt the same practice at all the yards, thus reducing cycle time for that maintenance action. The reduction in maintenance cycle time also produces dollar savings.

	
	

	
	If the business goal were to improve customer satisfaction, the transfer of knowledge in this instance was successful in contributing to that goal.  The purpose of the community in the above example might be to improve that maintenance action.  Further, this example shows how an organization can use communities to leverage knowledge across the organization.

	
	

	Steps to identifying the purpose of the community
	The following are steps that can be used to identify and clarify the purpose of the community.

	
	

	Clarify the originating need 
	Step 1: Clarify the business need that prompted the formation of a CoP

· Many different techniques can be used.  Try starting by stating the need then asking, “… which was caused by what?”  Keep doing this until you have come to the root cause.  

· Then, try writing a definition of the need.  Three techniques for helping to clarify the definition, Problem as Given/Problem as Understood (PAG/PAU), Lasso, and Is/Is Not techniques, are provided as Tools at the end of this section.  

· Finally, state this in terms of a purpose.

	
	

	Another way of looking at business needs is to determine the business drivers
	Another way of looking at business needs is to determine the business drivers.  According to a study conducted by the American Productivity and Quality Center (APQC), business drivers suggest the type of community that should be implemented.  The APQC has identified four types of communities: Helping, Best-Practice, Knowledge Stewarding, and Innovation.  For example, an organization intent on lowering costs through the standardization of processes would be suited to implementing a Best-Practice community.  “Much of the variation between communities of practice depends on the strategic intent of the community, which is the organizational purpose of the community.”

Table 7.1 was developed by the APQC to highlight how business drivers shape the type of community, as well as the differences between the four types of communities.  The APQC suggests that determining the type of community is an important step as it affects the types of roles to be used in the community, the most appropriate support structure required, the types of processes performed, the type of automation that should be used, and the types of measurements to be applied.  For a complete discussion on the four types of communities and their characteristics, please see their Final Report, referenced below.

	
	

	Identify the value
	Step 2: Identify the value this community will bring to the Corporation.

Discuss what you hope to accomplish with this community by posing the following questions.

· How might I benefit from this community?

· How might my business unit benefit from this community?

· How might the Corporation benefit from this community?

	
	

	Community Type

Helping

Best-Practice

Knowledge Stewarding

Innovation

Business Drivers

· Lower cost through reuse

· Preserve technical excellence

· Social responsibility

· Employee relations

· Lower cost through standardization

· Consistency of product

· Reduce risks

· Improve outcomes

· Technical excellence

· Professional development

· Thought leadership

· Technical market leadership

· Track shifting market trends

Examples

Schlumberger – Eureka

World Bank

BT

Ford’s BP Replication

CGE&Y – Power Packs

Xerox – Eureka

DC

SLB field

Xerox CEC

World Bank

DC

Cap Gemini

DC’s Emerging Technologies group

Siemen’s ShareNET

HP Consulting (Biz Analysts)

BI/CI types

Shell

Motorola

3M

Key Activities & Processes

· Connecting members

· Knowing who’s who

· Collecting

· Vetting

· Publishing

· Enforcing

· Enlist leading experts

· Manage content

· Identify emerging trends

· Share insights, warning signs

· Decipher trends

Structure & Roles

· Problem-solving forums

· Sub communities

· Central function

· Audit and liaison

· Variety of local CoPs roles

· Central KM staff

· Taskforces

Technology

· Threaded discussion

· Bulletin board

· Index and store best practices

· Tracking candidate and vetted processes

· Publishing to a data base

· Library

· Specialized KM software

· Threaded discussion

· Face-to-face forums

· Teleconference

· Threaded discussion/bb

Motive and Reward for Participation

· Sense of belonging

· Craft intimacy

· Desire to help peers (reciprocity)

· Passion for the topic

· Assistance with daily work

· Desire for improvement

· Management review

· Passion for the topic

· Assistance with daily work

· Professional development

· Job responsibility to detect emerging trends

· Opportunity to be on the leading edge

Personal Relationships

High

Not critical

High – thinking together

Not critical

Knowledge

Tacit – high socialization

· Low on tacit

· Explicit to explicit

· Tacit to explicit

· Tacit to tacit

Explicit to tacit (sense-making)

NAVSEA Examples

TBD

TBD

TBD

TBD

Table 7.1



	Align with Corporate Mission and Goals
	Step 3: Align the community with the Corporate Mission and Goals.

Identify how this community ties back through organizational business plans to the NAVSEA Strategic Plan.

	
	

	Determine the organizing principle
	Step 4: Determine organizing principle for community formation

Determine whether this need and resulting purpose of the CoP is related to a business process (involving one or more functional roles) or a role (that may perform more than one process).  In other words, is this need related to the performance of a single, identifiable process (i.e., maintenance of a particular item) or is this need related to challenges faced by a role, i.e., a type of engineer in the field?

	
	

	
	Agenda Item:  Determine Community Scope

	
	

	Hone in on community focus
	Scoping is critical to sharpening the focus of the community, which in turn helps identify appropriate membership and helps communicate the purpose of the community.  The formation of a scope statement serves to limit the community to a manageable number of interrelated processes and/or roles, ensures that the Functional Sponsor(s) have requisite influence, and includes only items of interest and value to the community and to the Corporation.  The scope statement will be used to bound the analysis and understanding of knowledge needs (discussed later in this section).

	
	

	
	Tip: Use the PAG/PAU and Is/Is Not techniques provided as Tools at the end of the section to help clarify the scope.

	
	

	
	Agenda Item:  Identify Primary Roles for the Community

	
	

	A Functional Sponsor is someone who can pave the way for community success

 
	At this point, it is important to identify a Functional Sponsor for the CoP.  Remember, a Functional Sponsor is someone who can pave the way for community success (refer to Section 5 of this Guidebook for a complete discussion of this role).  A sponsor should be chosen based upon the purpose and scope of the community.  Once a potential sponsor is identified, the Core Group, or a member of the Core Group, should sit down with the sponsor and discuss the responsibilities.  The sponsor must be willing to accept the responsibilities; if not, either another sponsor must be identified and confirmed, or the community will not be viable.  Further work on the community should not proceed without sponsor support.  

	
	

	A Community Leader provides focus and energy
	Naming a Community Leader (someone who energizes the process and provides continuous nourishment for the community) is also essential at this point.  The Community Leader must be someone with whom the Functional Sponsor is comfortable working and trusts.  Ensuring that the Community Leader is a subject matter expert will help keep the community focused and vibrant.

	
	

	A Facilitator can provide community planning expertise
	If a facilitator is available to the Core Group, one should be identified as early as possible; a Facilitator can provide CoP process expertise in helping to describe and build the community.

	
	

	Membership in the Core Group should reflect the scope of the community
	Now that the purpose and scope have been clarified, it is time to reassess the Core Group membership.  This is the group that will analyze the knowledge needs and complete the description of the CoP.  Membership in the Core Group should reflect the scope of the community.

	
	

	
	Tip:  Refer to the APQC’s study on Building and Sustaining Communities of Practice, Chapter 5 for a discussion of roles suggested by type of community.

	
	

	
	

	Key Task 2:  Define Process
	Key Tasks 2 – 5 relate to a prospective community whose organizing principle is centered on a business process.  Research and analysis should be conducted to ensure the process is well understood and that key players are identified.  Several exercises are proposed below to help walk you through describing a process-based community.  A sample agenda has been provided as a Tool at the end of this section.  Note that it would be impossible to complete the four Key Tasks in one meeting; rather, this agenda was provided to guide the overall activities.

	
	

	
	Most of the suggested activities were adapted from the DoN KCO Toolkit, OPAREA III, OpsCenter Alpha – Envision and Strategize for building a Knowledge Centric Organization and modified to support the creation of a community of practice.

	
	

	
	The following questions from the DoN KCO Toolkit, OPAREA III, OpsCenter Alpha, Key Step 1, Tack 4 help to frame these activities.

· Where does the process begin? Where does it end? 
· Who is responsible for completing the different components of the process? 

· What are the detailed activities associated with this process? 

· How are the specific activities performed? 

· Where and how is technology used? 

· In what ways is information exchanged and/or stored?

	
	

	
	To break this down into manageable pieces, these questions have been turned into agenda items and steps below.  A Sample Process-based Community Definition and Description Agenda is provided as a Tool at the end of this section.  Not all of the agenda items must be accomplished in one setting.  Some of the steps may require conducting research (such as interviews) to gather the information.  The sample agenda should be viewed as a task list of activities that should be accomplished in preparation for launching a community.

	
	

	
	Agenda Item:  Define the Process

	
	

	Identify activities
	Step 1: Identify activities 

Starting with your purpose and scope statement, which should address a process, identify the activities involved in performing the process.  Capture them on the Process Definition Worksheet provided as a Tool at the end of this section.  If the activities vary by location or organization, note that as part of the activity.

	
	

	
	Tip:  If additional information is required, Interview Guidelines are available in the DoN KCO Toolkit.

	
	

	
	Tip:  Keep the activities at a fairly high level; more detail can be provided as needed.  The target number of activities should be between 4 and 10.

	
	

	
	Tip:  An alternative approach to identifying process and knowledge needs is provided via the Events/Process Worksheet, provided as a Tool at the end of this section.

	
	

	Identify activity sequence
	Step 2:  Identify activity sequence

Review the activities for clarity and similar level of effort.  Identify the order in which they should be done.  Under the Sequence column, write number “1” beside the activity that should happen first, “2” beside the second, and so on.

	
	

	
	Tip:  Capturing the sequence at this point makes the drafting of the inter-functional chart much easier (see Step 5).

	
	

	Identify roles and responsibilities
	Step 3:  Identify roles and responsibilities

It is important to understand the internal and external relationships that are required to support this process.  This includes organizations and people who are responsible for performing activities as well as those who either provide input to the process or receive output from the process.  Note the person (if known) or the role beside the corresponding activity on the Process Definition Worksheet.

	
	

	
	Tip:  Capture as many of these details as you can, as you will need them to build the inter-functional chart in Step 5.

	
	

	Identify supporting technology
	Step 4:  Identify supporting technology

Identify if any system or database is used to support the activity.  Note this on the Process Definition Worksheet.

	
	

	Draft a process inter-functional chart
	Step 5:  Draft a process inter-functional chart

This exercise is described in the DoN KCO Toolkit, OPAREA III, OpsCenter Alpha, Tacks 4 - 7.  The instructions have been provided as a Tool at the end of this section.

	
	

	
	Software tools are available to assist you in the drawing the chart.  Please refer to the DoN KCO Toolkit, OPAREA III, OpsCenter Alpha, Key Step 1 for an assessment tool that runs through a series of questions to find the optimum software package to meet your needs.

	
	

	
	Step 6:  Validate the chart

As this will form the basis of understanding of the scope and nature of the of community, it is important to get as much feedback and buy in on the chart as possible.  Socialize the chart with the Functional Sponsor and as many of the participants in the process as possible.

	
	

	
	

	Key Task 3:  Identify Critical Actions 
	Now let's determine to what extent each of the activities in the process are critical to mission success. Critical actions are important because they help identify the knowledge, skills and information people need to make key decisions and take action.  The content for this Key Task was taken from the DoN KCO Toolkit, OPAREA III, OpsCenter Alpha, Key Steps 2 - 3; nomenclature was adjusted to correspond to this Guidebook.

	
	

	
	Agenda Item: Identify Critical Actions

	
	

	Conduct the criticality test
	Step 1: Conduct the criticality test

Break out each action in the process and conduct the following short test: 

a. Ask "have we ever skipped this action while performing this strategic process?" If "no" go to (b), if "yes" go to (c) 

b. Test: "If we did not perform this action, could we still accomplish our mission?" If "no" go to (e), if "yes" go to (d) 

c. Output: prioritized list of Tier 3 critical actions (low priority) 

d. Output: prioritized list of Tier 2 critical actions (medium priority) 

e. Output: prioritized list of Tier 1 critical Actions (high priority) 
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	Sort the activities
	Step 2:  Sort the activities

Review your sorting.  Launching a community can be challenging! One common lesson learned from several public and private sector organizations that are now knowledge-centric is to start small and then grow. Often, organizations that try categorizing the knowledge necessary for all process sub-elements fail to get past this first stage. Less is better in this case, so the number of Tier 1, high priority critical actions (output e) ought to be less than seven. There will be plenty of opportunity to grow later! Critical actions often correspond to key decision points in the process. You may also find that some of the actions within the process may require decisions to be made. Try to separate the decision from the action and assess both separately using the test above.

	
	

	Prioritize the identified critical actions
	Step 3:  Prioritize the identified critical actions

Prioritize the critical actions in each of the three lists so that you can select those to work on first. It is essential to focus on Tier 1, high priority critical actions first to maximize the probability of success.

	
	

	
	Tip:  Use the Prioritization Matrix from the DoN KCO Toolkit provided as a Tool at the end of this section.

	
	

	
	Tip:  Conduct interviews with both process owners and task leaders (individuals who perform critical actions) to validate the prioritization. Explain your reasoning. Based on feedback from process owners and task leaders, revise the list and Prioritization Matrix as necessary.

	
	

	Identify critical action personnel
	Step 4:  Identify critical action personnel

Now that critical actions have been identified and prioritized, the next step is to identify the key people who either make the decisions, or physically perform the critical actions. Only in this way can one identify the knowledge, skills and information requirements for these critical actions. The goal of this step is to produce a list by job title of the key personnel, which may include more than one person per task.

Focusing on the critical actions, ask the following questions.

· Who is responsible for successfully negotiating each point in the job completion cycle? 
· What are the relevant job titles?

· Do these personnel make key decisions or physically perform Critical actions?

· Who is responsible for successfully carrying out each part of the critical action?"
This list of key personnel will also be used later as suggestions for membership in the community.

	
	

	Sort critical action personnel
	Step 5:  Sort critical action personnel

For each critical action, compile a list of the associated personnel, sorted by decision-maker and physical performer (if appropriate).  Add the relevant job titles for the critical actions to the process map, and put together a complete listing of key personnel. You may wish to circulate the listing of key personnel for concurrence. This list will point you to the people who can help assess the critical knowledge, skills and information needed to do the job.

	
	

	
	

	Key Task 4:  Identify Knowledge Needs
	This task is designed to derive knowledge needed to perform critical actions.  Knowledge needs are referred to as knowledge, skills, and information (KSIs) requirements.  

The content for this Key Task was taken from the DoN KCO Toolkit, OPAREA III, OpsCenter Alpha, Key Step 4; nomenclature was adjusted to correspond to this Guidebook.

	
	

	
	Agenda Item:  Identify Knowledge Needs

	
	

	Identify KSIs
	Step 1:  Identify Knowledge, Skills, and Information Requirements (KSIs)

Critical action personnel should be interviewed to collect the data for each critical action.  Use the Profiling Tool from the DoN KCO Toolkit and provided as a Tool at the end of this section.  The information derived from this exercise will help the Core Group focus on the knowledge to be gathered and used by the CoP.  

	
	

	
	Tip:  The DoN KCO Toolkit has a wonderful discussion on techniques for gathering this information, such as focus groups and interviews.

	
	

	Develop list of knowledge needs
	Step 2:  Develop list of knowledge needs

The results of the interviews should be combined and a list of 1) knowledge items known and available (explicit knowledge) and 2) knowledge needed that resides within the community but not documented (tacit knowledge) should be prepared.  This will provide the starting point for the new community members, so that they can immediately focus on what the community can do to meet the business need.  This list will be validated by the members and prioritized to determine the knowledge that is most critical to the community during their Initial Community Workshop (Orientation).

	
	

	
	Tip:  An alternative approach to identifying process and knowledge needs is provided via the Events/Process Worksheet, provided as a Tool at the end of this section.

	
	

	
	

	Key Task 5:  Design Community Focus
	This key task will help determine whether you need one or more communities of practice to address your business need.

	
	

	
	Agenda Item:  Design Community Focus

	
	

	Identify content centers
	Step 1:  Group knowledge needs into content centers
“The goal of this step is to gain an understanding of what content centers are and to collect knowledge and skill requirements into common content centers. Groups of people in an organization with common needs are called organizational content communities. From these shared needs, one can aggregate knowledge and skill requirements into useful content centers accessible to the community.

	
	

	
	Review the knowledge needs you identified in the previous step. Think about how knowledge needs can be grouped into content centers and what information will populate each center. A content center is an area where information is clustered together around a certain knowledge need. For instance, two individuals may do completely different tasks, but they may need the same kind of information to do their tasks. A ship's Navigator is responsible for advising and charting the ship's course, while the Officer of the Deck is responsible for orchestrating how the ship will navigate this path through especially rough weather in certain areas. Although these individuals are responsible for conducting different tasks, they both need information about logistics, weather patterns, and territorial waters. Therefore, logistics, weather patterns, and territorial waters could be potential content centers 

where valuable information is stored around each respective topic.”


	
	

	
	The content for Steps 1 and 2 was taken from the DoN KCO Toolkit, OPAREA III, OpsCenter Alpha, Key Step 5; nomenclature was adjusted to correspond to this Guidebook.

	
	

	Rank content centers
	Step 2:  Rank content centers

The next task is to rank these content centers based on importance in your organization. Ask the following questions. 

· How valuable is a particular content center to the mission? 

· How many individuals rely on a particular content center to complete their tasks? 

· What critical actions link to a particular content center? 

For example, if 40% of your organization needs immediate daily access to territorial waters information in order to accurately navigate the ship, this is obviously an important content center. Use the Prioritization Matrix, provided as a Tool at the end of this section, to help you rank these content centers. The purpose of this task is to focus the community around essential knowledge. 

	
	

	Determine number of communities
	Step 3:  Determine number of communities

If you have identified more than one content center, take a step back and analyze the centers.  Ask the following questions.

· Should we focus on one content center or must we focus on more than one?

· Are the same people (critical action personnel) involved in each of the content centers?

If it appears that more than one content center is of highest priority and the same people are involved, than one community is sufficient and the focus is clear. 

If more than one content center is of highest priority and different people are involved, then determine the appropriate number of communities required.  Loop back up to Key Task 1 to scope each community.

	
	

	
	

	Key Task 6:  Clarify Focus Role
	Key Tasks 6 - 7 relate to a prospective community whose organizing principle is centered on a business role; role is used here instead of job position, as the scope and responsibilities of a job position may vary across the Command.  Research and analysis should be conducted to ensure the role depth and breadth is well understood and the knowledge needed to support the role is known.  

	
	

	
	Agenda Item: Clarify role

If the purpose of the proposed community is related to challenges faced by a role, you need to clarify that role in order to focus the community.  

	
	

	Develop role definition
	Step 1:  Develop role definition
Develop a statement of what the role is and why it is important to the organization.  Do not include what it does… that comes next.

	
	

	Identify the role responsibilities
	Step 2:  Identify activities performed by role
Brainstorm the list of activities performed by the role (which may cross job positions).  At this point, list all activities whether you intend the community to address each of these activities or not.

	
	

	
	Tip:  It may be useful to review position descriptions, procedural manuals, etc. to develop a comprehensive list.

	
	

	Map activity performers to NAVSEA position descriptions
	Step 3:  Map activity performers to NAVSEA position descriptions
Note where the agreed-upon list of responsibilities varies from specific position descriptions.  This list of related position descriptions and variations will be used to identify potential membership.

	
	

	Refine community scope
	Step 4:  Refine community scope
Prioritize the activities in terms of the contribution to achieving the Corporate Mission and Goals and the current difficulties in performing these activities.  Refine the list of activities that will be used to state the scope of the community.  Remember: the list should reflect the consensus of the group, not necessarily what appears in a given position description.

	
	

	
	

	Key Task 7:  Identify Knowledge Needs
	This task is designed to derive what knowledge needs are common across related position descriptions.  Knowledge needs are defined as knowledge, skills, and information (KSIs) requirements.  

The content for this Key Task was taken from the DoN KCO Toolkit, OPAREA III, OpsCenter Alpha, Key Step 4; nomenclature was adjusted to correspond to this Guidebook.

	
	

	
	Agenda Item:  Identify Knowledge Needs

	
	

	Identify KSIs
	Step 1:  Identify Knowledge, Skills, and Information Requirements (KSIs)

Use the Profiling Tool from the DoN KCO Toolkit and provided as a Tool at the end of this section to collect the data from individuals performing activities included in the community scope.  (Note:  Instead of naming the Process and Critical Actions, name the role being researched.)  The information derived from this exercise will help the Core Group focus on the knowledge to be gathered and used by the CoP.  

	
	

	
	Tip:  The DoN KCO Toolkit has a wonderful discussion on techniques for gathering this information, such as focus groups and interviews.

	
	

	Develop list of knowledge needs
	Step 2:  Develop list of knowledge needs

The results of the interviews should be combined and a list of 1) knowledge items known and available (explicit knowledge) and 2) knowledge needed that resides within the community but not documented (tacit knowledge) should be prepared.  This will provide the starting point for the new community members, so that they can immediately focus on what the community can do to meet the business need.  This list will be validated by the members and prioritized to determine the knowledge that is most critical to the community during their Initial Community Workshop (Orientation).

	
	

	
	

	Key Task 8:  Formalize CoP
	Your last task in describing your community is to confirm your plans with the Functional Sponsor.  Your description of the community has come a long way; it is now time to validate your work with the Functional Sponsor before launching the community of practice.

	
	

	Identify CoP Membership Candidates
	Step 1:  Identify membership candidates

You now have enough information to recommend membership for the community.  Using the analysis performed above, you have identified key personnel and organizations that are involved in the performance and support of the process or role.  A list of these organizations and specific personnel should be prepared as suggested membership to be used by the Core Group in validating suggested membership with the Functional Sponsor.

Membership in the process-based community should be cross functional, including all key players in the process.  Membership in the role-based community is typically limited to functional counterparts from various parts of the organization.

	
	

	Confirm Functional Sponsor
	Step 2:  Confirm Functional Sponsor

The Core Group, or a member of the Core Group, should sit down with the sponsor and discuss the complete description of the community.  The sponsor must still be willing to accept the responsibilities as stated in Section 5 of this Guide; if not, either another sponsor must be identified and confirmed, or the community will not be viable.  Further work on the community should not proceed without complete sponsor support.  For example, the Functional Sponsor should be willing to contact related organizations to promote the community and solicit participation and support.  

	
	

	Next step: refer to the CoP Practitioner’s Guide!
	If you have done your homework, the Functional Sponsor should be excited about your plans and the anticipated benefits of initiating the community.  Refer to the CoP Practitioner’s Guide to start creating your community.

	
	

	
	

	Methods and Resources
	DoN KCO Toolkit

	
	

	
	

	Tools
	· Sample CoP Description Meeting Agenda

· PAG/PAU Analysis Technique

· Lasso Analysis Technique

· Is/Is Not Analysis Technique

· Sample Process-based Community Definition and Description Agenda
· Process Definition Worksheet
· Events/Process Worksheet
· Process Inter-functional Chart Instructions
· Prioritization Matrix
· Profiling Tool
· Sample Role-based Community Definition and Description Agenda


Sample CoP Description Meeting Agenda

(Addresses Key Task 1)

1. Set Up

1.1 Welcome

1.2 Introductions (if applicable)

1.3 Review objectives/agenda

2. Identify Community Purpose

2.1 Clarify the business need that prompted the formation of a CoP
2.2 Identify the value this community will bring to the Corporation

2.3 Align the community with the Corporate Mission and Goals

2.4 Determine organizing principle for community formation

3. Determine Community Scope

4. Identify Primary Roles for the Community 

4.1 Name the Functional Sponsor

4.2 Name the Community Leader

4.3 Reassess Core Group membership

5. Wrap Up

5.1 Review next steps/action items

5.2 Review meeting objectives

Objectives

· Identify purpose of the community

· Determine community scope

· Establish functioning Core Group

PAG/PAU Analysis Technique

	Title:
	PAG/PAU (Problem as Given/Problem as Understood) Analysis Technique


	
	

	Purpose:
	Determine the full nature and scope of the problem.

	
	

	Group Size:
	May be performed as an individual exercise or in a group of up to 20 people

	
	

	Estimated Time:
	15 minutes for individual thought

20 – 60 minutes for discussion and consensus building

	
	

	Props:
	· Problem definition

· PAG/PAU Worksheet and writing utensil for each participant

· Flip chart (with PAG/PAU Worksheet drawn) and markers for group discussion

	
	

	Instructions:
	1. Pose or frame the definition in terms of a question.  Ask each person to write one or more questions in the left column of the form (Problem as Given).  The following are examples:

Problem:  Maintenance turn around time takes too long.

Question:  How can we improve maintenance turn around time?

Question:  What can be done to improve maintenance turn around time?

	
	2. Come to consensus on the question(s) that most clearly frame the issue or need.  Post it (them) on the flip chart.

	
	3. For each PAG, pose the understanding of the issue need, also in terms of a question.  Examples follow.

PAG: How can we improve maintenance turn around time?

PAU: How can we access the right maintenance procedures faster?

PAU: How can we ensure we have the right parts?

	
	4. Revise the definition of the issue need with the new understanding.

	
	

	Variations:
	Half of the participants can pose the Problem as Given question(s) and half can pose the Problem as Understood question(s) to verify direction, scope, and understanding.  

	
	

	Tips:
	· Use “How” and “What” to help pose the question.

· Use open-ended questions; avoid yes/no questions.


	PAG/PAU Worksheet

	Problem as Given
	Problem as Understood

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	


Lasso Analysis Technique

	Title:
	Lasso Technique


	
	

	Purpose:
	Clarify the nature and scope of an need.

	
	

	Group Size:
	May be performed as an individual exercise or in a group of up to 20 people

	
	

	Estimated Time:
	15 minutes

	
	

	Props:
	· Need definition 

· Flip chart and markers 

	
	

	Instructions:
	1. Start with a statement or definition of the need.  Post it on flip chart paper in front of the group.  Ask the group to identify the key words and circle them.

Need: Maintenance turn around time takes too long.

Key words: Maintenance, time

	
	2. Clarify each key word to ensure common understanding.

Key word: Time

Clarification: From notification of need for repair to repair completion

	
	3. Refine the original statement if needed.

	
	

	Tips:
	· Keep a list of all definitions to be used throughout the life of the community. 


Is/Is Not Analysis Technique

	Title:
	Is/Is Not Analysis Technique


	
	

	Purpose:
	Determine the full nature and scope of the need.

	
	

	Group Size:
	May be performed as an individual exercise or in a group of up to 20 people

	
	

	Estimated Time:
	15 minutes for individual thought

20 – 60 minutes for discussion and consensus building

	
	

	Props:
	· Need definition

· Is/Is Not Worksheet and writing utensil for each participant

· Flip chart (with Is/Is Not Worksheet drawn) and markers for group discussion

	
	

	Instructions:
	5. Pose the following question: What do you know about the need?  Ask each person to write down what they know in the left column of the form (What is known).  The following are examples.

Need:  Maintenance turn around time takes too long.

Known:  Maintenance requests sometimes get lost.

Known:  Required parts are not always available.

	
	6. Come to consensus on the known aspects of the issue.  Make sure everyone agrees that the “knowns” are based on fact.  (Some of the “knowns” may be moved to the “Not” column as the issue becomes clearer.)   Post the items on the flip chart.

	
	7. Pose the following question: What is not part of the need?  An example follows.

Issue:  Maintenance turn around time takes too long.

Not part of the need: Clearly stated maintenance request

	
	8. Revise the definition of the need with the new understanding.

	
	

	Tips:
	· For determining what is known, ask where, when, what, who, and why.

· Do not let the “Not” part of the exercise drag on.


	Is/Is Not Worksheet

	What is known about the need?
	What is not part of the need?

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	


Sample Process-based Community Definition and Description Agenda

(Addresses Key Tasks 2 – 5)

1. Set Up

1.1 Welcome

1.2 Introductions (if applicable)

1.3 Review objectives/agenda

2. Define the Process

2.1 Identify activities
2.2 Identify activity sequence

2.3 Identify roles and responsibilities

2.4 Identify supporting technology

2.5 Draft a process inter-functional chart

2.6 Validate the chart

3. Identify Critical Actions 

3.1 Conduct the criticality test

3.2 Sort the activities

3.3 Prioritize the identified critical actions

3.4 Identify critical action personnel

3.5 Sort critical action personnel 

4. Identify Knowledge Needs

4.1 Identify Knowledge, Skills, and Information Requirements (KSIs)

4.2 Develop list of knowledge needs
5. Design Community Focus

5.1 Group knowledge needs into content centers

5.2 Rank content centers

5.3 Determine number of communities

6. Wrap Up

6.1 Review next steps/action items

6.2 Review meeting objectives

Objectives

· Clearly define the process

· Develop a process inter-functional chart

· Identify priority knowledge needs

· Design community focus

Process Definition Worksheet

	Name:

	Definition:  The process of 



	Activity Detail

	Sequence
	Activities
	Responsibility
	Technology

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Events/Process Worksheet
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Process Inter-functional Chart Instructions

The following pages present a tool from the DoN KCO Toolkit about the preparation of a Process Inter-functional Chart.
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Prioritization Matrix

Overview

Use the Prioritization Matrix to prioritize tasks, needs, etc. (based on known, weighted criteria) and identify the most influential actions within your process.  Before you use this tool, assemble all the tasks within your core strategic process.  Each critical action will be quantitatively evaluated in comparison with other steps within the process. 

How do I use the Prioritization Matrix?

The Prioritization Matrix is a grid.  Enter each task onto the horizontal and vertical columns of the grid.  Each task is compared to the other tasks, and evaluated accordingly:

1 
Equally Important

5
Significantly More Important

10
Exceedingly More Important

1/5 
Significant Less Important

1/10 
Exceedingly Less Important

Whenever a number is entered in a row, its reciprocal must be entered in the corresponding column.  Calculate and total each row to determine the overall weight of each task when the matrix is complete. This will give you a prioritized listing of each task with respect to the other tasks.  

Examples/Output
	Critical Action
	A
	B
	C
	D
	E
	F
	G
	H
	Total

	A
	
	5
	10
	5
	1
	5
	1
	1/5
	27.2

	B
	1/5
	
	5
	1/10
	5
	1/10
	5
	1/10
	15.5

	C
	1/10
	1/5
	
	1
	1
	10
	1/5
	5
	17.5

	D
	1/5
	10
	1
	
	5
	1
	1/5
	1
	18.4

	E
	1
	1/5
	1
	1/5
	
	1/5
	10
	1/5
	12.8

	F
	1/5
	10
	1/10
	1
	5
	
	1
	5
	22.3

	G
	1
	1/5
	5
	5
	1/10
	1
	
	1/10
	12.4

	H
	5
	10
	1/5
	1
	5
	1/5
	10
	
	31.4


Profiling Tool

Overview

The Profiling tool provides pertinent questions to interview key personnel to identify knowledge, skills and information requirements.  The tool is a basic questionnaire that takes the interviewer and interviewee through a series of questions pertaining to actions accomplished on the job and the information necessary to complete those actions. It will assist acquiring the necessary information about knowledge requirements from key personnel.   
How do I use the Profiling Tool?

Use the Profiling Tool as a reference when conducting interviews with key personnel.  For each interview, enter the information gathered into the Profiling Tool.  It serves as a helpful organizational tool for gathering and displaying important information about the knowledge, skills and information requirements of the key personnel.   

Output/Example

The output will vary as the information gathered on specific individuals differs. 

	Name:
	Lieutenant Commander John Smith
	

	Position:
	Combat Systems 
	

	Process:
	_____________________
	

	Critical Actions:
	_____________________
	

	
	
	

	Preliminary Questions:
	
	

	What do you need to know to do your job and why?  List all knowledge required and why 

	What training do you need to accomplish your job and why?  List all skills required and why



	What information do you require to do your job?  List all information required

	
	
	

	INTERVIEWEE QUESTIONS:
	Outcome Needed
	Analysis and Follow Up Questions

	Of all the information available to you, which documents must you have immediate access?
	List of important documents that require immediate access. 
	

	What documents do you keep on your hard drive?
	List of important documents that have local access.
	

	Which documents are always back-up?
	List of critical documents.
	

	How do you keep track of them?
	Description of document maintenance and back-up procedures.
	How efficient is the maintenance process and what are the potential hazards?

	What are typical situations in which lack of information hurts or hinders your ability to do your job effectively?
	Identify gaps in information availability.
	How can these gaps (inefficiencies of information) be improved?

	If you need to call someone for information, how do you know whom to call?
	How are the most common gaps filled?
	Why do these work around situations exist? 

	What do you do if you don't know?
	How are the typical gaps resolved?
	What is the typical method to resolve gaps?

	How do you learn about new process initiatives or innovations?
	How do they find out about improvements?
	What information (conference, internet, local email, etc.) has been made available?

	How do you apply these process initiatives or innovations?
	How do they improve?
	How effective is implementation and why?

	What information from outside your command and/or outside the Department of the Navy do you use regularly?
	How frequently do you use government information?
	Does this frequency relate to its importance (i.e. Is it listed above)?

	What non-government information do you use regularly, (i.e. Databases, industry reports, etc.)?
	How frequently do you use non-government information?
	Does frequency relate to importance (is it listed above)?


 Sample Role-based Community Definition and Description Agenda

(Addresses Key Tasks 6 – 7)

1. Set Up

1.1 Welcome

1.2 Introductions (if applicable)

1.3 Review objectives/agenda

2. Clarify Role

2.1 Develop role definition
2.2 Identify activities performed by role 

2.3 Map activity performers to NAVSEA position descriptions

2.4 Refine community scope

3. Identify Knowledge Needs

3.1 Identify Knowledge, Skills, and Information Requirements (KSIs)

3.2 Develop list of knowledge needs
4. Wrap Up

4.1 Review next steps/action items

4.2 Review meeting objectives

Objectives

· Clearly define the role

· Identify knowledge needs

	8.  Community and Corporate Roles and Responsibilities



	

	Within the context of knowledge management (KM) at NAVSEA, there are two categories of roles:  1) those associated with a specific community of practice, and 2) those that support and link multiple communities of practices and/or other KM initiatives, e.g., building infrastructure for knowledge transfer.  Corporate roles are not specific to a particular community.  As the KM strategy evolves and communities are rolled out, corporate roles, e.g., Infomediaries, may gain more prominence.  It is recognized that some communities will form as a grass roots movement and will not use any corporate resources – some may already be in place and successful.  Roles do not equate to job positions; in this context, they can be viewed as the different hats people wear to accomplish a task.  These role descriptions are provided as a guide and should be tailored to suit your community’s needs and resources.



	

	Community of Practice Roles and Responsibilities

	
	

	Functional Sponsors pave the way for community success
	Every community must have a Functional Sponsor – someone who can pave the way for community success.  A community’s sponsor believes in the value of knowledge sharing and commends participation in community activities.  Further, sponsors promote the value of membership across an organization thereby encouraging community growth and commitment of organizational resources.   More than one person may share sponsorship; this may be important if community membership spans multiple organizations.

	
	

	
	· Makes community participation a priority for its members

· Builds support for community with Commanding Officers, functional managers, and opinion leaders

· Bolsters community membership – spreads the word

· Plans and coordinates allocation of resources (ensures funding is in place for awards, etc.)

· Acts as champion for the community

· Sets direction and provides guidance

· Resolves issues

· Works with Community Leader to track progress of community

	
	

	A Core Group is instrumental in establishing effective work methods for the community
	The Core Group, a subset of the community, is a working group that initially performs start up activities, e.g., planning.  The Core Group is made up of senior members of the community and are super subject matter experts.  Once the community is established, the Core Group will continue to provide ongoing organizational support.  

	
	


	
	For example, Core Group members may use their knowledge of the discipline to judge what is important, groundbreaking, and useful and to enrich information by summarizing, combining, contrasting, and integrating it into the existing knowledgebase.

	
	· Participates in community

· Gains support of functional managers

· Ensures the infrastructure is in place to meet the knowledge objectives of the community

· Builds community experience locator 

· Creates collaborative environment

· Harvests/creates new knowledge

· Establishes taxonomy

· Prescribes tool usage/functionality

	
	

	Community Leaders provide day-to-day support while serving as a contributing member
	The Community Leader, an active member of the community, serves an integral role in the community’s success.  The leader energizes the process and provides continuous nourishment for the community.  The leader must continuously strive to further the community’s goals.

· Serves as a subject matter expert on the focus of the community

· Plans and schedules community activities

· Connects members with each other

	
	· Brings in new ideas when the community starts to lose energy

· Interfaces with the Functional Sponsor

· Bolsters community membership – spreads the word

· Represents community at out briefs

· Acts as liaison with other communities

· Recognizes contributions, makes awards

· Manages day-to-day activities of the community (collateral duty)

· Tracks budget expenditures (if applicable)

	
	

	Without members, there is no community
	The essence of a community is its members.  Membership is voluntary rather than prescribed.  Members are self-organizing and participate because they get value from their participation.

	
	

	
	· Enjoys continuous learning as a result of participation

· Bolsters community membership – spreads the word

· Populates community experience locator, if applicable

· Works in relevant business process; acts as a subject matter expert on data, process, or both

· Looks outside community to identify relevant information

· Conducts interviews to capture knowledge

· Presents new information to community to determine value added

· Acts as content owner by updating, creating, replenishing, and owning data in repository

· Scans best practice materials

· Performs benchmarking

· Develops rules governing assets; assures documentation consistency

· Participates in face-to-face knowledge sharing experiences

· May be a Core Group member

· May document community proceedings 

	
	

	A Facilitator can serve as a resource for a community
	A Facilitator can ensure community forums are productive for all members by acting as an independent, CoP process expert.

· Builds community; helps create collaborative environment

· Provides process analysis expertise

· Provides tool expertise

· Provides expertise about group dynamics and techniques to help community solve problems and evolve over time

	
	

	Functional Support provides the backbone
	Whether provided by the Corporation or internal to the community, the role of Functional Support provides the backbone for storing knowledge in the collaborative environment.

· Provides on-the-spot expertise on the CoP building process

· Provides Help Desk services on CoP building process and specific tool support

· May document community proceedings

	
	

	Corporate Knowledge Management Infrastructure Roles

	
	

	Logistics Coordinator
	A Logistics Coordinator can carry some of the administrative workload for a community.

	
	

	
	· Coordinates calendars/schedules meetings/events

· Coordinates facilities

· Arranges equipment

· Arranges copies for meetings/events

	
	

	Infomediary
	· Gleans data across communities for relevance

· Possibly “connects” data across communities

· Acts as liaison to related projects and communities of practice

	
	

	Project Historian
	· Is provided by individual Project Teams, Business Process Reengineering or Enterprise Resources Planning effort, or other types of teams or activities

· Captures project history: main events, major discussions/decisions, sources of information, contacts, etc.


	9.  Community of Practice/Experience Locator

	

	With today’s technologies, e.g., email and the Internet, knowledge can be rapidly transferred.  Only how does someone know whom to contact if they want to learn more about a specific topic?  Consider the following true anecdote:

	

	“I joined the organization on March 16, 1998 without previous experience. After one week of training, I joined a project team. After one day of training on the project, I was assigned a task to learn a particular technology that was new to everyone on the team.  I was given a bunch of books and told that I had three days to learn how to create a project using this technology.

	

	In my first week of training, I remembered learning about the company’s expertise database.  I sent an e- mail to four people I found in the database asking for their help. One of them sent me a document containing exactly what I wanted.  Instead of three days, my task was completed in one-half a day.”


	

	So how do you connect knowledge seekers with knowledge holders and facilitate knowledge exchange?  One method seen in industry today is the use of experience locators or “corporate yellow pages.”   This trend should be adapted to reflect NAVSEA’s communities of practice.  Each community should post a CoP descriptor on the corporate web site.  The descriptor should be easily accessible by NAVSEA employees and should provide the following types of information. 

	

	· Name of community

	

	· Purpose of community (purpose and scope)

	

	· Name of Functional Sponsor (organization, location, phone number, email)

	

	· Name of Community Leader (organization, location, phone number, email)

	

	· Name of Core Group members (organization, location, phone number, email)

	

	· Membership contact information (organization, location, phone number, email) (or direct link to members)

	

	· Membership profiles (could include key information about members’ experience, e.g., top three jobs held, field(s) of expertise, project experience, education, training, certifications, and publications)

	

	· A listing (or link to) of community knowledge assets

	

	Some interactive play could enhance the usefulness of a CoP/Experience Locator including:  key word search capabilities and the ability to conduct an instant messaging session with a community member identified as a subject-matter expert or alternatively contact experts via email if that person is not online at that moment

	


	10.  KM Incentives

	
	

	More to come…
	This section is currently under development.  Enterprise Transformation is exploring executive compensation/incentive packages tied to KM support and successes.

	
	

	In the interim
	The DoN KCO Toolkit includes an Awards Toolkit (NAVSEAINST 5305.6) that offers an array of monetary and non-monetary incentive awards and certificates from which to choose.  The Toolkit is a tremendous source of recognition and reward options available to NAVSEA leadership.

	
	

	Look to industry for examples
	Incorporate knowledge management expectations into formal performance evaluations and incentive compensation systems.  For example, Ernst & Young evaluates its consultants along several dimensions, one of which is “their contribution to and utilization of the knowledge asset of the firm.”
  At Bain [a consulting firm], the partners are evaluated each year on a variety of dimensions, including how much direct help they have given colleagues.  The degree of high-quality person-to-person dialogue a partner has had with others can account for as much as one-quarter of his or her annual compensation.”


	
	

	Create a new award
	Create a new award that promotes desired behaviors.  For example, “Texas Instruments created the NIHBIDIA Award:  Not Invented Here But I Did It Anyway.  Starting in 1996, TI’s annual Best Practices celebration and Sharing Day (where all the Best Practice teams staff booths to publicize and answer questions about their practices) culminates in an award ceremony for those organizations that have most successfully shared best practices and knowledge – and produced great results.  The organizations involved (and sometimes there are more than two involved) receive an award from the senior executives at TI for collaborating on the exchange of best practices.  This is a highly prestigious award in TI, because it  reinforces both the process and the results.  Rewards and recognition may be healthy and useful in the early stages of building enthusiasm for transfer.  However, in the long run and for a sustainable effort, employees have to find the work itself rewarding.”


	
	


	11.  KM Points of Contact 



	Who to call
	This section is currently under development and will provide points of contact for communities of practice and knowledge management initiatives.

	
	
	

	Comments on KM Guidebook and CoP Practitioner’s Guide
	Mr. Paul T. Smith

Deputy Chief Information Officer for Enterprise Transformation
	Tele:  703.602. 2059 ext. 506

Email: smithpt@navsea.navy.mil

	
	
	

	Corporate Document Management System (CDMS)
	Mr. Patrick Connor

Program Manager
	Tele:  703.602. 2059 ext. 503

Email: connerpm@navsea.navy.mil

	
	
	

	Corporate Knowledge Management
	Mr. Paul T. Smith

Deputy Chief Information Officer for Enterprise Transformation
	Tele:  703.602. 2059 ext. 506

Email: smithpt@navsea.navy.mil

	
	
	

	Corporate VTC
	TBD
	

	
	
	

	DoN KCO Toolkit
	TBD
	

	
	
	

	ERP
	Mr. Ron Nix

SEA 00I/OOY
	Tele:  703.602.1829

Email: nixre@navsea.navy.mil

	
	
	

	Information Assurance
	Mr. Tony Geddie

Deputy Chief Information Officer
	Tele:  703.602.0336 ext. 320

Email: geddieja@navsea.navy.mil

	
	
	

	NAVSEA Knowledge Management Assessment Tool (KMAT)
	Ms. Jill Garcia

NAVSEA Knowledge Manager
	Tele:  703-602-2059 ext 510

Email: garciajd@navsea.navy.mil

	
	
	

	NAVSEA IT Capital Planning Process
	Ms. Karen Britton

Deputy Chief Information Officer for IT Capital Planning and Investment Management
	Tele:  703-602-2059 ext 512

Email: brittonkg@navsea.navy.mil


	
	
	

	NAVSEA Corporate Business Planning Process
	TBD
	

	
	
	

	NAVSEA Corporate Intra- and Internet Sites
	TBD
	

	
	
	

	Enterprise Applications
	Mr. Paul McKenzie

Deputy Chief Information Officer Enterprise Applications
	Tele:  703.602.2059 ext. 500

Email: mckenzie@navsea.navy.mil

	
	
	

	Architecture
	Mr. Walt Koscinski

Deputy Chief Information Officer Infrastructure and Architecture
	Tele:  703-602-2059 ext 504

Email: koscinskiwh@navsea.navy.mil

	
	
	

	Starter Kit for Measuring Performance in DoN KM Projects
	TBD
	

	
	
	

	Videographer Services
	TBD
	


	12.  Suggested Reading/Web Sites

	

	The references provided in this section are divided into three categories:  books, a compilation of important knowledge management articles published in the last three years (from 1996-1998), and knowledge management related web sites.

	

	Books

	

	Allee, Verna. The Knowledge Evolution: Expanding Organizational Intelligence.

	

	Bogan, Christopher. Benchmarking for Best Practices: Winning Through Innovative Adaptation. 

	

	Brooking, Annie. October 1998. Corporate Memory: Strategies for Knowledge

Management. Intl Thomson Business Press. ISBN No. 1861522681.

	

	Brooking, Annie. 1996. Intellectual Capital. Thomson Learning. ISBN No.1861524080.

	

	Brown, John Seely, Paul Duguid. February 2000. The Social Life of Information. Harvard Business School Press. ISBN No. 875847625.

	

	Davenport, Thomas H. and Laurence Prusak.  Information Ecology: Mastering the Information and Knowledge Environment.

	

	Davenport, Thomas H. and Laurence Prusak. Working Knowledge, How Organizations Manage What They Know, Boston, MA, Harvard Business School, 1998.

	

	Devlin, Keith J. June 1999. InfoSense: Turning Information into Knowledge. WH Freeman & Company. ISBN No. 716734842.

	

	Dixon, Nancy M. Common Knowledge, How Companies Thrive by Sharing What They Know, Boston, MA, Harvard Business School Press, 2000.

	

	Edvinsson, Leif, Michael S. Malone. March 1997. Intellectual Capital: Realizing Your Company's True Value by Finding Its Hidden Brainpower. Harperbusiness. ISBN No. 887308414.

	

	Fruin, Mark.  Knowledge Works: Managing Intellectual Capital at Toshiba.

	

	Halal, William E. 1998. The Infinite Resource. San Francisco: Jossey-Bass Publishers. 

	

	Harvard Business School. 1998. Harvard Business Review on Knowledge Management. Boston: Harvard Business School Press. 

	

	Horibe, Frances. February 1999. Managing Knowledge Workers: New Skills and Attitudes to Unlock the Intellectual Capital in Your Organization. John Wiley & Sons. ISBN No. 471643181.

	

	Huang, Kuan-Tsae. 1998. Quality Information and Knowledge Management. Prentice Hall. ISBN No. 130101419.

	

	Kaplan, Robert and David Norton. Organizational Learning, The Balanced Scorecard.

	

	Leonard-Barton, Dorothy. May 1998. Wellsprings of Knowledge: Building and Sustaining the Sources of Innovation. Harvard Business School Press. ISBN No. 875848591.

	

	Liebowitz, Jay, Lyle C. Wilcox. August 1997. Knowledge Management and Its Integrative Elements. CRC Press. ISBN No. 849331161.

	

	Liebowitz, Jay, Thomas Beckman. May 1998. Knowledge Organizations: What

Every Manager Should Know. CRC Press - St. Lucie Press. ISBN No. 1574441965.

	

	Myers, Paul S. 1994. Knowledge Management and Organizational Design. Butterworth-Heinemann. ISBN No. 750697490.

	

	Nelson, Bob. 1001 Ways to Reward Employees, Workman Publishing Company, 1994.

	

	Nilson, Carolyn. Team Games for Trainers, New York, NY, McGraw Hill, 1993.

	

	Nonaka, Ikujiro and Hirotaka Takeuchi. The Knowledge-Creating Company.

	

	O’Dell, Carla, Susan Elliott, and Cindy Hubert.  Knowledge Management, A Guide for your Journey to Best-Practice Processes, Passport Series, Virginia, American Productivity and Quality Center (APQC), 2000.

	

	Prusak, Laurence. Knowledge in Organizations (Resources for the Knowledge-Based Economy), Newton, MA, Butterworth-Heinemann, 1997.

	

	Ruggles, Rudy L. December 1996. Knowledge Management Tools (Resources for the Knowledge-Based Economy). Butterworth-Heinemann. ISBN No. 750698497.

	

	Stewart, Thomas A. May 1997. Intellectual Capital: The New Wealth of Organizations. Doubleday. ISBN No. 385482280.

	

	Sveiby, Karl Erik. April 1997. The New Organizational Wealth: Managing & Measuring Knowledge-Based Assets. Berrett-Koehler Publishing. ISBN No. 1576750140.

	

	Tiwana, Armit. 2000. The Knowledge Management Toolkit.   Prentice Hall. ISBN No. 0130128538.

	

	Tobin, Daniel R. September 1997. The Knowledge-Enabled Organization: Moving from 'Training' to 'Learning' to Meet Business Goals. AMACOM. ISBN No. 814403662.

	

	Von Oech, Roger. A Kick in the Seat of the Pants, Using your Explorer, Artist, Judge, and Warrior to be More Creative, New York, NY, Harper Perennial, 1986.

	

	Wenger, Etienne. December 1999. Communities of Practice: Learning, Meaning, and Identity. Cambridge University Press. ISBN No. 521663636.

	

	Wiig, Karl M. February 1994. Knowledge Management Foundations: Thinking About Thinking - How People and Organizations Represent, Create and Use Knowledge. Schema Press. ISBN No. 963892509.

	

	Winslow, Charles D., William L. Bramer. June 1994. Futurework: Putting Knowledge to Work in the Knowledge Economy. Free Press. ISBN No. 29354153.


A Guide to the Literature

1996-1998

Eric Lesser

We asked Eric Lesser, Senior Consultant with IBM Global Services, who specializes in knowledge management, to prepare a bibliography of articles in this field for inclusion in the reference section of this book. What follows is his list of the 20 most important articles that have come out during the last three years. Some of these articles are included in this book and are noted with an asterisk (*) in the listing. 

The last three years have brought a wealth of insightful academic and professional publications addressing the issue of knowledge. Within this literature, seven important topics have appeared at the forefront of many journals:

•
Knowledge-Based Strategy—What is the purpose of the firm and how can knowledge be exploited from a strategic perspective? These articles address issues ranging from the role of the firm (Brown and Duguid) to determining how firms can use knowledge to build sustainable competitive advantage (Bierly and Chakrabarti).

•
Knowledge-Based Organizations—How can a firm organize to take advantage of its knowledge resources? A number of articles have recently focused on the emergence of knowledge-based organizations. Examples of these include film studios (Fillippi and Arthur), professional services firms (Liedtka, et al.), and knowledge “brokers” (Hargadon). 

•
Inter-Organizational Networks—How do firms work with other firms to create and leverage knowledge across organizational boundaries? Articles by Walker et al. and Robertson, Swan and Newell attempt to address the value that can be derived from collaborating across organizations and the challenges associated with sharing knowledge across firm boundaries.

•
Innovation and Product Design—How can firms use knowledge to improve the way new products and services are developed? Both Leonard and Sensiper and Sanchez and Mahoney explore different knowledge techniques that firms can use to increase their ability to innovate and develop new products.

•
Social Networks—What are the social dynamics that support or hinder the use of knowledge in organizations? The concept of social capital has found a significant place in the knowledge management literature, including an important paper by Nahapiet and Ghoshal. Other articles discuss the role of “care” (von Krogh), trust (Nelson and Cooprider), and communities of practice (Stamps) as critical components in effectively leveraging knowledge across the organization.

•
Place and Location—To what extent does space (e.g., physical, mental, cyber) impact the way knowledge is used in organizations? Both Nonaka and Konno and Tyre and von Hippel write about the importance of “space” in setting and building the shared context necessary to identify and share knowledge in organizations.

•
How To—What types of knowledge management practices and tools have been successful in business community? Using examples from firms that have been successful in leveraging knowledge, Davenport et al, Fahey and Prusak, Prokesch, Szulanski, and von Krogh et.al. have identified a number of relevant practices and guidelines for individuals undertaking knowledge management efforts.

The following is a summary of twenty important knowledge management articles that have been written over the last three years:

Bierly, Paul, and Alok Chakrabarti, “Generic Knowledge Management Stra-tegies in the U.S. Pharmaceutical Industry,” Strategic Management Journal, 17 (Winter Special Issue) 1996, pp. 123-135. While the concept of a firm as a knowledge-based organization is not a new one, it has had significant revival in the knowledge management literature. In this article, the authors attempt to identify the strategic choices made by pharmaceutical firms over a fifteen-year period from a knowledge perspective and relate them to overall firm performance during this time period. These knowledge-based variables include: the extent to which there is a focus on internal vs. external learning, whether the learning was focused on the exploitation of current knowledge or the exploration of future knowledge, the speed at which learning occurred, and the breadth of the firm’s knowledge base. Using proxies for each of the variables, the study examined 21 U.S. pharmaceutical firms in three, five-year intervals. Their results suggested that firms could be grouped into four primary categories: 

•
Innovators, which had very high levels of internal and external learning and were able to rapidly assimilate these learnings, 

•
Loners, which focused primarily on internal research and development, 

•
Exploiters, which spent the least on R&D but had a significant amount of linkage to the outside world, and 

•
Explorers, which aggressively pursued radical, future-based knowledge activities.  

Financially, those firms that pursued Innovator or Explorer strategies outperformed those firms that were classified as Loners or Exploiters. While the authors believe that these knowledge-based strategies can be found in other industries, they do not believe that the linkage to financial results will necessarily apply in different industry settings.

Brown, John Seely, and Paul Duguid, “Organizing Knowledge,” California Management Review, 40:3, Spring 1998, pp. 90-111. In this article, the authors dispute a commonly held belief that the emerging “virtual” organization is a superior form of organization, and that recent trends towards disaggregation and disintermediation will supplant the need for more traditional firm structures. Brown and Duguid argue that organizations are more than simply mechanisms for reducing transaction costs. Rather, they exist to support the creation and sharing of knowledge that is not easily obtainable in the outside marketplace. Within firms, there exist communities of practice that are able to create and transfer “sticky,” localized knowledge among individuals with common interests. It is the social, rather than contractual, relationships that facilitate the transfer of “know-how” within these communities and across the organization as a 

whole. Therefore, the firm plays an important role in providing the shared context, governance and resources necessary to facilitate the flow of knowledge that builds competitive advantage. The authors also describe a number of social strategies and technologies that firms can utilize to improve their ability to use knowledge.

Davenport, Thomas H., David W. DeLong, and Michael C. Beers, “Successful Knowledge Management Projects,” Sloan Management Review, Winter 1998, pp. 43-57.* To date, there have been few comprehensive studies of actual knowledge management efforts in corporations. In this article, the authors reviewed thirty-one knowledge management projects in twenty-four companies. They found that knowledge projects generally fall into one of four major categories: creating knowledge repositories, improving knowledge access, enhancing the knowledge environment, and managing knowledge as an asset.  The authors also reviewed these projects in terms of their growth in resource, volume of knowledge content and usage, likelihood of project survival, and evidence of financial return. The results suggested that eighteen out of the thirty-one projects met the authors’ success criteria. Davenport, et al. also suggest a number of important factors that lead to knowledge project success, including a strong link to economic performance or industry value, a knowledge-friendly culture and strong senior management support. 

Fahey, Liam, and Laurence Prusak, “The Eleven Deadliest Sins of Knowledge Management,” California Management Review, 40:3, Spring 1998, pp. 265-276. Having observed the success and failures of over one hundred knowledge management projects, Fahey and Prusak have identified a number of “enemies of knowledge”: organizational factors that inhibit the creation, sharing and use of knowledge within organizations. These sins include: 

•
An overwhelming focus on the explicit (as opposed to tacit) knowledge, 

•
A strong emphasis on knowledge as a stock (vs. knowledge as a flow), 

•
A lack of shared vocabulary and context among individuals,

•
The failure of many companies to provide time, energy, and resources to experimentation and other forms of organizational learning,

•
The substitution of technology for human judgment and interaction.

To avoid these potential pitfalls, the authors suggest that managers need to develop a shared understanding of knowledge concepts within their own organizations. Further, those involved in knowledge activities need to maintain an appropriate balance in managing both the organization’s knowledge content and the processes that govern knowledge creation, transfer, and use.

Fillippi, Robert J., and Michael B. Arthur, “Paradox in Project Based Enterprise: The Case of Film Making,” California Management Review 40:2, Winter, 1998, pp. 125-139. Many knowledge-based organizations, such as consulting, information technology and pharmaceutical firms are in the process of migrating towards more fluid organizational structures. Using the project team as the primary unit for delivering goods and services, however, presents a host of challenges and potential contradictions with traditional management thinking around resource allocation, knowledge creation and transfer, and human resource management. Fillippi and Arthur, using a case study of a large, independent film production project, describe how a virtual organization is successfully created, managed, and eventually disbanded. Key lessons learned from this process include the interdependence of human and social capital, the importance of balancing both creative and commercial communities, and the roles of principals, professionals, and apprentices in the project-based organization. Also, the authors discuss how individual and industry knowledge are combined and leveraged despite the lack of a permanent firm infrastructure.

Hargadon, Andrew, “Firms as Knowledge Brokers: Lessons in Pursuing Continuous Innovation,” California Management Review, 40:3, Spring 1998, pp. 209-227. Andrew Hargadon examines the phenomenon of knowledge brokers: firms that have developed the capability to innovate by transferring and utilizing knowledge from one industry or discipline to another. These firms gain access to a range of industries, and apply the lessons that they acquire from these areas to new and different domains. Examples of these kinds of knowledge brokers include engineering design consulting firms, such as IDEO Product Development and the Design Continuum, management consulting firms, and internal technology transfer divisions with large decentralized firms, such as Hewlett-Packard. This article summarizes the findings of a three-year study of eight knowledge-brokering organizations that have been successful in continuous innovation. Based on the results of the study, the author suggests that there are four key activities to enabling innovation through knowledge brokering: exploring new and unfamiliar territories, learning something about a range of different knowledge domains, finding hidden connections between individuals in different parts of the organization, and ensuring that new ideas can be linked to existing, more practical practices within the industry.

Leonard, Dorothy, and Sylvia Sensiper, “The Role of Tacit Knowledge in Group Innovation,” California Management Review, 40:3 Spring 1998, pp. 112-132. Tacit knowledge, according to the authors, serves an important role in the innovation process. It facilitates problem definition, problem solving, and predicting the outcomes of potential solutions. During the innovation process, tacit knowledge can be leveraged in two ways: It can be used to build divergent points of view during the exploratory phase of an innovation effort, or it can facilitate the construction of a common viewpoint when the process requires a convergence of thoughts and ideas. Further, there are a number of barriers that can prevent tacit knowledge from being leveraged during innovation efforts. These include: inequality of status among individuals who are part of the creative process, distance (both physical and time), and the inability to clearly express tacit knowledge in a manner that others understand. The authors stress the importance of both formal intellectual exchanges as well as apprenticeships as methods for tapping tacit knowledge during the innovation process.

Liedtka, James M., Mark E. Haskins, John W. Rosenblum, and Jack Weber, “The Generative Cycle: Linking Knowledge and Relationship,” Sloan Management Review, Fall 1997, pp. 47-58. Several articles have been written about the importance of managing individual and organizational knowledge in professional services companies, primarily management consulting firms. This paper focuses on how knowledge is used to build a “generative cycle” of mutually reinforcing client and employment development in three other types of professional services firms: an investment bank, a law firm, and a medical practice. The authors argue that the knowledge acquired through individual professional development and business development is self-reinforcing and enables these organizations to produce significant strategic value. Techniques used to build this generative cycle include selecting the best possible talent, developing individuals through mentoring and on-the-job experience, and enabling participation in decision making and governance. When these processes work effectively, then firms are able to leverage individual expertise to solve complex issues, generate new ideas to offer to the marketplace, and attract, retain, and provide superior value to clients.

Nahapiet, Janine, and Sumantra Ghoshal, “Social Capital, Intellectual Capital and the Organizational Advantage,” Academy of Management Review, 1998, 23:2, pp. 242-266. Many leading-edge researchers in the area of knowledge management have focused on the concept of social capital. Drawing upon a significant economic and sociological literature, the authors define social capital as “the sum of the actual and potential resources embedded within, available through and derived from the network of relationships possessed by an individual or social unit.” Within the article, Nahapiet and Ghoshal identify three dimensions of social capital: 

•
a structural dimension, which refers the informal networks through which people interact; 

•
a cognitive dimension, which enables people to communicate through shared codes, language, and narratives; 

•
a relational dimension, which focuses on the extent to which a shared sense of trust, norms, and obligations exists within the organization. 

In this article, the authors develop a causal model, in which the three dimensions of social capital impact the combination and exchange of existing knowledge to create new knowledge within organizations.  These knowledge “recombinations” serve as the building blocks for a firm’s competitive advantage in the marketplace.

Nelson, Kay M., and Jay Cooprider, “The Contribution of Shared Knowledge to IS Group Performance,” MIS Quarterly, December, 1996, pp. 409-429. One of the major challenges facing information services (IS) managers today is the need to demonstrate value to the business units. However, in many situations, IS personnel and line personnel have difficulty exchanging the knowledge needed to ensure the effective delivery of IS services that meet user needs. In many situations, these groups lack the common context and language that the authors refer to as “shared knowledge.” Nelson and Cooprider hypothesize that if an IS department were able to increase this level of “shared knowledge,” then IS group performance would improve as well. Further, they believe that the effective creation of shared knowledge is based upon increasing levels of trust (the expectation that IS and line personnel will meet their commitments to one another) and influence (the ability of the groups to affect the key policies and decisions of each other). The authors examined data from 132 IS departments to reveal that trust and influence strongly determined the extent to which shared knowledge was developed, which in turn led to improved IS performance.

Nonaka, Ikujiro, and Noboru Konno, “The Concept of ‘Ba’: Building a Foundation for Knowledge Creation,” California Management Review, 40:3, Spring 1998, pp. 40-54.* Nonaka and Konno introduce the Japanese concept of ba as a platform for building individual and/or collective knowledge. They define ba as a shared space for developing emerging relationships and making connections. It can exist as physical space (such as a meeting room), virtual space (e.g. videoconference, e-mail), and mental space (shared experience and context). According to the authors, ba exists on many levels (e.g. individual, team, work-unit, and organizational) and can support the creation and transformation of both explicit and tacit knowledge. In this article, Nonaka and Konno provide a model that describes the interaction between different forms of ba and different forms of knowledge creation (e.g. tacit-tacit, tacit-explicit, explicit-tacit, and explicit-explicit). In addition, they provide examples of how three Japanese organizations—Sharp, Toshiba, and Maekawa—actively developed and promoted different forms of ba within their organizations.

Prokesch, Steven E, “Unleashing the Power of Learning: An Interview with British Petroleum’s John Browne,” Harvard Business Review, 75:5 September-October 1997, pp. 146-168. In this interview, the Chairman of British Petroleum talks about the role knowledge has played in transformation of the organization. Through installing processes that generate breakthrough thinking and connecting individuals to share tacit knowledge throughout the organization, British Petroleum has demonstrated how harnessing organizational knowledge can lead to bottom-line results. Browne talks about how processes, organization structure, culture, and leadership need to be intertwined to create and leverage a knowledge base that enables a firm to maintain its distinctiveness in the marketplace. In addition, he stresses the importance of continually learning from suppliers, subcontractors, and relevant practices from other industries. Examples of BP’s knowledge efforts, including its Virtual Team Network and the development of the Andrew oil and gas field, provide real-world examples of putting knowledge in practice.

Robertson, Maxine, Jacky Swan, and Sue Newell, “The Role of Networks in the Diffusion of Technological Innovation,” Journal of Management Studies, 33:3, May 1996, pp. 333-359. The main thrust of this paper is that organizational networks play a significant role in the decision of individual firms to adopt new technology. Individuals rely on a host of outsiders in obtaining knowledge from the outside world, including professional organizations, academics, technology vendors, and consultants. Using three case studies involving the implementation of MRPII technology, the authors found that while these inter-organizational networks provided firms with access to knowledge about the new technology, the technology vendors promoting their products as “best practice” often shaped this knowledge. Further, the cases found that firms were influenced through three separate processes: mimetic processes (where firms attempt to copy practices in firms they perceive to be successful), coercive processes (where firms are pressured by customers/suppliers to adopt certain practices), and normative processes (where firms are encouraged to adopt standards presented by a governing or regulating body).  Overall, the study suggests that firms need to consider the source and context of the knowledge they are obtaining, regardless of whether it comes from internal or external sources.

Sanchez, Ron, and Joseph T. Mahoney, “Modularity, Flexibility and Knowledge Management in Product and Organization Design,” Strategic Management Journal 17, Winter Special Issue, 1996, pp. 63-76. In this article, Sanchez and Mahoney examine several product and organization design processes from a knowledge-based perspective. They suggest that many firms are moving from sequential design processes, where tightly coupled decision making is required to ensure appropriate coordination, to modular design processes, where interchangeable parts can be used to create multiple combinations using a single platform. As the transition from sequential to modular design occurs, the type of knowledge that needs to be managed changes as well. While sequential design focuses on component-based knowledge, modular systems require more  up-front understanding of the architecture and standards needed to ensure compatibility within the final product. Further, they suggest that modular systems require organizations to focus more heavily on marketplace knowledge (e.g., what combinations are individuals most likely to buy?) and customer/supplier knowledge (e.g., how can I use organizational knowledge to ensure that parts produced outside the firm will work with others in the product?). The authors also provide examples of several firms that have successfully leveraged modular designs.

Stamps, David, “Communities of Practice: Learning Is Social Training Is Irrelevant?” Training 34:2, February 1997, pp. 34-42. Informal communities of practice have significant implications for the way organizations design and implement training. For many years, organizations have attempted to formalize and standardize the way instruction was delivered to employees, with little comprehension of how the work actually was performed. In this article, David Stamps uses Xerox’s Integrated Customer Service project as an example of how groups of individuals with common sets of interests and expertise can be used to educate each other in a real-time setting. Although such thinking often requires a paradigm shift among managers and training departments, significant reductions in downtime and increased productivity can be among the benefits achieved by developing and executing a “learning” rather than a “training” strategy.”

Szulanski, Gabriel, “Exploring Internal Stickiness: Impediments to the Transfer of Best Practice Within the Firm,” Strategic Management Journal, 17, Winter Special Issue, 1996, pp. 27-43. The transfer of best practices has been a significant and challenging issue for many firms, especially as they expand into new markets and locations. This article describes a study that examined 271 observations of 122 best practice transfers within eight companies. The results suggest three primary reasons why intra-firm best practices are difficult to transfer:

•
Lack of absorptive capacity of the recipient: individuals do not have the time, energy, or resources to value, assimilate, and apply the new knowledge;

•
A laborious and distant relationship between the source and recipient: individuals involved in the transfer do not have credibility with one another and therefore have difficulty validating the practice;

•
Causal ambiguity: individuals find it difficult to understand how the best practice can be successfully applied to a new situation.

The study suggests that firms looking to improve their capability to transfer best practices should focus their resources on fostering inter-unit communications and building the learning capacities within the target areas.

Tyre, Marcie J., and Eric von Hippel, “The Situated Nature of Adaptive Learning in Organizations,” Organization Science, 8:1, January-February 1997, pp. 71-81. Perhaps the least understood area of knowledge management is the relationship between knowledge and physical space and location. While much of the knowledge management literature focuses on the interaction either  between individuals or between individuals and a knowledge base, this article focuses on the link between individuals and their surroundings. The authors hypothesize that “where activities take place partially determines what actors can do, what they know, and what they can learn. It not only determines who can interact … with whom, but also the way in which interactions unfold.” Tyre and von Hippel investigated 27 situations of engineers solving user problems in two factory settings. Through these case studies, the authors determined that the ability to exploit knowledge is not completely located within individuals, but also incorporated within physical settings that allow people, “to recognize embedded clues, to exploit specialized tools and to find and interpret relevant information.”

von Krogh, Georg, “Care in Knowledge Creation,” California Management Review, 40:3, Spring 1998, pp. 133-153. According to the author, “the first steps in knowledge creation, ‘sharing tacit knowledge”’ and ‘creating concepts’ hinge on individuals being able to share their personal true beliefs about a situation with other members.” This makes the processes of knowledge creation and sharing to be, naturally, quite tenuous. Therefore, an organization must establish an environment of “caring” for knowledge management to be successful. Caring is a state in which the organizational members practice trust, display empathy, provide assistance, and judge other members with lenience. Depending upon the level of caring within an organization, and the type of knowledge the organization desires to manage, an organization will adopt different knowledge management techniques. As part of the article, von Krogh provides a series of ideas for building and facilitating care within an organization. 

von Krogh, Georg, Ikujiro Nonaka, and Kazuo Ichijo, “Develop Knowledge Activists!” European Management Journal, 15:5, October 1997, pp. 475-483. Given the challenges associated with developing and sharing knowledge, the authors suggest a role that focuses on knowledge creation and coordination. The knowledge activist, as the authors define it, would be responsible for three primary activities: catalyzing knowledge activities, connecting knowledge creation efforts, and providing the direction for future knowledge efforts. These activities would also include the creation and development of space and tools to enable individuals from different backgrounds to build a shared context and effectively share knowledge. Knowledge activists can come from various places within the organization, including research and development, strategy, dedicated knowledge, and technology transfer units, or individual departments. The “TORIDAS” project at Maekawa, a Japanese manufacturing company, is used to illustrate the value that can be provided by a knowledge activist.

Walker, Gordon, Bruce Kogut, and Weijian Shan, “Social Capital, Structural Holes and the Formation of an Industry Network,” Organization Science, 8:2, March-April 1997, pp. 109-125. According to the authors, there are two competing theories that explain the formation of formal and informal networks within industries. On one hand, social capital theory suggests that networks are built to foster and promote relation ships among industry members. These relationships serve to reduce the transaction costs associated with working with a range of different partners.  However, a conflicting view originates from structural hole theory, which suggests that networks are formed as firms try to exploit industry knowledge gaps. Under structural hole theory, a firm will leverage a smaller set of relationships that come about through knowledge brokering and exploitation. In this article, the authors examine the formation of the biotechnology industry in the U.S. to determine which theory is more appropriate. Their results suggest that social capital theory was the primary driver of network formation in the 

biotechnology industry. This is due to the fact that biotechnology development requires extensive, ongoing interaction over a range of technical and commercial areas. These long-term network relationships require that social capital be developed and leveraged to reduce the monitoring costs associated with these efforts.

Reprinted from The Knowledge Management Yearbook 1999 – 2000, Edited by James W. Cortada and John A. Woods (Butterworth-Heinemann, 1999).
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	13.  Glossary of Terms and Abbreviations

	
	

	Action learning
	A process in which participants plan an action, carry it out, reflect upon it and share that reflection in a group session as they plan to carry out the action again and improve it.

	
	

	BPR
	Business Process Reengineering

	
	

	Best practices
	Practices that are considered to be superior in approach and results. This information can take the form of processes, studies, surveys, benchmarking, and research. They represent subject matter expert (SME) experiences, research, and industry knowledge. Best Practices often apply to multiple industries.

	
	

	CDMS
	Corporate Document Management System

	
	

	Collaboration
	Collaboration involves two or more people working together in real-time, or in a "store-and-forward" mode. Applications will enable a group of people to collaborate in real-time over the network using shared screens, shared whiteboards, and video conferencing. Collaboration can range from two people reviewing a slide set on-line to a conference of doctors at different locations sharing patient files and discussing treatment options.

	
	

	Community of practice
	A group of individuals who share a common working practice over a period of time, though not a part of a formally constituted work team. Communities of Practice generally cut across traditional organizational boundaries and enable individuals to acquire new knowledge at a faster rate.

	
	

	Discussion database
	A running log of remarks and opinions about a subject. Users post their comments and the computer maintains them in order of originating message and replies to that message.

	
	

	ERP
	Enterprise Resources Planning

	
	

	Explicit knowledge
	Formal, systematic knowledge that can be expressed or shared with others because it can be described in policy, operation, and procedure manuals without vagueness or ambiguity.

	
	

	Group memory
	Decisions made by the group and documented for all to see.

	
	

	KCO
	Knowledge-centric organization

	
	

	Knowledge
	The ideas, understanding, and lessons that an organization has learned over time. This knowledge is specific to the organization that created it. Knowledge is information that has value for decision and action.

	
	

	Learning history
	Retrospective documents, usually based on a series of interviews and told in the participants' own words using quotes from the interview process. They are designed to pass along information to surface issues and dynamics within groups.

	
	

	Mentoring
	Training programs or apprenticeship relationships, where new recruits are assigned a more experienced employee to help the recruit adapt to the new business environment. Mentoring and coaching relationships can help to maintain the balance of knowledge transfer modes within an organization, such that learning is not solely expected to happen through explicit training courses, manuals etc.

	
	

	Modeling
	A process of articulating tacit knowledge to make it explicit. Writing and diagramming are examples of articulation of tacit knowledge.

	
	

	Qualitative Measures
	Measures that include, for example, anecdotal evidence and survey feedback. Though qualitative measures are often more difficult to aggregate and report on, they are important to providing analysis of quantitative data.

	
	

	Quantitative measures
	Measures that are based on collected data and must be checked for accuracy and other influencing factors to ensure that the measures are valid.

	
	

	Subject Matter Expert (SME)

	A person who is considered by peers or leaders in an organization to be an expert or someone with the most knowledge on a particular subject or domain.



	Tacit Knowledge
	Personal "know-how" that is hard to articulate because it is derived from individual experience and beliefs. Tacit knowledge includes both things the organization knows and what it knows how to do, but has not been expressed and codified.

	
	

	Taxonomy
	The laws and/or principles of classification in which contents of the knowledge management system are classified. End user environments and search/retrieval requirements impact the development of the taxonomy.
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� NAVSEA Corporate Strategy, Corporate Operations, Office of Congressional and Public Affairs, pg 4, October 2000.


� McDermott, Richard, Carla O’Dell, & Cindy Hubert, “Building and Sustaining Communities of Practice, Final Report”, American Productivity & Quality Center, 2000.


� DoN KCO Toolkit, Frequently Asked Questions (FAQs), Version 1a.
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How to Prepare a Process Inter-Functional Chart:





TACK 1:  



1.  Decide how many departments or functions  fall within this process and name them in the spaces provided in the column at the left side of the form.



2.  Look at your core strategic process  list and steps within your process that apply to the functions you have designated on the left side.  Assign chart symbols to these steps.  



3.  Arrange the actions listed in the previous step in order interdepartmentally from left to right within their functions, based on their sequence.  Connect them with flow arrows. At the bottom of the chart, list the elapsed time to complete each of these actions..



4.  If the chart requires more than one page, use flowchart connectors.  
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		Form No:		12				Form Name:		EVENTS/PROCESS WORKSHEET						Tracking Number:		Type		Initials		Sequence No:

		Background		Observer/Analyst:												Purpose:

				Target:												Date:

																Time:

				Description:												Location:

																Participants:

																MetaLevel:

		EVENTS/ PROCESS				INPUTS								OUTPUTS						STARTING ACTIVITY		ENDING ACTIVITY

		Core Event/Process				From "Black-Box Worksheet" (#11)								From "Black-Box Worksheet" (#11)						Input that Initiates action		Last Activity that Produces Output

		Notes

		Used for:		Identifying the beginning and ending activities of each major event or proicess of the system from an outside

				perspective				. Draws from worksheet 11

										Feeds worksheets 13, 14, 15, 16

		Copyright © 2000 eKnowledgeCenter.com v1.1
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			    Action	The ACTION symbol is used to identify an activity performed 					by an individual (officer, supervisor etc).  This may be a routine 					activity, a direct order etc. 









			Decision	The DECISION symbol works basically like a railroad switch 

				that directs a 	procedure path based on the decision point. The 

				decision step is nearly always a question.  The decision step is always 				followed by an “If, YES” and an “If, NO” with a corresponding action. 

				(ex “Are all systems capable of running at 20 knots for 20 hours?  If 					YES,…. And then If NO, ….)



				

		           Directional Flow	This symbol is used to indicate the flow of the

			 	process; that is, the sequence of events (work

                                                                  		steps, programs, etc) that takes place in a

                                                                  		procedure.  Generally, processing flow should be

                                                               		shown from left to right and top to bottom.               

                                               

			                	

		               

	                     Document	A document is evidence of a transaction (ex: 					employee time reports, customer orders, invoices, reports, etc). 				This symbol is used for all types of documents – manually 				prepared, typewritten, preprinted, computer generated, etc. 





			            

			

Process Inter-functional Chart Symbols
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Example

Functional Area or Department

Deck Division

Supply Dept

Ordering process

Warehouse

Manufacturer

Requirement:  Order new winch motor for starboard boat davit 

Part installed by 

qualified person

Supply Petty Officer 

checks to see if

 part is on hand

Enters part into log for 

ordering from supplier  

On hand

Produces Part

Checks to see

 if available

Part provided to

Deck Dept for 

installation

START

 no

yes

Part request 

submitted

Holding until

bi-weekly parts order

Orders parts along with 

requests by other 

divisions on ship

Receives order

On hand

Holds order until 

delivery truck full

Enters part into log for 

receiving from supplier  

yes

no

END








_1042188874.ppt


				



				

				                	

		               	              File Connector     	In many cases, all procedural steps cannot fit in one 

					flowchart line and have to be continued on another line in the 					same page.  In such a case you would use a CONNECTOR to 					link the steps from one page to another.  Usually letters are used

				                        to relate the connector circles, for example you might put a letter 					‘A’ in the connector on one page and a similar connector with a 					letter ‘A’ on the next page to signify the link between the two 					points.  This makes it easier if you have parallel processes to tell 					which connector links to which. 

				



				Start/End	This symbol is used to indicate the start and/or end of a 					process.  The word, START, inside the symbol indicates the 					starting point of a process.  The word END indicates the 					termination point.





			         Online Storage or	This symbol is used to represent some sort of 

			             System Activity 	storage location.  This symbol is used if the action is storing the 					data in an intranet or some sort of online storage facility.  This 					symbol is used in addition to the Action symbol. 

	





			           

			            Multi -Documents	This is the same type of symbol as the “Document” symbol only 					it means that there is more than one document produced by an 					action or there are multiple copies of the document.
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Process Inter-functional Chart



Overview



The Process Inter-functional Chart provides the capability to develop a visual representation of processes to more easily analyze and document interrelationships, redundancies, overlaps, and other opportunities for improvement.  



This tool provides focus on the number of actions in each function, amount of time to complete actions, the repetition of actions, and the sequence of actions within the process.  



How do I use the Process Inter-functional Chart and Flowcharting Tool



Determine the beginning and end steps of the process.  Decide who is responsible for completing different parts of the process.  Identify the detailed actions of the process and how they fit into the chart symbols.  Start to develop the Process Inter-functional Chart by filling in the functions/department in the left-hand column.  Convert all of the actions in the process into chart symbols and arrange them in sequential order from left to right by function/department.  Connect them with flow arrows.  At the bottom of the chart list the elapsed time to complete each of the actions.  If the chart requires more than one page, use flowchart connectors.








