Knowledge Management  


Condensed notes of a presentation by Gregg McGee, EDS, Summarized by Duke Rohe, Management Consulting,  drohe@pdq.net


Do we treat our employees as intellectual assets?





Pk is personal knowledge that lies inside each of us.  It is isolated, non replicated and walks out the door when we leave.  Knowledge Management creates an environment where it is easy to give, find and use this knowledge.  





Types of intellectual capital: Human, structural, customer based, industry based, organizational.





Knowledge Management sees the worker as an intellectual asset, not an expense item.  A company should feel a knowledge loss every time someone walks out the door with sharable knowledge still in them.  When we let go of a worker we have tossed out their knowledge.  We don’t know the value of that knowledge.  We don’t know how to take care of that knowledge.  We don’t know how to keep their best practices and lessons learned from dying.  We don’t even give out the phone number of the guy who left.





Best practices, lessons learned:  There is no system to know what works, what doesn’t.  So we end up repeating the same trial and error of learning.





Information and data systems today:  We either get too much or too little.  A high ranking officer in the army gets hundreds of e-mails day and can’t afford not to read all of them or he’ll miss something valuable  -- STRESS!





Wall  street will be an external driver of Knowledge Management, but has yet to figure how to calculate its value.





Internal drivers for Knowledge Management: rework, cycle time, stress, quality, job complexity.





Sample of poor Knowledge Management @ EDS.  One of their programmers found and repaired a bug  with Windows 95 which took 80 hours to fix and billed $4000 to its client.  This same bug was being fixed independently around the globe by other EDS programmers at a cost to the clients of $3.2 million.  Is this a competitive use of client’s money ?





An army ER protocol was developed for trauma care for $2500 while six other army hospitals developed a similar one at a cost of $15000.  All wasted because of poor knowledge transfer.





An executive has no way of knowing how his intellectual capital is growing or shrinking.  He has gauges on his Cadillac that tells him the status of everything at every instant. He only has last quarters earnings which tells him nothing about how his knowledge is doing.





What keeps knowledge from flowing?  As long as it takes twice as long to write as it does to tell, knowledge transfer will be slow





Army is using Disney’s story telling techniques which draw out the elements of a story to capture knowledge.  Voice recognition is getting closer to help speed this up too.





Tecnology+People+Culture=Change  And culture is the biggest issue.





Knowledge Management - requires the trust of sharing.  EDS gives $3000 for the best code of the month.  No one will contribute for they feel they lose an edge if “give it away”.  Unfortunately the culture reinforces this.





We must learn - the teacher has the greatest value, not the doer.  We need to compensate accordingly.  The teacher should spend 30% of their time doing in order to refresh their knowledge.





In trying to capture knowledge, we spend 60% of our time looking for data and at the same time we are suffering from information overload.





Workers basic knowledge questions:


how do I do this


who needs to know


who can help me





A study of Fortune 500 companies revealed that 20% of their annual revenue is consumed managing documents





Workers need:


knowledge that is context-filtered


knowledge that is easily accessed


knowledge that is valid with some authenticity behind it


access to through training and education


what is learned from others (so relearning is saved)


tools to effectively capture and transfer knowledge





Knowledge Management is reinvesting in our people - we need to have the strategy, process and the where-with-all to make it happen





One army institute is using Grand Rounds for getting training CME qualification.  Staff around the globe check it out on the website through distance learning.  No travel, it is done in your time schedule and just as effective knowledge transfer.





Army’s website http://ae2178.med.osd.mil     and


km.army.mil     (no www)  





How do you save the tacit knowledge of the organization.  Someone leaving the organization better not be a node communicator or some waste is about happen





How do we incentivize sharing - pay a royalty on knowledge reused like we do software.  Tough to measure, monitor.  Culturally our compensation needs to match sharing, and using learned knowledge.  EDS trouble - you get promoted for billing more hours, not efficiently using knowledge already out there.





There is a talk of the generation after the “X” generation.  The “N” generation will come into the workforce with an entrepreneurial spirit and want to compensated for their knowledge.  P.S. doctors come close to this compensation.  Their fees are more a measure of what they know than in what they do.





Scandia is a company that measures knowledge over in Europe.  Europe is usually ahead of the US in these areas (they started ISO)





We get paid for reinventing the wheel.  We get paid and recognized more for solving something than for using something already out there.





EDS rewards consultants for getting the most blood out of their engagement.  A better way of compensating is do it for a fixed cost.  You lose if you have to invent, you win if reuse proven practices.  We need to manage our service process just as managed care manages health costs.





The long term chief knowledge officer will not be under the CIO.  CIO is compensated on projects, installations.  Growing knowledge requires more trust than it does the technical advances.





Organizations need to have networking engineers - they know who knows what and where to go to find the answer.





Sharp Knowledge Management goes to a “Pull” rather than “Push” knowledge. Reserve “push” for mandatory knowledge which are few and universally significant.





In the Army each of the knowledge areas have a webmaster who reviews incoming knowledge, validates it, refreshes it, and puts their annual seal of approval.  Each knowledge area has a discussion board.





“The heck with best practices, we are still searching for standard practices”





They use CBT in their “school house” for training off the website.





WARNING:  Problem in setting Knowledge Management up is everyone can tinker with it and the ultimate cost is never considered.  We need standards for maintenance, refreshing...





Decisions need to have an impact matrix so we know what we are doing.  When a new CEO comes in - pow, throw out the old, bring in the new and in 2 years you start all over again.  Where do the lessons learned go.





Expert systems come after Knowledge Management.  They helps you capture your knowledge you want to keep





ROI on technology happens only when you achieve level 3 of the Capability Maturity Model.  Adding technology solutions at level 1 will cost you.





Best way of capturing knowledge -- indexing war stories and lessons learned 





People will game the knowledge capturing system if you are not at the level where it makes their job better.  How do we cook the book instead of invent the cook book?





What needs to change to make it happen


Incentive to support sharing and using shared knowledge


People to take the time to share and search for knowledge


Process to make it easy to give, maintain and access knowledge


Strategy to make it a value to the organization’s success





The best is Knowledge Management -- AT&T used to be





Change is a culture, process issue.  Not a technical one





Want to see how well your organization does in Knowledge Management:  define the flow of information in your organization, then overlay the reward and recognition system on top of them.  Everywhere they are not aligned, its a crap shoot as to whether knowledge will be used successfully.  If the sales person is paid for making the sale, while the deal cost the engineers 6 months of uncompensated 70 hour weeks to get it under budget -- you have lost





I hope this knowledge shared is useful.... Duke





A few notes an article from the winter 98 Sloan Management Review





Consultants are often allergic to new knowledge, relying on past experiences five years ago than in new knowledge learned by others





Want a measure of Knowledge Management – Count the number of reuses of existing tools, knowledge…





There needs to be a thesaurus of terms to help get you to the knowledge you are looking for





The challenge is getting folks to share what is learned with their peers and use what is already learned in the organization





cliffnot
