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Potential Content
Knowledge Retention
1. EXECUTIVE SUMMARY OVERVIEW (What question(s) are we trying to answer?)
The overview will introduce the topic and provide a quick “executive summary” of the main points.  If we take the Overviews from each document and link them together we should have a very good short version of the Roadmap
What is knowledge retention?

· Set of practices aimed at reducing the risk associated with knowledge loss.  Can be viewed as helping to preserve “continuity of operations.”

· Subset of KM practices aimed at offsetting the "brain drain"; retirement; baby boomer generation (define what age group this is ...when they expect to retire, maybe offset by 5 yr max now by this "recession" but still coming)

· Lessons learned and recommended methodologies for collection and dissemination useful for federal knowledge managers

· Knowledge Transfer and Knowledge Flow are the issue, not knowledge collection. Project costs can be used to explain the redundant and duplication in programs from organization to organization.

What remedial measures have been employed?  

· No Large-Scale Solutions. Large scale knowledge capture or training programs are unsuited to the problem of “knowledge at-risk” in many government agencies, because “knowledge-at-risk” is held by individuals or small groups with specialized knowledge — not large groups with a bank of common knowledge.

· A person-to-person transfer problem.  When a person with unique knowledge retires, or transfers s/he is replaced with — at most — one individual. Often enough, no replacement will be hired. Therefore, it makes little sense to envision a large-scale "training curriculum” or “knowledge capture effort.” In most cases the transfer is from one person to another, or at most two or three others. 
SEE THE NEW WEBSITE: http://www.recovery.gov/?q=content/share-your-experience
2. BACKGROUND 

2a. The “Baby Boom” generation, those people born between 1945 and 1964 after World War II, is now surging towards full retirement. The U.S. census data shows the swell of the “Age Wave” tide  group rising from __#__ in 1990 to __#___ in 2000. This group – the largest demographic segment of the American work force by far – will leave a “black hole” of skills and manpower in its wake when it exits the ranks of the employed.  In the Federal workplace, their exodus will leave enormous skill gaps.


2b. The national workforce has experienced a downturn in the job market as a result of the economic crises around the world. Recovery from the housing, energy, and banking crises will affect the hiring of new employees, contributing to the lack of experiential knowledge in the workforce.  Keeping the existing workforce in place while new employees are brought "up to speed" is critical for organizational knowledge retention at all levels across industries.


2c.  In the U.S. Federal government human capital management planning has been on-going for many years to develop a succession plan at all agencies.  This was a critical element of the President's Management Agenda and is an integral part of the Office of Management and Budget Scorecard for managing the workforce and workplace across organizations in the Federal government.


2d.  Local government organizations have experienced many budget cuts and layoffs of critical skilled workers while services are reduced to the public.  This alarming downward trend must be reversed in order to maintain healthy and strong communities for sustained growth.  According to Vivek Kundra, the new CIO in the Obama Administration, "The ecosystem of innovation is not going to be limited just to the government, but to all the partners that help drive this country forward on a day-to-day basis."

SEE THE CENSUS 2010 WEBSITE:

http://2010.census.gov/2010census/more_information/012986.html
SEE THE CENSUS FEDERAL GOVERNMENT DATA AT THIS WEBSITE:

http://www.census.gov/govs/www/apesfed.html
SEE THE CENSUS STATE AND LOCAL GOVERNMENT DATA AT THIS WEBSITE: http://www.census.gov/govs/www/retiregen.html
3. RESEARCH LITERATURE REVIEW
a.  FAILURE STORIES 

Historically, research related to knowledge retention has been initiated through the personnel department and can be traced to standards of performance measures …FEMA and the failure to respond to a natural disaster is one example.  NASA and the failure of the shuttle on re-entry is another example.
Gathering statistics that can be woven throughout the document e.g.Retirement Eligibility; movement between positions in Fed gov’t; attrition from Fed jobs for any reason whatsoever; etc.  
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Candidates include:

· Downsizing because the work will be contracted out.  Relevant is the initial transfer of knowledge to the first contractor, and any subsequent knowledge transfers if the incumbent fails to win when the term expires.

· Base Realignment and Closure (BRAC):  Reason for knowledge walking out the door.  BRAC is a big issue for losing military and civilian workforce. Military has a process for “turnover” briefing and relieving a duty officer.  Life or death situations need a quick turn over for someone to pick up and keep going with a project.  Significant BRAC issues are related to people jumping ship when they have no confidence in having a job after the BRAC realignments—and before they are able to transfer their knowledge to those who will be responsible for the work.

· Handling some sort of natural disaster or COOP response (Richard)
· Handling a 2-month absence when an older employee needs emergency surgery.

· Submarine surfacing (knocked out fishing boat) EXPERT SYSTEMS created with– warning system to ping (red flag) when the submarines were surfacing
· Surgery –Checklist – 3 times different folks check checklist – checks and balances system, minimize mechanical error, Senior people high stakes policies LIFE at risk (worth your while to capture tacit knowledge)
· Taxi & Police – to maneuver around the city – Bloomberg – close bridges – presidential inaugurations

· Scott’s experience in BAE:   totaled savings from all success stories to come up with the amount saved.  Storytelling is what sells the program.  
· Missles or car manufacturers (do the stories all have ato be fed govt or big problems and job loss outside of govt as well?)
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What scenarios do we use in the report?  What problems are we trying to solve?  Natural disaster or daily operations?  NASA has a compelling story for why we need to share information; scary stories to make people’s hair stand up.
Note:  Protect vulnerability of information at specific organization. Scrub/sanitize the project scenarios so they are not recognized as “real” projects (if using a particular govt agency case scenario” due to sensitivity issues).
4.  Program Objectives (what do we want to accomplish in this study?)
a. To answer questions posed by the KMWG related to knowledge retention in the workforce using a qualitative study to collect existing knowledge through a survey of professionals across government, industry, and academia.
b. To share knowledge across the invisible boundaries created by existing cultural barriers that force protectionist measures related to intellectual property
5.  Critical Success Factors 

Assigned to:
This section – the title of which should vary – will highlight the critical importance of the Action Group’s Topic.  Why is it essential, a must-have?
Who owns the problem?  CIO?  Paperwork Reduction Act provides mandate?  Are we falling behind the rest of the world?
VISION AND FUTURE STORY
Assigned to:

· Goal state

· Value proposition:  is there a performance or productivity angle here?  National Security?
· Knowledge retention continuum

· Outcomes

· Within and across the government (e.g., across Federal gov’t or within a Federal agency/organization)
· Analytic focus

INTRODUCE OPERATIONAL RESILIENCE/INSTITUTIONAL MEMORY/ CONTINUITY OF OPERATIONS PLANNING (COOP) INCLUDING NATIONAL SECURITY EMERGENCY PREPARDNESS (NSEP)
Assigned to:  

A key objective of Knowledge Retention is to achieve “Operational Resilience,” or the capability of the organization to operate effectively while withstanding stresses caused by personnel churn, absences, organizational change, and low grade emergencies.  This capability is related to Continuity of Operations 
(COOP), in the largest sense, subsuming the leadership and strategy functions that organizations require in order to carry out their missions
.  COOP is traditionally associated with crises and disasters that require complete evacuation.  However, knowledge performance gaps occur every day.  It makes sense to embed knowledge retention and operational resilience into government work processes, so that Agencies are resilient 365 days a year, not just when there might be an emergency. (See graphic in Knowledge Retention.doc)
Evaluating the effects of Knowledge Loss 
Assigned to:

· Institutional Mechanisms and Systems
· No culture of knowledge retention.  Needs to be supported by a culture of leadership, empowerment, and collaboration.
· Workforce Dynamics - leadership - readiness to do KM – culture  For example, people leave due to dissatisfaction with first level supervisors (who may have been promoted based on their technical knowledge vs. managerial skill).  That opens the need for a Recruitment action, and potentially a set of Developmental actions, the latter of which can be very costly.  Furthermore, if people are leaving in droves due to the leadership/management climate, word gets out and talented people with employment options will join other organizations—typically in private industry or with Federal government.  (The book, “It’s Your Ship” speaks to some of this.) 
· Generational issues
· Human capital issues
· Knowledge is in People’s Heads. Knowledge, expertise and skills in organizations reside mostly in people’s heads.  When people leave or are transferred for any reason, this knowledge is usually lost unless deliberate measures are taken to preserve and transfer it. 

· Difficult and Costly to Capture. Knowledge capture is costly and labor intensive. Often, knowledge is held by one individual, or at most two or three. Training and knowledge management programs cannot cost effectively capture this knowledge.  

· No Dedicated System of Methodologies and Tools.  Few organizations possess specific tools, methods, or standards for knowledge and skills transfer. There is no common platform or medium of knowledge transfer. 

· Human nature is such that employees are often reluctant to share hard-won knowledge. 

· No explicit encouragement. Often organizations do not explicitly encourage knowledge and skills transfer, especially across organizational boundaries. 

· Low Priority. There is a lack of will to tackle the problem. Knowledge and skills transfer is seen as a luxury to be tackled “when we have time.” Usually that time is never available. 
Evaluating the Costs Associated to Knowledge Loss 
· Skill gaps occur
· No incentive to collect, retain and protect knowledge
· Loss of people/attrition Why do people leave their jobs
?  

· Various reasons for Attrition—e.g., retirement, reassignments, promotions, downsizing/work is contracted out. 

· Shifts in pay systems from CSRS to FERS make it easier for people to come and go.

· Loss of interest in the work, family issues.

· Natural disaster or results of terrorism.

· Questions:  

· How soon do people bail out after they become retirement-eligible?  

· Who is eligible and what knowledge do they hold that would be critical to keep before they leave? 

· Performance Gaps.  When senior persons leave without handing over guidance or organized procedures, the job performance of successors often does not equal that of the retiree or transferee.  

· Monetary Costs and Efficiency. The remedial options available when knowledge loss occurs are expensive and laborious. Sometimes organizations hire retirees back as contractors or cobble together a competent team from the existing personnel. Often the retiree is no longer available. In the absence of personnel armed with appropriate procedures and support, tasks demand more time and effort.  Costs to train new personnel can be significant, and if an organization gains a reputation for low quality of work life, talented people with employment options will choose to work elsewhere.
· Critical Activity Breakdown. The natural effect is drag on the system. At worst, knowledge gaps can cause breakdown of critical activities.  Team actions are not captured in a methodical way to ensure knowledge gained is saved for future teams.
· Mission Success and Scorecard Measures.  To the extent that critical activities break down, overall mission success is threatened. This cascades to poor scores on measures of human capital effectiveness on the “worldclass workforce” annual management scorecards (red-yellow-green) which OPM and OMB instituted across the national federal government agencies to manage the status of project funding.  Transparency in spending is critical to the refunding of existing projects. 


KR Requirements:  Where do KR requirements come from?

· As with any other valued response, KR interventions are based on needs.  And those needs will surface internally and externally to the interventions themselves.  In the best-performing organizations, the entities responsible for determining requirements and interventions are aligned with the corporate mission, and well integrated both strategically and operationally.
· First-level supervisors identify their key people, and try to learn when they might leave

· Workforce Planning, to pinpoint key knowledge, who possesses it, and when those folks are eligible for retirement.  (See Human Capital Management Architecture in 2007 APQC KR&T Study; high-level briefing uploaded to wiki.)

· Emergency Essential planning documents describe key work.  Emergency recall list identifies who can/must perform the work (validated by periodic supervisory data call).

· Evaluating needs for Continuity of Operations highlights key processes, how information flows within organizations,   Every person can relate to COOP as a knowledge retention issue.  
· Transparency

· Broken Government

· Across Federal agencies

· Silos within Federal agencies, down to the lowest organizational unit level.

· Stronger, better integrated Partnerships – 
· Within organizations (e.g., HR, KM, IM, and IT)

· Across Federal government (e.g., CIO, CHCO, OPM, OMB, CTO)

· Public and Private
6.  Other Considerations

a. Political Environment

"We cannot overstate the importance of this effort. We are asking the American people to trust their government with an unprecedented level of funding to address the economic emergency. In return, we must prove to them that their dollars are being invested in initiatives and strategies that make a difference in their communities and across the country. Following through on our commitments for accountability and openness will create a foundation upon which we can build as we continue to tackle the economic crisis and the many other challenges facing our nation." 

Memorandum to Head of Departments and Agencies, February 9, 2009 
http://www.recovery.gov/?q=content/accountability-and-transparency
President Obama has made it clear that every taxpayer dollar spent on our economic recovery must be subject to unprecedented levels of transparency and accountability.  He has identified five crucial objectives for Federal agencies, to ensure that:

· Recovery funds are awarded and distributed in a prompt, fair, and reasonable manner; 

· The recipients and uses of all recovery funds are transparent to the public, and that the public benefits of these funds are reported clearly, accurately, and in a timely manner; 

· Recovery funds are used for authorized purposes and every step is taken to prevent instances of fraud, waste, error, and abuse; 

· Projects funded under the recovery legislation avoid unnecessary delays and cost overruns; and, 

· Programs meet specific goals and targets, and contribute to improved performance on broad economic indicators. 

To meet these objectives, the President is directing Federal agencies to take critical steps in preparation for the Act’s implementation.

http://www.recovery.gov/?q=content/agencies

b. Social Environment


c. Presidential Priorities

On March 6, 2009, President Barack Obama and Attorney General Eric Holder announced $2 billion in Recovery Act 2009 funding allocations for state and local law enforcement assistance available through the Edward Byrne Justice Assistance Grant (JAG) Program. 

The JAG Program allows states and local governments to support a broad range of activities to prevent and control crime and improve the criminal justice system. Those activities include: 

· Law enforcement programs. 

· Prosecution and court programs. 

· Prevention and education programs. 

· Corrections and community corrections programs. 

· Drug treatment and enforcement programs. 

· Planning, evaluation, and technology improvement programs. 

· Crime victim and witness programs (other than compensation). 

“These funds are a vital component in our effort to not just revive our economy, but to build a new foundation for lasting prosperity and security,” President Obama said. “By keeping police officers on the streets whose jobs were threatened by budget cuts and ensuring states and municipalities have the tools and equipment necessary to fight crime, this money will simultaneously help jumpstart the American economy and protect our citizens.”
The procedure for allocating JAG grants is based on a formula of population and violent crime statistics, in combination with a minimum allocation to ensure that each state and territory receives an appropriate share of funding. 
Sixty percent (60%) of the allocation is awarded directly to a state and 40 percent (40%) is set aside for units of local governments. Funding will be used by states and more than 5000 local communities to enhance their ability to protect communities and combat crime. 
d. ROI – Return on Investment – Lisa contacted the fellas that wrote a white paper titled:  MAKING THE CASE FOR ENTERPRISE CONTENT MANAGEMENT SYSTEMS: DISCOVERING NEW ROI BY COUNTING DIFFERENTLY. Spoke with Jeffrey  Ritter, CEO of Waters Edge Consulting and he “might” write a bigger piece for the entire paper on ROI in general.  (I think I have him interested/hooked on the cause for KM in the fed govt)  
A little flashback to finance ROI = Financial Benefits-minus operating costs/divided by capital investment. Say we were ever to get a hearing as to why there should be a CKM position created in the white house, we’d want guys that were ready to be riffled at in accounting terms sitting on the panel. This is about a “system” we still need to discuss human capital, intellectual property? Will it be free if one participates during govt hours –how do you give it a value? can a number be put on it? Fed govt employees salaries –how do you  give human capital a $ figure? How do you really explain the RETURN ON INVESTMENT for CKM office and infiltrated throughout the govt. Maybe it’s if you DON”T DO THIS discuss the continued waste – cost of information /knowledge loss is a section of our paper.
DOLLAR FIGURES AND NUMBER STATS are what is needed for AFFECT in intro and throughout the paper
7.  Recommendations 

This section should lay out the key recommendations and insights gathered by the group.  I’ve suggested that the recommendations could be written as subheads with an explanatory paragraph or two underneath. But your topic and recommendations might not fit this format; you might need a more discursive style.   

Here’s a paragraph or two explaining the what, why, and how of the recommendation. 
Wait to define Recommendations until the content is more firm.
1. CKO office in white house under CIO to help OWN the problem. The problem is not solely going to be handled by technology but in collaboration with technology allowing people to share information more quickly, capture save and transfer and share experiences and knowledge for OUTCOMES and RESULTS and RESOLUTIONS TO REPEAT PROBLEMS happening in different silos across the federal government. Collaboration is necessary immediately!

2. Partner (who would do this?  Federal KM clearinghouse?) with the Federal Executive Institute to offer a KM curriculum that provides KM 101, as well as specific interventions that can be implemented to solve retention issues. 
3.  Partner (who would do this?  Federal KM clearinghouse?) with the Executive Agency schools targeting senior managers and executives to offer a KM curriculum that provides KM 101, as well as specific interventions that can be implemented to solve retention issues. 

Speak to relevant partnerships in the context of each Recommendation:
Potential partners for implementing solutions
· Human Capital Officers Council (CHCOs)
· CIO Council 
· Partnerships between private and public organizations

· Volunteer Organizations

· AmeriCorps Job Training

Any Others..??
8.  Conclusion and Next Steps 

What specific next steps do you envision for the continuation of this topic?  Who needs to look at it? 

  

ATTACHMENT SUGGESTIONS:
Bill Kaplan suggested a chart that he designed- V to left – info search touch explicit right of V experience tacit




FAILURE IS NOT AN OPTION 





"An organization doesn't really accomplish anything. Plans don't accomplish anything either. Theories of management don't much matter. Endeavors succeed or fail because of the people involved. Only by attracting the best people will you accomplish great deeds. In a brain-based economy, your best assets are people. We've heard this expression so often that it's become trite. But how many leaders really "walk the talk" with this stuff? Too often, people are assumed to be empty chess pieces to be moved around by grand viziers, which may explain why so many top managers immerse their calendar time in deal making, restructuring and the latest management fad. How many immerse themselves in the goals of creating an environment where the best, the brightest, the most creative are attracted, retained and, most importantly, unleashed?” 


       


                                                        ---General Colin Powell, US Army (Retired)





A SUCCESS STORY FROM “AMBER ALERT”





July 18, 2006, Memphis, Tennessee





A 16-year-old Veronica Diaz-Lopez was abducted by an acquaintance after he assaulted the child’s companion with a tire iron. An AMBER Alert was quickly issued. A citizen in Georgia who was aware of the Tennessee AMBER Alert saw the vehicle in question and contacted authorities. Law enforcement was able to shift the search to Georgia and issue a Georgia AMBER Alert. The abductor was eventually apprehended and the child was safely recovered.














�I don’t believe that “Planning” is part of the normal use of the term.  We can verify.


�COOP might be a way to drive toward performance—in a sense, a key value for those who want to hold Federal organizations accountable for their efficiency and effectiveness.


�If this paragraph focuses on Effects, perhaps this “why” piece belongs in the section above.
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