Generating Short Term Wins for Change Management

Generating short term wins in change management is a critical element in achieving Federal adoption of the KM initiative.  Given the economic reality of today, we must prove that cultural change through Knowledge Management practices is of enough benefit in the Federal sector to justify the funds necessary to create a Federal KM Center.  This can be accomplished through the planning and execution of short-term KM projects within smaller segments of the Federal Government coupled with wide-spread advertising of all phases within these projects. 
Generating short term wins requires careful planning and attention to the focus of the effort.  The challenge as Kotter writes is defining a project that is unambiguous in terms of its benefit, capable of being completed in a “short” timeframe, and relates specifically to the type of change desired.  The Change management aspect of KM dictates that the focus is on the people in the organization and facilitating the way they work.  With this as the case, we must be careful how we measure success.  Kotter warns that a “company’s information systems do not always track the correct data on which improvements can be shown”.  In this regard, we must establish metrics that are based on changes in the culture and behavior of our Federal employees.  We must also establish recognition and reward processes that provide immediate feedback to employees when they are instrumental in the KM effort.  Lastly, we must constantly solicit employee feedback and participation throughout implementation.

Communication is perhaps the most important part of generating short-term wins.  Kotter states the first characteristic of a good short-term win as:
“1. It’s visible; large numbers of people can see for themselves whether the result is real or just hype.” [kotter, pg. 121]

Communication should therefore be in every phase of the project from planning to implementation and deployment.  

Publicizing KM projects during planning will provide the workforce a notice from leadership that the effort will begin soon and is of importance.  Also, the KM practice may have been attempted in another segment of the Federal Government, thereby allowing others to provide advice and inform about potential pitfalls prior to the investment of resources.  Lastly, you will establish a Community of Interest (COI) that will want to be kept apprised of your progress (this includes your own leadership).

Communication during implementation is also important.  First, it will let the staff know you are tracking their progress.  As such, immediate feedback can be provided as to whether they are falling below, meeting, or exceeding expectations.  Communication during implementation also has the benefit of keeping your COI engaged with your effort as updates are provided on challenges and progress.

Most people that plan for short-term wins will naturally advertise their success after the milestone is reached.  However, if the ultimate goal is to achieve Federal adoption, the short-term win must be packaged as a case study.  That is as opposed to simply advertising success, it will be important to denote a comprehensive set of steps to implementation, lessons learned, and overall outcome of the effort.  This will allow the KM practice to be cataloged for use by other agencies and by the FKMWG in their continual push for Federal KM adoption.
Recommendations
The FKMWG must take an active role to facilitate planning of KM efforts across the Federal government.  Collectively, the members of the FKMWG have knowledge of a vast number of successful KM implementations within the Federal government.  There is no reason any department should have to begin a KM effort from scratch as the probability is high it has been attempted before.  Accordingly, a directory should be created for existing KM programs and concepts that contains the program name, description, goals/outcomes, length of time to implement, required resources, and POC information.  This directory will serve as a guide to leaders interested in implementing KM within their environment and as a quick reference to the importance of KM in the Federal sector.
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