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Federal KMWG Change Management Action Group
Kotter Phase One: Creating Sense of Urgency for KM in Govt.
Phase One of Kotter’s process model for managing organizational change is Creating a Sense of Urgency.  This phase focuses on identifying existing or anticipated crises and opportunities and communicating them broadly and dramatically to management. As Kotter explains:“This first step is essential because just getting a transformation program started requires the aggressive cooperation of many individuals. Without motivation, people won’t help and the effort goes nowhere.” 
Kotter suggests that creating the requisite urgency is the most critical of eight stages, observing that in his experience, fully fifty per cent of transformational initiatives fail at this first phase.
 The costs of such failures are significant, bordering on the astounding:  One estimate put expenditures on change management consulting services at $50 billion a year, with 70% of US companies surveyed indicated failure. Informal surveys indicate comparable rates of failures and expenditures by the US Government.
 
Unfortunately, executives chronically underestimate the difficulties inherent in (1) creating a (business) case for change that is sufficiently compelling to overcome organizational and personal inertia and complacency; (2) ensuring that this urgency is communicated to others with as much clarity as they themselves perceive; and (3) being sufficiently focused and patient until a critical mass of senior management is convinced. Kotter estimates that fully 75% of management must be persuaded to achieve a sustainable level of urgency. One can visualize this phase as igniting the first stage of a rocket booster that fails to generate sufficient thrust: the payload (i.e. the targeted change) never reaches sustainable orbit.
In our case, the change in question is government-wide adoption (and institutionalization) of Knowledge Management practices. The drivers of urgency are as follows:
Crises

1. Extreme budgetary pressures for foreseeable future to do more with less money
The current economic crisis is generating an unprecedented drain on the US Treasury, aggravated by war-related and growing entitlement-driven expenditures. The inescapable need to minimize discretionary spending and dramatically reduce annual deficits and the national debt will stress the budgets of all Federal agencies for the foreseeable future.  
In addition, public, Congressional, and media scrutiny on Government agencies responsible for disbursing stimulus funding will be intense. Failure to manage the funding surge will thoroughly undermine confidence and discredit the current administration, as was demonstrated by the outrage at the inadequate controls and results of the US Treasury’s handling of the financial industry bailout (TARP).

2. Drain on institutional memory in agencies due to generational retirements

The loss of information, history, policy know-how and perspective, judgment and context gained by senior managers and other employees in the “Baby Boom” generation is expected to escalate dramatically in the next several years. Current efforts and preparations  to capture even the explicit knowledge that is likely to be lost (such as exit interviews on the eve of departures) are ad hoc and ineffectual at best.  The resulting deficits will likely lead to serious problems in the formulation and execution of policy and regulations across the Federal Government. 

3. Information sharing – homeland security: preventing attacks, improving preparedness
KM, particularly in its focus on people and cultural issues can make critical contributions to improving the level of intelligence information across diverse agencies involved in national defense and homeland Security.

Opportunities 
1. It is not feasible to address the problems cited above on an ad hoc, agency-specific basis. Ideally, a KM Center of Excellence should be established to aggregate relevant practices and products, with a dedicated support staff, to support KM efforts across the Federal (and potentially State) government. 

2. Promoting Effective Government 
Crises aside, KM offers considerable potential for by increasing productivity, addressing Knowledge Retention, improving innovation, and reducing if not avoiding errors.  Examples include minimizing inefficiencies from “reinventing the wheel”, both intra- and inter-agency, and reducing the productivity impacts of pervasive time lost and labor costs of employees’ ad hoc searching of  the Internet and other Government sources for relevant expertise & solution to problems that they encounter. 
3. Demonstrable ROI 

Probably the most compelling way to establish the scope of potential opportunities would be to assemble a portfolio of Government (and potentially commercial) KM success stories with quantitative cost-benefit  analyses
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