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Anchoring Change and New Approaches in the Federal Government’s Culture

This business case utilizes Kotter’s (1996) change model as a framework and recommends for federal government agencies to embrace change, knowledge sharing, and knowledge creation as integral parts of their organizational culture. Step eight of Kotter’s change model requires organizations to anchor new approaches in the culture to make change stick. Understanding that change is inevitable and enduring are essential to accepting change and in implementing effective change initiatives. To facilitate change in the federal government, forward-looking individuals are needed that can provide vision, leadership, and the lever to move the government towards accepting change and where knowledge sharing and creation is valued and practiced among federal agencies, stakeholders, and the general public. It is important to note that leadership and leaders may reside at different levels of an organization. The leadership emphasized in this section, however, focuses on the executive leadership and senior management level requirements for transforming the federal government’s culture on agency wide and agency levels. The distinction and assumptions used for leadership and management are as follows. Leaders communicate/advocate visions and strategies internal and external to the agency. Managers develop and execute strategies, acquire and manage resources needed to fulfill agency missions and to achieve desired organizational goals, and objectives. By exhibiting knowledge sharing behaviors, openness, competency, consistency, and integrity leaders and managers model manners expected from employees and foster relationships that instill trust. 
Organizational leaders and managers must understand how to influence and manage organizational culture. In general, the term culture is a characterization of people’s shared values and norms. Using an interpretation of Webster’s definition, value or values are how people assign a relative worth, utility, and or importance to an object or activity. Norms like values are beliefs, but are beliefs of a different kind. Normative beliefs are perspectives of how people should behave. Values and normative beliefs influence behavioral intentions may affect actions or inactions toward an object or activity. Organizational culture is a term used to describe organizational values and norms. Schein (1992) defines culture as basic assumptions held and shared by groups and learned through experience. Schein further suggests that cultures can be analyzed and demonstrated tangibly through artifacts (e.g., structures, technologies, physical environments, etc.), and through espoused values (e.g., vision statements, strategic plans, goals, objectives, stories, etc.); however, basic assumptions that involve perceptions, beliefs, thoughts, and feelings are the essence of culture and behavior. Argyris (1998) use the oxymoron consistently inconsistent to describe how theories-in-use may not coincide with theories espoused. Sveiby (2007) contends that studies on knowledge sharing practices have become one of most researched fields in the study of knowledge management. Sveiby’s research on knowledge sharing practices in European and Australian organizations suggests that managers incongruent behaviors (e.g., not walking the talk), silo mentalities, lack of supervisor encouragement are reasons why knowledge sharing is disabled in the organizations studied.
Attitudes like culture involve beliefs, feelings, and behaviors. Researchers and practitioners have conducted studies and used different models to assess people’s attitudes and behaviors towards different objects and/or activities in a variety of settings. Several rational models used include the theory of reasoned action (Fishbein & Ajzen, 1975) and the theory of planned behavior (Ajzen, 2007). The current study utilizes the theory of planned behavior model as a framework and recommends for further research to explore and assess knowledge sharing and knowledge creating practices and cultures in U.S. federal government agencies. 
In order to facilitate change in the existing federal government’s culture and to foster a new knowledge sharing and creating culture, it is essential for leaders and managers to be able to provide insights on the following questions. What is knowledge? How is knowledge obtained? What is a knowledge sharing and knowledge creating culture? How can knowledge sharing and knowledge creating cultures be facilitated? Why is knowledge important? How can a knowledge sharing and knowledge creating culture help federal agencies achieve organizational missions and solve societal problems? What are the impediments to a knowledge sharing and knowledge creating culture?
The world has become increasingly dynamic due to environmental changes that present problems resulting from man made and natural causes. Consequently, public and non-government organizational leaders, managers, and workers in the United States and around the globe must be able to work effectively and collaboratively in a dynamic environment plagued with problems and share and create knowledge that provides effective and sustainable solutions.

What is Knowledge and How is it Obtained?
There are many definitions of knowledge and knowledge management. Davenport and Prusak (1998) offer a pragmatic view and describe knowledge as a fluid mix of framed experience and contextual information. The authors contend that knowledge can be embedded in documents, processes, and norms and transferred using media and sociably through person-to-person contact. The knowledge management (KM) discipline and paradigm has evolved over time. Liebowitz (1999) compiled different definitions of knowledge management proposed by theorists/practitioners. The different theorists/practitioners propose that knowledge management involves processes and systems that formalize, captures, transfers and diffuses knowledge for further usage, decision making, and to obtain value and new knowledge. 
Early Westernized views of knowledge are rooted in philosophy and epistemology. The word philosophy is derived from the Greek word(s) philosophia (philos = love) and (sophia = wisdom) and translated to mean the love of wisdom. Knowledge is a natural process obtained through learning, experience, and application to solve problems and to seek truths and to justify beliefs. There are paradoxes experienced in obtaining knowledge. As one obtains knowledge, the more one realizes that they do not know, and the need to acquire new knowledge. The knowledge hierarchy depicted in Figure 1 is a linear illustration of how knowledge and context are applied to obtain higher levels of knowledge. 
Figure 1      Knowledge Hierarchy                                          
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The words knowledge and information are often used interchangeably. The knowledge-based economy is immersed and fueled by enabling information technologies. These examples may explain why individuals responsible for managing information technology systems and IT programs frequently are responsible for overseeing knowledge management programs. 
Eastern perspectives proposed by Nonaka and Takeuchi and others, primarily view knowledge and knowledge sharing as involving cognitive and social processes where deep knowledge is tacit or unspoken and better transferred and shared through socialization. Nonaka and Takeuchi propose that knowledge is shared and created in a spiraling effect and includes tacit to explicit, explicit to explicit, explicit to tact and tacit to tacit processes. Others argue that explicated knowledge is but information when outside of the mind of the knower. According to Fahey and Prusak (1998) knowledge is considered to be held and applied in the mind of the knower or “what’s between the ears”, and  knowledge and context are used to make meaning of information and applied to develop systems and methods used to codify, explicate knowledge, and information, processes ( p.267).
In the article titled “The Eleven Deadliest Sins of Knowledge Management”, Fahey and Prusak (1998) list errors that impede the understanding and application of knowledge in organizational settings. The list provided below augments the errors provided by Fahey and Prusak and offer reasons why organizational learning, knowledge sharing and knowledge creation may be impeded within organizations of the federal government. 

Impediments to a Knowledge Sharing and Knowledge Creating Culture
1) Dysfunctional bureaucracy is defined and demonstrated by excessive and non-value adding levels of management and supervision, command and control managers, management by fear, people serving as information relays, and linear forms of communication
2) Failure to empower workers

3) Not involving everyone in business processes
4) Lack of trust 

5) Preferences for group think

6) Perception that knowledge and information is power so hoard it
7) The misconception that information and knowledge are synonymous

8) Failure to give employees credit for knowledge and work contributions
9) Performance systems based on remuneration, subjective and nebulous criteria and that is not tied to outcomes and stated organizational goals and/or objectives inclusive of requirements and measurements for knowledge sharing and knowledge creation.
10) Not allowing time and/or places for socialization, knowledge sharing, and innovation (e.g., not invented here syndrome)

11) Not embracing and practicing systems thinking

12) Failure to challenge and surface assumptions and true mental models

13) Complacency with the status quo
14) Not investing or providing equitable investments in organizational knowledge and learning

15) Learning disabilities (e.g., failure to learn from mistakes) and obsession with training
16) Aversion to adopt enabling technologies 

Conclusion

In order to anchor change a new knowledge sharing and knowledge creating culture is required in the federal government to facilitate solutions to societal problems. This chapter provides a list that cites potential reasons as to why knowledge sharing and knowledge creating impediments exists in federal government agencies. A model framework is proposed that utilizes the theory of planned behavior and recommends for additional research and analysis to assess knowledge sharing and knowledge creation at federal government agencies.
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Appendix I

Knowledge Sharing and Creating Model Using the Theory of Planned Behavior
Subjective Norm
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How are knowledge sharing and knowledge creation practices measured in terms of results/outcomes and collaborative efforts?











Important others own behaviors influence employees to share knowledge and to participate in knowledge creating activities. 





Individuals and organization exemplify knowledge sharing and knowledge creating behaviors by openness and willingness to share knowledge and information that (a) results in new organizational and individual knowledge, knowledge products and processes; and that (b) help federal government agencies to achieve their missions and provide solutions to societal problems. 





Current problems experienced in the U.S. include economic decline/insolvency, high unemployment, homelessness, deteriorated and undercapitalized education systems, transportation systems and physical infrastructures, inadequate health care, unethical and fraudulent behavior, waste, abuses, rising energy costs and limited natural resources, environmental degradation, etc. 





Attitudes are based on an individual’s beliefs, values and perspectives held about knowledge, knowledge sharing and knowledge creation. Attitudes influence an individual’s knowledge sharing and knowledge creation intentions.





How do management and leadership styles and systems facilitate or impede knowledhttp://pbsportal.pbs.gsa.gov:7777/pls/portal/PORTAL.wwv_media.show?p_id=148027&p_settingssetid=38964&p_settingssiteid=0&p_siteid=81&p_type=basetext&p_textid=148028ge sharing and creation?











How are knowledge and information distinguished? How are knowledge, learning, and information valued?














How are vicarious experiences demonstrated?











Management/leadership styles, organizational structures, enabling technologies and performance measurement systems influence individuals perceived behavioral control.
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