Overview 

Phase four of Kotter’s change management protocol is about empowering employees for broad based action (Kotter, 1995). This is the grassroots approach to change management which creates ownership for the proposed change within employees and reduces the barriers to that change (Kotter, 1995). So how can we break down those barriers and create a culture that encourages participation and risk taking? We can create a culture that encourages and rewards knowledge sharing, provide employees with opportunities to impact processes and the meeting of agency goals and promote the successes of those contributions through training and recognition. “In highly successful change efforts, when people begin to understand and act on  a change vision, it is important to remove barriers in their paths, to take away the tattered sails and give them better ones” (Kotter & Cohen, 2002, p. 73). 
Empowering Employees

“Evaluation and rewards can disempower when they are at odds with the direction of needed change” (Kotter & Cohen, 2002, p. 75). According to Pan and Scarbrough (1999), 

The task for the organization is to continuously create and maintain a knowledge-enterprising culture and community whereby associates feel comfortable with knowledge and are motivated, rewarded and entrepreneurial. Equally challenging, is the task of developing a knowledge-focused reward system that can effectively replace the traditional, commission-based reward mechanisms (p. 371). 

If we want to ensure that knowledge sharing is adopted by employees for the good of the organization, we need to change the rewards mechanism. That means encouraging and rewarding teamwork, stepping up with ideas and publicly acknowledging contributions.  Kim & Mauborgne (1998) conducted a study to determine the cognitive and motivational processes underlying the role of procedural justice in sharing knowledge. Results indicated that on the motivational side people are seeking to be recognized as human beings and to be treated with respect and dignity while intellectually they want recognition that their knowledge is sought after. When these needs are met, employees will voluntarily share their knowledge and expertise with the organization for the benefit of the organization. According to Chiem (2001), presenting knowledge sharing as a way to make jobs easier can assist is making the practices appealing to government employees. McAdam and Reid (2000) found that the public sector organizations viewed the major benefits of KM to be improved efficiency and quality and public employees received intrinsic benefits related to job enrichment from participation.

“After years of stability, incremental change, or failed attempts at change, people can internalize a deep belief that they are not capable of achieving a leap” (Kotter & Cohen, 2002, p. 77).

Recommendations 

Identify obstacles to empowerment

Counter with agency champions

Educate on Knowledge Management

Include in executive training

Include in new employee orientation

Include in performance evaluation

Participation in or Sponsorship of Communities

Additions to Lessons Learned

Knowledge Sharing

Identify KM outcomes that support agency metrics

Encourage risk taking 

Establish communities and invite participants

Advertise wins from previous communities

Agency executives officially encourage participation

References
Chiem, P.X. (2001, October 4). Knowledge management in the public sector. Destination CRM. Retrieved October 4, 2001 from http://www.destinationcrm,com/dcrm_ni_article.asp?id=560&art=mag&deptid=8
Kotter, J. P.  (1995, March-April). Leading change: Why transformation efforts fail.  Harvard Business Review.
Kotter, J. P. & Cohen, D. S. (2002, Winter). Creating ways to empower action to change the organization: Cases in point. Journal of Organizational Excellence.

Kim, W.C. & Mauborgne, R. (1998). Procedural justice, strategic decision making, and the knowledge economy. Strategic Management Journal, 19, 323-338.

McAdam, R. & Reid, R. (2000). A comparison of public and private sector perceptions and use of knowledge management. Journal of European Industrial Training, 24, 317-329.

Pan, S.L. & Scarbrough, H. (1999). Knowledge management in practice: An exploratory case study.  Technology Analysis & Strategic Management, 11, 359-374.

