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Overview 


Assigned to:  TBD 

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. 





Critical Importance of the Topic 


Assigned to:   Lisa 

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? 

The United States government, the nation’s largest employer, is facing a labor shortage more severe than private industry. Throughout the next five years, one-third of the federal government’s full-time permanent workforce is predicted to retire. In the private sector, 41% of workers are older than 45 years of age compared to 58% of federal workers. The average age of a federal worker is 46 and climbing. By 2012, 36% of the Senior Executive Service (SES) and 27% of the federal supervisors who direct the work of 1.6 million civil servants are projected to retire. The actual proportion of SESers eligible to retire will be 76%, indicating that actual retirements could be higher than projected. 

The federal government’s most experienced workers are retiring and the government is ill-equipped and ill-prepared to retain this talent. Particularly alarming is the high turnover expected in high-level and supervisory positions and the disproportionate numbers of retirees in specific occupations and agencies. By 2012, retirements in 23 large agencies will top 20% of their workforce. The agencies hardest hit include the Federal Aviation Administration (26% of employees projected to leave); the Social Security Administration (23%), and the Department of Defense will lose 600,000 or 20% of its population. One out of every three air traffic controllers are projected to retire by 2011. Retirement eligibility percentages in these agencies are much higher than the projected retirement rates. The agencies predicted to be hardest hit all provide direct and highly-visible services to the public. 

The federal government faces unprecedented complexity in its attempts to head off the impending brain drain while at the same time preparing for an influx of new and inexperienced federal employees. 




Overview of the Issue 



Who owns the problem?  CIO?  Paperwork Reduction Act provides mandate?  Are we falling behind the rest of the world? 



1. Vision and Future Story 


Assigned to:  TBD 

· 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 

2. Introduce Operational Resilience/Institutional Memory/ Continuity of Operations Including Emergency Preparedness 


Assigned to:  Rich 

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[KD1] (COOP), in the largest sense, subsuming the leadership and strategy functions that organizations require in order to carry out their missions[KD2] .  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) 

Resiliency 

Knowledge retention (KR) is a critical component of resiliency. In essence, resiliency refers to an organization’s capabilities to: 

1. Operate sustainably in its environment by producing suitable goods and/or services for its customer base in a cost effective manner 

2. Anticipate and prevent disruptions of operations in the face of catastrophic events (e.g., disasters, economic crises, attacks) and/or loss of key employees 

3. Respond to, and recover from such emergencies if they cannot be prevented 

4. Adapt to changing environments and customer requirements (e.g., by changing structure, practices, technologies, innovative offerings) 

KR contributes to resiliency by identifying and codifying critical data, policies, procedures, and processes from individual employees. Organizations can then utilize this core knowledge to maintain or restore operations should those individuals become unavailable temporarily (e.g., due to illness or emergencies), or leave their positions permanently through retirement, promotion, and other non-crisis causes of workforce turnover.  As such, KR is a necessary component supporting emergency preparedness, disaster recovery, and long-term business continuity. 

However, resiliency (as we define it) extends well beyond these issues, which are essentially tactical and operational in nature.  Continuity, preparedness, and recovery are concepts that are all past- and present-directed; how does an organization maintain its current (level of) operations. 

Organizations must also preserve leadership and strategic competencies required to carry out their missions. Economic, security, and environmental conditions evolve continually, at regional, national, and global scales. Ensuring the public’s health, safety, and national well-being in the face of such changes is a complex and dynamic task for government agencies. Critical resiliency capabilities here include: 

1. Detecting relevant “weak signals” (i.e., forces, trends, shifts in behavior patterns)  

2. Developing strategies to address impending problems 

3. Evaluating and refining such responses to identify solutions that are robust 

4. Implementing those decisions (viz., via legislation, policies, regulations, etc) 

5. Monitoring results over time and adapting solutions as needed to ensure success 

These forward-looking adaptive capabilities hinge on “tacit” skills based on perspective and judgment that typically derive from experience over extended careers. Institutions that succeed in capturing and leveraging strategic skills are often called “learning” organizations.  KR provides tools and techniques for addressing this challenge as well as the nominal continuity problem.  As such, KR is a critical enabler in pursuit of true organizational resiliency across tactical, operational, and strategic levels.  




3. Types of and Reasons for Knowledge Loss 


Assigned to:  Bill 

· 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. 

4. Effects of Knowledge Loss:  Costs of Failure to Address the Issue 


Assigned to:  Wendy 

· Skill gaps occur 

· Technical skills 

· Productivity performance gaps 

· When senior persons leave without transferring their knowledge to those who remain, (e.g., via structured interview or handing over guidance or organized procedures) the job performance of successors often does not equal that of the retiree or transferee. 

· Agency operational knowledge 

· Cultural working knowledge 

· Loss of people/attrition Why do people leave their jobs[KD3] ? 

· Controllable turnover 

· Dissatisfaction with workplace environment 

· Reassignments/promotions/downsizing 

· Lack of career opportunities or challenges 

· Family issues 

· Unsafe work c onditions 

· Compensation issues 

· Un-controllable turnover 

· Retirements 

· Death, natural disasters 

· Prolonged illness 

· Geography changes 

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

· 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? 

· 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.  There are also costs associated with replacing the outgoing person, or in replacing the person that is replacing them!  The cost of recruiting the right talent, getting that person up to speed, as well as the cost for exiting the leaving person are also relevant. 

· Indirect Costs 

· Loss of production 

· The natural effect is drag on the system. At worst, knowledge gaps can cause breakdown of critical activities 

· Reduced performance levels 

· Unnecessary overtime 

· Low morale. 

· Direct costs 

· Employee leaving/exit costs 

· Employee replacement costs (cost to hire) 

· Employee transitions costs 

· 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 annual scorecards which OPM and others employ. 

5. Background Information 

(might interweave this among the Issues) 

Assigned to:  Debby and Karen 

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 fro m organization to organization. 


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) 

· Publ ic and Private 

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.  

Use a paragraph or two to explain the what, why, and how of the recommendation. Below are some initial thoughts…
1. 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. 

2. 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 

· CIOs 

· Other..?? 

Remedial Measures are Elusive: 

· 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. 


  


Conclusion and Next Steps 

Assigned to:  TBD 

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




Footnotes: 
[KD1] I don’t believe that “Planning” is part of the normal use of the term.  We can verify. 
[KD2] 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. 
[KD3] If this paragraph focuses on Effects, perhaps this “why” piece belongs in the section above.
