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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  Lisa?
· 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 

Effective Vision statement:  
"By 2014, all federal government departments will have knowledge management infiltrated in the culture of the agencies. Knowledge management is a strategic, enterprise-wide, initiative that leverages existing knowledge and promotes innovation, the creation of new knowledge, to substantially improve organizations results.  Establishing a FKMWG office under the White House will assure that federal agencies and government offices are working together sharing knowledge across agencies to collaborate towards solutions of the nations agenda.  

Knowledge Management will empower each and every employee  to become a change agent. To learn to contribute and collaborate to accomplish the mission of their agencies and the goals of the nation.  

Knowledge Retention goals will be to sustain the workforce so that a departure, short term or long term, will go unnoticed as the knowledge will reside within the agency to continue seamlessly through the employees that are left empowered.

The examples of excellence in KM that are occurring to date in the Navy, Army and NASA are the seeds that will be planted in every agency through a KM center. The hope is to include the public in our brainstorming towards solutions. This would include researchers, scientists and the crème de la creme down to the unemployed or stay at home parents, who still would be able to contribute their experiences and knowledge to contribute to the processes in which the government has roles and responsibities. 

 It will be the role of the knowledge management center and government workforce to synthesize and create ways that the golden nuggets of information that comes in gets prioritized and escalated to the top for immediate attention to the offices of the president when necessary or the federal agency responsible for a particular mission to indeed make changes where changes are indeed due.  If information rises to conclusions this information needs to reach the CKO of the agency, their office red flags and action is taken as quickly as possible.  Through information sharing and collaboration we will be one nation working toward peak performance with input from every citizen for positive OUTCOMES & CHANGE.
FUTURE STORY
Health care vignette

There are hundreds of government agencies. If we pick one industry as an example,  healthcare in the federal government HHS , NIH,  FDA, DOD, CDC come to mind, but there are many others (hundreds) of other smaller “health related agencies”. If these agencies collaborated their collective minds (knowledge) we could produce fine results together.  The agencies need help with 1) the means for change management; 2) top down authority to collaborate immediately for OUTCOME.  Some of these agencies might not want to “share” information that could make critical differences in the state of our healthcare (sick care) nation.

The KM center under the white house could head and coach/monitor Community of Practices (COP) for each Issue: Healthcare, education, energy, etc.  For example the Healthcare COP would be charged to find the agencies, studies, statistics within the federal government while also inviting outside PHD’s doctorates, researchers and scientists from the private sector  who have experience and knowledge to join these communities of practice to contribute.  Within the larger COP there would be groups/teams working on specific issues: breast cancer, autism, prostate, heart health etc. The meeting of the minds and statistical data could probably hault or decrease the number environmental cases of diseases in its path!  Private industry studies and grants (Susan G Komen and other “walks” funded studies) as well as Federal Government results for each disease need to be synthesized into one space/place where the information canb e collaborated with case studies and stories on healing  results for incredible change outcomes. Each agency would appoint a KM SME per topic to help perculate these golden nuggets of transparency.   These are the outcomes and positive results of collaborating will also PREVENT the increase in these diseases moving forward.
ie.  18 out of 20 cases of breast cancer tissue studied  have parabens in them. This ingredient is a preservative that works for products but is not readily kicked out of the human body because of its’ preservative properties. Today, March 2009 you can still find this ingredient in many products on the shelves: shampoos, suntan lotions, liquid soaps, lotions, etc. that are being lathered on infants and women and children daily.  We are continuing to use toxins and feed our sick care system. Certains products or ingredients determined TOXIC have to hold warnings or could go on a WATCH LIST before being eliminated from products entirely.   If the data from the STUDIES were elevated and share more quickly with the agency who could pull the product from the shelf the poisoning would stop to clueless humans.

ie Autism is at epidemic proportions 1 in 150 children, 1 in 98 boys. Many believe it’s environmental either something mother might be exposed to or deficient in, something the infant was exposed to in embryo or after birth. Until stats are shared and information perculates we will not stop the slow killing of the next generation of children who are not fully functioning due to toxins corroding their systems. These statistics are astounding! This is not only in America but worldwide epidemic.
If the federal government agencies continue with their mission specializing in their silo/stovepipe but ALSO  cross fertilizing their statistics (by mandate if necessary) we could probably solve this health crisis and watch the statistics and alarming number of cancer and autism cases dwindle.  Our country will truly be working together to incorporate collaboration and a strong healthcare system through PREVENTION. The cost savings will be tremendous; the life savings PRICELESS.
For collaboration to occur the KMWG office will train and assure change management skills and culture change are being taught through online classes as well as in house in each agency, bureau, department. KMWG needs to assure government employees do not feel stifled or pigeon-holed in their department or afraid of whistle blowing for sharing information. KMWG center will assure that training is occurring for knowledge to be spread amongst employees both young and old within the agency and across agencies bridge the gaps before knowledge walks out the door.

Let’s not call it work, let’s call it collaboration!

--------------------------------------------------------------

Vision: (Rich)
Knowledge retention principles and practices will be embedded transparently in government organizations via their cultures and core business processes – both operational and strategic. The learning accumulated by individuals over their careers will diffuse incrementally into organizational memory, rather than trying to capture it all at once, immediately prior to their departure. Individual workers will routinely annotate their work products with relevant tags and evaluative comments, while teams will perform after action reviews upon project completion, assisted by automated information storage, workflow, and workgroup systems: answers to “Who knows x?”, “How do we do x?”, and “Why do we (or don’t we) do x?” will be captured in situ as work processes are executed and decisions made for subsequent on-line access by all workers. Knowledge derived from career-long experience such as strategic perspective and judgment will be shared with  peers and junior colleagues through “warm body” transfer and mentoring modes such as storytelling and direct observations of work performance. Inter- and intra-agency collaboration will be pervasive, supported by communities of practice and social networking systems.

Delong suggests 5 Steps in Planning for Knowledge Retention:

1.Link Knowledge Retention Strategies to the Organizations Strategy

2. Focus on Reducing Uncertainty Created by Threat of Lost Knowledge

3. Take a Systematic Approach to Addressing Workforce Capability and Knowledge Retention Problems by Integrating Four Perspectives: Strategic View, Operational content view, Human Resources view and Knowledge Management view throughout the employees career when designing knowledge retention solution for their agency or office.

4.  View Existing Knowledge as a Resource for Learning from the External Environment

5. Take a Long-Term Perspective on the Problems of Lost Knowledge
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 

[image: image1.wmf]V4_6Sep07

High performing, knowledge-enabled organizations manage their knowledge effectively because to do so addresses the risks of (1) key experts leaving, (2) knowledge not being available when it is needed, and (3) customer relationships deteriorating. Recognize that attrition occurs not only from retirements, but also from job changes, promotions, and career changes. What the have in common is that they all contribute to the loss of knowledge and require one to consider how to not only retain the knowledge, but also how to adapt it for access and reuse.
These organizations not only optimize their knowledge and apply effective practices in the management of knowledge, but also have developed a context relevant knowledge capture, adapt, transfer and reuse framework and operating model to initiate and strengthen knowledge management activities in the context of achieving operational excellence and mission success.
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Simply stated, for a government organization, the goal should be to evolve as a high performing, knowledge enabled organization by balancing people, process, and enabling technology to capture, adapt, transfer, and reuse “what the organization knows about what they do” so this knowledge can be accessed and reused when needed to serve the taxpayers and other stakeholders as effectively as possible.
What is knowledge when we talk about knowledge loss?
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Figure 2: Actual Workforce/Knowledge Relationship
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Figure 3: Moving from Actual to Desired
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One view of knowledge is that it comprises all the information in the organization and all the experience and insight in the organization.  High performing government organizations leverage  and focus this knowledge, in context, to improve individual, team, and organizational performance and deliver value to their customers, enable the effectiveness of their workforce, and achieve higher levels  of mission success. This enables their collective workforce to make the best decisions and provide the best solutions.  [image: image4.jpg]Information Experience
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Figure x illustrates this view.     
Why are we facing the challenge of knowledge loss?

The summary answer is that there is no instantiated process within federal government organizations to capture and reuse their workforce’s relevant information, experience, and insight on a consistent or disciplined basis. We have not taken action to mitigate the loss. 

Underlying this summary answer are several factors contributing not only to the loss of knowledge, but also to the challenge of mitigating this loss. Major factors contributing to the loss of knowledge are: 

1. There has been no formal, consistent knowledge capture and reuse framework that is an integral part of government operating or business processes—a framework that is part of the way we work.
2. There is not a real senior leadership commitment to knowledge retention.  Senior leadership in the organization must require that the ability capture and reuse knowledge be integrated into the organization and to demand collaboration as a course of operations.

3. Workforce dynamics include the organization’s leadership, culture and working environment and must be accounted for in addressing knowledge loss.  For example, people often leave due to dissatisfaction with first level supervisors who may have been promoted based on their technical knowledge vs. managerial skill.  Further, 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.  

4. It is difficult and labor intensive (costly) to capture what is in people’s heads – their experience and insight including how they “connect the dots” or what they really do to work through a process.  This is more art than science to make sense out of it and characterize it for reuse.   Few people neither are trained to do this nor have the experience to do it effectively…and technology is not the answer. 
5. There is often no real and explicit encouragement for knowledge and skills capture and transfer, especially across organizational boundaries.  It is a low priority in organizations though the challenge is recognized but money and resources are not applied to address the challenge.  
6. 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.” If not part of the business processes of the organization, this will always be viewed as “extra” work and the time is never available. 
What must we understand to address this challenge?

Effectively addressing this challenge—within the context of an ever evolving government workforce that is tasked to deliver on increasingly complex agency missions—requires that we first understand three foundational concepts:

· Many of the career fields in government are experienced-based professions in which the skills and insight necessary for success are learned primarily through hands-on experience and mentorship on the job. Expertise in all facets of the work (e.g. the federal acquisition lifecycle including requirements development and trade-offs, understanding and managing technical risk, cost realism, logistics, and training) has evolved and is understood specific to the context of the business.

·  Because of the experienced-based nature of many professions, using a combination of technology, training, and education alone will not suffice. There must be a deliberate, structured means to capture and transfer the requisite “know how” and “know why” that comprise the experiential side of what are often multidimensional professional experience and skill set that are at the heart of efficiently and effectively delivering on organizational missions.

· The current knowledge and workforce relationship is out of alignment with the desired or “ideal” state of this relationship. Very often, too much crtiical experience and insight resides disproportionately within the senior levels within the workforce, and not within the mid or junior levels of the workforce—the next generation of leaders.

Left intentionally blank
How is the workforce/knowledge relationship out of alignment?

In the desired relationship, the collective knowledge of the workforce is an inverse function of the experience and age of the workforce. While the level of experience and insight should be naturally greater at the senior levels than at the mid-level and junior levels in the workforce, ideally, the number of senior-level employees is far smaller than the number of mid-level and junior members combined. The net effect: there is a smaller base of at-risk knowledge due to the relatively small size of the senior pool. Figure 1 conceptualizes this desired relationship between seniority and the degree of knowledge, insight, and experience.

For example, over the past 30 years, the federal acquisition workforce has evolved into a workforce size/knowledge relationship in which a greater number of seniors rather than juniors and mid-level professionals has the greater share of knowledge and experience, due to the sheer size

of the senior pool relative to the rest of the workforce. This current relationship, conceptualized in Figure 2, is a distortion from the ideal. The consequence of the distortion is that knowledge disappears rapidly as large numbers of the senior workforce depart within a fairly short time period.

Reestablishing the desired relationship requires that we transfer knowledge and insight from the soon-to-be departing seniors to mid-level and junior personnel shown in Figure 3.

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.
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Figure x. Balancing People, Processes and Technology for a Knowledge Enabled Organization
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