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From Knowledge Management Competencies to Improved Organizational Performance
Overview (Executive Summary:  under construction)

‘An investment in knowledge pays the best interest’ – Benjamin Franklin
‘The only sustainable competitive advantage is an organizations ability to learn faster than the competition’ – Peter Senge
"Customers do not buy products or services so much as they buy expectations." - Ted Levitt
It has been said that Adam said to Eve, "we live in times of extraordinary change." We know that the only constant is change. We also know that the rate of change is increasing.  As human beings we tend to resist change.  We are at a point in our global civilization where our rate of change is challenging our perceived physical limitations.  The time has come to collectively accept and embrace change, especially in the context of knowledge.
One definition of knowledge is ‘the enhancement of understanding through sharing, experience and analysis’.  Our lack of collective knowledge has led us to multiple crises such as terrorism, economic, health and energy.
Agility and transparency are two critical concepts to understand and embrace.  Our citizens and the world expect us to lead and set an example as to the pursuit of happiness.  In terms of agility, there is room for improvement in our decision/execution approaches/processes.  In terms of transparency, there is room for improvement in our communication/collaboration approaches/processes.  There are inefficient and ineffective organizational structures that must be addressed.
Technology
New generation of workers, attitudes, expectations, values, beliefs
Knowledge sharing and transfer, retention, networks
Leadership
culture




Critical Importance of the Topic 

Where are we now?  (What is the problem??)
The global economyworld has moved shifted from information-centric to knowledge-centricindustrial base to a knowledge base economy.  As the nature of work has changed in the knowledge-driven global environment so also did the nature of the workers. The scarcest resources in the information economy were land, labor and capital.  Now, the scarcest resources in our knowledge economy are time and attention. Rather than shortage of land, labor and capital, today today’s workforce lacks both the access to work-related knowledge and the skills and insights found cross-organization.  Knowledge, (or the enhancement of understanding gained through sharing, experience and analysis,) empowers the government and leads is the foundation to ‘decision advantage’.  In order to sustain American superiority in performance and execution, Federal systems must be agile and responsive to ‘Information Age” dynamics and support the dDecision advantage leads to our ability to be agile and sustain global superiority.  
The global economy democratizes access to data, information and knowledge.  National boundaries and differences in languages, ethnicities and ideologies are or are becoming obsolete.  At an escalating rate, individuals around the world can access critical and, unique data, information and knowledge in a moment’s noticewith the click of a computer or cell phone.  For example, a doctor in the most remotea remote part of the world can quickly access medical and health information that can save lives – data, information and knowledge not available to that doctor just 10 years ago.  No longer does anAn individual no longer needs to live in or travel to technologically advanced nations societies in order to learn or access the latest and greatestmost up to date information.  This democratization of data drastically changeshas changed the international scope and scale of sustainability and competitiveness.
Technology enables the democratization of data, information and knowledge.  Technology also has created information overload.  With real-time access tTechnology has surpassed the maximum capability for humans individuals to read, react, and respond to emerging knowledge.  In other words, things are moving faster than one individual call absorb.  There is a This fact calls for a collective intelligence, a ‘wisdom of crowds’ effect, thateffect that must be leveraged and harnessed for a highly functional learning organization.
Our Most of the current government learning systems are inventions of the industrial era.  They are inefficient and cause unnecessary decision bottlenecks.  For example, view the “Barriers to Innovation and Inclusion” video recently created by NASA employees.  There is a tendency to:
·  to work in silos,	Comment by mc: This needs to be culled down.
·  stay in comfort zones,
· overreact to  perceived contract restrictions,
· adhere to  fears, outdated management styles,
· maintain a  parochial networks,
· demonstrate a lack of support, trust, resources, and
· retreat to the not to mention mindsets of ‘we’ve never done this before’ or ‘we’ve tried this before and it didn’t work’ or the classic ‘not invented here’ syndrome.
  These are all forms of resistance to sharing knowledge across the enterprise.  Resistance is a tell tale sign of dysfunction and an organization that is not learning.All lead to sustaining a non-learning organization.
The approaches and, methodologies , and concepts of Knowledge Management are pieces of the puzzle to improve knowledge transfersharing and transfer.  Organizations need tomust adapt better and more quickly to changes in their environments.  For example,A change in leadership changes often leads to unnecessary delays and organizational memory loss and the task of starting over.  The work of the Federal Government changes along withmirrors changes in the economy, natural disasters and changes in the national security climate.  We must set the strategy and enable agility in order to maximize efficient and effective operationsoperations through better strategically designed and developed knowledge management systems..  
Resources expand and contract on both a fiscally and environmentally.  We have entered the “Perfect Storm” where 65 million baby boomers are about to leave the workforce with their knowledge, skills and abilities.  45 million members of Generation X, a 30% reduction in the workforce, must quickly fulfill and expand the knowledge, skills and abilities vacuum until the 65 million members of Generation Y enter the workforce.  Almost 80% of the U. S. Economy now depends on human effort of which 2.5% is manual and the other is 97.5% brainpower. (Novak and Beckman, November 5, 2008). The expectations, personalities learning styles and values of the “new workforce” must be addressed.
Martin Luther King referred to the “tranquilizing drug of gradualism” in his famous “I have a dream” speech.  While he was referring to much different circumstances, there is a parallel.  We can no longer afford tThe luxury to o slowly adopt technologies and innovative approaches is no longer acceptable.  We must define expectations, hold each other accountable and strive for efficient and effective organizations.  One of the classical models of a highly “efficient and effective organization” is that of the learning organization (LO).
In private industry and the public sector LOs exist in various stages of maturity.  In a sense, a LO is a “destination” along a critical path. The benefits of the LO are great but often observable progress might be slow.  What makes a LO hum?  It is an the interactive system of systems that feed and inform one another.  At its best, a LO is well equipped to meet its mission and, given regular feedback, make appropriate course corrections when circumstances require—e.g., significant reduction or increase in funding; effects of a retirement “bubble”; merger with another agency; requirements to update the services it delivers or its delivery mechanisms.

  Although a government agency’s mission does not often change, the resources available to it and the goods and services it delivers may need to change to adapt to external constraints or the needs of the citizen, or to leverage improvements in enablers like technology.Although the mission of an agency rarely changes, the demands on agency services and goods do change quickly.  It is incumbent upon agencies to develop the learning systems undergirded with solid knowledge management strategies and competencies.  This enables high performance in people, programs, agencies and branches of the Federal government.  

Where do we want to be?  Moving toward a Learning Organization to Improve Organizational Performance
 (
How
 do 
we recognize
 a learning organization?
  
We will see:
A supportive learning environment
, with employees feeling safe expressing disagreement with others; taking risks; reviewing organizational processes.
Concrete learning processes
, formal processes for experimentation, gathering intelligence, and so forth.
Leadership that reinforces learning.  
Leaders are open to alternate viewpoints; signal the importance of spending time on problem identification, knowledge transfer, and reflection; and they actively engage in questioning and listening.
Source:
 Garvin, D, Edmondson, A, & Gino, F. “Is Yours A Learning Organization?” Harvard Business Review Article, March 2008.
)Change is both a choice and a reality we cannot escape. Today’s challenges demand a rethinking of long held assumptions. We don’t just need to think more; we need to think better. We need to work smarter. Our public sector agencies need to be more nimble, innovative, collaborative, and adaptive. Individual agencies and the Federal Government as a whole will be smarter and better able to thrive in continuously changing environments if they improve the learning environment.  Better learning systems lead to better decision making, which in turns leads to improved organizational performance.   What is, then, a learning organization?
A learning organization is “an organization skilled at creating, acquiring, and transferring knowledge, and at modifying its behavior to reflect new knowledge and insights” (Garvin 1993).  Imagine an organization where employees continually create, acquire, and transfer knowledge – helping the organization adapt to the unpredictable to continually provide the best possible service to the nation and its citizens. 
Knowledge management competencies are the strategic foundation of a learning organization.  A learning organization is also able to reflect upon its own performance.  To achieve that, the learning organization implements strategic performance management.  Learning for learning’s sake does not address the requirements of a learning organization.   Learning should improve organizational performance.  The key, then, is for the organization to clearly define strategic objectives and appropriate performance management analytics.  



Given these characteristics, a learning organization must make better decisions, and improve its performance.  Several related disciplines enable its work, among which are:
· Knowledge Management (KM) & the development of Knowledge Management Competencies
· Strategic Performance Management
· Change Management 
Organizational learning is dependent on learning at the individual and group level.  It will rely on specific KM competencies at all levels for effectiveness.  
Individual Learning
Individual employees benefit from a deep understanding of the organization, its mission, its process, and how they fit within that organization, how their work contributes to its mission. 
KM competencies for workers in learning organizations include the following:
· Strategic thinking, to align individual learning strategy with organizational mission and vision
· People skills to bring about positive changes: collaboration, cooperation, negotiation, conflict resolution, motivation
· Creative problem solving and team work
· Information Management and Information Technology skills
Organizations that foster an active learning environment nurture the development of these competencies among employees.  
And how can employees develop these competencies?  Through a variety of traditional and non-traditional methods, to include:
· On-boarding processes that help to teach new employees the values of the organization.
· Mentoring
· A Community of Practice that focuses on implementing these competencies.
· Brown bag lunches, where key leaders offer status reports and acknowledge stellar performers.
· Targeted training in teamwork, knowledge sharing, etc., in the context of helping people perform their work with greater ease or success.
· Corporate awards that recognize desired behavior.

However, learning at work is rarely a solo activity. Individual employees learn in the context of their work with fellow employees, with employees in partner organizations, and in the context of communities of practice both within and across organizational boundaries.
Group Learning / Collective Learning Processes
Group learning is more than the sum of individual learning; it is the learning that takes place in the context of group activities, project teams, cross-functional teams, etc...
Collective learning requires skills for sharing information and knowledge, particularly implicit or tacit knowledge. Key KM Competencies include:
•     Communication (within teams and across organizational boundaries)
•     Listening and observing
•     Mentoring and supporting colleagues
•     Taking a holistic perspective – seeing the team and organization as a whole
•     Coping with challenges and uncertainty
In order to enhance collective learning, learning organizations implement Knowledge Management, to establish specific learning processes and tools that become embedded in work processes.  The box below provides a sample of knowledge management activities or practices implemented in Federal Government Agencies (based on the work of the KM Practices Action Group), all of which can, in the right context, support learning at the individual, group and organizational level.  
 (
Select KM Practices
Knowledge repositories / lessons learned databases
Expert locator systems
After-Action-Reviews and other forms of debriefing
s
Case Studies & Storytelling
Communities of Practice (CoPs)
Workshops & other forms of knowledge sharing events
)





What are some of the other key enablers for becoming a learning organization, in addition to Knowledge Management? Strategic Performance Management and Change Management.

Managing Performance
Organizational Performance
The learning organization will want to manage performance at two levels:  the organizational and the individual.  As an organization transfers knowledge more efficiently and effectively, its performance should improve.  Strategic Performance Management (SPM) is one discipline that helps the organization:
· Identify what matters and
· Measure and manage this to improve the effectiveness, efficiency, and overall performance of an organization (Advanced Performance Institute, 2002)
As such, it is a complementary discipline that, in partnership with Knowledge Management, helps the organization focus on essential capabilities, key processes, and critical knowledge.  The output of these focuses is measureable outcomes and outputs that are closely linked to mission success.  For example, if the organization is in the business of acquiring airplanes, this process helps to ensure that it acquires an adequate number of airplanes at an acceptable cost, and that, through learning, costs have the potential to decrease and quality has the potential to increase.
Many public sector organizations have an obsession with measuring performance, but fail to manage it.  SPM should be used to enable self-management and learning, in order to improve performance.  Furthermore, those who measure performance merely to keep external moderators off their back (e.g., those responsible for implementing the Government Performance and Results Act) miss a wonderful opportunity to accurately assess and refine their operations, creating employee support along the way (Advanced Performance Institute 2002).
A study conducted by the Advanced Performance Institute revealed ten best practices for good performance management in the public sector.  Among the practices that bore the greatest influence on outcomes were:
· Create clarity and agreement about the strategic aims, with agreement on intended outcomes, outputs, and necessary enablers.
· Create a positive culture of learning from performance information.
· Apply Performance Management analytics.  Many organizations spend considerable time collecting and reporting data; few will invest the time to extract valuable and actionable insights from the data.
· Report and communicate performance well.  The Learning Organization will have well-honed communication paths, to ensure the people who can benefit from this information receive it in time to act.
This is simply a very high-level view of the benefits of SPM.  

Individual Performance Management
Organizations cannot perform well unless their employees perform well.  A solid performance management structure is helpful for guiding employees and holding employees accountable for the quality of their work.  Traditionally, these systems link pay to performance.  In truth, pay is often the least effective motivator.  The quality of first-line management and the sense of being able to make a difference can offer much more powerful incentives to strive for excellence.

Change Management
Mechanisms for Change Management will help the organization make course corrections.  These include:
· Decision-making structures
· Communication mechanisms
· Plans with specific actors
· Ability to apply the analytical tools (e.g., Systems Thinking) for analyzing cause and effect, establishing a common vision of the issues, and developing interventions.

The Learning Organization is an ideal. Figuring out how to get on the path towards achieving this ideal is the subject of the Recommended Next Steps.


Recommendations
Note:   what recommendations fall out of this section?  Examples:

What support would be welcomed at the Federal level?   

How about a management architecture that illustrates the interconnections, key enablers, and key partnerships among elements of a typical organization?   In addition, the architecture includes a set of KM competencies that, if implemented, will develop the culture, procedures, governance, and strategies of a LO.  Lastly, a central clearinghouse (people) would assist agencies with identifying and implementing the best practices that will work for the agencies.
[I don’t believe in a central clearinghouse.  There’s a ton of literature that suggests that centralized databases of lessons learned and best practices are a waste of money.  Instead, establish a strong community of practice among KM practitioners and have a mix of face-to-face meetings and online interactions, perhaps even a wiki to keep track of “good practices” as they evolve and to keep track of case studies/stories that emerge from the deployment of KM practices across the federal government; establish a mechanism through which each agency reports on its KM activities to the COP on a rotating basis; establish a peer assist mechanism within the Federal KM CoP so that KM practitioners across the federal government can assist each other in addressing the challenges they face.]  The Clearinghouse I have in mind is the KM Center.  It’s not a database, but a group of people who help to define Best Practices, or help folks in need of them to find them.  The KMWG has the depth and breadth of experience and knowledge to generate the BPs, but its diversity works against it…kind of like NATO trying to reach consensus.	Comment by mc: Karen, the basic knowledge and information that cuts across the Federal sector, such as OMB directives, Congressional imperatives, public laws, GAO expectations, Executive mandates could be “hosted” in a Central Clearinghouse.  And probably should be.  That is a tone of data that need not be replicated in each agency.  I know that every Federal organization has its own “ways” and acceptable standards on top of what flows down.   That data, learning nuggets should be in a organizational knowledge repository and sharing bank.  Proprietary and secret information could be accessed only by pre-established permission levels.  This requires enormous effort.  Read about Diplopedia and Intellipedia efforts.  Unless you have access you can’t cull through either, but information of their development and scope are public knowledge.

Who are the key partners at the Federal level?
· Federal CIO Council
· CHCO Council
· OMB
· OPM



a. Develop a set of KM Competencies recommended for Federal government employees. [I think it would make sense to have Information and knowledge competencies and to have it clearly linked to information dissemination, IT security and other competencies, otherwise it becomes inconsistent.  The KM competency talks about knowledge sharing and the IT security people tell you that you should share documents only with the minimal number of people possible.]
The KM competencies required of the entire workforce will be defined and implemented through a partnership among the KM leads, HR leads, and business management leads.  Most likely, the KM lead will spot the need for a competency, persuade business/line management, and look to HR to enable and incentivize it through various mechanisms, including:
· Standard competency requirements for recruiting and promoting.
· Developmental opportunities that enable the workforce to learn these competencies.
· Criteria for bonuses and other awards that explicitly target workers who demonstrate these competencies.

b. Create a standardized eLearning module that helps employees to develop the requisite knowledge, skills, abilities, and behaviors.  [Neil’s idea of KM skills is entirely IT oriented.  I don’t think capacity building for KM has anything to do with learning how to use social networking tools, Twitter and the like. ]
c. Revisit rewards and incentives available to Federal workers.  Highlight the mechanisms that may be the most useful in promoting knowledge sharing behaviors.
d. Examine all aspects of the employee life cycle, to determine how best to define KM Competency needs and to develop and reward the application of these competencies.  Consider how positions are defined, recruited, and evaluated, as well as developmental opportunities for KM Competencies.  Leverage “onboarding” opportunities, where the organization has the chance to teach a new employee its values, including willingness to share knowledge.  [all the competencies above seem to be at the individual level, we also need the organization to develop KM competencies]
e. Revisit the disciplines associated with Strategic Performance Management, and enable the Federal KM Center to recommend resources for implementation in a government agency.
f. Create and deploy diagnostic tools to measure the extent to which an organization is a Learning Organization. (there are some existing tools but I don’t think it would be a good idea to apply them across the Federal Government)
g. Establish a strong Federal Government KM Community of Practice to enable knowledge sharing about KM in the Federal Government and to facilitate collaboration around KM within Federal Government Agencies. [How does this differ from the KMWG?)

Conclusion and Next Steps 
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