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Knowledge Retention
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. 
1/2 to whole page to introduce topic, and main points to 10 page paper  
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Critical Importance of the Topic 

Overview of the Issue 
Assigned to:  Lynne, Denise, and Lisa
"An organization doesn't really accomplish anything. Plans don't accomplish anything either. Theories of management don't much matter. Endeavors succeed or fail because of the people involved. Only by attracting the best people will you accomplish great deeds. In a brain-based economy, your best assets are people. We've heard this expression so often that it's become trite. But how many leaders really "walk the talk" with this stuff? Too often people are assumed to be empty chess pieces to be moved around by grand viziers, which may explain why so many top managers immerse their calendar time in deal making, restructuring, and the latest management fad. How many managers immerse themselves in the goals of creating an environment where the best, the brightest, and the most creative are attracted, retained and, most importantly, unleashed?”  

                                                  ---General Colin Powell, USA
(Lisa) The issue to date with Knowledge Management and in particular Knowledge Retention is that no one really owns the problem of knowledge transfer and reuse. 


(Debby) 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. 

While 78 million Baby Boomers swelled the ranks of the U.S. workforce for the past 40 years, they are now heading into the final years of their working lives, with only 53 million GenXers coming up behind them. In addition, projections by the U.S. Department of Labor suggest that labor force participation rates by women have peaked and may be heading downward, further shrinking the pool of available workers.12 Short-term forecasts show that as many as 2.4 million production, skilled-labor, machinist, and shop-floor jobs could go unfilled in the United States alone by 2012. (Denise stat)
Blue Collar 2.0: The Future of Knowledge Work Beyond the Office, nGenera insight, Rob Salkowitz, September 2008.
OBAMAS PLANS TO ADD 100,000-200,000 federal govt employees–can someone find Neils post to listserve regarding this? And put in facts here in a sentence or two.

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.  

· (Lynn) What we need to do is adopt a culture where early adopters are sought for their expertise and experience.  The ability to find solutions for the challenges presented by an aging workforce depends on strong leadership and solid partnership across Federal agencies and with partners outside the Federal sector.    The Department of Labor’s initiatives for the 21st Century Workforce and Retirement Security represent tangible efforts to prepare for and begin to address workforce competitiveness and retirement security issues presented by the aging workforce.

Generational issues 
· The shift from the Civil Service Retirement System (CSRS) to the Federal Employees Retirement System (FERS) – a disincentive to remaining in federal service for a career
· The perceived weakening of collective bargaining rights and of employee protection from unfair management
· The FAIR Act – Competitive Sourcing and its associated threats of outsourcing, downsizing, and Reductions-In-Force

· Insufficient commitment to training and development

· Inadequate commitment to retaining valued employees

· Poor planning, budgeting, and performance management

· The painfully slow recruiting, selection, and hiring process

· Human capital issues 
· Mid-career departures and early career changes are more common now that CSRS has been supplanted by FERS.  This is exacerbated by the tendency of younger generations to change jobs and careers more frequently than older generations.

· Disengaged employees either leave government service or “retire in place.”

· Involuntary separations (firings or Reductions-In-Force), which may in the long run be good for the organization, in the short run rob the organization of critical knowledge.

· Reorganization, transformation, restructuring, reinvention, etc., often create confusion during which knowledge disappears.

· Knowledge sabotage is intentional destruction of knowledge, information, data, files, etc., by disgruntled employees.

· Knowledge poaching occurs when an employee who has received extensive training and development is lured away by a competitor.

· Outsourcing of tasks nearly always leads to loss of knowledge to perform those tasks.

· Knowledge extortion occurs when knowledge is used as leverage to manipulate individuals or organizations.

1. Vision and Future Story 
Assigned to:  Lynn, Denise, and Lisa
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.]also in POB popoutbox]  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 from the day they start their new job. Establishing a FKMWG office under the White House will assure that federal agencies and government offices are sharing their discoveries and knowledge across agencies to collaborate towards solutions of the nations agenda.  
[Knowledge Retention goal is 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.[POBoption]
(Rich) 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.
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 capture reuse starts with FIRST LINE MANAGERS.
2. Introduce Operational Resilience/Institutional Memory/ Continuity of Operations Including Emergency Preparedness 


Knowledge Retention is a critical component of Operational Resilience and Organizational Agility. 

Operational Resiliency 

Knowledge retention (KR) is a critical component of resilience. In essence, resilience 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. Operate productively in the face of routine disruptions such as short-term employee absences or minor emergencies such as temporary loss of communication or power

3. Operate effectively through organization-wide changes such as restructuring or business process re-engineering 

4. Anticipate, prepare for,  and prevent disruptions of operations in the face of catastrophic events (e.g., disasters, economic crises, pandemics, terrorist attacks) and/or loss of key employees through turnover) 

5. Respond to, and recover from such emergencies if they cannot be prevented 
KR contributes to resilience by identifying and capturing critical data, policies, procedures, and processes from individual employees. Organizations can then utilize this core knowledge – part of its institutional memory – 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, or Continuity of Operations (COOP). However, we define resilience more broadly, because knowledge gaps that reduce productivity and introduce risks of operational errors or failures can occur every day. Infusing knowledge retention into all government work processes ensures effective performance on a continuous basis, rather than rare emergency events.  

Organizational Agility

Resilience (as we define it) focuses on operational continuity in the face of disruptions ranging from routine to extreme. As such resilience focuses on preparedness, prevention, and recovery, which are all past- and present-directed; how does an organization maintain its current (level of) operations. 
Agility refers to an organization’s ability to deal with the future and to adapt effectively to change.  Organizations must preserve leadership and strategic competencies required to carry out their missions over time. 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 components of agility include the following capabilities: 

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 of ongoing adaptivity as well as operational continuity.  As such, KR is a critical enabler of resilience and agility, in the present and into the future, across tactical, operational, and strategic levels.  




Need a COOP STORY – resilience story

 army? Nasa? Katrina?
Mission critical sotry 

Ie. Karen suggested a story about Dept. Of Navy 1999, future marine on the ground, chemical agent set off, capture the agent able to get a quick analysis across technology to know how to react to it. Given quick actionable information to process – life saving technology b/c of the “suit” he was wearing.

Is future talking about chips in heads? b/c I certainly don’t want one!

Ie. Story – present successful story, imagine how it will be successful – Lynn to think about and work on with Ruth and Denise

Ie Katrina – Walmart did a better job than US government in reaction time and helping our people

3-5 stories – sprinkle stories throughout the 10 pager
3. Background Information 
Assigned to:  Debby and Karen
What is Knowledge Retention? 

Knowledge retention as described by David DeLong consists of three activities – knowledge acquisition, storage, and retrieval.  
· Knowledge acquisition includes all of the practices, process, and routines that move knowledge into a form where it can be kept available for future use. 

· Knowledge storage entails all of the processes and facilities used to hold knowledge and information until it is needed. Storage entities may include individuals, groups, culture, work processes, routines and systems such as databases.

· Knowledge retrieval includes the routines, behaviors, and processes used to access and reuse information and knowledge in new situations.

These three activities of knowledge retention combined together are considered organizational memory. Knowledge retention is the act of building organizational memory.

Knowledge Retention Requirements

Knowledge is an organizational asset that requires management and valuation. The first step in assessing the value and the greatest risk of lost organizational knowledge begins with a process that identifies where critical organizational knowledge resides. This process is actually a set of methodologies that, at their best, are integrated with one another and aligned with organizational strategy.  

It is essential to understand the sources for Knowledge Retention requirements, so that KM professionals can leverage that information to design and engineer appropriate interventions.  Some requirements flow from the KM-related work to identify the knowledge domains that are key to business success, and the critical knowledge that fuels those areas:

· Communities of Practice will often identify categories of critical knowledge, and then seek to learn who in the community possesses this knowledge.  

· Knowledge maps will illustrate where (organizationally or naming people) key knowledge resides.  

And, finally, the products of workforce planning point to needs to retain key employees, particularly those who are eligible for retirement.  However, often first-line supervisors have the best sense of who is most valuable to the organization.

One way to observe this integration and alignment is from the perspective of Human Capital Management—typically a shared responsibility of the Human Resources and Knowledge Management organizations, partnering with the “business management” offices who are responsible for corporate strategy.  The graphic below illustrates many of the connections.
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Traditional Knowledge Management focuses first on the organization’s mission, and then on what that organization must “do well” to achieve that mission.  Then it examines that which an organization must “do well” to determine what it must “know well” in order to “do well.”  The Human Capital Management Architecture offers one way to depict those relationships, highlighting the organizational constructs that drive KM interventions in the form of Knowledge Retention and Transfer approaches.

A critical and often overlooked antecedent to successful Knowledge Retention strategies involves an assessment and evaluation of the organizational culture’s receptivity to knowledge acquisition, storage, and retrieval. Without an organizational culture that supports the acquiring, sharing, and reuse of knowledge on a daily basis any knowledge retention initiative is doomed to failure.

Another component of Knowledge Retention strategy is the organization’s knowledge sharing processes and methods.  Which knowledge retention strategies are most advantageous will depend on the organizational culture, type of knowledge, location of knowledge, stickiness of knowledge, and the organization’s strategic plan. The complexity of organizational knowledge dictates that each organization’s Knowledge Retention strategies will be customized and multifaceted to encompass each organization’s unique culture and knowledge base.

Knowledge Retention strategies must not be too narrow and focus on only one solution. Instead, Knowledge Retention strategies must be comprehensive and holistic encompassing both short-term and long-term Knowledge Retention strategies. 

4. Types Of and Reasons for Knowledge Loss 
Assigned to:  Bill
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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.

[image: image2.wmf]V4_6Sep07

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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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]Figure 1: Desired Workforce/Knowledge Relationship
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Figure 2: Actual Workforce/Knowledge Relationship
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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.
· Storytelling has been effectively used to capture the learning of teams during and after a project.   Specifically, during the response to Katrina, government agencies used storytelling to identify places where miscommunication and no-communication had occurred.   By enabling team members to express their concerns about the process during the project, trust is built between the leaders and team members.  Leaders need to be open to constructive exchange of ideas which are well suited to storytelling and lead to improved performance and trust between and among team members.
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 – BILL TO MERGE with his keeping Cost of failure title
There are many reasons why organizations lose talent and the knowledge that resides in that talent’s brain.  If organizational leaders better understood why people left, they could employ practices that minimize those losses.  And why would an organization want to employ practices to minimize talent losses?  Because the impacts of those losses are severe to the organization’s ability to perform.  This section will help leaders think about why individuals leave, the impacts of their leaving and what they can do about it.  By proactively addressing the issue of talent loss, the government can work to retain it’s powerful and discriminating knowledge base that has made it successful.


As stated, people leave their jobs for many reasons.  Those reasons can be divided up by controllable turnover and uncontrollable turnover.  The value in considering both is that although worthy to note, leaders cannot do much about uncontrollable turnover.  Instead, they need to employ proactive measures to assume that this turnover will happen at some reasonable rate, and then appropriately plan staffing decisions.   In the government, the shifts in pay systems from CSRS to FERS has made it even easier for people to come and go, and although good for the individual, this makes this discussion on retention even more important.

· Un-controllable turnover 

· Retirements  

· Death, natural disasters 

· Prolonged illness 

· Personal Geography changes 

On the other hand, controllable turnover is just that, controllable.  It has been stated that individuals join organizations, but they leave managers.  In other words, they are drawn to an organization perhaps due to its common passion for a mission, or for reputation.  However, if their work experience and environment isn’t suitable and engaging, they will seek other employment.  And providing an engaging work environment is specifically tied to their immediate supervisor.  So, if an organization decides that it wants to minimize controllable turnover, they need to provide trained leaders that connect with people and are able to offer a supportive, safe and enriching workplace.

· Controllable turnover 

· Dissatisfaction with workplace environment 

· Reassignments/promotions/downsizing 

· Lack of career opportunities or challenges 

· Family issues 

· Unsafe work conditions 

· Compensation issues 

We’ve considered why people leave and briefly discussed measures to minimize turnover.  The next step is to explore what happens to organizations when the knowledge walks out the door, and particularly when it happens to organizations that are not ready to deal with it:  skill gaps.  These gaps take on many forms, from technical skills, to organizational knowledge.  And when senior people leave without transferring their knowledge to those who remain, the job performance of the successors often falls short of expectations, and their learning curve is severe.  Of course, this time of learning for the successor slows productivity and opens up opportunity for impactful mistakes to occur.

Think about the person in your organizations that gets things done, that always seem to know who to talk to, who the right person is with the knowledge, and how to maneuver through the organization to complete tasks.  Now, think about how your organization would run if that person left your team.  This can be characterized as government operational knowledge or cultural working knowledge, but it an important concept to the health of a team.  In industry, companies value this “company” knowledge immensely because it helps make the overall organization more efficient.  As the government deals with the record high retirements and such, they must proactively prepare for all of the following types of skill gaps: 

· Skill gaps occur 

· Technical skills 

· Productivity performance gaps 

· Agency operational knowledge 

· Cultural working knowledge 
COST OF FAILURE STARTS AROUND HERE BILL>>>>

The skill gaps are easy to understand, but let’s put a more concrete cost against those gaps.  The 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.  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 staffing costs associated with replacing the outgoing person, or in replacing the person that is replacing them!  There are significant recruiting costs, especially if specific skills are required for the job.  Consider the costs associated with training the new person, getting them over the learning curve, and helping them network, so they can be effective in their new role.   All these costs can be divided into direct and indirect.  Direct costs can be calculated, summed and considered on the bottom line.  Indirect costs are harder to quantify, but are equally impactful and must be considered for efficient operations.  The natural effect is a drag on the system.  At worst, knowledge gaps can cause breakdowns of critical activities and can increase risk of the mission.  In the least, this cascades to poor scores on measures of human capital effectiveness on annual scorecards which OPM and others employ.  In the most, it means the agency cannot fulfill it’s mission.

· Direct costs 

· Employee exit costs (paperwork, overhead with exiting)

· Recruiting costs (trips, interviewing, posting, ect.)

· New employee training/on-boarding

· Indirect Costs 

· Loss of production 

· Reduced performance levels 

· Unnecessary overtime 

· Low morale

The government is faced with unprecedented competition for talented labor, and for organizational knowledge retention.  As the individual leaves, so does their acquired knowledge.  In organizations that are not prepared to deal with the loss, this can mean a critical breakdown of their ability to complete their mission.  For organizations that are ready for the challenge, and that recognize the negative impacts of this knowledge loss, they have options for proactively doing something about it today.  Knowledge retention comes in many forms, including minimize individual losses and employing a culture of knowledge sharing and networking that ensure the team can perform with just one “node” going down.  It is crucially important to the mission of servicing the American people that the government address the knowledge management issues, and that they do it today.

· 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?


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 with existing institutes of learning such as Treasury Executive Institute and 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 with the Executive Agency schools such as GSA University, USDA, Innovation University, Defense Acquisition Institute, Corporate University, State Department Leadership Development School,  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 business entities such as SBA, community colleges, tech transfer offices at Universities and agencies, and universities specifically sponsoring scholarships for KM related functions (i.e. Fort McNair CIO School)
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?
In moving forward, a model of interagency collaboration must continue - collaboration among agencies and in partnership with the private sector.  This is critical for insertion of new emerging technology to increase the effectiveness of government.  In partnership with the telework and aging workforce initiatives already in progress to offer family friendly opportunities for individuals to contribute skills on a part-time or full-time basis,  our nation will continue to gather critical knowledge learned from existing and future employees.  The outcome will be a continuous learning organization where leaders are leading others to become leaders.  This is a noble and arduous task in the Government that is ready to be realized in the current environment where hope for change is on the horizon.
For the United States to be the leader in the global market place where crises are visible in the industries that are critical for growth and sustainability, knowledge management can no longer take a back seat.  We must all take individual and collective responsibility for achieving our nation’s goals by developing communities of interest and local action groups linking the American public to government at every level.  None of this can be achieved without providing a mechanism for discussion.  The KM Center of Excellence will provide a trusted space for authentic conversations among people of diverse cultures, age groups, and interests.
In order to achieve a proactive methodology, this KM Center, striving to be a model of Excellence, needs to be supported by top-down leadership and maintained through grass-roots engagement sponsored by a Presidential Technology leader under the auspices of a Chief Knowledge Officer. 


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.
NOT SURE WHERE TO PUT:

KR Requirements:  Where do KR requirements come from?

· A sense of urgency – If we don’t retain (not to mention share/transfer/analyze/use/ etc.) our knowledge, then bad things will happen:

· 9/11 (+USS Cole, Kobar Towers, first World Trade Center bombing)

· Unabomber

· Iraq incursion

· Columbine and other mass murder scenarios

· Katrina response

· USAF flies a live nuke over Nebraska

· Peanut butter and other food poisonings

· Bernie Madoff

· Housing crisis

· Financial crisis

· Potential Risks to Government and the Public

· Safety (e.g., support for NASA Flight Crews)

· Security and National Defense (e.g., support for Active Duty and Reserve Forces)

· Services (e.g., Social Security, DVA)

· Environmental Issues (e.g., EPA, Forest Service Firefighters)

· Law Enforcement (e.g., support for FBI, DEA, Secret Service)

· Revenue (e.g., Customs, IRS)

· 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)

· Public and Private


Potential partners for implementing solutions 

· Human Capital Officers Council (CHCOs)

· CIO Council 

· Partnerships between private and public organizations

· Center for Public-Private Enterprise

· American Council for Technology – Industry Advisory Council

· Government Technology Research Alliance

· Volunteer Organizations

· Steve Denning’s not-for-profits

· Annabelle Reitman’s consortium of OD/HR organizations

· AmeriCorps Job Training

· Government Support Organizations

· Partnership for Public Service

· Council for Excellence in Government

· Government Employee Organizations

· Federal Executives Association

· Professional Managers Association

· Government Employee Unions

· Recognized Employee Organizations

· Government-wide

· FEW (Federally Employed Women)

· BIG (Blacks in Government)

· AIM (Association for the Improvement of Minorities)

· Agency-specific

· HIRE (Hispanic IR Employees)

· ASPIRE Asian/Pacific IR Employees)

· Think Tanks

· Brookings

· Heritage

· Performance Institute

· IBM Center for the Business of Government
· Academia

· Baldrige

· Virginia SPQA

· Maryland PEA
· Academia

· American U

· GWU

· Hopkins

· Georgetown

· GMU

· USDA Grad School

· Professional Societies/Associations
· American Society for Quality

· Special Libraries Association

· American Society for Training and Development

· KM organizations (Need to be careful here because of ongoing litigation, personality, and other disputes – my recommendation is that we invite these in but keep them at arms-length until their difficulties are resolved)

· Golden Fleece

2. While the typical government leader can do nothing about most high-level policies, the leader can make a difference at his/her own level in a number of ways:  Public sector leaders should know, do, and be what every private sector manager should know, do, and be.  In addition, public sector leaders should commit themselves to two tasks: formulation and execution of strategy, and human capital management.  Within the context of strategy formulation and execution, leaders can engage in the following activities on a continuous basis:

· Visioning:  Leaders can look to their overall organization’s vision, and tailor it to their own work groups.  Leaders can include knowledge workers in this activity.

· SWOT analysis:  Leaders can perform periodic assessments of the internal strengths and weaknesses of their organizations, and the opportunities and threats facing them from their external environments.  Knowledge workers are crucial to the success of such analyses, as they are closest to the work and therefore understand it thoroughly.

· Knowledge/competency planning:  In conjunction with knowledge workers, leaders can identify current knowledge/competency needs, and forecast future requirements.

· Sourcing:  Leaders can forecast the potential sources of future competencies.

· Succession planning:  Leaders must identify, early on, potential succession issues.  Leaders can ensure that the succession planning process exists for all employees, not only for “key” employees.

3.  Public sector leaders can, to a limited extent, engage in human capital planning and in developing a human capital management infrastructure that aligns with the organization’s purpose, vision, mission, and routine work.  Within the context of that infrastructure, public sector leaders can engage in:

· Position design and description:  Leaders can be more precise in designing work systems and more careful in describing the duties associated with each job and the knowledge required to perform those duties.  (Job “descriptions” that include phrases like “Other duties as assigned” simply won’t cut it with knowledge workers.)

· Sourcing:  Leaders can engage in rigorous programs to identify not only the knowledge needed, but the potential sources of that knowledge.  Business cases need to be developed to make short- and long-term decisions regarding which sources to tap.

· Identification:  Public sector leaders can be instrumental in identifying highly talented knowledge workers for their organizations.

· Outreach:  Through civic, professional, and other venues, public sector leaders can serve as outreach agents to contact talented knowledge workers as potential members of the leaders’ organizations.

· Recruiting:  Leaders can seek out opportunities – conferences, conventions, career days – to recruit talented candidates for their organizations.

· Hiring:  Leaders, when given the opportunity to hire knowledge workers, can ensure the best qualified, most talented individuals are brought into the organization.

· Onboarding:  Often neglected, leaders must engage in activities that effectively bring new employees into the fold and make them part of the team – within the first 90 days, according to Murphy and Burgio-Murphy (2005).  Leaders can streamline and speed up the process of transitioning new employees through effective orientation, equipping, and mentoring (Trautman, 2007).

· Satisfying:  Leaders can identify the factors that satisfy employees, and take steps to provide an environment that satisfies workers’ needs. 

· Development:  Development is probably the area where leaders can have the greatest effect on knowledge workers.  Through close association with their employees, leaders can identify the unique development needs of the employees, and facilitate the achievement of development objectives for the employees.

· Engagement:  Employee engagement is much more than employee satisfaction.  Onboarding is the first step in getting employees engaged.  But engagement doesn’t end there.  Leaders can transcend employee satisfaction by identifying the key factors that affect workforce engagement and address those factors.  Leaders must institute policies and practices that ensure employees are committed to their work and to their organization’s purpose, vision, and mission.

· Recognizing, rewarding, and compensating:  Leaders can provide a full range of appropriate recognition and rewards to employees.  Leaders must understand the relationships between knowledge workers’ knowledge and their performance; between individual performance and organizational performance; and between organizational performance and achievement of organizational purpose, vision, and mission.  Reward, recognition, and compensation programs must be developed to support and integrate all factors.

· Retaining:  Another very frequently overlooked task, retention is an area where leaders can have a profound effect on their employees.  Techniques like Social Network Analysis can help leaders identify individuals who are not fully engaged in the work and in the organization.  Leaders can then take steps to identify and resolve the issues that might be at the root of the disengagement.

· Succession:  No employee remains forever.  Leaders can identify employees’ critical knowledge and take appropriate action to ensure that the knowledge is transferred to other workers and thus will be retained when employees move on.  Leaders must identify, early on, potential succession issues.  Leaders can ensure that the succession planning process exists for all employees, not only for “key” employees.

· Offboarding:  Leaders must realize that times have changed and employees have changed.  So, too, have employment practices.  Lifetime employment is, for the most part, a thing of the past.  Departing employees – whether as voluntary departures owing to, e.g., external career opportunities, or involuntary departures owing to downsizing or other reasons – need to be made to feel that their contributions were valued by the organization.  Departure must be as painless as possible.

· Post-Offboarding:  Leaders should not burn bridges between the organization and employees who have (either voluntarily or involuntarily) left the organization.  Offboarded employees may be needed later – as consultants, part-timers, or rehired full-time employees.  Employee alumni associations are also becoming popular.

4.  Finally, there are a number of actions leaders can take within their own spheres of influence.  Leaders can make knowledge management tools, techniques, and methodologies available to their knowledge workers with a view to facilitating and improving knowledge work.  These include actual or virtual (web-based) Communities of Practice, search engines, responsibility matrices, expertise locators, internal social networks (Social Network Analysis), portals, oral history programs (storytelling), benchmarking, best practices databases, worst practices (a.k.a. lessons learned) databases, written recording of tacit knowledge by staff (in-process reviews and after-action reviews), Subject Matter Expert directories, mentoring, coaching, information/knowledge repositories, and exit interviews.

DENISE RETENTION FACTOIDS- spreadsheet attach to wiki and mark facts that are RETENTION

Collaboration saves time and money:

During the 1980s  OMB, NIST, DOL, USDA, TFMS (Treasury Financial Mgmt Service), DOD rolled out separate smart card projects.  In the 1990s GSA combined these separate smart card projects together into an interagency group.  Bill Holcomb combined resources from these agencies to survey all federal state and local entities for one program. Based on the survey GSA was able to award 5 government wide contracts in 2000 and DOD has used these contracts to acquire common access cards for DOD and has issued over 7 million cards.  GSA is now responsible for rolling out smart cards to all federal agencies including contractors.
Assigned to:  TBD 




“ORGANIZATIONAL KNOWLEDGE LOSS HAPPENS WHEN PEOPLE WHO HAVE LEARNED HOW TO DO THINGS OVER TIME LEAVE THE ORGANIZATION WITHOUT LEAVING WHAT THEY HAVE LEARNED BEHIND FOR OTHERS TO USE TO ACCOMPLISH THE MISSION.  A PROACTIVE APPROACH IS NEEDED TO BEGIN CAPTURING THE KNOWLEDGE FROM DAY-ONE OF THE EMPLOYEE’S CAREER AT THE ORGANIZATION.  KNOWLEDGE CAPTURE FOR REUSE STARTS WITH THE 1ST LINE MANAGERS.” 

RUTH STARR, GSA (2009)

(Ruth Starr) According to Argyris and Schön in their book entitled “THEORY IN PRACTICE: Increasing Professional Effectiveness” (1974) , changing a process involves the ‘interventionist’ method in moving through six phases of work:

THE KMer will also be a mediator/interventionist…
	Phase 1
	Mapping the problem as clients see it. This includes the factors and relationships that define the problem, and the relationship with the living systems of the organization.

	Phase 2
	The internalization of the map by clients. Through inquiry and confrontation the interventionists work with clients to develop a map for which clients can accept responsibility. However, it also needs to be comprehensive.

	Phase 3
	Test the model. This involves looking at what ‘testable predictions’ can be derived from the map – and looking to practice and history to see if the predictions stand up. If they do not, the map has to be modified.

	Phase 4
	Invent solutions to the problem and simulate them to explore their possible impact.

	Phase 5
	Produce the intervention.

	Phase 6
	Study the impact. This allows for the correction of errors as well as generating knowledge for future designs. If things work well under the conditions specified by the model, then the map is not disconfirmed.


STORIES IN DETAIL:

(lynn) The Task Force on the Aging of the American Workforce convened in May 2006.  They were responsible for three main concerns:  1) the response of employers to the aging workforce, 2) individual opportunities for employment of older workers, and (3) legal and regulatory issues regarding work and retirement.  Strategies included promoting accommodations to both recruit and older workers with disabilities or limitations through the Job Accommodation Network; providing information on best practices, strategies, and policies for promoting telework; and promoting workplace flexibility for the Federal workforce by having Taskforce agencies model best practices.

One of their recommendations was to develop an on-line coach that walks older workers and workforce professionals step-by-step through employment Web resources on the CareerOneStop Web site (www.careeronestop.org), as well as other sites designed for older job seekers. Online coaches have proven successful in providing assistance to target populations that may have limited proficiency with Web search engines and navigating Web sites.  The portal sponsored by Employment Training Administration (ETA) under the Department of Labor provides a range of employment-related services for job seekers and workforce professionals.   (The report of the Task Force on the Aging of the Americna Workforce, 2006)

The Taskforce was chaired by Emily Stover DeRocco, Assistant Secretary of Labor for Employment and Training (ETA) with the following agencies represented:

· Department of Commerce
· Department of Education
· Department of Health and Human Services
· Department of Labor
· Department of Transportation
· Department of the Treasury
· Equal Employment Opportunity Commission
· Small Business Administration
· Social Security Administration
Story – collaboration -lesson learned
During the 1990’s, GSA spearheaded the roll-out of smart card technology which is a chip on an ID that carries finger prints and photo.  The Federal Government has many successes already such as spearheading financial e-commerce at Treasury and smart technology at GSA.  
The success of the DoD distribution of smartcards enabled the rest of government to use the standards for credentialing all government employees and contractors. The technology is now being applied to biotechnology advanced research in the Army.
One of these success stories is the use of a mascot to serve as the Knowledge historian who inspired GSA and the other agencies to go forward in implementing smart cards.  A video was produced and shared with the G7, the seven most powerful countries of the world. The use of storytelling as a powerful tool was pioneered through this mascot.  A fortune teller persona was able to enable trusted relationships between agencies and the private sector.  GSA was able to engage managers and employees across the government to see the benefits and opportunities in using (then) new emerging technology.  
Turf battles were bridged, as well as the fear and discomfort of now knowing what the next “killer app” would be (before knowledge sharing became a known organizational business intelligence tool).  Bill Holcombe, then the Director of the Smart Card initiative, said over and over again, “The engagement that organizational storytelling created – the flow of information, trust, and knowledge on lessons learned not only with US government agencies but around the world – was the impetus for the military’s success in their roll-out of smart cards across the Department of Defense. 
In 2002, GSA led the Smart Card initiative by publishing a handbook.  The attack on the Twin Towers in New York spurred GSA to standardize access cards through Homeland Security Presidential HSPD-12 mandating the deployment of a standardized federal ID card.  In the year 2001, GSA and DoD collaborated for the use of a common access card (CAC) to associate with national internet projects. identity management cards were initiated for the Department of Homeland Security after 911.  Foretelling the future is similar to a fortune teller reading your life line. 
Currently, the Navy is experimenting with social networking and is collaborating with the National Science Foundation for research to ensure the United States is on the forefront of knowledge intelligence.  Imagine living in a future state of excellence where all individuals in the world carry their personal history in a chip implanted under their skin, the size of a piece of rice. This identity collects knowledge holistically as a person matures.  Face to face, engaged conversations, will be captured as people tell and listen to stories, the core of knowledge retention.   Each individual will have a professional life story that is accessible to being part of the collective knowledge repository.   The global collection mechanism would be similar to a universal satellite uplink that synchronizes and synthesizes all learning around the world.    Access to this would be enabled under secure encrypted technology.  Technology would link the human potential and talent of the individual learner with the national goals for global sustainability.

Future successes will require collaboration and building upon existing knowledge and talent of the workforce.  GSA pioneered organizational storytelling as a knowledge management tool.

Ruth Starr – RESEARCH ON MOTIVATING THE WORKFORCE


Keller's ARCS Model for Motivation 
John Keller synthesized existing research on psychological motivation and created the ARCS model (Keller, 1987). ARCS stands for Attention, Relevance, Confidence, and Satisfaction. This model is not intended to stand apart as a separate system for instructional design, but can be incorporated within Gagne's events of instruction.
Attention The first and single most important aspect of the ARCS model is gaining and keeping the learner's attention, which coincides with the first step in Gagne's model. Keller's strategies for attention include sensory stimuli (as discussed previously), inquiry arousal (thought provoking questions), and variability (variance in exercises and use of media).
Relevance Attention and motivation will not be maintained, however, unless the learner believes the training is relevant. Put simply, the training program should answer the critical question, "What's in it for me?" Benefits should be clearly stated. For a sales training program, the benefit might be to help representatives increase their sales and personal commissions. For a safety training program, the benefit might be to reduce the number of workers getting hurt. For a software training program, the benefit to users could be to make them more productive or reduce their frustration with an application. A healthcare program might have the benefit that it can teach doctors how to treat certain patients.
Confidence The confidence aspect of the ARCS model is required so that students feel that they should put a good faith effort into the program. If they think they are incapable of achieving the objectives or that it will take too much time or effort, their motivation will decrease. In technology-based training programs, students should be given estimates of the time required to complete lessons or a measure of their progress through the program. 
Satisfaction Finally, learners must obtain some type of satisfaction or reward from the learning experience. This can be in the form of entertainment or a sense of achievement. A self-assessment game, for example, might end with an animation sequence acknowledging the player's high score. A passing grade on a post-test might be rewarded with a completion certificate. Other forms of external rewards would include praise from a supervisor, a raise, or a promotion. Ultimately, though, the best way for learners to achieve satisfaction is for them to find their new skills immediately useful and beneficial on their job.
HOW to: this isn’t a how to document but an overview…

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

Fig x





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