8.  Anchor New Approaches in the Culture
 

Kotter's eighth stage, “Anchoring New Approaches in the Culture,” is perhaps the most difficult.  This stage is about the highest-level organizational outcomes.  Specifically, it focuses on creating better performance through customer- and productivity-oriented behavior, more and better leadership, and effective management.  Additionally, it focuses on articulating the connections between the new behaviors and organizational success; and developing means to ensure leadership development and succession.

Understanding that change is inevitable and enduring is essential to accepting change and to implementing effective change initiatives.  To facilitate change in the federal government, forward-looking individuals are needed that can provide vision, leadership, and the leverage to move the government toward accepting change and where knowledge sharing and creation are valued and practiced among federal agencies, stakeholders, and the general public.  It is important to note that leadership and leaders may reside at different levels of an organization; however, the leadership emphasized in this section focuses on the executive leadership and senior management level requirements for transforming the federal government’s culture on agency wide and agency levels.  The distinction and assumptions used for leadership and management are as follows:  Leaders communicate/advocate visions and strategies internal and external to the agency; managers develop and execute strategies, acquire and manage resources needed to fulfill agency missions and to achieve desired organizational goals and objectives.  
Organizational leaders and managers must understand how to influence and manage organizational culture. Schein (1992) defines culture as basic assumptions held and shared by groups and learned through experience.  He further suggests that cultures can be analyzed and demonstrated tangibly through artifacts (e.g., structures, technologies, physical environments, etc.), and through espoused values (e.g., vision statements, strategic plans, goals, objectives, stories, etc.); however, basic assumptions that involve perceptions, beliefs, thoughts, and feelings are the essence of culture and behavior.  
Research conducted by Karl Erik Sveiby (2007) on knowledge-sharing practices in European and Australian organizations suggests that manager’s incongruent behaviors (e.g., not walking the talk), silo mentalities, and lack of supervisor encouragement are reasons why knowledge sharing is disabled in the organizations studied.  In order to facilitate change in the existing federal government’s culture and to foster a new knowledge sharing and creating culture, it is essential for leaders and managers to be able to provide insights on the following questions:  What is knowledge?  Why is knowledge important?  How is it obtained?  What is a knowledge creating culture?  How do you facilitate a knowledge creating culture?  How can a knowledge creating culture help federal agencies accomplish organizational missions and solve societal problems?  What are the impediments to a knowledge sharing and knowledge-creating culture?
There are many definitions of knowledge and knowledge management.  Davenport and Prusak (1998) offer a pragmatic view and describe knowledge as a fluid mix of framed experience and contextual information.  The authors contend that knowledge can be embedded in documents, processes, and norms, and can be transferred using media and sociably through person-to-person contact.  Liebowitz (1999) compiled different definitions of knowledge management proposed by theorists/practitioners who contend that knowledge management involves processes and systems that formalize, capture, transfer, and diffuse knowledge for further usage, decision making, and to obtain value and new knowledge. 

In the article titled “The Eleven Deadliest Sins of Knowledge Management,” Fahey and Prusak (1998) list factors that impede the understanding and application of knowledge in organizational settings.  The list provided below augments the errors provided by Fahey and Prusak and offer reasons why organizational learning, knowledge sharing, and knowledge creation may be impeded within organizations of the federal government.   

· Dysfunctional bureaucracy demonstrated by excessive and non-value-adding levels of management and supervision, command-and-control, management by fear, people serving as information relays, and preferences to linear forms of communication

· Failure to empower workers

· Not involving everyone in business processes

· Lack of trust 

· Tendency toward groupthink

· Perception that knowledge/information is power, so hoard it

· Misconception that information and knowledge are synonymous

· Failure to give employees credit for knowledge and work contributions

· Performance systems based on remuneration, subjective and vague criteria and that are not tied to outcomes and stated organizational goals and/or objectives and inclusive of knowledge sharing and knowledge creation requirements and metrics
· Not allowing time and/or places for socialization, knowledge sharing, and innovation (e.g., “not invented here syndrome”)

· Not embracing and practicing systems thinking

· Not challenging and surfacing assumptions and true mental models

· Complacency with the status quo
· Not investing or providing equitable investments in organizational knowledge, learning and core competency development
· Incurring organizational learning disabilities (e.g., failure to learn from mistakes)
· Aversion to adopt enabling technologies
· Failure to develop and effectively implement succession planning for core positions

By eliminating the aforementioned errors, federal government managers and leaders can help to anchor new knowledge sharing and knowledge creating cultures in federal government agencies.  By exhibiting knowledge sharing behaviors, transparency, competency, consistency, and integrity, leaders and managers can instill trust and model behavior expected from employees.  There is also a need for a formal study to examine and assess knowledge sharing and knowledge creation cultures at federal agencies.
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