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Introduction

An Overview of the KM Consulting Methodology

The KM Consultancy Methodology enables structured thinking and planning for a knowledge
management project. The KM Consultancy Methodology is designed to be modular so that an
organisation can choose to dtart at different levels depending on its readiness, needs and
requirements.

The KM Consultancy Methodology is divided into 6 parts of learning and activity. Part 1
concentrates on KM Education, understanding what KM s, the terminology used and why it is
important. Part 2 introduces the individua to the importance of KM frameworks, and more
importantly, the framework used for the KM Consulting Methodology.

Pats 3, 4 and 5 focuses on the planning, developing and implementing KM within and
organisation. This involves looking & the initid or the planning stage of the drategic planning
for knowledge management, in Part 3. Part 4 looks at developing the knowledge organisation,
looking a how to KM enable the organisation and the need to iteratively develop the KM
initiative. Part 5 looks a implementing the KM initiative, from a smal pilot project, to a
organisation wide KM roll-out and then to an inter-organisation wide KM roll out.

Lagtly Part 6 focuses on the knowledge and skills required to successfully conduct KM on a
daly bass This involves fundamentd skills, such as utilisng the KM system and working
effectively as virtud teams through to understanding the new roles and responsibilities of the
Chief Knowledge Officer, Knowledge Manager, Knowledge Administrator and the
Knowledge Workers.
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Strategic Planning for Knowledge Management

Knowledge management is not about managing knowledge per se or about managing
knowledge workers, rather it is about managing the context within which knowledge is
created, shared and used.

Therefore, the implementation of any knowledge management project cdls for a
comprehensive understanding of the context in which the KM project is being undertaken. The
task can be quite intimidating and overwhelming because of the complexity involved.

The KM Consulting methodology aims to bresk a KM initiative into managegble projects
without losing sSght of the big picture. This part of the methodology — Part 3 is broken down
into Sx modules, each of which can be managed as a series of separate activities.

Part 3. Strategic planning for knowledge management

2. Link KM
strategy with
corpor ate

strategy

o 3. Perform 6. Obtain top
1. Providing [ knowledge |[ »] 5 Develop ¥ management

leader ship analysis the KM case approval

4. Assess
change
readiness

Fig 1: Strategic Planning for Knowledge M anagement
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Summary of Activities per Module

Module

Activities

3.1 Providing Leadership

Meet the CEO/M D/top management
Form & educate aKM Initiation Team

3.2 Link knowledge management
dtrategy with corporate strategy

Organise workshop/conduct interviews

Andyss

0 ldentify vison, srategy and
objectives

0 ldentify critica successfactors

0 Link strategy to critical success
factors, improvement needs, key
people and processes

Sedlect the key business area and process

of focus

3.3 Peaform knowledge andysis

Determine knowledge orientation; current
and desirable

Identify critical knowledge assets
Andyse KM infragtructure

3.4 Assessrisk and change readiness

Change Readiness Assessment
Stakeholder andysis

3.5 Deveop the casefor KM

NN NN N

)

Explain the need for knowledge

management

Project Description

Provide solution detail

0 Deveop performance measurement
and evauation plan

0 Determine resource and funding
requirements

0 Devdop avareness generation and
education plan

0 Deeminetheimplementation
Schedule

3.6 Obtain top management approval

?
?
?

Improve awareness of the executive group
Present the KM proposal
Form the KM team
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Strategic planning is an important stage of a knowledge management project because it will

help an organisation quickly focus on knowledge that counts and delivers vaue to the firm.

Based on the corporate strategy and objectives a clear knowledge management strategy needs
to be defined to help the firm set forth the criteria for choosing what knowledge a firm plansto
pursue and how it will go about capturing and sharing it. A key ddiverable of Strategic
Planning will be the cregtion of a busness case which would set the scope of the project by
designating critical knowledge for the business and identifying resources of critica knowledge.
The focus of the business case would be to convince the top management of the need and
benefits of knowledge management and gain their full-fledged commitment for the initiative.

There could be two different scenarios during the initiation phase of a knowledge management
project.

a)

b)

The CEO / MD of the firm is convinced of the need for a knowledge management
initiative and the project is initisted by her/him. She could either decide to form an
interna team undertaking the project or hire an external consultant who would dso be
supported by an interna team. In ether case, the information collection exercise
becomes easier and the task of obtaining the top management approva should become
much esser.

A middle/senior manager in the organisation initiates the project. In this case, the
success of the project will be contingent on obtaining full-fledged top management
support. Therefore, the focus during theinitial phase of the project should be on cresting
high awareness and garnering much more than word of mouth support from top
managemen.

The modules involved in the two cases would be the same, however the activities and focus
might differ. The stepsinvolved would be;

Module 3.1: Providing leadership.

Module 3.2: Link corporate strategy with knowledge management.
Module 3.3: Perform knowledge andysis.

Module 3.4: Assess change readiness.

Module 3.5: Develop abusiness case for KM.

Module 3.6: Obtain top management approva.

This module focuses on Module 3.1 — Providing Leadership.
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Module 3.1: Providing leadership

Apparent in al successful cases is a visble evidence of knowledge leadership with one or
more people actively championing the knowledge agenda. However, the firg criticd task for a
knowledge champion is to understand corporate thinking and garner full-fledged commitment
of the senior management for the initiative. Since knowledge management touches dmost
everyone in the organisation and affects specific programs and policies, top management
support is indispensable. Therefore, the first step for the knowledge champion is to meet the
top management of the firm.

1.0 Meet the CEO/MD/Top management of the firm

1.1  Purpose of Meeting

The purpose of the meeting with the CEO/MD is to create a common understanding of
knowledge management, the need for a KM initiative and to obtain a prdiminary gpprovd to
explore the possbility of undertaking such an inititive. This would help the consultant or the
change agent in gauging the extent of support available from the senior management and
planning the project accordingly.

This meeting is meant to be an exploratory sesson to decide whether the organisation wants to
invest in knowledge management and what is the leve of invesment the senior management is
willing to make. If there is an initid commitment from the senior management then the project
can be kick-garted by forming a smdl KM Initiation Team. However, if thereislittle interest
shown by the senior management then some more time would have to be spent in convincing
them of the need for knowledge management.
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Some questions to discuss during the meeting would be;

1. Does knowledge play an important role in our business?

2. Do we as an organisation need a systematic approach to key
knowledge processes including knowledge acquisition, creation,
sharing, organisation and use?

3. What are the company'’s vision, strategy and objectives?

4. What are the priorities and critical success factors to meet the
objectives?

5. What are the key processes involved in achieving the critical success
factors?

6. Who are the key people involved?

7. Based on the corporate strategy and vision, what should be the
knowledge management direction for the firm? One could choose from
the following generic strategies: knowledge enhanced products and
services, managing knowledge as an asset, developing knowledge as
a business or enhancing knowledge in business processes.

(See Appendix 1 - Prominent KM Strategies.)

8. Are we prepared to invest time and resources on knowledge

management?

1.2 Importance of the role of the CEO

The role of the CEO can vary from one of passve support, through to active simulation

through to knowledge leadership, where the CEO persondly takes aleading role in making the
knowledge initiative happen. This could sgnificantly affect the srategic planning for the KM

project. E.g. if thereis only passive support of the CEQO, then the knowledge champion would
have to invest dgnificant time and resources in demondrating the vaue of knowledge
management and hel ping senior management, middle management and workers understand the
need for the organisation to turn to knowledge management and the payoffs that exis.
However, if the senior management has dready bought into the idea then the change agent or
consultant can concentrate on planning the project and drawing up the project detail.
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Casein point:
Doesthelevel of support and participation by the CEO
matter?

In some companies, as long as there is some level of support, knowledge
management initiatives can thrive and bring results. For example, in cases like
Skandia and Steelcase, knowledge management initiatives were dready underway
without overtly strong CEO support. Interestingly in both cases their new CEOs
have more openly endorsed the initiatives and have certainly helped. In other
Stuations, as at the UK's department of Trade or Industry or ICL it does seem that
policy of CEO endorsement gives the whole program a boost. Similarly there are
cases where middle managers seemed to be frudrated in ther efforts to make
progress, partly due to lack of top level support, but perhaps aso because of the
CEO'sinahility to fully understand the need for a knowledge agenda.
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2.0 Form and educate the KM Initiation team

On obtaining an initid commitment from the senior management, the next important activity
would be to assemble a smdl team who would lead the KM effort in the organisation. The
KM initiation team should be made up of the cross section of the organisation. The number of
members in the team will depend on the Size of the organisation. However, we suggest thet the
gze of the team should be kept smal and may vary from one person to four people.

A key member of thisteam will be the "change agent”. Who is a change agent?
(We have usad the change agent and knowledge champion interchangesbly).

" A change agent is the person responsible for the process of change and incorporating the
principles and tools of change management into an organised and systemdtic plan of
implementation.” In scenario 2, it would be the senior/middle level manager who initiates the
project and is convinced of the need for a knowledge management initiative.

The team members should be well versed with the concepts of knowledge management. The
onus is on the change agent to set the direction and create general awareness about
knowledge management and how it can benefit the organisation.

The members of the KM initiation team will serve asthe organisation's own internal consultants
on knowledge management and will perform a detailed business and knowledge andyss to
identify the business areas and processes to focus on as part of knowledge management.

© Knowledge Associates Ltd, 2002
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Appendix 1

Prominent KM Strategies

The APQC" consortium benchmarking study on knowledge management identified Six
emerging strategies that firms are using to address their KM needs:

1. Knowledge management as a business strategy:

This strategy is the most comprehengve and enterprise wide approach to knowledge
management. Firms pursuing this srategy believe KM is centrd to their ability to grow and
compete. They rardly need to make a business case for the concept, often have aforma
"knowledge champion” and embed Sgnificant resourcesin dl aress of the busnessto ensure
ever improving knowledge is accessible to and through their people, processes and products.
Some of the firms pursuing thisKM drategy are Price Waterhouse, Arthur Andersen and

Sequent.

2.  Transfer of knowledge and best practices:

This strategy is the most widespread, focusing on systematic approaches to knowledge reuse
and transfer of best practices and knowledge to where they will be used to improve operations
or beincluded in products and services. Thisincludes systems and practices to obtain,
organise restructure, warehouse or memorise, reward and encourage, repackage for
deployment, and distribute knowledge. The key vaue proposition of this strategy is reduced
cycletime and codts, increase in the proposa the company wins, and more effective use of the
knowledge of the organisation to satisfy customer needs. Some firms pursuing this strategy are
Texas ingruments, Skandia, Chevron, Arthur Andersen and Dow Chemical

3. Customer-focused knowledge:

This gtrategy isfocused on capturing knowledge about customers, developing and transferring
knowledge; and understanding of customers needs, preferences and businesses to increase
sdes, aswell as bringing the knowledge of the organisation to bear on customer problems.
Prominent firms pursuing this strategy are Sequent, Dow Chemicd, Skandiaand USAA.

* APQC Consortium — http://www.apgc.org

© Knowledge Associates Ltd, 2002
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4, Per sonal responsibility for knowledge:

This drategy is driven by the belief that people are the engine of knowledge and should be
supported and persondly respongble for identifying, maintaining, and expanding their own
knowledge, as well as understanding, renewing, and sharing their knowledge assets. Some
examples are Chevron, Hughes Space and Communications, Price Waterhouse and Sequent.

5. Intelectual asset management:

This grategy emphas ses enterprise-level management of specific intellectud assets such as
patents, technologies, operationa and management practices, customer relations and
organisationd arrangements. The management focus may centre on renewing, organisng,
vauding, safekesping, increasing availability and marketing these assets. Skandiaand Dow
Chemicd are the two prominent examples of firms pursuing this Srategy.

6. Innovation and knowledge creation:

This srategy emphasises innovation and crestion of new knowledge, through both basic and
applied research and development. Examples are Arthur Andersen, Dow Chemica, Hughes
gpace and Communications, NSA, Price Waterhouse, Texas Instruments.
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Glossary

Knowledge Theidess or understandings, which an entity possesses that are used to take
effective action to achieve the entity's goals.

K nowledge management The ways to creste, retain, share, account for, and leverage
knowledge - a dl levds, from the persond level to the team levd, the organisationd leve, the
inter-organisationd leve, and the globd leve.

Knowledge Asset A resource that an organisation wants to cultivate and manage. Human
assets are people and networks of people, structural asset could be an automated sales
process and market asset could be a corporate brand.

Business case A document describing the businessissues driving the project, the project
objectives, the project scope, the approach and time frame for achieving results, the budget
and the project team.

Critical Success Factor s The most important activities and processes the organisation hasto
make right to reach the goas outlined in the strategy. Examples include: product development,
inventory reduction, time to market, customer service and so on.

Vision The dream of afuture state for the organisation.
Change Agent The person responsible for the process of change and incorporating the

principles and tools of change management into an organised and systematic plan of
implementation
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