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EXECUTIVE SUMMARY
This document is the deliverable D3.1 of the IST project European KM Forum – European
Knowledge Management Forum and represents the work made in the context of WP3 – KM
implementation approaches.
Accordingly to the methodology used to gather, classify, refine and share EKMF information in the
Community, the document presents a collection of business cases and best practices in KM
implementation projects, coming from the world of business companies and research institutions.
A specific method to classify implementation issues has been defined in the context of task 3.1 and
presented in this document. Implementations approaches could be related to organization general
characteristics, KM needs as expressed before the launching of the KM project and the solution
foreseen and adopted.
Based on the analysis of several different KM implementation projects, a standard approach will be
defined as the result of the best practices that should be adopted maximising the success
probability. An extensive discussion will be activated among the Community after having
published the cases in the KnowledgeBoard, with the aims at discovering critical success factors
and especially human factors involved in this kind of projects. This represents the link with the task
3.2 which will deepen the Change Management issues that raise.
The task is carried out by the couple Cézanne - Polytechnic of Bari and it is supported by all nodes
of the European KM Forum who contribute by providing information about KM projects.
Releases of D31 will be available at:
•
•
•

(month 21) 30.09.2002
(month 30) 30.06.2003
(month 36) 31.12.2003

Final Report Month 21
Final Report Month 30
Final
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INTRODUCTION

The task 3.1 – Standardised KM Implementation Approach - of the EKMF project is part of Work
package 3 “KM implementation approaches”. It is focused on the collection of current KM
implementations to create an almost complete overview about the KM domain in Europe. The main
target is to develop a standardised KM implementation approach in Europe. This overview consists
of a state of the art analysis of Knowledge Management implementation.
This work is the basis for further activities of WP3 “KM implementation approaches” and WP5
“KM portal” since it provides basic contents for these and helps to co-ordinate future activities
especially on the way to common approaches and standards in KM.
The result of this work is a report representing the KM state of the art in Europe including different
approaches of implementation of KM projects and methodologies.
This document is divided into seven main chapters, plus the final conclusions. Chapter 1 gives a
short introduction into the approach to the topic, especially the research approach and the relation
to the overall KM framework coming out of WP1. Business cases and best practices are collected
and described in chapter 2. Chapter 3 reports a proposal of a reference KM domain for the
classification of business cases and best practices in KM implementation projects and
methodologies. Chapter 4 proposes a EKMF standard approach for KM implementation as it results
from the analysis done in the previous chapters. An overview of the critical success factors is the
matter of the chapter 5; the related details are subject of task 3.2. The final formulation and
evaluation of the proposed KM implementation approach are provided in the chapters 6 and 7 as
they will result from the discussion within the Community.
1.1

Goals of Common approaches in KM

Within the overall context – namely to support the industrial uptake and academic research in KM the following requirements and goals for Common approaches, especially a KM framework in
Europe have to be mentioned:
• To provide a holistic view of the KM domain (in the sense of ‘KM in a nutshell, what is
KM, what is the mission/message and what are the typical elements’)
•

To address all stakeholders in KM (SMEs, large organisations, consultants, academics,
vendors, policy makers, etc.)

•

To be based on broad consensus and give a neutral, non biased, and well accepted view on
KM

•

To address the information needs of KM beginners as well as the need for a point of
reference for KM experts

•

To provide recommendations and links for the first steps (where to start)

•

To include a core KM terminology

•

To represent the specific challenges and advantages of KM made in Europe

•

To be able to hook in other existing and/or emerging KM standards

•

To talk a simplistic and serious language

•

To be short and comprehensive

•

To be public domain.
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Concept of European Common approaches in KM

Based on the above mentioned arguments, the European KM Forum sees the standardisation
approach as a holistic approach involving a spectrum of standard levels for specific components of
KM. The following figure shows the holistic standardisation approach of KM within the European
KM Forum.

Figure 1: The way to common approaches
Due to the broad distributed, single solutions in different KM aspects of the field - representing a
broad diversity of ‘isles’ of experience, competence - at this time (presented in the left side), some
approach towards commonality seems to be relevant. In a first step of this holistic process, the most
appropriate and relevant pieces are extracted and put together in a systematic, structured way to
develop a common terminology based on common experiences leading to common approaches.
This builds the KM framework. Out of this framework, guidelines and standards are built. Thereby
different standards could be thought of for different components of the framework, like e.g. a
EFQM-similar model for the holistic management approach, VDI guidelines for KM processes and
CEN-ISSS workshop agreement for KM technology architectures. With this set of solutions,
different organisations with various needs of knowledge will be able to solve their specific
problems.
The overall process has to be considered as a holistic cycle, that is enriched every time by cycling
through this process and is refined through the contribution of all involved partners, e.g. the
European KM community as well as business and research partners.
How this work toward common approaches or even standards in KM will be realised is shown in
the following figure, where the operational process of the European KM forum is represented.
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Standards
Guidelines
Common Approaches

Figure 2: Cycle concept to European common approaches in KM
Gathering
The first step includes the research and state of the art about existing KM implementation
methodologies and the collection of implementation cases from the industrial and research fields.
Structuring
Within the second step, all the gathered information about the KM implementation will be
clustered and structured within a common map which identifies the KM domain (organization, KM
needs, solutions).
Catalysing
Step three uses the EKMF community infrastructure to catalyse the foregoing steps. A standard fact
sheet is provided to classify the information gathered allowing a effective use of different
experiences in a common framework.
Formulating
The fourth step integrates both views on KM implemetation: The EKMF project team view and the
community view on this subject. Out of this, the KM implementation approaches will be exactly
formulated (common terminology, etc) and a standard approach will be proposed.
Evaluating
Within this last step of the common approach cycle, the KM implementation will be validated and
the same cycle according to “common approaches” will be gone through.

1.3

Relation to European KM framework

The aspect of KM implementation has to be seen in the context of a whole KM framework,
proposed by the European KM Forum consortium. Following figure shows the KM framework:
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Figure 3: First draft of European KM framework
The first draft of a KM framework developed by the European KM Forum consists of seven major
modules: KM strategies, Human + Social KM issues, KM organisational aspects, KM processes,
KM technologies, KM performance measurement and KM business cases + implementation
aspects. These seven modules are closely linked together to support on the one hand side the
innovative ness of the whole system, on the other side to secure the aspect of reusing existing
knowledge within the system. Specifications of the modules will be described in the following
paragraphs.
KM strategies
Before starting any kind of activity, one has to be clear, which way to go and what goals have to be
reached. The goals have to be clearly defined, also the direction and the manner of reaching these
goals. This leads to the point, to declare a strategy especially with regards to KM.
Human + Social KM issues
Hereby, the roles of persons and human beings will be defined. A clear definition about specific
human-oriented KM issues will be the result out of this module.
KM organisation
With regard to the organisational aspects, the KM framework will provide important hints to create,
run and maintain a knowledge friendly organisation. This will include the structure of a ‘KM
organisation’ as well as the roles within such an organisation. It has to be seen as a guideline to
align existing organisational structures towards KM.
KM processes
This module will give answers towards the business processes and their adoption to KM. Not only
served as business processes also as general processes of activities in organisations, this module
will be helpful for the whole target group to be more efficient in acquiring, sharing and maintaining
knowledge.
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KM technologies
What technology for what purpose? This fundamental question will be answered with the KM
framework module ‘KM technologies’. It gives an overall overview over existing and future
technologies towards KM and will be helpful for organisations to take the right decision in this
‘hard’ issue of KM.
Leadership
What will be the critical success factors in introducing a KM leader within your organisation?
What characteristics are desirable or presupposed? What activities are has the leader to do? All
about leadership and the surroundings is part of the KM framework module ‘leadership’.
Appropriate answers to the above and further questions will be given.
KM performance measurement
A KM system cannot be improved, if there is a lack of measuring the performance. This module
also provides metrics to get an overview over the maturity of your KM system. In addition to this,
measures will be formulated to push your KM system forward.
KM business cases + implementation
This module will provide good and best practices in the different areas of KM. In addition to this, a
general roadmap will be suggested. It will help organisations on their way to install and establish
their KM system. Due to the general orientation of this implementation methodology, it will be
possible to customise it to specific business requirements and needs.
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GATHERING INFORMATION: IMPLEMENTATION APPROACHES

In this chapter some relevant implementation approaches are discussed. The approach description
is based on case studies and methodologies that are reported in the KM literature. Case studies and
methodologies will be used to point out best practices in the field of implementation of KM
projects so as to define a unique implementation approach, a summa of the best practices.
The description of each case study is divided into five paragraphs, namely The company, The
needs, Solutions, Implementation method and Key factors. In The company paragraph, information
about the characteristics of the considered company (sector, dimensions, and peculiarity) is
proposed. In The needs paragraph, needs and factors that made the company develop a KM
solution are described. In the Solution paragraph, the KM solution the company identified and the
main decisions associated to its adoption are discussed. In the Implementation method paragraph,
the implementation process is described. Finally in the Key factor paragraph, the key success
factors associated to the adopted implementation methods are emphasized.
The description of each methodology is divided into implementation phases and steps. For each of
them procedures to be followed are clearly described and discussed.
Nineteen case studies and six methodologies have been currently gathered.
2.1

Case studies and best practises

2.1.1 Iberdrola
Sector: Electricity
Source: www.iberdrola.es
[The Company]
Iberdrola is one of the Europe leading electricity companies. It has over 8 million customers in
Spain and almost 5 million in South America. The company is part of a large Industrial Group that
operates in the field of energy, telecommunications, customer services, real estate and new
technologies.
[The Needs]
The helpdesk service, an Iberdrola’s internal unit in charge of solving computer problems, had to
address different problems that can be considered typical knowledge management issues such as:
! The existence of many different software applications, with different knowledge inside,
and several different experts distributed in different offices that had to manage them.
!

The physical separation of the helpdesk service’s staff members in two different offices
in Spain (Bilbao and Madrid)

!

The lack of filters for the incoming calls. The level of knowledge of the helpdesk
resources was very specialized. However, the incoming calls were not filtered
depending on the problem, so it could not be ensured that the problem was allocated to
the right person.

!

The lack of a repository or automatic system to reply to frequently asked questions.
Many of the problems were submitted to the helpdesk service several times. Especially
during the initial phase of use of new applications, the staff usually received a lot of
calls about the same problem.

!

The frequent rotation in the helpdesk staff. As they didn’t use any special knowledge
transfer, the knowledge the staff acquired day by day was usually irremediably lost.
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[Solutions]
Iberdrola asked Ibermatica to examine (as an external consultant) the mentioned knowledge
management problems. The solution Ibermatica proposed was the implementation of a Case-Based
Reasoning (CBR) system. A Case-Based Reasoning (CBR) system is a repository of experts’s
solutions to specific problems. The selected product was K-Commerce Desktop, which is currently
owned by eGain Inc.
[Implementation Method]
Iberdrola is in the stage of the system’s implementation. The company designed its own set of
problem domains, and some experts were asked to report solutions to typical problems and store
them in the system. Information can be retrieved through natural language queries: as the helpdesk
service’s staff describes the problem of interest, the system prompts a set of queries to identify the
problem. Once the problem is clearly identified, the system proposes the associated solution.
The staff usually used to work by following a queries-answers approach, so the way of work is
quite natural. That approach is in fact respected by the CBR system.
Now, newcomers just need to type a problem description, and they are prompted some questions
they need to pose to their clients the (who asked the problem). They can also propose alternative
solutions or describe new problems that are not in the system yet.
The work plan estimated the time as six months and divided the project into the following tasks:
1. Verification of the work done in a previous prototype.
2. System configuration and cases loading.
3. Tests phase will be done by the Client Personnel.
The human resources destined were estimated in this way:
Ibermatica destined one consulter and analyst-programmer, with a variable dedication along the
duration project.
The Client is organized the internal client attention technic (ICAT) personnel in two categories: the
fist category attends all calls, but the second level technics only attends the question that needs
more specialization or that first level can not solve.
The Client destined a set of eleven technics of second level to the project. Firstly, two of them will
be occupied of the configuration management of the case base, where will be included the final
cases by nine of them. The eleven will end loading all the cases.
Finally, the Client assign a set of first level technics to asset and evaluate the prototype and the real
implanted project.
The economical resources were calculated in function of the honoraries of Ibermatica personnel.
Economical resources were estimated by 60000 euros. And additionally, the client, Iberdrola,
assumed the tools costs and their personnel costs.
[Key Factors]
As the process is still in the implementation stage it is hard to make conclusions about the key
success factors. However, two important factors need to be stressed: 1. the ability of the company
to identify its problems and 2. its attempt to solve them by using a system that respects the
traditional work approach (answer-queries approach) of the users.
2.1.2 Cluster del Conocimiento
Sector: Small and Medium Enterprises
Source: www.clusterconocimiento.com
[The Company]
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This Knowledge Group of business management, sited in Zamudio Technological Park, was made
up in 1996 and more than 100 business and institutions of Basque Country form it. Cluster Del
Conocimiento is focused on knowledge creation, adaptation and diffusion activities with the
objective of organization management, for public and private sectors, and this non profit group is
an answer to the industrial politic of Basque Country to change the structure of business to be more
competitive. It is an experience of sharing knowledge as a strategic politic in a long time.
[The Needs]
In every business, independently of the sector, size, or kind of activity it’s clear that the real firm
value is different of the book value. The difference, that is commonly known as intellectual capital,
grows continuously, which is an opportunity of improvement for all business, SME included.
There are some reasons that make this case extremely interesting for SME:
As a general rule, the capacity of SME to modify the external environment is lower than that of
larger business. SME management must be focused on those areas that represent real chances for
business improvement. Therefore, SME cannot afford to deceive any improvement opportunity.
Due to small dimensions, SMEs’ inertia to change is lower than in larger firms. Change means
ability to adapt management tools and strategies to the new market demand.
The size of intellectual capital, the monitoring, the definition of objectives and the correction of
deviations, i.e. the management of intellectual capital, guarantee improvements in any business.
In case of SME, they must adapt the existing intellectual capital indicators to the idiosyncrasies of
the business.
[Solutions]
The Cluster Del Conocimiento has started measuring the firm’s intellectual capital. The intellectual
capital is considered an important factor to consider introducing SME to knowledge management.
Currently they are defining a pilot project.
The objective of the group is the sizing of intangibles applied to SME, It means, to define clearly a
collection of indicators, that can be generated in a easy way, and to let improve the information to
take decisions
[Implementation Method]
• To develop the indicators the group have periodical meetings every month.
In the first meeting, the work started basing on an initial intellectual capital definition, a
summary of some of the more significant models presented by international experts. This step
served to manage a common language and to use well-accepted concepts. The partners were
invited to develop a list of intellectual capital indicators.
In the second meeting, a common list is created, unifying similar indicators and clarifying
proposed indicators in several themes or groups.
A first classification of three kinds of indicators is accepted: structural capital indicator, human
capital, and relational capital. A new sub-classification creates new areas to be sized:
1. Structural capital indicators:
a. Processes
b. Management stile
c. Information technologies.
d. Government organs.
e. No mobile Immaterial
f. Products.
g. Others.
2. Human capital indicators
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a. Formation
b. Qualification and poly-ability.
c. Stability
d. Participation
e. Motivation
f. Others
3. Relational capital indicators
a. Costumers
b. Supplier
c. Alliances
d. Society
e. Image
f. Others
This list of areas let select the more representative indicators in each business, depending
on its strategy, the more critic areas, and therefore, the areas that should define the
intellectual capital indicators.
•

To asset the collection of indicators are used seven criterions, that are adapted of those
proposed by OCDE:
Validity: indicator ability to size intellectual capital.
Reliability: size objectivity. This means that an indicator will be more reliable if several
persons use it and the given size is the same.
Accessibility: simplicity to obtain the size.
Use: if the business takes a decision observing this size.
Cost: relative to the indicator generation cost.
No confidentiality: It sizes the ease for the business can publish this indicator
Universality: Possibility of use the indicator by business of different kinds.

•

Once established the validation criteria, the group will be divided into four subgroups
dedicated to structural capital, human capital, relational capital, and one focuses on
coordinating and reviewing the results of the rest.

[Key Factors]
In some cases, it is necessary that the Sme had collected previous information in order to elaborate
the indicator.
The indicators will be useful if the SME developed an effort translating the generic significant of
the indicator to a particular meaning, adopting it to the context of a concrete business, taking into
account its particular circumstances.
2.1.3 Siemens Information and Communications Networks Group
Sector: Information & Communications Technology
Source: www.arsdigita.com/customers/casestudies/siemens090700
[The Company]
Siemens Information and Communication Networks (ICN) Group is a leading provider of
integrated voice and data networks that include a comprehensive portfolio of IP-based products and
solutions for enterprises, carriers, and service providers. The Group has several years of experience
in consulting, planning, installing and developing converging networks. It sells complex and
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closely tailored telecommunications solutions to leading telecommunications companies in the
world. ICN Group is part of the Information and Communications Technology (ICT) business
segment of Siemens AG, one of largest electrical engineering and electronics companies in the
world, with annual sales of about $74 billion.
[The Needs]
ICN Group needed a system to store its huge knowledge base and organize it for success. It also
needed a central information repository, accessible from any location, for sharing knowledge about
successful and unsuccessful sales, product updates, news, etc. so as to provide its sales force with
the latest information. Bulletin boards, news, and other community-building features would add
value to the site by enabling the interaction among salespersons and creating an informed and
connected workforce.
[Solutions]
When looking for a knowledge management system to transform its vision into reality, ICN group
found the best solution in ArsDigita’s suite of collaborative commerce applications. ArsDigita is a
specialist in engineering built-to-order Web services that support collaborative commerce. The
solution ArsDigita proposed was ShareNet, a system that includes the following features:
!

File Sharing: a document tree, accessible only to some users, where some kind of files
could be stored and viewed by any Web browser

!

Discussion Groups: A searchable bulletin board system for users to post and answer
questions, and work collaboratively despite distance and time barriers

!

Some Customized Features

The Configurable Knowledge Management platform enabled users to improve the way information
was organized, transferred and utilized. The system allowed workers to focus on knowledge that
generates revenue, by providing answers to specific questions about a project.
[Implementation Method]
ShareNet was tailored to ICN unique needs by using standard ArsDigita Community System (ACS)
features. It was built from a single data model and a technology foundation that would allow the
ShareNet site to scale easily as knowledge and user base would grow.
ShareNet allows its users (initially only salepeople) to manage and share knowledge about:
! Business Environment: Customers, markets, competitors, and technologies
!

Technical Solution Components: network architectures, service concepts etc.

!

Functional Solution Components: Pricing schemes, financing concepts and soft-selling
skills.

Siemens asked salespeople to add information about:
! Competitors
!

Customers

!

Partners

Siemens also adopted an incentive system to spur people use the site. The Incentive System
distributes points called "Shares" to people that publish a Knowledge Object, answer a bulletin
board posting, or rate another user's contribution. Siemens holds contests where the first 50 users
win a trip to New York or can buy mobile phones, notebooks, books, etc. by using their Shares.
Shares are also used to reckon the contributions of the different divisions to ShareNet.
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ShareNet is continually improved. The latest version is ShareNet 8. Some of the new features are
page templates and communities. New communities built on the ACS Subsites module can be
created by using a Web interface. The administration of these communities can be delegated to
normal users. Also, the templates can be edited via a Web interface by a special group of template
editors, and the community administrators can select one of the template sets for each of the
applications they have in their community. In this way Siemens can adapt ShareNet to the new
standard. The community system allows them to expand ShareNet to the whole corporation, so
avoiding that single users have to set up new servers.
[Key Factors]
When Siemens ICN division chose to use ACS as the ShareNets’s core technology, it also selected
ArsDigita professional services to implement and customize it. ArsDigita implemented ACS
whereas ICN focused on content and functionality, aware that the site's infrastructure would
perform as desired. ICN worked alongside ArsDigita to develop site specifications, hardware
requirements, and project timelines. ArsDigita's technology foundation allowed ShareNet to have a
faster and less expensive launch than in the case ICN had decided to implement a packaged
solution.
ShareNet provides personalized content for 16,000 users. The adoption of an incentive system is an
important element to guarantee success. Company officials estimate that ShareNet allows savings
for over $20 million per year in the ICN division. ShareNet has also been publicly recognized. It
won an award by the American Productivity and Quality Council (APQC) for "Best Global
Knowledge Management Network of 1999", and was implemented in other Siemens business
divisions as well.
2.1.4 Xerox Corporation
Sector: Information Technology
Source: Powers J. V. “Xerox Create a Knowledge-Sharing Culture Through Grassroots Efforts”,
APQC Fourth Quarter 1999
[The Company]
Xerox Corporation is one of the largest producer of printers and photocopiers in the world. It has
more 90,000 employees spread in several Countries and 25,000 representatives. Holsthouse director of Corporate Strategy at Xerox Corporation - says Xerox was set out to be as educated as
possible about knowledge management (KM). The organization has spent considerable financial
resources and time to codify the collective knowledge through its research, consortium work, and
sponsorship of research.
[The Needs]
During a study on its representative’s behaviour, Xerox noticed that most of the causes of
breakdowns in the machines they sold couldn’t be found in any of the firm’s record of cases.
However representatives, thanks to their own knowledge and the knowledge they shared among
each other during lunch breaks, were able to solve those problems.
Xerox therefore understood that they needed:
To make the implicit knowledge of the employees emerge and then codify it.
! To find the most suitable means to make the decodified knowledge be shared by the
whole firm.
!

To allow an easy and fast access to that knowledge.
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!

To motivate employees so as to make them give up the idea that knowledge was an
exclusive personal advantage, facilitate its sharing, and foster the creation of new
solutions and strategies to improve their business.

[Solutions]
The solution, called Eureka project, was the creation of:
! An electronic database, in which they stored best practices, ideas and solutions.
!

An intranet for representatives to make knowledge accessible to the whole company
and facilitate the information sharing.

[Implementation Method]
Eureka project’s implementation can be shortly described as follows:
! A group of anthropologists of the Xerox’s Palo Alto Research Center was given the
task to study the behaviour of the representatives when carrying out their working
activity. The results these researchers achieved were shared with other scientists
through a Web site, called Docushare.
!

The 25,000 representatives were given a portable computer to connect to the intranet
from anywhere in the world.

!

To motivate people, business managers decided, based on a proposal of the
representatives, not to give recognition in economic but in personal prestige terms.
Ideas or the experience of a representative, once become a business patrimony had to
have its inventor or experimenter’s name. A selective committee (composed by
representatives designated by vote) was appointed to select best proposals and ideas.

[Key Factors]
The ability to recognise the need for a knowledge management approach to solve their problems
and the adopted incentive system can be considered as the key success factors.
The validity of a KM project is also strictly linked to the economic resources that it succeeds in
recovering and saving up. In that perspective, the project Eureka made the Xerox Corporation save
about the 5-10% on the job developed from the representatives and about 10 million dollars on the
cost of pieces or replaced machines.
2.1.5 McKinsey & Company, Inc.
Sector: Consulting
Source:Manville B. “A Complex Adaptive Approach to KM”, Knowledge Management Rewiev,
issue 8 May/June 1999.
[The Company]
McKinsey & Company is a consulting firm with its headquarter in New York. It is scattered in 44
Countries and counts about 8,000 advisors. Particularly interested in knowledge management
(KM), during the last twenty years the company has developed different KM strategies.
[The Needs]
In 1987, as a result of a worldwide diagnostic exercise, McKinsey & Company found that they
were missing huge opportunities for providing better services to customers by not taking advantage
of what the company collectively new. They needed to implement new programs and infrastructure
such as databases, directories, and dedicated coordinators of information to make their internal

EKMF.D31.v08.2002-02-26.CEZANNE.doc

Page 18

D3.1

European KM Forum: IST-2000-26393

market of knowledge sharing work better. They needed to create a classification scheme that could
adequately describe the firm’s research and consulting work, to label the specific kinds of
management consulting experiences and collect them in few central databases. They needed a
classification scheme that was able to keep categories flexible, but still standardized so as to
facilitate the recognition.
[Solutions]
The solution to these problems was found during the execution of a project called “Progetto
Genoma” (1998) that was aimed at creating a map of the organization’s knowledge base. The
original goal of the project was to create a large knowledge base of readings accessible through the
Web. After a few months from the beginning of the project, it changed direction towards a complex
adaptive system (CAS) model. A CAS model is based on three fundamental principles:
! No central decision-maker can really understand the entire organization to be able to
develop all the relevant categories;
!

Good classifications should be non-permanent by nature;

!

The existence of different points of view about relevant categories is an opportunity to
stimulate debates so as to foster creativity and innovation.

[Implementation Method]
Firstly the company developed a functional and static knowledge classification system. But many
problems such as semantic overlaps, creation of new terms and disregard towards old ones,
pressure by some group to make the term they used be shared by the whole company arose.
During the Genoma project development and implementation, McKinsey's managers decided to
accept the complex adaptive system principles. They abandoned the old and mechanistic view of
the organization and embraced an organic and adaptive view, based on which knowledge is not
contained in the organization but emerges from it. What was firstly considered as a problem was
later seen as a resource and an opportunity to foster creativity and innovation. In particular,
managers decided to:
! To split every team into multiple teams: each of them was responsible for a “subdomain” of knowledge (in that way several smaller Web sites on leadership,
organization design, culture, and management process were created).
!

To encourage each sub-team to form communities of practitioners. Communities had to
create their own map of the knowledge in which they had a professional interest.

!

To embrace the inherent redundancy of the Web technology: by encouraging each subteam to create links to relevant sources (and people, via personal home pages), they
fostered the creation of many overlapping networks of knowledge.

!

To create a working philosophy and a team culture based on the concepts of revision
and change, and continual feedback from the market (via usage reports) so as to allow a
process of organic self-organization.

!

To encourage the creation of a self-appointed steering committee that had to maintain
some workable limit on the overall number of terms and maps in domain communities.
In any case there was some freedom for new domains to be created and linked to the
project as well as for domains to be consolidated and recombined according to the “
voice of market”.

[Key Factors]
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By adopting the CAS principles, the company decided to pursue a fitness and adaptive strategy,
that is a knowledge classification strategy that fitted the characteristics of the organization.
Organizations are by nature organic systems that try to adapt, survive and anticipate the everchanging environment. Non linearity (i.e. the future is not a linear projection of the past) and
diversity are resources rather than problems. By fostering the creation of building blocks (i.e.
pieces of previous experience), the aggregation of individuals both in formal and informal groups,
the flow of information and resources and the tagging of piece of experience, the company was
able to create a network of both codified and people-based knowledge, a network of consultants
and resources self organized around different nodes of meaning.
2.1.6 General Motors
Sector: Automotive
Source: http://www.k-solutions.com/; http://www.gm.com/sitemap/
[The Company]
General Motors with about 372,000 employees around the world, is the world's largest vehicle
manufacturer. The company designs, builds and markets cars and trucks worldwide.
GM is investing in digital technology and e-business through initiatives such as e-GM, GM
BuyPower, On Star and its Hughes Electronics Corp. subsidiary. The company totally revamped
their business and built its strategy on developing the Intellectual Leadership, which leads to
Capability Leadership and Results Leadership.
[The Needs]
Many of the products General Motors manufactures can be produced at multiple plants. For
example, in automotive assembly a specific vehicle (nameplate, model and body style) can often be
produced at a couple of assembly plants. Further, many plants are capable of producing multiple
products (e.g. multiple nameplates with different body styles).
Finally, multiple transportation modes (e.g. rail and truck) are typically available for the delivery of
materials to the plants and for the delivery of finished products to the customers (in the case of
finished automobiles the customers are the dealerships). Also, multiple routings from either
suppliers to plants or from the plants to the customers may be possible (e.g. through a consolidation
center). All manufacturing companies, including General Motors, are under ever increasing
pressure to make economically efficient production decisions at the plants and to efficiently
manage their supply chain to remain competitive.
Economic collection of materials from suppliers, product line allocation to the plants and
distribution to customers are important to General Motors because of the large number products
they produce and plants they operate as well as the extensive demands for their products in
geographically dispersed locations. These decisions are very complex and if economically efficient
decisions are to be made a robust set of tools must be available.
General Motors currently uses a software product developed in the late 80's called PRONTO
(PROduction NeTwork Optimization) to aid in making these decisions. However, much has
changed with regards to these decisions since the late 80's and decision support technology has
improved substantially. This project will require a careful study of the issues which impact inbound
transportation to the plants, product allocation to the plants, and the delivery of products to the
customers. Based on this study a design for a decision support system will be developed and an
implementation of that design will be created.
In the early 90's, the new Chairman together with Vince Barabba, Head of the Corporate Strategy
and Knowledge Development, launched a major initiative aimed at:
! Strengthening leadership competencies.
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!
!

Ensuring that all strategic decisions were driven by the market.
Creating an environment where people were able to learn both from their own and each
others' mistakes.
Thus, GM needed a system to support strategic decision-making. Also the company wanted to
make the local knowledge become global and to create a "knowledge friendly" culture
[Solutions]
Two main systems to support strategic decision-making were developed, namely the Dialogue
Decision Process and the Management Learning and Adaptation System. They totally revamped
their business and have built their thinking on developing Intellectual Leadership, which leads to
Capability Leadership and Results Leadership
The Management Learning and Adaptation System is a system that compares the actual outcome to
the predicted outcome, and triggers a diagnostic activity leading to corrective action every time
there is a deviation. Predicted outcome and diagnostic activity are defined by the experts.
[Implementation Method]
A cross-functional decision team was created to implement the Dialogue Decision Process. The
team worked with the company’s decision makers to lean how to identify for each decision a broad
range of alternatives, to assess the value and risk associated to each alternative and to create a
course of action to produce best values. These practices were implemented in the system.
The Dialog Decision Process and its application to more than 150 asset allocation decisions at
General Motors, is described in VInce Barabba's book Meeting of the Minds (Harvard Business
School Press, 1995).
It is a systematic process, grounded in decision and risk theory, for taking a team of decision
makers through a shared experience whose end is a shared conviction about the best way to allocate
resources. Two teams are involved: the resource allocators and the people who present them with
"starter sets" of context, conclusions, and synthesis.
Each phase of the process involves collaborative generation and buy-in by the decision makers to a
shared representation of:
! the way the decision is framed,
! the alternatives worth pursuing,
! the value of each alternative, and
! a hybrid decision that combines elements from each alternative to create more value than
any of them.
When the decision-makers have allocated resources in accordance with the conviction they have
jointly reached about the best way to do that, they have both created collective knowledge and
translated it into action.
They continue researching and GM is also working with the US Army to implement "Learning
Loops" using debriefing processes developed by the Army. These elements will be integrated into
the core business processes.
[Key Factors]
A clear diagnosis of the business condition and a defined KM strategy were the Key Success
Factors.
Important key is to assure that implementation of a decision is not unravelled. Several failure
modes are common in transitioning from decision-making to implementation:
! The decision process concludes with a decision-making meeting.
! True commitment of resources rarely occurs.
! People do not understand the specific resource implications
! Implementation tasks are assigned rather than negotiated.
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Often causes a significant increase in workload.
Implementers rarely relieved of work
No single person is accountable for completing decision implementation.
Implementers were not part of the decision-making process.

2.1.7 Dow Chemical
Sector: Chemical
Source: http://www.webcom.com/quantera/Dow.html
[The Company]
Dow Chemical, which was formed in 1897, sells over 2,000 chemical-related products worldwide.
It is organized into 15 major businesses and is engaged in more than 40 joint ventures. Half of its
revenues comes from international markets. Dow, which considers itself “technology-driven,”
employs about 4,000 R&D people and spends $30 million a year maintaining and supporting its
patent portfolio.
[The Needs]
The company needed to visualize and measure the value of intellectual assets, especially its
disorganized portfolio of 29,000 patents.
It needed new processes, tools and advocates to vividly demonstrating how Dow’s patents and
other knowledge assets could be more effectively leveraged.
[Solutions]
Solution to these problems came from applying a particularly model, called Intellectual Asset
Management (IAM) model, characterised by six phases:
1.

Strategy: during this stage the group focused on the integration of the patent portfolio with
business objectives in order to maximize its value. The strategy stage also consisted in the
identification of gaps in the portfolio that needed to be addressed.

2.

Competitive assessment: during this stage the knowledge, capabilities and intellectual assets of
competitors were identified. To do that the company adopted a “patent tree” — a map of
opportunities that incorporates the patents of both Chemical Dow and its competitors.

3.

Classification: during this stage each business had to classified its patents in three categories
by stating whether they were “using” “intended to use” or “not” the patent. Business units had
also to declare whether the patents were to be licensed or abandoned.

4.

Valuation: during this stage value of the several assets for licensing, opportunity prioritisations
or tax purposes were defined. In association with the consulting firm A.D. Little, Chemical
Dow developed a comprehensive intellectual property/asset evaluation tool known as the
“Tech Factor Method.”

5.

Investment: during this stage based on the identified company’s knowledge gaps, each unit
had to decide if it was better to invest money in R&D, enter a joint venture or license a
technology from outside so as to meet business objectives. If the company successfully
developed a technology or secured an appropriate patent, the intellectual asset was
incorporated into the portfolio and the process was repeated.

6.

Portfolio: during this stage for each active patent a business that would take financial
responsibility for it was identified.

[Implementation Method]
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During the implementation, Dow Chemical could bank on some relevant factors such as:
! Having the support of top decision-makers — and money. An annual budget of about
$3 million was allocated to the project by the corporate office so as to form a team that
could translate new ideas into reality. The team, that shared the same office space, put a
great deal of time into creating the company’s new processes of Intellectual Asset
Management.
!

the model started with patents — an asset with which many people in the company
were familiar.

!

its initial survey of current processes — requiring all the key stakeholders in the
company’s businesses to gather in a single room to map out existing patenting
activities, roles and relationships.

[Key Factors]
Dow gained both in economic terms and in business vision by adopting the described knowledge
management solution:
Economic Value: Dow cut patent tax maintenance obligations by $40 million and
obtention/administrative costs by at least $10 million more over ten years.
Business Vision: intellectual asset management made business people at Dow more aware of the
value of the patents as well as the opportunities and tradeoffs associated with licensing and other
related activities.
2.1.8 SUN Microsystems, the network is the computer
Sector: Computer System
Source: http://www.webcom.com/quantera/Sun.html
http://www.sun.com/sunjournal/v2n3/IndustryTrends1.html
[The Company]
Sun Microsystems Inc. was founded in 1982 with a particular slogan: "The Network Is The
Computer[tm]” and now has become a leader, multinational (over 170 countries) provider of
hardware, software and services for enterprise intranets and internet business ventures. The
company’s SunWEB intranet links its 20,300 employees worldwide; over a thousand internal Web
servers host more than 250,000 Web pages .
Recently the company launched a powerful new knowledge system designed to improve its own
sales processes.
[The Needs]
Like the ones of many other electronic firms, Sun’s product lines started getting broader and
broader while life cycles shorter.
As a result, the company found the following problems:
!
It was not able to train fast and effectively its sales professionals. It could no longer
merely rely on traditional classroom-based training — a method that takes sales people
away from their customers for long periods, overwhelms them with information and is
quite expensive.
!

The company knew its resources needed more training. While others computers’
company were giving new employees a six weeks training course in their first six months
of employment, Sun was able to give only a course of one week. So its sale personnel
was usually less prepared than the competitors’. However it was important for Sun to
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help the sale people develop their knowledge and skills without taking them away from
the field work.

[Solutions]
The solution to these problems was the use of an intranet-based knowledge and training system that
they called “SunTAN” — the training access network. SunTAN can be defined as an interactive,
network-based, curriculum management and sale support system.
Nowadays companies want to retain their best employees and build loyalty among them ; they
provide continuous education programs that keep them up to date and aware of the latest
knowledge and developments in their industries , since they come in . The enabling technologies
are the Internet and the World Wide Web, which represent a hardly needed improvement in
employee education and training, thanks to their independence from space and time.
Learning on demand (LOD) becomes a basis to this approach, leading to mass customization of
programs . The Sun Training Access Network-SunTAN-is a Web-managed training system
developed with a "learner-centric" focus that enables Sun employees to participate in a variety of
educational programs. Skills analysis, curriculum maps, job profiling, and creation of unique
personal profiles are accomplished through customized learning paths the employees themselves
build.
What they call SunTAN is an intranet that features a data warehouse comprising thousands pages
of material, directly linked to tens of thousands more pages. SunTAN was created with the keycompetency approach in mind: every job in every company needs to be supported with some sort of
training, and training is most effective and accessible when it's continuing, on-demand, and on the
Web . This infrastructure allows communities to instruct continuously their sales personnel with
learning-on-demand enterprise-wide initiatives .
[Implementation Method]
The underlying aim of the system it to create and maintain a strong corporate culture with
motivated employees who set out each morning in an empowered manner to focus on the
company's customers.
For what concerns the content, SunTAN, like all other Web-enabled initiatives, is an interactive,
dynamic environment, connected to the daily actuality of people's jobs and careers. A "push/pull"
approach lets people know about updates and brings in new and relevant modules automatically. It
focuses on specific information required at specific times while offering depth that traditional
printed educational materials simply can't provide.
SunTAN’s managers developed a “distributed learning architecture” based on a “hierarchical
storage management model.” Through the system they ensured the richest and most actively used
knowledge be stored on a local server at a regional sale office’s rather than at the company’s
headquarters. Rather than centralizing all the knowledge resources in one place and then inviting
sale people to access it, SunTAN operators can upload and users can download to local servers so
as to have faster connections.
Constraints:
1. Reliable, high-volume delivery of course materials.
2. Security of intellectual property.
3. No system crashes or network downtime when school is in session.
4. High development costs followed by low delivery costs.
The IS concerns about intranet clogging and network bandwidth while general management
concerns that web learning will interfere with normal job functions and routines .
Learning on demand is a new way for corporate training via the www. A starting point in
SunTAN's launch was to warrant the inclusion of the right content; so initially it focused on
targeted training for Sun's IS staff and sales force, because these two vertical organizational
components have a significant impact on profits and expenses. New-product development is of
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primary importance, given today's rapid design-and-deployment cycles. To provide the best
information to these groups, SunTAN includes a serious commitment from in-house subject-matter
experts, or SMEs. Instant messages notify users of any content that is aging, and line managers are
thereby encouraged to keep their content up-to-date. For more information jerry.neece@sun.com
[Key Factors]
The creation of this network was facilitated both by the level of diffusion and technical
advancement of information technology (IT) in the company and the recent development in
software language (such as Java). Sun’s pioneers in knowledge networking are looking for new
ways to deliver dynamic and engaging, Java-based content to the desktop - anytime and anywhere.
In took one year the company understood how it could use the powerful network to enhance the
knowledge, skills and capabilities of its employees and partners. Sun now generates 90% of its
revenue from products that are less than one year old.
An important concept in developing learning on demand is the creation of metadata, or "data about
data". Metadata can be defined as "descriptive information about an object for the purposes of
finding, managing, and using learning resources effectively". Metadata about individuals, for
example, can be used as a starting point for charting a flexible, customized training course,
allowing students to study and learn away from a traditional classroom. Yet the idea that teaching
and learning travel a one-way street from teacher to student, often in a vacuum, still exists, without
the use of truly interactive enabling technologies.
2.1.9 Skandia
Sector: Insurance
Source: http://www.k-solutions.com/
[The Company]
Skandia is an international group of insurance and financial services, rated in the Purses of
Stockholm, Copenhagen, London and Frankfurt. With activities in over 20 Countries between
Europe, America and Asia, 10,000 dependents, 80,000 shareholders, Skandia is one of the first
societies of insurances in Europe and world leader for the policies unit linked. In 2000 the sales of
the group increased of 48%, reaching 198 billion Swedish crowns.
American magazine Forbes has cited Skandia among the best thirty firms in the world for invoice
and capitalization. Skandia has also strengthened his position in the sector of media investing 8.36
billion dollars in the Fact Based Communications, specialized European society in the production
and distribution of financial contents for the television, the web and the phone mobile.
Knowledge navigation originates in the Assurance & Financial Services business unit (AFS), AFS
is responsible for the savings and life assurance segments globally.
[The Needs]
Back in 1980, the company's then-CEO, Bjorn Wolrath, and the now first executive vice president
of Skandia and head of Skandia AFS, Jan Carendi, recognized that a knowledge intensive
service competitive strength is less and less built upon traditional accounting assets such as
buildings, equipments or inventories, than upon new intangible factors like:
! Individual talent.
!

Synergistic market relationships.

!

The ability to manage the flow of competence.

[Solutions]
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Skandia build the I-Navigator, an Intellectual Capital (IC) tool. I-Navigator is a reporting model
that shows a balanced picture of the Skandia financial and intellectual capital. The Skandia
Navigator is a future-oriented business planning model that provides a more balanced, overall
picture of all the operations. It represents a balance between the Past (Financial Focus), the Present
(Customer, Human and Process Focuses) and the Future (Renewal & Development Focus) (Fig.
3.1.9). The Navigator facilitates the translation of Skandia operational vision and objectives into
concrete factors.

Figure 4: The I-Navigator scheme

[Implementation Method]
Two important aspects emerged during the implementation:
! Skandia AFS created the very first Intellectual Capital function and appointed Leif
Edvinsson as director. His task was to capture and cultivate the hidden value of AFS by
developing new measurement tools and to use the IC to complete the balance sheet.
Today, this is a corporate Skandia Group function and Leif Edvinsson is its Vice
President. IC has two basic forms:
!

human capital: it includes all the individual capabilities, talents, knowledge and
experience of the company's employees and managers.

!

structural capital: it consists of the intellectual capital that remains in the firm when
employees retire, such as the supporting infrastructure system. It encompasses the
organizational capability, including the physical systems used to transmit and leverage
intellectual capital.

!

Communities of Knowledge

!

Leif Edvinsson is the true “knowledge activist” who fostered the connection and
communication among internal and external experts all over the world. Contacts can be
established by e-mail or special newsgroups through the Skandia's intranet. He
developed ways to connect people and talents that worked on the same or similar tasks
within and outside Skandia so as to get a steeper learning curve.

New KM projects (such as knowledge safari, knowledge games, knowledge cafe and knowledge
futurizing) are currently in the prototyping stage. Several firms are strongly interested in these
projects. Based on the Skandia’s knowledge navigation approach, these firms are trying to develop
their own Intelligence or Future Centers.
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[Key Factors]
The existence of a knowledge activist was one of the main aspects of the project.
2.1.10 Ernst&Young
Sector: Consulting
Source: Harvard Business Review
[The Company]
Ernst & Young (E&Y) is one of the largest professional services firms in the UK. About half of
460 partners and 6,500 members of the staff work in the London offices (which together form the
largest Ernst & Young presence in the world). In addition, they have offices in 19 cities around the
UK.
The clients E&Y serve in the UK can be divided into four main groups:
! Multinationals such as American Express, BP Amoco, British Airways, Coca-Cola,
Electrolux, Ford, UBS, Wal-Mart.
!

Major UK organisations such as Abbey National, BBC, Boots, Energis, Lloyd's of
London, NTL.

!

Entrepreneurial and e-business companies such as Amazon.com, Netstore.

!

Private clients.

[The Needs]
The consulting firm understood that the firm’s needs were:
! Capturing-codificate knowledge
!

Storing-sharing knowledge.

[Solutions]
The scope and geographical distribution of the E&Y knowledge base and its users meant that
technology had to be used as an enabler wherever possible. Lotus Notes was selected as the
primary technological platform for capturing and disseminating internal knowledge. By early 1996
there were already 2000 different Notes databases, most of which were discussions in networks and
focus groups.
[Implementation Method]
Notes would continue to be the preferred internal platform in the short run, but E&Y technologists
at the Center for Business Technology are exploring the possibility of using Web-based
technologies for knowledge management in the future, and those technologies were already the
primary tool for external knowledge searches. As with the knowledge architecture, E&Y allowed
multiple technologies to proliferate in the early days of the knowledge management projects.
The adopted implementation strategy key elements were:
! Creating a Group of facilitators: half a person was assigned to each network. The
person had expertise in the domain, was able to capture the knowledge from particular
engagements, to invite consultants to add their own knowledge and experience, and to
edit and prune the discussion and document databases.
!

Developing a knowledge architecture and taxonomy by focusing on knowledge
acquisition and retrieval efforts. At the beginning E&Y's philosophy was to "let 1000
flowers bloom." As the initiatives matured, however, it was important to focus on
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specific domains. The knowledge architecture would specify the categories and terms
to be gathered and stored.
!

Adopting common hardware and software all over the company: same operating
systems, word processing, spreadsheet, and e-mail systems. In this way programs and
documents could have been exchanged easily around the company. Once a common
technology platform was installed, the goal shifted towards the storing of knowledge,
models, tools and techniques into the Accelerated Solutions Environment.

[Key Factors]
Key factors to the networks’ success were:
! The creations of new model for assessing and describing competencies: competencies
were stored into a new information system by PeopleSoft. Combinations of
competencies had also to be assessed at team levels so as to ensure that team had the
right skills to succeed.
The Creation of “PowerPacks”: a structured and filtered set of online materials including
qualifications, sales presentations, proposal templates, and answers to frequently asked issues.
2.1.11 Buckman Laboratories
Sector: Chemicals
Source: Harvard Business School N9-899-175 (Rev. September 17, 1999);
http://www.buckman.com
[The Company]
Buckman is a multinational business, highly distributed over different countries. The company
produces over 500 different products and employs over 1,300 people in more than 70 countries;
Buckman Laboratories started with one product, one 50-gallon process vessel and four employees
in a small house in Memphis, Tennessee. Buckman core business is research about biotechnology.
[The needs]
During the 1980s the Buckman sales force increased in size three-and-a-half times and new sales
companies were established. As the 1980s the company realized that more changes were needed.
Two main goals were defined: the company had to move faster and earn 25% (rather than 14%) of
revenues from sales of products less than five years old.
Most companies gather information from the front line or from some other point of direct contact
with an information source, such as business press or industry connections. Information is then
passed sequentially up the line, with each recipient adding his or her “perceptive wisdom” to make
it “better.” Finally it reaches a guru who enhances the information with the benefit of his or her
“infinite wisdom and experience.” The information then either starts to travel back down the line or
is deposited into the knowledge base of the company. Thanks to this cumbersome chain of
communication, by the time the information arrives at the guru, the original source of the
information would not recognise it. So it comes as no surprise that the guru’s “wisdom” would
often be neither correct nor appropriate. Instead, the goal should be to let the person with the need
for knowledge talk directly with those with the latest and best knowledge, eliminating the
confusion resulting from delay after delay.
If the greatest database in the company is housed in the individual minds of the associates of the
organisation, then that is where the power of the organisation resides. The individual knowledge
bases are continually changing and adapting to the real world in front of them. These individual
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knowledge bases should be connected together so that they are able to act in the shortest possible
time.
An ideal transfer system should:
! Reduce the number of transmissions of knowledge between individuals to one, to
achieve the least disruption of that knowledge.
!

Give everyone access to the knowledge base of the company.

!

Allow each individual to enter knowledge into the system.

!

Work across time and space with the knowledge base available 24 hours a day, 7 days a
week.

!

Be easy to use for those who are not computer experts.

!

Communicate in whatever language is best for the user.

!

Be updated automatically—the accumulation of technical questions and answers should
generate our knowledge bases for the future.

[Solutions]
The solution was K’Netix, the Buckman Knowledge Network. The heart of K’Netix was its
forums: “open places” where anyone could post a message, question, and/or request for help.
Messages are left on the message board. The message board is subdivided into areas (sections)
where messages relevant to specific topics are concentrated. All the messages relating to a
particular topic are collected together as a thread and filed in dedicated areas within a structure
called the library. Another function of the forum is the conference area where members can meet at
a prearranged time and communicate on-line with each other around any topic of mutual interest.
There would be private forums where the conversations would be about a defined customer and
advice could be tailored to their needs. In addition, the Customer Information Center would contain
all available information about Buckman customers, including internal memos, documents and
sales orders--a complete database on each customer.
[Implementation Method]
In March 1992,it was created the Knowledge Transfer Department (KTD), with its head reporting
directly to the chairman. One of the first decisions was to put the company’s entire network on
CompuServe, the public online service, and give every Buckman salesperson a leased notebook
computer with a modem. Since the phone system in many countries was a problem, KTD
developed a system similar to a library checkout desk for traveling associates. They could sign out
survival kits designated for specific countries with adapters, cords and other technological
necessities.
Recognizing that associates worldwide spoke more than 15 languages, a policy was established in
early 1994 that all “should feel comfortable using any language they desire when posting messages
to the message board.” Three translators were hired and the Sysops would decide which messages
were to be translated into English with technical replies to be translated back to the originator's
own language. The goal for completion of translation was 48 hours.
[Key factors]
To move from a culture that calls for the hoarding of knowledge in order to gain power toward one
that rewards the sharing of knowledge with an increase in power, we need to create a climate that
fosters long-lived, trusting relationships. We must be able to trust that we receive the best
information that can be sent to us, and those who send must be able to trust that it will be used in an
appropriate manner.
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2.1.12 Valencia polytechnic university
Sector: University
Source: www.ipv.es
[The Company]
The Polytechnic University of Valencia (UPV) is a dynamic, innovative public institution
dedicated to research and teaching. This University has a strong linkage with the social
environment in which its activities are performed. It also has an important role abroad.
The University goal is providing youth with the knowledge necessary to be integrated into society
in any professional area they choose. It offers a complete education system that provides young
people with technological knowledge, humanistic formation and culture.
UPV has been working for two years in the development of an advanced information system
among two hundred research groups and between them and business enterprises.
[The needs]
The University needed to:
! Create a connection among the University and the business world
! Improve the communications among university departments and research groups.
[Solutions]
A project, labelled as “yellow pages system” was developed. Based on the University’s needs it
was aimed at:
1. Sharing knowledge and creating synergies among research group.
2.

Improving relationships and increasing support to business enterprise.

[Implementation Method]
The system designed by University ‘Politécnica’ of
Valencia designed by the University
‘Politécnica’ of Valencia is schematically reported in the following diagram (Fig. 3.1.12):
CTT box
Assisted Consulation
Dpt.1

SME

Consult
Tutelada
por el Sistema

Access filter and
translator

Filter of
Sharing

U.P.V.

Dpt. 2

Dpt. 3

Free access
General box

Figure 5: The UPV ‘Knowledge transfer’ diagram
The system contains two types of Filters:
! The Filter of Sharing in which the knowledge of each Department or research group is
explicated so as to share it and create possible synergies.
!

The “Access and Translator” filter: a system that shows to the external world (business
world) competencies and interests of the scientific community.
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Three interfaces were also defined:
! A general box, where business enterprises can express theirs needs that can be
addressed by the scientific community in a free and open way. A CTT box, with more
restrictive characteristics (services provided by the university have to be paid).
!

A tutelary consult system, where, through the ‘Sharing’ and ‘Access and Translator’
filters, business enterprises can know those persons or research group that are able to
address their needs.

Therefore, a mixed system was adopted: there were both an open and free line and a tutelary and
administrative line.
Similar projects have been carried out by firms such as:
! Teltech Resource Network Co., in their experience to treat of identifying gatekeepers in
the clients’ organizations.
!

Microsoft, in their management experience of professional categories and profiles.

!

BP Exploration, in the experience “Virtual Teamwork Project”.

!

Fraunhofer, in their experience of free searches in an alphabetical organized tree.

!

INRA CompAct, in their experience similar to previous one, and with bigger grade of
recuperation possibilities.

UCLA University, in the experience UCLA Research, that contained a documental, free, and universal
search.
[Key factors]
The main aspect of this project is that it goes across the organization boundaries.
The lessons learned by the university polytechnic of Valencia can be summarized as the
followings:
! Necessity of the entire organization (in particular low levels) involvement.
!

Importance to have a receptive cultural enterprise.

!

Importance to define a shared language and objectives.

!

Importance of developing the “yellow pages system” as a project rather than a concrete
application.

!

Importance of identifying and managing flows within the network.

!

Importance of capturing the peculiar knowledge for each project and reuse it in next
projects.

!

Importance of starting from the accessible and formalized knowledge and then
considering the poor formalized and shared knowledge and excluding the not free
knowledge out of the system.

!

Importance of creating a clear classification structure, with a functional point of view,
very focused on the problem resolution.

!

Importance of using a mixture system, which combines free and tutelary access.

!

Necessity of a technical and organizational structure, which starts the system, and
update information.

!

Importance to combine persons and technology.

!

Importance to combine different technological tools.
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!

Importance to ‘start walking’. There is no need to start with the 100% involvement. A
motivated group will later on animate the rest of the firm.

!

Importance to define metrics to assess the efficiency of the system.

2.1.13 International Potato Center
Sector: Farming and SME
Source: : http://www.cipotato.org/org/org.htm
[The Company]
The International Potato Center (known worldwide by its Spanish acronym, CIP) seeks to reduce
poverty and achieve food security on a sustained basis in developing countries through scientific
research and related activities on potato, sweetpotato, other root and tuber crops, and on the
improved management of natural resources in the Andes and other mountain areas.
CIP headquarters are in La Molina, outside of Lima, Peru’s capital, in an irrigated coastal valley.
CIP also has experimental stations in Huancayo in the high Andes and in San Ramón on the
eastern, rainforest-covered slopes, taking advantage of Peru’s varied geography and climate. The
Center has another high Andes experiment station in Quito, Ecuador, and a worldwide network of
regional offices and collaborators.
CIP is a Future Harvest Center and receives its principal funding from 58 governments, private
foundations and international and regional organizations knows as the Consultative Group on
International Agricultural Research (CGIAR). Future Harvest builds awareness and support for
food and environmental research for a world with less poverty, a healthier human family, wellnourished children and a better environment. Future Harvest supports research, promotes
partnerships and sponsors projects that bring the results of research to rural communities, farmers
and families in Africa, Latin America and Asia.
[The Needs]
Over the next three decades, the world population is expected to grow by an average of more than
100 million a year. At least 80 percent of the increase will come in developing countries, where
pressure on land, water, and other resources is already intense. Farmers in these countries will have
to double their output just to feed the growing numbers. Gains of that magnitude will not come
easily.
A generation ago, technological advances in wheat, rice, and maize helped feed hundreds of
millions of people who might otherwise have gone hungry. Unfortunately, scientists doubt that
another such revolution is possible.
Feeding billions of people under increasingly difficult conditions is not the only challenge. Poverty,
internal migration, overcrowded cities, malnutrition, chronic health problems, and environmental
degradation often reflect the inadequacy of agricultural systems, and demand integrated,
scientifically sound solutions
Grains such as wheat, rice, and maize have become the standard measure for food production
worldwide. Yet potato, sweetpotato, and other roots and tubers can be much more productive – and
much more efficient – than these cereals. For example, scientists estimate the maximum potential
potato yield at nearly twice that of grains in terms of food value. Roots and tubers are high in
energy and rich in nutrients, and are often grown on lands that will not support other crops. They
also serve as raw materials for a tremendous range of industrial products, making them excellent
sources of income and employment for cash-poor farmers and rural communities.
Since the early 1960s, production of potato in developing countries has grown faster than that of
any other major food crop. This trend is expected to continue at least until 2020. Sweetpotato and
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other roots and tubers have been invaluable sources of food and income for millions of the world’s
poorest people, despite limited attention from scientists and policy makers. With better technology,
better management, and better policies, the contributions from each of these crops can be much
greater
Today, potato is the fourth most important food crop in the world, with annual production
approaching 300 million metric tons. More than one-third of the global potato output now comes
from developing countries, up from just 11 percent in the early 1960s. CIP has played an important
role in this shift, providing resource-poor farmers with a range of new technologies and potato
breeding lines specifically designed for developing-country conditions
CIP works with nine Andean root and tuber crops – Achira (Canna edulis), Ahipa (Pachyrhizus
ahipa), Arracacha (Arracacia xanthorrhiza), Maca (Lepidium meyenii), Mashua (Tropaeolum
tuberosum), Mauka (Mirabilis expansa), Oca (Oxalis tuberosa), Ulluco (Ullucus tuberosus), and
Yacón (Smallanthus sonchifolius).
[Implementation Method]
CIP has recruited an international team of scientists from 25 countries, supported by nationally
recruited staff. In its first year of operation, CIP was funded by five donors. Today, the Center’s
budget is underwritten by more than 40 donors.
The International Potato Center’s research program is structured around a dynamic portfolio of
problem-driven projects. These projects are typically interdisciplinary in nature, bringing together
biological and social scientists to address the most important issues facing developing-country
farmers, consumers, and policy makers.
Research projects are selected according to their scientific promise, geographic coverage, potential
impact on poverty, anticipated economic and environmental benefits, and the expected level of
adoption in target and spillover countries. Projects can be created when new problems arise, or
terminated when research objectives are met. Rigorous internal evaluations and external reviews
ensure that research is both relevant and of world-class quality. Project teams draw on the human
and material resources of CIP’s four discipline-based research departments: Crop Improvement and
Genetic Resources; Crop Protection; Production Systems and Natural Resource Management; and
Social Sciences
Developing-country farmers face enormous production challenges based on such factors as erosion,
frost, drought, poor seed quality, deficient soils, and inadequate or undependable water resources.
CIP specialists work to improve the productivity and stability of farming systems by providing
farmers with a range of technology and management options. For example, Center scientists are
pioneering the use of true potato seed (TPS), which can offer a number of advantages over
traditional tuber seed, and are developing systems for Asian farmers who wish to grow potato on
off-season rice fields.
Mountain areas are particularly vulnerable to environmental degradation, low agricultural
productivity, and the sorts of health and social problems that result from physical and economic
isolation. Understanding the complexity of highland systems is a critical first step toward designing
integrated solutions. CIP researchers and their partners use tools such as remote sensing, computer
simulation modeling, and Geographic Information Systems to create a scientific base for policy and
technology decisions on issues ranging from water use and erosion control to product processing
and marketing.
Careful monitoring and evaluation have shown how effective – and cost-effective – many of the
Center’s efforts have been. Some highlights:
The diffusion of virus-free sweetpotatoes in Shandong Province, China, in the 1990s boosted
sweetpotato production there by 20 percent in just four years – representing a 2.4 percent increase
in global production. The internal rate of return on the research investment was more than 200
percent. Similar programs are now underway throughout China.
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A study conducted in Bolivia showed that potato farmers participating in CIP-supported field
schools, where they learned proper fungicide management for late blight, earned US$2,400 more
per hectare per year than their neighbors who did not participate.
Using virus-detection technology developed by CIP, Brazil has gone from 90 percent dependence
on imported potato seed to national self-sufficiency. The country’s seed-potato industry generates
US$5 million annually and produces virus-free seeds that more than double previous yields.
High-yielding, late-blight–resistant potato varieties developed by CIP for the highlands of Eastern
and Central Africa in the 1980s are valued at US$10 million per year. That represents an internal
rate of return of 84 percent on the research investment
[Solutions]
Arracacha: A lost crop finds its way to the market
A regional model
“The arracacha project is an excellent model,” says CONDESAN’s Elias Mujica. “There are some
800,000 small-scale agro-indutrialists in the Andes, making everything from cheese and biscuits to
honey and jam. The products may be different, but the producers’ needs are similar. They have to
modernize production, to make high-quality products, to make consumers aware of the products,
and to maintain genetic diversity. They also have to make sure that the bulk of the profits don’t go
to middlemen.”
The project was conceived and organized by the Consortium for the Sustainable Development of
the Andean Ecoregion (CONDESAN), of which CIP is a founding member. The initiative is
grounded on strategic alliances at the regional, national and local levels, permitting a concerted
response to a complex set of conditions and challenges.
“This project covers the whole chain, from genetics, to agronomy, to engineering, to economic
development,” says project coordinator and CIP post-harvest production specialist Sonia Salas.
“When you are dealing with issues as complicated as these, you can’t really separate research and
development. In each place, you try to bring all the institutions together to make the system work in
an integrated way.“
To do all that, Salas says, requires a level of organization that doesn’t generally exist in poor rural
communities. “That’s why it is so important to include a wide range of actors — from scientists
and development specialists to small-scale merchants and farmers. The idea is to empower
producers and local institutions to take on these challenges themselves.”
Researchers and development institutions throughout the Andes are getting the message. When
CONDESAN’s electronic information arm, InfoAndina, used the arracacha project as a model in a
regional ‘electronic forum’ on rural agro-industry, more than 500 people in 21 countries joined in
the debate. One of the themes was the role of agro-industry in the conservation of biodiversity.
Historically, industry-oriented agriculture tends to displace genetically diverse traditional cropping
systems with monocultures based on new, ‘improved’ crop varieties. This agro-industry project,
however, is linked to a larger CIP project aimed at conserving and utilizing Andean biodiversity.
“Big factories demand regular inputs, which means they want genetic uniformity in their raw
materials,” Salas explains. “But our hypothesis is that small-scale, rural agro-industry, which isn’t
so highly mechanized, can actually enhance diversity. That should be especially true where the raw
materials are little-known native crops like arracacha.”
“Equally important,” adds Salas, “is the fact that agro-industry generates added value, income and
employment in rural areas. This makes it a powerful weapon in the war on poverty.”
Simple changes
In Ecuador, the arracacha project is centered in San José de Minas, about 90 km from Quito. In
Bolivia, the work is being carried out in San Juan de La Miel, 100 km from La Paz. In both cases,
fresh arracacha enjoys a small but established niche in nearby urban markets.
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Farmers are working to identify and select desirable varieties, produce disease-free planting
material, modernize their cultivation methods, and reduce post-harvest losses that often approach
40 percent. Communities are also establishing on-farm collections of arracacha — a vital step
toward conserving the diversity of native varieties.
“Just by making a few simple changes in the way they manage the crop, farmers have been able to
more than double their productivity,” reports Fausto Do Santos, an agronomist from The Brazilian
Agricultural Resesarch Agency (EMBRAPA) who was invited by CIP to work with producers at
the project sites. Do Santos has shown farmers how to improve soil preparation, create seedbeds,
produce better cuttings, and space plants more efficiently. Not only have yields increased
dramatically; the plants have also begun to produce straighter, more uniform roots, a major
advantage for shipping and handling.
The project also has sponsored food fairs to spur local culinary interest in the crop. Farmwomen
have presented a variety of dishes to what has been, by all accounts, a highly approving public.
Now tourist hotels near the project site in Bolivia are offering arracacha specialties on their menus.
Almost market-ready
In Peru, the arracacha project goes one step further. There, farmers are making the same sorts of
agronomic improvements as those in Ecuador and Bolivia. But they are also launching the
commercial production of a local specialty called rallado de arracacha, a sweet sticky paste made
from grated arracacha cooked in sugar cane syrup.
For generations, rallado has been prepared in small quantities in individual households, mainly for
consumption as a special dessert during local festivities. Only a tiny fraction found its way to
village markets, and even less made it as far as the closest urban centers. Rallado was typically
packaged in a banana leaf without a label and the quality of the product was variable, to say the
least.
Yet all indications are that rallado has tremendous market potential. Detailed surveys conducted by
Salas’ team in Lima and the northern coastal city of Chiclayo has shown it to be highly appealing
to urban consumers. Mothers have reported a serious interest in rallado for inclusion in their
children’s school lunches. The dessert was even received with enthusiasm in Paris, where it was
introduced at a major international fair.
For farmers, this is excellent news. Processed rallado is easy to transport and has a shelf life of six
months, compared to just a week for fresh arracacha.
A community corporation
Working with a Peruvian NGO, Farmer Schools for Education and Health (ESCAES), Salas and
her colleagues have helped families from two villages organize a legally recognized, communityowned business to produce and market rallado. The villagers have built a model processing plant in
Sucse, a district of Sócota, Cajamarca.
“The idea of the plant is to improve the last steps of the process to meet exacting sanitary standards
and satisfy consumer preferences,” says Salas. Producers are learning about quality control,
packaging, and marketing. The hope, Salas says, is that they can take what they learn here and
apply it to other activities. One of their most important lessons is that there are benefits in working
together.
“The producers are changing their mentality,” Salas observes. “People who thought only as
individuals are now thinking of how they can join forces to reach bigger and better markets.”
“This project is more than just the logical outcome of all the research that has been done by CIP
and others on arracacha; it is a fundamental part of that research,” says Gilberto Coronado,
coordinator of the local office of ESCAES. “Commercialization is a crucial part of the chain of
production.”
Early results have been encouraging. Market prices for rallado have doubled since the project
began, thanks to improved quality and interest. Local producers are optimistic that more good
things are coming.
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“This is a change for us,” says Roberto Castillo, a 37-year-old owner-member of the rallado
company, “My wife and I have been talking for a long time about how to improve things for our
two-and-a-half-year-old daughter. To get ahead with our farming, we’d need more land and more
money for inputs. Unfortunately, we don’t have more land or money. With the rallado, we can take
advantage of what we already have.”
Solutions On-line
The story on arracacha processing describes how the InfoAndina electronic network helped to
provide valuable input to this project through Internet-based discussions. More recently,
CONDESAN used a similar strategy to help Bolivia harmonize the debate over national water-use
legislation.
Bolivia’s government, like many in the region, is privatizing services such as telephones, railroads,
and electricity. Creating a concession for water, however, has turned out to be more complicated,
largely because it involves accommodating age-old practices, as well as resolving diverse conflicts
of interest.
To address the need to involve civil society in the decision-making process, nine Bolivian
CONDESAN members created a forum to deliberate water issues. This local forum has grown into
the Commission for the Integrated Management of Water in Bolivia (CGIAB).
CGIAB used InfoAndina-pioneered methodologies to develop a weekly e-mail newsletter, which
now has 900 subscribers, and a website, www.aguabolivia.org.
The site has hosted several electronic fora, including an innovative program of weekly debates in
the Bolivian parliament on key water issues. These Internet-based debates have enabled longdistance participants to join in. The Commission is also designing radio spots and Sunday
newspaper supplements, and has expanded its website to include hydrological information,
examples of water legislation from neighboring countries and a search engine to access the over
3,000 Bolivian newspaper articles they have on line.
[Key factors]
An increasing number of CIP initiatives recognize the critical need for participation by farmers,
consumers, extensionists, and other stakeholders in many stages of the research process – from
defining needs to designing methodology and selecting and testing technology. Not only does
participation help ensure that research priorities and products are appropriate to the problems faced
by end-users; it can also provide data that are unavailable through traditional research channels.
This is particularly true in mountain environments, where conditions and needs can vary
dramatically within small areas.
Roots and tubers are not the only answer to the world’s food security problems. But they can play a
critically important role.
A number of participatory mechanisms are being used or explored. In some areas, farmers act as
consultants in project design and oversight, while in other areas consumers or producers play a
central role in the evaluation of research products. In many places, farmer field schools, designed
largely to improve local decision-making capacity, are generating valuable data for researchers
seeking practical solutions to complex problems. In this way, farmers are not just beneficiaries of
CIP’s research, but active partners in the process itself
Social scientists play an active role in CIP’s research teams, conducting surveys, evaluating
interventions, and monitoring the economic, social, and environmental impact of project outputs.
Anthropologists study issues such as farmer participation, technology adoption, and gender roles in
production and post harvest systems. Economists document the rate of return of CIP’s research,
quantify its effectiveness in reducing poverty, assess investment levels in crop improvement in
developing countries, and assemble and maintain price and production databases for priority
setting.
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Social scientists work to improve the welfare of the rural poor by promoting more extensive and
diversified use of root and tuber crops, aiding in the development of small enterprises involved in
primary processing, and encouraging more efficient use of roots, tubers, and plant by-products.
Finally, they provide decision makers in the public and private sectors with information on the
benefits of agricultural research, the importance of rational resource management, and the
advantages of the Center’s target crops
Since its founding, the Center has sought to strengthen the research capacity of its partners, both
through formal training programs and through the development of knowledge-based technologies
that give collaborators the tools they need to solve their own problems. To that end, CIP hosts
graduate students pursuing degrees at universities in both developing and industrialized countries,
and sponsors courses, workshops, conferences, and seminars. The Center has also worked to
develop an innovative "distance learning" program based on the Internet and related media. In these
activities, as in much of its scientific research, CIP acts as a bridge between the world’s most
advanced laboratories and developing-country institutions working to address urgent food
production needs.
The Center publishes field guides, posters, pamphlets, manuals, newsletters, research papers, and
books for use by researchers, extensions, and farmers. CIP also maintains databases and document
collections that are accessible by remote users. Several initiatives seek to give development
workers scientifically up-to-date information to aid them in their work, while others promote
hands-on learning by farmers and their families. These efforts give producers access to materials
and information that are not available through conventional extension activities, and help CIP
researchers understand the needs of the people who will implement and benefit from new
technologies
CIP seeks to ensure that the products, innovations, and technologies it develops remain freely
available to beneficiaries in developing countries. In the same spirit, the contents of CIP’s
genebanks are not regarded as the property of the Center, but as public goods held in trust for
humanity. These genetic resources, often the products of improvements by developing-country
farmers and scientists, are widely distributed for research purposes. The Center reserves the right to
pursue intellectual property rights protection for materials or techniques when a legitimate concern
exists that the failure to do so would result in the loss of access by researchers in developing
countries.
2.1.14 Project for development of a Cooperative
Internet for Latin America and the Caribbean

Cataloguing

System

in

Sector: Public; Education and Culture
Source: http://infolac.ucol.mx/proyectos/cataloguing.html
[The Company]
Ministerio de Educación y Cultura (Uruguay)
INFOLAC
[The Needs]
The real impossibility to work in telemetric networks and the insufficiency of the informatics
infrastructure, prevented that the National Centers of Cataloguing could, to the interior of its
national systems, fulfilled in an effective way its objectives. Consequently, countless procedures
arose from the automation of services that not always complied with the international standards
because they were, either oversimplifications of these standards or the standards were total absent
in the consideration of the projects; specifically the standards based on the ISO-2709 or formats
derived from MARC, ISAD(G), etc
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[The Solution]
1. Long term objectives
! To operate a regional cooperative system among the national agencies of cataloguing and
specialized agencies based on the international standards of interchange of bibliographical,
archival and museum records that allows to have the standardized descriptions of the records of
the intellectual and cultural production of the Region, the identification of the authors, and the
institutions.
!

To publish the data bases of catalogues in Internet and CD-ROM, and that these records can be
copied by all the institutions of the system without having to pay rights and having no restrictions
for the use, distribution and adaptation of these records, in order to really obtain one of the
historical goals of the PGI, i.e. the Universal Availability of Publications.

!

To provide an affordable way, according to the conditions of the Region, the computational and
technical means, and the technical qualification, so that the catalo graphic systems of the Region in
the national networks of public libraries, school libraries, university libraries, etc., can be
standardized.

!

To extend the flow of information among the countries of the Region as well as between these
countries and the developed countries. In this sense the use of operation models that privilege the
public access of catalogues will be prioritised.

2. Immediate objectives
! To develop an OPAC (Online Public Access Catalog) with Z39.50 interface on CDS/ISIS and/or
other platforms of bibliographical data management in the public dominion, that allows the
cataloguing, retrieval, download, and conversion of records, between the main variants of MARC
and UNISIST.
!

To develop a basic methodology, and the needed software applications, for the retrospective
conversion of existing catalogues in the diverse formats of the Region in order to take them into
the international standards of the MARC and UNISIST family.

!

To implement a pilot project for two (2) years in the Region in three to five National Libraries
and/or selected focal or thematic Libraries. A WWW Site will be set up in each Library of the
project, and the equipment to produce CD-ROMs

!

To train the human resources of the National Libraries or focal Libraries of the pilot project so that
they will be able to:

!

a) Train in its countries the professionals who work in the systems of public libraries,
school libraries, etc., so they can perform the "cataloguing by copy" from electronic
supports;
b) Administer the WWW Site with the OPAC of the Library and the programs for
conversion of formats;
c) Produce CD-ROMs to distribute the available catalogues;
d) Customize the programs to the needs and standards of the national use of their own
country.
To prepare guidelines to adapt this pilot experience to the archival and museums systems using the
ISAD (G) and CIDOC-CIMI standards for its eventual implementation after the culmination of
this project.

[Implementation Method]
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In the beginning of the 1980s, the cooperative networks began to take form in the library world
impelled by three main forces: the restrictions of budget, the technological possibilities of
telecommunications and the professional conscience of cooperation.
Nevertheless, this new paradigm of information did not settle down totally in the developing
countries so early in that time, specially in Latin America and the Caribbean, because: either (a)
there were no facilities of remote and reliable connections; or (b) there were at not accessible
prices; (c) the degree of automation of the institutions and the qualification of its human resources
was almost nonexistent.
Thanks to the efforts of the UNESCO/PGI which provided the CDS-ISIS software for free, of
which in the Region have been distributed more than 14,000 licenses, and of the regional
organizations like ECLAC and BIREME/PAHO that took the leadership in the training of
professional human resources, as well as the price reduction of the personal local network and
computer systems, by the end of the years ' 80s the Region obtained a degree of partial but
important automation of their resources of information, fundamentally in local area networks of
PCs (LANs).
2.1.15 Ineos Acrylics (1)
Sector: Chemical
Source: ATOS ORIGIN UK
Contact mailto:Angus.Hearmon@atosorigin.com
[The Company]
http://www.ineosacrylics.com/
Ineos Acrylics is the world's largest and only global producer of Methyl Methacrylate (MMA). It is
the only player with research, manufacturing and sales facilities/locations in the three key regions
of the Americas, Asia and Europe.
It employs around 2000 people and supports its customers across more than 100 countries. In 1998,
the business had sales revenues of US$ 870 million worldwide.
With headquarters in Southampton, Ineos Acrylics has 14 manufacturing facilities across the globe.
They are located in Europe (Cassel, Darwen - Chapels Park and Orchard Mill - , Clairvaux and
Rozenburg), in the Americas (Beaumont, Fite Road, President's Island, Olive Branch, Belle,
Parkersburg and Monterrey) and in Asia (Thai Poly Acrylics in Bangkok and Kaohsiung Monomer
Company in Kaohsiung).
Its four technical centres - where it carries out the research and development required to maintain
its market - are located in Wilton and Darwen (UK), Memphis (USA) and Ibaraki (Japan).
When the following study has been carried out, the company was owned by ICI.
[The Needs]
Taking the opportunity to migrate their whole corporate computer system, a need emerged to
establish an ongoing collaborative environment for all management processes associated with
customer complaints. This need was fuelled by the strategic objectives to move into closer
collaboration with customers and to reduce costs. Similar issues exist within many of the ICI
businesses. However, a heightened awareness existed within the Acrylics business due to the fact
that one of their major distribution partners used to be internal and had been sold as part of a
restructuring exercise. Divorced from the ICI systems, maintenance and enhancement of what had
been a powerful collaborative relationship emerged as a major issue.
[Solution]
The solution relies on a clear business articulation of:
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•

business needs (including strategic objectives, information content and flows, stakeholders,
benefits and issues)
the processes required for the management of customer complaints in the external
collaborative environment
the security model required.

•
•

Working with the ICI Knowledge Management Group (now part of Atos Origin UK), ICI Acrylics
have developed an extranet for customer complaints. This consists of a web enabled, using Lotus
Domino, database which encompasses all the business processes relating to complaints
management. Including creation, allocation, investigation, validation, resolution and compensation.
The solution brings the following benefits:
For ICI Acrylics:
• Reduced time spent on the internal administration of customer complaints.
•

Reduced time spent communicating with the customer on routine complaints progression
issues.
• Increased effectiveness due to complete overview of all complaints.
• Customers locked into our internal processes.
• Easy integration of new customers into our systems.
For Customers:
• Agents and distribution partners can serve themselves with information. Including: status
of complaint, progress of investigation, decision to allow credit etc.
• Distribution partners can manage the complaint process for their customers. Including:
raising complaints, investigation, resolution and credit decisions.
[Implementation Method]
The database is hosted on an ICI owned domino server outside the ICI firewall. It is administered
by those responsible for the ICI Notes backbone who both deploy the database and set up access
rights and passwords for the selected external users. The secure extranet environment can only be
accessed by those with authority. Inbuilt security within the database ensures that customers
(distribution partners and agents) can only see what is relevant to them. For example agents, who
raise their own complaints, cannot see any complaint information raised by any other agent.
Likewise, distribution partners, who both raise their own complaints and investigate complaints
arising from agents within their area of responsibility, cannot see information rising from other
distribution partners or from agents for whom they are not responsible.
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customer 1
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lotus notes backbone
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Figure 6: Customer complaint management system
The database is replicated into the internal notes environment for internal use. Here, items requiring
the attention of particular individuals can be flagged up using a semi-automated process which
links to Notes mail.
[Key Factors]
It is necessary to ensure adequate legal consideration of confidentiality and behavioural issues for
those individuals and companies with external access to the complaints system. In order to cover
this ICI Acrylics prepared a confidentiality agreement for users which was a minor adaptation of a
standard corporate Notes security document.
Within Acrylics this project has taken a long time to completion. This is a result of the fact that:
! the domino hosting facility did not exist at the beginning of the project
! the security model required careful thinking through and was tricky to program
! the customers own timescales for change had to be considered
! confidentiality agreements had to be put in place.
Due to the learning from this project it is expected that timescales for future similar projects will be
lower. However, it is probably prudent to allow three months elapsed time from business needs
elicitation to implementation of a new working process in collaboration with customers.
2.1.16 Ineos Acrylics (2)
Sector: Chemical
Source: ATOS ORIGIN UK
Contact: mailto:Angus.Hearmon@atosorigin.com
[The Company]
(c.f. above section)
[The Needs]
The Acrylics marketing initiative - Spitfire - was initiated in 1996 to deliver step-change
improvements in Acrylics' marketing activities. The project is focused on marketing excellence and
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business strategy and was designed to raise the business capability in these two areas, throughout
Acrylics. The project core team has involved 8 people over 18 months. This project team will
disband at the end of 1998, when most of the initial work with the businesses will have been
completed. Over the next three years, Spitfire will become embedded in the business, using a small
central team and 'coaches' within businesses to drive the process working with Business Managers.
The primary concern for the Acrylics Marketing Director is that the knowledge, experience, insight
and understanding which the team members have developed should be passed on to the remaining
central team member(s) and where possible is embedded back into the Acrylics businesses. There
may also be a future requirement to roll Spitfire out into other parts of ICI1 and therefore the
knowledge of the process and how to embed it in business is critical. These drivers require the team
to both understand what it knows, and to find mechanisms for transferring that knowledge for the
future. Knowledge Management Group (KMG) has been working with members of the Spitfire
team to identify and capture the critical knowledge for future use.
[Solution]
The solution relies on two processes:
1) Knowledge mapping of the core team: this process consisted in identifying the domains of
knowledge which team members know about, and in prioritising in key domains where
tacit knowledge could be lost.
2) Knowledge capture: For each priority domain provided by the process described above, a
project plan has been generated which highlights the potential long-term values and enable
the identification of the capture process. Then this capture process is applied to the team
member to collect and model the tacit knowledge. Finally a dedicated representation has
been used to store the captured knowledge.
The project leads to the following business benefits:
The project sponsor estimates financial benefits to Acrylics in the region of £50,000-100,000. More
significant are the benefits which will be achieved by business people operating in the future, using
this experience. Spitfire sees the potential value to be delivered to Acrylics through more effective
marketing as around £45m. The team has been treating this as a change target, recognizing that the
final output from the project over the 5 year horizon may be £10m either way. With estimated
benefits from the whole of Spitfire being between £35m and £55m, it is clearly important to weigh
the cost-benefits associated with capturing phase 1 knowledge.
This phase 1 cannot be upheld as delivering that kind of value. However, benefits will be measured
in phase 2, through the time taken to complete the assessments, the number of reinvented solutions,
and the extent to which the benefits being delivered continue along a continuum without dipping as
a result of the change of tack (and implied potential loss of knowledge).
[Implementation Method]
The greatest difficulty in working with the team, was the fact that most of their experiential
knowledge was unstructured. It was not easy to start work, with a clear definition of the 'domains'
of knowledge which the team possessed. Therefore, it was necessary to define the scope of the
problem, before considering the approach to 'capturing' the critical domains. As mentioned above, a
two phase approach was therefore taken to this project:
Phase 1 Knowledge Mapping to produce a map of the domains of knowledge which are used by the
Spitfire team and prioritise critical domains.
Phase 2 Knowledge Transfer to elicit, gather and reconstruct the priority knowledge so that it can
be transferred to the point-of-need.

1

When this study has been achieved, the company was owned by ICI.
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Phase 1 was accomplished through a selection of interviews with key project members along two
dimensions. Firstly, they were asked to 'walk through' the project explaining in their language and
mindset what had been done. This was done at the macro project-level, as well as the more detailed
process-level for the five stages of a Spitfire assessment. The second interviews used Kiplings'
"five friends" (Why, What, How, Who, When?) to direct questions, against the project and the
process levels. To turn this into a usable 'knowledge map', the video-taped interviews were
dissected, so that each discrete element of exposed knowledge was captured. The interviewers team
then grouped and classified these elements into 'domains'. The project champion was then able to
work with us against each domain to answer two very simple prioritisation questions; 1) is this an
important domain for future use?, and 2) is it mostly tacit or explicit? Based on this prioritisation,
we were able to identify the critical domains for further work. Critical domains for 'capture' were
those which were recognised as important for future use, and mostly existing in tacit form in
current team members' heads.
Phase 2 was accomplished by further more detailed interviews, mainly using the Knowledge
Acquisition Technique to identify the decision points within the 'solutions development' process
step. The KAT uses a structured elicitation technique to identify the 'rules' which are implicit in the
decisions people take (and therefore the work that they do). By eliciting on the 'solutions' domain,
the project team was able to identify the critical elements within any solution, and the relationships
between these elements e.g. necessary pre-requisites, interchangeable elements, different scenariosdifferent solutions.
[Key Factors]
This kind of project involves the accumulation of a significant amount of tacit knowledge by the
interviewers. Sessions not only serve as a capture process, but also as a tacit knowledge exchange
between interviewee and interviewer. Initially, the project team had difficulty in identifying how
the 'captured' knowledge could be presented back to the Spitfire team without turning it into a
finalised usable 'product' for the people in the business who will need access to this knowledge for
their work next year. It took time to get inside the project and understand how a transition 'store' of
this knowledge could be created, which would maximise the knowledge shared without the greater
amount of effort needed to finalise the delivery of this critical resource.
2.1.17 ICI Paints
Sector: Chemical
Source: ATOS ORIGIN UK
Contact: mailto:Angus.Hearmon@atosorigin.com
[The Company]
Source: http://www.icipaints.com
ICI's coatings business, ICI Paints, is a leading international paint business. It has one of the widest
geographic spreads of any international paint business, concentrating on decorative paint and
coatings for food and beverage cans. It manufactures in 26 countries in Europe, North America,
Latin America and Asia. It is headquartered in Slough in the UK.
The decorative paint business has strong, well-established brands such as 'Dulux', 'Glidden',
'Valentine', 'Coral', 'Alba' and 'Color Your World'. The acquisition in 1998 of the European Home
Improvement business of Williams Plc added further strong brand names in Europe such as
'Hammerite', Cuprinol, 'Polyfilla', 'Polycell', 'Xyladecor', 'Molto' and 'Alabastine'. The acquisition
broadens and strengthens ICI's decorative product range to include wood care, metal care,
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adhesives and fillers. The Decorative market in total comprised over 90% of the Business's
turnover in 2000.
ICI Paints is also a world-leader in sales of internal and external coatings for food and beverage
cans. ICI manufactures and distributes a broad product offering of packaging coatings and has
leading market positions in both the mature markets of Europe and North America and the
emerging markets of Asia and Latin America.
The strategy of ICI Paints is to maintain and develop branded, leading market positions in the
global paints and coatings business with a high market share in the countries in which it competes.
Key to this is the ability to understand consumers' needs for both products and services and
communicate through strong brands direct to each market segment Technology and innovation are
also important factors in the growth of ICI Paints.
!
!
!

!

Turnover: £2,152 Million
Trading profit: £177 Million
Net operating assets: £945 Million
Employees: 16,760

[Needs]
In 1995 a McKinsey report suggested that there was little real knowledge sharing within the
decorative paints business. Along with the drive for globally recognizable brands, and the fact that
a Lotus Notes backbone was being put into place, this permitted Paints the opportunity to attack a
key problem - how to stop reinventing the wheel and how to make better use of existing best
practice. Project Imagine was approved in 1996 to tackle this very problem.
[Solution]
The solution promoted by the project Imagine relies on a technical platform that enables:
! the ICI Paints Decorative business world-wide to share a dynamic library of marketing
knowledge, reference material and a global discussion forum via a Lotus Notes Domino
application.
! all ICI marketing personnel and staff at the marketing partner working on the ICI Paints
account to share knowledge strengths, to capture information that may be of use to others,
and provides a forum for sharing best practice and material from anywhere in the world.
The solution brings the following business benefits:
! Delivers cost savings to every Decorative Paints marketing department around the globe.
(It is expected that these savings will increase as the reference material library gets fully
populated).
! It has already been observed that origination and production costs (marketing materials)
have been reduced in a number of locations.
! The availability of global marketing information provides for greater efficiency. The
centralised repository of such information available to all allows marketing personnel to
rapidly locate both useful and essential information, such as market research reports and
new product ideas. This is speeding up the innovation process.
! Imagine allows marketing personnel to do more, to work better, to work faster, and at a
lower cost.
[Implementation Method]
A global Notes infrastructure (Lotus Notes Domino) with access provided to non-Notes users via a
Web Browser and an extranet serviced by an ISP.
This infrastructure enables to access to three databases:
! A marketing reference material database has been implemented to support the sales force.
This database is used to reduce the delay and cost of sending the latest market material.
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!

A knowledge sharing database which holds details on everything to do with products from
brand strategies to the pitfalls to be avoided if you want a successful product.
! Discussion database to ensure that the individual can tap the knowledge when needed.
Internet access to these databases has been provided to Paints users through Notes. Dedicated
internet access was implemented for the external marketing partner marketing who used
Macintosh.
iM ac

Paints user
extenal marketing
partner user

Paints user

ISP

lotus notes domino

iM ac

extenal marketing
partner user

discussion
database
knowledge sharing
database
marketing reference
material database

Figure 7: The Imagine solution
[Key Factors]
With this sort of global project, it is vital to have total commitment from the top of the
organization. This ensures that local barriers can be broken down relatively easily ("we can't afford
a Notes server", "our marketers don't work the same way as yours"). The organization needs to be
structured to reflect this approach.
The culture of the organization also needs to change to being global. This needs to happen by pull
(encouragement from the top of the organization) and push (e.g. information sharing within
objectives). The latter of these has not yet happened on this project, which is still a weakness.
The technology cannot be trusted to perform. Notes Domino does not (in v4.5) conform to the
promises from Lotus. Fortunately the programming team have been skilful and motivated enough
to get over this hurdle. Use of ICI resources (the ICI Knowledge Management Group (now part of
Atos Origin UK)) to deliver the project has been invaluable in delivering through the ICI
infrastructure, which would have been a more complex for an external team.
Finally, this project has driven the implementation of Notes throughout Decorative. The number of
countries with servers increased from 5 at the start of the project to 18 by the end (and still rising).
This proves that there is nothing like a good business case for driving change.
2.1.18 ICI Uniquema
Sector: chemical
Source: ATOS ORIGIN UK
Contact: mailto:Angus.Hearmon@atosorigin.com
[The Company]
Source: http://www.uniqema.com/
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Uniqema is a global business designed for a new era in specialty chemicals. Our goal is to create
competitive advantage for your business by providing new and better solutions, products and
services.
Uniqema was formed in January 1999 with the merger of 5 ICI Group businesses - bringing
together over a hundred years of experience and innovation. Together, we offer you possibly the
world's broadest range of surfactants and oleo chemical derivatives.
[The Needs]
An effective New Product Introduction Process is critical to the Performance Chemicals Business.
The process typically involves Market managers based Everberg, defining a market need and
identifying customer requirements and the Research staff, based at Wilton, developing a
formulation that they believe will satisfy the requirements. A small-scale production run is
commissioned for production on the site in Mevisa, Spain, by the overall scheduler in Everberg.
The communication and coordination necessary to meet the customer requirements in full and first
time are challenging. The decision was made to define a new solution to improve team working
relying on new technologies.
[Solution]
To be successful effective team working is essential. In support of this aim a Global Teamworking
pilot was initiated in which the team was enabled with some technology to ease communication
and with coaching to achieve a clear focus on how working differently might deliver business
benefits. Desktop collaborative video-conferencing (PictureTel Live 200 using ISDN connections)
was delivered to the desks of those people in the team defined at the outset as having a critical role
in the process. Initially problems were encountered with ISDN connectivity to the Mevisa site,
however, this was overcome by persistent requests of the local telecommunications supplier.
'Coaching' the team commenced with workshops focusing on the business objectives which were
most critical to the to build a picture of what they hoped Global Teamworking would help them to
deliver.

Figure 8: A desktop for collaborative work
The solution brings to the following benefits:
Tangible benefits:
! Reduced travel costs resulted in savings,
! Reduces time wastage from travelling,
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!

Time compression - some projects were completed 4 weeks early due to the right people
being available at the right time,
Saver time on document creation in real time collaboratively.

!

Intangible benefits:
! Fewer misunderstandings about requirements leading to greater confidence and pace of
decision making,
! Better communication and team spirit leading to a greater willingness to contact one
another
! Better decision making,
! Increased awareness of individual needs and behaviours,
!
Faster resolution of key issues as they arise,
[Implementation method]
The members of the team were all equipped with desktop collaborative video-conferencing using
PictureTel Live 200 systems and running over ISDN lines. Coaching has been used by the team to
enhance value by maintaining focus on team performance. The coach does this by working with
the team members either collectively as a facilitator or individually to bring objective observation
and challenge to enable the team members to move rapidly up the learning curve of the new
behaviours and skills needed to be a high performing team overcoming the boundaries of time and
distance.
The team members are able to call one another directly and work collaboratively on documents,
pictures, spreadsheet and other applications whilst being able to see and hear their colleagues.
Calls involving more than two locations are performed via an external bridge supplier which allows
five locations to be displayed continuously on the screen during meetings and can allow more sites
to join via voice activation.

Figure 9: A teamwork solution
[Key Factors]
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Without coaching in development of appropriate behaviours the benefits of Global Teamworking
only just cover the cost of implementation. With coaching the payback is less then 6 months and
sometime much shorter.
The equipment should be on the desk of the people who can make a difference to the programme,
this provides ownership and a champion for the new ways of working and ensures a seamless
transition in to the local cultures. Equipment placed in a shared area or in a conference room will
be a wasted opportunity. The value from being able to involve the right people when you need
them is lost if it can only be achieved through a formally arranged meeting.
The teams should be focused on a specific and valuable business goals, simply aiming to improve
communication is insufficient justification and will not deliver appropriate bottom line benefit to
the business.
2.1.19 Sandwell Healthcare – NHS Trust
Sector: Health care
Source: Atkins Business Solutions Ltd - Read the full paper – other info
[The Company]
Sandwell Healthcare is a National Health Service Trust (that is a self-governing regional health
care provider), sited in West Bromwich, near Birmingham.
It provides services to its host commissioner, Sandwell Health Authority (HA) for a population of
approximately 289,450; healthcare is provided from two hospital sites, as well as 24 community
premises. It offers a comprehensive range of general hospital services, community nursing services
and a full range of direct access clinical services and has a staff of 3,800 employees.
There is a commitment of the management to education and training and professional development,
which has led the staff feeling supported and valued within the trust. Access to education, training
and development has become excellent, especially if compared with other UK trusts.
The UK Commission for Health Improvement (CHI), an independent body set up to help the NHS
monitoring and improving clinical care in England and Wales, was impressed with the level of
support and the number and variety of educational opportunities offered. The library facilities and
the access were comprehensive.
[The Needs]
In every decision-making process, the quality assurance relies on access to the latest, authoritative,
matter-related information, both locally produced and externally provided, likely from Internet or
databases.
Within the Sandwell trust was identified a need to provide integrated access to some knowledge
repositories to the staff, and in the same time to monitor all information flows across the trust and a
local General Practitioner Practice (that consists of few doctors giving primary medical care to a
local community of people).
In fact the Sandwell could give access to the personnel to many information sources like medical
reviews, and both internal and external databases they owned, such as Path.Finder (a database
comprising clinical guidelines, patient information, and other internal support), Wardlinks (Acute
trust’s pathology result internal reporting system), CINAHL (a index of over 1100 journals, books,
papers, concerning nursing), Medline (a database of over 8 million bibliographic references in
nursing and allied health, physical sciences, and health care), Cochrane, etc but many doctors
couldn’t use the computer or the databases!
[Solution]
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The consulting enterprise (Atkins Business Solutions Ltd) elaborated a knowledge management
strategy based on:
• Culture: to promote a culture encompassing the knowledge of the whole Health Service
staff (doctors, nurses, management, and other personnel).
• Content: to enhance information quality for clinical staff, general practitioners, community
partners, and patients.
• Technology: to deliver to every employee or ward of the trust a reliable infrastructure,
improved in relation to the past.

Culture

INFORMATION
must be at the core
of any
organization’s key
management agenda

Technology

Content

Figure 10: Knowledge Management Strategy
Also in the action plan there are:
Team building for multi-disciplinary staff; Shadowing of the roles for better understanding of the
roles; Benchmarking; Development of an ICT Learning center; Upgrading of the Database to a
newer format; …
[Implementation Method]
They stated to start a pilot project in a little sub-domain of the trust, consisting of few medical
wards and a GP practice. The project would have been extended to whole trust only some month
later.
The initial information acquiring methods, chosen for estimating the general skills of the
employees (restricted to the pilot project staff), were pre-training questionnaires about common use
of computer and databases, followed by statistic analysis. Then they provided personalized training
sessions on the site, with a flexible timetable, focused firstly on basic matters and after on the
information repositories available to the doctors.
Atypical feature of the action plan has been the importance given to lower level workers like
midwives, nurses, and so on: it had been dedicated to them special session of training about WISH,
that is a collection of databases accessible via the internet by the trust personnel both from the
wards, and from home.
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Figure 11: Systemic representation of knowledge management project

[Key Factors]
Trust-wide surveys, in-depth questionnaires focus groups, and targeted questionnaires constituted a
hard preparatory work but, in connection with a strongly motivated management, contributed to
achieve the result of an excellent, well-informed team.

2.2

KM projects implementation methodologies

2.2.1 Implementation steps, Ibermatica methodology
Ibermatica has developed a solution of knowledge management, as a concrete answer to wide
questions in this subject and the multiple aspects and areas, and this solution is formed by welldefined services.
Objectives of the Ibermatica plan:
• Creation of a value to the business: capitalizing the knowledge of the business
structures, building the intellectual capital
• Focus on the employed role as the innovation engine
• Creation of a improving and learning culture
• Translating the personal knowledge into corporative competences
• Aligning the motivation with the corporative objectives and outcomes
This methodology takes account different risk factors, such as:
• Organizational culture change
• Involving of medium level management
• Big promises against realities
• Efficiency and control of investment return
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• Information quality
• The necessary effort assessment
• Sharing of knowledge and power loose perception
And focuses on the following successful keys:
• Leadership: “prod and practice”
• Business direction level engagement
• Establishment of key indicators and objectives
• Participation and involving of persons and organizations
• Innovation capacity promotion
• Efficient and effective informatics tools
• Knowledge capitalization
• Support and feedback of the knowledge management tools
• Point of view of functions and competences according to the abstract concept:
knowledge manager
• Corporative culture to easier transfer of knowledge inside the business
The implementation plan of Ibermática is based on a model of three dimensions:
i. Knowledge processes
ii. Knowledge transference
iii. Knowledge components in the business

Figure 12: Ibermatica Knowledge Management Methodology
First dimension: the knowledge processes.
The knowledge processes are the creations, use, develop and sharing.
Second dimension: the knowledge transference
The knowledge transference is the exteriorisation, socialization, combination, and
internalisation.
Third dimension: the knowledge components in the business.
The knowledge and the organization components of any business are: strategy, persons,
processes and technology. It is important to model them to translate the knowledge
management into concrete results.
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The Ibermatica implementation method intends initially, showing the viability and utility of
knowledge management in a business, it is called Plan director. Five key factors are established:
! It establishes a mechanism to work
!

It establishes the objectives of the project

!

It establishes a division of the project into hits

!

It establishes the knowledge objects

!

It establishes the tools to work

As the mechanism to work, continuous interviews with the users will be used in order to identify
the knowledge objects, and to define a pilot project. This project should be focused on the areas
that initially can be more interested in knowledge management and It would serve to interest to the
rest of areas.
As the objectives of the Plan Director, the knowledge management analysis of the selected area,
and in this area, to model the knowledge objects that exist in several scenarios, previously chosen
by the client.
Then, a set of KM solutions will be proposed in different scenarios. After that, they will be
developed forming the prototypes for these areas that will show some solution that can appeal other
areas of the company.
Division of the project into hits, with phases that are clearly separated, the project will go through a
consultancy service on the several proposed solutions and the possible tools that can work on the
analysed enterprises, and finally, a prototype will be develop to show how to apply the knowledge
management in a concrete enterprise.
The final customers will evaluate this experience obtaining an assessment of the pilot project.
Here, the different steps or hits are shown:

Figure 13: Ibermatica Implementation steps

1.

Analysis of actual situation and creation of knowledge map.

The objective of the analysis step is to extract the knowledge of the previously selected units,
and to propose a model of knowledge objects.
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A Knowledge representation of business or of a part, identifying its nature and location, and
related to the four elements of the Ibermatica model: strategy, persons, processes, and
technologies.
! Process of identification and management of resources:
1.

Analysis of really and necessary knowledge

2.

Sources identification
Knowledge classification
!

Tacit and explicit
Determination of knowledge map

First milestone: to create a Knowledge map.

Figure 14: Create the knowledge map
2.

3.
4.

Diagnostic
!

This is an evaluation of the knowledge map from a point of view of actions to do with
the existent knowledge and requirements of new identified knowledge

!

Basing on Knowledge map

Knowledge Inventory and classification
Knowledge study. Actions: Showing, socialization, interiorising, combining, creation,
elimination

Second Milestone: Diagnostic and improvement opportunities of knowledge management.
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Figure 15: Diagnostic and improvement opportunities of knowledge management

3.

Preliminary Identification and design of facilitators

This phase develops an inventory, analysis, and definition of knowledge facilitators (tools and
systems)
!

Generic actions: Showing, socialization, interiorising, and combining.

!

Diagnostic of an area, including: requirements, specifications, and technical
requirements.

!

Alternatives, and solution suggestions.

Third Milestone: Preliminary design of knowledge facilitators.
Join the costumer, it is analysed in order to obtained actions to develop and proposed solutions.
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Figure 16: Preliminary design of knowledge facilitators
4.

Action Plan elaborations

The action plan sorts actions according to a scheduling of tasks with estimations of costs:
!

Scheduling of actions and task

Figure 17: Action Plan
5.

Pilot projects: design, development and implantation of a knowledge facilitator
!

Description of facilitators, including requirements, specifications, and technical
requirements.

!

Selection of alternatives to develop

!

To design
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!

To develop and implantation

!

To monitory and to contrast results obtained

Figure 18: Pilot projects
As a consequence of the assessment of the project and the clients evaluation, new competences and
roles can be defined, and the Plan director can be finally adapted and implanted.
2.2.2 PriceWaterHouse Implementation Methodology
To be completed
2.2.3 APQC Best Practice Study on KM Implementation
The following text was taken from the APQC website under:
http://www.apqc.org/km/roadmap/
“Based on APQC's study of and collaboration with best practice organizations over a period of
years, APQC's Road Map to Knowledge Management Results: Stages of ImplementationTM
framework spells out the essential steps to achieve true knowledge management implementation. A
synthesis of our experience with early adopters, assessment of emerging trends, and identification
of best practices, this model serves as a navigation tool for organizations that have seen the
glimmer of opportunity in KM to efficiently develop new products, beat the competition, motivate
team members, and maximize profits and investments.
Each stage involves description of provoking events, objectives, key players and roles, governance
and structure, information technology impact, the nature of business cases, measurement
approaches, and budget issues. By completing the key activities for each stage, your organization
will maintain sound footing throughout the entire KM implementation process.” [APQC, 2001]
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Figure 19: APQC Implementation Approach [APQC, 1997]
These different stages can be described as follows:
Stage 1: Get Started
Learning where you are is the first important task along your path to knowledge management
success. APQC shows you where to start and points you in the right direction.
If one or more of the following statements is true, your organization is likely ready to embark on
Stage 1 of the journey. Knowledge management has emerged as a topic of interest in your
organization. At least a few employees have explored the benefits of KM for your organization.
Someone has had a personal stake in developing interest in KM. You or other members of the
organization have learned about KM through participation in consortia or conferences. The
organization has created a high-level rationale or vision for pursuing KM.
Stage 2: Develop Strategy
If one or more of the following statements is true, welcome to Stage 2. Your organization has
established a KM exploratory group or steering committee for KM. An executive sponsor in your
organization supports further exploration of KM. You are looking for successful, internal
grassroots efforts already under way. Your IT organization is interested in actively supporting KM
initiatives. You have stories of how knowledge sharing has helped your organization in the past.
You have identified pilots that allow you to demonstrate how KM will benefit your organization.
You have secured ownership, funding, and buy-in for pilots. If most of your answers are "I wish!"
you don¹t have to stop. And if the tasks mentioned in any of these statements seem difficult to
accomplish, APQC can guide you through the rough spots. We can even help you build the
business rationale you need to secure funding for pilots. The overall objective of Stage 2 is to
formulate a KM strategy that fits the business model. From there, business opportunities are
identified and initialised as pilot initiatives. A task force takes charge of these activities on behalf
of the organization.
Stage 3: Design and Launch KM Initiatives
You've already come a long way. You've formed a task force, identified and designed a pilot, and
located resources. Now you're approaching Stage 3, that exciting point of launching successful
pilots and gathering results. If one or more of the following statements is true, you are at the
midway point of your journey. Welcome to Stage 3.
Your organization has designed a pilot and implementation strategies. You have launched
communities of practice, an interactive KM Intranet site, or some other pilot initiative. You have
enlisted and trained pilot facilitators and leaders. You have established pilot measures and
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indicators and developed a system for tracking and reporting results. You have created strategies
for learning from your KM initiatives. You have mapped out strategies for expanding your pilot
initiatives across the organization. Stage 3 can be a rewarding time of new organizational growth
and vitality. The overall objectives of Stage 3 are to conduct successful pilots, provide evidence of
KM's business value, and capture lessons learned.
Stage 4: Expand and Support
By now, you've gained quite a bit of expertise. You've launched pilots, gathered results, captured
some important lessons, and decided to continue the KM journey. Stage 4 involves expanding KM
initiatives throughout your organization, which necessitates rapid and highly visible growth. If one
or more of the following statements is true, you are steadily nearing the final stage of your journey.
Welcome to Stage 4.
Other departments in the organization are expressing a demand for KM, based on pilot results. You
have begun to market KM throughout the organization. You have made the entire organization
aware of KM. You have an expansion strategy in place for your KM initiatives. You have
identified the resources necessary for expanding your KM efforts. The overall objectives of Stage 4
are to develop and market an expansion strategy and to effectively manage KM growth. Being
given the green light to expand adds the pressure of meeting formal business evaluations and ROI
justification. APQC can help you through this stage by sharing with you the experiences of
companies who have already been there‹and come through it successfully.
Stage 5: Institutionalise Knowledge Management
Here it is at last: Stage 5. It's a destination, a new beginning, a journey of its own. To fulfil the
potential of this stage, your company must redefine its strategies, its organizational structure, and
its performance assessments. Based on our experiences with guiding the companies who have
reached this stage, APQC offers guidance to make this phase of your journey as smooth and
productive as possible. We'll show you how other companies have successfully navigated this
portion of the KM path and help you address the specific needs of your organization. If one or
more of the following statements is true, you are beginning to integrate KM throughout your
organization. KM is on its way to becoming how you do business. KM is directly linked to your
business model. KM initiatives are widely deployed throughout your organization. All your
managers and employees are trained to use your KM technologies. You methodically assess your
KM strategy, identify gaps, and outline methods to close the gaps. You have a formal support
structure in place to maintain KM. You have rewards programs in alignment with your KM
strategy. Sharing knowledge is now the norm in your organization. Stage 5 places you among a few
select companies who have reached this stage of institutionalised KM. APQC can help you through
this stage by sharing with you the experiences of companies who have already been there and are
now successfully leveraging their KM capabilities. We'll help you make the most of your
opportunities and avoid unnecessary pitfalls.” [APQC, 2001]
2.2.4 PRORAD [ESPRIT Project 29124]
The European project PRORAD (Professional Rapid Product Concept Development Tool) focused
on a new approach for knowledge management in the early phases of product development, the so
called concept development phase. PRORAD was funded by the European Commission ESPRIT
work programme. The project ran from July 1998 until April 2001.
Knowledge Needs
The overall objective of the PRORAD project [www.prorad.org] was to develop a low-cost and
pragmatic solution for knowledge management in the process of product idea to product concept
development. This solution consists of a combination of the PRORAD-Methodology and the
PRORAD-Tool.
The knowledge needs related to the application area of product development are mainly focused on
handling dispersed, unstructured information and implicit knowledge, like for example engineering
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experience & skills, technical drawings & sketches, market information , technical know-how,
customer requirements for new products, etc.
Business Context
The solution was specifically aimed at business cases in the early phases of the product life cycle,
in the automotive sector.
Solution
In the following section a generic implementation solution is described, which gives an overall
guideline for the implementation of knowledge management in general and the PRORAD solutions
in detail. The following figure gives an overall overview of the implementation methodology,
consisting of the following five main phases:
1. Awareness: raising awareness among all involved stakeholders of the KM solution.
2.

Assessment: assessing the current status and maturity of KM in the application domain (in this
case product development), concerning among others strategic, organisational, process, human
factors and technical issues. Identify major specific knowledge related problems and
challenges and key potential areas for solutions.

3.

Plan: constructing an overall scenario of the solution, and planning and prioritising the steps
required to customise and implement the solution.

4.

Realisation & Validation: realising and validating the implementation of solutions, in iterative
cycles.

5.

Continuous Improvement: continuously improving and rolling out of company specific
solutions.

Figure 20: PRORAD implementation methodology [PRORAD Roadmap]
These five phases will be described below. In detail for every phase the objectives of that phase,
the involved actors as well as the process (input, task, output) will be depicted.
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Phase 1: Awareness

Figure 21: PRORAD Implementation Phase 1 Awareness [PRORAD Roadmap]
This phase is important in order to create awareness for the KM principles. According to the figure
in a first step it is essential to define on a high level the overall strategy of the implementation. In
this context the overall objectives have to be defined. The KM strategies and objectives have to
meet the business objectives which are also defined in a very early stage. Within on-site activities
the PRORAD implementation team tries to obtain top management sponsorship as well as the
involvement of the PRORAD executives, employees which will be involved in the implementation
project. In a next step the business needs of the company are evaluated as well as the framework of
the implementation project.
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Phase 2: Assessment

Figure 22: PRORAD Implementation Phase 2 Assessment [PRORAD Roadmap]
Recently assessment methodologies have gained increasing attention being a powerful instrument
to evaluate and rate the present state of a company. An assessment model is a diagnostic tool for
assessing how well the company performs against a particular aim. The KM assessment specific
receives extra attention in the EKMF’s Task 2.2.
However, in the PRORAD approach the knowledge intensive processes of concept development
referring to the different phases of the knowledge management process in the dimensions Strategy,
Organisation, Process, Human Factors and IT are monitored against their objectives. Based on the
results, a company specific requirements matrix can be defined and potentials for improvement can
be evaluated.
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Phase 3: Plan

Figure 23: PRORAD Implementation Phase 3 Plan [PRORAD Roadmap]
Once there is a common perception of the solution frame and specifics, one has to derive actions
from the results. This derivation of action is highly complicated as many factors affect the decision
process. This derivation of actions is so far one big weakness of the today’s assessment tools. Some
models evaluate the assessment’s results in working sessions in order to define activities. This
often causes the problem that the changes are completely “bottom-up”-driven, i.e. the assessed
people themselves discuss about the activities to be done. The PRORAD methodology uses
knowledge management functionality to support the solution identifying process. Best practice
examples, functionality, which support the retrieval of “similar” problems, case studies could
contribute to the improvement of the action derivation.
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Phase 4: Realisation and Validation

Figure 24: PRORAD Implementation Phase 4 Realisation [PRORAD Roadmap]
Based on the results of the assessment and the preparation and planning of activities, this phase has
to realise and validate the project planning for the improvement project. A project plan has to be
implemented as well as a concurrent monitoring of revenues, yardsticks and milestones
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Phase 5: Continuous Improvement

Figure 25: PRORAD Implementation Phase 5 Continuous Improvement [PRORAD
Roadmap]
The purpose of this phase is to evaluate why the project was a success/failure (“lessons-learned”)
and continuously trying to improve the implemented solutions. Besides the results of the
improvement project could give valuable information for the succeeding project.
2.2.5 LORE Project
To be completed
2.2.6 The 10-Step Knowledge Management Road Map
The following text was adapted from Amrit Tiwana, 2000, The knowledge management Toolkit,
Prentice Hall.
Each of the next 10-step that follow will describe one each of the 10 steps in the knowledge
management road map. These steps and their sequence are described in Figure 4-1.
To grasp the bigger picture, look at the 4 phases of the 10 steps of the road map:
1. Infrastructure evaluation
2. KM system Analysis + design + development
3. System deployment
4. Evaluation

Phase 1
1. Analyse the Existing infrastructure
2. Align knowledge Management and Business Strategy
Phase 2
3. Design the Knowledge Management infrastructure
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4. Audit existing Knowledge Assets and Systems
5. Design the Knowledge Management Team
6. Create the Knowledge Management Blueprint
7. Develop the Knowledge Management System
Phase 3
8. Deploy, Using the Results-driven incremental Methodology
9. Manage Change, Culture and Reward Structures
Phase 4
10. Evaluate performance, Measure ROI, and incrementally Refine
the KMS
Figure 26: The 1 0-step knowledge management roadmap
PHASE 1: INFRASTRUCTURE EVALUATION:
# STEP 1: ANALYSIS OF EXISTING INFRASTRUCTURE
In this first step, you gain an understanding of various components that constitute the knowledge
management strategy and technology framework. By analysing and accounting for what is already
in place in your company, you can identify critical gaps in the existing infrastructure.
Consequently, you will be able to build upon what already exists. The key lies in accurately
identifying and fixing what will work as a part of the knowledge management system and what will
not. There is no silver bullet for knowledge management: Anything making that argue is fraught
with immense risk. Instead of telling you what component to build upon, 1 will guide you through
the process of making those decisions specifically in the context of your company. Although
leveraging existing infrastructure is the logically, scientifically, rationally, theoretically, sensible,
and financially right approach, it also stands a better chance of generating stronger management
support for your knowledge management project because of the perception that you are not
completely abandoning the "old" existing investments.
# STEP 2: ALIGN KM WITH BUSINESS STRATEGY
Knowledge drives strategy, and strategy drives knowledge management. Without a clearly
articulated link between knowledge management and business strategy, even the world's best
knowledge management system will deliver zilch. Business strategy is usually at a high level, and,
dare 1 say, with lofty goals. Developing systems is always at a low level: Specifications and
character are needed, not abstractions, visions, or business ideas. The second step in the 10-step
road map allows you to make the connection between these two: elevate knowledge management
system design to the level of business strategy and pull strategy down to the level of systems
design.
PHASE 2: KNOWLEDGE MANAGEMENT SYSTEM - ANALYSIS DESIGN AND
DEVELOPMENT
# STEP 3: KNOWLEDGE MANAGEMENT ARCHITECTURE AND DESIGN
As the third step toward deploying knowledge management, you must select the infrastructure
components that constitute the knowledge management system architecture. Knowledge
management systems use a seven-layer architecture, and the technology required to build each
layer is readily available. Integrating these components to create the knowledge management
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system model requires thinking in terms of an “infostructure” rather than an infrastructure. Your
first big choice is the collaborative platform. You can choose to use an open standard, such as the
Web, or opt for a packaged solution such as Lotus Notes or a similar proprietary group support
platform. We will reason through the choice of the preferred collaborative platform to decide
whether the Web or Notes is better suited for your company. You must also create profiling
mechanisms for push- and pull-based knowledge delivery while balancing cost versus value-added
for each additional enabling component.
# STEP 4: KNOWLDGE AUDIT AND ANALYSIS
A knowledge management project must begin with what your company already knows. In the fourth
step, you audit and analyse knowledge, but first you must understand why a knowledge audit is
needed. Then you assemble an audit team representing various organizational units. This team
performs a preliminary assessment of knowledge assets within your company to identify those that are
both critical and the weakest.
# STEP 5: DESIGNING THE KNOWLEDGE MANAGEMENT TEAM
In the fifth step in KM road map you design the knowledge management team that will design,
build, implement, and deploy your company’s knowledge management system. To design an
effective knowledge management team, you must identify key stakeholders both within an outside
your company and identify sources of expertise that are needed to successfully design, build and
deploy the system while balancing the technical and managerial requirements. We examine the
issues of correctly sizing the knowledge management team, managing diverse and often divergent
stakeholder expectations and applying techniques for both identifying and avoiding critical failures
points.
# STEP 6: CREATING THE KNOWLEDGE MANAGEMENT SYSTEM BLUEPRINT
The knowledge management team identified in step 5 builds upon a knowledge management
system blueprint that provides a plan for building and incremental improving a knowledge
management system. As you work toward designing knowledge management architecture, you
must understand in layers specifically in the context of your company and determine how each of
these can be optimised for performance and scalability as well as high levels of interoperability.
# STEP 7: DEVELOPING THE KNOWLEIDGE MANAGEMENT SYSTEM
Once you have created a blueprint for your knowledge management system (step 6), the next step
is that of actually putting together a working system. If you choose the Internet rather than a
proprietary collaborative platform, you can convert your company intranet to a front end for your
system. Web-friendly document standards such as DMA (Document Management Alliance) and
Web-DMA provide a great opportunity to build collaborative document systems to industry
standards. Even though users will see a familiar intranet interface, that they are probably already
used to, the fundamental shift caused by the knowledge management system at the back end is the
reorientation from a client/server architecture to an agent-computing architecture. We will look at
occasional feasible approaches to integrate an array of hardware (including copiers, printers, and
scanners) built around these standards into the knowledge management system itself.
PHASE 3: DEPLOYMENT
# STEP 8: PILOT
METHODOLOGY

TESTING
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A large-scale project such as a typical knowledge management system must take into account the
actual needs of its users. Although a cross-functional KM team can help uncover many of these
needs, a pilot deployment is the ultimate reality check. In the eighth step on the knowledge
management road map, you must decide how you can select KM releases with the highest payoff-s
first.
# STEP 9: THE CKO, REWARD STIRUCTURES, TECHNOLOGY, AND CHANGE
MANAGEMENT
The most erroneous assumption that many companies make is that the intrinsic value of an
innovation such as a knowledge management system will lead to its enthusiastic adoption and use
by their employees. Knowledge sharing cannot be mandated: Your employees are not like troops;
they are like volunteers. Encouraging use and gaining employee support require integration of
business processes with knowledge management system use, and new reward structures that
motivate employees to use the system and contribute to its infusion, championing, and training.
Above all, it requires enthusiastic leadership that sets an example to follow.
PHASE 4: METRICS FOR PERFORMANCE EVALUATION
# STEP 10: METRICS FOR KNOWLEDGE WORK
The tenth step-measuring return on knowledge investment (RoKI) must account for both financial
and competitive impacts of knowledge management on your business. This step guides you through
the process of selecting an appropriate set of metrics and arriving at a lean but powerful composite.
We also look at ways to classify and evaluate processes using The APQC Process Classification
Framework. We also see how successful companies have approached metrics, what errors they
have made in the past, and how you can learn from their mistakes. Being able to measure returns
serves two purposes: it arms you with hard data and dollar figures that you can use to prove the
impact of effective knowledge management, and it lets you refine knowledge management design
through subsequent iterations.
The 10-step road map is built on years of cumulative research involving small and large companies
in a variety of industries worldwide. It can help you create a link between business strategy and
knowledge management. It can further help you design, develop, and deploy a knowledge
management system that delivers actual business results. It is a road map that -unlike a cookiecutter methodology- will help you build both a knowledge management strategy and a knowledge
management system that are tailored to your company.
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KM DOMAIN CLASSIFICATION

In this Chapter, a classification of the knowledge management domain is proposed. This
classification is considered important to define the environment in which knowledge management
projects are developed and implemented.
In particular, three dimensions are proposed for the classification.
The first dimension concerns the organization in which a KM project takes place. Obviously, this
dimension can be characterized by many parameters, as it is discussed below.
The second dimension concerns the KM needs. This dimension is addressed to characterize the
specific problem of knowledge management considered by a certain organization.
The third dimension finally regards the KM solution. This dimension is intended to characterize the
type of solution to the knowledge management need adopted by a certain organization.
By these dimension, it should be easier for an organization to find references and guidelines to
design (or adopt) suitable best practices or critical success factors for KM project implementation.

Figure 27: KM Implementation approaches map

3.1

Organizations

3.1.1 Introduction
This classification aims at providing the significant parameters that enable the categorization of the
different organizations for which some case studies of KM solution deployment have been
collected. This typology will be used to:
! Provide a vision of the organization environment before and after the KM solution
deployment through a well defined set of parameters,
!

Evaluate what has been really brought by the KM solution to the organization,

!

Correlate the main success or failure factors with the organization category.

Two types of parameters can be distinguished:
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!

Objective parameters that are classical parameters with respect to organization, like
dimensional, geographical, economical data. These parameters will be called the
tangible parameters of the organization.

!

More subjective parameters that are more related to the evaluation of practices within
the company, like motivation, configuration, management practices, cultural and social
aspects. These parameters will be called the intangible parameters.

3.1.2 Tangible parameters
3.1.2.1 Type
We distinguish four types of organizations in this typology:
! Industrial organizations: private or public companies, private search institutes…
!

Academic organizations: universities, national search institutes and public
laboratories,…

!

Governmental organizations: ministerial organizations, governmental agencies,
chambers of commerce and industry, Territorial organizations…

!

Foundations and non-profit making associations: voluntary, charitable association…

3.1.2.2 Legal structure
These well-known parameters provide a complete identification of the organization from a legal
point of view. They are more appropriate to industrial organization, but some of them can be
generalized to other organization types.
! Organization name
!

Legal structure

!

Nationality

!

Registered office

!

Fiscal year

!

Capital stock

3.1.2.3 Dimension
The dimension of an organization can be evaluated through some quantitative parameters:
! Number of employees,
!

Number of sites,

!

Capital stock (for industrial organizations: see legal structure),

Generally, qualitative terms are used to evaluate the dimension of industrial organizations like:
! SME,
!

large accounts,

!

multinational company.

3.1.2.4 Economical statistics
!

Revenue,

!

Income (operating income, net income,…),

!

Growth,

!

Productivity,
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!

Share performance.

3.1.2.5 Activity Areas
The activity area enables to identify the core business(es) of the organization. A flat segmentation
or a hierarchical representation can be used to point out the activity area. The activity areas of a
company could be evaluated through the list of products and services delivered by the company.
3.1.2.6 Market:
The market is an important and typical subject of interest for industrial organization. The market
targeted by the company is a key factor of organization classification. Some companies are
monopolistic; others have to face a strong competition on their own market. A company may be a
market leader. The target market may be narrow (market niches) or very wide. The market features
play a very important role in the definition of the company strategy, and then in the selection of a
KM solution.
The following parameters enable to describe the market:
Market position: leader, challenger,
Market width: wide, narrow, niche.
Market segmentation:
Market policy: Risky policy, Conservative policy.
3.1.2.7 Geographical distribution
The geographical size of the company (regional, national, multi-national) is an important
classifying factor of the organization. Moreover further geographical features can be interesting to
take into account:
! Customer geographical location,
!

Production location (Number of sites,…),

!

R&D location,

!

New geographical target market

3.1.2.8 Procedures and Standardisation
!

Quality management system eventually existing within the organization (iso).

!

Other standards dedicated to the company activity.

3.1.3 Intangible parameters
3.1.3.1 Strategy of the company:
The strategy of the company is analysed. A strategy can be:
! Customer oriented,
!

Innovation oriented,

!

Stakeholder oriented,

!

Employee oriented.

3.1.3.2 Motivation drive (at organization level)
We distinguish three types of motivations with respects to the organization:
Customer-driven: The company focus on his customers by establishing strong relationships with
them through different supports.
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Improvement-driven: the company focuses on an ongoing and introspective improvement process
relying on a continuous measurement process.
Excellence-driven: The company focus on delivering high quality products and/or services.
The motivation drive of an organization is strongly related to its strategy.
3.1.3.3 Infrastructure and tools:
The list of internal tools must be established for the different organizations:
! Organizational tools, ERP, workflow management system, control tools…
!

Existence of database, knowledge repository…

!

Intranet: existence, scope, supported functionalities.

3.1.3.4 Flows and processes
!

Information flow

!

Communication flow

!

Decision making process

!

Product and/or service life cycles

3.1.3.5 Management practices
Existence of management best practices:
We can define the following management best practices at the organization level:
! Creating a clear vision or strategy
!

Real-time management commitment

!

Focusing on processes rather than results

!

Timely management support

!

Effective tactical planning

!

Ongoing relevant training

!

Empowering a qualified program champion

!

Team dynamic development

!

Monitoring tactical execution

!

Implementing a personal recognition/financial reward system

!

Encouraging to take initiative

Existence of a reward system:
The existing a reward system plays a very important role to understand the motivation of
employees, the nature of the social capital and the cultural practices. The efficiency of this
rewarding system must be appreciated. We distinguish the different reward types:
! Financial reward
!

Promoting reward

!

Recognition reward

The reward system could be:
! Individual oriented
!

Sub-organization oriented
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3.1.3.6 Social Practices
This section focuses on the social capital evaluation of an organization. The social capital is
defined by Cohen & Prusac2 as follow:
“Social Capital consists of stock of active connection among people: the trust, mutual
understanding, and the shared values and behaviours that bind the member of human networks and
communities and make cooperative action possible”
The social capital can be evaluated by:
! the trust level accepted by the managers
!

the physical configuration (office configuration, existence of social meeting places
within the company,…)

!

number and quality of social events

!

number of explicit or implicit communities within the organization

3.1.3.7 Cultural practices
Culture can comprehensively be defined as the shared values, beliefs and practices of the people in
the organization. It is reflected not only in visible aspects such as mission and espoused values, but
also in less apparent guises, such as in the way people act, or what they expect of each other.
Because of these layers of culture, people can often act in ways inconsistent with the organization's
mission and values, but consistent with its underlying core values.
The visible dimension - Initially, the visible aspects of the culture will be found in the espoused
values, philosophy and mission. These statements say something about the culture, even if they are
more aspirations than reality. An organizations culture is also reflected in structure, stories, sagas,
symbols and spaces.
The invisible dimension - Most organizations have an unspoken set of core values that guide both
what people do and how they make sense of each other's actions but while anyone with tenure in
the organization can recognize them, they often have trouble articulating them.
3.1.3.8 Knowledge level
The knowledge level of a company could be analysed through the following criteria:
Learning level: Ability of the employees to learn from the organization. These criteria could be
assessed through the following parameters:
! New competences profiles added annually,
!

Training per employee per year,

!

Systematic skill summary.

Innovation level: Ability of the employees to provide innovative solutions. The following
parameters can be helpful to evaluate these criteria:
! Number of patents and licenses annually registered.
!

Number of published articles.

Expertise level: Number of identified experts in the organization,
Pro-activity level: Ability of the employees to anticipate the technological evolution,
Futurist level: Ability of the top-management to have a futurist vision of the company activity,
Stages of knowledge: A general measure of the knowledge level could be given through these
different stages:
! Complete ignorance,
!
2

Awareness,

In Good Company: How Social Capital Makes Organizations Work (Don Cohen and Larry Prusak-2001)
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!

Measure,

!

Control of the mean,

!

Process capability,

!

Process characterization,

!

Know why,

!

Complete knowledge

3.1.3.9 Knowledge organization and diffusion
Knowledge sources available within the company, among:
! Paper documents,
!

Semi-structured or structured documents,

!

Data base,

!

Decision support tool (expert system,…),

!

Human experts.

The quantity and the availability of these knowledge sources (static part) must be analysed as well
as the knowledge diffusion (dynamic part): How does the knowledge circulate within the enterprise
(emitter, receiver, broker), What the knowledge flow.

3.2

KM needs

By “KM needs” we mainly intend to outline the types of knowledge management problems and
processes that usually trigger the company development of a KM solution. In the literature, there is
a huge variety of definitions of KM processes and problems. Here we report only a preliminary
draft, based on a knowledge management framework that includes an example of KM process
classification proposed by Gartner Group.
The following text is based on Knowledge Management Scenario by K. Harris (Gartner Group,
conference presentation, 1998).
Let’s start to analyze key issues on KM Scenario from Gartner Group’ definition: ”Knowledge
Management is a discipline that promotes an integrated and collaborative approach to the creation,
capture, organization, access and use of an enterprise’s information assets. This includes databases,
documents and, most importantly, the uncaptured, tacit expertise and experience of individual
workers.”
Then, we try to answer to the question: How and when will enterprise knowledge management
evolve from academic principles to full-fledged implementation as a fundamental business
practice? Figure 1 will help us.
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Figure 28: Knowledge Managing Enterprise
It’s easy to find in front of both high barriers employees timidly used to share best practice just at
lunch-break. Knowledge sharing could be achieved by overcoming the cultural barriers to sharing
and a technical barrier of organizing/accessing current information assets. Knowledge application
is added when the enterprise overcomes cultural barriers to collaboration, builds a technical
environment to capture knowledge in the course of collaboration, and identifies/relates individuals
to their knowledge assets and work communities. Finally, it begins to function in a boundary-less
environment where knowledge sharing, knowledge application and knowledge creation all interact
to drive enterprise decisions.
There are two-fundamental parameters for value the level of managing:
# 1. Cultural Barriers
The level of sharing, collaboration and innovation in the enterprise measures KM cultural
success. The challenge of this phase is making KM evolve from academic principles to full
implementation as a basic business practice. Implementation of this knowledge flow is
certainly the most difficult thing to manage: previously enterprises should define roles and
responsibilities, then reward and recognition programs are welcome, as well as an allocation of
time and space for people to capture knowledge and engage in collaboration (Figure 29).
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Figure 30: Enterprise Knowledge Management Dynamics
# 2. Process Barriers
Five activities are well recognized in KM:
1. Creation - process that results in new knowledge or new assemblies of existing knowledge
2. Capture - process that makes tacit knowledge explicit, i.e., that move knowledge from the
individual to the enterprise
3. Organize - process that classifies and categorize knowledge for navigation, storage and retrieval
- this process includes knowledge maintenance as well
4. Access - process that disseminates knowledge to users
5. Use - process that applies knowledge to business decisions or opportunities; this process is
recursive and continually generates feedback that affects and is integrated into the other
processes.
These activities can also be grouped into sub-processes of knowledge sharing (encapsulating
capture, organize and access), knowledge creation and knowledge application (see Figure 31).
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Figure 32: Knowledge Management Process Framework

There are two additional dimensions to the KM process framework:
1. Scope of content — the breadth of knowledge contained within or acted upon by a technology
or program
2. Depth of functionality — a technology’s functionality in support of the five sub-processes
(creation, capture, organize, access and use) may be deep or shallow.
These dimensions of the KM process are about sorting it all out by:
5. classifying information according to how users “see” it (scope of content — whether it is
current or historical; its topical categories; whether it is individual, team or corporate level; who
owns it; and so on)
6.

indexing and organizing it the way automated systems will “see” it (scope of functionality —
where it physically resides; technical “ownership”; a technical road map for automated retrieval;
and so on).

By this approach, this strategic Planning Assumption can be recognized:
# Simplistic approaches to organizing, storing and retrieving content will make little progress
toward managing knowledge. It should allocate sufficient talent, time and thought to
defining scope of content and configuring the technology to support it.
# Managing knowledge content is the process by which incoming information is routed to
appropriate destinations, based on its topical nature, the information needs of users and
content values of the organization. You’ve to comprise the people, communities,
information assets and processes of the business network.
# Operating in an extended environment, enterprises will perceive an “info-excess” and thus
the need for a KM discipline and for a technical environment that assists the knowledge
user in separating relevant, applicable knowledge from the information excess.
# As businesses are increasingly virtualized, KM programs should encompass external
people, processes and information, because the core business functions are management
and marketing, with business activities spread to national or global partners so as to enable
the organization to make faster and smarter decisions.
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For the knowledge user, KM supports a cycle of identifying when a decision is needed and moving
through the steps of the decision process with the right information and the right expertise. Finding
out user needs for content and the context of knowledge use may be boring but is critical for
building a high-value KM program.
The user moves through the decision cycle, so requirements include just-in-time access to critical
external and internal research databases and access through knowledge maps and skill tracking to
internal and external expertise; during these activities new objectives and guidelines must be
captured and then joined into an integrated monitoring system.

Figure 33: User View of Knowledge
Gartner Group studies reserve for every Functional Scope a correspondent Tactical + Strategic
direction of KM technologies:
! Semantic functions represent the relationships among the users’ terms and those in the
information resources
!

Collaborative functionality includes filters, communities, trusted advisor status and
identification of experts in the database.

!

Visualization improves navigation and speed of retrieval (by moving from today’s
“desktop” metaphor to visual knowledge maps) and aids analysis of content data and
trends.

!

Scale defines the range of data sources and stores available to the knowledge
management environment. Scale extends from a single user’s workstation to the
extended enterprise, including Internet, supplier, partner, and supply or delivery chain
participants.
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Figure 34: KM Technology Coverage of KM Processes
It’s clear technology coverage is most critical in support of capture, organize, and access processes
(activities classifying as “technology intensive”), which have a corresponding need for human
infrastructure to align technical data management to business functions. A typical first step of many
organizations are programs such as best-practice sharing that implement these technology-intensive
processes in conjunction with cultural initiatives focused on knowledge sharing. The outlying
processes (creation and use) are less reliant on technology but heavily dependent on the cultural
dynamics of collaboration and innovation. Considering no integrated solutions exist that support all
activities, it’s obvious for your farm you need to select best-of-class tools that cross the full range
of KM activities.
Also selecting KM External Service Providers, requires KM-specific competencies:
! Architecture and technology KM competency includes a thorough understanding and
skill in applying semantic, collaborative, visualization and scale functionality. KM plan
competency includes leading development of KM strategy, conducting knowledge
audits and developing knowledge maps
!

3.3

Cultural and organizational competency includes: building processes that support and
encourage sharing, innovation and collaboration; designing a KM organization, roles
and responsibilities, and determining placement of KM ownership.

Solutions

To be added for next version of this document
3.3.1 Technologies
To be added for next version of this document
3.3.2 Human factors
To be added for next version of this document
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3.3.3 Organization
To be added for next version of this document
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IMPLEMENTATION STEPS

A draft example of a possible standard methodology to KM implementation is here briefly
reported. In particular, the framework is made of two levels, the general KM approach
implementation (Figure 35), and the single KM project (pilot) implementation (Figure 36),
respectively. While the general level refers to a broad implementation of KM issues within an
organization, the KM project (pilot) implementation refers to specific KM issues, and it can be seen
as a part of the general methodology, in particular at points 9 and 13.
4.1

GENERAL KM APPROACH IMPLEMENTATION

•

Awareness
1. Interest in KM and its benefits
Check if members or groups in the organization know about KM, its benefits or if KM is a
key interest for the organization.
2. Involving top management
Create top management’s perception of KM principles and benefits and sincere motivation
to drive KM.

•

Initial assessment
3. Task force
Create a task force to manage the first steps of KM.
4. Existing infrastructure
Analyse the existing infrastructure (IT) and search for existing gaps.
5. Economic compatibility
Analyse the economical resources that will affect the KM development.
6. KM and business targets
The KM strategies and objectives have to meet the business objectives.
7. Timing
Establish a schedule of activities.

•

Pilot initiatives
8. Select alternatives to develop
Choose the start up initiative
9. Design and launch a KM Pilot PROJECT

•

Expansion
10. Status of KM
Assess the current status and maturity of KM. Check the pilot project status and the
existence of potentiality for project development.
11. Expansion possibility
Evaluate expansion opportunity and possibility of the KM initiatives throughout the
organization under an expressed demand for KM by other departments.
12. KM customization and implementation
Construct an overall scenario of the solution and plan and prioritise the steps required to
customise and implement the KM project.
13. Launch Km Expansion PROJECT
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•

Maturity
14. Strategies and organizational structures
Redefine the company overall strategies, organizational structures according to KM vision,
making KM the way to do business.

•

Continuous improvement
15. KM results
Measure KM results: calculate return of investments (ROI) for the KM investments.
16. Improvement
Evaluate results and continuously try to improve the implemented solutions.
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KM IMPLEMENTATION MODEL
AWARENESS

Interest in KM and its benefits
Involving top management

INITIAL
ASSESSMENT

Task force
Existing infrastructures
Economic compatibility
Km and business targets
Timing

PILOT
INITIATIVES

Select alternatives
KM Pilot Project

EXPANSION

KM PROJECT IMPLEMENTATION

Status of KM
Expansion possibility
KM customization and implementation
KM Expansion Project

MATURITY
CONTINUOUS
IMPROVEMENT

KM PROJECT IMPLEMENTATION

Strategies and organizational structures
KM results
Improvement

Figure 37: General KM implementation approach
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SINGLE KM PROJECT IMPLEMENTATION
I. Resources
Understand and select the components required by the organization. Locate technical and
economical resources.
II. Train
Enlist and train facilitators.
III. Targets
Establish targets of the project.
IV. Activities
Establish activities of the project.
V. Costs
Establish costs of the project.
VI. Timing
Establish time of the project.
VII. Results analysis system
Establish pilot measures and indicators and develop a system for tracking and reporting
results.
VIII. Evaluation
Compare measures and indicators of gained results with targets.
IX. Improvement
Evaluate why the project was a success/failure and continuously try to improve the
implemented solutions

Resources
Train
Targets
Activities
Costs
Timing
Results analysis system
Evaluation
Improvement

Figure 38: KM project (pilot) implementation
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CRITICAL SUCCESS FACTORS

To be added for next version of this document
5.1

Change management in KM

To be added for next version of this document
5.2

Human Factors

To be added for next version of this document
5.3

Technology Factors

To be added for next version of this document
5.4

Organizational Factors

To be added for next version of this document
5.5

Financial Factors

To be added for next version of this document
5.6

Business factors

To be added for next version of this document
5.7

Law factors

To be added for next version of this document
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STANDARDISED KM IMPLEMENTATION APPROACH (FORMULATING)

The fourth step integrates both views on KM implementation: The EKMF project team view and
the community view on this subject.
Out of this, the KM implementation approaches will be exactly formulated (common terminology,
etc) and a standard approach will be proposed.
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EVALUATING THE STANDARDISED KM IMPLEMENTATION APPROACH

Within this last step of the common approach cycle, the KM implementation will be validated and
the same cycle according to “common approaches” will be gone through.
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CONCLUSIONS

This issue of the document represent the first official public release. Main goal of this first issue is
the definition of a method for information collecting and analyzing. In parallel, the data collection
phase has been activated. Some sections of the document will be treated in the next project stages
and will be available accordingly the following schedule:
•
•
•

(month 21) 30.09.2002
(month 30) 30.06.2003
(month 36) 31.12.2003

Final Report Month 21
Final Report Month 30
Final

In particular, the section 3.3 will take care about the work made in the context of task 2.1 which is
producing a deep analysis of KM technologies adopted by companies as solution for the
implementation. Chapters 4 and 5 will result from the analysis of several implementation cases
collected and classified before. Finally, chapter 6, that is the core section of the document, will
result as the EKMF proposal to the Community of a standard KM implementation path.
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