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KnowBi t s

This fourth issue of the ACCSYS KM Newsl etter marks a
speci al event. Through the marvel ous comunity of the web,
a col l eague in the know edge managenent comunity
generously offered to host an online copy of these

newsl etters as part of their discussions about know edge
and non-profits. You can check out this discussion at
http://wellengaged.com/engaged/smithweaversmith.cgi?. I wi Il be hosting
t he di scussi on and respondi ng to questions about the

newsl etters and general questions. Thanks to Denham G ey
and Smth Weaver Smth for this opportunity.
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If you mss an issue of the ACCSYS KM Newsl etter, they are
all posted to the ACCSYS web site at http://www.accsys-corp.com.
You can al so downl oad PDF versions of each of the

newsl etters.
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Pl anning a KM Proj ect

| f you are considering a know edge managenent effort,
where do you start? What are the fundanental steps? Here is
a ten-step process that can be the framework for your
proj ect plan.

Step 1 — Define the Problem

VWhat is the problemyou will be solving with the
knowl edge managenent effort? Is the problema | ocal problem
specific to a workgroup or one that is nore
organi zationally w despread? Can the problem be easily
stated? Do individuals in the organization regard this
probl em as a significant one for the organization, and one
that coul d use know edge managenent as a sol ution?

It is very inmportant to understand the problem you
wi sh to solve. A know edge managenent effort is a conpl ex



undertaking and will require the investnent of tine and
resources. Although the effect you create may grow into a
general know edge managenent capability, initially it
shoul d be focussed to address a very specific problemthat
can be clearly defined and classified as a know edge
managenent probl em

Step 2 — ldentify the Sponsors

Who is going to support the effort? What wll be
i nvol ved? For a grass roots internal effort make sure you
have enough people to support the effort. For a managenent -
supported project, understand the nature of the conmmtnent.
| s the managenent sponsor willing to conmt resources to
the project? Is the sponsor willing to participate in the
project? Answers to these questions will help you
under stand the scope and di nensions of the support for your
effort. What do the sponsor(s) understand about know edge
managenent ? Do they think of know edge as an asset? Are any
of the sponsor(s) part of the know edge narket?

Step 3 — Choose the Team

Who's going to execute the effort? Are there a pool of
i ndi viduals who are excited by know edge managenent? Are
these individuals commtted to solving the problemwth
knowl edge managenent? Are they available to work with your
tean? Or do you need to identify and sel ect team nenbers?
O did you inherit staff? Regardl ess of whether you have
your team nmenbers or have yet to build your team your team
menbers need to believe in the value of know edge
managenent and understand what needs to be acconpli shed.
woul d al so reconmend that your team nenbers agree with the
general notivations and assunptions of the project. Since
knowl edge managenent is not an exact science, debate about
what know edge managenent is and how to execute the project
can seriously delay any know edge nanagenent effort. Make
sure you know beforehand if any of the team nenbers have
i ssues with one another and try to resolve these before the
project has started. Team nenbers with issues will effect
openness and the possibility for know edge shari ng.

Step 4 — Create a Plan for the Effort
Wth the team assenbl ed, construct the plan for the

know edge managenent effort. Gven the problem it should
be possible to define goals for the solution. Wat shoul d



the solution look like? Are you | ooking for short-term
results or long termresults? What results wll your
sponsors want to see? What results wll the nmanagenent team
want to see? Renenber that know edge managenment is highly
specul ative so the managenent teamw || be expecting

tangi ble results. Wth the solution/results defined, decide
what know edge managenent tools and nethods you can use to
transformthe probleminto the desired results.

Step 5 — Make the Pl an Known

This step could be called evangelize and get buy-in.
Because of the hype surroundi ng know edge nanagenent you
are bound to encounter skepticismand resistance. It is
good to share your plan as early as possible. Any
knowl edge managenent effort wll involve many people in the
organi zation, so the nore inclusive you are when
di ssem nating the plan, the nore successful your effort
w Il be. Accept feedback about your plan and incorporate it
as best as you can. Include everyone who has expressed
interest in your plan and in know edge managenent — they
are al so supporters of your efforts.

Step 6 — Do Sone Experinents

As part of your plan, you may want to identify sone
activities that would test your know edge managenent
solution. In the case of a large effort this is
particularly inportant because it allows you to see whether
t he solution you have chosen wll solve the problem

Experiments wll allow you to mtigate risk because
you can try things “in the small” to determne if they
m ght work “in the big.” It wll also give you an idea of
the acceptance of a particular approach and allow you to
fine-tune the approach in the actual know edge managenent
effort. Don't forget to update managenent and/or sponsors
about these experinents and their results.

Step 7 — Educate the Participants

Sone participants may have been involved in the
pl anni ng process. Depending on the scope of the project,
educating the participants about the project is a very
i nportant aspect of rolling out a know edge managenent
effort. By doing this the participants will understand what
the effort is about and why they are participating init.



You will get additional buy-in and allow and consi derations
to be aired.

Step 8 — Execute the Plan

Start the effort. At this point you are ready to start
t he pl anned know edge managenent effort. Check with your
participants to nmake sure they are ready to start and that
t hey understand their roles in the process. If there is
technol ogy to be install ed/ depl oyed/ used nake sure it is
wor ki ng and that everyone understands how to use it before
engagi ng the technology in the project.

Step 9 — Monitor the Know edge Managenent Effort

The pl an shoul d have defined neasurenents for progress
and success. How will you know you’re noving in the right
direction? How wi |l you know when you achi eve your goal ?
You need to be able to nonitor progress as you go. You nay
al so want to nake sone nodifications to your process.
Monitoring is necessary in order to be able to make m d-
course nodifications to your process. For exanple, suppose
your solution calls for accunul ati ng know edge in a common
pl ace to be referenced by the project conmunity. You m ght
want to nonitor this repository of know edge and how it is
used to make sure the process is working as you designed
it.

Step 10 — Make Your Results Known - Have Feedback Sessions
— Do It Again

After sonme tinme your plan should have sone
denonstrable results. For exanple, if your prinmary purpose
for the know edge managenent effort was to enhance
col | aboration then you should see signs of enhanced
col | aborati on, know edge sharing, and idea generation. Has
your solution addressed the problemyou set out to solve?
| f so, how and why. If not, why not? G ve your sponsors
and/ or managenent information about how the effort worked
or did not work. Ask themif you have provided themwth
the results they wanted? Solicit ideas for inprovenents.
Once you have focussed the public eye on your results and
recei ved feedback, evaluate whether or not it would be
beneficial to refine your approach? If so, do another
iteration.



One nore coment. As far as know edge nmanagenent goes,
it is extrenely inportant for the know edge managenent team
to “eat its owm food.” It is not okay that the know edge
managenent team defines what is to be done and then is not
a participant in the process. Actually doing know edge
managenent in the know edge managenent team sets an
extrenely inportant exanple for the rest of the
or gani zati on.
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Have any specific questions about this process? Pl ease
send emai |l to rkaplan@accsys-corp.com. Have any ideas for the
framewor k? Please let me know if you do. Do you have a
different framework? Please share it and | will publish it
in a future newsletter.

If you are interested in | earning nore about know edge
managenent, subscribe to this newsletter by sending emai
t o infoac@accsys-corp.com. Send t he nmessage: Subscri be ACCSYS- KM
<your email address> or go to http://www.accsys-
corp.com/getintouch.htm, fill out the form and in the comments
area, enter Subscribe ACCSYS-KM <your email address>. |f
you know of anyone interested in know edge managenent,
pl ease pass this newsletter on to them

To unsubscri be send the nessage:
Unsubscri be ACCSYS- KM <your enmil address>

t o infoac@accsys-corp.com.

Next week’s issue: “Know edge Managenent Activities”
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