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Knowledge Management: the New Challenge for firms and organisations

How can firms and organisations use Mode 1/Mode 2 knowledge production in
knowledge management?

Michael Gibbons
Association of Commonwealth Universities

September 2000

ABSTRACT

The question proposed for this discussion concerns how firms and organisation can
make use of Mode 1/Mode 2 knowledge production in dealing with the issue of
knowledge management. To set the stage, a brief description is given at the
beginning of this paper of the differences between Mode 1 and Mode 2 and of the
emergence of a socially distributed knowledge production system. To a large extent
the answer to the question of what use organisations can make of Mode 2 follow
from the close connection between the new mode and the emergence of a socially
distributed knowledge production system. For reasons that lie deeply embedded in
changes that are taking place in our societies, the problems that confront scientists
and engineers have become much more complex. This is in part due the continuing
pressure to innovate that the knowledge economy puts on firms but it is also in part
due to the fact that in our societies it is no longer possible to propose solutions
which meet technical and/or economic criteria alone. Not only do regulatory
regimes impose constraints on most organisations but also citizens increasingly
demand a say in problem definition and therefore influence more or less directly
what research will be undertaken. This situation can be summarised by saying that
firms and organisations are continually confronting the need to solve complex
problems, that is problems in which the technical and the social are difficult to
separate and, as a consequence, their solutions involve making use a wide range of
specialist knowledge.



It is the complexity generated by the increasing number of factors and actors that
need to be considered in any concrete problem as well as the variety of information
needed to deal with it that sets the context and problematic knowledge management.
It is this need to solve complex problems that leads directly to a consideration of the
notion of knowledge configuration as a key element in knowledge management at
the micro-level. Knowledge configuration means paying more attention to accessing
and managing human resources (an element of which is intellectual capital), that is
to assembling inputs into than monitoring outputs from, the knowledge production
process,  whether that knowledge be thought of as codified or tacit. It is to be
expected, then, that in trying to mobilise and configure the resources of the socially
distributed knowledge production system,  firms and organisations will structure
themselves differently and perhaps even need to acquire new types of employees.  It
is perhaps not going to far, then, to suggest that those who would practice
knowledge management should explore the conditions of effective knowledge
configuration.



Review of good practices of knowledge management in firms and organisations
Larry Prusak

During the past eight years or so I have been involved with, or exposed to, approximately 200
organizational knowledge projects. What I would propose to do for my talk is to discuss what emphases
and factors cause these projects to succeed (which happens in perhaps less than half of them) and how the
project managers know if the ever do achieve a measure of success.



Managing Knowledge Management: the role of universities

By David Watson, Director, University of Brighton, UK

Outline

Universities have always been in the knowledge business. History reveals them as having
periodically reinvented themselves to meet new social, professional and epistemological
challenges.  In this process they have played a key role in both leading and absorbing the impact
of technological change in the management of knowledge. Simultaneously, they have shown
themselves capable of insulation from and resistance to market-driven changes in practice.

This juxtaposition of leadership and lag has meant, among other things, a more provisional and
experimental (and hence “messier”) approach to the management of knowledge, as well as a
necessarily looser construction of the field than would be ideal for a business, industrial or
bureaucratic organisation. None the less, there is value in applying to the university enterprise the
more rigorous typologies and modes of analysis that are the subject of this forum. To take two
examples: universities rank highly in terms of the “social capital” invested in knowledge
development; while the processes of higher level “learning” around which they are structured
provide a problematic and potentially enlightening extension of the analysis of knowledge
creation, codification and exchange.

The application of conceptual frameworks can begin with the question of university mission at its
generic and specific levels. The author describes the mission and corporate plan of his own
university from this perspective, and contrasts it with other models in the UK system.

He then offers a series of alternative conceptual schemes for describing the role of universities in
the management of knowledge.  These include:

•  domains of activity (teaching and professional formation, the various modes of research and
scholarship, and “service” – including “knowledge exchange” and outreach to business and
the community);

•  patterns of influence (including those of subjects and disciplines, of level, and of stakeholder
interest);

•  reputational positioning of institutions, individually and collectively (including: promotion
and marketing; local, regional, national and international perspectives; competition,
collaboration and complementarity);

•  the gathering and distribution of resources (including “core” funding, competitive funding,
and a variety of contracts);

•  the cultures of university life (including perspectives on loyalty and identification, leadership
and management, decision-making and strategic choices).

He concludes with some reflections on aspects of the analysis which are common to all levels and
types of educational provision and those which are peculiar to higher education.



Abstract:
“SCHOOLING ON THE EDGE”

By:      Dale E. Shuttleworth, Ph.D.
         Executive Director
        Training Renewal Foundation
        Toronto, Canada

School leaders are facing a sense of crisis and despair as educational managers in a changing
social, political and economic environment.  Conclusions are drawn from a draft report for a study
by OECD/CERI re: “What Works in School Management Approaches” in Flanders (Belgium);
Greece; Hungary; Japan; Mexico; the Netherlands; Sweden; the U.K. and the U.S.A.

An overview traces the impact that societal changes have had on the administration of schools
through the agrarian, industrial and post-industrial ages.  The changing role of the “school in
society” is also explored and its effect on the nature of school administration and the emergence
of professional managers – yesterday, today and tomorrow.  In particular, the sense of conflict
which, currently exists between the top-down industrial-age approach to school reform, as
compared to the bottom-up renewal movement, which advocates new managerial styles of
leadership for a 21st century learning organisation.

The need to redefine the meaning of “innovation”, during the transition from a manufacturing-
driven industrial economy to a knowledge-based lifelong learning service--oriented society, is
also posed.  Twelve issues drawn from the 9 countries are presented:
decentralisation/deregulation; school assessment; self-evaluation; student performance testing;
merit pay; privatisation of service; childcare provisions; multi-service co-ordination; upgrading of
facilities; leadership training; alternate resource development; and micro-politics.

The address concludes by analysing the impending crisis faced by society as thousands of teachers
and principals from the baby-boom era reach retirement age. The continuing “what are schools
for?” debate; the reform versus renewal conflict; declining support for educational spending; and
deteriorating morale and self-esteem are all factors affecting our ability to recruit, train and retain
the gifted teachers, and inspirational school leaders so essential in preparing our students for
lifelong learning in a knowledge-based economy.



Universities and Good Practices for Knowledge Management

Professor Heather Munroe-Blum, Vice President –
Research and International Relations, University of Toronto

Abstract

“Good practices for knowledge management” is a strong theme for universities and government,
and so it should be.  There is a powerful correspondence between the level of investment in, and the quality
of university research in a jurisdiction and the economic productivity and social well being of that region.
A major study on this topic, Growing Ontario’s Innovation Capacity: the Strategic Role of University
Research (Munroe-Blum et al, 1999), identified a range of models and policy tools that are available to
jurisdictions to increase both the scope and quality of university research, and the impact of that research to
benefit human, social and economic development.

Growing Ontario’s Innovation System: the Strategic Role of University Research documents the
models guiding the research environments of eight North American jurisdictions (four in Canada and four
in the United States) and, in a secondary fashion, that of Scotland within the United Kingdom.  These are
described respectively, as growing flagship institutions and programs, laissez-faire, building system
consistency, or hybrid combinations of these.   The Report points out the key importance of building strong
synergies between teaching and research.  The quality of the talent produced by a university is the most
powerful measure of its knowledge and technology contributions.  The Report also highlights the role of
strategic intellectual property management, including creating benefits for inventors and for the institution;
strategies for increasing invention disclosures and leveraging the value of intellectual property through
licenses, patents, research contracts with industry, and company incubation and spin-off.  There are key
requirements to creating the optimal context in which researchers, universities, university systems,
jurisdictions and nations derive strong, sustained benefits in return for public and public-private
investments in universities and university research.

Five major themes have particular salience for optimizing the impact of university derived
knowledge, including: Creating an optimal research policy environment for innovation (with incentive-
based drivers and other catalysts to grow the highest quality activity in distinctive areas of excellence) and
the role of clusters composed of multi-sectoral partnerships; Growing talent, research competitiveness and
a world-class infrastructure; Expanding research impact and fostering entrepreneurship through local,
national and international partnerships to grow excellence for global competitiveness and local economic
impact; Fostering innovation with local, national, and global contribution and global profile through
participation in global research networks, faculty and student exchanges and other means of exchanging
and sharing people, ideas and infrastructure; And, celebrating our people, achievements and success,
bringing rewards and recognition to those who succeed in knowledge management and innovation as, for
example, we do for those who succeed in sports, thus expanding a culture of innovation and science across
all sectors in society.

In addition to advancing excellence through effective management of knowledge and fostering of
talent, Canada in particular, with our vast geography and relatively small population must also have policy
instruments which strategically build capacity in at least a few underdeveloped regions.  There exists
potential to leverage wide benefits from targeted investments in people, ideas and clusters, to build
regional innovation systems based on areas of true international distinction.  These have been under-
exploited.  There can be value in providing targeted, plan-based support to growing a limited number of
regional specialties to create capacity for global success in the knowledge economy.  However, in order to
succeed, such efforts must retain a critically sharp focus, reflect effective plans, target meaningful goals
and distinctive excellence, and be accountable over time.



Leaders in all sectors of society have a crucial role to play in fostering success through the growth
and effective application of knowledge.  We rely heavily on the ideas, inspiration and partnership of
leaders in sustaining and growing our communities and regions.  Likewise, we must acknowledge the
important role of leadership development, and the power of one individual to make a difference, as
universities create the next cohort of leaders, combining a liberal arts education with business, engineering
and scientific expertise to equip graduates for life-long learning.  The effective transfer of technology and
knowledge across sectors is most efficiently delivered through bright, talented people with a broad
education targeted at creative analysis and problem-solving.  Leaders in innovation are oriented to find
new, creative solutions to problems and develop promising and interesting new ideas, technologies,
products and practices.

A range of incentives can foster both elements among today’s faculty, to the benefit of students,
the economy and society as a whole.

While we must continue to create novel and productive new partnerships and foster a range of
sources of investment in research and talent, in order to grow our innovation engine, the active striving for
success and recognition at the highest international levels is often viewed to be un-Canadian.  It may
indeed be, but it is also essential to Canada and Canadians that we have international value and
distinctiveness, driven by quality and originality, if we are to have a meaningful place in the global
knowledge society.  Our successes and our talent must be recognized and celebrated.

The development, retention and attraction of world-class talent and knowledge and the related
management of our intellectual property and new technologies present substantial challenges and
opportunities, as ‘state of the art’ practices change constantly in a literally moving picture of
experimentation and adaptation. Canadian universities are nonetheless increasingly seizing the opportunity
to contribute significantly to Canada’s role in the global world of ideas and innovation.



The organization of knowledge management and transfer at research universities: Is there a
’European paradox’ and how can its be explained?

Abstract of a contribution to the discussion

Hans G. Schuetze, University of British Columbia

Several European authors (e.g. Andreasen et al. 1995, Orsenigo 2000) have pointed to a European paradox
with respect to R&D and its commercialization. They argue that while the more advanced European
countries do not lag behind the US and Japan in basic research or R&D, there is a major gap in the
transformation of R&D into industrial innovation and commercial success, as can be seen from statistics on
productivity, GDP, foreign trade, investment rates and employment in new technology-based sectors.
According to their explanation the problem lies with the organizational dimension of the innovation
process which seems to be managed more aptly in America and in Japan than in Europe.

This concerns primarily the organization of innovation in firms. Many empirical studies have focused on
this process and several theoretical concepts, stressing the importance for firms of becoming ’learning
organizations’ or developing a greater ’absorptive capacity’ for externally generated information and
knowledge, have tried to explain the organizational dimensions of this process. However, as we know from
various newer studies, innovation is not an isolated activity which occurs in a firm but is dependent to a
great deal on the ’facilitating structures’ (Lipsey 2000),  the (regional or national) ’innovation system’
(Wolfe, 2000), or the ’competence block’ (Eliason & Eliason 1996) with which the firms interact and of
which they are a vital part. The interaction between a country's or region’s industry and its science and
technology infrastructure are thus requisites for the capacity of its institutions and firms, to absorb, apply
and create knowledge.

Rather than concentrating on knowledge management in firms - the principal theme of this Forum - I will
focus on knowledge management of research universities and hence their ability to contribute to the
transformation of research-based knowledge into commercially viable innovations. If there is indeed a
European paradox it would seem to be particularly prominent with regard to the intensity and quality of
university-industry links: While the US research universities have developed efficient policies and
structures that are conducive to the commercialization of university research, in most European (and
Japanese) universities the mechanisms of co-operation with industry seem to be under-developed or
ineffective. Likewise, with regard to the attitudes of academic researchers towards co-operation with
industry, in the US entrepreneurial attitudes of academic staff seem to be now the accepted norm while in
Europe more traditional views on the ethics of involvement of the academy and academics in commercial
activities still seem to be dominant (Orsenigo, op.cit.).

Based on comparative case study of six research universities in four countries (Canada, the US, Germany
and the United Kingdom), I shall offer a few observations about the differences between the North
American and the European institutions concerning the policies, structures, co-operative arrangements and
transfer mechanisms with regard to the management and utilization of academic knowledge.
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Numbers, Quality, and Entry:  How has the Bayh-Dole Act Affected US University

Patenting and Licensing?

David C. Mowery
University of California, Berkeley

Arvids A. Ziedonis
University of Pennsylvania

ABSTRACT

This paper summarizes the results of empirical analyses of data on the characteristics of the pre-
and post-1980 patents of three leading U.S. academic patenters—the University of California, Stanford
University, and Columbia University.  We complemented this analysis of these institutions with an
analysis of the characteristics of the patents issued to all U.S. universities before and after 1980.  Our
analysis suggests that the effects of the Bayh-Dole Act on the content of academic research and patenting
at Stanford and the University of California were modest.  The most significant change in the content of
research at these universities, one associated with increased patenting and licensing at both universities
before and after 1980, was the rise of biomedical research and inventive activity, but Bayh-Dole had little
to do with this growth.  Indeed, the rise in biomedical research and inventions in both of these universities
predates the passage of Bayh-Dole.  Both UC and Stanford university administrators intensified their
efforts to market faculty inventions in the wake of Bayh-Dole.  This enlargement of the pool of marketed
inventions appears to have reduced the average “yield” (defined as the share of license contracts yielding
positive revenues) of this population at both universities.  But we find no decline in the “importance” or
“generality” of the post-1980 patents of these two universities.  The analysis of overall U.S. university
patenting suggests that the patents issued to institutions that entered into patenting and licensing after the
effective date of the Bayh-Dole Act are indeed less important and less general than the patents issued
before and after 1980 to U.S. universities with longer experience in patenting.  Inexperienced academic
patenters appear to have obtained patents that proved to be less significant (in terms of the rate and breadth
of their subsequent citations) than those issuing to more experienced university patenters.  Bayh-Dole’s
effects on entry therefore may be as important as any effects of the Act on the internal “research culture” of
U.S. universities in explaining the widely remarked decline in the importance and generality of U.S.
academic patents after 1980.
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Title : Commercialization of University Research : A Comparison between
the United States and Canada

Abstract :
An OECD Economic Survey in 1994-1995 identified Canadian industries as suffering from
an innovation gap compared with other developed countries.  Likewise, Industry Canada
studies revealed that Canada’s productivity had been in decline since the early1970s.
However, Canada’s macro-economic climate has dramatically improved since 1994 and
the Canadian government has, via the recent budgets, invested substantially in Research &
Development and in providing direct assistance to universities through the Canadian
Foundation for Innovation (CFI) and the Canada Research Chairs.

Canadian Universities are uniquely placed to advance Canada’s Innovation Agenda because
their share of national R&D is second highest in the G-7. Consequently, their R&D activities
are increasingly strategic to its economic development provided that the results of their R&D
activities are protected and are commercialized to benefit the Canadian economy, when
appropriate.

The Prime Minister’s Advisory Council on Science and Technology mandated an Expert
Panel to study this problem and to make recommendations to improve the present situation.
The report, produced in May 1999, was the subject of much consultation with universities by
Industry Canada.  Studies revealed that, although Canadian universities appear to be engaged
in the same level of efforts as their U.S. counterparts, the value of intellectual property
commercialized by Canadian universities is far below the US experience. While the dynamic
US economy is a major factor in explaining this difference in performance, it appears that
the Bayh-Dole Act, passed by Congress in 1980, has contributed heavily to giving U.S.
universities a clear mandate for commercialization by awarding them the total ownership of
Intellectual Property when financed through U.S. federal research grants and by obligating
them to commercialize the results of their research.

Although a Canadian policy could differ slightly from the U.S. Bayh-Dole Act, the Expert Panel believed
that, in view of the strategic importance of Canadian universities in performing R&D, Canada should adopt
a policy to stimulate its economic diversity.



“Knowledge Strategies at NRC: Context and Learning”

Jack Smith & Martin Brooks

NRC’s presentation will discuss the importance of context in knowledge management, demonstrating a
practical knowledge management and navigation tool. The focus will be on email overload and the
ephemeral nature of email transactions. We will demonstrate how the Context Portal tool can help us to
measure R&D performance in the networked knowledge organization.

The presentation will also explore the role of interactive multimedia in support of the learning processes
that are so important in today’s lean and highly competitive environments.



“Progress made in developing valid and reliable tools for measuring knowledge-based assets”

Dr. Karl-Erik Sveiby

I will discuss four Tools:
1. Invisible Balance Sheet (IBS)
2. Intangible Assets Monitor (IAM)
3. Collaborative Climate Survey (CCS)
4. Knowledge Management Activity Planning (KMAP)

All tools are based on the conceptual framework for Knowledge Management outlined in a/o Sveiby
(1997): The New Organisational Wealth: Managing and Measuring Knowledge-Based Assets.

Knowledge Management is to Leverage Intangible Assets for Creating Value

1. Invisible Balance Sheet for visualizing the leverage of Intangible Assets
•  Nokia’s Invisible Balance Sheet, Q2 1999
•  Motorola’s Invisible Balance Sheet Q1 00
•  Compare leverage

2. Intangible Assets Monitor for measuring Intangible Assets
•  Cases WM-data, Celemi, Wesley College, MTN
•  Intangible Revenues

Underlying Theory is Stock & Flow (=Traditional Accounting)
•  Indicators rather than full Balance Sheet
•  Flows = growth or loss, renewal, utilisation
•  Flow = Movement in Stock
•  Track Flows rather than Stock
•  Leading rather than trailing indicators
•  Outcomes rather than Outputs
•  Outputs rather than Inputs

Compare IAM with Balanced Score Card
•  Similar Framework - Different Labels and Different Theory Foundations

3. Collaborative Climate Survey for Measuring the Bandwidth
Joint Venture: PricewaterhouseCoopers, Sveiby Knowledge Associates, LiquidSurveys
Collaborative Climate Index (CCI)
Research Projects:
Link CCI to $$ results
Link CCI to Creativity and non-$ results

Find the Flows = Ask the right Questions

Example Customers
Three “Hard Sells”

4. KMAP – Team Process for Selecting among 350 Questions
Results from a KMAP session are:
Project list, deadlines and teams
Ideas to explore
Compare own ideas to “most popular” in same industry

Dr. Karl-Erik Sveiby
www.sveiby.com



OECD seminar on
"Knowledge Management: The New Challenges for Firms and Organizations",

September 2000

Jørgen Rosted, Permanent Secretary, Danish Ministry of Trade and Industry

Session 6: "Policy implications and lessons from previous sessions"

Abstract

The aim of the speech is to contribute to the debate about policy making in the New
Economy. Thus, three questions are asked: Firstly, is there a New Economy? Secondly,
does the New Economy have any policy implications? Thirdly, what kind of
instruments do policy makers need in order to design new policy?

First, it is argued that the traditional macroeconomic indicators do not give us the full
picture of the restructuring of the economy. Looking at for example the growth rate,
productivity and inflation there seem to have been some new patterns of change over
the last years (OECD 2000, Is there a New Economy?). Yet, this is not the whole story.
Thus, it is argued that we have to broaden our perspective thoroughly analyzing the
microstructures of the economy.

Indeed it is found that quite radical changes are happening on this level: The
widespread use of ICT is revolutionizing the way we organize the workplace, the way
we shop, the way we spent our leisure time. Companies are reorganized radically due to
the new emphasized role of knowledge and ICT. Every day hundreds of new businesses
are established - and old ones are shut down. Human resources are becoming the key to
the success of still more companies. A new generation of still more critical consumers -
and employees - contribute to changes in the market place. Just to mention a few new
phenomena that - together with the indications of changes in the macrostructures - give
way to claiming that there is in fact a New Economy.

Secondly, it is argued that the New Economy calls for totally new types of economic
policies and policy targets - supplementing the traditional ones. Governments need to
innovate when it comes to policy making. Stable macroeconomic factors, a flexible
labour market and an efficient tax system are prerequisites for competitiveness in the
New Economy. Yet, globalization means that these competitive factors are increasingly
harmonized and that the battle for regional competitiveness goes via other factors. That
is, regions have to set up targets in new fields in order not to fall behind. New policy
initiatives have to supplement the traditional ones. There is increasingly a demand for
new strong policy decisions that for example enhance technology diffusion, create
openness for trade and investments, spur effective competition and prompt the
development of capital markets that to a larger extent can finance innovation and
startups. Without an effort in such fields regions will not be among the most successful.

Yet, policy makers should aim at more than creating better conditions for increased
welfare and economic growth. The real challenge is to set up targets and design policies

Permanent Secretary

Slotsholmsgade 10-12

DK-1216 Copenhagen K

Denmark

Tel. +45 33 92 33 50

Fax +45 33 12 37 78

E-mail em@em.dk

www.em.dk



that do at the same time stimulate growth and create a clean environment, secure social stability and form
the basis for maintaining the welfare state. In this way policy makers can support the development of the
sustainable society.

Creating a sustainable society needs not come into conflict with the aims of creating good conditions for
regional competitiveness. Rather it is argued that they are the each other’s prerequisites. There will not be a
sustainable society without a competitive industry. Nor will the industry be competitive without a solid
basis of human values. A competitive industry relies on good schools, efficient social security systems,
clean environment, low crime rates etc. This has always been so, but it is argued that in the New Economy
human values tend to become even more important than before.

Thirdly, it is argued that policy makers can make use of three types of instruments, when designing new
policy:

•  creating sound rules and regulation
•  building efficient institutions
•  kick-starting the private market, i.e. preparing the market for a sound economic development (pump

priming)

The restructuring of the economy will only take place if the right institutions are in place. In many cases
the institutions build during the last century are not any longer well suited for supporting the
transformation. Rather they tend to make restructuring even more difficult. Some institutions need
marginal changes - others need to be entirely redefined. Moreover, we need totally new institutions that
resemble nothing that we have seen previously. For example new institutions that can support new types of
skills and learning mechanisms and new kinds of partnerships between research and education, etc.

Sound rules and regulation is a prerequisite for stepping into the New Economy. It is paramount that
business and consumers can hold on to laws and rules of high quality. And that laws are easy to
administrate. Liberalization and deregulation is one way to go. Obsolete rules are to be removed or
simplified, and new rules are to be formulated so as to be as easy as possible to manage for business.
Moreover it needs to be secured that laws and rules impose as few administrative burdens as possible on
businesses and consumers. ICT will not only be one of the most important ways of relieving the
administration of businesses - it will also be a way of making the government more effective via e-
administration.

Finally, via so-called pump priming, policy makers can go in and kick-start a development in the private
market, that the private market itself has difficulties in initiating. This kick-start might be needed because
of some inefficiency in the market in form of a lack of information, first-mover disadvantages or
coordination problems. The market is often aware of the new possibilities and drivers in the New
Economy, yet, they might have difficulties in making the transformation at the speed that is needed. The
idea behind pump priming is that the state - after profound analysis of the particular market inefficiencies -
supplies funds to the private market. It might be funds that help building a market for venture capital, funds
that can help kick starting the development of new types of jobs, etc. Importantly, the funds are drawn back
again after some years, the idea being that the private market will hereafter be able to drive the
development by it self.

Finally, a range of specific policy initiatives taken by the Danish government in order to design better
industrial framework conditions in the New Economy are presented, e.g., Learning Lab Denmark, the
Intellectual Capital Accounts Project,  and the E-administration project.



 KNOWLEDGE MANAGEMENT: AN ISSUE AND A DYNAMICS FOR LEARNING SOCIETIES
Jean-Michel Saussois professor ESCP-EAP, OECD/CERI consultant

The confusion that reigns in the definitions of knowledge and in the explanations of the nature of economic
growth nonetheless point towards the fact that “a great transformation” (to refer to Polany’s book) is
taking place in the way OECD economies operate. It is this main assumption that CERI/OECD has been
working on for three years; abruptly put, the great transformation is of a magnitude to one at the industrial
revolution; there is still a lot of work ahead to understand how the information technology is transforming
the behaviour of the consumer, the nature of the exchange process, the economic structures; there is a need
to understand the institutional complexity of these economies labelled as “knowledge based economies”.
We need to understand the nature of this shift in order to incorporate it into public policies, specifically in
education but also in other public services.

Proposing the idea of knowledge management in a learning society means taking a further step, insofar
as it implies addressing the economy in a deliberately cognitive way. It means representing the economy
differently, that is, etymologically, as a human setting with shared practices regulated by rules and laws.
Then, the key to understand the nature of this transformation is not technology but knowledge
management. At the beginning of this century, knowledge is studied by management like the factory was
studied by scientific management at the beginning of the 20th century. Taylor was working on how to
divide efficiently work into elementary pieces. Nowadays, a consultant would use his/hers knowledge on
how to co-ordinate pieces of knowledge. They have to be co-ordinated through specific organisational
vehicles; the issue is not any more the division of labour but the division of “knows”.

In a recent trip to Japan, I did not visit the automobiles factories but the offices where hundred of engineers
are gathered and linked together through different devices integrating information technology. A single
engineer does not know how to produce, design, or market a new product; the whole picture is fragmented
and there is a need not only to co-ordinate but to co-operate. Co-operation means sharing informations,
tacit practices as a Japanese director put it “if you know how to manage knowledge, then you know how to
manage people”.

To speak of a learning society is, in a way, to propose openly the metaphor of apprenticeship in the sense
of how a society learns about itself and constantly corrects itself. There is obviously much work on
apprenticeship in the area of pedagogy and education, which can be used for a better understanding of this
reflexivity process.

What is innovative in OECD report on knowledge management is not that knowledge has become a driver
of the economy. Knowledge, with a different label, has always been at the heart of the dynamics of
growth. What is new is the awareness that knowledge is a vital strategic resource, to be managed both
individually and collectively by and for the actors who make and are the economy. Economies become
aware of producing knowledge and the learning process turns out to be a specific mode of production.

Jean-Michel Saussois, Professor ESCP-EAP



One could summarise differently this point by saying that what is new is the fact that knowledge will be
managed by political and economic institutions and that the users (specifically end users) are well aware of
this fact and act on it. Users are nowadays commanding and not receiving what their were supposed to
receive; downstream is controlling upstream. Sociologists such as Giddens speak of reflexivity to designate
this phenomenon, which is particularly visible in, for example, the medical sphere where “ordinary people”
appropriate, in their own way, expert knowledge previously reserved to the professions and do so for better
or worse. The education sector will not escape from this trend.

In a reflexive society, sociologists have shown that increased knowledge does not make it easier to control
society but on the contrary can contribute to destabilising it. Economic actors also know that knowledge
offers a competitive advantage. In other words, firms know that they must know in a better way to remain
competitive. Often they do not need to produce more existing goods but rather produce new goods before
others. The speed with which they renew their goods then becomes a crucial challenge for firms. At the
level of an economy, what becomes important is not producing goods but the efforts the actors must make
so that it is possible to produce new goods and services. The key is to build up a learning environment
which fosters the use and reuse of individual and collective knowledge. In a knowledge dependent firm,
the expectations of the workers towards their hierarchy will be to learn from it and not to receive orders
from them. The key question raised will be how the knowledge is managed within the firm: Am I still
learning something or have I reached a plateau? These knowledge workers will not be easy to keep and to
reward even through stock options.

This new way of understanding how economy is working has a double consequence both for those who
manage firms and for those who make public policy, in particular in the area of education and there is a
need to reflect on the construction of a mediating role between knowledge and action.

Firms realise, more or less quickly (depending on their size, their history, their sector of activity), that,
increasingly, their role is not to manage their personnel but to establish favourable conditions so that
people can work together, talk to each other and share both their tacit and explicit knowledge (cf. Kanter’s
quote). This does not mean a humanist movement of the “human relations” type of the 1930s (Hawthorne’s
studies) but an economic recognition of the new status of the human being in the firm. This means taking
account of the competencies of individuals, implicitly defined as their capacity to deal with doubt, to take
initiatives, to participate in networks both within and outside the firm. The human being must be managed
as capital, a capital that is intangible but it must be identified. Knowledge becomes an asset that must be
evaluated. It must be managed as such.

The problem is to be able to answer a series of questions such as. What is the role of knowledge in value
creation? Is knowledge self-organising? What are the leading-edge companies doing to enhance their
creation, sharing and application of knowledge to achieve competitive advantage? What types of
structures, processes and behaviours support knowledge sharing? What are the best enabling technologies
for knowledge building? What are the new configurations for the measurement of intellectual capital?
What are the best methodologies for developing measures that capture knowledge-value creation?

The firms able to answer these questions, write the consultants, are those that will survive because they
will have learned how to collect scattered knowledge and exploit tacit knowledge by making it explicit
through codification. It is these firms that not only will know how to exploit existing knowledge, they will
know how to create new knowledge.

Jean-Michel-Saussois, Professor ESCP-EAP



Encouraging public policy makers to look at the economy as a learning entity seems to have more to do
with philosophy than with economics. Yet, while such an approach seems incongruous at first blush, it has
important consequences for the public authorities in terms of their capacity to improve for the interaction
among actors, in particular in the area of education.

While such a description is thought to be new, even revolutionary, in the world of industrial firms more
familiar with the tangible assets, there is a risk, among the education community, to develop a déjà vu
attitude: Why such a reaction?

For a very long time universities have thought of themselves (and defines themselves to the public) as
houses of knowledge, of the cultural bastions of knowledge production, mediation and dissemination. In a
way, those who hear or read about “knowledge management”, from their place in the education world and
universities in particular, could take this topic for granted. It is true that universities are knowledge
dependent; some of them are, like consulting firms, asset poor and knowledge rich; but having said that
there are immediate differences between a private sector firm and the education sector.

If the key for a learning society is the social status of knowledge workers and their recognition by society,
this means that policy makers have to intervene in order to facilitate the transformation of the education
sector. To put it abruptly, the question is to assess among the actors within the education system whether or
not it makes sense to involve them into such a knowledge management approach. The way to carry out this
assessment has to be carefully thought in order to avoid a rejection from actors not ready to “buy” this
approach.

Jean-Michel Saussois, Professor ESCP-EAP
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Summary of “Holderbank” experience on Knowledge Management
in area of Product Development

by Harry Brantz, Asst. Vice President

1. Our Knowledge Management Strategy

Knowledge Management in some form or another has been practised in “Holderbank” for half a
century. Initially in the small Group knowledge was much personalised. The traditional exchange of
information was through personal contacts, networking, meetings, seminars, forums, courses and
annual reports. As the Group grew it became evident that this was not enough anymore. Now the
establishment of a formal, organised and co-ordinated approach is well advanced and moving
towards codification is the major strategy with the development and adoption of better tools,
methods and systems. Nevertheless they are all based on personal networking generated by trust
and confidence. In the end Knowledge Management starts and ends with people.

2. Practices in each area

q Role of ICT’s

Computer Technology is used in practically everything we do. Older information is stored as hard
copy and tacit knowledge in a great number of sites and people. Currently most new information is
stored on computers and central data bases. Most Group of the many companies have their own
intranet which was typically initially developed by enthusiastic individuals but has in many Group
companies been formalised and perfected. Integrations of these networks into the all
encompassing “Holderspace” is well on the way. The international cross border and time zones
internal net,  “Holderspace” is the basis and foundation of the future system. It is divided in many
areas of activity and expertise. The older KH reports, memo’s etc. is stored in special archives.

q Incentives / Rewards

Currently no formal incentives and rewards are offered for sharing the information other than the
opportunity of image and trading. “Holderbank” are assessing various ways that will reward good
ideas. At the moment however freedom to experiment, the possibility of continuous learning and
the desire to share information will help a person to develop and take advantage of the vast
employment opportunities that exist within the Group. This is in all geographic areas and in such
fields as environmental management, Internet, E-commerce and our learning activities.

q Recruitment

It is recognized that technology can only provide the vehicle for information exchange. KM starts
and ends with people and the human element is and will remain a vital factor in KM. Being a
teamplayer, the desire to learn and thinking further are the key criteria for new employees in
“Holderbank”. The opportunity of job rotation on a global basis creates the confidence in each
other which is a vital factor for the sharing of information. An IT department with Division status, led
by a Senior VP has been established. More recently an interdisciplinary knowledge management
team will further develop a concept as to how to handle KM in the “Holderbank” Group.

q Critical tacit knowledge

“Holderbank” has long operated on the principles of what is now accepted as the “Community of
Practice”. Many are already operative and the number is growing. The Good and bad practices are
communicated on entered central data bases which are accessible by participants in the



Holderbank Group. Older documents have been transferred to special archives and unfortunately
occasionally some information was lost, for example through plant closures, downsizing and
change in personnel.

Attempts to pinpoint tacit knowledge and facilitate access have also resulted in a yellow pages
data base where expertise of employees is identified. The interpersonal network however is still a
major factor in acquiring and using this kind of knowledge.

q Knowledge storage and organizational memory

A major Group wide internal domain, Holderspace, aims to collect, store and disseminate all
knowledge that exists within the Holderbank Group. It will also provide access directly or via links
to the very many Group companies which have their own Intranet. Holderspace is filed with Data
bases, reports, newsletters, standards etc. A “Yellow Pages” identifies who has expertise, where
the centers of expertise are and how to access archives. The proceedings and presentations of all
important “Holderbank” learning and information gathering events are readily accessible all the
way to access to the actual presentations made. “Holderbank” internal library problems are dealt
with through “Live Links” to major global libraries.

q External knowledge search/absorb

All major relevant conferences, seminars etc. in the world are identified, prioritized (effectively
screened) and listed. We ensure that all critical events are attended by a representative of the
Holderbank Group and that the information and preferably standardized feedback are transmitted
to our central group. Furthermore knowledge is acquired through international (e.g. Euro) projects
and co-operation with Universities, Institutes and OEM’s (Original Equipment Manufacturers). All
information is screened by local knowledge managers and the most appropriate and relevant
information disseminated through presentations at internal meetings and proceedings. Magazines,
joint and co-operative reading (people highlight areas that could be of interest to others). The
International patent literature are systematically searched and relevant patents, the inventors and
companies are identified.

q IPP

Cement is a very mature product and not very differentiated. However, the Group is by no means
ignorant on this subject and the value of IP is more and more recognized as being vital to the
business results. Also Niche products for specific applications are gaining momentum and it is
these products and processes that are mostly protected through patents, trademarks, trade secrets
and other means. Although this is not considered a watertight regulation, all employees are bound
to confidentiality not only during their term of employment but also including a considerable time
after leaving the company.. The company has standard Confidentiality agreements to allow work
with inventors, universities etc. However although the management of IP in tangible form makes it
more visible to the Groups employees, the  risk of leakage is greatly increased, particularly through
the natural desire of scientists to share their information and the turnover of personnel. So apart
from protection through patents and trademarks and trade secrets, IPP in Holderbank is being
further developed.

q Knowledge integration

Many steps are taken for “Holderbank” to become a Faster Learning Organization (FLO). The
drivers are the project teams, the Communities of Practice and the Events. Internal workshops,
conferences, Product Development Focus Meetings and the like were central in KM and link the
knowledge to people. Today better tools and methods are being implemented. An “Eagle” initiative



co-ordinates and integrates the knowledge. It comes back time and again that the human aspect is
of utmost importance as the data bases etc have to be filled with useful information. Joint projects,
field trials of new products are areas where mutual trust and teams are further developed.  Where
common areas of great importance have been identified, these may be declared special programs
and all Group companies are obliged to implement.

A major barrier is still a certain “Bunker mentality” where information is not readily and voluntarily
shared. Whilst no one will admit that this is the case, very often information is given when asked
for, but the additional information needed for completion is not readily volunteered. Here the
personal networks and mutual trust is vital. To address this problem, interdisciplinary teams have
been formed to identify the critical components. The company culture is slowly changing for the
better.

q Evaluation of intangibles

In product development

3. Good practices of knowledge management

q Identification

A vital factor is to support a culture that is conducive to reach the knowledge objectives and hence
to radiate confidence and success. In “Holderbank” too, it starts and ends with the individual. Our
best experiences in knowledge creation are through small groups of people that know and trust
each other. Interest , willingness to share and input in meetings are among factors that play a role
in Communities of Practice who identify user practices and develop them into good practices.
Management decides on the best practices which will become norm.
q Sustainment over time

As noted, the CoP’s in every form are vital to sustain proper management of knowledge. These
“technical clubs” and indeed the whole Group is supported by expanded and routine use of user
friendly data bases such as Holderspace.

Another example would be the “Cement Course club”. All Holderbank employees reaching a
certain level are required to have attended the “Holderbank” Course, which is considered the
flagship of “Holderbank” learning activities. It covers all aspects of the cement industry. For many
this is the first opportunity for networking on international level. The club aims at maintaining and
intensifying post course contact on professional as well and social level.

FLO emphasizing learning at personal level, at organizational level and communication are all
factors of the Faster Learning Organization - “Holderbank”
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In 1992, Fuji Xerox celebrated its 30th anniversary and made a declaration of its business vision,

"We are the Document Company", which has since been shared by the entire Xerox Group.  The

word "document" is derived from "��� ���� �	� 
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•  Build an environment for the creation and effective utilization of knowledge,

•  Contribute to the advancement of the global community by continuously fostering mutual trust

and enriching diverse cultures, and

•  Achieve growth and fulfillment in both our professional and personal lives.

In addition, Fuji Xerox has been committed to providing absolute best services as to our

customers under a company-wide slogan, "KYX" (It stands for "Kokomade Yarunoka Xerox" in

Japanese and means "Fuji Xerox is totally dedicated to our customers", or,more loosely, "Xerox,

you do this much for me!").

II. Knowledge Concept: Three Conceptual Frameworks

Fuji Xerox believes that:
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1. Top Executives’ Leadership and Intellect

2. Knowledge Capability (Best Practice Capability)

3. Socio-technical Methodology

4. Corporate Culture.

In addition, Xerox Corporation and Fuji Xerox have identified a practical framework for the

Knowledge-driven Company of the future which has ten domains.

Using these frameworks , Fuji Xerox has pursued knowledge practices on both cooperate

initiatives and grass-roots initiatives.

III. Knowledge Capabilities : Case Studies of Building "Ba" Beyond Boundaries

"Ba" means a knowledge workers’ shared space for emerging relationships to utilize, create, share

and practice knowledge, which could be physical, virtual and mental (I.Nonaka/N.Konno).  We

believe that "ba" and interactions based on sympathy and trust help organizations have abundant,

enriched tacit knowledge, stimulate the tacit knowledge possessed by each individual, and

facilitate the creation of new knowledge.

Case 1 : Virtual Hollywood Program (trans-company communities of practice)

Case 2 : Zen’in Sekkei Concept and Z-EIS (Z-Engineering Information System)



Case 3 : Knowledge Forums

The Xerox Group, under the leadership of its top executives, has created various "ba" to have

"knowledge-based interactions with society" beyond boundaries between different sections and

companies.  Furthermore, the group has taken various knowledge initiatives at the global level,

believing the proactive commitment to "knowledge-based interactions with the world" beyond

national boundaries is a new duty we have to fulfill.
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In order to put out to "the Unknown Sea" of the 21st century, we have been actively involved in

interdisciplinary networking based on mutual trust with people in different fields.  We aim at

encouraging individuals to make innovations, helping them bring about the New Work Way

Revolution and the Knowledge Workplace Revolution in the 21st century, and thus serving the

global community.  In this context, we are currently establishing the Knowledge Design Cycle A-

B-C (comprised of Knowledge Assessment, Knowledge Benchmarking and Knowledge

Community Design).   In order to achieve our goal, we are currently forming the KNOW

Alliance, a global network of parties sharing the same aspiration.

At the same time, we have organized a knowledge community among different companies in

which the members can discuss Japanese-style management in the 21st century and learn from

with each other through the Knowledge Assessment surveys.  (The community networks 10

leading Japanese companies at this moment.)
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"What is the corporation?"  In order to answer this fundamental question, we have to create "a

new management language", find "new values and significance", and redefine "management".

For this purpose, we have to have Knowledge Leaders who can talk about knowledge-based

management based on a new philosophy.



OECD questions on knowledge management

Response of
Stephen Denning
Program Director,
Knowledge Management,
World Bank
September 5, 2000
NOTE: These views expressed in this note reflect the experience of the World Bank in knowledge
management. However the contents are the views of the author and should not be cited or quoted directly
as the official position of the World Bank, without prior consultation.

1. What is the firm or organisation’s knowledge management strategy?
At the World Bank, a knowledge management strategy was announced in October 1996 and

formally put in place in March 1997 with the Board approval of a document known as the
Strategic Compact.  The idea was that knowledge needed to shared not only internally with staff
but externally with clients, partners and stakeholders around the world, so that all the millions of
people who were making decisions related to poverty reduction could get access to the know-how
they needed to take the best decisions. Efforts have been under way since then to implement the
plan. The current version (September 1999) of the strategy is as follows:

WORLD BANK STRATEGY
“Sharing knowledge to fight poverty
Fighting poverty requires a global strategy to share knowledge systematically and energetically and to ensure
that people who need that knowledge get it on time, whether from us or others.  From a fairly closed
organization a few years ago, the Bank has become a global development partner making it easier for people to
find out who knows what and where the best expertise can be drawn upon, wherever it resides.  Continuously
sharing this global and local know-how with client countries, public and private partners, and civil society will
better equip the development community to fight poverty.

The benefits of knowledge sharing

Speed—responding faster to client needs.
Quality—delivering to clients the experience of many countries, adapted to local conditions.
Innovation—not just doing what we've been doing better, but bringing new services, finding and testing the
never-before-thought-of.

Putting knowledge on a par with money

Because sharing knowledge is an essential ingredient of our comprehensive development strategy, we are
giving high priority to:

•  Supporting more than a hundred thematic communities of practice in all our areas of expertise so
that we can share experience across internal and external boundaries.

•  Making reliable statistics on development much more broadly available, including live databases
of country economic data and key sector statistics needed to help clients.

•  Enhancing our directory of expertise and the ability of staff and outside practitioners to connect
with each other.



•  Strengthening our advisory services so that staff and clients can find solutions quickly.

Learning from our clients and partners

Our clients need access not just to the expertise of the individuals in a team assigned to them, but to the entire
range of global experience on development issues—and they demand nothing less. That is why we are:

•  Adding to our wealth of cross-country know how and expertise by systematically capturing new
country-specific experiences and indigenous knowledge.

•  Enlisting our clients, partners, and stakeholders in sharing knowledge for development by having
them join thematic communities and inviting them to participate in global dialogues on
development.

•  Using our ability to bring together the world’s leading practitioners with our many external
partners to exchange experiences and innovations.

Reinforcing continuous learning

Bank staff are sharing their knowledge across organizational boundaries in communities of practice
(thematic groups) to find the best know-how in or outside the organization.  To get our clients better
answers faster—and to improve the quality of their operations through continuous learning—we are:

•  Making the Bank more open and transparent so that knowledge flows swiftly across
internal and external organizational boundaries.

•  Linking our internal and external learning programs with knowledge sharing, taking
them out of the classroom and into the world.

•  Putting budgets and personnel incentives in place to manage the full array of
knowledge services.

Building client capacity and widening client partnerships

By reaching out to those who previously did not have access to World Bank services and know-how, we
are providing the information clients and stakeholders need to do things themselves. We are:

•  Building the capacity of countries to tap into global resources online.

•  Developing the skills of clients to adapt the best global practices in knowledge sharing
and management.

•  Making our knowledge much more widely available through direct external access to
our knowledge bases.

Putting electronic collections of relevant information and knowledge about particular areas of
activity—previously available only internally—on the Internet for all those interested in fighting
global poverty.”

A more comprehensive version of the strategy is currently under preparation and will be launched
later this month at the World Bank’s annual meeting. No major changes are envisaged. It will



emphasize and strengthen the above thrusts as in integral strategy for the future, not only for the
World Bank but for all development organizations and our clients.

We were asked to fill in the following table based on the Hansen article in the HBR. However we
have some difficulty with Hansen framework on which the table is based. That article puts
forward a sharp distinction between codification and personalization strategies and argues that
there is a need to make sharp choices between the two.

When the article was published, there were debates in the World Bank about it and about whether
we should adopt a personalization or codification strategy, since we were pursuing both.

In April 1999, we convened an expert panel from top managers in Arthur Andersen, Andersen
Consulting, IBM, and asked their advice on the need to choose between codification and
personalization. We were told unanimously by these experts that their organizations were all
pursuing both strategies simultaneously.

As a result, we have not tried to choose between codification and personalization and continue to
pursue both.

We have two parting thoughts on the article. One is that the article, particularly in its discussion of
codification strategies, does not distinguish as clearly as it might between information
management and knowledge management. A pure codification strategy would perhaps not amount
to a knowledge management strategy at all. This lack of clarity has not always provided a very
helpful foundation for discussion.

The article also underplays the critical importance of communities of practice which are emerging
in the World Bank and elsewhere as a sine qua non to enabling significant knowledge sharing. In
early 1997, there were only a handful of enterprise-wide communities of practice in the World
BAnk. But more communities emerged as staff explored pragmatically how to go about
implementing the institutional mandate to share knowledge. By late 1997, it was becoming
apparent that knowledge sharing was only taking place effectively where communities had
formed, and the central coordinating unit for knowledge sharing started to count the communities
(which were known as thematic groups). At this time, there were around 25 thematic groups. In
January 1998, the Bank’s management decided to start supporting the communities with about
one-third of the overall knowledge sharing budget. This decision was implemented by mid-1998,
and helped accelerate the growth of the number of communities to over a hundred, covering
almost every aspect of the World Bank’s operations. Funding for communities was administered
by sector boards, who selected which communities should receive funding, and approved broad
work plans that covered such matters as building knowledge collections, strengthening the
community itself and providing ad hoc advice to community members. Communities of practice
are essential both for codification and personalization.



The World Bank continues to pursue both codification personalization simultaneously and does
not distinguish between them.

Codification Personalisation Mixed  (%)
Why (business model)?
Where (if many business
units)?
Did the company change
its strategy over time and
why?

2. The framework presented in this paper identifies nine areas of consistent practices with

the two knowledge management strategies - respectively the personalisation and codification

strategy. Discuss the practices in each of the areas in your firm or organisation and try to

indicate whether they are consistent with the overall knowledge management strategy of

your firm or organisation.

Role of ICTs
The Bank’s knowledge sharing program aimed at exploiting multiple technologies, including

face-to-face meetings, telephone, fax, email, Lotus Notes and the World Wide Web, both intranet
and external web. While the evolution of technology created the possibility of extending the scale
of knowledge sharing in ways that were almost unthinkable just a decade ago, the thematic groups
tended to remain grounded in simpler technologies. Face-to-face meetings were central, since
without such meetings, it was found impossible to form communities. Brown-bag lunches and
informal clinics were ubiquitous features of the work of the thematic groups at headquarters. Thus
while technology extended the reach of knowledge far beyond the immediate confines of its
creators, the direct human connection remained important.

The World Wide Web provided a means of sharing knowledge across the organization
and beyond. In practice, however, it proved more difficult than expected to design the web sites in
ways that met the needs of staff, and much trial and error were involved in finding formats that met
with broad acceptance. Thus although it had been suggested by outsiders that technology would be
the easy part of knowledge management, developing user-friendly IT tools that people actually
used, proved to be more than a trivial task. The potential of the technology was evident. However
reaching agreement across many units to how to design and use the tools became a major
challenge, eventually requiring several years of effort.

Incentives/rewards

Since knowledge sharing entailed a change in the way the business of an organization was
conducted – with a shift from vertical hierarchical modes of behavior to horizontal knowledge-
sharing behaviors – a decision was made in early 1998 to change the personnel evaluation system
of the Bank so that knowledge sharing would be reflected in the annual performance review of
every manager and staff member. It took over a year to implement the decision, but eventually, the
personnel evaluation was changed so that only four core behaviors were tracked and rewarded in



the annual evaluation, one of which was knowledge sharing and learning. Each manager and staff
member was assessed annually according the following criteria:

KNOWLEDGE SHARING AND LEARNING:
Open to new ideas and continuous learning;
Shares own knowledge, learns from others, and applies knowledge in daily work;
Builds partnerships for learning and knowledge sharing.

The modification of the personnel system did not by itself drive change in the organization.
Initially, in the first year of implementation, there was some cynicism and posturing, but over time
the change has been effective in sending an unmistakable signal throughout the organization that
knowledge sharing is here to stay, as a permanent part of the organization, for years to come, not
just a passing fad.

Recruitment

Recruitment practices have not changed significantly.

Critical tacit knowledge

While it is vital to realize that knowledge has an explicit and a tacit dimension, the World
Bank does not explicitly try to distinguish tacit knowledge or to treat tacit knowledge separately.

Knowledge resides in people, and in particular in communities of practice. One might regard
the World Bank’s strong support of communities of practice as an implicit recognition and
treatment of tacit knowledge.

Knowledge storage and organisational memory

Knowledge resides in people, and in particular in communities of practice. One might regard
the World Bank’s strong support of communities of practice as support for the organizational
memory.

Knowledge bases are accessible internally and externally by way of the web.

Search for/absorption of external knowledge

Communities of practice in the World Bank usually have a strong contingent of external
members i.e. members outside the World Bank and this has a been major way of bringing in
external knowledge.

Intellectual property management

This is not a major issue for the World Bank since as a public sector organization, aimed at
relieving poverty around the world, we are trying to share our knowledge with our clients and
competitors, not protect it.

Knowledge integration

One might regard the World Bank’s strong support of communities of practice as a tactic for
dealing with knowledge integration. With over a hundred communities, covering every area of our
business, both with considerable overlap, and with healthy competition between communities, the
intellectual marketplace is quite lively and interactive. There is considerable learning among
communities.



Evaluation of intangibles

   The World Bank does not attempt to value intangibles. As a public sector organization, it has
little need to.

The World Bank tracks progress in knowledge sharing in terms of inputs, outputs and
outcomes. Thus systematic efforts were undertaken to count what could be counted – dollars
budgeted and dollars spent, numbers of communities, numbers of entries in the knowledge base,
numbers of queries responded to, and numbers of web hits. Surveys were undertaken of staff
generally, and of members of thematic groups, which provided valuable insights about differentials
in performance. Ideally, one would have wished to measure the impact of knowledge sharing, but
in the organizational context, clear causal links between inputs and outcomes could not be
determined with any certainty. Clearly no rate of return calculations were feasible.

Comment on the nine dimensions

Two other issues are of great importance to the success of knowledge management and
should be mentioned – organization and budget.

ORGANIZATION

In order to launch enterprise-wide knowledge sharing, some kind of organizational arrangements
need to be put in place. Different organizations are experimenting with the various ways to organize. The
World Bank adopted a pattern of arrangements that is becoming increasingly common which includes:

•  a very small central unit is given overall coordination responsibility;
•  implementation responsibility rests with line managers of the existing business;
•  communities of practice or help desks are the key instrument for sharing; and
•  some capacity was established for overall policy making at the organization-wide level. Thus, a

knowledge management board was created with ostensible authority to make decisions related to
knowledge management across the organization, under the guidance of a higher-level Knowledge and
Learning Council.

As to where the coordinating unit should be put, the initial decision in 1996 was to place it in the
computing group, where it resided through mid 1999. By 1999, it had become clearer that knowledge
sharing was not a computer system, but rather a different and better way of doing the business of the
organization. As a result, the logic of having responsibility for it in the computing group was less obvious.
Hence the coordinating unit was moved in mid 1999 to one of the operating networks – the Operational
Core Services Network –  which provides services in those aspects of the work that have enterprise-wide
implications.

BUDGET

The provision of financial resources for sharing knowledge is usually an unambiguous signal to staff that
the organization has definitely decided to incorporate knowledge sharing into the way the organization
functions. In the case of the World Bank, a budget allocation for the central coordinating group and the
information technology resources, foreshadowed in the strategic compact, was supplemented by a decision
in mid-1997 to earmark “two staffweeks of everyone in operations” for knowledge sharing. The overall
effect of these decisions was to allocate some 3% of the entire administrative budget to knowledge sharing,



with over 90% of that residing in operational budgets, and less than 10% in information technology.
Considerable practical difficulties were however experienced in implementing the “two staff week”
decision, and resources were not initially available to the communities of practice which actually needed
resources. To solve this problem, in mid 1998, one-third of the knowledge sharing budget was given to the
network sector boards to distribute directly among the communities of practice (known in the World Bank
as “thematic groups”).1 The main focus of the financial provisioning was in support of Bank operations.

3. How do you, in your firm or organisation, identify and foster good practices of knowledge

management and how do you develop and sustain them over time?

The World Bank’s approach to the identification, and fostering of good practice has been
pragmatic. Thus, when it appeared that knowledge sharing was doing better in areas where communities of
practice had formed, communities of practice were encouraged in other areas, to the extent that it became a
central feature of our overall strategy.

Regular workshops are held among the leaders of the communities of practice so that
experiences can be shared.

Surveys are conducted so that there is some understanding of the relative performance of
communities among the communities themselves and so that they can learn from each other.

External evaluations and benchmarkings have also proved to be extremely helpful in
identifying good practice and solidifying management support for it.

By and large, innovation is occurring organically, rather than by diktat.

                                                     
1 Sector boards are committees of managers in the relevant sector. Thus the education sector board comprises the
director for education, as well as the six regional managers responsible for education, and a few other key managerial
staff.


