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Abstract: For the purpose of this paper, supply chain management is the process of planning, implementing, and
controlling the operations as efficiently as possible within the sales and marketing environment. The supply chain spans
the tracking of all transactions from the identification of prospective customers; through quote to order conversion;
fulfilment; and on to post sales support. As an intense human activity customer supply chains are wholly dependent on
knowledge and require social network activity to transfer that knowledge to the point of need in order to reduce process
variation.

This paper builds upon work undertaken previously by the author, which developed an organisational model of the social
interactions affecting knowledge transfer within organisations (Smith et al 2003). This paper also discusses the problems
of knowledge location, the ability to share (as well as willingness); the prevention of knowledge attrition through a
programme of knowledge definition (codification); knowledge retention; and knowledge transfer across the customer
interface.

The argument is made that whilst much information is being shared, the knowledge that makes such information useful
must also be transferred or new desired outcomes will not emerge. In order to share such knowledge, lessons were
learned from three major studies that were carried out in 2004, 2006 and 2007; to determine the extent of failure to
transfer knowledge within the sales and marketing supply chain at Ordnance Survey.

As a result of these studies, a programme of work was put in place to identify knowledge silos, acting as centres of
excellence in the supply chain putting in place a project to preserve and transfer knowledge from these silos, to facilitate
learning and reduce knowledge attrition.

This paper focuses on empirical evidence from these studies and the impact that this knowledge management project
has had on the efficacy of the supply chain to deliver the desired outcomes.
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1. Background

As Great Britain’s national mapping agency, Ordnance Survey is responsible for the maintenance of Great
Britain’s national map archive. It is widely regarded as a world leader in the production, maintenance and
marketing of a wide range of maps and topographic data products for commercial business, leisure,
education and public sector administration. Ordnance Survey gained trading fund status in 1999; this allows
it greater commercial freedom than would otherwise be possible for a public sector organisation.

2. Introduction

For the purposes of this paper, the focus concentrates on customer orientation; the interface across the
customer / supplier dyad; and the transfer of knowledge through people, process and systems. The methods
of business process improvement as a means of changing culture is also reviewed. The overall aim of this
paper is to discuss the role of social networks in the successful sharing of knowledge within organisations.

3. What was the problem?

Sales and marketing management knew for some time that account managers and order processing staff
were being distracted from the real focus of their roles and responsibilities, towards dealing with growing
customer demand that was the result of process non-conformance within the customer supply chain. At the
same time there were a number of widely held assumptions regarding the nature of non- conformance and
what was needed to reduce it. However, senior management were persuaded that a new way of thinking
was needed to address the complexity of the problem. This new approach would consider the application of
systemic thinking for human systems and processes; the methods of creating, organising, and using
information; and the transfer and application of knowledge. Internalising this systems view and the
consequential impact on social networks should, it was felt, lead to practical and effective systemic action
and process improvement.
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3.1 Silos

There was growing anecdotal evidence that each iteration of management restructuring was driving
knowledge into silos throughout the customer interface. There was also evidence that individual "experts"
were acting as knowledge hubs and exerting undue influence on the efficacy of the supply chain.

Enterprise wide technical and management systems are needed for the efficient sharing and dissemination
of information. However, creating these processes is not in itself enough to set the process in motion, since
there are a number of individual and cultural barriers to sharing information. These barriers may coincide
with functional or hierarchical barriers that can lead to the splintering of organisational information; and its
acquisition, and dissemination; and management structures sometimes do not facilitate the collection and
dissemination of information. Management and organisational culture has a large part to play in eliminating
these barriers, the difficulty in reversing this process should not be underestimated (Probst, Roub and
Ramhardt, 1999).

3.2 Assumptions

3.2.1 Assumption 1: System implementation changes processes and behaviour

From discussions within sales and marketing it was clear that senior management felt, that by changing the
work processes within the organisation, as part of an IT solution, in order to facilitate a sharing of knowledge,
then new behaviours would emerge as a direct result. Thus the new knowledge that was accessible to all
would encourage learning and new behaviour.

3.2.2 Assumption 2: Systems are mechanistic in nature

In discussions with employees (especially managers), there was a mechanistic view of the organisation as a
machine, with the employees as cogs working within it. The focus within the company upon business
process re- engineering and the way it is described supports this view of the organisation as a machine that
can be rebuilt, fixed and have new parts fitted.

McAdam and McCreedy (1999) indicate that many knowledge management models reflect this old
managerial paradigm and does not recognise the importance of the individual within the system (see Figure
1 below, black arrows are expected behaviour, and white arrows represent actual behaviour).

Knowledge
Construction

Knowledge Knowledge
Embodiment Dissemination

Demerest 1997

Figure 1: Demerest's knowledge management model

3.2.3 Assumption 3: That the organisational systems will be rational

Operational managers within the Ordnance Survey knew that there were key processes within the system
that were increasingly reliant on "experts" in the back office, and that they were being used by front office
staff such as account managers to help them resolve customer issues. This flow from the front to back office
was increasing beginning to impact on the workload of these experts and their immediate workplace
colleagues. This raised a number of concerns for senior managers such as; where was this demand coming
from; the root cause; and what knowledge in the back office was being valued and exploited by the front
office. McAdam and McCreedy (1999) go on to show that to ignore the social nature of knowledge
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development is to oversimplify the behaviour and to underestimate what needs to be done to develop
knowledge management systems. Figure 2 below shows this increased level of complexity.

Scientific Social
Paradigm Paradigm

Knowledge Knowledge

Dissemination

Embodiment

McAdam and McCreedy 1999

Business Employee
Benefits Emancipation

Figure 2: McAdam and McCreedy's knowledge management model

It was logical, therefore, that if there is to be the requisite organisational learning, required to develop new
behaviours, there must be recognition of the constructed nature of knowledge within the new system.

4. Methodology

4.1 Determining knowledge transfer within the process

There was a growing realisation within the business that in order to change culture from rigid command and
control to a more customer orientated culture required a completely new approach. To determine this system
view of the customer interface, Ordnance Survey set up a small team of business analysts (Service
Improvement Team) who specialised on systems thinking and process engineering. The objective of the
team was to define the sales pipeline (supply chain) that provided value to the customer.
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Figure 3: Process map showing handoffs between teams and individuals

The Service Improvement Team facilitated a series of workshops over a three month period; with staff; to
codify processes (see Figure 3 above), business rules and local work instructions. To provide structure and
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to prioritise work and feedback outputs from the workshops through to the systems architects; the Service
Improvement Team defined the sales pipeline as a logical series of steps through which customers travel in
order to obtain data products or licenses.

This new end to end view helped staff to understand better the activities they were responsible for and the
part they played in adding customer value. The sales pipeline was then defined as seven key stages that
would help to define particular process problems.

Demand Generation Service Support
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Figure 4: The sales pipeline

The identification stage of the pipeline includes the identification of new markets; new prospects within
existing markets; and the production of marketing collateral aimed at stimulating market growth. New leads
are then qualified by sales managers and pre sales technical consultants; and for those that passed as
genuine opportunities, proposals would be presented through negotiations with the clients. Once acceptance
of these proposals had been reached an order would be raised, fulfilled, and invoiced. The final stage of the
process involved post sales activity ranging from dealing with enquiries and complaints through to post sales
technical consultancy.

4.2 Demand audit

Having defined the people, process and IT systems extant within the sales pipeline, the next objective was to
audit volume within the pipeline in terms of customer demand and the amount of human resource required to
manage this demand. The scope of the audits was the whole of sales and marketing and included teams
outside of sales and marketing such as Credit Control (Finance) and Data Supply (Product Management)
who managed key stages in the end to end process. To date there has been three audits, 2004, 2006 and
2007 covering some 200 staff.

Staff were asked to record time for a calendar month against a list of activities within the sales pipeline.
Resource was measured in terms of hours spent serving the customer and getting it right first time (value
add); and the amount of effort required to rework activity for the customer as non- conformance (process
failure), in other words process variation from the process standards set. The hours recorded by each
member of staff was converted to salary cost plus expenditure and then annualised to provide the total
annual costs of all staff involved in the audits.

5. Findings — 2004 audit

The study population included some 200 staff responsible for delivering marketing collateral; account
management; customer service; pre and post sales activity. The response rate was 90%.
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5.1 Demand audit output

At the end of the audit the data was aggregated, analysed and profiled against the sales pipeline. This
method of statistical analysis was delivered back to the teams involved, and assumptions on the results
clearly stated. Staff were then asked to participate in workshops to verify the data results and challenge the
assumptions made. Initial workshops were process based including staff from various teams across the
supply chain. A second series of workshops were conducted on a team by team basis. The reason for this
was to try and capture the root cause of non-conformance from the process perspective and the business
(team) perspective. This resulted in a more balanced view of the root cause of failure and each workshop
acted as a "sanity check" on the quantitative and qualitative data collected so far. The data analysis and
workshop output was then presented to the Senior Management Board to gain buy in on the findings,
conclusions, recommendations, and the action plan required to prioritise and address process non-
conformance.

The first audit took place in July 2004; results were analysed through August and September, with staff, and
the results and recommendations presented to the senior management board in October.

The 2004 audit presented a number of challenges to the Senior Management and Service Improvement
Teams. Firstly, the volume of data and its' comprehensive nature required an agreed structure to analyse
and report the audit findings — the sales pipeline. Secondly, there was the scale and complexity of non-
conformance; nobody had hitherto been able to present such a comprehensive picture regarding failure in
both social network activity and IT systems. And thirdly, the need to gain consensus and agreement on the
data findings and agree a programme to prioritise work to improve the customer experience. To address
these challenges the audit data was rigorously analysed and the findings aligned to the sales pipeline
framework. This view made it easier to communicate the findings back to participants, in a process view that
they could easily recognise and understand.

The results confirmed managements' view that account managers were spending too much time on post
sales activity rather than stimulating sales and new business. The audit results also gave management a
great deal of detail on this resource imbalance as the construct of the audit and subsequent data analysis
brought into sharp relief the process activity that lay at the root cause of generating process non-
conformance. The 2004 audit identified £1.05 million of process non- conformance, which equated to 21% of
the total salary bill for sales and marketing activity. As a result of the 2004 audit, a programme of process
and service improvement was recommended and accepted by the senior management team.

5.2 Implementation

The consensus view was that a lot of the issues raised by the audit were widely known; what had not been
appreciated was the nature and extent to which these issues had an impact all the way up and down the
sales pipeline, and the attendant cost. It was this new perspective that galvanised management and staff
alike to clearly articulate the root cause and put forward business cases for process and IT improvements,
underpinned by the costs of non- conformance derived from the demand audit data.

5.3 Knowledge experts

One of the more surprising results was the high levels of failure demand that some members of staff were
having to deal with, some were dealing with levels of non-conformance that were as high as 80% of their
total effort employed. Closer inspection of the data and workplace analysis of activities measured, revealed
the nature and extent of the role these individuals were playing within the social network.

The most revealing aspect of their role was the fact that the rest of the organisation was using them as
knowledge experts. They were being exploited for their knowledge; the position they held in the value chain;
their propensity to help others solve customer problems; and, to a certain extent, by their own management
who left them alone simply because they "got things done" and helped the team achieve their key
performance indicators. As a result of staff movements and retirements these individuals were having to deal
with increased demand and conversely were becoming a scarce resource and a growing risk to the
business. Their own lack of capacity to create and innovate change in the process, due to volume pressures
was reducing their ability to transfer knowledge to others. Of immediate concern to management was the
high degree of risk that this built into the process. Individuals leaving their role would see a collapse of the
social network previously dependent upon their knowledge.
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5.4 Knowledge transfer

To address the known risk of knowledge hubs the Service Improvement Team identified the key role players
within the various processes. A series of workshops were conducted to establish the extent of the expertise
that these individuals had in order to define exactly the range of skills and competencies employed. At the
same time social network analysis was used to map the knowledge "foot print" of each knowledge hub and
their area of influence across the business; as well as the input to and output from each knowledge hub
(knowledge flow and volume). The human system was dealt with as a matter of priority in order to
substantially reduce this risk. The business analysts completely re- mapped the processes around the
knowledge hubs and identified the knowledge requirement at activity level as they went along. The process
mapping was used to codify tacit knowledge for future transfer; and define roles and responsibilities.

5.5 Process definition

Apart from the work previously done on a pricing and licensing model there was almost a complete absence
of any clearly defined end to end process. The most that existed within the sales pipeline were local work
instructions at team and an individual level. The lack of clearly defined process maps showing process
handoffs between teams and individuals had a huge impact on the amount of resource that was not aligned
to the sales pipeline; leading to high levels of failure demand. This lack of definition was a major source of
discussion at subsequent workshops. This absence of process maps led to job creep, as individual
responsibilities were allowed to grow at the expense of neighbouring roles and responsibilities. In some
instances this led to job overlaps. This overlap caused severe problems as staff transferred on promotion,
personal development or exited the business; as managers recruited to backfill these vacancies discovered,
often too late that the job description bore no relationship to the scope of the role the previous incumbent
actually fulfilled. Additionally, subsequent recruitment created gaps in the process handoff that took some
time to fill through unplanned training and job role reconciliation with neighbouring staff in the process.

Once the process mapping stage was complete the knowledge gathered was rolled up into a knowledge and
learning programme (see Figure 5 below) to transfer knowledge skills and competencies. Skills matrices
were defined for each member of staff to firstly, measure individual capacity to fulfil the requirements of the
role; and secondly, to monitor personal performance as a basis for establishing future training needs.

e Implementation

Footprint

How Will | Know How Will | Deliver
I've Succeeded? It Technically?

My Attitude
When | Deliver It?

Figure 5: Knowledge learning cycle: Communication to staff on the structure of the Knowledge and Learning
Pack
5.6 IT systems

The root cause of sales managers spending too much effort on post sales activity rather than generating
sales was finally identified. The audit identified the problem as one related to order processing and the clarity
of invoicing. The quote to order conversion process was not as smooth as it should have been due to a
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number of previous IT improvements being de-scoped. The result was that manual workarounds in the order
processing areas were allowing order errors to creep into the IT system. Subsequent invoices sent to
customers with information based upon these orders were increasingly being queried by customers, and
sales managers were spending increasing amounts of time trying to resolve these queries; and at the same
time call volumes in the contact centre were beginning to overwhelm service desk agents. Prior to the audit
there were a number of stalled IT improvements and requests for change (RFC), that had been scheduled to
resolve quote to order problems and invoice accuracy. These IT improvements attempted to automate the
business rules that govern pricing and licensing.

As a licensing authority these business rules are complex and not easily replicated in IT systems. The
demand audit identified process and knowledge gaps where changing business rules had not been
replicated through RFCs in the IT systems as they were waiting for IT system architect resource. This meant
staff having to create manual workarounds without necessarily codifying what these were. Additionally, RFCs
had no cost metrics to help prioritise the work required to implement these changes. Process non-
conformance costs from the demand audit were aligned to the RFC schedule to prioritise this work and
implement them.

6. Findings — 2006 audit

As a consequence of the work done after the 2004 audit it was decided to benchmark improvements with a
second audit in 2006. The 2006 audit was structured along the same lines as the 2004 audit with some
improvements to clarify activity and to align results from both audits. The 2006 audit showed that failure
demand had fallen from 21% of total cost in 2004 to 14% in 2006. This was the equivalent of stripping out
£0.4 million worth of process non-conformance on an annual basis. This released process capacity (£3.3
million, 46% of total cost) to transfer resource to selling activity in the pre- sales part of the pipeline.

£10,000,000 -

S __cosn 4

£1,000,000 -

£100,000 -

£10,000 T T T T

Identification Qualification Proposal Acceptance Fulfilment Invoice Post sales General
admin

Total 2004 = Total 2006

Figure 6: Total sales pipeline resource 2004 — 2006. Note: The Y axis is on a logarithmic scale to help clarify
the data; the data shows the annualised costs to serve through the sales pipeline.

6.1 Total demand profile

The 2006 audit highlighted some significant movements in the demand profile. Further detailed analysis of
the data at a team and individual level told us the direction and total value of this movement. Some of this
movement was partly due to the elimination of non-conformance in the sales pipeline. It was this reduction
that allowed senior management to realign resource towards demand generation in the pre sales part of the
pipeline. This movement could take place as a result of process improvements on proposal, invoice and post
sales activity; leading to a corresponding increase in identification, qualification and fulfiiment (see figure 6
above).
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6.2 Total non-conformance profile

The cost of non-conformance fell by £0.4 million over an 18 month period between the two audits; the most
significant reductions were in the proposal to post sales parts of the sales pipeline (see figure 7 below).
These savings were largely due to facilitating the transfer of knowledge through the knowledge and learning
programme (see figure 5 above).

£1,000,000 == = — — = = — — — — — —— o -

£100,000 -~

£10,000 T T T T T
Identification Qualification Proposal Acceptance Fulfilment Invoice Post sales General admin

Failure 2004 === Failure 2006

Figure 7: Total non-conformance 2004 — 2006

6.3 Team non-conformance

The impact of this reduction in hon-conformance at a team level is illustrated in Figure 8. The Data Supply
Team is responsible for quote to order conversion of data requests and dispatching them to customers. The
2004 level of non-conformance was particularly high in the pre sales part of the pipeline up to acceptance
and in the post sales part of the pipeline after fulfilment. The drop in non-conformance recorded in 2006 was
due to process automation brought about by the results of the 2004 audit and increasing the accuracy of
order processing increasing the accuracy of invoices leading too reducing volumes of customer enquiries.
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Figure 8: Total non-conformance Data Supply Team 2004 — 2006

The impact of this process improvement can be seen in Figure 9 below. This shows the total cost of resource
employed by the Data Supply Team along the sales pipeline and the realignment of team resource (worth
£424 000) between the two audits.

£A00,000 T — — = — — — — — — m o — — o

£300,000 (S T

£200,000 -

£100,000 +———-——————————— /'~ —~ -~~~ — — — — —

$ /\

. . .
Identification Qualification Proposal Acceptance Fulfilment Invoice Post sales  General admin

Total 2004 === Total 2006

Figure 9: Total sales pipeline resource Data Supply Team 2004 — 2006

7. Findings — 2007 audit

Concomitant to the realignment of the cost to serve in Data Supply shown in 2006 (see figure 9 above); an
additional £130 000 worth of resource was redeployed (figure 10 below) to other parts of the business due to
an overall drop in demand, driven by increased process efficiencies.
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Figure 10: Total sales pipeline resource Data Supply Team 2004 — 2007

7.1 Overall findings of the 2007 audit

The total number of respondents in 2007 was the same as that for 2006. 89% of the population completed
the 2007 audit. Over the three audits, non-conformance in 2006 fell by 35% against the benchmark of 2004;
and fell again by 34% in 2007 against the previous audit in 2006.

Figure 11 below shows a sustainable realignment of total resource in the sales pipeline. The effort in
fulfilment dropped as a result of continuing introduction of automation in order processing. Costs to serve are
continuing to be maximised as resource in general administration continues to show an audit by audit rise
over the three audits. This has had the effect of reducing overall cost to serve on account support activity as
support effort moves from high value resource (sales mangers) in terms of cost, to low level resource cost in
administration. This is highlighted by the rise in demand generation activity (see figure 4) between the 2006
and 2007 audits as sales staff start to increase activity in demand generation and post sales support parts of
the pipeline.
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Figure 11: Total sales pipeline resource 2004 — 2007

8. Was the problem due to ignoring Social Architecture?

It was the idea of social architecture affecting interpersonal relationships, structures, leadership,
communication and, therefore, the successful passing on (or not) of knowledge that led to the publication of
a series of papers from 2001 — 2003; and was of particular interest to the Service Improvement Team. The
work of the Service Improvement Team established that the real challenge to knowledge transfer was one of
communication. All communications models show filtering and ‘background noise’ as key elements in the
success (or not) of the message and understanding transfer. By rethinking learning as being framed by the
social architecture, it was seen that this background noise was acting as a filtering system. For example,
emotions at work have always been acknowledged to have an impact but, increasingly, it is seen that they
will seriously affect the effectiveness of the outputs of any system (Clutterbuck and Megginson, 1999;
Weisinger, 2000). They will always affect the potential receiver and will change over time.

8.1 Personal character traits

The degree with which staff, are prepared to transfer knowledge depends on their dominant character trait at
the time. The dominant character trait will depend upon the emotional condition of the individual governed by
current stimuli and /or past experience. The Service Improvement Team did find evidence of the rate and
quality of knowledge transfer being conditioned by personality and the environment that prevailed leading up
too and between the first two audits. Between the first two demand audits of 2004 and 2006, the organisation
conducted a staff opinion survey on a wide range of issues. Detailed workshops with a focus group from the
Customer Service Centre (some 35% of the 2004 demand audit population) suggested staff were unwilling to
participate in process creativity and innovation to improve service delivery. The main issues were
management and leadership; lack of trust due to “a blame culture”; and the lack of defined boundaries
between roles and responsibilities. Once these issues were seen by staff as being addressed, there was a
noticeable improvement in the rate of creativity and innovation. Basically staff were simply “keeping their
heads down” until such times as a more enlightened management was in place and that they trusted the new
regime.

8.2 Knowledge transfer

As the Service Improvement Team began to close off remedial actions identified through demand audits,
knowledge experts in the system, and the lack of knowledge transfer; levels of non-conformance began to
fall (see figure 12).
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Figure 12: Total non-conformance 2004 — 2007

The introduction of the knowledge and learning pack in 2006 (figure 5) was designed to capture the tacit
knowledge of the experts in the system; and through a programme of codifying and retraining, knowledge
transfer could take place. Figure 13 below highlights the impact that this programme had on the number of
staff dealing with levels of non-conformance greater than 15% of their total effort. In 2004 the total number of
staff was 60, by 2006 53 were dealing with less non-conformance; a drop of 88%; and in 2006 the number of
staff was 69 and by 2007, 58 were dealing with reduced levels of non-conformance; a drop of 84%.

| 2004 >=15%| 2006| 2006 >=15%| 2007

Identification Marcomms - - 6 5
Quote to order PSU Sales 12 11 6 6
Partner Sales - - 5 5
Commercial Sales 3 3 - 3
Consumer Sales 1 1 5
Pricing & Licensing - - 1 1
Invoice and fulfilment CsC 28 22 30 18
Digital Supply 11 11 6 6
Finance 5 5 2 2
Post sales support PPSS - - 8 7
Total 60 53 69 58

Figure 13: Reduction in nhon-conformance with knowledge experts 2004 — 2007

8.3 Space

Creativity is not an event, it is a process. During the workshops between the first two audits it was an often
expressed perception that staff did not have the time to change the way they do things. Some processes
mapped were running to near capacity in relation to the number of people employed on it. There was a lack
of thinking space that negated staffs ability to be creative, and initiate change, through successive
approximations of the desired end result. It was soon realised that the Service Improvement Team were in
fact fulfilling this requirement.

Creativity involves a shift in the focus of attention and mode of thinking as we attend to what is working and
not working. It can be individual or shared, involve instant judgement or long term testing. In most cases
there are many shifts between these two modes of thought. Robinson (2003). People don't have enough
time to learn when process are running too or just above capacity. An exclusive focus on efficiency can
discourage learning; managers who overemphasize results can subtly discourage technologies, skills or
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practices that make new approaches viable (Edmondson 2008). In a customer service environment staff
have to have space to encourage the sharing of analysing insights, questions and problems.

8.4 Reward systems

Currently, the organisation is implementing a new performance related pay system related to behaviours,
skills and competencies, which are hoped, will act as a major incentive within the organisation. However,
unless the employees see process key performance indicators directly relating to the new performance
related pay system, such a reward scheme will fail to support the successful implementation of new
behaviour. At present there is no evidence that the new reward scheme will encourage process creativity
and innovation. In fact, should reward be received without processes working as hoped, this will reconfirm
old behaviours and make successful implementation of changes to process innovation even less likely.

8.5 Power

By definition intentional networks have at their centre a knowledge hub actor who is a gatekeeper to the
creation and transfer of knowledge. The focus of process demand on these players is predicated on their
ability to expedite the creation, acquisition and transfer of knowledge required. This can create positions of
power within the network where the player may exercise a dominion over others in the network according to
social conditions and personal character traits exerted at the time of exchange. Intentional networks are
"egocentric" networks that arise from individuals and their communication and workplace activity Nardi et al
(2000).

These networks are personal; in contrast to communities of practice where workers inhabit a shared cultural
space, intentional networks are the creation of individuals. Joint activity is accomplished by the assembling
of sets of individuals derived from overlapping constellations of personal networks. These individuals have to
create sufficient shared understanding to get work done, but such understanding must be collectively
constructed rather than existing historically in an ongoing community or organization. An intentional network
is often much more distributed than a community of practice. Workers are not thrown together in situation-
dependent ways or assembled through outside forces. Instead, work activities are accomplished through the
deliberate activation of workers' personal networks.

9. Conclusion

This paper has shown that many knowledge management implementation problems are about the way the
processes and systems for knowledge creation are being developed in isolation from the social systems of
the organisation. Rather than being a process problem, poor knowledge emergence from a new system is
more likely to be a communication and learning problem where there is a failure to engage with the
individuals who are within the system.

However, at present many of these issues do not seem to be taken as seriously as they need to be within
the organisations themselves. Organisations do not spend enough time diagnosing the root cause of failure
to transfer knowledge within the process. Social networks exist for a reason, either to make an existing
process work or, alternatively, to by-pass the codified process due to failure in people who may be wedded
to the security of known relationships and wont change; or IT systems incapable of automating process
requirements. Merely codifying the process as maps and local work instructions is vital but is nowhere near
enough to anticipating entropy in the process as customer demand begins to drift away from the capability of
a process to deliver the need of that demand. In many businesses it is this gap that increases in size due to
management nescience as they focus on process output, by which time it is too late, rather than process
input (knowledge transfer through social networks). It is this unconscious focus on outputs that cost
organisations so much. By spending more time on organisational diagnosis of knowledge, how it is created
and ultimately transferred (or not as the case may be) that benefit will accrue sooner, money will be saved
and the pain outlined in this case study avoided.

Knowledge management caters to the critical issues of organisational adaptation, survival, and competence
in an increasingly discontinuous environment. Essentially, it embodies organisational processes that seek to
maximise the combination of data and information processing capacity of information technologies, and the
creativity and innovation of the people who work in it. Up until now the maxim seems to have been that
investments in new technology somehow results in improved business performance; well, managers should
ask themselves whether success gained so far was due to an era of competitive advantage based upon the
management of information as opposed to one based upon knowledge creation in a learning organisation.
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Enterprise wide knowledge management systems are not a panacea for solving the problems of sharing
knowledge in a company that aspires to be a learning organisation. Important though such systems are, it is
the successful management of business processes as well as the cultural issues that relate to the way
people are prepared, and have an ability, to share information that are of fundamental importance. The best
practitioners have long realised that its people that matter, and that it is the human aspects of knowledge
creation that are critical for facilitating an enquiring mind and sustaining the learning organisation.
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