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ABSTRACT

Five years ago a grass-roots effort was started to implement Knowledge Management (KM) at Boeing Canoga Park (BCP). The dedication of the personnel and management involved was extraordinarily high. However, resources to support these efforts were limited. As a result, many teams implemented their own methodologies, each one being similar yet distinct. Approximately a year ago, funds became available for developing a unified strategic approach to Knowledge Management. These numerous independent efforts have made developing this plan challenging. Consequently, we have gained experience from developing, implementing, and integrating Knowledge Management processes and tools, which has led to several valuable lessons being learned. Perhaps the most valuable lesson is the importance of understanding the culture of the organization, to facilitate change in a concrete, meaningful way. While numerous tools are either presently available, or currently in development, we have come to realize none of these tools will be of use without a culture that values the sharing of knowledge. True Knowledge Management is impossible without involving the entire organization and having strong management support.
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What is Knowledge Management?

Knowledge Management is the systematic process of finding, mapping, selecting, capturing, organizing, distilling, and presenting information in a way that improves an employee’s comprehension in a specific area. Its benefits to the business are numerous. Some of these benefits are:

· Improves first time pass through

· Provides effective problem solving

· Increases insight and understanding based on past experiences (Lessons Learned)

· Provides a focus to acquire, store, and utilize knowledge for problem solving, dynamic learning, strategic planning, and decision making

· Helps to protect intellectual assets from underutilization and decay

· Adds to competitive intelligence

· Increases decision making flexibility

KM is most often seen as addressing two distinct areas of an organization's business activities. The first is external, and is frequently referred to as "leveraging intellectual assets." It manifests itself in creating new business opportunities, primarily by looking for different ways in which to apply the knowledge gained by an organization in the exercise of its core competencies. The second is focused primarily on an organization's internal workings, and is about connecting people to people and people to information to maintain competitive advantage.

There are also two basic tracks, or methodologies, with which to approach the concept of KM. The first treats knowledge as an object that can be identified and handled using information systems. These systems include artificial intelligence, reengineering, and groupware, among others. The second track looks at people and their management. To the people involved in this track, knowledge is seen as a process to be changed and improved.

The former is developing rapidly, as new technology comes on line, whether it be faster processors, wireless communications, new forms of data storage and retrieval, or new software for organizing and comprehending information and data. The latter, however, is where the real developmental difficulty lies. Numerous problems are inherent in teaching people, and getting them to accept and use new methods for acquiring and, especially, for sharing knowledge.

Although we believe it is necessary to develop new methodologies and tools for capturing and sharing knowledge, we are also convinced this could be accomplished with the technology and training systems presently in use. We are not convinced, however, it can be done without a fundamental change in the nature of how we work together as an organization. In other words, although we see technology as useful in facilitating the growth of a knowledge sharing organization, absent a culture that values such sharing, software and tools will not create it for us.

Types of Knowledge

Two essential types of knowledge are generally recognized: explicit and implicit (herein referred to as tacit). Explicit is defined as ". . . fully revealed or expressed without vagueness, implication, or ambiguity: leaving no question as to meaning or intent."1 Explicit knowledge resides in such places as specifications, historical databases, material properties, and the laws of physics. This knowledge is easier to find and comprehend in comparison with tacit knowledge. At BCP, the majority of our previous efforts at managing our knowledge have been directed at storing, retrieving, and analyzing the explicit information we have either discovered or created.

Despite numerous definitions, and some disagreement on exactly what KM is, there appears to be a great deal of agreement on the type of knowledge presenting the greatest potential benefit to a business - tacit knowledge. IBM states the issue thus, ". . . lots of valuable knowledge 'falls through the cracks' within business organizations, never finding its way into databases, process diagrams, or corporate libraries. As a consequence, much of what the firm 'knows' remains unknown or inaccessible to those who need it. Such knowledge is present within the organization, but it remains hidden, unspoken, tacit. In business organizations, this hidden or tacit knowledge takes one of two forms: 1) knowledge embodied in people and social networks, or 2) knowledge embedded in the processes and products that people create."2

Tacit knowledge, therefore, represents at once both the most important type of knowledge and the least accessible form of knowledge. It is invaluable in efficiently carrying on the activities of an organization, yet is exceedingly difficult to harness in a meaningful way. Even when an organization is able to somehow chronicle the experiences of its employees, it does not follow that the organization will be capable of passing that knowledge on in a manner both easy to access and assimilate.

The pervasiveness of tacit knowledge highlights the difficulty of acquiring, retaining, and disseminating what, through years of experience, has been gained by a company's workforce. It is not the same as simply cataloguing items such as tools used, temperatures achieved, lead time per component, and supplier on-time reliability, nor even placing all this information within easy reach through the company intranet.

Inherent in the definition of tacit knowledge is its ephemeral nature, the difficulty of conveying things that are understood, at times, only subconsciously or of which people are only vaguely aware. This is probably one of the most difficult tasks faced by any organization, given our current state of development in the field of KM. We believe it is also the area of knowledge that presents the richest opportunities for leveraging our intellectual assets.

What We’ve Learned

Getting Started

In December 2000, the BCP KM team came together to establish our direction and review responsibilities to provide a deliverable product, a strategic plan. We realized early on that we had limited knowledge and experience in KM. Even though we knew that KM was needed and would work at BCP, we did not have a road map to implement this new business practice. We researched KM, we shared articles among team members, ordered and read books on KM, explored sites on the Internet and found the American Productivity & Quality Center web site (http://www.apqc.org/). These activities initiated our Knowledge Management effort.

After reviewing a number of upcoming KM industry classes, the team decided that one member should attend APQC’s KM courses in Southern California. This decision was based on location, affordability, and timing. The attendees were from companies large and small across the country with KM efforts at various stages of development. This forum provided an extremely open interaction on all topics among everyone present. The attendee subsequently shared and documented the acquired knowledge with the rest of our KM team through a presentation of the class notes.
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Figure 1. APQC Road Map to KM Results: Stages of Implementation(
Before attending the courses, we reviewed and completed the online evaluation to determine the maturity of our KM activity. Figure 1 shows APQC’s Road Map to KM Results: Stages of ImplementationTM. We realized that our KM process was at Stage 3, but we needed a champion at the executive level to effectively implement KM at BCP.

Characteristics of KM Champion and Project Advisor

Implementation of any project is easier with support from the highest possible level of management. Fortunately, the champion for our team is the Deputy General Manager for Canoga Park, who understands the importance of Knowledge Management for all programs and processes. Our champion actively participates in all activities and is an innovative, bold supportive visionary. For instance, at the Knowledge Management Users’ Group (KMUG) Meeting, he shared his vision during a roundtable discussion. He also participated in the executive survey, which provided the team insight into BCP KM needs. An important step for the team was when our champion chaired the executive management review of the strategic plan and subsequently oversaw the KM budget planning for the next fiscal year.

Another essential team member is the project advisor. It was imperative that the advisor provides guidance through the political landscape. Our team’s advisor coincidentally was and is the director responsible for the project. With his counsel, the team was able to develop a strategic plan describing the behaviors, tools, and responsibilities of KM at our site. He initially contacted the BCP executives, thereby opening the door for the team to conduct the interviews. He also participated in all events with the KM Champion.

Team Structure

Although the BCP Knowledge Management team started as a small core group, we expanded according to needs and common interests. It was beneficial to have representatives from various functions as illustrated in Figure 2. The variety of each member’s background, perspective and KM experiences enriched the overall team.
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Figure 2. Knowledge Management Team Composition

The team evolved to a Community of Practice, which in essence is a group of people who share similar goals and interests. Our norm became collaborative sharing on a regular basis. Collaboration was aided by having a home both physically and electronically for the team to meet. The team adopted the Boeing Canoga Park Library as the standard meeting place given that the location was within walking distance for 90% of the members and had space available to be used as a strategy room. Also, we developed a website as a portal. The purpose was to have one location where BCP employees could view Boeing KM tools and resources, our meeting minutes and announcements of future events. Before opening the KM portal, we realized we needed a brand. As a result, a logo (Figure 3) was developed based on an earlier BCP KM effort.
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Figure 3. BCP Knowledge Management Logo
We realized early on that we are more successful as a unified team and not as individuals. Fortunately, everyone came to the team with a commitment to a common objective, institutionalizing effective use of corporate knowledge.  We strongly recommend that a KM team be composed of cooperative, supportive, committed unselfish individuals with varied expertise.

Assessment of Knowledge Management Needs

Our research showed us that Knowledge Mapping is critical in identifying areas of knowledge that are not otherwise apparent. In support of this exercise our team conducted three surveys, which address the KM needs and current practices of three focus groups. The groups were executive and upper-level management personnel, the attendees at the site-wide Book Fair, and the content owners/webmasters of the BCP websites with databases.

Thirty-five management team members were interviewed in person. A wealth of information was obtained through the one-on-one interaction versus an electronic submittal. The executive survey consisted of the following four questions.

1.
How can Knowledge Management support your strategic business objectives in the next few years?

2.
In five years, how do you envision knowledge being used in the processes executed by your organization?

3.
How can the information flow within your organization be improved?

4.
What knowledge would you like to capture in your organization?

An industry standard correlation process was applied to the Executive Survey results, which resulted in eleven Knowledge Management needs for their respective product and process teams. Those eleven needs were then presented to the survey participants to elicit their ratings of importance. The KM team then compiled and correlated 28 approaches to address these 11 needs. The result was a prioritized list of 28 interrelated approaches, which were categorized as follows:

· Behaviors that need to be developed and recognized

· Tools and processes that need to be implemented

· Responsibilities to be recognized and accepted

These approaches were the basis for developing and proposing projects for the next fiscal year. The projects were divided into eight categories with an estimated funding profile, which became our five-year roadmap. The maturities of the projects were identified either as plan, development, implement, or maintenance.

Promotion of Knowledge SHARING CULTURE

We clearly understood from past business implementation changes that the culture of a business changes only as behaviors change. Events, such as the KMUG meeting and the Knowledge Management Share Fair heightened the awareness of employees to what KM is and how the tools can help make everyday tasks easier. The KMUG meeting was a daylong event where eight Boeing-wide teams shared information about their KM projects. The meeting ended with a lengthy roundtable discussion planning where Boeing goes from this point. The Share Fair was a lunchtime event (approximately two hours) for teams across Boeing to meet with employees and vendors to exchange methods of capturing, storing, and retrieving valuable information about all facets of the business. Nine vendors and 13 Boeing teams took part in the fair (see Figures 4 and 5). To reach those employees across the Boeing enterprise, we compiled a 12-minute video highlighting the speakers, teams, and vendors.
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Figure 4.  BCP Knowledge Management Share Fair Brochure (Exterior)
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Figure 5. BCP Knowledge Management Share Fair Brochure (Interior)

Conclusion

As the pace of change in business increases, it becomes more imperative for an organization to improve its ability to capture, organize, and disseminate its collective knowledge. This enables a company to stay ahead of its competitors and remain relevant in business. We believe it’s not just the knowledge you gain, but the knowledge you keep and reuse that is important. In keeping it, it’s not just the knowledge you possess, it’s the knowledge you readily have access to that provides competitive advantage. 

To have access to BCP’s knowledge and expertise, we must create not only a learning organization, but also an organization that values sharing knowledge. We must recognize the value of our employees’ contributions and the need to build our future on the lessons of our past. Successful transition to a knowledge sharing culture is only possible with the executive champion’s and the project advisor’s strong support, vision, budget, and guidance on which a solid foundation is built. The initial steps that we have accomplished mark the beginning of our KM efforts. The Trail2 Knowledge will allow us to continue to develop the culture, build the structure, and implement the processes in the years to come.
Glossary

Community of Practice (CoP) – A phrase coined by researchers who studied the ways in which people naturally work and play together. In essence, communities of practice are groups of people who share similar goals and interests. In pursuit of these goals and interests, they employ common practices, work with the same tools and express themselves in a common language. Through such common activity, they come to hold similar beliefs and value systems.3
Culture – The environment that influences behavior in an organization; decision making; and the organization’s approach to markets, customers, and suppliers. The underlying beliefs of our culture are transmitted through everyday language and actions.

Knowledge Mapping – An activity to determine in which areas a company is managing its knowledge well and where improvements are warranted. Knowledge Mapping consists of a review of the organization's knowledge needs, assets, and information structure both in terms of tacit and explicit knowledge. Knowledge Mapping systematically identifies where valuable knowledge is being created, how it flows, where and in what format it is stored, and who uses it.
ACRONYMS

	KM
	Knowledge Management

	IR&D
	Independent Research and Development

	KMUG
	Knowledge Management Users’ Group

	CoP
	Community of Practice
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