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	SUMMARY OF PROJECT (not to exceed 350 words):
Much of the key research in the field of Knowledge Management carries an inherent set of assumptions as to the nature of the organisations under investigation, such as the fact that the organisation is a large one. As a consequence of this, Knowledge Management papers tend to focus on the distinctions such as: management-led initiatives versus grassroots initiatives, and the importance of inter-departmental communications, but for smaller organisations these types of issues are minimised or completely absent. 

This project will look at models and techniques from the existing body of Knowledge Management literature (with its focus on larger organisations) and look at how these approaches may need to be modified for smaller organisations  and teams. A number of techniques will be investigated, and a smaller number will be fully developed specifically for the (small) target team based on their needs. 

A preliminary survey will be undertaken of employees in organisations with already working Knowledge Management systems to investigate the validity of a range of approaches, and research in the area will be used to choose the specific technique(s) to be applied to the target smaller team. One potentially fruitful approach that will be investigated will be the new available range of visualisation techniques, in an effort to impart a sense of ownership of the Knowledge Management system to the employees in the organisation.   

The usage of the developed system will be monitored and the visualisation techniques assessed through interviews with the employees who used them. Finally, the results of the implementation will be examined under a wide range of conditions, such as the scope of the system, accessibility, the emotional response of the employees and the continued usage over a sustained period of time.



	OTHER INSTITUTIONS / DEPARTMENTS / PERSONNEL ASSOCIATED WITH THE PROJECT:        

	Management Consultancy, Legal, and Accountancy Firms in Ireland will be targeted for questionnaires. This will be through online surveys emailed and posted to forums.

People from small to medium sized companies (a few have been identified, but their companies’ names are not necessary and will not be mentioned) will be interviewed on the Knowledge Management system in place in their company.

Compufast Software Ltd is the test company, where employees will be asked to start using the new Knowledge Management System, some of whom will be using it through the visualisation techniques, and some will not. Full permission has been given for this testing.


	FULL DESCRIPTION OF PROJECT: 

	Project Background
Knowledge

It is generally accepted that there are many forms of knowledge, with the two main classifications being implicit and tacit. “Explicit knowledge can be expressed in formal and systematic language and can be shared in the form of data, scientific formulae, specifications, manuals, and so forth.” [12] p. 494

Tacit knowledge is a much more elusive form of knowledge, existing in the minds of people, and often very difficult to extract from those minds and articulate. Tacit knowledge could even be described as hidden knowledge, as sometimes people are not even aware they possess the knowledge. However everyone possesses some explicit and some tacit knowledge, with Nonaka producing the relationship between the two in the Knowledge Spiral in 1995., shown in Figure 1.

Figure 1 [5]
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The spiral shows how a person’s knowledge evolves, as they move through the four quadrants: Socialisation; Externalisation; Combination; Internalisation. This represents the learning process, the creative and discovery process (when people essentially create knowledge by coming up with new ideas), and sharing knowledge. People the world over go through these processes constantly, but the field of Knowledge Management has arisen and evolved to maximise the impact of knowledge, and the value associated with it, for the use of an organization. 

	Knowledge Management

There are many definitions of what “Knowledge Management” is, depending on the source, and the audience.

Managing the knowledge within an organization and exploiting it to its full and complete potential should reap huge rewards for the organization. According to Clark and Rollo [1], 42% of corporate knowledge is held within the employees’ minds. This is a staggering statistic, as up until quite recently the focus has been on tangible assets (property, hardware, production etc). As modern society’s needs are changing, the focus is shifting and today’s organizations are much more than the sum of their assets.

Knowledge Management, as a discipline, aims to transform the tacit knowledge in employees’ minds into a tangible asset (albeit not as tangible as a building). By accessing the extra 42% in employees’ minds, somehow keeping it in a location external to their minds, and possibly making it available to the entire organization, the organization should benefit hugely. And so Knowledge Management projects include methods of knowledge acquisition and elicitation, to extract the knowledge from the expert employees, as well as implementation of software to store and share the knowledge. 

It is still a growing field though, with most successful Knowledge Management systems belonging to large, multi-national companies with extensive resources to put into the project. Even for companies with huge resources, successfully implementing a KM system can be very difficult. As time goes on though, it is inevitable that Knowledge Management will become an integral part of any organization, as we move further into a society dominated by information (and knowledge).

Knowledge Management Systems can range from anything as small as an interactive whiteboard in a social setting, such as a coffee space, to a huge integrated system incorporating wikis, Communities of Practice, full-time Knowledge Managers, ongoing processes including AGILE methodologies... etc. The extent of the system depends on the size and requirements of the organisation. For instance, a small company with 20 employees will not require a full time manager; a wiki would probably suffice, however a company with a few thousand employees would hardly notice a wiki. Choosing the format of the knowledge management system to implement is a huge decision, as implementing the wrong kind of system would be more costly than no implementation at all, as in the case of Lale, Flemming and Jorgen (2006) [8].

KM Implementation

Implementation of the system is the step where most companies fall down: introducing a new Knowledge Management System is a huge adjustment for any organisation, and change management must be handled accordingly. The implementation of a KM system has a greater effect on the day to day activities of many employees than most other system implementations; it is a greater than average change. The theory behind knowledge management systems shows that they do have many positive effects on organisations [6], but the discipline as a whole suffered a lot of bad press when a large number of companies were not able to implement the change effectively. With successful implementation, a knowledge management system should be able to provide 

Davenport and Prusak are leaders in the field of KM Case Studies, having published a book [2]. 

. In many of the large organisations this is dealt with by employing a full time Knowledge Manager, who can oversee, or “champion” the KMS. Unfortunately this is a constant drain on resources, and is simply not feasible for many smaller organisations. Without a full time champion, the KM procedures themselves fade away, and companies may just be left with a dormant application.

Change Management

Change Management is, as the name suggests, concerned with managing change in organizations. It was pioneered by individuals in large organizations (Marshak, R.J. (2005). Contemporary challenges to the philosophy and practice of organizational development. In David L. Bradford and W. Warner Burke (Eds.) Reinventing organizational development: New approaches to change in organizations. San Francisco, CA: Pfeiffer.) who had interests in making widespread changes in the organizations to keep a competitive edge, but where it was acknowledged that many employees did not respond well to changes. For example, Julien Philips in (Phillips, J. R. (1983). Enhancing the Effectiveness of Organizational Change Management. Human Resource Management, 22(1/2), 183-199. Retrieved 12/21/11 from http://onlinelibrary.wiley.com/doi/10.1002/hrm.3930220125/abstract)

Today there are many manuals and guides for organizations to use to ease the change process, mostly covering some or all of the following (not a definitive list): 

1. Fear (of failure)

2. Negative feelings toward the new change, people like their own styles/ unwillingness to learn

3. Lack of interest in the new method/system

4. Lack of understanding of the positive/necessary outcomes, not seeing the need

5. Lack of trust in the implementers of change

6. Concern about support systems

7. No faith in the process

8. Reluctance to leave comfort zone

9. Loss of control

10. Not wanting to have to learn something new

11. Change Team leaders pushing too hard

12. Not being consulted/informed correctly

http://www.torbenrick.eu/blog/change-management/12-reasons-why-people-resist-change/
http://www.pbsconsulting.com/articles/resistchange.htm
http://www.velaction.com/8-reasons-people-resist-change/
http://www.slideshare.net/frankcalberg/5-reasons-why-people-resist-change
For any organization to effectively implement any kind of changes these points need to be taken into consideration. In fact, there are also some opinions that people dealing with change is similar to dealing with grief, and that these people will need time to go through the five stages, in some way. 

http://jama.ama-assn.org/content/221/2/174.short, Kübler-Ross, E. (1969) On Death and Dying, Routledge, ISBN 0415040159
There are many ways to overcome resistance, (HBR – Choosing Strategies for Change, saved), including proper analysis of the changes needed where and the resistance expected for each of these changes, planning the change appropriately – especially the speed of the change, and using a number of methods, including education, participation, facilitation negotiation and coercion to counteract any resistance.

A bit on the Balanced Scorecard?

Visualization

Evaluation and self-evaluation techniques are part of change management tools (Leong, 2008… Leong, J. (2008) “Academic reference librarians prepare for change: an Australian case study”, Library Management, Vol. 29, No. 1/2, pp. 77-86)

The importance of visualisation tools for participatory management, shared understanding and decision process has been highlighted by Platts and Tan (2004… Platts, K., Tan, K.H. (2004) “Strategy visualisation: knowing, understanding, and formulating”, Management Decision, Vol. 42, No. 5, pp. 667-676).

(http://www.citeulike.org/user/Schopfel/article/6307735)


	The biggest issues that companies face when trying to implement a KMS is the attitude of the employees of the organisation. Many employees resist the new KMS for a number of reasons: unwillingness to give up their information (a belief that knowledge is power); unwilling to put time or effort into a separate project which does not reveal immediate results for the employee concerned; fear that by outlining exactly what knowledge a person has, it will only highlight what knowledge they do not have (which they believe they are already supposed to have); as well as the typical issues of people’s negative reaction to change.
Once, or indeed if, a KMS has been implemented successfully, it can often only remain effective for a short period of time. After the initial impetus and momentum of installing some new application has worn off, people can revert back to their old ways. In many of the large organisations this is dealt with by employing a full time Knowledge Manager, who can oversee, or “champion” the KMS. Unfortunately this is a constant drain on resources, and is simply not feasible for many smaller organisations. Without a full time champion, the KM procedures themselves fade away, and companies may just be left with a dormant application.

Change Management

Change Management is, as the name suggests, concerned with managing change in organizations. The discipline has been led by members of large organizations (Marshak, R.J., 2005) who were focused on implementing making widespread changes in the organizations in order to maintain an edge over their competitors. However it was acknowledged that many employees did not respond well to changes, as in Philips, J., (1983). 

Today there are many manuals and guides for organizations to use to ease the change process, mostly covering some or all of the following (not a definitive list) [16] [13] [18] [4]: 

1. Fear (of failure)

2. Negative feelings toward the new change, people like their own styles/ unwillingness to learn

3. Lack of interest in the new method/system

4. Lack of understanding of the positive/necessary outcomes, not seeing the need

5. Lack of trust in the implementers of change

6. Concern about support systems

7. No faith in the process

8. Reluctance to leave comfort zone

9. Loss of control

10. Not wanting to have to learn something new

11. Change Team leaders pushing too hard

12. Not being consulted/informed correctly



	For any organization to effectively implement any kind of changes these points need to be taken into consideration. In fact, there are also some opinions that people dealing with change is similar to dealing with grief, and that these people will need time to go through the five stages, in some way. [7]

There are many ways to overcome resistance, including proper analysis of the changes needed where and the resistance expected for each of these changes, planning the change appropriately – especially the speed of the change, and using a number of methods, including education, participation, facilitation negotiation and coercion to counteract any resistance.

Visualization

Evaluation and self-evaluation techniques are part of change management tools (Leong, 2008) [9] These tools are highly important for participatory management, shared understanding and decision process has been highlighted by Platts and Tan (2004).

Visualisation tools can help people se the benefits of a process more easily, from competitive sports, to performance, and to change in organisations. If employees are able to directly see where a process belongs in an organisation, and their involvement in the process, they will feel more ownership over the process and be a stakeholder in its success.

Types of Visualisation Tools include graphical representations and flow  of a process (or organisation), and future planning.

Visualisation has been shown to be effective in the are of Knowledge Management [3], although that research is specifically concerned with knowledge creation and transfer, it is suggested that these techniques can be applied to all areas of Knowledge management.



	Project Description
Project Description

The project focuses on evaluating the effectiveness of different techniques used in large-scale companies to implement knowledge management systems, and examining whether these techniques can also be used in much smaller companies, or teams, specifically with the use of visualisation tools. Thorough research into the area will be carried out, after which an experiment will be conducted to test the techniques.

It will involve gathering information from employees in organisations that have working knowledge management systems: surveying those in large-scale organisations and interviewing those in smaller scale organisations. 

Questionnaires will be circulated to employees in large, multi-national legal, accountancy and management consultancy firms. These organisations have been targeted due to size and their experience with Knowledge Management systems. These employees will be questioned on the Knowledge management system in place in their organisation, if they use it, and their general opinions on the system, as well as how the system was introduced to them.

A number of individuals in small to medium sized organisations that have working structures to store and share knowledge have also been identified, and will be interviewed for a more in-depth insight into the questions above; how the system works, how employees view the system and how it was introduced to them.

These quantitative and qualitative results, as well as those from a thorough literature review, will be used to identify a number of tools and techniques which were useful in allowing employees to take ownership of the system and continue to use it beyond the end of the system set-up. Of the tools identified, some will be selected to be used on the sample group at Compufast Software.

A basic Knowledge Management System (a Drupal Content Management System) will be set up in Compufast Software, and employees asked to use the system over a period of several weeks. A sample group will use the system through the visualisation techniques, while a control group will use the system as is. The usage of the system will be monitored and at the end of the test period both groups will complete the same survey and interview process as the employees mentioned above. 

From these results the effectiveness of the tools chosen, and the visualisation techniques used to enhance the tools, will be analysed. The key focus will be on the usage and the feeling toward the new system; usage can be monitored by the roles assigned to each employee when they log into the Drupal site (all activity is recorded), and the opinions will be disclosed in the questionnaire and interview processes.

The results of this experiment will also be compared to the feedback from the original large and small companies.



	Project Aim 
Not to exceed 250 words

This research aims to identify companies, large and small-to-medium, that have Knowledge Management Systems in place, and through the use of questionnaires and surveys respectively, outline the methods and techniques used by these organisations to implement the systems effectively; to create a stakeholder relationship and sense of ownership about the new system.

The set of methods and techniques used above will then be filtered to produce a smaller set that can be used specifically for smaller organisations and teams. These techniques will be enhanced and presented to one sample of employees in a test organisation, for use with a basic Knowledge Management System, while they will be presented with no enhancements to a control group of employees from the same organisation. The enhancements will be centered around visualisation techniques.

The usage and opinions of the new system will be monitored for each employee, and the results of the control group and the group using enhanced tools will be compared. These results will also be compared to the preliminary results from surveys and questionnaires of organisations with KM systems already in place.

The value of filtered set of implementation methods, and the use of visualisation techniques can then be inferred from the results.



	Project Objectives
1. Review implementation methods used in organisations

2. Filter those methods to outline selection to be used in test company

3. Design the use of the selected methods with visualisation enhancements

4. Apply methods to organisation, and enhanced methods to sample group

5. Monitor the response to the system through usage and opinions

6. Assess effectiveness of the methods selected in relation to all those reviewed, and the impact of the use of visualisation techniques



	Evaluation Criteria
Discuss how you intend to implement and evaluate your research. Discuss any difficulties you may have in doing so and how these difficulties may be overcome.

Literature Review

Quantitative Survey results

Qualitative Interview results

Results from experiment- usage of system (quantitative) and interview results (qualitative)



	Deliverables
List what will be the key deliverables of your research

· Literature Review

· Dissertation Paper

· SurveyResults

· Interview Transcripts

· Experiment Documentation



	Timeframes & Project Plan
Breakdown of Tasks:

· Literature Review

· Create Surveys

· Circulate Surveys

· Create Interviews

· Carry Out Interviews

· Create Basic Knowledge Management System

· Prepare Visualisation techniques

· Implement KMS

· Install software

· Employee training in software

· Apply Visualisation techniques to test sample

· Transcribe initial interviews

· Gather results from initial surveys

· Survey and Interview test subjects

· Transcribe interviews from test subjects

· Compile results

· Present results

· Write up Dissertation

· Revise Dissertation

· Submit Dissertation

· Defend Dissertation

The following represents the progression of the project on a weekly schedule, with the blue representing the specific week a task will be carried out, regardless of the length of the text.
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Risk Matrix:

Not enough Survey Results

Interviewees pull out of project

KMS does not work

Visualisations Tools not applicable

Visualisation Tools too difficult to use



	Timeframes & Project Plan
The following represents the Risk matrix for this Dissertation.

Risk impact: 1=very high, 2=high, 3=medium, 4=low, 5=very low

Risk

Probability

Impact

Response

Proposal not accepted

Medium

1

Take on board feedback, re-work proposal and re-submit

Not enough Survey Results

Medium

4

Post surveys on more forums, circulate around more companies

Interviewees pull out of project

Medium

3

Source more interview subjects

KMS/Drupal does not work

Low

3

Use a simpler wiki

Visualisations Tools not applicable

Low

2

Identify different Tools

Visualisation Tools too difficult to use

Medium

2

Identify different Tools

KMS Crashes

Low

2

Use a simpler wiki, or even shared hard drive

Employees too busy to use system

High

3

Push back by 2-3 weeks (to submit in July), or scale down length of time allocated to experiment to one week

Results Inconclusive

Low

4

This is a result in itself

There is already a working Drupal site installed in the test organisation, which reduces the risk of installation failure.



	Technical and Non-Technical Resources Required
What equipment etc you require, library resources, human resources etc you require to complete your research project

Technical:

· Personal Laptop

· Internet Connection

· Microsoft Word

· LaTex

· Back Up External Hard Drive

· Drupal Software

Non Technical:

· Library

· Survey and Interview candidates

· Partner Organisation

· Experiment subjects
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