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In an e-learning production company of approximately 50 multidisciplinary employees, senior
management have highlighted that knowledge sharing is high on the agenda with social
networking tools being used regularly for file sharing and rapid communication. However,
knowledge being shared is kept inside disciplinary silos and largely explicit, such as files and
digital resources etc. (Nonaka 1994 cited in Frost, 2013).

Research suggests that tacit knowledge, although more difficult to attain, is far more valuable
for organisations trying to compete in the networked and globalised marketplace of today
(Hemmecke & Stary, 2004 and Dzekashu & McCollum, 2014 and Hedesstrom & Whitley,
2000). Panahi et al., (2012, p.1096) summarised common characteristics associated with tacit
knowledge, some of which have the potential to be made explicit (Frost, 2013); for example
knowledge that is:

& learnt through experiences, skills, observation, intuitive feeling, mental modes, beliefs,
and values;

job specific, context-specific;
experience based, knowledge-in-action;
transferred through conversation and narrative (story-telling, discussions, etc.);

know-how; or

R

experts knowledge;

This presentation discusses the implementation of a knowledge management system (KMS) to
host and share externalised tacit knowledge. WordPress[1] was selected as a platform for the
KMS, as it comes with all the desired social and collaborative (web 2.0) features synonymous
with KMS' as standard. The cyclical diagram illustrates the intended knowledge management
process (see embedded content section).

Externalised knowledge is captured using a case study template and completed collaboratively
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by a project team of various disciplines. Hemmecke & Stary (2004) suggest that activity theory
can provide a conceptual framework to promote the externalisation of tacit knowledge by
focusing on the multifaceted viewpoints of an entire activity system (project). Components of
an activity system (Robertson, 2008) were used to define the structure of the form template
(Table 1).

Table 1: Data to be captured using a case study template

Form field Data to be captured

Activity Project type

Object(ive) Project aims

Subjects Involved (project team, project sponsors, target audience)

Business needs analysis, training needs analysis, technical
analysis, demographic analysis, instructional design

Tools
methodologies, creative design methodologies, technical design
methodologies, technologies

Rules and . . . -

K Project risks identified, cultural

regulations

Division of labour Project responsibilities

Community Social environment, physical environment, technical environment

Outcomes Project scope, lessons learned

The next part of the process involves the completed case study being sent to a project panel of
experts for critical review from directly within the KMS. Once satisfied that the content is of
quality and is perceived to be of use to the wider team, it is published for wider consumption.

The site has been integrated with the enterprise social networking tool Slack, already popular
with staff, which sends automatic notification that a new case study has been posted.

Employees are able to critically review each case study from directly within the site. As
stipulated by Frost (2013), ‘[...] the individual will interact with other members of the
organization [within the KMS] and learning will take place.’ Internalisation of tacit knowledge is
therefore a direct product of this interaction.

[1] A free and open source blogging tool and a content management system (CMS)
(Wikipedia, 2014)
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Extra content

Case study template
This form has been designed to capture tacit knowledge gained by members of a project team
throughout the duration of a project. The information will be peer reviewed and once approved,
uploaded as a case study example on the Instructional Design Toolkit website. Please provide
as much or as little detail as you deem necessary to give your colleagues reasonable insight
into your design methodologies and decision-making processes.
Project Manager(s):
Designer(s):
Developer(s):
Client:

Project title:

Brief description:

To be complete by Involved

Who were the project team and what were
PM their responsibilities? Who were the project
sponsors? Who were the target audience?

Data gathering

Did you identify a business or training need?
What were the technical requirements of the
project? What was the learner
demographic? What were the associated
risks? What methods or tools did you use to
gather this data?

PM

Learning objectives

What were the learning objectives? What
PM methods or tools did you use to define
them?

Instructional design

What methods did you use to gain the



PM

Des

Dev

PM, Dev, Des

PM, Dev

PM, Dev

learners attention and why? What learning
activities did you use and why? What
assessment approach did you use and why?

Creative design

Please provide information on some of the
creative design decisions you made during
the design phase. What influenced these
decisions?

Technical design

Please provide information on some of the
technical design decisions you made during
the development phase. What influenced
these decisions? How did the clients
technical environment influence the
technical design decisions of the module?

Prototype

Was a prototype of the module produced?

Testing

What, if any, testing was done? Why did you
feel that testing was necessary for this
project? How did you plan the testing
phase?

Implementation

How was the module implemented? What
methods did you use and why?

Evaluation

Did you evaluate the course? What methods
did you use? Are the results of the
evaluation accessible? How will the results
influence your future practice?

Lessons learned



What went well for this project? What did not
PM, Dev, Des go well? What advice can you give to your
colleagues undertaking similar projects?

» Henry Fuller
@  20270n8 February 2015 (Edited 20:41 on 8 February 2015)

Presentation transcript
Slide 1

Hi everyone, my name is Henry Fuller and | am a Project Manager currently working for a
private e-learning development company in Leeds.

My presentation is about the implementation of a knowledge management system, to facilitate
a culture of tacit knowledge sharing within a corporate work environment.

Slide 2

So, | thought | would start my presentation off by just giving you a very brief background on my
organisation and the rationale behind why | felt it necessary to implement a knowledge
management process and system.

Our organisation develops technology assisted learning solutions, for both public and private
sector clients. We are a team of approximately 45 multidisciplinary professionals, with experts
in sales, graphic design, web design, instructional design and project management, to name a
few. There is a strong commitment from managers to more open ways of working, which is
evidenced by the recent introduction of panel meetings, which involve a project scoping
exercise between a group of multidisplinary experts at the start of every project.

However, there is concern that the explicit knowledge being shared day-to-day is often kept
within disciplinary silos, stored in personal internet bookmarks, file folders and social media
applications. Tacit knowledge — which is the knowledge that resides in the heads of individuals
- is often shared verbally, but not made explicit.

Slide 3

So, on this slide you can see a basic diagram that | have put together to show the knowledge
management process | aim to implement, which has been adapted from Wig and Agresti’'s
knowledge evolution cycle.

1. 1.The first part of the process represents the project activity itself.

2. 2.The second part of the process focuses the externalisation of knowledge. By
externalisation, | am talking about capturing knowledge that typically resides in the head
of an individual, so it can be accessed by others.

3. 3.The third part of the process focuses on how the externalised knowledge is reviewed.

4. 4.The forth part of the process concentrates on how the captured knowledge is shared
and made accessible.

5. 5.And finally, the last part of the process looks at how knowledge is internalised. By



internalised | mean knowledge that has been learnt and is retained in the head of the
individual, so it can be retrieved as and when required.

| chose WordPress as a system to facilitate this process. WordPress is an open source, full
customisable content management system, which comes with a lot of the features
synonymous with knowledge management systems as standard, such as: content quality
features, intelligent search, content tagging, user role management and much, much more...

Slide 4

So, this page shows a screenshot of the WordPress site homepage, | have labeled with the
areas that are of significance for this presentation.

The primary navigation is a multilayered menu of links that provide easy access to pages of
information and guidance, relating to all aspects of e-learning production.

The case study areas is reserved specifically to display the tacit knowledge captured from
project activity in the form of a case study.

The downloads area provides easy access to downloadable documents that can be printed for
practical use during project activity, such as an instructional design checklist. The case study
template can also be downloaded from this area.

Slide 5

For the remainder of my presentation, | will be describing the knowledge management process
| intend to implement in more detail.

The process begins with the initiation of project activity.

To fully understand what project activity is, | have used activity theory, which provides a
framework for analysing an activity from multiple viewpoints. For example, it suggests that to
understand an an activity, you must consider the subject (i.e. the person whose point of view
you are analysing the activity from), the rules, the community, the division of labour, the tools,
the objectives and the outcomes.

| decided to use this framework to design a case study template form, which will be used to
capture a more holistic snapshot of the knowledge gained from project activity. | have
uploaded a copy of this form to both Cloudworks and Openstudio for those who are interested.

Slide 6

Following project initiation, each project is now kicked off with a panel meeting, whereby the
project manager and multidisplinary experts get to together to outline the scope of the project.
At this point the team will decide whether or not the project is unique and therefore warrants
being written up as a case study. It will be a requirement for the Project Manager to make
completion of the case study template explicit within their project plan. As | previously eluded
to, the case study template has been designed in such a way, that the project manager will
need to request contributions from the other members of the project team in order to produce a
more holistic snapshot of the project activity.

Like all project tasks, completion of the template will be a pre-requisite to project sign-off,
which will be monitored by the organisations resource manager.



Slide 7

After the case study is completed by the project manager, it will then be sent back to the panel
for review. The panel will assess the case study for completeness and ask probing questions,
if necessary, to address any ambiguity in the content. Following that, the case study will also
be reviewed by the organisations quality assurance experts for typos and grammatical errors.

Slide 8

Once the case study has be signed off by the panel and quality assurance team, the project
manager will forward it on to me, who will upload it to the WordPress site and reformat it as a
WordPress page in the case study area. The material will also be supplemented with
hyperlinks to wider reading and other digital resources if it is felt that certain concepts need
further elaborating on, making it accessible to all members of the organisation, regardless of
their discipline. The case study will also be tagged with relevant key words, making it easily
discoverable through the WordPress search feature and tag cloud widget.

| have integrated WordPress with our widely used instant messaging tool, Slack. So, staff
receive instant notification each time a new case study is uploaded.

Completed case studies will also be used in panel meetings as blueprints for projects of a
similar specification, encouraging project members to reuse certain tools or approaches, digital
assets or learn from previous mistakes that could potentially be repeated.

For example, imagine that a project manager completes a unique project that involved the
development of a mobile assessment application using a particular piece of software. Before
the application is deployed, there is an extensive testing phase too make sure the application
works on multiple mobile devices, which is takes a lot of time and effort.

Their case study might include the results of that testing phase, including details such as who
was involved in testing, what devices were tested, how were the devices connected to the
internet — wifi, 3g or 4G.

Having this kind of contextual information available for another project manager taking on a
project of a similar nature would be invaluable and save both time and money.

Slide 9

Finally, as individuals apply the concepts and theories documented in the case studies to new
projects of a similar nature; knowledge will be internalised through practice. Any new findings
from the new project activity will be used to update and refine the case study, before the whole
process starts again.

Slide 10

So | hope that wasn’t too overly complicated, however | will be glad to answer any questions.
Thank you.

» Henry Fuller
8 | 22:45 on 10 February 2015
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» Louise Worsley
@ | 9:32am 15 January 2015 Permalink

| think the critical review by employyes in the Knowledge internalised in perhos the most
important stage. Especially if we are to get real value of tacit knowledge. Look forward
to hearning more on this.

| lecture in PM and one of my MSc students did her dissertation on lessons learned. She
showed that in her organisation while every project had a lessons learned report there was
little or no evidence that these reports were being accessed poset the project close.

rt Alison Walker
12:36pm 17 January 2015 Permalink

Hi Henry

| work with a couple of organisations that have exactly the issue Louise's student
experienced, so | will be very interested in your presentation and how something like this
could be rolled out. The organisation's have processes in place as part of the PIR (post
implementation review) for each project but this is where the overall system falls down as
there is no consistent completion of the process. Pressure is on the PMs to get to the next
project as quickly as possible and so their focus is on starting the next not completing the
last. In your situation "senior management have highlighted that knowledge sharing is
high on the agenda" | would be really interested to hear how important you consider this to
be for the successful implementation of a system to share tacit knowledge

» Henry Fuller
. 4:55pm 21 January 2015 Permalink




Hey guys, thank you so much for bring these points to my attention, as they had been
somewhat overlooked. However, now | have a solution, which you will hear all about in my
presentation!

» Louise Worsley
- 4:03pm 22 January 2015 Permalink

One of the solutions adopted by Woolworths (South Africa) was to bring leassons learned
into project initiation. Every project in initation has to identify a project it is like that has
been done before. If there isnt one - we can all panic!

» Stefanie Anyadi
. 12:37pm 24 January 2015 Permalink

Sounds really interesting, Henry, and something that might be useful in lots of
organisations (including my own!). One problem we have had with using a wiki for sharing
best practice is that people often are so busy that they feel they can't spare the time to
contribute to these repositories. How would you try to overcome that issue?

It would also be good to think about how you can help people retrieve relevant case
studies. Will you have a search facility? How will you make sure that certain tags are used
consistently?

Catherine Dartnall
4l 11:40am 6 February 2015 (Edited 11:43am 6 February 2015) Permalink

Hi Henry

I'm really interested in your project as | too am involved in Workplace learning. Identifying
and sharing tacit knowledge (in an engaging manner!) is a challenge. | have previously
designed Sharing Workshops for a business where cross-functional teams with mixed
experience of a system come together to share tips and hints and also explore new topics.
This workshops has a 'Share your Story' element to it at the beginning where everyone
writes a tip/hint or story onto a sheet of coloured paper and displays it on the Sharing Wall
in the breakout area. During the workshop participants are free to view the stories and to
discuss these with each other in more detail. After the workshops | have photographed
the stories on the wall (hence my desire for coloured paper as it looks far more
appealing...) and then created a photo album from the day which is uploaded to a VLE.
Previous photo albums are then introduced to new workshop participants when they come
to their workshops. | think that it could be a challenge however to maintain momentum for
sharing after the initial workshop experience.

As Stefanie says, time is always an issue however having witnessed the amount of time
that can be saved by picking up on tacit knowledge held by others | know that it is more
than worth the investment. | suppose we need to be able to identify and communicate this
value to others?

Your case study template looks thorough and appears to capture all of the elements. |
wonder if it would help engagement if individuals talked through their key lessons learnt in
a 'project showcase' environment to bring this information 'to life' and to help engagement




on a more personal level? The case study template content would then be available
afterwards for people to drill down further into the detail.

Looking forward to your presentation on Wednesday to find out more as this will all be
really useful for me too.

Catherine

\. S

s N

] ' Dr Simon Ball
i 10:23am 12 February 2015 Permalink

Your questions and comments from the live conference presentation are below:

# |s the wordpress site hosted on a private intranet?
& did you find activity theory useful (if so how?)

& Great idea to for sharing tacit knowledge amongst project managers - this is a
problem | come across in many organisations | work with

# Yes - the power of wordpress should not be underestimated - ASK Martin :-)

# | think it's a good idea to tie completion of the case study template to project sign
off to ensure that this tacit knowledge is captured rather than overlooked or viewed
as optional

& how does your organisation view issues of confidentiality or competition?
& So it's not something that will be made generally available?

# Have you had any feedback from Project Managers so far as to how useful they
think this will be?

% Do you need to be a techie to set up wordpress?

Jane Ballans
1:56pm 13 February 2015 Permalink

Hi Henry, So sorry not to have heard your live presentation, however | have listened to the
recorded session and wanted to add a little feedback. | found your presentation interesting
informative and particularly apprecviated the clear rationale and the very clear explanation
of KM process. It was a very professional presentation.

Nice slides! Definitely made me feel | need to up my game!!
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