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Purpose
• To give you a basic understanding of the 

protocol for conducting a Knowledge 
Assessment.

• This tutorial is not designed to teach you 
how to do an assessment.

This is a model… and can be adapted to almost any size 
or type of organization and unit.

Presenter
Presentation Notes
Introduction, describes a Knowledge Assessment in the context knowledge strategy leading to a KM strategy. Why we would conduct a Knowledge Assessment and makes reader familiar with common terms of reference. This section should explain the 4 types of KA we work with. 
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Types of Knowledge Assessment
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Rapid Assessment: 
Usually done by a new organizational leader to determine how the 
organization performs certain knowledge functions or how knowledge 
flows within the organization. 
Can lead to a decision to conduct a Deliberate, Abbreviated or Individual 
knowledge assessment…or lead directly to a strategy or solution.

Deliberate Assessment: 
Full 16 Stages to help the organization identify problem and then find 
solutions

Abbreviated Assessment: 
Scope is already fairly well defined and a need for change is already 
present.
Often this is driven from some top down requirement.

Individual Knowledge Assessment 
Used to identify personal gaps in our own knowledge (or that of another 
individual) and develop strategies to fill those gaps and close a 
performance gap.

Presenter
Presentation Notes
Deliberate Assessment: Full x Stages to help the organization identify problem and then find solutionsAbbreviated Assessment: When the scope is already fairly well defined and a need for change is already present. Often this is driven from some top down requirement to reduce the cycle time of a process, or make a specific department more efficient.Rapid Assessment: Usually done by a new organizational leader (or a leader with some assistance by a knowledge coach) to determine how the organization performs certain knowledge functions or how knowledge flows within the organization. The Rapid assessment can lead to a decision to conduct a Deliberate, Abbreviated or Individual knowledge assessment…or lead directly to a strategy or solution.Individual Knowledge Assessment is used to identify personal gaps in our own knowledge (or that of another individual) and then develop strategies to fill those gaps and close a performance gap.
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Mission 
Accomplishment

What do we know?

What should we know?
How do we… People Process Technology

… create a common operational vision?

… develop expertise?

… share expertise?

… determine who needs what knowledge/information?

… ensure the right people get the knowledge/information?

… move knowledge in my organization?

… store and organize our knowledge/information?

… ensure updates are shared?

… capture new knowledge/information?

Gap
People Process

Technology

Rapid Assessment

Presenter
Presentation Notes
Leaders should identify where their organizations are and where they want them to beThey should develop a “knowledge strategy” to close the gap between what the unit knows and what it needs to know to get to where it needs to beOrchestrating the relationships and functions of people and processes, enabled by technology, can help lead to mission accomplishment



US Army Combined Arms Center

AGENDA

Overview of the model

Phase by phase

Step by step

Choosing the right team
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Knowledge Assessment Process

Develop an Action Plan

Develop & Build Solutions
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8

Assess Design

Implement Develop

CollaborateNetwork

Integrate

Pilot Strategic Enterprise

WfF 
development

Evaluate

Train

Tailor 

Measure

The Knowledge Assessment… 
is in the Assess Phase of the BCKS Deliberate Process

Benchmark KM Intervention
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Trigger Event
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• Some type of contact from the customer.
• Ask questions to understand the problem, 

clarify, and get facts. 
• Do not offer solutions at this point.
• Finish conversation with the question “If 

we are successful, what will you know, 
have, or be able to do?”

Presenter
Presentation Notes
Trigger Event: Identify a need to conduct a knowledge assessmentPhone call, meeting, email…Discuss “the problem” with the customer.Listen to customer. Get facts. Ask questions to clarify. Don’t offer solutions yet.Discuss with customer a Goals for the Knowledge AssessmentUsually at this point the customer does not know if or how a knowledge solution will help his/her organization. They simply know they have a problem or have been told to modify or establish a process.Get the customer to talk about what they would like to have happen. Talk in simple terms; don’t talk technology or steps in a process. Talk about effects.Q1: “If we are successful, what will you know, have, or be able to do?” (Interview)Answers to this question might look something like:We should be able to: develop a proposal in less timesave money on travelimprove the speed at which our new employees reach a productive levelspeed the delivery of critical knowledge to our sales forceconnect our experts in Japan, LA, NY and Germany during the development of a productIdentify Customer Point of contacts (POC) that can provide information and access to key players in the organization.Identify a date and time for the next meeting or phone conference.
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Preparation
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Review Knowledge Strategy and Assessment
Review key articles, talk to people who have done it, 
develop a list of questions.

Research the Organization
History, size, what do they do, mission, essential tasks, 
locations, key players, processes, where is knowledge 
in organization, what issues cause them headaches, 
etc.
Done with 1-2 leaders, research, and a short survey 
with 7-10 employees to start.

Develop Initial Scope with the Customer
Done to present your research and develop agreement 
on the key issues and paths forward
Determine what pieces of the assessment to focus on.

Presenter
Presentation Notes
STEP 1: Prepare  Note: at this point we have not determined that a full knowledge Assessment is in order. We are starting to get organized for the needs analysis and conducting research.This step could occur in a few hours or over several days depending on the KM practitioners experience and knowledge of the organization being services. Review Knowledge Strategy and Assessment Protocol/doctrine. (Novice KM practitioners may want to review both Knowledge assessment processes and related articles oriented on what appears to be the customers “problem”.Read/Review Key Articles on Knowledge Strategy developmentRead/Review Key Articles on Knowledge AssessmentRead/Review Key Articles on Knowledge Management StrategiesTalk with experienced KM Practitioners.Develop a list of questions you need to answer during Pre assessment phase. Research the organization Many of these questions will be answered through research or by asking a customer point of contact for information. Often the organizations web site provides much of the background information. Organizational briefing and discussions with key players in the organization are other valuable sources. History, size, what they do. Organizations Mission, Purpose, Essential tasks?Where are the organizations people located? (relevant to this assessment mission)Who are the key players you must get interact with (this is likely an expansion of the POC list from the last stage)?What processes are currently in use or in question?Can you get a copy of the processes or the organizational Standard Operating Procedure?Where is the Knowledge in the organization, how is it stored, and who owns it? (Survey/Interview)What is the knowledge competence of the individuals in the organization? (Survey/Interview)How does the organization learn? (Survey/Interview)What technologies are in use? (Survey/Interview)What types of Knowledge Management Education are in place? (Survey/Interview) Who is the proponent that drives Knowledge Flow in the organization? (Survey/Interview)What are the issues that cause them the biggest headaches? (Survey/Interview)Revisit the question: “If we are successful, what will you know, have, or be able to do?” (Interview) with as many people as possible.  These questions will generally be discussed with one or two management people in a company with the consultant. To validate the answers to those questions (marked survey or interviews) asked of management above a short survey of organizational employees or interviews (7-10 people is good for a start) will help determine if there is a gap in what manage believes is the problem and what the work force sees as the issue. Develop Initial Scope with the customerThis is a Collaborative Session with the Organizations POCs to confirm what we have learned about organization or unit and made a decision about what type of assessment is recommended. This is generally done in person or as a teleconference.   Prior to the meeting or teleconference and based on research from Stage 1, Prepare an initial outline of your understanding of the organization and the company problem they are trying to solve (the gap) based on questions from IVb. aboveDevelop an initial recommendation for which type of assessmentConduct the meeting or teleconference:We will share what we learned in our pre-assessment to verify. Restate your understanding of the problem (gap)Reassess Q1 with leaders and POCs: “If we are successful, what will you know, have, or be able to do?” (Interview)Decide on a mutually approved way ahead.Schedule a face to face meeting to conduct Stage 3-5 
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Decision 1

• Determine what type of assessment to 
conduct.

• Ensure you have the best team for the 
assessment in place.
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Assessment and Diagnostic 
Questions

• Purpose

1.   Everyone has same picture of overall purpose

2.   Team discusses, agrees, and reviews clear, simple goals 

3.   Everyone follows same process for doing similar work

4.   Team looks for ways to interconnect and improve work 

processes

5.   Everyone understands the deliverables

6.   Team develops and reviews measures and milestones for  

deliverables

• People

9. People have the freedom and flexibility to do their work

8.  Team continuously clarifies roles, responsibilities, and 

competencies needed

9.  Leadership widely distributed and shifts as needed

10. Individuals are encouraged to lead and to follow as 

appropriate

11.  Key system interdependencies are clearly articulated

12.  People are encouraged to talk across levels

Links
13.  A variety of media are available and accessible

14.  Team knows how to use collaboration tools consistently 
and creatively

15.  Team has collaboratively established and actively 
applied operating agreements

16.  Team actively implements strategy for engagement 
across organization boundaries

17. Team members build “social capital” through 
multiple connections

18. Team has high level of trust

Time
19. Team has clear milestones and schedules of dates

20. People are aware of ongoing key team dates and 
cultural calendar

21. Task timelines are collaboratively established

22. Team is able to adapt to rapidly changing conditions

23. Team has clear view of its life cycle and current 
phase

24. People discuss team processes and suggestions for 
improvements

Purpose

Time

Links

People

SCALE
1 Strongly disagree
2 Disagree
3 Somewhat agree
4 Agree
5  Strongly agree
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• List of all the items in Current State
– Part I

• Org & unit vision, mission, goals
• Org structure, key stakeholders,
• External and internal environment 

including customers, competition, 
suppliers, and key products and services.

– Part II
• SWOT
• Social/information networks, feedback 

mechanisms, communication and 
collaboration,  knowledge flow, culture

• Etc.

STAGE 2: Understand the Organization and the Problem
STEP 2: Current State

STEP 2

Part 1:
Usually conducted 
through a Briefing by 
the organizations 
leader or Action Officer.

Part 2:
Usually a discussion 
facilitated by the 
consultant around 
specific questions.

Objective: To determine what the organization thinks it is doing today.

Presenter
Presentation Notes
STAGE 2: Understand the Organization and the Problem  Conducted as a face to face meeting with the customer following pre-assessment research discussed above. STEP 2 Understand the Current State of the Organization (Fill in gaps from pre-assessment) (Meeting/Interview/Briefing) The following are best identified in the initial meeting by having the organization tell/brief the consultant:What are the parent organizations vision, mission, goals? Is there a “knowledge vision?”What is the business unit’s (the part of the organization you are focusing on) vision, mission, and goals? Do they have a “knowledge vision?”What is the organizational structure?Who are the key stakeholders? (Corporate, HR, IT, OPS, Business units, External, etc.)Describe the external environment? Competition? Governmental constraints? Regulatory constraints?Who are the customers both internal and external?Who are the suppliers? Who do you rely on to get what you need?What are the organizations key products and services?What is the turn-over rate and time frame? Who are these people? What causes the turnover; due to dissatisfaction, Reserve, Military turnover? The following questions are best answered through an interactive discussion with the customer after discussing the questions above.Develop a SWOT analysis (strengths/weakness/Opportunity/threats)What are the organization’s strengths? (Internal people, processes, technology)What are the organization’s weaknesses? (organizational constraints, people, processes, technology)What are the external opportunities?What are the threats and barriers? (niche competition, competitors, market for product/service)What do the social and information networks look like? What are the formal and informal feedback mechanisms?What are the communication and collaboration issues?How does knowledge flow in the organization? Who owns that knowledge?What defines the people and the organizational culture?Looking at the internal organization, what are the economic, political, and technical issues we should be aware of?What are the organization’s strategies for learning?How does the organization support innovation?Is there a culture of compliance or innovation?
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• Helps them understand how 
knowledge based solutions and 
learning might support their 
organization. 

• Come back to question “If we are 
successful, what will you know, have, 
or be able to do?”

STAGE 2: Understand the Organization and the Problem
STEP 3: Knowledge Vision and Strategy

STEP 3

Usually conducted by 
the consultant to inform 
the customer and 
familiarize them with 
how KM can help and 
Terms of Reference.

BCKS has a standard 
briefing we use.

Objective: To inform the customer.

Presenter
Presentation Notes
STEP  3: Knowledge Vision and StrategyThis session is where the consultants’ brief the customer on the concept of knowledge vision and strategies and KM approaches to help them understand how knowledge based solutions and learning might support their organization. This is typically delivered as an Interactive discussion with customers around a PowerPoint slide deck. (Example at Annex _) allow 2 hours.This discussion should end back at Q1: “If we are successful, what will you know, have, or be able to do?” Have customer reaffirm what you have heard.
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• Future operational environment and 
how does it impact the vision and 
goals.

• Envisioned changes in: stakeholders, 
org structure, Social/ information 
networks, feedback mechanisms, 
communication and collaboration,  
knowledge flow, culture.

• Any changes from the current state.

STAGE 2: Understand the Organization and the Problem
STEP 4: Future State

STEP 4

Part 1:
Usually a discussion 
facilitated by the 
consultant around 
specific questions.

Part 2:
Usually conducted 
through a series of 
one-on-one or small 
group interviews and 
surveys.

Objective: To determine what the organization thinks it should be doing.

Presenter
Presentation Notes
STEP 4: Future StateUnderstand the Ideal (Future) for the organization or Business unit (Meeting/Interview/Briefing). This is best accomplished as a discussion, again around a standard slide deck providing a framework of questions. It is critical to determine where the organization wants to go and why.What does the future operational environment look like?How does that Future environment impact the future corporate vision and goals?Are there additional or deleted key stakeholders? (Corporate, HR, IT, OPS, Business units, External, etc.)What are envisioned changes to the organizational structure?What do the envisioned social and information networks look like? What are the envisioned formal and informal feedback mechanisms?What are the envisioned communication and collaboration issues?How will the people and the organizational culture change?Looking at the envisioned internal organization, what are the economic, political, and technical issues?What is the outlook for the external environment? Competition? Governmental constraints? Regulatory constraints?Who are the envisioned customers both internal and external?Who are the envisioned suppliers? Who do you rely on to get what you need?What are the organizations envisioned key products and services?
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• What do you need to know to do 
something new?

• What is your knowledge gap?
• How do you want to play the game?

– Survival or advancement
– Compliance or innovation
– Codification or personalization
– Exploitation or exploration

STAGE 2: Understand the Organization and the Problem
STEP 5: Refine the Scope of the Assessment

STEP 5

Part 1:
Usually a discussion 
between the consultant 
and the Action Officer for 
the organization.

Once there is agreement 
by both parties move to 
STAGE 3.

Objective: To validate our initial understanding and approach.

Presenter
Presentation Notes
STEP 5: Develop a refined ScopeAt this point we do an azimuth check to ensure we understand the “real problem” and are focusing attention and the customer’s future - desired state. This should be done with the customer before departing Stage 3 and will be key to helping them define their knowledge vision. We should seek to agree on the answer to the following questions:What do you need to know (to do something new)?What is your knowledge gap?How do you want to play the game? Survival or advancementInnovation or compliancePersonalization of codificationexportation or exploration
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Decision 2

• Determine if the scope of the assessment 
is on the right track.

• Refine scope as necessary.
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The Activity in 
which there is a  

Gap

Current
What we are 
doing now?

The GAP
Describe gap

Future
What we should 

be doing?

Supporting
Tasks

Root Cause of the Gap

Other

JCIDS Process

Developing 
proposals & bids

Researching a new 
drug

Building expertise

Engineering 
solutions

Pe
op

le

P
ro

ce
ss

Te
ch

no
lo

gy

C
on

te
nt

C
ul

tu
re

STAGE 3: Analyze the Gaps
STEP 6: Identify the Knowledge Activities where there are Gaps

STEP 6

EXAMPLE

Pr
io

rit
y

Presenter
Presentation Notes
Stage 3: Identify and Analyze the GapsAt this point we compare current state to future state and identify gaps. From these gaps we identify the knowledge domains we are concerned with and the cause for the gap. Use the matrix (Annex __ for a framework) Figure X Matrix Gap analysis STEP 6: What are the Key Knowledge Activities involved? These are big buckets of knowledge. Example: Unit SOP, the JCIDS process, transferring Best Practices
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The Activity in 
which there is a  

Gap

Current
What we are 
doing now?

The GAP
Describe gap

Future
What we should 

be doing?

Supporting
Tasks

Root Cause of the Gap

Other

JCIDS Process Average 423 
days

200+ days Average ` 200 
days

Pe
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le
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gy
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STAGE 3: Analyze the Gaps
STEP 7: Identify and List the Gaps

STEP 7

EXAMPLE

Pr
io

rit
y

Presenter
Presentation Notes
 STEP 7: Identify the Gaps List GapsWHAT are the gap between the current and future organizationIdentify if these gaps are: people, processes, technology, content, culture gaps.What type of knowledge is involved?tacit to tacittacit to explicitexplicit to explicit Check marks on a table of knowledge domain, people, processes, technology, and content
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The Activity in 
which there is a  

Gap

Current
What we are 
doing now?

The GAP
Describe gap

Future
What we should 

be doing?

Supporting
Tasks

Root Cause of the Gap

Other

JCIDS Process Average 423 
days

200+ days Average ` 200 
days

Develop a 
proposal

Approve 
proposal 
ARCIC level

Submit ICD to 
ARSTAFF

Follow up on 
ARSTAFF 
required 
changes
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STAGE 3: Analyze the Gaps
STEP 8: Identify The Supporting Tasks STEP 8

EXAMPLE

Pr
io

rit
y

Presenter
Presentation Notes
STEP 8: Identify Supporting Tasks required to support each gaps Just for the top 3-5 priority gaps ( Time may not permit addressing all the gaps)
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Knowledge Assessment Process

Prepare
Review Assessment protocol

Research Organization
Define initial Scope

Trigger Event: Request by organization or unit
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to support
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The Activity in 
which there is a  

Gap

Current
What we are 
doing now?

The GAP
Describe gap

Future
What we should 

be doing?

Supporting
Tasks

Root Cause of the Gap/ 
Contributing Factors

Other

JCIDS Process Average 423 
days

200+ days Average ` 200 
days

Develop a 
proposal X X X

Approve 
proposal ARCIC 
level

X X X

Submit ICD to 
ARSTAFF X

Follow up on 
ARSTAFF 
required 
changes

X

Pe
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gy

C
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C
ul
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STAGE 3: Analyze the Gaps
STEP 9: Identify Contributing Factors or Root Causes of the Gap

STEP 9

EXAMPLE

Pr
io

rit
y

Presenter
Presentation Notes
 STEP 9: Root Cause AnalysisWhat is the root cause of the gaps?People, process, technology, Content, CultureLack of knowledge/expertise? Lack of leadership influence? Unwillingness to bridge the gap? Lack of tools or resources?
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Knowledge Assessment Process

Prepare
Review Assessment protocol

Research Organization
Define initial Scope

Trigger Event: Request by organization or unit

Refine Scope
Calibrate the effort
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Prioritize the Gaps

Identify KM
Strategies & Approaches

STA
G

E 2
U

nderstand the
O

rganization
and P

roblem

STA
G

E 3
A

nalyze the G
aps

STA
G

E 4
Strategies

& 
Approaches

1

5

7

12

13

Th
e 

D
el

ib
er

at
e 

K
no

w
le

dg
e 

A
ss

es
sm

en
t

STA
G

E 1
P

re
Assessm

ent

Identify
Knowledge Activities

Identify Contributing
Factors or Root Cause 

of the Gaps
Define tasks

to support
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What you do?
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Priority Knowledge Activity Measure of 
Effectiveness

Supporting Task Key Performance 
Indicator 
(what we measure)

Current
Impact

Future
Impact

JCIDS Process Reduce by 200 
days

Days required from ICD 
to JROC approval

Improve quality Develop a proposal 1. Number of edits
2. Days to correct
3. Gatekeeper 

involvement pre-ICD

Reduce number 
of Days

Approve proposal 
ARCIC level

1. Number of people 
required to approve

2. Time waiting for action

More documents 
processed

Submit ICD to 
ARSTAFF

1. Number of Documents 
Gatekeeper can 
manage

More documents 
processed

Follow up on 
ARSTAFF required 
changes

1. Turn around time by 
proponent

STAGE 3: Analyze the Gaps
STEP 10: Determine MOE & KPI

STEP 10

Presenter
Presentation Notes
STEP 10: Determine Measures of Effectiveness and Key Performance IndicatorsDevelop Measures of EffectivenessDevelop Key Performance Indicators for tasksIdentify KSAs/competencies to address gapsDevelop Levels of Effectiveness Model? BARs for Expertise Development?
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Knowledge Assessment Process

Prepare
Review Assessment protocol

Research Organization
Define initial Scope

Trigger Event: Request by organization or unit

Refine Scope
Calibrate the effort

Identify & List
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Prioritize the Gaps
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Time Cost Risk Impact

Task 1: Develop a 
proposal

High Medium Low High

Task 2: Approve 
proposal ARCIC level

Task 3: Submit ICD to 
ARSTAFF

Task 4: Follow up on 
ARSTAFF required 
changes

Task 5: Develop a 
proposal

Criteria
Ta

sk
STAGE 3: Analyze the Gaps
STEP 11: Prioritize the Tasks

STEP 11

Presenter
Presentation Notes
STEP 11: Analyze Knowledge Areas for current and future impact.Prado chart low to high impact
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LOW

HIGH

Current Impact

Fu
tu

re
 Im

pa
ct

Task 1

Task 4

Task 5
Task 2

Task 3

STAGE 3: Analyze the Gaps
STEP 11: Analyze the Impact of the Task on Current and Future State

STEP 11
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LOW

HIGH

Current Impact

Fu
tu

re
 Im

pa
ct

Task 1

Task 4

Task 5
Task 2

Task 3

Priority 1

Priority 2

Priority 3

Priority 4

Priority 5

STAGE 3: Analyze the Gaps
STEP 12: Prioritize the Tasks

STEP 12
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Knowledge Assessment Process

Prepare
Review Assessment protocol

Research Organization
Define initial Scope

Trigger Event: Request by organization or unit

Refine Scope
Calibrate the effort

Identify & List
Gaps

Prioritize the Gaps
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Identify Contributing
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Define tasks

to support
each Gap
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What you want to do?
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Current State

What you do?
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The Activity in 
which there is a  

Gap

Current
What we are 
doing now?

The GAP
Describe gap

Future
What we should 

be doing?

Supporting
Tasks

Root Cause of the Gap

Other

JCIDS Process Average 423 
days

200+ days Average ` 200 
days

Develop a 
proposal

5 X X X

Approve 
proposal ARCIC 
level

1 X X X

Submit ICD to 
ARSTAFF

2 X

Follow up on 
ARSTAFF 
required 
changes

4 X

Pe
op

le

P
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Te
ch
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lo

gy

C
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te
nt

C
ul
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re

STAGE 3: Analyze the Gaps
STEP 12: Prioritize the tasks to be improved

STEP 12

EXAMPLE

Pr
io

rit
y

Presenter
Presentation Notes
STEP 12: Prioritize the GapsAnalyze gaps (cost, risk, time, impact)Prioritize gaps in a table or list
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Decision 3

• Customer prioritizes the gaps they wish to 
close first.
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Knowledge Assessment Process

Prepare
Review Assessment protocol
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Knowledg
e Activity

Task MOE KPI Process 
affected

KM 
Strategy

KM 
Approach

Action Actors

JCIDS
Proces
s

Develop a proposal Improve 
quality

1. Number of 
edits

2. Days to 
correct

3. Gatekeeper 
involvement 
pre-ICD

Create
Transfer
manage

Exploit
Codification
of explicit K

Templates 
and boiler 
plates
Virtual 
Publishing

Approve proposal 
ARCIC level

Reduce 
number of 
Days

1. Number of 
people 
required to 
approve

2. Time waiting 
for action

Discussion
(personaliz
ation)

Pro-Forum

Submit ICD to 
ARSTAFF

More 
documents 
processed

1. Number of 
Documents 
Gatekeeper 
can manage

Follow up on 
ARSTAFF required 
changes

More 
documents 
processed

1. Turn around 
time by 
proponent

STAGE 4: Strategies & Approaches
STEP 13: Identify KM Strategies & Approaches

STEP 13

Presenter
Presentation Notes
Stage 4: identify Strategies and Approaches STEP 13:  Analyze the tasks against strategies and approachesMatrix the tasks against the Knowledge StrategiesP-CE-ES-AMatrix the tasks against the knowledge processesPlanningCreatingIntegratingOrganizingTransferringMaintainingAssessingIdentify KM approaches that describe how to achieve the goals. Self ServiceProcess based KMnetwork based KM (CoPs/Virtual Teams)Facilitated best Practices



US Army Combined Arms Center 44

Knowledge 
Transfer 

Race Knowledge 
Creation 

Race

Survival
Advancement

Knowledge Strategy
Aggressive 

Strategy

Integrated 
Knowledge 

Creation and 
Transfer

Presenter
Presentation Notes
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KM Processes

45
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KM Approaches

46
Human Interaction Lower Higher

Ta
ci

t 
Ex

pl
ic

it 

- Groups that share, learn
- Held together by common interest in topic
- Trade tools, templates, Best Practices
- Solve business problems

- Facilitated sharing/transfer
- Internal benchmarking
- Virtual teaming large scale

-Tools and Systems 
that allow users to 
self-serve knowledge 
or find experts

- Systematic tools to 
gather process-specific 
knowledge and reapply to 
relevant situations

Self-Service +
Portals

Repositories

Email/Discussion Boards
Expertise Locator

Systems
Taxonomy/Classification

Systems
Search Engines

Process-based KM
After Action Reviews

Lessons Learned
Project Milestone

Reviews

Network-Based KM
Communities of Practice

and Purpose
Virtual Teaming

Vital Collaboration

Facilitated Best Practice 
Capture & Transfer

Virtual Teams 
Peer Assists
Personal KM

K
no

w
le

dg
e 

Tr
an

sf
er

Technology 
Centric

Knowledge 
Centric

Collaboration 
Centric

Adapted from APQC workshop Oct 2007 by Mike Prevou Jan 2008
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Knowledge Assessment Process

Develop an Action Plan

Develop & Build Solutions
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Knowledge 
Activity

Task MOE KPI Process 
affected

KM 
Strategy

KM 
Approach

Action Actors

JCIDS
Proces
s

Develop a proposal Improve 
quality

1. Number of 
edits

2. Days to 
correct

3. Gatekeeper 
involvement 
pre-ICD

Create
Transfer
manage

Exploit
Codification
of explicit K

Templates 
and boiler 
plates
Virtual 
Publishing

1. K Center
2. Train the 

Process
3. Additional 

Gatekeeper

Proponents 
& TCMs
ALL
ARCIC CG

Approve proposal 
ARCIC level

Reduce 
number of 
Days

1. Number of 
people 
required to 
approve

2. Time waiting 
for action

Plan Discussion
(personaliza
tion)

Collaborate
Team

1. Pro-Forum 
2. Team site 

internal
3. Reduce 2 

stops on 
approval

4. Report days 
to complete

ARCIC 
CDR
1st 1 Star

G3

Submit ICD to 
ARSTAFF

More 
documents 
processed

1. Number of 
Documents 
Gatekeeper 
can manage

Follow up on 
ARSTAFF required 
changes

More 
documents 
processed

1. Turn around 
time by 
proponent

STAGE 5: Strategies & Approaches
STEP 14: Develop an Action Plan STEP 14

Presenter
Presentation Notes
 Stage 5: Recommend Solutions  STEP 14: Develop an Action Plan tells us how to implement changeAction plan needs to list: Task, Goal/Gap addressed, measures of effectiveness/key performance indicators, action, actorsTimelines and milestonesSupporting People, Processes, and TechnologyTimelinesCost
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Decision 4

• Accept or reject a plan with milestones 
and responsibilities to close gaps and 
improve knowledge flow.
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Knowledge Assessment Process

Develop an Action Plan

Develop & Build Solutions
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G

E 6
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plem
ent

Solutions
&

 E
valuate

Success

14

Prevou & Baxter Aug 2008
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15
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Full  Implementation
& Sustainment

17
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Decision

Decision

STA
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R
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end
Solutions

Unit/organization responsibility…
BCKS can coach and enable.
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Knowledge 
Activity

Task MOE KPI KM 
Strategy

KM 
Approach

Action Actors

JCIDS
Process

Develop a proposal Improve quality 1. Number of 
edits

2. Days to correct
3. Gatekeeper 

involvement 
pre-ICD

1. CoP
2. Train the 

Process
3. Additional 

Gatekeeper

Proponents 
& TCMs
ALL
ARCIC CG

Approve proposal 
ARCIC level

Reduce 
number of 
Days

1. Number of 
people 
required to 
approve

2. Time waiting 
for action

1. Reduce 2 
stops on 
approval

2. Report days 
to complete

ARCIC CDR
1st 1 Star

G3

Submit ICD to 
ARSTAFF

More 
documents 
processed

1. Number of 
Documents 
Gatekeeper 
can manage

Follow up on 
ARSTAFF required 
changes

More 
documents 
processed

1. Turn around 
time by 
proponent

STAGE 6: Strategies & Approaches
STEP 15: Develop an Action Plan
STEP 16: Pilot and Evaluate

• List the Milestones to Develop and Build Solutions 
• Responsibility
• Training Requirements
• Costs
• Issues

• List Requirements for Evaluation of Pilot
• When and where AAR will take place

STEP 15

STEP 16

Presenter
Presentation Notes
 Stage 6: Develop & Implement STEP 15: Develop & Build SolutionsDesign solutionsDevelop prototypesSTEP 16: Pilot and EvaluatePilot (BETA)Evaluate outcomes based on MOE from STEP 12AAR the process to determine if anything the affected the planning and action plan was missed.Follow-up with customer, 3/6/9 monthsDid we succeed? 
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Decision 5

• Result of the evaluation of the pilot and 
determines if full implementation is 
warranted.
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Knowledge Assessment Process

Develop an Action Plan

Develop & Build Solutions
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Solutions
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Scope the Work

• A deliberate Knowledge Assessment can 
take 8-24 weeks

• An abbreviated Knowledge Assessment 
can take 4-12 weeks.

• A rapid knowledge assessment can be 
conducted in a a few days to a couple 
weeks.

• Creating the final report/briefing/OPORD 
can be very time consuming.
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Choosing the Right Team
• Excellent interviewing skills. 
• Excellent listening and synthesis 

skills. 
• You have to have a deep 

understanding of the assessment 
process. 

• There should be a balance when 
using SMEs. Having an SME on 
the team in a given area is an 
asset if used wisely to help 
understanding. 

• You need people on the team with 
strong research, analysis, and 
synthesis skills. 

• You need at least two people on 
the team with strong skills writing.

• Team lead who has all or most of 
the skills who can develop 
protocols, present, and work at a 
high level with the customer 

• Two core members with the strong 
interviewing, synthesis, and 
writing skills. 

• An SME in the area you are going 
in to.

• An SME with knowledge of 
information systems and 
capabilities.

Presenter
Presentation Notes
 Excellent interviewing skills. This includes the ability to know when to sit back and listen and when to ask questions to clarify and get more depth. This also includes the restraint to not toss in your own thoughts and opinions while you are trying to understand a need. Excellent listening and synthesis skills. Doing an assessment isn’t just about asking interview questions and listening in general, it is about listening for “puzzle pieces” of information and constructing that puzzle as you talk to multiple people. It is the ability to alter the interviews based on what you are hearing to complete that puzzle.You have to have a deep understanding of the assessment process. Simply understanding the steps and protocol will not lead to a good assessment. You need to understand why the steps are there and what the end goal of each is. Without this deep understanding, you will not be able to synthesize and adapt.For the assessments within BCKS, you need a strong understanding of the Army. This does not mean that you need to have been in the Army, but you need to have a good solid understanding of military structure and acronyms or doing the interviews becomes incredibly difficult. The people we interviewed at USARPAC didn’t discuss KM, they discussed the issues. At the root of some of these issues was KM and other issues it was not. The point being that they won’t be talking “KM,” they will be talking Unit/Army issues, and the team needs to be able to understand those.There should be a balance when using SMEs. Having an SME on the team in a given area is an asset if used wisely to help understanding. However, someone who was a MP, shouldn’t interview a MP. Personal biases get in the way and color our ability to listen effectively. The one exception is having an IT SME who can relate with the customer’s IT SMEs, because they are focusing on capabilities that are more “we have it, don’t have it, can get it, or can’t get it” v the issues focus of the rest of the assessment.You need people on the team with strong research, analysis, and synthesis skills. By research skills, I mean that we need to offer solutions that fit the need. It should not be, “I have a toolkit of 4 things. . .which will fit them best.” Instead, it should be “They have this need, let me do some research to understand what will help fix the root cause of this problem v. smacking a band aid on it.You need at least two people on the team with strong skills writing for military audiences.  They  need to understand that there are places to simplify and places not to simplify.  If you simplify something too much, it ceases to be actionable. The ideal make up of a team:Team lead who has all or most of the above skills who can develop protocols, present, and work at a high level with the customer Two core members with the strong interviewing, synthesis, and writing skills. An SME in the area you are going in to.An SME with knowledge of information systems and capabilities.Government representative who is also a part of the team with strong interviewing and synthesis skills.
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Contacts

Mike Prevou, Ph.D.
913.684.6816
Michael.Prevou@us.army.mil
mike@strategicKS.com

Holly C. Baxter, Ph.D.
937.654.8444
Holly.baxter@us.army.mil
holly@strategicKS.com

mailto:Michael.Prevou@us.army.mil
mailto:mike@strategicKS.com
mailto:Holly.baxter@us.army.mil
mailto:holly@strategicKS.com
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• Back Up templates
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KM Strategy

Knowledge 
Transfer 

Race Knowledge 
Creation 

Race

Survival
Advancement

58
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The Knowledge System Framework
Content 

Management 
ServicesExpertise

Locator
Services

Learning 
Services

KMS must integrate all these capabilities
Capabilities can be phased in.
KEC 6, 8 provide Infrastructure conditions for the KMS to exist
KEC 9 trains the force to apply and use the KMS

Virtual Publishing
Calendar

Project Mgmt
Task Manager
Etc…       

Work Flow Tools
BPM

Services

Expertise
Development Services

Digital Stories
Judgement Exercises
Decision Dames

Links to Knowledge 
Repositories

Doctrine
Policy

(WKB)

FAQs
& RFI

Services

Virtual Team 
Services

Enterprise
Portal Services

+
Enterprise Search

Asynchronous
Collaboration

Services

Community
& Blog Services
Communities of 
Practice

Synchronous
Collaboration

Services

Web 
Conferencing
Video, VOIP, chat, 
phone, email

Common
Operational

Picture

Team Rooms
Communities of Purpose

Team
Space

Team
Space

Team
Space

KEC 1

Alerts, news, 
SITMAP,  Geography
Announcements
Status Charts
Tailored to the 
organization

KEC 5

KEC 1

KEC 3

KEC 2/3/4/5KEC 2

KEC 4

KEC 7

KEC 5

KEC 1

KEC 7 

Life Long Learning
Continuing Educ
Professional Dev

E-Rolodex
Contacts
List of SMEs
Who’s who…

Ask an Expert

Request for 
Information
Wiki Terms of 
Reference

Version 1

Presenter
Presentation Notes
Mike Prevou Jan 2008Revised Mar 2008
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The Knowledge System Framework

Content 
Management 

ServicesExpertise
Locator
Services

Learning 
Services

The Knowledge management System (KMS) must integrate all these capabilities.
Capabilities can be phased in.

Work Flow Tools
BPM

Services

Expertise
Development
Services

FAQs
& RFI

Services

Virtual Team 
Services

Enterprise
Portal Services

+
Enterprise Search

Asynchronous
Collaboration

Services

Synchronous
Collaboration

Services

Common
Operational

Picture

Version 2

Presenter
Presentation Notes
Mike Prevou Jan 2008Revised Mar 2008
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Knowledge 
Transfer 

Race Knowledge 
Creation 

Race

Survival
Advancement

= Leads= SupportsS L
US Army Combined Arms Center

KED Focus: Knowledge Strategy
Aggressive 

Strategy

Integrated 
Knowledge 

Creation and 
Transfer

11

Presenter
Presentation Notes
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KEC1 • Personal Knowledge Management

KEC2 • Forums (Communities) Net

KEC3 • Teams Net

KEC4 • Decision Net

KEC5 • Knowledge-Based, Net-Enabled C2

KEC6 • Knowledge Integration Net

KEC7 • Structured Learning Net

KEC8 • Services Net

KEC9 • Army Force Generation Net

Full-Spectrum Knowledge Management

Knowledge Enabling Capabilities

Creates the 
Enabling 
Toolkit
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Instill a 
Knowledge 

Vision
Manage 

Conversations
Mobilize 

Knowledge 
Activists

Create 
the 

Right 
Context

Globalize 
Local 

Knowledge

Develop 
Knowledge 

Leaders

Knowledge Enabling Activities

KED helps Create the 
Enabling Context
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Customer Engagement 
Flow Chart

No

Yes
3 day

5-10 days

10 days

Long Term

Within 180 days
Yes

No

Working Example 

Organization 
interested in KM

MSD receives 
request assigns 
tasking 

KED contacts 
customer

Customer 
Briefed

Close tasking

KED Develops 
Estimate of Work

Brief Gov’t
for approval to 
proceed

7 day

Customer 
needs KM

No

Yes

KED Conducts 
Assessment-
Develops Roadmap

Design
Solution

Coordinates 
Estimate with All 
BCKS/CAC-K 
DIVs

5 days

Brief Gov’t
for approval to 
proceed

Yes

MSD develops 
OPORD from 
Estimate

5 days

No

Provide 
Support

Customer 
Follow Up & 
report

14-180 days

MSD Action KED Action All BCKS/CAC-K Action
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Where We’ve Been

• Developed and refined Knowledge 
Assessment protocol

• Completed Knowledge Assessment with 
USARPAC
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Where 
We Are

Knowledge Assessment Process

Prepare
Review Assessment protocol

Research Organization
Define initial Scope

Trigger Event: Request by organization or unit

Refine Scope
Calibrate the effort

Identify & List
Gaps

Prioritize the Gaps

Identify KM
Strategies & Approaches

S
TA

G
E

 2
U

nderstand the
O

rganization
and P

roblem

STAG
E 3

A
nalyze the G

aps
STAG

E 4
S

trategies
&

 
A

pproaches

1

5

7

12

13
Th

e 
D
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at

e 
K

no
w

le
dg

e 
A

ss
es

sm
en

t

S
TA

G
E

 1
P

re
A

ssessm
ent

Identify
Knowledge Activities

Identify Contributing
Factors or Root Cause 

of the Gaps
Define tasks

to support
each Gap

8

6

Future State
What you want to do?

4Knowledge
Vision & Strategy

3
Current State

What you do?

2

9

Develop an Action Plan

Develop & Build Solutions

STAG
E 5

D
evelop and Im

plem
ent

S
olutions

14

Prevou & Baxter Aug 2008

P
os

t A
ss

es
sm

en
t

15
Pilot & Evaluate

Full  Implementation
& Sustainment

17

16

Determine
MOE for
each gap

10

Analyze 
the Impact

High/Medium/Low

11

Decision 5

Decision 4

Decision 3

Decision 2

Decision 1

• New Contract requirements
• OCT 2008
• Adds KA staff

• AMEDD—November (coaching)

•Reorganization of current contract 
organization to support emerging 
requirements

• Developing training for the team
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Where We are Going
• Building Capacity:

– 4 abbreviated + 2 rapid assessments in FY09
– Developing training for team members
– Adjunct Assessment Team bench
– Full Capacity: Jan 2008

• Marketing/strategic communication
• Signal Center—January time frame
• 3 other organizations interested from 

AOKM Conference
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