
Knowledge Management (KM)
Virtual Work Environments (VWE)



Why care about KM and VWE?

 The strategy of military operations is 
shifting as is the world 

• “The World is Flat”
• “Starfish and the Spider”
• “Power to the Edge: Command and Control in the 

Information Age” (Assistant Secretary of Defense 
(NII))
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Power to the Edge:                          SA over single operational picture                          Agility through enhanced collaboration                           Collaborative environments for K Pull not Push                           Communities of Interests rather than stovepipes



The Shift

 Traditional Napoleonic thinking
 “Only purpose of KM is to improve key information to the 

General – senior decision maker”
Alternative thinking
 CIA evaluation of operations prior to 9/11.

• Beat Cops need KM more than the Chief of Police
 General Krulak Late 90s – “Strategic Corporal” and the 

“3-block war”
 General Mattis 2004 “Distributed Operations”
 Current thinking 2007 “Enhanced Company Operations”
 Way-Ahead 2009“Enhanced MAGTF Operations”
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need to get away from Napoleonic thinking of all things we do is to provide information to the senior decision makers. Think about centralized decision making reminds me of discussion I had with my wife when we got married. She felt I should make all the major decision and she would make all the minor decisions. I am surprise that after 38 years there have been not major decision points. After 9/11 at an eGov conference I listened to speaker from the Intelligence Community (Dr. Gibons) describe how they had all sorts of technologies and databases that were inter-connected and networked. They had all the information that was needed to prevent 9/11 but they did not have the right knowledge to the right persons at the right time. They had subsequently made the decision to shift from information centric to human centric. He likened this to suggesting that the Chief of Police does not make daily decisions as much as the beat cop does and therefore it is the beat cop and not the Chief of Police that would gain from enhanced KM processes. General Krulak in the late 90’s introduced the “Strategic Corporal” and the “3-block war”. Premise was that Corporals and not Generals would be faced with making rapid decisions and would not have time to pass everything up to the flag pole. This was expanded by General Mattis to the “Distributed operations” and now has evolved to “Enhanced Company Operations” with CLICs and CLOCs. And, Enhanced MAGTF OperationsWhat are the common elements?Decentralized decision makingNeed to push knowledge downAgile Command structureEmpowering Marines to make decisions- SEE slides on Starfish and the SpiderThe strategic corporal is the notion that leadership in complex, rapidly evolving mission environments devolves lower and lower down the chain of command to better exploit time-critical information into the decision making process, ultimately landing on the corporal, the lowest ranking non-commissioned officer, The latter condition caused Krulak to invoke what he called "strategic corporals"; low-level unit leaders able to take independent action and make major decisions. Distributed Operations is a form of maneuver warfare where small, highly capable units spread across a large area of operations will create an advantage over an adversary through the deliberate use of separation and coordinated, independent tactical actions.Adaptive enemies and a more complex environment required that conventional forces have the ability to decentralize decision making and distribute their forces. The concept is the brainchild of Lieutenant General James Mattis and will maximize a Marine Air Ground Task Force commander's ability to employ tactical units across the depth and breadth of a non-linear battlespace.Enhanced Company Operations describes an approach to the operational art that maximizes the tactical flexibility offered by true decentralized mission accomplishment, consistent with commander's intent and facilitated by improved command and control, intelligence, logistics, and fires capabilities. Enhanced Company Operations will be reliant on increased access to, and organic control of, functional support, as well as excellence at the individual, squad, and platoon levels. As such, it builds on the results of Distributed Operations experimentation and capability development to provide battalion commanders the critical link between operational planning and squad level tactical execution. CLIC – Company Level Information CenterCLOC – Company Level Operations Center



Definition of a VWE
 A secured extranet work environment which houses 

an organization’s operations, information 
processes, and knowledge infrastructure.
 It is an adaptable, integrated, shared community 

workspace where co-located or distributed people 
can collaborate, work on tasks, and solve problems 
cooperatively – a KM Environment.
 It extends operations beyond physical, ‘brick and 

mortar’, constraints and is a force multiplier.



Virtual Work Environment

 First Level: An alternative space where Marines, 
civilians, and support personnel can conduct their 
normal work assignments. 

 Second Level: An alternative space where 
Commands and subordinate units can conduct and 
manage their mission goals and objectives.

Third level: An alternative space to collaborate 
with other services, and organizations that could 
contribute to mission success



Simmons, 2007

“Work is something 
you do,

Not a place you go.”





KM and VWE Core Tenets
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How to Build KM Behaviors
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Two issues:1. Low Skills which become prime hidden issue of 2) Cultural Resistance to change 



Understand learning
& training implications

Model KM Skill Set Distribution
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SS – either this slide or next slide can go to backup; they convey very similar messagesThe second lesson that was learned from this journey was “Understand learning and training implications”.Use this slide to establish theoretical concept of what one might expect in a workforce skill set distribution in a highly successful KM business unit. ‘Ten’ represents the black belt of KM while an ‘one’ represents a  novice. The bottom ledger is perhaps types of individual behaviors that would be associated with these 10 levels – 1&2 would exhibit avoidance behaviors; 3&4 would need some jump start training or they too might avoid engaging; 5&6 would jump right in and might only need occasional help; and 7 and above would have no trouble. Let me remind you of the studies done in the 50s of behaviors of workers with who could not read but found themselves in supervisory positions…….  The top ledger then shows types of outputs that might be linked with these levels of skills.  You would want 1-4 to learn; 5-6 to contribute; and 7 and above to not only contribute but also mentor those below them. If the business had this type of data available it might even establish annual performance objectives that had elements of these expected outputs. 



XYZ Organization
KM Model Organ.
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SS – an important message is shared with this slide but I think it gets lost with all the numbers and bar chartsClick 1: In fact I was able to do this with some of the participating business units. I created a Skill Set Inventory and administrated it to a FAA organization with the results seen in this graph. The purple is that hypothetical KM Business Unit distribution and the blue is the FAA business unit which was considering implementing KM processes based on KM technology. Click 2: This table shows that while one would hope for the 7-10 levels  to comprise about 1/3 of the workforce it was actually only 14% of the workers. On the other hand, the 1-3 levels should have only been about 4% and in actuality it was about 48%.  If one believes this logic, these data would suggest this organization should consider the risks in their KM implementation posed by workforce skills. Click 3: Just as a point of reference, this is another FAA Business unit located in New Jersey. You can see that the distribution is about the same. So what about by concept of behaviors that would be exhibited based on the level of skills? Click 4: This is the average logins to the KM system per week over a four month period. Individuals with skills 1-2 averaged less than 16 logins per week with many never logging into the system. Those with skills above 7 logged in about 69.92 times per week over the same time period. Also you can see the intermediate levels of 18.26 and 24.61. While this is all preliminary data it does suggest that without improving the skills of about 48% of the workforce this organization might loss the intellectual capital of almost half of its knowledge workers. Tie to Journey



Risks: Counter Offensive

Those biased by their vision of solution
 “What is an old Gunfighter like me caring 

about KM”
 “I never heard of anyone dying  from lack of 

KM”
Those that are cynical that this is just 

another fad (25/50/25)
Those that do not want more efficient 

processes



Sabotage Approaches

Lip Service
Prolonged argument
Hijacking
Scarcity creation
Direct conflict

“A Multidimensional View of Resistance to Organizational Change”
Szabla, 2007
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Study by Szabla: “Power-Coercive Change Leadership Strategy”                         “Rational-Empirical Change Leadership Strategy”                         “Normative-Reeducative Change Leadership Strategy”



Training Strategy

Jump-Start Training 
Create Core Design Team
 Establish KM Facilitators – Tier 1 KM
 Provide Leadership Orientation
 Build Enterprise Central team – Tier 2 KM
 Encourage and Mentor Communities of 

Practice (CoP)
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Jump Start Training: 1/3 KM; 1/3 Vision of Way-Ahead; 1/3 SkillsRecruit zealots into cells – CoPs and reward and incentivize use to counter Cultural Resistance CoP:  Describe FAA’s CoP of 350 still meeting every Tuesday



KMF Roles and Responsibilities

Role
 Provide guidance to business unit’s leadership 

on KM solutions for “point of pain”
 Provide first level “just in time” training to 

node’s members
 Provide observations / feedback from 

leadership and members to KMI office for 
assistance, consideration or enhancements.
 Senior Node KMF organize that node’s KMF 

infrastructure and career progression for KMFs



KMF Roles and Responsibilities

Responsibilities
 Continually learn parts of system, KM practices, 

etc
 Keep constant network connection with KMF COP 
 Actively engage in “floor walking”
 Monitor leadership and members to pro-active 

encourage and incentivize KM engaging. 
 Build solutions
 Model and mentor solutions (e.g. Virtual meeting 

process)



Bottom Line:
The Benefits

 Marine Corps knowledge not scattered, transient, 
or fragile

 Retain billet level knowledge.
 Assimilate new members quicker – shorten ramp 

up time
 Reduce panic staff actions to find, package, and 

disseminate knowledge on request.
 Build operational processes infrastructure which 

offer real-time reframing, and maintainable by 
staff – another source of Corporate Knowledge.

Army



Henry Ford: “If I had asked my customers what they 
wanted, they'd have asked for a faster horse.”

In the case of a KM / VWE, the difficulty of starting 
the  journey is imagining the right path and desired 
destination.
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Another way of saying this.  The introduction of the automobile was a “disruptive” shift. Hitching more horses to the same wagon was not going to keep pace with the shifting times. Some have suggested we might be as much as 6 years behind the private sector. Consider as I discussed the “Strategic Corporal”. We need to agree that KM is not just a fringe Force Multiplier. How we build the infrastructure will shape the evolution of KM into the mainstream.  
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