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Knowledge continuity: Ensuring that
business-critical knowledge remains
in the organization
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A wider view of business
continuity

Business continuity—preventing
interruption of mission-critical ser-
vices in the face of external
events—is an important issue for
all organizations.

As knowledge has become the key
differentiator in today’s business
environment, proactive organiza-
tions are adopting a wider view to
address knowledge continuity,
whether they are planning for a
mass retirement some years down
the road, are losing mid-career em-
ployees to competitors or custom-
ers, or are facing an imminent and
potentially catastrophic loss of
knowledge.

By taking steps to preserve institu-
tional memory, your organization will
help ensure its ability to succeed as
the business environment becomes
more complex and the required level
of technical expertise increases.

You will develop a competitive dif-
ferentiator that can improve cus-
tomer, partner and employee satis-
faction, and enhance your brand.



Our comprehensive
services help you plan
for long-term knowledge
continuity or deal with
an imminent crisis.

A large number of experienced
employees will retire in the coming
years, as the baby boomers exit
the workforce.

Many in senior technical and man-
agement positions are retiring
early, accelerating the crisis.

For example, in the petroleum in-
dustry, the issue is known as “the
big crew change” and is evidenced
by a progressive increase in the
median age of practitioners.

The risk is that a less experienced
workforce will not have the neces-
sary knowledge to maintain and
increase production levels in a
safe and effective manner, espe-
cially as the technical and busi-
ness challenges intensify.

There is already increased compe-
tition for experienced workers—not
just between competing oil & gas
companies but also between ser-
vice companies and their clients.
For example, as the operators lose
experienced workers to retirement,
they are aggressively recruiting
seasoned experts from the service
companies.

Thus, even though the age distri-
bution of workers in service com-
panies does not have the late-
40’'s—early 50’s peak that is char-
acteristic of the industry overall,
they too face a knowledge continu-
ity issue due to loss of experts to
their clients.

In all sectors, employees who can-
not leverage the experience and
understanding of departing experts
are frustrated and stressed by hav-
ing to re-invent the wheel and by
seeing their companies make the
same mistakes over and over.

This encourages the best workers
to move to companies—in the in-
dustry or beyond—that have put in
place processes and systems to
take maximum advantage of their
employees and their collective
knowledge.

Knowledge continuity issues also
come up when companies look to
outsource non-core processes.

Two aspects must be considered:
ensuring that the outsourcer has
the necessary knowledge to pro-
vide high-quality service at re-
duced cost, and ensuring that the
client retains sufficient knowledge
to enable changing service provid-
ers over time, or to maintain the
option to bring a process back in-
house.

A related issue arises after merg-
ers and acquisitions—ensuring
that the new organization is able to
achieve maximum leverage from
the know-how and experience of
the individual organizations. This
must often be achieved in an envi-
ronment of workforce reduction.

Knowledge continuity issues also
arise for companies that make ex-
tensive use of consultants. When
these companies seek to train their
own employees instead, they must
find ways to learn from the con-
sultants on a “win-win” basis.

Staying ahead of the curve
Knowledge continuity services can
help you to ensure that valuable
know-how and operational knowl-
edge gained from years of experi-
ence are retained when employees
retire, leave, or simply change jobs
within your organization.

They can also help to reduce the
time-to-competency of your new
employees so that service quality
and safety standards are main-
tained in spite of losing more ex-
perienced workers.

Knowledge continuity further helps
to increase employee satisfaction
and retention by reducing the frus-
tration and stress that arise when
workers are not able to leverage
the overall knowledge of the or-
ganization.



Once you reduce the “clutter” so
often associated with jobs where
re-inventing the wheel is standard
operating procedure, your employ-
ees will be able to focus on con-
tinuous improvement, organiza-
tional learning, innovation and
knowledge creation. The result is
enhanced individual, team and
organizational capability.

How we can help

Our knowledge continuity services
range from proactive planning for
expert retirement to reactive
“knowledge salvage” activities to
contain imminent knowledge loss.

They include development of a
sustainable framework for integra-
tion of knowledge capture and dis-
semination into key business proc-
esses, as well as induction and
other training programs.

Our services address four knowl-
edge continuity needs:
e Assessment and Planning
e Knowledge Capture
e Knowledge Synthesis
e Organizational Learning

Assessment and Planning: We
work with your team to establish
the time frame (imminent, future),
decide on strategy and scope, and
select target business processes.

We identify critical at-risk knowl-
edge, the employees who have it,
the consequences of losing it, and
the feasibility, cost and most effec-
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tive means of retaining and dis-
seminating the knowledge.

The key deliverables in this phase
are a knowledge continuity road
map and an implementation plan.

Knowledge Capture: In this
phase, we carry out the activities
identified as most effective for your
organization during the assess-
ment and planning phase.

For example:

e Expert interviews: We capture
vital know-how from retirees
and other key employees.

e Knowledge capture events:
We facilitate and ensure that
actionable information is ob-
tained from knowledge ex-
changes, lessons learned ses-
sions and retrospects.

e Knowledge continuity work-
shops: We teach your staff
techniques for maintaining
knowledge continuity. We de-
velop knowledge capture tem-
plates that are customized for
your organization.

Knowledge Synthesis: We ana-
lyze the information collected
through interviews, events, docu-
ments and the intranet.

We identify patterns and organize
the knowledge into logical clusters
of support information, insights and
guidance.

We package the knowledge so that
it can be transferred and used by
others. We further assist you to
integrate it into daily work activities
using a variety of techniques; for
example, induction and other train-
ing programs, mentoring, commu-
nities of practice, portals and col-
laboration systems.

Organizational Learning: We
recommend a strategy and tech-
niques for sustainable knowledge
continuity.

We also work with you to ensure
that your program achieves meas-
urable results.

We advise you on best practices to
ensure ongoing maintenance and
adaptation of knowledge assets, to
keep them fresh and relevant to
the evolving needs of knowledge
users; development of a learning
program that is structured to meet
the needs of new or replacement
employees; implementation of a
program to engage retirees; and,
development of communities of
practice and mentoring programs
for effective transfer of tacit knowl-
edge.

Enhance the effectiveness
of your new employee
training and the retention
rate of your experienced
employees by working
with our consultants.




We advise on best-practice HR
processes for knowledge continu-
ity. These include implementing
consistent job roles and responsi-
bilities, recognition of core compe-
tencies, succession planning and
staff development.

They also include identifying the
knowledge that is essential for key
positions, and putting in place
processes and systems to make it
available to employees new to
those positions.

Our approach

We bring new insights and per-
spectives based on our work with a
variety of commercial, government,
and non-profit organizations. We
have experience in a number of
industry sectors, including oil &
gas, pharmaceuticals & biotech-
nology, finance and information
technology.

Our services are offered on an in-
dividual basis or as an integrated
package. We can deliver projects
with an explicit training component
so that your team members learn
how to deliver future projects inde-
pendently.
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Example

We carried out a recent project

with a multinational financial insti-

tution that included the following
services:

e Knowledge continuity workshop:
We conducted a %2 day session
to introduce staff to techniques
for maintaining knowledge conti-
nuity and to develop a custom-
ized expert knowledge capture
template.

e Expert knowledge capture inter-
view: We led a %2 day session
with a retiring expert to capture
know-how and demonstrate to
staff how to conduct future inter-
views.

e Knowledge asset: We synthe-
sized results from the interview
and packaged the knowledge as
a Web-based asset.

e Knowledge continuity report: We
made recommendations for im-
proving ongoing knowledge cap-
ture and transfer.

For more information

For more information on how we
can help you with knowledge con-
tinuity and other services, go to:

www.rgsmithassociates.com
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