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Executive summary 
 

This report is presented for the benefit of the Knowledge Management Working 
Party at The Gordon Institute of TAFE.  Its primary aim is to review how knowledge 
management programs are presently used within industry today.  This report 
reviews six organisations and identifies the critical issues in developing and 
managing a knowledge management program as it pertains to The Gordon Institute 
of TAFE.  The organisations are: 
 

• RMIT. 
• National Weekly Newspaper. 
• Barwon Region Water Authority. 
• Transfield Services. 
• KPMG. 
• McKinsey & Company. 

 
Information was sought through primary and secondary research that included 
interviews, web-based research, peer-reviewed articles and company 
documentation. 
 
Organisations embark upon knowledge management programs for a variety of 
reasons.  Often organisations will frame the solution to a particular problem in a 
knowledge management program.  However, most knowledge management 
programs revolve around the following goals: 
 

• To improve efficiencies. 
• To respond to competition within the marketplace. 

 
The successful organisations within this report stated that strong executive 
leadership, with accountability, was required to drive the implementation of 
knowledge management.  Knowledge management programs need to be viewed 
holistically – impacting the whole organisation and not the domain of any one 
individual department. 
 
The critical issues in developing and managing knowledge management include: 
 
Structure 
 
It is critical to have an organisational structure that supports the delivery of an 
effective knowledge management program.   
 
The role of overseeing a knowledge management program may include 
committees, current senior manager or a new knowledge management position.  
Although different organisations used different approaches, all were concerned 
with how to acquire, filter and distribute knowledge throughout the organisation. 
 
Measuring knowledge management is important because we manage what we 
measure.  However, knowledge management measures must be chosen carefully.  
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The wrong measures may hinder the goals of knowledge management, especially as 
they relate to sharing information. 
 
Technology does not equate to improved knowledge management.  In this 
research, no knowledge management program has been found which operates 
itself based on goodwill and self-initiated sharing of information. Technology is 
viewed as an enabler for effective knowledge management processes. 
 
Process 
 
It is critical that the knowledge management strategy supports the overall strategy 
of the organisation.  There is no single knowledge management strategy that works 
for all organisations.  As strategy is specific to each organisation, it follows that 
there needs to be a screening process for knowledge management projects.  These 
projects must be screened against the strategic goals of the organisation. 
 
Successful organisations focused on identifying important information and the need 
to standardise the information in a format that is relevant and understood by 
users.  However, the more successful knowledge management strategies went 
beyond simply capturing knowledge in a standard format.  The more sophisticated 
strategies focused on collaborative and sharing abilities within the organisation as 
well. 
 
Culture 
 
The culture of the organisation is considered a critical element for any knowledge 
management strategy.  Nowhere is this more important than in organisations 
where jobs are performed independently (eg teaching).  Common problems in such 
organisations include: 

• Knowledge is power. 

• Knowledge ensures job stability. 

• Bureaucratic culture. 

• Aversion to risk. 

• Organisation is slow to react. 

 

The organisations most successful in overcoming cultural barriers to sharing 
information encouraged: 

• Internal publications that became a way of enhancing personal reputation. 

• Team based approach to work assignments. 

• Grouping senior staff with less experienced staff on projects. 

• Holding staff accountable for sharing information and creating value within 
the firm. 

 

Developing effective knowledge management strategies is seen as an important 
means to sustainable competitive advantage.  
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Introduction 
 

The formation of the Knowledge Management Working Party at The Gordon 
Institute of TAFE (GIT) resulted in The Centre for Business and Strategic Planning 
department coordinating a research report on the subject of knowledge 
management.  As GIT explores the strategic importance of this subject, it is felt 
that there is much to learn from other organisations that have previously put 
knowledge management endeavours into action. 

The aim of this report is to explore a variety of organisations that are actively 
involved in knowledge management strategies and to learn from their experience.  
In essence, GIT is interested in what has worked in the past, and just as 
importantly, what has not worked.   
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Report methodology 
 

A range of organisations were sought with representation inside and outside the 
education industry.  Each of the companies had elements of interest to GIT 
whether it was government ownership, a variety of independent departments, or a 
supplier of knowledge-based services.  The organisations were interviewed or 
researched from previously published case studies (See Appendix 1 - Sources of 
Information).  The organisations include: 

RMIT RMIT University is one of the larger educational 
institutions in Australia.  Based primarily in Melbourne 
with over 50,000 students, this institution provides 
vocational and technical education and research.   

In the past, this organisation was financially troubled 
largely due to the implementation of a student record 
system.  The organisation is very wary of any 
technological solution (RMIT University, 2006). 

National Weekly 
Newspaper 
(Melbourne) 

This organisation was largely unsuccessful in its 
knowledge management endeavours and respectfully 
declines to publish their name in this report.   

This company is a weekly newspaper produced in 
Melbourne and distributed nationally. 

Barwon Water Barwon Region Water Authority is the largest water 
authority in Victoria, geographically.  It provides water 
and sewage service to a permanent population of 250,000 
people. 

The service area incorporates the City of Greater 
Geelong, the Borough of Queenscliffe, Surf Coast and 
Colac Otway Shires and parts of Golden Plains Shire. 
(Barwon Water, 2006) 

Transfield Services Transfield Services is a leading provider of operations, 
maintenance and asset management services with more 
than 130 contracts across Australia, New Zealand, South 
East Asia, and the Gulf Region. 

The organisation is involved in multiple industries from 
mining to rail and public transport to facilities 
management, to name only a few.  Notably, they provide 
garrison support services to defence bases throughout 
Australia, while more locally, they are known for their 
management of Yarra Trams in Melbourne. (Transfield, 
2006) 
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KPMG KPMG is one of the world’s leading professional services 
firms.  With nearly 94,000 people worldwide, KPMG 
member firms provide audit, tax and advisory services 
from 717 cities in 148 countries. 

KPMG is a cooperative that operates as an umbrella 
organisation for its member firms (Hoover, 2006). 

KPMG states that its purpose is to “… turn knowledge into 
value for the benefit of our clients, our people and the 
capital markets.”  And, “Our values create a sense of 
shared identity”. (KPMG, 2006) 

McKinsey & Company McKinsey & Company is a global business consulting firm 
known for focusing on the big picture.  With more than 80 
offices in 44 countries, the company provides a full 
spectrum of consulting services to corporations, 
government agencies, and foundations, including 
leadership training, operations analysis, and strategic 
planning. (Hoover, 2006) 

Table 1: Case study organisations 

Interviews were conducted with key leaders involved in the knowledge 
management projects and sought information on six specific issues: 

• Why did knowledge management become an issue for the organisation? 

• Who was the driving group? 

• Was there a strategy or business case? 

• What was the process in developing knowledge management? 

• What were the challenges? 

• What were the outcomes? 

The interviews endeavoured to be open and frank.  The key findings in this report 
are largely indebted to interviewees’ candour on their experience. 

Not all organisations were successful in their knowledge management endeavours.  
This was the case with the National Weekly Newspaper - although this organisation 
was freely involved, they have decided to remain anonymous.  There is much to be 
learned from this organisation and this report is grateful for their participation.   
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 Case findings 
 

The following tables reflect the comments from each organisation as it pertains to 
their individual knowledge management strategy, project and/or program.  Each 
table contains information on the six questions outlined in the methodology.  
Following each table is a brief analysis highlighting common issues and learnings as 
may be useful to GIT. 

 

Why did KM become an issue for the organisation? 

RMIT Problem driven 

RMIT was a troubled organisation;  almost ‘went bust’ through 
the implementation of a student records system 

Needed to find efficiencies 

National Weekly 
Newspaper 
(Melbourne) 

Competition was the driving issue 

Looking for performance improvement from a better 
understanding of customer 

Perception that managing customers better would lead to 
improved customer satisfaction, and increased customer sales. 

Barwon Water Inefficiency and risk factors were the driving force 

Inefficiencies in sourcing information and documents  

The system in use needed to be replaced.  This provided an 
opportunity to assess improvements 

Risk factor of losing paper documents (no backup copies) that 
are part of government requirements 

Transfield 
Services 

Maintaining corporate knowledge was the driving force 

Losing information as aging workers leave company 

No place to share information or work collaboratively in a 
geographically dispersed company 

KPMG 
Consulting, Inc. 

Competition was the driving issue 

Clients expected a multinational company to bring to bear the 
collective know-how and experience of the entire firm on every 
engagement 

The company was traditionally a loose confederation of national 
firms 

Consolidating the company would offer more complete services 

McKinsey & 
Company 

Problem/Solution driven 

Merger of McKinsey and Bain created the perceived need to 
share information and assignment experiences 

Table 2:  Responses to question one 
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Analysis and overview 
 
Organisations embark upon knowledge management strategies and programs for 
a variety of reasons. Some of the driving forces experienced by the 
organisations reviewed in this study include: 
 
• Efficiency is often a driving force 

Stories of duplicated effort or difficulty finding the appropriate resource 
or person are typical motivators.  Often additional efficiencies are found 
where none were expected.   
 
o Barwon Water experienced this with data storage which was growing 

exponentially.  Through some simple processes and standards, they 
were able to substantially save valuable data storage space requiring 
fewer hardware upgrades.    

o McKinsey & Company now typically use similar concepts developed 
for one client in solutions for other clients. 

 
• Responding to competition is a common driving force  

Some organisations used knowledge management as a proactive response 
to competition, while others were responding to keep pace with 
competition. 
 
o Proactive responses attempted to create a competitive advantage 

through knowledge management programs (e.g. Victorian Newspaper, 
McKinsey & Company). 

o Other organisations used knowledge management programs as a 
reaction to competitions’ growing ability in knowledge management 
(eg KPMG).   

 
• Opportunities often drive knowledge management endeavours 

Required changes present an opportunity to enhance the operation and 
frame the solution within a knowledge management endeavour.  
Examples of opportunities include: 
 
o Replacing legacy systems present an opportunity to combine IT 

systems and present a more useful and accessible solution.   
 Barwon Water reduced 13 systems down to 7 systems 
 Coincidentally, KPMG web project replaced 13 different 

messaging systems and integrated at least 7 knowledge 
management precursors. 

o Dramatic expansion (eg new products or services, new areas of 
delivery, heightened use of contractors, mergers and collaboration 
with other institutions) present challenges for incorporating new 
knowledge and capturing it for the use of the whole organisation (eg 
Transfield) 
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o Managing Risk becomes a potent force where the risk is important.  
Often this incorporates IP whether it is protected by copyright or 
patent (e.g. Barwon Water). 

 

 

Who was the driving group?    
RMIT Top-down driven 

A belief that there was a need for a knowledge strategy.  
Organisation had a history for tinkering with projects and 
changing objectives.  This was linked to a fear of being wrong 
and making mistakes  

National Weekly 
Newspaper 
(Melbourne) 

Executive driven based on competitive needs and need to 
better understand customer 

The IT package provided a ‘simple’ boxed solution 

Hired consultant to implement IT solution 

There was also pressure from the bottom due to a needed 
technology upgrade.   

Barwon Water Executive driven with an executive sponsor 

Below executive branch, manager in charge of KM framework 

Hired consultant to implement 

Transfield 
Services 

Asset Management Executive was the initiator 

Hired a ‘Knowledge Manager’ for corporation 

KPMG 
Consulting, Inc 

N/A 

McKinsey & 
Company 

N/A 

Table 3:  Responses to question two 
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Analysis and overview 
 
While all organisations had executive involvement in developing their 
knowledge management endeavours, some were more involved than others. 
 
• Successful organisations 
 

Successful companies had an executive or senior manager responsible for KM 
implementation and accountability.  This senior person oversaw the 
knowledge management program for the company holistically - that is, all 
departments are involved and no one department controls knowledge 
management.   

 
o For those organisations that employed knowledge management staff, 

they were few in number and were used to facilitate and support 
processes and information in the knowledge management program. 

o Barwon Water felt strongly that someone had to be accountable and 
at risk for the implementation.  It was critical to have a driving force 
to ensure forward motion on projects. 

o Only Transfield Services and KPMG had employed staff under the 
banner of KM 

o Others worked within the framework of project teams or committees. 
 

• Unsuccessful organisation 
 
The unsuccessful company (ie Victorian Newspaper) is notably driven by an 
IT package solution with very little in-house involvement in implementation.  
This simplified view of KM was disadvantaged because the company: 
 

o Relied on software companies for information on KM solutions 
o Overlooked cultural and process challenges for implementation 
o Implemented by consultants that were uninvolved in development 

process 
 

• Learnings 
 

o Accountable executive and senior manager are critical whether on a 
project basis or KM specific position 

o The need for a KM specific position depends largely on  
 What stage the company has developed its KM systems 
 How important KM is to the overall strategy 
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Was there a strategy or business case? 

RMIT Strategy to provide information that enables people to make a 
decision  

Much depended upon standardisation of information to make it 
available in a simple and useful form 

Also intended to deal with information overload 

National Weekly 
Newspaper 
(Melbourne) 

Did not have a strategy.   

Business case was built around salesmen’s claim on a particular 
product 

Barwon Water Strategy was largely focused on efficiency 

Scope of initial consultancy became dynamic; what started out 
as one solution quickly broadened into other areas of KM that 
presented opportunities for further efficiencies 

The business case is very difficult to quantify in dollars 

Transfield 
Services 

Business case revolved around capturing organisational 
knowledge for the benefit of successors in the organisation.   

This knowledge management endeavour started in one 
department but quickly became targeted for the whole 
organisation 

Present strategy centres on building infrastructure to enhance 
sharing and collaboration within the organisation 

KPMG 
Consulting, Inc. 

Development of technology infrastructure to better share 
information 

Five major sources of information 
• Industry intelligence and databases 
• External KPMG Pages 
• External Client Pages 
• Newswire Services 
• Competitor Pages 

 

McKinsey & 
Company 

The business case was to better understand customer needs by 
tracking the learning’s from every assignment 

The strategy was to encourage internal structure to support 
sharing and learning of information 

Table 4:  Responses to question three 
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Analysis and overview 
 
Successful companies described knowledge management holistically; an issue 
for the whole company and not controlled or ‘owned’ by one department.  
Hence, the implementation of knowledge management programs is far reaching 
and fraught with challenges.  The benefits must outweigh the difficulties.  For 
this reason, a knowledge management program must take into account the 
overall strategy of the organisations and its objectives.  In the end, the 
organisation must decide what the goals are and how it will achieve them.   

Each organisation in this study viewed knowledge management as strategically 
important.  Despite this common view, there were many approaches with 
varying degrees of success. 
 
• Simple vs sophisticated strategies 

 
o Simple KM strategies focus on capturing knowledge in a standardised 

format 
o The ability to capture explicit knowledge in a standardised format is 

a critical issue and an early topic in any knowledge management 
program that requires critical thought and planning   

o The more sophisticated strategies focused on collaboration and 
sharing ability 

 
• Emergent, planned and nonexistent strategies 
 

Success of any knowledge management program largely depended upon 
strategic intent: 
 
Emergent Strategy - Not withstanding the importance of planned 
strategy, a number of companies realised the importance of starting on 
KM projects and letting the strategy evolve (e.g. emergent strategy).   

o Barwon Water and Transfield Services started on one project and 
quickly found benefits in other areas within the organisation.  Barwon 
Water developed a KM committee and strategy for the whole 
company.  Transfield services created a new position entitled 
‘Knowledge Manager’. 

 
Planned Strategy - Other companies started with clear KM strategies 
o The consulting companies entered the KM arena with preconceived 
ideas that were holistic and far-reaching.  For them the KM strategy was 
core to their strategic advantage.  The clear goal for these companies 
probably derives from their experience in developing ‘KM strategies’ for 
clients. 

 
No Strategy - The unsuccessful company had no strategy; as stated in the 
interview, “This was the problem.” 

o Company was largely driven by a single IT product being installed.  
This was a rather simple view of a ‘One box solution’ that never lived 
up to promises. 
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• Measuring the benefits 
 

The KM business case is often difficult to measure and required a level of 
executive support for non-quantifiable or ‘soft’ measures and their link 
to corporate goals 
 
o It is often difficult to pinpoint KM as the sole reason for 

improvements; there are almost always other factors 
o Most organisations view improvements in efficiencies and risk factors 

as typical benefits but usually measure holistic goal improvement 
 

Examples of measures:   
 RMIT - Enrolments, retention of students 
 Barwon Water - greater customer satisfaction, risk 

minimisation 
 Consulting companies - better product, service being refined 

more quickly and responsively 
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What was the process in developing knowledge management? 

RMIT Projects need to be screened against business core objectives 
otherwise a hodgepodge of projects distract resources away 
from the main focus 

Start with small projects and let them run their course (as 
opposed to changing objectives throughout project) 

National Weekly 
Newspaper 
(Melbourne) 

Project did not state criteria or minimum requirements 

Committed to IT product early and then pushed to make it work 

Barwon Water Manager designated to develop KM framework 

Hired consultant with a background in logistics/efficiencies (not 
IT) 

Commitment in resources (staff and money) 

Ran cultural message to communicate ‘the message’ 

Transfield 
Services 

Interviewed internally to gauge KM readiness 

Knowledge manager was the lead person with executive support 

Greatest need for this organisation was basic infrastructure 
including databases, intranet and portals with collaborative 
tools 

KPMG 
Consulting, Inc. 

Developed ‘KWEB’ site as the front end to a variety of services 
and information 

Established knowledge management roles to determine what 
information was needed and then oversee the acquisition 

Emphasise on training 

Ability to work on shared documents 

‘Town hall’ meetings over the intranet 

Ability to locate colleagues 

Access to database about clients and projects 

McKinsey & 
Company 

Knowledge database to record lessons learned, areas for 
improvement from every assignment 

Each client team is assigned a historian to record all facts of 
the project 

Client teams include new staff and senior staff 

Bonus program included a share of entire firm’s profit 
irrespective of what country they are employed with 

Emphasis on cultural socialisation at McKinsey 

Staff are encouraged to move between companies 

Leverage their R&D and their client work by using similar 
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concepts developed for one client in solutions for other clients 

Use a knowledge resource Directory that lists names against a 
well defined set of expertise categories, such as familiarity with 
different industry sectors, technologies or business planning 
processes.  The manager of each practice area approves these 
self-reported definitions 

Table 5:  Responses to question four 

 

Analysis and overview 
 
• Goals and roles 

Knowledge management is a broad topic that can lead an organisation in 
many directions.  It is important to clarify the pathway in order to reach 
company objectives.  This requires goals and realistic plans to achieve 
them. 
 

o It is critical to screen Knowledge projects against strategic goals and 
objectives to provide focus  

o Any KM committee or role requires: 
 Executive support 
 Financial support 
 Staff support 

o Accountability is critical within the organisation 
 Whether the organisation used a consultant or not, every 

company had staff who were given specific roles and goals 
within the KM framework 

 Barwon Water and Transfield felt it was critical to have a 
single manager responsible for KM as this provided critical 
focus and commitment to meeting objectives 

 
• IT is an enabler 

IT infrastructure is important to enable KM capabilities and is often the 
focus of initial stages of knowledge management 

o However, each company was clear that KM was more than just IT 
solutions 

 
• Passing on knowledge 

Many organisations focused on structure and processes to feed the 
experience of the more senior staff to less experienced staff (e.g. 
Transfield, KPMG, McKinsey & Company) 

o Structure 
 Teams with senior and new staff 
 Directories of expertise within organisation 

o Processes 
 Assigned historians to record team accomplishments 
 Working tacit knowledge into concepts and models that could 

be shared and used for other clients 
 Working on shared documents 
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What were the challenges? 

RMIT Changing the culture 

Exposing areas that did not perform well made this project 
unpopular in some circles 

National Weekly 
Newspaper 
(Melbourne) 

The culture needed to be addressed 

People did not want to share.  Divisions were competing for 
common advertising dollar and incentive schemes encouraged 
this division 

Barwon Water Articulating benefits to senior management who may not be 
involved in daily processes 

Showing benefits to people throughout the organisation 

Government regulation requirements in purchasing software 

Transfield 
Services 

Geographically dispersed company in different industries 

Making time available 

Deciding on what qualifies as high value knowledge 

How do we structure our knowledge base? 

Table 6:  Responses to question five 

 

Analysis and overview 
 

There are a variety of challenges cited above.  Interestingly, none of them 
focus on technology. 

• Culture 
Addressing the culture of the organisation as it pertains to sharing 
information and working across departments is critical to any KM 
endeavour  
o For those organisations that have historically worked as independent 

and accountable departments, culture is cited as the greatest 
challenge (ie RMIT, Newspaper) 

o Overcoming the cultural challenges was the key to success or failure 
in the examples cited 

• Measuring benefits 
Articulating benefits at the start of a KM endeavour is challenging.  It is 
difficult to quantify the benefits (e.g. Barwon Health, Victorian 
Newspaper) 

• Geographic separation 
Departments and business units that are separated geographically have 
process and structural challenges within a KM endeavour (e.g. Transfield, 
KPMG, McKinsey & Company) 
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• Multiple industries 
Organisations involved in multiple industries are challenged in deciding 
which knowledge they should capture and how they should structure the 
knowledge base (ie Transfield Services). 
 

What were the outcomes? 

RMIT Beginning to change behaviours; becoming much more open 
with ideas and sharing 

Belief that this is leading to greater efficiencies and innovation 

National Weekly 
Newspaper 
(Melbourne) 

Unsuccessful implementation 

Only 10-20% using the system as intended 

Information not updated; management reports incomplete 

Much discussion about ‘Big Brother’ 

System became the ‘whipping boy’ for all poor management 
issues 

Barwon Water Developed overall strategy on how we will manage information 

Consultant discovered other inefficiencies 

Transfield 
Services 

Still early into the project 

KPMG 
Consulting, Inc. 

A more unified, global company with a mission to ‘turn 
knowledge into value’ 

Better product and service 

McKinsey & 
Company 

Accessing internal knowledge was the first step on any project 

Information publishing and sharing enhanced personal 
reputation 

Table 7:  Responses to question six 

 

Analysis and overview 
 
• Culture as an enabler 

For those organisations where cultural changes were listed as the greatest 
challenge, success led to a greater ability to share and openly discuss 
information (e.g. RMIT).   
 

o Unsuccessful KM endeavours simply worsened the cultural challenge.  
Further to this, the KM project became the ‘scapegoat’ (e.g. National 
Weekly Newspaper) 

 
• Efficiencies 

Greater efficiencies were a common theme for successful KM endeavours.   
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o Structural efficiencies were often found in unsuspecting areas due to 
the holistic view of KM projects (e.g. Barwon Water, Transfield) 

o Process efficiencies were also common.  Internal information is much 
more accessible and valuable and became part of any initial project 
research (e.g. RMIT, Barwon Water, KPMG, McKinsey & Company) 

o A more unified organisation that brings the combined talents and 
experience to improve products and services 
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Key issues and findings 
 

Organisations embark on knowledge management projects for various reasons.  
Whether the strategy is deliberate or emergent, the approach is by necessity 
tailored to the individual needs of the company.   

However, there is much to be learned from the examples presented.  These 
organisations have been chosen because of certain commonalities with GIT.  
The following is a look at what can be gleaned from these examples by 
reviewing three components of their knowledge management endeavours:  
structure, process and culture. 

 

Structure 

KM is about accessing knowledge to offer a more complete service or product to 
the customer.  It is about ‘bringing to bear the collective know-how and 
experience of the entire firm…’ (Rollo & Clarke, 2001) into any service or 
product. 

Customers expect a large company to have a wealth of information and 
resources at their disposal (Rollo & Clarke, 2001).  New staff also expect 
organisational competence when joining a large firm.  Properly structured, 
knowledge management ensures that a larger staff will deepen the knowledge 
base.   

The following structural needs have been identified. 

Roles and Responsibilities 

All of the above case studies have had knowledge management responsibilities 
delegated to either: 

 committees (e.g. Barwon Water) 

 current managers with additional responsibilities (e.g. Barwon 
Water, RMIT) 

 new position (e.g. Transfield Services, KPMG, McKinsey) 

 

Further to the leadership role, staff resources were committed to managing the 
process.  Such responsibilities include: 

 Acquisition of knowledge 

 Indexing, filtering and linking information to provide relevance 
of use 

 And distributing knowledge 
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In this review, no knowledge management program has been found which 
operates itself based on goodwill and self-initiated sharing of information.  
However, there are examples of organisations that have failed in their attempts 
to improve knowledge management by simply making new technology or 
processes available to staff in the hope of instant take-up (e.g. National Weekly 
Newspaper).  

Technology 

An increase in technology does not equate to improved knowledge 
management.  While some companies will embark upon knowledge 
management endeavours without technology enhancements (e.g. RMIT), most 
organisations consider technology an important enabler for most knowledge 
management strategies. 

While technology may be important to knowledge management, there is no 
‘One-box solution’ to knowledge management.  Such a view does not 
appropriately take into account the need to manage the organisation’s 
requirements in: 

 functionality 

 process and, 

 culture. 

The ‘One-Box Solution’ is often the result of over-hyped salesmanship and a 
lack of understanding of individual organisational needs. 

Often the greatest challenge to knowledge management endeavours is to 
reduce the number of IT systems or at the very least link them; often with a 
common front end. 

Insofar as knowledge management is concerned, most of the IT improvements 
can be largely grouped under two categories:   

Databases Collaborative Ware 

Examples: 

• Talent directory 

• Document management Systems 

• Record past experiences, 
projects, lessons learned 

• Tie into legacy databases 

• Phone directories 

• Customer information 

• Competition information 

Examples: 

• E-mail 

• Town hall meetings over the 
internet 

• Chat sessions 

• Ability to work on shared 
documents 

• Portals, Collaboration-ware 
o Team based project sites 
o Common interest: 

departments, subject, 
interest, information 
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We manage what we measure 

Despite good intentions and altruistic discussions, we tend to manage that 
which is measured within our workplace.  Accountability has certainly become 
the mantra of government institutions over the last decade in their effort to 
match private company efficiencies.   

At times we measure the things that can divide us at the expense of any 
measure that can bring us together.  For instance,  

 National Weekly Newspaper - It is unlikely for newspaper sales 
force to share information if the only measure is new sales for 
each individual sales person.   

 RMIT - It is difficult to encourage sharing across departments 
that compete on contact hours. 

The consulting firms have been much more successful with sharing information 
because of the shared ownership and group incentive plan.   

What we measure greatly influences where employees make their biggest 
effort.  If knowledge management is considered important to the organisation, 
appropriate measures must be devised.   

Examples: 

 Student / Commercial client retention 

 Speed to market 

 Regrettable resignations 

 Internal applications 

 Customer satisfaction  

 Staff project funding applications 

 Sick leave 

 Project learning’s 

 Published resources 

 Cross functional team projects 
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Process 

New technology may be wasted without the appropriate processes to target 
strategic objectives and manage the use of such tools.  Processes incorporate 
the organisation’s procedures for accomplishing these objectives. 

Link to Strategy 

The objectives of the knowledge management strategies should be linked to the 
overall strategy of the organisation.  They are not separate and should not 
attempt to separate from the overall goals of the organisation.  Knowledge 
management should support the organisation’s overall objectives by 
coordinating and accessing the knowledge and experience of the entire 
organisation (eg  RMIT, Barwon Water, KPMG, McKenzie & Company). 

Screening Process 

There is no single knowledge management program that works for all 
organisations.  As strategy is specific to each organisation, it follows that there 
needs to be a screening process for knowledge management projects.   

There are many approaches.  Some organisations will screen projects against a 
KM strategy, while others will screen a KM program against goals within the 
larger organisational strategy.  Both approaches are greatly enhanced with a 
clear understanding of how they intend to use knowledge management to 
achieve their goals.   

Those organisations with a clear vision greatly improved the number of projects 
that met the criteria of the communicated vision.  This occurred because all 
employees understood the goals of the knowledge management program. 

Screening projects within a knowledge management program requires a clear 
list of goals along with a weighted score for each.  The goals may be 
quantitative or qualitative.  Projects are then judged against these goals and 
given a score.  While the score may not always be the definitive answer, it 
keeps the knowledge management projects on track (e.g. Barwon Water). 

A successful screening process places a great deal of effort on identifying what 
information is important to the organisation.  For example: 

 KPMG has targeted five sources of information to enhance 
products 

 Barwon Water targeted specific documents to enhance 
efficiencies and reduce risk 

 Transfield focused on the information that was important 
across different industries 

Another important issue mentioned in the above cases, is the need to 
standardize the information in a format that can be understood and is relevant 
users.   
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Culture 

The culture of the organisation was considered a critical element of many KM 
initiatives.  Nowhere is this more evident than in jobs that are performed 
independently.  The following organisations are examples: 

 RMIT - teaching staff 

 National Weekly Newspaper - sales staff 

 KPMG - tax and business consultant staff 

 McKinsey & Company - consultant staff 

 

The above cases described common ailments of organisational culture 
including: 

 knowledge is power 

 knowledge ensures job stability 

 bureaucratic culture 

 aversion to risk 

 organisation is slow to react 

 

The consulting firms were the most successful in overcoming cultural barriers 
to sharing information.  Information sharing was encouraged through: 

 internal publications that became a way of enhancing personal 
reputation 

 team based approach to work assignments 

 grouping senior staff with less experienced staff on projects 

 holding staff accountable for sharing information and creating 
value within the firm 

 

Failure to address cultural issues that impact knowledge management led to 
failure within one case (e.g. National Weekly Newspaper).  RMIT had for its 
primary objective the need to improve the culture of sharing. 
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Conclusion 
 

This study has reviewed a number of organisations that have embarked upon 
knowledge management strategies and programs.  The most common reasons 
for knowledge management endeavours were: 

 To realise greater efficiencies. 

 To respond to competitive forces. 

Whether planned or emergent, successful organisations focused on knowledge 
management objectives that supported the overall company strategy.   

Knowledge management is more than an IT solution.  While IT tools are 
important, the more sophisticated approaches within this study considered 
the needed support of collaborative processes and the organisational culture 
that encouraged sharing of resources and ideas.  Those organisations that 
neglected these supporting processes and culture were less successful in their 
knowledge management programs. 

Successful organisations endeavoured to support their knowledge 
management objectives with supporting structure, processes and culture. 

Structure 

Structural support included knowledge management roles and responsibilities 
that were accountable for measures that tracked improvements in knowledge 
management throughout the organisation.  It is also important to highlight the 
role of technology as a key enabler of knowledge management through 
databases and collaborative wares. 

Process 

The objectives of knowledge management should support the overall strategy 
of the organisation.  Clearly defining and communicating the knowledge 
management objectives will enhance the ability to choose appropriate 
knowledge management projects.   

A key element is to identify important information within the organisation.  
The challenge then becomes a matter of standardising and presenting this 
critical information so that it can be understood, relevant and accessible.   

Culture 

Those organisations that used team-based approaches and measured 
important knowledge management indicators greatly enhanced the sharing of 
information.  This culture favoured sharing of information and creating value 
because personal reputation was enhanced within the organisation. 
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Appendix 1 - Sources of information 
 
 
 

RMIT Interviewed:       Angel Calderon 

Head of Planning and Research, RMIT 

Conducted on:    November 16, 2005  

National Weekly 
Newspaper 

Interviewed:       Debbie McKenzie 

Consultant with ‘Developing Knowledge 
Propriety Limited’ 

Conducted on:    November 17, 2005 

Barwon Water Interviewed:       Michael Watson, Executive Manager- 
Business Performance   

Mark Bourke (Consultant with Opticom) 

Conducted on:    October 27 and November 15, 2005 

Transfield Interviewed:       Jane Headon 

Knowledge Manager, Transfield Services 

Conducted on:    December 20, 2005 

KPMG Case Study:        KPMG Consulting, Inc 

From:                 International Best Practices - Case 
Studies in Knowledge Management 

McKinsey & 
Company 

Case Study:        McKinsey & Company 

From:                 International Best Practices - Case 
Studies in Knowledge Management  

 
 


