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1. Strategy
A knowledge management sector was created in 2013. With the support of the external consultant Deloitte (during 4-5 months), it performed a “knowledge maturity scan” of the organisation. Four dimensions were analysed: Technology, process and organisation, people & culture, content and leadership & governance. After 3-4 preparation meetings, the consultant organized a kick-off event with 100 selected staff members in April 2014. These staff members were divided in groups and interviewed by the consultant about their view of the current situation and a description of the desired situation. Then the consultant helped each group to define actions to reach this desired situation. After a debriefing meeting with the consultant and a follow-up meeting with 35 team members in July 2014, the knowledge management team defined the action plan for the following year. The knowledge management team found this support by an external consultant helpful because it gave legitimacy to the approach and the findings and enabled to bring together 100 staff members. However, the consultant only played a role of facilitator and did not bring any specific input on the action plan.
The result of the assessment was overall good but some specific problems, linked to the organisational structure, were identified, such as working in silos, no sharing of best practices between departments and considering knowledge sharing as an additional burden. In November 2014, the following five principles, adopted in a Directors' meeting, have been identified as a foundation for the DGT's knowledge management framework:
· My responsibility: everyone can, and is expected to contribute to a culture of openness and sharing: each one of us can make a difference by the way we work.
· Open by default: knowledge sharing works best in an environment that encourages openness, transparency and easy access to information. Open by default applies to all information flows, e.g. to meeting minutes, documents in Ares and collaborative sites (with some obvious exceptions).
· Out of the silo: knowledge management applies to all entities and processes, across unit/department/directorate boundaries, avoiding creating a "KM silo, dealt with by the KM people".
· Systemic: always keep in mind the "whole DGT" and the impact on its customers.
· Flexibility and Freedom to Fail (3F): KM activities adapt to changes in needs, priorities and working methods. New approaches are tried out and tested: possibility for failure or less-than-perfect outcome is accepted as an inherent risk; failure can present a learning opportunity.
Specific actions identified in this action plan include the indexation of documents (including the creation of a taxonomy), an expert locator (searching for people with specific skills based on the eCV), a map of all knowledge and knowledge sharing tools, some specific trainings (delivered by other DGs) about specialist knowledge and the discontinuation of obsolete tools.
The activities of the Knowledge Management sector were described in the same paper (attached below): Being the central coordination point for knowledge management in DGT, as well as the contact point towards other DGs and institutions in this area.

 
2. Organisation
DGT counts approximately 3,000 staff members.
The Sector Knowledge management, created in 2013, counts 14 staff members. It includes 10 librarians and 4 FTEs (2 Ads and 2 ASTs) more in charge of the knowledge management strategy.
This sector is located in the HR Directorate (“Resources”) under the professional and organisational development unit.
3. Culture/ Change management process
During the whole process, the knowledge management team focused on the “What’s in it for me” for any knowledge management initiative. They also linked knowledge management process to business processes; For example, when a staff member attended a training, s/he was required to prepare a summary of the training for his/ her colleagues.
The knowledge management team leveraged an informal network of ambassadors in all units. They sometimes by-passed the managers to reach out directly to staff members, and sent out “thank-you notes” to these staff members afterwards, cc’ing their managers.
4. Contacts
Gianluca Turco, Head of Sector Knowledge Management (Gianluca.turco@ec.europa.eu, 21241).
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DGT KNOWLEDGE MANAGEMENT FRAMEWORK
AND ACTION PLAN 2015-2016

1. INTRODUCTION

Activities that can be labelled as Knowledge Management (KM) have taken place in
DGT for years and most are a well-established practice. The list in Annex 1 shows
the many processes and tools DGT has already put in place to exchange information
and knowledge, from collaborative sites to Visiting Translator Scheme and
everything in between. The list shows that DGT staff have dozens of different ways
and means available to share their knowledge and good practices.

However, many of these processes and tools have been set up in isolation to respond
to specific needs: valuable information and good practices are often confined within a
single Unit/Department or Directorate — sometimes even one single person — leading
to duplication of effort and waste of time. An overarching approach is needed to build
on existing practices and progress towards more systemic, tangible and measurable
knowledge management. Better sharing of knowledge, skills and good practices
across our organisation is necessary so that we can learn and benefit from each other's
experience and avoid re-inventing the wheel, the fundamentals of a "learning
organisation”.

In 2013, Directors-General have recognised this need also at global Commission level
and created several working groups’. Several DG's? have started to develop their
knowledge management environment, but overall Commission coordination still
lacks momentum.

This Framework aims to articulate principles and propose concrete actions for
knowledge management in DGT. The purpose is that the Framework, once approved
and endorsed, provides a relatively stable foundation for DGT knowledge

One group on "Sharing information within the Commission (notably country-specific)"”, another on
"Information and training needs and sources for newcomers and all staff".

2 DGs REGIO, CNECT, COMP, DEVCO and JRC have established KM strategies/approaches, which are
in most cases supported by dedicated human resources. KM strategies or activities are in place also e.g.
in the United Nations and the Asian Development Bank.
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management, whereas the Action plan (Annex 2) is a more dynamic element, which
can be updated at regular intervals according to emerging needs and priorities.

The principles and actions presented in this Framework are designed to minimise the
impact on DGT's human and budgetary resources and optimise their results by
capitalising on in-house expertise. They must be considered as cross-cutting activities
related to virtually all processes in DGT, ranging from customer relations and
demand management to Learning & Development and Succession Planning, from the
follow-up of audits and evaluations to the development of IT tools. KM underpins
the information that is shared through the whole DGT, by its staff and through its
processes, procedures and tools.

The principles and actions reflect the outcome of the two knowledge management
events® held in April and July 2014 and include most of the suggestions expressed by
the DGT staff who participated. They were adopted in the Directors' meeting of 27
October 2014.

PURPOSE OF KNOWLEDGE MANAGEMENT

Knowledge management refers to a multi-disciplined approach to achieving
organisational objectives by making the best use of knowledge. KM looks at
processes such as developing, acquiring, creating, capturing, using/re-using and
sharing knowledge, as well as the cultural and technical foundations that support
these processes”.

The specialised literature identifies two complementary KM strategies to capture and
reuse both explicit knowledge (i.e. public, documented, structured, fixed and
conscious) and tacit knowledge (i.e. personal, undocumented, context-sensitive and
experience-based)’:

— Caodification, focusing on collecting and storing codified knowledge in
documents, webpages and databases to make it accessible to the organisation;

— Personalization, aiming at encouraging individuals to share their knowledge
directly.

It can therefore be said that under an effective knowledge management system the
staff knows where to find information, or who to ask for it. Importantly, a KM system
should also ensure that critical knowledge is not lost when individuals leave the
organisation.

In general, the three main benefits which can be obtained from a KM system are:

These workshops were based on the KM approach developed by Deloitte Consulting.

The University of North Carolina at Chapel Hill, Introduction to Knowledge Management. For more
definitions and a historical overview of knowledge management, see e.g. Dalkir, Kimiz: Knowledge
Management in Theory and Practice, Elsevier Butterworth-Heinemann, 2005.

Morten T. Hansen, et al.: What’s Your Strategy for Managing Knowledge?, Harvard Business Review,
1999.
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— Knowledge benefits, derived from more efficient processing of information
and knowledge, for example by eliminating duplication of effort or saving
valuable time.

— Intermediate benefits - these are how the knowledge is translated into benefits
that can be expressed in terms of efficiency or effectiveness. An example is
that best practices databases help to eliminate less efficient operations through
transferring knowledge from the best practitioners.

— Organisational benefits, that impact some of the organisation's key goals,
such as productivity, staff motivation and customer service. At this level, KM
supports and contributes to the creation of a "learning organisation”.

Due to the fact that much of the valuable knowledge is tacit and cannot be measured,
the added value — or return on investment — of knowledge management activities is
difficult to quantify. For example, "sharing best practices directly impacts on the
operational activities, i.e. reduction of lead time, quality improvement, but at the
same time, also impacts on the organisational culture through such issues as team

working and the motivation of employees"®.

The primary goal of planning KM practices for DGT is to make it easier to perform
the core business more efficiently.

UNDERLYING PRINCIPLES

The following five principles are proposed as a foundation for the DGT's knowledge
management approach. These shared core values anchor the KM actions to the
organisational culture and provide continuity alongside the more short-term actions.

1. My responsibility: everyone can, and is expected to contribute to a culture of
openness and sharing: each one of us can make a difference by the way we
work.

2. Open by default: knowledge sharing works best in an environment that
encourages openness, transparency and easy access to information. Open by
default applies to all information flows, e.g. to meeting minutes, documents in
Ares and collaborative sites’.

3. Out of the silo: knowledge management applies to all entities and processes,
across unit/department/directorate boundaries, avoiding creating a "KM silo,
dealt with by the KM people™.

4. Systemic: always keep in mind the "whole DGT" and the impact on our
customers.

Ibrahim, Fahmi and Reid, Vivien: What is the Value of Knowledge Management Practices? Glasgow
Caledonian University, UK. Electronic Journal of Knowledge Management VVolume 7 Issue 5, 2009
(567 - 574).

Obvious exceptions are documents that are e.g. restricted/limited/confidential, under embargo, or come
under the need to protect privacy or e.g. financial interests of third parties.





5. Flexibility and Freedom to Fail (3F): KM activities adapt to changes in
needs, priorities and working methods. New approaches are tried out and
tested: possibility for failure or less-than-perfect outcome is accepted as an
inherent risk; failure can present a learning opportunity.

ROLES AND RESPONSIBILITIES

Although everyone should feel empowered and responsible for sharing knowledge,
Unit R.4 is the central coordination point for knowledge management in DGT, as well
as the contact point towards other DGs and institutions in this area. In close
cooperation with all DGT entities, but especially with the Senior Experts for
knowledge management which will be appointed in the LDs, the unit will play a
prominent role in developing knowledge management in DGT in a coherent way,
specifically by:

— promoting and creating awareness of KM and its importance;
— initiating and coordinating KM events and activities;

— identifying and disseminating good practices across DGT, providing guidance
and taking into account the solutions better adapted to a particular context;

— scanning for knowledge flows, gaps, needs and barriers in DGT, in order to
align with our customers' needs and limit information overload,

— stimulating links, networks and communities of practice around key
competences for DGT, contributing towards developing a working culture
favourable for sharing knowledge;

— liaising with existing networks (such as the Quality Officers network, the AST
network, the Training correspondents network) to ensure synergy and avoid
overlaps®;

— assessing and reporting on KM activities and their impact.

The unit will follow up and report to senior management (Directors' meeting) on the
implementation of the Action Plan and propose further plans by selecting priority
actions to identify quick wins, mid- and long-term actions, and by cooperating with
the relevant actors to implement them. It will create an assessment framework,
including indicators, for measuring success of the KM Framework and feed results of
assessment back to the Knowledge Framework and its implementation. This reporting
will be part of the LDF reporting.

(signed)
Josep Bonet
Head of Unit

Annexes: 2

8

The participants in the April and July meetings on knowledge management broadly agreed that no new
structures for KM governance should be established, but that existing networks should rather be used.
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Annex 1: Mapping of knowledge management activities in DGT

Face-to-face knowledge
exchange

e Action learning groups

e Conferences, workshops and
presentations by experts

eInformal discussions between
colleagues

e|nfoSessions

o|T courses, language courses and
courses on particular topics

eJob shadowing

elegacy learning

eManagement clubs

e Mentoring

o Office swaps

e Presentations and training by
colleagues for colleagues

eRevision (workshops)

oSHARE! and other knowledge
sharing events

o Staff meetings and breakfasts
with the Director-General

eTeam events

eThematic communities

Networks and structures

e A dedicated unit (R.4)
supporting learning and
knowledge management

e Communities of practice

e Cooperation with other DGs,
other Institutions and Member
States

e Customer relation service and
portfolio managers

¢EMT programme

e Field offices

e|nteraction with freelance
translators

e Lead translators

eLearning and development
framework

eNetworks (e.g. inter-
institutional networks, user
groups, language networks)

e Quality management
framework

eTerminology framework

e The importance of sharing
knowledge, experience and
skills is recognised in DGT
management plan

e Unit meetings, Department
meetings and Directors'
meetings

e Visiting translator scheme (VTS)

Translation tools
Collaborative tools
oDGTVista
eDocFinder
eEuramis
o |ATE
e Note/ELISE
eQuest
eStudio and its knowledge base
eDGTnet
e Discussion forums
ecCV
e Good practices database
eKnowledge Portal
e Qutlook and OneNote
eSharepoint
eVideoconferencing
e Webinars
o Wikis
eYammer

Documents and other resources

e Ares

oDGT Library

eHandover notes

eInfoPacks

eManuals and guides

e Meeting minutes

e Mission reports

eShared drives (e.g. the P: and U:
drives)

e Studies

e Surveys and statistics

e Welcome packs and induction
training for newcomers






Annex 2: DGT Knowledge Management Action Plan 2014-2017

Responsible Timing
Dimension No Actions as identified at the Knowledge Management Event in April 2014 Short Mid- Long
term term term
<2016 | 2016 >2016
Culture 1 Set up an awareness campaign amongst managers and assist them in recognising the importance of knowledge management. R.4 X
) Raise awareness of the staff on “what’s in it for me when doing KM” through storytelling and publishing success stories. Create awareness R.4 X
regarding all available KM tools, by explaining the usefulness, goals, objectives and tips and trick for each tool.
:::::i?ig'e, Make an inventory of informétiop (knowlgdgg asse‘ts) available in DGT and GreaFe and irnplement taxonomy in the systems, which creates a
information 3 simple and clear views on which information is available where. Develop guidelines on indexing documents uploaded on information systems to R.4 X
allow easier retrieval.
and content
4 Develop guidelines to explain which information can be stored where. R.5, 02 X
5 Create links between relevant document management systems. R.3 X X
6 Build upon eCV to make an easy searchable overview of who to contact for what (expert locator). R.1,R.4,R.3 X
Identify documents (guidelines, instructions etc.) currently available in languages of individual LDs, for which there might be interest across the R.3, 02+ Al
7 . . . LDs X
departments and make them available in EN and/or FR (quid MT@EC?). .
and Units
Knowledge 3 Continue organising specific knowledge sharing events for translators, assistants, etc. across departments and invite management in order to R.A X
sharing recognise efforts and implement new ways to share knowledge. )
Ensure knowledge transfer to newcomers and from colleagues leaving the organisation: build up toolkits of "legacy learning" practices to stem
9 loss of critical knowledge; embrace newcomers in the knowledge sharing culture by mentoring and induction training; include information of all R.4 X X
available KM tools, practices and opportunities in the induction.
Tools and 10 Screen and identify all existing knowledge management groups and map different tools for sharing. Create a map and communicate it within the R.A X
systems DG. )
Improve governance and monitoring of DGTNet core pages and identify clear ownership of content, collaborative sites and common drives of
1 unnecessary/outdated information and reorganise it by indexing, classifying and grouping information into collections applicable to all content 02, W.E.B. - X X
except translation and develop rules (e.g. tagging) for all new content added. Improve navigation on DGTnet homepage. Clearly identify the ongoing
maintenance responsibilities of content owners with the aim of keeping things up-to-date and communicate them.
Identify tools with overlapping/duplicated functionalities, shut down tools whose use is limited and whose functionalities are available in other R3IT
12 tools, optimise existing search functions. " X X

Governance
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