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REPORT AND RECOMMENDATIONS 

EXECUTIVE SUMMARY

The Action Review of Knowledge Management was completed on schedule and within budget, after a comprehensive stocktaking of what is occurring in knowledge management in the World Bank. Inputs were received from nineteen vice-presidencies. Interviews, focus groups, surveys, and discussions were conducted so as to incorporate the inputs of more than five hundred staff from all parts of the organization. The findings of the review reflect the consensus of the external advisory panel which includes some of the world's leading practitioners, including Bob Buckman (Buckman Labs), Wendy Coles (General Motors), Carlos Cruz (Monterey Tech Virtual University), Tom Davenport (Andersen Consulting), Eric Darr (Ernst &Young), Kent Greenes (BP) and Brook Manville (McKinsey). The main points that emerge are as follows.


We believe that the Bank's knowledge management strategy is far-sighted in conception and sound in its fundamentals, and positions the Bank to play a key role in the world economy of the 21st Century. We recommend that management draft and issue a simple document (2-3 pages) that will re-state the strategy in an authoritative form, and the principles it is based on, and then disseminate this widely inside and outside the organization.


After reviewing all of the materials, we believe that much has been accomplished in a short time without spending a great deal of money. Although there is some unevenness in implementation among units and groups, and some key implementation issues need to be addressed, we believe that, compared to other organizations, the Bank should be proud of what has been accomplished to date. 


Among the action recommendations that we make below, four in particular stand out, as both essential to the success of the overall program and as likely to require strong management support to assure speedy implementation:

(
Thematic groups are the heart and soul of knowledge management in the Bank. An extraordinarily good start has been made in launching more than a hundred of these groups, which most staff agree are adding considerable value to Bank work. However for these thematic groups to achieve full interaction with task teams, to accomplish essential capture and distribution of know-how that is being generated in the work, to reach out to external partners, to enhance their value to external client, and to assure sustainability, the thematic groups need additional facilitators/coordinators who can help the thematic group leaders energize and broaden their membership.

(
Although a large volume of knowledge resources has already been generated, most staff do not have easy access to these resources, owing to the fragmented way in which knowledge resources are being made available on various web-sites. We recommend therefore that the Bank develop and implement a consistent, integrated web policy that meets the needs both of the institution and of business units and groups. The policy should clarify what should be on the web, in what format, for what use, and who is responsible for content provision and infrastructure development, including internal KM, unit web-sites and external web.

(
For reasons of efficiency and effectiveness, the Knowledge Management Board should be re-organized to reflect the four major knowledge stakeholder groups (IT, content, practitioners and the executive) as well as have two outside members who can bring an external perspective to the group.    

(
The Bank should develop knowledge services for clients that will enable clients to gain access to knowledge about knowledge as an economic factor of production, and to implement knowledge management for their own countries.

MAIN RECOMMENDATIONS

The following actions are recommended:

STRATEGY

1. Restate the knowledge management strategy in a simple, 2-3 page document, and disseminate it widely

THEMATIC GROUPS

2.
Provide knowledge facilitators/coordinators for thematic groups

3.
Develop a thick, rich picture of what the practitioners actually do and the explicit and implicit role of knowledge in these activities.

TECHNOLOGY

4.
Develop and implement a consistent web policy regarding what should be on the web, in what format, for what use, and who is responsible for content provision and infrastructure development.

5.
Develop enhanced visibility of where the knowledge resides, inside and outside the Bank.

6. Develop an efficient means for the quick assembly and production of power packs.

COORDINATION

7.
Reorganize the KM Board to reflect the four major knowledge stakeholder groups (IT, content, practitioners, and the executive), and include two outside members.

8.
Develop a professional communications program about knowledge management.

9.
Develop a clear set of metrics, both qualitative and quantitative, designed to demonstrate the impact of knowledge management activities on the clients.

10.  
Develop knowledge services that will enable clients to gain access to knowledge about knowledge as a economic factor of production, and to implement knowledge management for their own countries.

REPORT AND RECOMMENDATIONS


The following findings are based on meetings, surveys, discussions, and analyses that have occurred in the past five months or so, focused on developing a better understanding of what the Bank has accomplished in knowledge management and how it should proceed. In addition, they also reflect our collective experiences working with other organizations. 


A few points should be stated at the outset. There are no universal models for knowledge projects. There are some proven cases, methods, and experiences. This makes almost all knowledge work to some extent experimental, which inevitably leads to some false starts. All knowledge-intensive organizations are wrestling with issues similar to the Bank's, regarding knowledge coordination and infrastructure. These difficulties should not deter the management, provided that prompt action is taken to resolve them. 

The World Bank's knowledge management strategy


We believe that the Bank's knowledge management strategy is fundamentally sound. It is far-sighted, profound, multi-faceted, draws on the traditional strengths of the organization in terms of development know-how and analytical capability. Its emphasis on external knowledge sharing adds a strategic dimension that takes the concept of knowledge management further than in most organizations. The essential appropriateness of the strategy is confirmed by the recent survey of donor countries which shows that this group of stakeholders already sees the provision of global knowledge as one of the Bank's most important functions.



Knowledge management is a key instrument for the Bank to achieve its full potential as the Knowledge Bank, by mobilizing global knowledge from inside and outside the organization and applying it to solve local development problems in a timely fashion. The goal is not only to enhance the Bank's capacity to reduce poverty in a more timely, innovative, and effective manner, but also to provide direct access to the world's best development know-how to all stakeholders in the development process, including Governments, partners, judicial bodies, the private sector, foundations and NGOs. 

Knowledge management is associated, but not synonymous, with other knowledge services provided by the Bank including economic and sector work, research, training and the marketing of Bank publications. Knowledge management relates to generating, sharing, and disseminating knowledge "on the fly", taking advantage of modern technology to mobilize the full resources of the organization to solve specific problems in shorter time frames than were hitherto possible. Steps currently being taken to plan, program, budget and manage the entire array of knowledge services, including knowledge management, as a coordinated whole should be continued and strengthened.


The results of surveys and focus groups suggest that about half the organization understands and agrees with the Bank's knowledge management strategy. About a quarter of those contacted disagree that the knowledge management strategy is reasonably clear, while roughly another quarter is not sure whether the strategy is reasonably clear or not.


We believe that a portion of those who do not see the knowledge management strategy as reasonably clear are having difficulties through a failure to communicate the KM strategy effectively. 


We also believe that a significant portion of those who do not see the strategy as reasonably clear are expressing not so much a failure of communication, but rather a disagreement with some parts of the strategy itself, and/or a wish to go on debating the finer points of the strategy. While such debates are in one sense healthy, and enable the strategy to continue to evolve, there is also a danger that such debates, particularly when promulgated by those who are charged with leading the implementation effort can generate a perception among staff of lack of strategic clarity. Several of the action recommendations are aimed at rectifying these problems.

1. 
From our experience in other organizations, the restatement of knowledge management strategy in a simple 2-3 page document, its endorsement at a high level of the organization and subsequent wholesale dissemination have been effective in helping to complete the shift in attention from debating the strategy to getting on with its implementation. 

The restatement of strategy should cover the issues set out in attachment 4. The document should have in it what the Bank's knowledge strategy is, and what principles the strategy is based on. It should include the roles of technology, content, providers, practitioners and the value provided to the clients. It would be a kind of "bill of rights and responsibilities" of knowledge sharing, so that everyone in the community could understand the vision and their role in it. This document should be globally distributed, and reflect how the Bank wants to be perceived internally, as well as externally.

What has been accomplished so far?


The Action Review was asked to assess what has been accomplished to date, giving particular attention to whether the Bank is getting value for money, and looking at the unevenness of implementation between units and groups.


Overall, we believe that the Bank has accomplished an enormous amount in a relatively short time with relatively modest resources:

(
An organization-wide knowledge sharing program has been launched and staffing has been put in place.

(
Budgets have been established (4% of the administrative budget for knowledge management is quite modest in comparison with other relevant organizations.)

(
The personnel evaluation system has been changed to reflect the priority of knowledge sharing.

(
Over a hundred thematic groups have emerged. 

(
The main technological infrastructure has been laid, and governance arrangements are in place.

(
Knowledge partnerships have been developed with key development stakeholders.

(
External inputs are an increasing part of Bank activity.

(
There is recognition both among external audiences and the VPUs of the fundamental importance of knowledge.


Although there is some unevenness in implementation among units and groups (summarized in attachment 5)  we believe that, compared to other organizations, the Bank should be proud of what has been accomplished to date. Nevertheless, some key implementation issues need to be addressed in the areas of thematic groups, technology, and coordination.

Thematic groups

Thematic groups are the heart and soul of the Bank's knowledge management program. 70% of participants in the focus groups from all parts of the organization agreed that thematic groups add significant value to Bank work. We believe that the thematic group is the right organizational instrument to implement knowledge management. The activities performed by the thematic groups are a key to the knowledge program success and hence the Bank should take particular care to ensure their sustained success. 


BUT thematic groups are currently facing a set of pressing problems:

(
The overt knowledge tasks of thematic groups, particularly capturing and disseminating know-how, often seem to the practitioners as an adjunct to their work and therefore burdensome. The successful performance of this work is key both to leveraging knowledge internally, and to the whole external knowledge sharing strategy. It is therefore crucial for the whole strategy that a solution be quickly found to this problem.

(
Outreach to task teams is uneven (see attachment 5). This is exacerbated by the shortage of time available to the thematic group leaders, given their other responsibilities. Interviews with task managers show that many staff would make important contributions to the Bank's knowledge base, with a minimal incremental effort that would make it easy for them to make such a contribution, e.g. video interviews.

(
Even the best thematic groups are fragile entities, often dependent on the presence of one or more exceptional individual who has "emerged" but who might just as easily disappear, particularly as other pressures bear down on these individuals as a result of system renewal, and planned budget reductions. 

(
More budget or other incentives is unlikely to help much, since the TG leaders are already trying very hard, and are simply short of time to meet all the challenges they face.

(
TG leaders themselves show little explicit interest in taking training to develop their facilitation skills, in part due to the time pressures to which they are already subject.

(
Ongoing measures to offer support staff and student interns will be a further support for thematic groups but is unlikely to provide the kind of sustained, consistent, credible support that is needed to strengthen the processes related to the role of thematic groups.

The Bank's experience here is not unique. The phenomena described above are common to many organizations that have launched communities of practice. Their experience and related research show that unless these problems are quickly resolved, the thematic groups will unravel, first at their periphery, and then implode. The experience of other organizations also suggests a potential solution. 

WHAT CAN BE DONE?

2.
To be effective on a sustained basis, the thematic groups should be provided with knowledge facilitators/coordinators, people who would facilitate and coach the processes of knowledge production, codification, synthesis, distribution and diffusion. These facilitators/coordinators would be additional to the current thematic group leaders who would remain responsible for content: the facilitators/coordinators would concentrate principally on process.

Other organizations have resolved the dilemmas of embryonic communities by injecting a cadre of "facilitators" or "coordinators"  or "coaches" or "concierges". This is already happening on a small scale in the Bank's thematic groups, but it needs to be very much expanded and accelerated. Whatever the name adopted, the functions performed would include assistance in the processes of knowledge production, codification, synthesis, distribution and diffusion, and embrace:

(
reaching out to new members of the thematic group, particularly task teams and external partners;

(
helping identify promising knowledge resources to capture, and then assisting in implementing unobtrusive low-cost methods for capturing knowledge resources;

(
helping edit and present knowledge resources in a consistent institutional format, and in an agile, user-friendly way.

(
helping establish and implement checking and vetting procedures within the thematic group; and helping clean out obsolete material;

(
helping organizing support from administrative staff and student interns;

(
helping staff get comfortable with information technology, iron out any glitches that develop, and assisting the center in identifying needed improvements in the technology;

(
encourage consolidation of overlapping thematic groups; and introduce good practices developed in other thematic groups,

(
help communications between thematic groups; and introduce good practices developed in other thematic groups.

(
overall, help bring supply and demand of knowledge into alignment.

Implementation arrangements are elaborated in attachment 6.

3. 
Management should also develop a "rich thick" picture of what the practitioners actually do and the explicit and implicit role of knowledge in these activities. This would enable knowledge programs and policies that would better fit into their established work routines and behaviors.

Experience shows that if knowledge services are a good fit with the real needs of users, they will in fact use it: what often prevents this simple principle from operating is ignorance or misunderstandings of the nature of the way the work is actually done. Developing such a rich picture will help in setting priorities among different knowledge sharing activities. It will provide a basis for differentiating between different kinds of users and the different classes of knowledge that they need. It will help to take actions to keep benefits for external clients in the forefront. 

Steps to establish the information are already under way. Some 45 interviews and case-lets have already been developed. What is needed now is a model of the multiple patterns of interactions that lead to benefits to external clients.

One promising project which is emerging from such thinking is the incorporation of knowledge into the quality assurance process, as being piloted in the Africa Region. This pilot should be followed and if successful, replicated elsewhere.

Technology


The ways in which knowledge products and outputs are structured and distributed electronically is critical for internal efficiency and for developing cognitive authority in the development and policy communities. To this end, three action items are recommended:

4. 
A consistent web policy needs to be developed as to what should be on the web, in what format, for what use, and who is responsible for content provision and infrastructure development, including internal KM, unit web-sites and external web.

The access to knowledge resources clearly needs improvement. Only 37% or participants agree the Bank's knowledge resources as accessible. The most important cause of this problem is the fragmentation of substantial knowledge resources on the intranet which hampers those resources being easily found by an interested user. Resources are variously located in the Intranet KM, on the external web, in Network web-sites, in some Regional web-sites and in thematic group workspaces. The Intranet KM has some well-organized domains (e.g. education, economic policy) but also serious problems, including many empty taxonomy trees, over 900 dead ends, and no topic briefs in most sectors. Access to help desks/advisory services or to membership lists of thematic groups is not uniform across the web. Overall, some individual knowledge collections are promising, but there is no uniform pattern or location where knowledge resources can be found. The poor organization of knowledge resources is a more important cause of the perceived lack of easy access than any failure in communications or lack of staff IT skills or incentives. 

The fragmentation of knowledge resources is particularly problematic for the cross-cutting nature of development issues, where highway engineers need to access environment or gender, and health planners need to access financial management or social development. Unless collections can be easily and intuitively located "on the fly", it is likely that the knowledge resources will have a much smaller impact than their potential.

The current fragmentation of knowledge resources on the web is a key deterrent to staff to develop knowledge collections. It is hard to get people to contribute to "a black hole". Nor is it feasible to get users to develop separate collections for internal and external users (although different users might have access to different subsets of the collection). 

Although on the surface, this fragmentation presents itself as a technology issue, it is not in the end a question of technology: in essence, it reflects a fragmentation of organizational effort to meet the perceived needs of individual units and groups, and make their unit appear distinctive and different, at the expense of the institutional need to present knowledge resources in a consistent and well-organized fashion to all users. Although the historical reasons for such fragmentation are understandable, the results are embarrassing for the Bank, and will cause knowledge sharing, particularly external knowledge sharing, to fail unless the issue is quickly resolved.  

Other organizations have encountered similar problems though perhaps not as severe as in the case of the Bank. These organizations have dealt with them by developing and implementing a consistent, integrated web policy that meets the needs of the institution and most business units and groups. We recommend that the Bank do likewise. The policy should clarify what should be on the web, in what format, for what use, and who is responsible for content provision and infrastructure development, including internal KM, unit web-sites and external web. The policy should provide an integrated solution to the twin goals of internal and external knowledge sharing. Having common navigation and context is a key efficiency tool, and a precondition to undertaking any kind of effective training on the use of knowledge resources.

Business need should drive the formulation of the policy, not the technology. The policy should be determined by practitioners. The common institutional policy should allow variation where needed, but should insist on uniformity where that is key to enabling users inside and outside the organization to find resources easily and quickly.

Once established, the policy should be implemented promptly and forcefully. 

5. 
Enhanced knowledge visibility would be of great assistance to all stakeholders, e.g. the directory of expertise. This work could show, at a useful level of granularity, where knowledge is (both practice and explicit), what forms does it take, and who is responsible for it.

The Bank's directory of expertise is a good start. Ongoing work within the organization has shown the way to take this further, building on discussions with Kent Greenes (BP), a member of the external advisory panel (see attachment 8). This work is high priority and should be pursued. 

6. 
Develop an efficient means for the quick assembly and production of "power packs" e.g. agreed-on collections of practice documents that can give a beginner to a theme a comprehensive outline and introduction to a subject. Consistent standards and navigation protocols should be established.

There is a broad consensus around this recommendation, and individual efforts are already under way to implement it. Nevertheless, these efforts will tend to be much less productive than they would otherwise be unless a consistent set of standards and navigation protocols, with a common vocabulary, and common formats, are established. Otherwise the potential utility of power packs will be undermined by the same kind of extreme fragmentation that is now visible on the Bank's web.

Coordination

7. 
For reasons of efficiency and effectiveness, the Knowledge Management Board should be re-organized to reflect the four major knowledge stakeholder groups (IT, content, practitioners and the executive) as well as have two outside members who can bring an external perspective to the group. This new board should oversee the drafting of the simple KM strategy document (recommendation #1).

8. 
A professional communications program about knowledge management should be established, with at least one full time staff member dedicated to communications on knowledge management.

The current level of effort on communications is inadequate. The program could include a writer who could identify and disseminate stories about successful knowledge sharing experiences.

9. 
A clear set of metrics needs to be developed to allow better understanding of how the specific knowledge programs and projects are progressing. The metrics need not be too elaborate, and should, where possible, allow for the inclusion of qualitative information such as outstanding stories. The metrics should aim as far as possible at relating to clients and business objectives, rather than internal to knowledge management. However proxy and intermediate measures should also be used, to get an early reading on implementation results and impact.

The Bank should recognize that it already has some valuable metrics in place, including the data emerging from surveys, focus groups (attachment 7) and the mapping of knowledge resources on the web (attachment 9). These metrics shed valuable light on the status of the program. They should progressively be supplemented by further indicators, particularly metrics covering external clients, while maintaining realistic expectations as to what can be accomplished when the objectives of knowledge management are broad.

Eventually, progressive improvements in metrics will over time help to redefine the value equation for the Bank. Thus current metrics on lending do not effectively measure value for clients. Reliance on them as the principal measure of organizational performance ignores the likelihood that knowledge services will be an increasingly central organizational function. Already there are indications that many clients want knowledge more than they want money. Over time, this trend is likely to increase. The Bank should accept and welcome this trend. Steady improvement of metrics on performance of knowledge services should reflect this shift in the value equation.

10.
The Bank should develop knowledge services that will enable clients to gain access to knowledge about knowledge as an economic factor of production, and to implement knowledge management for their own countries.

If the Bank is going to be successful as a knowledge bank, it needs to have knowledge about knowledge, both for clients and for internal work. Already substantial demand is evident from a number of clients for such services. Pilot projects should be established with clients to ascertain what products could be offered to what clients at what price, consistent with the Bank mission of poverty reduction.

Conclusion


The action recommendations included in this review constitute what we believe to be the most important and feasible steps to strengthen the knowledge management program which we believe is heading in the right direction. The recommendations constitute an integrated package of measures: the recommendations will be much more effective if they are all adopted, rather than if some actions are implemented while others are not.  The principal inter-relationships of the recommendations are shown in the figure below.

Attachments

Attachment 1: Implications of the recommendations in terms of impact and difficulty of implementation

Attachment 2: Terms of reference of the action review

Attachment 3: How the action review was conducted

Attachment 4: Issues to be covered in the restatement of the World Bank knowledge management 
strategy

Attachment 5: The issue of unevenness of implementation

Attachment 6: Facilitators/coordinators for thematic groups

Attachment 7: Quantitative data from the focus groups

Attachment 8: Building a dynamic directory of expertise

Attachment 9: Mapping the Bank's knowledge resources on the web

Attachment 1

	Impact of the proposed action recommendations 
and their relative difficulty of implementation

	
	Impact of the proposed recommendations on key issues
	

	
	Add value for money
	Reduce uneven-ness among units, groups
	Main-streaming 
of KM
	Integration of KM with ESW, research, learning.
	Overall impact
	Difficulty of implement-ation

	Strategy

	1. Restate KM strategy, endorse and disseminate
	XX
	XX
	XXX
	XX
	XXX
	X

	Thematic groups

	2. Establish facilitators, coaches
	XXX
	XXX
	XXX
	XX
	XXX
	XXX

	3. Develop thick rich picture of Bank work
	XX
	XX
	XXX
	X
	XX
	X

	3a. Integrate knowledge into quality assurance
	XX
	XX
	XXX
	XX
	XX
	XX

	Operational / technology

	4. Develop and implement consistent integrated web policy
	XXX
	XXX
	XXX
	XX
	XXX
	XXX

	5. Knowledge mapping, e.g. directory of expertise
	XX
	XX
	XX
	XXX
	XXX
	X

	6. Downloadable knowledge --Power packs
	XXX
	XXX
	XXX
	XX
	XXX
	 XX

	Coordination

	7. Streamline governance, and reorganize KM Board
	XX
	XXX
	XX
	XX
	XXX
	XX

	8. Set up professional communications
	XX
	XX
	XXX
	XX
	XXX
	X

	9. Establish clear set of metrics
	XX
	XXX
	XX
	X
	XXX
	XX

	10. Establish knowledge about knowledge
	XXX
	XX
	XX
	XX
	XX
	X


	High
	XXX

	Medium
	XX

	Low
	X


Attachment 2

Action review of knowledge management

Terms of reference


The Knowledge and Learning Council, at its meeting on January 6, decided to have a quick review of knowledge management looking inter alia at:


- the costs and benefits of knowledge management


- the quality and utilization of the knowledge resources

- the measurement (to the extent possible) of value for money invested in knowledge management and learning through rigorous monitoring and evaluation, and aligning supply with demand.

·
- the acceleration of the mainstreaming of knowledge management and learning within the Bank Group as a whole.


- the integration of knowledge management with ESW, research, learning.


The Knowledge and Learning Council, at its meeting on February 9 decided that the principal objectives of the action review will be: 


(1) to validate (or invalidate) the strategic direction of knowledge management in the Bank and 

(2) to identify high-priority action recommendations based on good practices that could enhance performance of the Bank's knowledge management program.


The action review will give particular attention to three areas: 


(1) determine the value for money invested in knowledge management, 


(2) accelerate the mainstreaming of knowledge management, and 


(3) further the integration of knowledge management, learning, ESW and research.  

Organization: The action review will be external and will be led by Larry Prusak, Executive Director, Institute for Knowledge Management, IBM. He will be supported by Ms. Leigh Weiss, Harvard Business School, and Ms. Linda Kalver (Economist). It is envisaged that one or more case study may be undertaken. 

The process of the action review will be kept as light and simple as possible. A small group comprising David Ellerman (DEC), David De Ferranti (HD), Robert Picciotto (OED), Ray Rist (EDI), John Roome (AFR) Anil Sood (ECA/SRM) and will advise and guide Larry Prusak in the conduct of the action review. Shengman Zhang (EXC) will chair this group and Stephen Denning will serve as a secretary.

Larry Prusak will consult with the KLC once the initial direction of findings begin to emerge (i.e. around early to mid April) and will meet with the KLC to discuss the final report.

Staffing of the work will be provided by Roberto Chavez, Peter Midgley, Lesley Shneier, Flavia Fonseca (ISG), a consultant from OED (to be nominated), and others that may be designated. The advice of EDI's evaluation unit has been incorporated in the design of the review. The Knowledge Management Board will provide continuing support to the action review.

The review will aim at producing a priority list of action recommendations. be conducted in three phases:

Preparatory Phase: In order to facilitate and expedite the work of external reviewers, preparatory work will be done by each unit to clarify what is to be evaluated. Each of the 19 vice presidencies involved in knowledge management (five Networks, six Regions, DEC, EDI, OED, Legal, SRM, ISG) will provide a succinct account (2-3 pages) of its own KM program and its status, including any recommendations for changes in objectives or modalities that appear warranted. IFC and MIGA will also review their own KM programs in comparison with World Bank programs, and make recommendations for any changes to improve coordination between their programs.

Initial assessments: The conclusions of each unit's review will be consolidated and submitted for assessment by relevant focus groups, including the KM Board, thematic group leaders, task managers, country team leaders, staff in field offices, outside clients and partners. Groupware will be used to encourage openness and clarity. The results of existing surveys will be analyzed for insights into the issues being addressed. The focus will be on generating and evaluating action recommendations for the KM program, particularly strategy and direction, and focus on real business user requirements. 

Action recommendations phase: A draft report will be assembled with the assistance of the secretariat and reviewed by both the KM Board and panel of external experts in the field of knowledge management. EDI's evaluation unit and OED would be asked to review the recommendations. The report will then be finalized and presented to the KLC. The report would be a summary of action recommendations of no more than five pages of prose, supported by tables and slides.

Timing: 

Begin mid February 

The preparatory phase would be completed by mid March.

Initial assessments would be completed by early April

Action recommendations phase would be completed by end April. 

Attachment 3

HOW THE ACTION REVIEW WAS CONDUCTED


The action review proceeded in accordance with the terms of reference, in three phases. As the review moved forward, inputs were posted on the Intranet and in KM Muse, so that any interested staff could follow the progress of the review and make inputs.
 A number of individual staff did make direct suggestions and these were considered for the report. Throughout the review, there was consultation with WBI (Ray Rist) and OED (Patrick Grasso). The envisaged OED consultant appeared too late (April 20) to make a substantive input into the review. (It was also decided early in the review to defer work on a case study until after the review was further advanced.)


In the first phase of the review, inputs were obtained from each of the 19 vice-presidencies on the basic questions: what were the KM objectives, the KM budget, the KM staffing, the KM activities, the expected outcomes and any recommended changes in the program. These inputs were then synthesized and reviewed to determine relevant patterns.


In the second phase of the review, views were sought from users. The principal instrument for accomplishing this was a series of eleven focus groups (some conducted by Lotus Notes) which included 93 participants from:

Knowledge Management Board

Thematic group leaders

Country Directors in HQ

Country Directors and Resident Representatives in the field

Task managers

Advisory service staff

A cohort from the Executive Development Program

Staff Association

Administrative and support staff


In addition, several pre-existing surveys were consulted:




Survey of thematic group leaders (November 1998) - around 80 participants




Survey of thematic group members  (January 1999) - around 280 participants





Retrospective on the Africa Region (mid 1998)




Survey in the MINA Region (April 1999)




Survey of donor countries (November 1998)


The review also drew on the results of more than forty interviews with, and case-lets involving, task managers and their relationship with knowledge management. 

Three meetings were held with the Knowledge Management Board and a meeting open to all Bank staff was held on April 13 to solicit suggestions. The review team met with the KLC on April 13 to review the interim findings.

In all, the Action review drew on the contributions of more than 500 staff, and the team wants to thank them for their assistance. 


In the third phase, the review drew on the inputs of a one-day "brainstorming" on April 9 in which a number of the staff most actively involved in knowledge management debated in depth possible action recommendations. On April 21, the review got the inputs of the external advisory panel, which included some of the leading practitioners of knowledge management in the world:

Bob Buckman (Buckman Laboratories), 

Wendy Coles (General Motors), 

Carlos Cruz (Monterey Tech Virtual University), 

Tom Davenport (Andersen Consulting), 


Eric Darr (Ernst &Young), 

Kent Greenes (BP)

Brook Manville (McKinsey)

Attachment 4

ISSUES TO BE COVERED IN THE RESTATEMENT OF THE WORLD BANK KM STRATEGY


In other organizations, the restatement of KM strategy in a simple 2-3 page document and its endorsement at a high level of the organization and subsequent wholesale dissemination have been effective in helping to complete the shift in attention from debating the strategy to getting on with its implementation. In the Bank, such a re-statement and dissemination would encourage and accelerate a similar shift, by taking a clear position on the issues set out below: 

(
The restatement of the Bank's KM strategy should be no more than 2-3 pages, and thus should not attempt to prescribe every facet and nuance of the knowledge sharing activities that will emerge as part of the strategy. In particular, it should not try to "engineer" a blueprint that all units would required to follow. The strategy should constitute a "big picture" systemic approach to the Bank's knowledge management program. 

(
The Bank's KM strategy is grounded in practice. It is about knowledge generated in the work of practitioners of development inside and outside the organization, supporting the work of practitioners, and helping them do their job quicker and better. Knowledge management includes a broad range of knowledge-related activities, including the content of what is done in development, the practice of those who are engaged in the work of development, and the infrastructure that is needed to achieve leverage of the available knowledge resources. Grounding the Bank's KM strategy in practice can help make clear that it is in essence a business strategy -- an improved way of conducting the business and providing value to external clients -- of which the IT component is merely a part. 

(
The Bank's knowledge management strategy is more than the sum of its parts. Knowledge management is not simply a website or information technology (although the web technology is an integral component), nor is it merely person-to-person interactions in thematic groups and elsewhere (although they are key instruments). It is a combination of elements.

(
The Bank's KM strategy entails a balance among its components, between connecting people who need to know and collecting what is learned in the interaction, between providing customized knowledge services and codifying knowhow, between people-to-people interactions and the use of technology to share the benefits of those interactions more widely. The KM strategy is not about a set of "either-or choices" between knowledge broker or knowledge storehouse, codification or customization, collection or connection, tacit or explicit, internal or external, web or non-web. The KM strategy should make clear these are not sharp alternatives, and that the Bank must be both knowledge broker and knowledge storehouse, adopt a balance of approaches embracing both codification and customization, both collection and connection, both tacit and explicit, for both internal and external users, through multiple communication channels, both web or non-web. It is not a matter of choosing between these approaches as alternatives, but rather keeping a proper balance between them.

(
The Bank's KM strategy entails a balance between the needs of both internal and external users, with priority being given to benefits for external clients, including client-to-client transfers.

(
The Bank's KM strategy incorporates the role of the Bank as a knowledge broker: The concept of a knowledge broker has always been present to a certain extent in the Bank’s knowledge management strategy, but it has not always received the emphasis that was needed, in part because some managers, and some knowledge managers, had talked and acted as though knowledge management was merely a website. This had led to the view that perhaps the Bank KM strategy was merely to build a website. There is a need to emphasize, or re-emphasize, the knowledge broker dimensions of the Bank strategy, and make sure that implementation does not slide into an approach of seeing KM as merely codification, or building a website.

(
The restatement of the Bank's KM strategy should make clear that knowledge services are a central business function of Bank operations providing increased value to external clients through knowledge provided in a timely fashion.

(
The Bank's strategy entails a balance between an engineering and ecological view of knowledge sharing. There was much debate in the course of the action review between those who wanted more specific plans, programs, processes and blueprints with tight accountabilities for implementation (an engineering viewpoint of knowledge) and those who saw knowledge as growing and emerging out of interactions between people, and their environment, with ideas, in a fluid, flowing evolutionary way (an ecological view of knowledge). We believe that the nature of knowledge in the Bank's work implies that priority should be given to an ecological view of knowledge sharing, rather than a mechanistic or technology-driven view of knowledge, although there are some areas, described in the report, where engineering improvements to the infrastructure need to be made.

 (
The Bank's KM strategy is not about choosing between Regions or Networks, but rather about getting a synergistic interaction of the Regions and Networks. Regions acting alone cannot mobilize the Bank's global knowledge resources. Networks acting alone without the support of Regions cannot effectively deploy the global knowledge resources to help resolve specific issues arising in the course of the business, (Steps being taken by some Regions and Networks to enhance this synergy should be encouraged and more widely adopted.) 

(
The Bank's KM strategy entails the use of multiple actions and communication channels, These include the various technology tools (intranet, internet, activity rooms, power briefs/packs, discussion spaces, global development forum and so on), the various ways of connecting people (help desks/advisory services, directory of expertise, thematic groups) and other activities that facilitate the transfer of knowledge (brown bags, seminars, workshops, distance learning, print media etc). All the steps to strengthen, or change, or develop the tools and processes can then be seen as different means toward the same end, rather than as ends in and of themselves. 

(
The Bank's KM strategy entails knowledge providers, particularly thematic groups, differentiating among the knowledge needs of different users, setting priorities among different types of knowledge and organizing their knowledge activities. 

(
The Bank's KM strategy entails the provision of knowledge services to the world at large. The provision of codified knowledge through the web is an obvious cost-effective approach which we endorse. There are already signs of strong demand for more customized services, both in terms of requests from outside the organization for advice on specific topics by help desks and thematic groups, and in terms of requests by clients for assistance in managing their knowledge. Such demand is healthy and the restatement of KM strategy should embrace the provision of a positive and steadily expanding response to it. One option is for the Bank to provide customized responses to the world at large for a fee: payment mechanisms for such services do not currently exist, and raise important policy issues, e.g. avoiding discriminating against those who could not afford such services. We do not believe that the proposed restatement of KM strategy should attempt to resolve the thorny issue of charging for knowledge services. This issue should be explored over the coming year and a policy developed to deal with it. Its resolution is not essential for the restatement of the KM strategy, and it should not be held hostage to it.

(
"Knowledge services" or "knowledge sharing" might be better terms than "knowledge management", but, for better or worse, "knowledge management" has become a kind of term of art, so little good purpose can be served at this point by abandoning it.

(
The strategy statement should not be overly concerned with demarcation issues. Knowledge management is associated with, but not synonymous with, other knowledge services provided by the Bank including economic and sector work, research, training and the selling of Bank publications. Knowledge management relates to generating, sharing, disseminating knowledge "on the fly", taking advantage of modern technology to mobilize the full resources of the organization to specific problems in shorter time frames than were hitherto possible. Steps currently being taken to plan, program, budget and manage the entire array of knowledge services, including knowledge management, as a coordinated whole should be continued and strengthened. Drawing a precise line between knowledge management and the broader array of knowledge services is less important than understanding the linkages between the elements.

Attachment 5

THE ISSUE OF "UNEVENNESS" AMONG UNITS AND GROUPS

1. 
Thematic groups: Although there is widespread support for the view that thematic groups add value to the work, the performance of individual thematic groups varies greatly. No data is available on the full array of 110 thematic groups, but an indication of the potential variation can be obtained from the FPSI/ESSD survey which provided enough data to rank 19 thematic groups on several dimensions, showing the wide variations in this particular group of TGs.

                                                               Results of the FPSI/ESSD survey

                                                          Subset of 19 TGs for which there was data

                                                             Percentage of participants who agree



                                                               TG is effective     TG leader is effective 
                                    Top third of TGs             72%                   72%

                                    Middle third of TGs        49%                   48%

                                    Bottom third of TGs        13%                   20%

In general, even staff who agree that a TG is effective are dissatisfied with their own ability to contribute to the TG's activities.

2. 
Networks: The Networks have made considerable progress in harmonizing a common approach towards knowledge management: they meet regularly and are pursuing common activities.  Nevertheless, they are at different stages of implementation. Four of the five networks have active Thematic Groups. Three of the five Networks have some well-organized knowledge collections on the Intranet.

3. 
Regions: Four of six Regions have active ongoing knowledge management activities. Three of six Regions are actively exploring ways of enhancing the interaction between thematic groups and task teams.

4.
DEC and WBI conceive of their entire program of activities as being related to knowledge, and do not distinguish specific knowledge management activities for programmatic or budget purposes. The knowledge activities of DEC and WBI are not explicitly aligned with thematic groups.

5. 
Development Statistics: There is an impressive program of statistical support - Statistical Information Management and Analysis (SIMA), but neither the DEC nor the PREM submission to the Action Review of Knowledge Management mention it.

6.
IFC’s embryonic program of knowledge sharing is not currently integrated with the Bank's knowledge management activities.

7. MIGA's award-winning IPANET operates independently of the rest of the World Bank Group.

Attachment 6

FACILITATORS/COORDINATORS FOR THEMATIC GROUPS

Thematic groups are the heart and soul of the Bank's knowledge management program. 70% of participants in the focus groups from all parts of the organization agreed that thematic groups add significant value to Bank work. We believe that the thematic group is the right organizational instrument to implement knowledge management. The activities performed by the thematic groups are a key to the knowledge program success and hence the Bank should take particular care to ensure their sustained success. 


BUT thematic groups are currently facing a set of pressing problems:

(
The overt knowledge tasks of thematic groups, particularly capturing and disseminating know-how often seem to the practitioners as an adjunct to their work and therefore burdensome. The successful performance of this work is key both to leveraging knowledge internally, and to the whole external knowledge sharing strategy. It is therefore crucial for the whole strategy that a solution be quickly found to this problem.

(
Outreach to task teams is uneven (see attachment 5). This is exacerbated by the shortage of time available to the thematic group leaders, given other responsibilities. Interviews with task managers show that many staff would make important contributions to the Bank's knowledge base, with a minimal incremental effort that would make it easy for them to make such a contribution, e.g. video interviews, or help with editing. Thematic group leaders mostly lack the time to devote such incremental effort. Moreover TG leaders may not be around or available at critical KM junctures and need sustained backup to provide just-in-time responses.

(
The challenge of incorporating external partners into the thematic groups will further aggravate the stress on the thematic group leaders. Finding the right external intermediaries and making linkages also needs follow-up and nurturing.

(
Coordination among thematic groups is uneven, and some duplication has emerged. On the positive side, finding and developing joint ventures can produce synergy, shared information, and expand interest.

(
Even the best thematic groups are fragile entities, usually dependent on the presence of an exceptional individual who has "emerged" but who might just as easily disappear, particularly as other pressures bear down on these individuals as a result of system renewal, and planned budget reductions.

(
It is inefficient for TG leaders to devote scarce time to day-to-day administrative, logistical and communications tasks involved in making a TG successful.  Some TG leaders see the challenge as analogous to "shepherding the flock". There is the need to nurture the flow and exchange among members and from the outside. As communities of practice grow and are electronic, more consistent maintenance/stimulation of the network is needed.

(
TG leaders are hard pressed for time. More budget or other incentives won't help much, since the TG leaders are already trying very hard, but are simply short of time to meet all the challenges they face.

(
The Bank lacks a large pool of managers and staff who are trained and experienced in the task of facilitation and coordination such as BP had when it began knowledge management in the mid-1990s. Such a pool could and should be developed, but it will take time. 

(
TG leaders themselves show no explicit interest in taking training to develop their facilitation skills, in part due to the time pressures to which they are already subject. 

(
Ongoing measures to offer support staff and student interns will be a further support for thematic groups but is unlikely to provide the kind of sustained, consistent, credible support that is needed  to strengthen the processes related to the role of thematic groups.    

The Bank's experience here is not unique. The phenomena described above are common to many organizations that have launched communities of practice. Their experience and related research shows that unless these problems are quickly resolved, the thematic groups will unravel, first at their periphery, and will then implode. The experience of other organizations also suggests a potential solution. 

WHAT CAN BE DONE?

2.
To be effective on a sustained basis, the thematic groups should be provided with knowledge facilitators/coordinators, people who would facilitate and coach the processes of knowledge production, codification, synthesis, distribution and diffusion. These facilitators/coordinators would be additional to the current thematic group leaders who would remain responsible for content: the facilitators/coordinators would primarily concentrate on process.

Other organizations have resolved the dilemmas of embryonic communities by injecting a cadre of "facilitators" or "coaches" or "concierges". Whatever the name adopted, the functions performed would include assistance in the processes of knowledge production, codification, synthesis, distribution and diffusion, and embrace: 

(
reaching out to new members of the thematic group, particularly task teams and external partners; and keeping the roster fresh and weeded, knowing which members can be tapped for special contributions.

(
helping identify promising knowledge resources to capture, and then assistance in implementing unobtrusive low-cost methods for capturing knowledge resources , and keeping up with state-of-the-art KM tools and techniques.;

(
helping edit and present knowledge resources both in a consistent institutional format and in an agile, user-friendly way.

(
helping establish and implement checking and vetting procedures within the thematic group; and helping clean out obsolete material;

(

helping organizing support from administrative staff and student interns;

(
helping staff get comfortable with information technology, iron out any glitches that develop, and assist the center in identifying needed improvements in the technology 

(
encourage consolidation of overlapping thematic groups; and exchange and support the work of other thematic groups, and create synergy; help communications between thematic groups; and introduce good practices developed in other thematic groups,

(
help assess the knowledge management needs and desires of the thematic group's clients; 

(
help conceive tools for knowledge management appropriate to the thematic group.

.The criteria for selection of staff to perform this function would include:

(

credibility with the relevant thematic group or groups;

(
facilitation and communication skills, with an ecological rather than an engineering approach to knowledge sharing.

(
energy and people skills;

(

exceptional facility with communications/information technology;

(

commitment to implementing an institutional perspective

(

interest in innovation.

HOW IT WOULD WORK

There are different ways of organizing the provision of facilitators/coordinators

Location: Other organizations have adopted various models. The facilitators/coordinators might be hired on a decentralized basis by networks, given common training programs to assure institutional consistency, and linked together by a network of experience sharing. Or they might be hired centrally and seconded to specific thematic groups for specific periods, and against specific performance objectives. Or they might be organized so as to provide services (editing, interviewing, meeting facilitation) that could be sought on demand by specific thematic groups. Or there might be a combination of the above. Thematic group leaders themselves should have an important say in the design and organization of the function so that it fits the realities of World Bank work and the needs of thematic groups, and should be held responsible and accountable for the results.

Source: Other organizations have found such facilitators/coordinators from various sources. One organization (Ernst & Young) uses the function as an entry level assignment with candidates in the same family of expertise as the thematic group; new entrants to the sector are given an early developmental assignment as a thematic group facilitator/coordinator for the organization. Another (McKinsey) allocates the role on a rotating basis among existing partners, with guarantees that salary and status will not suffer. Still another (BP) undertook a large scale training program so that over a period of years, a large pool of facilitators was available from the existing managers and staff, while in the interim providing "coaches" with facilitation skills from the center for the "Peer Assist" program.

Scale and pace: The problem is urgent, and action should start at once, but at the outset, it should proceed on a pilot basis, building on existing experience. The planning would mesh with the introduction of enhanced support from administrative staff and student interns from neighboring universities. The eventual scale of the support might be somewhere between one-per-200 participants to one-per-70 participants.

Funding: Given resource constraints, it is recommended that funding be obtained from within the existing KM envelope. Potential sources for re-allocation include (a) resources currently devoted to building autonomous web-sites most of which will not be needed when recommendation #4 is implemented; (b) resources currently allocated to units that are not actively pursuing knowledge management (attachment 5); (c) resources currently allocated for thematic groups, but which are likely to be under-spent in FY99; (d) flat tax across all units; or (e) some combination of all of the above.

Attachment 7 

RESULTS OF THE FOCUS GROUPS

A series of eleven focus groups (some conducted by Lotus Notes) which included 93 participants from:

Knowledge Management Board

Thematic group leaders

Country Directors in HQ

Country Directors and Resident Representatives in the field

Task managers

Advisory service staff

A cohort from the Executive Development Program

Staff Association

Administrative and support staff

The results of the quantitative questions is summarized below. Extensive qualitative inputs were also analyzed to verify and probe the meaning of the responses. The qualitative results of the focus groups can be found in the Intranet 

[image: image1.wmf]Results of focus group sessions and surveys
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% agree

% 
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Mean

Number

 1. The Bank's strategy for sharing 

knowledge is reasonably clear.

5

39

22

23

4

47%

29%

3.19

93

 2. Staff can get easily access to the 

knowledge resources they need.

4

31

21

34

3

38%

40%

2.99

93

 3. The budget for knowledge sharing is 

adequate.

4

20

34

25

8

26%

36%

2.86

91

 4. Incentives for knowledge sharing is 

adequate.

2

10

27

32

22

13%

58%

2.33

93

 5. Thematic groups add value to the 

Bank's work. 

28

35

18

6

4

69%

11%

3.85

91


Attachment 8

BUILDING A DYNAMIC DIRECTORY OF EXPERTISE

BUILDING ON THE BP EXPERIENCE

For Knowledge Bank to be successful, it is necessary to develop a system to locate and share knowledge and expertise within the Bank, its partners and clients. Much of this knowledge and expertise is difficult to codify and write down and emphasis must be placed on connecting the sources of the knowledge, the people, and enabling their conversations to facilitate the emergence of rich communities of practice in and across the thematic groups. The Directory of Experience can assist the knowledge broker function and should be dynamic and adaptive, capturing peoples conversations and their expertise and in the process creating context-rich knowledge assets that can be re-used and leveraged throughout the Bank, its partners and clients. 

The existing Bank-wide Directory of Expertise already has some 30% of staff voluntarily listing themselves and describing their skills and experiences. 

(
not linked to thematic groups or communities..

(
not linked to knowledge resources 

(
not searchable

(
not lively or attractive

(
technology requiring maintenance

(
not supported by managers

Nevertheless the elements are there to move the Directory of Expertise forward into a highly useful connecting system. With some development this system could be leveraged to provide the ability to search and find expertise wherever it is located within the Bank’s personnel. It has the following problems. There is an increasing recognition of the significant value to be offered by the Bank operating as a ‘knowledge broker’ of development knowledge, rather than attempting to be a storehouse of ‘branded’ and approved knowledge. 

Best practice research suggests that a useful format may be based upon a ‘home page’ concept with people describing themselves in terms that make sense to them (as in the existing Directory of Expertise). There is a need to preserve the balance between too strong a format and the absolute chaos of no-format. Managers would not validate the content of each home page, the belief being that ‘false-advertising’ will soon be revealed by use. Additionally, as the system is voluntary and its purpose is to be ‘useful’ by connecting people & generating conversations that assist them in achieving their business goals, there is not the pressure of other ‘Directory of Expertise’ type systems which are often mistakenly linked to Skills Assessment & evaluative systems which encourage people to over-state their skills.


While the existing Directory of Expertise is a beginning, it is not integrated with the other knowledge resources and is not live. If the home page can be linked with the knowledge resources that the person has contributed, they can be found more easily than if the user has to leave the Directory space and go somewhere else to find the explicit knowledge resources. 


A powerful second step is to connect the directory with the ‘map’ of social networks within the organization within the thematic groups. By helping the thematic groups to identify these people and involving them in the process it is possible to identify champions who will further promote the use of the system. This role is particularly suitable for the thematic group leaders who are those people, that are most connected within the organization and engage in  a large number of conversations. 


A third step is to improve the attractiveness of the technology with video clips about the expertise, 


A fourth step in the evolution is to turn the Directory of Expertise into an evolving or smart system. A Directory of Expertise is in itself a powerful system. However the next person with the same question has to go through the same process of searching, browsing and surfing. The system never gets any smarter, it relies on people to go and look, and the usefulness of their answer relies on how hard they search. Also they will not know that someone else was working on that exact same subject yesterday, missing a major opportunity to work together and avoid duplication of effort.


Because a dynamic Directory of Expertise uses an adaptive system that learns as it is used, it is possible to greatly enhance an organization’s ability to leverage its tacit knowledge. Such a dynamic system builds adaptive profiles based upon the above homepages.

A dynamic Directory of Expertise learns over time who best answers what type of question and dynamically updates the profiles accordingly. Experts do not get swamped with questions they have answered before as archived versions are used and  they have the option to forward questions that they cannot answer to people that they think can. Un-answered questions can routed to advisory services/help desks. 


Looking further down the road, a dynamic Directory of Expertise offers an integrated method by which the World Bank can leverage the vast expertise and tacit knowledge of its staff. Furthermore, it is a system that could be extended to the Banks clients and partners; for example Alumni of the WBI could be members of dynamic Directory of Expertise and client project team members could be enabled to ask questions. Essentially a dynamic Directory of Expertise is extensible to all staff, partners and clients worldwide, that have access to the Internet or email. It is in effect the ‘link’ between the World Bank as a storehouse of codified knowledge and the World Bank as the global knowledge broker for development knowledge, as well as the ‘link’ between staff, partners & clients.

Attachment 9 

MAPPING THE BANK'S KNOWLEDGE RESOURCES ON THE WEB

Knowledge mapping as of mid March 1999 showed an excessive degree of fragmentation of knowledge resources on the Bank’s web. 

As a result, only 37% or participants agree that the Bank's knowledge resources are easily accessible. The Bank has substantial knowledge resources on the web, but their fragmentation hampers those resources being easily found by an interested user. 

(
Resources are variously located in the Intranet KM, on the external web, in Network web-sites, in some Regional web-sites and in thematic group workspaces. 

(
The Intranet KM has some well-organized domains (e.g. education, economic policy) but also serious problems, including many empty taxonomy trees, over 900 dead ends, and no topic briefs in most sectors. 

(
Access to help desks/advisory services or to membership lists of thematic groups is not uniform across the web. 

(
Overall, some individual knowledge collections are promising, but there is no uniform pattern or location where knowledge resources can be found. 

(
The poor organization of knowledge resources is a more important cause of the perceived lack of easy access than any failure in communications or lack of staff IT skills or incentives.

NOTE: In the last few weeks, efforts have been undertaken, particularly by Energy, HNP and Private Sector, to introduce more knowledge resources into the KM Intranet, and a general decision was taken to hide "dead-ends". Hence the above details are not fully current as of end April 1999, but the overall issue of fragmentation remains.
To access the access the detailed mapping of the Bank's knowledge resources on the web.

Either


Click here >  Knowledge mapping
or


go to the front page of the Intranet and click on knowledge management


go to the bottom right and click on knowledge forum


go the yellow circle on the right and click on action review


go to Preliminary Syntheses and click on Finding knowledge resources on the Web

or

Copy the following URL address into your web browser:

http://WBLN0023.worldbank.org/KMS/kmmuse.nsf/461979c8893fc9ea8525673a005c1482/68595bf8469f4c8c85256738004cc4a2?OpenDocument







� To obtain access to the review, go to the front page of the Intranet and click on Knowledge Management. Then go to the bottom right and click on Knowledge Forum. Then click on Action Review in the large yellow circle on the right.


� 	To find the qualitative results of the focus groups on the web:


	Either: 


	Click here > � HYPERLINK "http://wbln0023.worldbank.org/KMS/kmmuse.nsf/461979c8893fc9ea8525673a005c1482/514ec814447a83ad85256761004d372c?OpenDocument" ��Focus Groups: Summary and Synthesis�


	Or:


	go to the front page of the Intranet and click on knowledge management


	go to the bottom right and click on knowledge forum


	go the yellow circle on the right and click on action review


	go to Focus Groups: Summary and Synthesis and click on it. 


	Or copy the following URL address into your browser:


http://WBLN0023.worldbank.org/KMS/kmmuse.nsf/461979c8893fc9ea8525673a005c1482/514ec814447a83ad85256761004d372c?OpenDocument





� Based on work by Laurence Smith (HR)





