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Abstract

Firstly, we tell the story of the journey of Israel Aircraft Industries (IAl)
into Knowledge Management. We show how the plan was embedded
in the company’s comprehensive change program which focused on
four core values: “Customer”, “People”, “Innovation & Technology”
and “One Company”. Knowledge Management has been originally
part of the “Innovation & Technology” value — but in time managed to
relate to, and support all four values. We then briefly describe the KM
plan of the company and its 12 chapters. Several organisational
mechanisms to support the implementation of the KM program are
discussed, including performance measurement, the KM handbook
and the distributed organisational structure of the program. We chose
to describe in details one of the modules of the program — Fostering
the knowledge of core Competence Centers. A systematic process to
define such centers is outlined, and a list of many different ways to
support and nourish such competence centers is proposed.

This case is concluded with a list of several tips which are especially
valuable for large and complex organisations that attempt to address
systematically the challenges of effective Knowledge Management.
For example, we elaborate on the need to balance well planned and
emergent initiatives, central and local resources, comprehensive
strategies and step-wise implementation.

K eywords: Knowledge Management, Competence Center, Community of Practice, Change, KM
I mplementation, KM Measurement, Aerospace

Background

Industrial Context

It all started many years ago, before the Knowledge Management program in Israel Aircraft
Industry (IAl) began to take shape. At the beginning of our collaboration, Edna Pasher &
Associates consulted the 1Al on the process of turning production and service units (such as the
training unit) into autonomous profit centers.

The concept of "Profit Centers', which helped to create a business culture, had a problematic side
effect: it also created internal competition. As a result of the pressure to show profit, the different
business units of 1Al began to compete with one another, sometimes over the same customer, and
the culture that emerged was characterized by lack of knowledge sharing. It became clear that
something had to be done about this. 1Al was still perceived as one united company in the market,
and the Al had to overcome the lack of cooperation between the different unitsin order to improve
and stay competitive in the changing markets of the 21% century.

As aresult of this emerging need for unity, in 1997 the head of the Electronic Group at Al turned
to Edna Pasher & Associates as consultants, asking for ways to strengthen the subject of knowledge
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sharing within the group. This will be further discussed in details. In addition, 1Al started a Change
Program in February 2000 aiming to define and implement various actions to support the four
values established:

Customers

People

Innovation and technology
One Company

Knowledge Management was added as one of the actions of the "Innovation and Technology"
value.

Back in May of 1997, Edna Pasher & Associates' met with the head of the Electronic Group. He
felt there was a need to find ways in which to encourage and accelerate an atmosphere of
cooperation and knowledge sharing among the 17 different "planets’ of the group. The
recommendation made was to hold a series of "knowledge café" events. Knowledge cafés are
multiple-participants events in which a special technique is used to enable meaningful and fertile
conversations for the establishment of knowledge sharing and for the encouragement of innovative
group thinking. The events were advertised throughout the Electronic Group, and were opened to
any of the workers who wished to come.

The first event dealt with several topics, such as "the reciprocal relations between the company —
the group — the division”, "intellectual capital management in the company" and others. Following
were seven other events, which focused on a variety of issues. starting with "ways for enlarging the
division's profitability", through "business intelligence" and "intellectual property”. Meanwhile, as
mentioned above, the change program of |Al started to evolve and emerge. That, along with the
success gained from the "knowledge café" meetings, the 1Al decided to invest in knowledge

management as a milestone in the company's cultural change.

In March 2001, |Al established a steering committee whose objective was to define the knowledge
management actions. It included experts in strategic thinking and processes, along with IT experts,
and experts from the field of industrial engineering. The committee employed a team of three
consultants (Edna Pasher & Associates, Ron Dvir of Innovation Ecology and Moria Levy of ROM
Knowledgeware) who began with a comprehensive diagnosis process. This process included a
survey of around 400 Al employees, along with one hundred interviews of employees in numerous
occupations and various levels of management. The diagnosis was limited by the steering
committee to three subjects — engineering, production and maintenance.

The results of the diagnosis pointed at several issues of knowledge management that should be
addressed:

A gap was found between whom the employees cooperate with and whom they should be
cooperating with, in order to achieve the best results.

There was significant interest in communities of practice (CoPs).

There were “competence centers’ at 1Al that showed expertise performance in technology-
based development or at giving specific kinds of service, and those "knowledge islands"
needed nurturing and investment.

Employees gave a lot of credit to the method of best practices.

! With the contribution of Michal Goldberg
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A need for a computation system that would enable better documenting and retrieving of
knowledge was discovered.

It took the team a couple of months to establish and to summarize all the information collected
during the extensive diagnosis process into a fully planned knowledge management strategy.
Beyond the three activities mentioned above, the steering committee initiated a pilot for knowledge
management implementation in one division, inclusive of all fields. However, opposed to the plan,
the Electronics group wanted to begin implementing a knowledge management program of its own
and unrelated to the company's effort.

Sounds like a problem? Not necessarily. We believe that almost all problems, including this one,
could be turned into opportunities. And so, following the activity of this unit, we used the situation
as a learning ground on what to do, as well as what to avoid, for the systematic implementation of
knowledge management. The lessons we learned from the pilot became a valuable part of our
diagnosis report, and later-on, of our srategic knowledge management plan.

Problem

This case presents several issues with which we dealt at the strategic level and at the
implementation level.

The most basic problem with which the whole project began, which we have already
described, was the lack of knowledge sharing within the company. That was the result of the
decentralized organizational structure of IAl. As a huge organization that includes over 30
units and around 14,000 employees, Al is naturally susceptible to the lack of knowledge
sharing.

The biggest obstruction for knowledge sharing, as we learnt from the diagnosis process,
wasn't the perception of knowledge = power, as found in numerous organizations. The
obstruction of knowledge had to do with the "Not Invented Here" approach, which means.
"it came from another organizational unit/division, so it's probably not relevant to us’.

Since |Al started a vast change process that involved the four values described above,
another challenge it faced was the integration of the knowledge management along with it.
The two programs, held within a two-year period, were in some aspects, addressing similar
values ("One Company"”, "Innovation”, and others), but in a different way and through a
different focus.

Another challenge at IAl had to do with "knowledge dripping”. Many of the company's
retiring employees were, after years of working, experts who held allot of valuable
knowledge, which they took with them when they left.

There was a problem of "re-inventing the whedl"” found throughout the company. It was
even more meaningful due to the fact that the work at 1Al is usually done in the form of
projects, typical of a vertical structure. We found that there was a need to improve the
amount of learning that was done from one project to another. Recently, Al has been trying
to deal with this problem by managing its projects using the Integrated Product Team (IPT)
method.

Possibly the biggest challenge found was innovation. We discovered that although there
were strong innovative powers in the company, they were all local powers. A massive and
systematic emphasis on the encouragement of innovation was needed.
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Learning[Objectives:

Integrationfheldnowledgelhanagementlgrogram@bfhelaxistingldompany
values, [Strategyldnd[processes.

Establishing@nliimplementationplanfhatldombinesfheldifferentdspectsidf
knowledgelmhanagementlhtold[doherentldonceptualfframework,Whichldovers
theMifeldycle"[dflKnowledge.

Creating[d[system[fbrithonitoringldndpgassingldownfhelknowledge
managementlplanb(dlliBierarchallévels.

Establishing[@frameworkIbrltheasuringfhelgrogressidndldchievementsidflthe
implementationlprocess.

"Competenceldenters"[@sld[pgrocedurelfhatldncouragesknowledgeldollection,
knowledgeldsharing@ndlihnovation.

EstablishingClcommunities[dflgractice"ih@[distributed[dompanyith[Separated
organizationallunits.

Creating[d[Supportlstructure.

Approach

The analysis of the Al case is based on a “participants as observers’ approach. One of the authors
was a member of the KM steering committee at the earlier phase of the project, and was then
nominated as the company Chief Knowledge Officer. The other two authors took an active part
throughout out the KM program creation and introduction process, as process and content
consultants, workshops facilitators and analyzers in the three parts of the case described in this
chapter, namely strategy formation, Communities of Practice building, and Competence Center
creation.

Conclusions were based on a relatively large number of “mini-cases’ — about 15 CoPs and 38
Competence Centers that were explored.

For the analysis we used a large body of documentation:
The KM handbook.

A comprehensive set of documentation referring to the program and to its implementation
in Al

The metrics related to KM, documented in the company overall implementation
management system — the Policy Deployment Model (PDM).

The detailed documentation and planning forms of each of the Competence Centers, based
on a standard templ ate.

For the purpose of this case study, we focused our attention on a general analysis of the program
and on one specific application — the Competence Centers. The reason for choosing this particular
application out of 12 procedures covered in the Al KM program was that this application surfaces
many of the human, cultural, business and technological challenges related to KM in a company
with the characteristics of 1AL

28




Realllife[MnowledgeManagement: [MessonsfromthelHield

Case Analysis Part I: The Strategic KM Program

Knowledge Management as a Comprehensive Program

The Change program of IAl started in February 2000 with the definition and implementation of the
various actions backing up the four values established:

Customers

People

Innovation and technology
One company

Knowledge Management (KM) was established as one of the actions for the “Innovation and
technology” value. In fact Knowledge Management turned out to be part of other defined actions
within the program (as the process of identifying core competence centers within the various
divisons, the “Customer intimacy” action — intended to create a sense of closeness between the
customer and 1Al employees at all levels, or the action to implement debriefing as aregular way of
proceeding after any meaningful event, created within the context of a “learning organization”)
(Dayan, 2003).

The purpose of Knowledge Management has been to foster innovation and to create and share
knowledge, in order to promote business goals. |Al, therefore defines knowledge management as
the process of identifying, capturing, leveraging and creating knowledge to deliver value to our
customers.

Various frameworks represent knowledge management implementation in different companies.
Some are minimizing and suffice with an Intranet having the task of sharing knowledge; some are
implementing sharing through the ever popular "Communities of Practice". We believe Knowledge
Management should be viewed as a comprehensive program including all phasesin its life cycle, so
we have presented it for implementation divided into four chapters:

Knowledge Capture and Documentation
Knowledge Retrieval for Re-Use

New Knowledge Creation

Knowledge Sharing

The ultimate goal of the Knowledge Management action being to achieve a required Competitive
Advantage, we have phrased out for each chapter specific procedures to perform the required
activity and to measure their influence and effect on business resullts.

We have made our utmost to create within the implementation of the program an open mind for 1Al
employees to view their own world as part of a much larger environment, including customers,
partners, and suppliers, within the context of the “extensive enterprise’, but with competitors as
well, to bring in Knowledge from the outside world and transform it into Knowledge based
products and services.

The program approved by Al management includes the appointment of a full time Director of
Knowledge, who operates under the hospices of the Vice President for R&D and Strategy, and in
addition, the appointment of a part time Knowledge Manager for each and every division and
headquarter organization to initiate and coordinate the activities within the divison (about 30
people all together).

Upon initiation, a steering committee was instituted with representatives from all 1Al groups as well
as from the corporate organizations. The various tasks of the committee included the update of the

29



ThelKnowledgeManagementourney[dfdkrael [Aircrafthdustry

Knowledge Management strategy, setting priorities for the implementation of the program, and
controlling the program budget management.

The Knowledge Management Vision

New Knowledge
Will be created,
Shared,
And reused,
As part of IAl personnel’s common practice,
For the achievement of IAI's vision
And the fulfillment of its goals

Figure 1: The Knowledge management vision
The Knowledge Management Chapters
Knowledge Capture and Documentation

This is the basis of Knowledge Management. Without it, there is no room for retrieval and re-use.
Al employees gather a great deal of knowledge along their work — professional Knowledge coming
from experience, knowledge about processes, about projects, about the external environment
(customers, suppliers, opportunities), or about company products. In many cases, this knowledge
remains with the expert and is not available to others. Knowledge capture and documentation
enable the extraction of this knowledge to become a strategic asset by replacing tacit with explicit
and personal with organizational.

Knowledge Retrieval for Re-Use

Retrieval and re-use of existing knowledge prevents us from reinventing the wheel time and again,
prevents us from reiterating previous mistakes and enables the duplication of successes; thus,
fostering professionalism, making processes more efficient, and diminishing development cost and
time to market.

New Knowledge Creation

In a time in which competition constantly increases and in which time, quality and budget are of
essence, knowledge creation and innovation are a vital necessity of any organization and the capture
and re-use of existing knowledge are no longer sufficient to cope with the rate of growth necessary
for the organization to stay ahead of the competition.

Knowledge Sharing
In a competitive market, in which time-to-market is constantly shortening and competition is about

alertness, price, innovation and professionalism, knowledge sharing within the organization is an
essential condition to its sustained success.
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Implementation

The Knowledge managers convene once a month, each time in a different division, to get insight
about local successes and difficulties and also to discuss common issues related to the
implementation of the program. At one of the first of these conventions, the Knowledge managers
voted for a set of proceduresto support the four above mentioned chapters and they are:

Knowledge Capture and Documentation

Critical Knowledge capture
Lessons learned extracted from debriefings and from day-to-day activity
Content management

Knowledge Retrieval for Re-Use

Fostering the Knowledge of core competence centers
Knowledge in price proposals

Establishing a business Knowledge base
Establishing a technological Knowledge base

New Knowledge Creation

Knowledge extracted from the innovation process
Knowledge created along the new product initiative process
Knowledge Sharing

Communities of practice
Generating best practices
Using portals to share Knowledge

A general overview of the program is shown in Figure 2.
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