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„Taking the Lead“ – The Fifth
We are celebrating a small anniversary with our annual series of conferences,
as this is the fifth time the event has been held. Taking up “focal point“ topics,
dealing with new research results and best practice models, the interdisciplinary
approach, the change of perspective between administration and business are
obviously a recipe for success that literally meets the “taste“ of many leaders and
those responsible for personnel management.
Once again, the focus will be on future-oriented topics with knowledge management and knowledge transfer. The reasons for this choice are obvious.
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In the course of the challenges posed by demographic change and the knowledge society, efficient handling of the resource “knowledge“ is of central importance for ensuring performance and for the quality management of the organisation. Whenever there is a change of personnel or personnel departures,
important knowledge and competencies, but above all experience acquired over
many years can be lost. In view of the current increase in the number of retirements in public administration, the organisation of knowledge transfer in particular is becoming an important task for leaders and human resource managers.
The figures are quite “impressive“: By 2030, almost half of the 35,000 employees
in the state of Mecklenburg-Vorpommern will retire. This change in personnel
will inevitably lead to an immense loss of knowledge if no countermeasures are
taken. It is precisely for this reason that the systematic and structured handling
of knowledge is becoming increasingly important.
At the University of Applied Sciences in Güstrow, we are directly feeling the effects of demographic change. As the central institution for the qualification of
young people for the civil service in Mecklenburg-Vorpommern, we have significantly increased the number of our study and training places. Whereas in 2015,
600 candidates were studying with us, the current figure of around 1,200 is almost twice as many. However, we were also not able to fill 56 study and training
places in the federal state in 2019. This already demonstrates the enormous challenge of attracting a sufficient number of suitable applicants for occupations in
the public sector - in view of the shortage of skilled workers in all areas and the
resulting strong competition for young talent.
As a centre for personnel development in the public sector in MecklenburgVorpommern, the FHöVPR M-V not only ensures a close link between training,
studies and further training, but also the transfer of knowledge between the University of Applied Sciences and administrative practice. Against this background,
the topic of today‘s symposium is an “innate“ topic of our university.

A more intensive engagement with the topic of knowledge management has
been observed for about two decades and is to be found in the discourse on
the knowledge and information society. However, many projects in this area remained without further success. Schmidt and Kempa-Liehr (2015) took this situation as an opportunity to examine the question of what the causes of many failed
knowledge management projects are and what can be learned from them for a
more successful handling of knowledge. They have summarised their findings in
seven maxims which, as management guidelines, are intended to provide orientation for a beneficial and practical implementation of knowledge management.
The starting point is a definition and a (human) location as well as statements
on the origin and the (present) time reference of knowledge. Furthermore, the
authors emphasize the dependence of knowledge on the individual characteristics of a person (including: education, intelligence, experience, values and
beliefs, and creativity) and on the (working) environment (information, working
tools, factual and personal - supporting and motivating - working environment).
The latter two influencing factors then also give rise to fundamental design approaches that must be taken into account when dealing successfully with knowledge. It is therefore important to develop people according to their potential
and in line with the needs of the organisation and to design the working environment appropriately. Consequently, fundamental requirements for personnel
development are also reflected in the process of knowledge management.
What is the status of the implementation of the knowledge gained? The “instrument box“ for knowledge management and knowledge transfer is well filled.
Frequently applied measures include e.g.
-

the establishment of knowledge networks;
working with overlapping jobs, double occupations;
handover talks;
a documentation of tasks and procedures of the workplace; the creation
of checklists
- preparatory further training courses for future employees in the (new)
function;
- familiarization concepts;
- the support of senior advisors and mentors.
It shows, however, that the selective application of individual instruments does
not yet guarantee success in preserving and transferring knowledge. This requires systematic and holistic programmes. This includes, above all, firmly integrating the process of knowledge transfer into everyday work and business
processes.
This is also the conclusion reached by Schmeja (2017), who dedicated his
bachelor‘s thesis to the procedure for securing special knowledge in the State
Office of Criminal Investigation M-V (LKA M-V). He investigated the question of
how far an appropriate process management can contribute to the preserva-
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tion of specialist knowledge and not least to the organisational development of
the LKA M-V. The methodology was based on guideline-based interviews with
experts. The author noted that up to the time of the study there was no standardized procedure for filling vacancies in the specialist sector. Based on the results
of the interviews, recommendations were made on how the process of replacement could be systematically designed. This includes, among other things, the
documentation of the job profile, checklist plans for the familiarization, welcome
and induction events (New Joiner Days), training via an e-learning platform and a
traffic light system to signal upcoming staff departures. In summary, the necessity of clearly and bindingly regulating not only individual measures but the entire
process of knowledge management is demonstrated.

Dr. Marion Rauchert, Director
at the University of Applied Sciences for
Public Administration, Police and Administration
of Justice for the state of M-V

Another aspect is taken up in a further Bachelor thesis. In view of the large number
of civil servants in the state administration who will retire in the next few years,
Piepenhagen (2018) is investigating possibilities under employment law for the
transfer of knowledge to their successors. Specifically, it is about postponing the
start of retirement. In principle, it is possible under employment law, but ultimately it remains a discretionary decision of the employer. The author conducted an
online survey among 149 officials of ministries and the State Chancellery. 121
respondents gave feedback. When asked about their basic willingness to transfer
knowledge, 120 of the 121 participants gave an affirmative answer. Almost 95 %
of those interviewed would support the employer in filling the vacancy. A differentiated picture emerges with regard to the willingness to postpone retirement
for the purpose of knowledge transfer. 57 % of the participants are against it; on
the employer‘s initiative about 39 % would be willing to do so, only about 4 %
on their own initiative. For officials aged 50 and over, this figure changes again.
64 % reject such a measure. Personal circumstances, especially health and family
obligations, are given as reasons in the free texts. The willingness to transfer
knowledge from retirement is significantly higher, with a total of approx. 70 % in
agreement. Activities in further training or as a mentor or senior consultant, for
example, are suitable here.
A further project of the University of Applied Sciences in the field of knowledge
management will be discussed in more detail in a lecture today. Specifically, this
involves the results of a working group that is currently working on proposals for
solutions to the transfer of knowledge in close cooperation with the State Police
M-V on behalf of the Ministry of the Interior and Europe M-V. Based on already
existing suggestions and techniques for knowledge management, an approach
is to be developed that is adapted to the specifics of the State Police M-V. Here,
too, the background is demographic change: Over 2,000 police officers will retire
in the period from 2020 to 2030. Guiding questions for the project relate to how
the implicit empirical knowledge of prospective pensioners can be made visible,
manageable, preserved, and passed on. Two lecturers from the faculty of police,
Dr. Anne Melzer and Dirk Villányi, will report on the project assignment and first
findings.
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Today‘s programme once again offers a wide range of contributions, with renowned
experts from science and practice getting the chance to speak. In addition to this,
you can expect various approaches for the successful handling of knowledge both in terms of basics and implementation formats - which are exemplary on
the market of possibilities.
Today I wish you many interesting suggestions and insights, and I am also curious to see how you will be involved in the interaction phase when Birke Sander
and Sven Harder will “on-board“ you with the question of which knowledge you
would have liked to have had when taking on new tasks.
Christiane Schilf, the colleagues of our further education institute and I would
be very pleased to welcome you all here in Güstrow again at the next leadership
conference in November 2020, where the motto will be: “Taking the Lead“ - The
Sixth.
Literature
Schmeja, M. (2017). Prozessmanagement im LKA M-V – Eine Empfehlung für einen ausgewählten Prozess. Bachelor‘s thesis. FHöVPR M-V, unpublished
Piepenhagen, M. (2018). Dienstrechtliche Möglichkeiten für die Übertragung von
Wissen an die nächste Generation in der Landesverwaltung Mecklenburg-Vorpommern. Bachelor‘s thesis. FHöVPR M-V, unpublished
Schmidt, U. & Kempa-Liehr, A. (2015). 7 Maximen für den erfolgreichen Umgang
mit Wissen. In: Hrsg. Beier, H./Schmidt, U./Klett, D. WISSENSMANAGEMENT beflügelt: Wie Sie einen unbegrenzten ROHSTOFF aktivieren (pp. 231-250). AKAVerlag, Berlin
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Welcoming address

Frank Niehörster, Ministry of the Interior and Europe M-V
Dear Dr. Rauchert,
Dear Ladies and Gentlemen,
Soon we will look back on “30 years Land M-V“ and thus also on a great process
of change. After the end of the GDR, the transfer of knowledge represented a
central challenge for public administration.
It is here that the FHöVPR M-V, as a centre for study, training and further training
of the public administration in M-V has already made its essential contribution to
the development of an open and future-oriented federal state.
Currently we are all taking up the new challenges. The knowledge culture is changing, and it is demanded on demand. The presence of all knowledge no longer
exists, and knowledge is becoming more and more multilayered and complex.
The central questions are: “How do we integrate the knowledge of the younger
generation into the organization? How can the knowledge of the experienced/
elderly be preserved? How is it possible to not only impart knowledge, but also
to convey what the employees need in order to fulfil their tasks?“
Just like it is here in M-V, administrations throughout Germany have been undergoing a gradual transformation to a process-oriented organisation for several
years. This includes the development from knowledge management to a learning organization. Organisational cultural conditions, especially the way we deal
with information and knowledge, play an important role here. Unlike in the free
economy, the work products in public administration and the civil service, are
mostly knowledge products. Thus the knowledge of the employees must also be
regarded as the basis for the services in the public sector.
At the same time, socio-political, economic, ecological and digital changes all call
for a reexamination and associated reorganisation as well as a restructuring of
the administrative tasks within the public sector. The use of information technology, which includes new documentation requirements, modified order processing, etc., is a good example. (Circular no. 1/2019 of the State Court of Audit M-V
dated 16 April 2019)
In addition to scarce budgetary resources, constantly changing tasks, job
changes, as well as downtime for specialists and managers (e.g. due to parental
leave, illness or caring for family members), the shortage of skilled workers in
general is now one of the current challenges. This is because young people turn
their attention in their job search to innovative and attractive employers who
offer them jobs which are tailored to their needs. These include: interesting work
tasks, good working atmosphere, flexibility of working hours, compatibility of family and career, modern technical workplace, etc. We must be prepared for this.
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However, the soundest argument for the necessity of knowledge management is
probably the demographic change. In recent years, ageing has become an explosive issue for our society as a whole, and it also poses a major challenge in public
administration. Because currently, as well as in the coming years, numerous and,
above all, long-standing knowledge carriers will retire. From the 31,898 public
employees in our federal state (as of 09/2019), the number of retirements will
double annually from 2023 onwards compared to 2020, when there were around
550 retirements. Between 2023 and 2033, which is the peak phase of retirement,
between 1,100 and 1,300 employees will retire each year. This means that in these
11 years there will be a total of about 13,200 retirements. This is far more than
one third of the employees in the state authorities. With them, valuable empirical
knowledge is irrevocably lost; unless this knowledge has already been secured or
retained in perspective.
Here, approaches for preserving knowledge are imperative in order to make it
available to subsequent employees and to facilitate their entry into the position.
Not only that, but also the avoidance of duplication of work creates a basis for an
efficient and time-economical approach to content, both for new specialists and
managers and for the existing workforce.
The knowledge of the employees therefore takes on a completely new signifi-cance and, in the knowledge society, the classical forms of organisation are
changing into networks.
The state police are also aware of this. Between 2020 and 2030, 2,142 police
officers are expected to leave due to age. Therefore, in close cooperation with
the University of Applied Sciences for Public Administration, Police and Administration of Justice, the topic of knowledge management has already been taken
up in concrete terms. Staff members of the Police Department will report on the
project mandate and initial findings to us all here today. It can also be said that
after ambitious and, in part, tough discussions in the state parliament, it was
possible to achieve, for example, that the number of personnel in the state police
force will be increased again in the coming years from approximately 5,800 to
6,200. This means that an additional 400 police officers will be recruited in the
coming years.

Frank Niehörster, Ministry of the Interior and

Europe M-V

In order to cushion the wave of retirements in the state administration, the overall recruitment figures for the general administration, police and judiciary were
increased. Currently, 1,161 students and trainees are studying here at the University of Applied Sciences. This trend of higher recruitment figures will continue in
the coming years.
Against this background, our goal must be to increase the awareness of knowledge work and knowledge preservation, coupled with appropriate knowledge
management measures, and to consistently integrate knowledge management
into administrative processes and workflows. This requires the commitment of
you, dear leaders and actors in human resources management, as well as the
active support of all employees.
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Difficulties in preserving empirical knowledge can also arise „because people
often use their knowledge unconsciously, experts have little time and often associate psychological barriers, such as fear of losing power, with the disclosure of
knowledge“. In addition, it is not uncommon for specialists and managers leaving the company in the next few years to not be accustomed to documenting
their project and process experiences, making them available to others (Bumiller,
Hübler & Simen, 2015, p. 10), which amounts to an enormous loss of knowledge.
It is therefore important to continue the successful work of the state administration by systematically strengthening knowledge management. For all its complexity, the aim must be to deal with the exponentially increasing knowledge in
a goal-oriented and responsible manner.
I am very pleased that the University of Applied Sciences for Public Administration, Police and Justice is taking up this future-relevant topic and that it was able
to engage speakers who shed light on “knowledge management and knowledge
transfer in public administration“ from different perspectives and to discuss examples of best practice.
I wish you, all of us, interesting insights and impulses which we can use profitably
together with our employees in our everyday work.
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Knowledge Management in the Public Sector
1 Knowledge Management challenges in the Public Sector
With the generational change, digitalization, scarce resources and increasing demands of citizens, public institutions and services are in a state of flux. Information and knowledge become a key resource. The departure of experienced
employees is becoming a relevant problem for many organisations, but it also
enables renewal.
It is therefore logical that knowledge management (KM) is also becoming increasingly important in the public sector. Knowledge management enables individuals, teams and entire organizations, networks and regions to jointly and
systematically create, share and apply knowledge to achieve their strategic and
operational goals. The advantages of KM for the public sector are manifold: Access to up-to-date and integrated information leads to more informed decisions,
increases transparency, reduces risks and accelerates problem solving. In addition, KM contributes to providing better and more cost-effective services to citizens. This is helped by the fact that administrative procedures and services often
rely on standardized processes that facilitate the exchange of experience and the
transfer of “best practices“. The challenge is to learn collaborative working methods and promote innovation at all levels. Knowledge management also plays
an important role in the implementation of digital governance, which requires
making information and knowledge more usable and accessible. Increasingly,
citizens are acting not only as consumers but also as producers of valuable content. The OECD (2016) stresses the crucial contribution of digital technologies
as a strategic driver for creating an open, participatory and trustworthy public
sector and improving social integration.
A major challenge of knowledge management for public organisations also lies
in hierarchical leadership, which often offers little incentive for knowledge transfer. Further requirements are summarized in Fig. 1.

Figure 1: Challenges and implications for managing
knowledge in the public sector
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2 Knowledge based value creation for citizens
Knowledge in organisations takes many forms. It includes the competencies and
capabilities of employees, knowledge about customers and suppliers, the knowhow to deliver specific services, intellectual property in the form of patents,
licences and copyrights and so on. Knowledge is the product of individual and
collective learning and is embodied in products, services and systems. Knowledge is based on experiences of people in organisations and in society, but only
a small part of knowledge is made explicit.
The ‘Knowledge ladder‘ (North, 2005) is a good example of how value is generated
by transforming information into knowledge and subsequently into competence
and competitiveness.
Creating value in a knowledge-based economy is a gradual process in which
resources are enriched in many learning loops. The organization of symbols into
data represents the first step in value creation, to which meaning is given in the
next step. Information serves as input for decisions and actions which require
skills of selection, interpretation and meaning. From this perspective, knowledge is the result of the conscious or unconscious processing of information, is
manifested in actions, such as the application of routines and algorithms or in
problem-solving behaviour, and is embedded in organisational structures, processes and practices. The ability or disposition to act appropriately in a certain
situation is called competence. Competent action is based on the mobilization
of knowledge in a specific context and is influenced by attitudes, feelings, values
and motivation.
Value creation is the result of the interaction of several competencies of individuals, groups, networks, intelligent systems or institutions based on their unique
information and knowledge resources. In this sense, competitiveness (or goal
achievement) is the result of the ability to bundle and renew competencies in
such a way that a superior or unique customer benefit is created.

Figure 2: The knowledge ladder according to North (2005)
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Three fields of action of strategic and operative knowledge management result
from the knowledge ladder:
Strategic knowledge management passes through the knowledge ladder from the
top to the bottom to answer questions such as “What do we need to know and
be able to do in order to meet our objectives and the needs of citizens today and
in the future?” In a strategy-process the core competences and mission-critical
knowledge of the organisation are determined periodically and reflected in the
strategy. Important qualifications and skills of employees are determined and
periodically evaluated, while education and training are effectively aligned with
strategic and operational knowledge and competence goals.
Operational knowledge management includes in particular the use and transfer of
information and knowledge in daily business. Operational knowledge management therefore also means creating the framework and incentives for this. Operational management of information, knowledge and competencies requires that
we address three issues at each level: “Creating transparency“, “making available“
and “exchange and learning“, as shown in Figure 3.
Information and data management is the basis for knowledge management. If
we have a look at the knowledge ladder, we notice that the supply, storage and
distribution of information are prerequisites for creating and transferring knowledge. E-government strategies contribute to a more user-friendly and wider
availability of digitalised services for the citizens. Information and Communications Technology (ICT) applications, however, develop only their full effect with
appropriate organisational and motivational conditions.

Figure 3: Tasks of operational information, knowledge,
and competence management
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3 Knowledge management practices in the public sector
Integration of KM in public sector management systems
A systematic approach to knowledge management is the integration into the
common quality assessment model for European public administrations „Common Assessment Framework (CAF). CAF provides an easy way for organisations
of different size, structure and professional orientation to identify their strengths
and potential for improvement and to derive improvement actions from it (CAF,
2013).
CAF sub-criterion 4.4 “Manage information and knowledge” defines a number of
practices which organisations are asked to evaluate and improve:

Prof. Dr. Klaus North

1. Developing systems for managing, storing and assessing information and
knowledge in the organisation in accordance with strategic and operational objectives.
2. Ensuring that externally available relevant information is acquired, processed, used effectively and stored.
3. Constantly monitoring the organization’s information and knowledge, ensuring its relevance, correctness, reliability and security. Also the alignment
with strategic planning and the current and future needs of stakeholders.
4. Developing internal channels which cascade information throughout the
organisation to ensure that all employees have access to the information
and knowledge relevant to their tasks and objectives (intranet, newsletter,
house magazine, etc.).
5. Ensuring a permanent transfer of knowledge between staff in the organisation (e.g. mentorship, coaching, written manuals).
6. Ensuring access to and exchange of relevant information and data with all
stakeholders in a systematic and user-friendly way, taking into account the
specific needs of all members of society such as elderly people, disabled
people, etc.
7. Ensuring that key information and knowledge of employees is retained within the organisation in the event of their leaving the organisation.
Many operational public service providers have had their quality management
certified to ISO 9001. A new clause on organisational knowledge (7.1.6) has been
included in the current quality standard ISO 9001:2015, which requires that:
1. The organization must determine the knowledge required to perform its
processes and to achieve conformity of products and services.
2. This knowledge shall be maintained and made available to the extent necessary.
3. When addressing changing needs and development trends, the organisation shall consider its current knowledge and determine how to acquire or
access any necessary additional knowledge and required updates.
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Separating the individual requirements of the standard text and displaying them
in a meaningful order creates a knowledge cycle which illustrates how the requirements of ISO 9001:2015 relate to understanding knowledge management and
their implementation. It also clearly shows that knowledge management within
an organisation is not a one-off project, but a continuous process (Figure 4).

Figure 4: The KM cycle (North et al. 2016)

Organisational culture and leadership practices
Anchoring knowledge management in the institutions will only work if it is accompanied by a change in organisational culture, which is closely linked to leadership and personnel management practices. Cooperative leadership and the
creation of free space promote the exchange of knowledge and learning from
each other. The Federal Personnel Service of Belgium has compiled knowledgebased management practices in a handout1:
- Leaders highlight to their team(s) the links between knowledge to develop
and the objectives of the organisation.
- Knowledge sharing and mutual learning are explicit values that are practiced regularly.
- Leaders behave as role models to promote the values of knowledge sharing and mutual learning.
- Leaders are actively involved in projects to improve knowledge management.
1

Source: Adapted from the Knowledge Management Self-Assessment guide of the Federal Personnel Service of Belgium. http://www.fedweb.belgium.be/fr/binaries/broch_km_managers_fr_
tcm119-3359.pdf
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- Superiors value the contribution of individuals and teams to develop relevant knowledge.
- Functions and responsibilities to manage knowledge are set and practiced.
Process standardization and service platforms
Managing knowledge is directly related to service delivery based on well-defined and standardized processes oriented towards internal or external customers. Many countries have developed activities to make information and knowledge available to citizens. For example, the Canadian government developed
the central „Service Canada“ portal to give citizens access to a wide range of
government programs and services. In Europe, Personal Service Numbers (PSN),
such as “115“ in Germany, are set up in other EU countries. The implementation
of portals or PSN requires the harmonization of terms used for public services
and the standardization of processes in the public administration. These requirements triggered the need for the creation of a knowledge pool for each local
administration which wants to become a member of the “115” service.
Best Practice sharing and learning
Activities to improve service delivery are often accompanied by platforms and
networks within and across organisations and countries to learn, to identify and
to share Best Practices.
There is, for example, the “Share-PSI” network. It is the pan-European network
offering advice on the implementation of the European Directive on the Public
Sector Information (PSI). Such a Community of Practice (CoP) is a group of people
who share a concern, a set of problems or a passion for a topic and who deepen
their knowledge and expertise in this area through continuous interaction.
In order to understand, compare and learn across agencies, “benchmarking”
has evolved into “benchlearning”. The network of European Public Employment
Services (PES) defines “benchlearning” as “a process, in which a systematic and
integrated connection of performance comparisons and measures of mutual
learning are created in order to identify good practices by indicator based, comparative learning systems. Benchlearning is the implementation of an evidencebased learning process in which a systematic connection between performance
comparisons and measures of mutual learning is created. Learning is not limited
to the above organisational arrangements. Initiatives such as “colleagues learn
from colleagues”, exchange forums, project discussions and systematic learning
from experience (“after-action reviews“) are further effective means of knowledge sharing, learning and reflection.
Knowledge transfer across generations
As many public organisations face massive retirement of experienced officials,
there is an increasing need for KM on an operational level to retain the experiences and knowledge of departing officials.
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Successful approaches combine long-term organisational measures with individual measures of handover. Long-term organisational measures should start by
identifying key areas of knowledge and key employees. It should subsequently
be ensured that knowledge is distributed among several people. Establishing
teams and rotation within and across teams helps to reduce dependency on
individual expertise. A systematic structuring of documentation eases access to
information independently from the availability of an individual employee. Furthermore, knowledge transfer needs to be established as a regular process and
to be integrated into onboarding and the handover of employees. At the individual level there are basically four measures: motivation for knowledge transfer;
establishing a (simple) transfer plan; providing time for knowledge transfer; and
accompanying the transfer with mentoring or coaching.
4 Conclusion: linking knowledge management and innovation
Managing knowledge in organisations has two dimensions: first, to manage knowledge resources to deliver effective current services and secondly, to
prepare for the future by developing relevant knowledge. This requires linking
knowledge management and innovation. Daglio et al. (2015) have prepared a framework on Public Sector innovation which clearly shows how managing knowledge and innovation are related. The framework is divided into four quadrants,
which represent capabilities and knowledge areas influencing public sector innovation and also effective service delivery. Daglio et al (2015, p. 6) describe these
four areas as follows:
- Generating and sharing ideas: The field of knowledge and learning allows us
to consider issues related to the collection, analysis and exchange of information,
knowledge development and learning. The hypothesis here is that data, information, knowledge and learning are essential to innovation and the way they are
managed can support or hinder innovation. The challenge is to build the capacity
to pool available knowledge to improve public decisions about innovative solutions and to share knowledge to encourage social innovation.
- Empowering the Workforce: The cultural dimension strengthens how people
are motivated within an organisational setting to explore new ideas and experiment with new approaches. Here it is also suggested that leadership and the
way people are selected, rewarded, socialized and managed have an impact on
an organization’s innovative capacity.
- Rules and processes: The design and life of rules and processes, including the
legal/regulatory framework, budgeting procedures and regulations, approval
procedures, are crucial in determining whether knowledge sharing, learning and
innovation are promoted or blocked.
- Reviewing Organisational Design: Finally, organisational design elements,
and in particular, the way work is structured within and across organisations may
have an impact on innovation in the public sector. This includes the development
of spaces and innovative methods to structure teams, break down silos and work
in partnerships across organisations and even sectors.
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Organisations which are able to manage and develop these four areas will not
only deliver services effectively but also take care of the workforce and prepare
for an increasingly unpredictable future.
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Knowledge Management in the State Police Service M-V
- A Pilot Project

The demographic change and the ageing of the workforce pose major challenges
for the state administration throughout Germany (cf. Pack et al. 2000: 8 ff.). In the
next few years, the State Police M-V will also see many experienced colleagues
leave for their well-earned retirement. They take their knowledge with them - the
basis for the existence and success of organisations and for the success of the
fight against crime in general. It includes the knowledge of facts and processes
as well as connections and relationships. Part of this knowledge is explicitly documented and can therefore be easily accessed and used by others. However,
practical experience shows that a large part of the knowledge, the part that often makes the critical difference on the road to success, is implicit and cannot
be found in any database or folder. It is in the minds of the experts. This applies
in particular to police officers. They are the ones who must act correctly in difficult situations. They are perfectly trained through many years of experience in
dealing with different population groups. Whether cyber or gang crime - the
diversity of police work is great and so is the knowledge of the officers. When
they leave, their knowledge is no longer available. So what to do when the knowhow retires? This is what the pilot project Knowledge Management in the State
Police Service M-V deals with, which will be presented in the following. First of all,
it has to be clarified what is meant by the research object of implicit experiential
knowledge, how this can be passed on within an organisation and finally, which
findings the project of the University of Applied Sciences for Public Administration, Police and Administration of Justice M-V on behalf of the state government
was able to acquire in this respect.
Implicit experiential knowledge as a resource
Implicit experiential knowledge means
“the knowledge of a person spent in
flexible process forms of perceiving,
judging, expecting, thinking, deciding
or acting, but which the subject cannot, not completely or not adequately
explicable (verbalisable, objectifiable,
formalisable, technicable).” (Porschen
2008: 57; cf. also Polanyi 1996) In addition to technical components (knowhow, manual skills, etc.) this can also
include “mental models“ (paradigms,
beliefs, interpretations) (cf. Nonaka/Takeuchi 1997: 72). Thus, the expert knowledge meant here has many facets, as
illustrated in Figure 1.

Fig. 1: Facets of expert knowledge
Source: own illustration based on Erlach et al. 2013: 46
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In psychology, pedagogy and didactics, this difference is expressed by the contrast between declarative and procedural knowledge (cf. Kaiser 2005). One form
of knowledge (declarative knowledge/knowledge by description/explicit knowledge) can be transferred in a standardized way using linguistic signs. Practical
knowledge (procedural knowledge/knowledge by acquaintance/implicit knowledge), however, is difficult to capture linguistically, as it is often situation- and
context-dependent. Moreover, it is often rather unconsciously activated or even
stored. This results in a variety of difficulties in knowledge transfer, as will be
argued below.
Knowledge management as a starting point for organizational learning
The more complex facts are, the more implicit knowledge from experience is necessary to understand them and to remain capable of action in the situation (cf.
Jantzen 2008: 23). However, young professionals usually have relatively little contextual, experience-based knowledge. Due to the difficulty of grasping implicit
knowledge, it is hardly possible to attest to different levels of knowledge in this
respect, let alone to address them in a leveling way. Standardized, purely language-based knowledge transfer sometimes even leads to misunderstandings
or different interpretations or applications.
Consequently, a professional, balanced and evaluated knowledge management
would be more appropriate for learning processes. In this context, knowledge
management refers to concrete forms of generating and using knowledge which
enable individuals and organisations to learn and develop innovations (cf. Beerheide/Katenkamp 2011, Kogut/Zander 1992, Willke 2001). Knowledge management can therefore provide an answer to the question of how to avoid knowledge
loss and how to identify, record and pass on organisation-relevant knowledge
- even if it is implicit knowledge from experience.
The focus here is not only on individual learning success, but in the case of the
project described rather on the aggregated effect for the overall organisation of
the State Police Service M-V. Learning processes in organisations contribute to
developing a knowledge base from which adaptation and development strategies can be derived (Bea/Haas 2013: 414). Mintzberg et al (2005: 245 f.) speak
in this respect of learning organisations, which they describe using five basic
principles:
1. learning from failures,
2. regular review of systems, routines and procedures,
3. employees as experts for their tasks,
4. active knowledge transfer to relevant parts of the organisation,
5. learning also from external stakeholders through open organizational boundaries.
Against the background of the project presented here, it is therefore necessary
to reflect on the extent to which the criteria presented applies to the State Police
Service M-V. Ultimately, however, the collective learning success or the organi-
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sational wealth of knowledge is based on individual efforts: “However, for the
knowledge structures of an organization to change, individuals must learn. In the
end, it is the individuals who make up an organization, and knowledge is always
initially acquired or generated at the individual level. Individuals have the ability
to self-reflect, to deal with themselves, their actions and their environment and
on this basis can adapt their behavioural potential.“(Pawlowsky/Geppert 2005:
261)1 Consequently, the object of investigation for the study presented here retains the individual learning process, which, however, can take place in very different ways when aggregated across the entire federal state.
In addition, there are systematic difficulties of knowledge transfer due to the already mentioned specifics of implicit experiential knowledge (cf. inter alia Gruber/
Renkel 2000). Nonaka and Takeuchi (1997: 18) explain that implicit knowledge is
difficult to pass on in a standardized way because it is difficult to record and preserve. From this, the authors derive the so-called knowledge spiral for the transformation of different forms of knowledge among themselves, which also deals
with the transfer of knowledge (see Figure 2). In short, the following applies to the
object of research: Implicit knowledge can be transferred into explicit concepts,
e.g. through process descriptions or models, in order to convey it specifically to
others. For the authors, this represents the core aspect of knowledge accumulation in organizations. But also the exchange of experience between colleagues,
which transfers implicit knowledge directly into implicit knowledge (socialization), should not be neglected, even if it is more
evalue difficult to measure or evalu
ate. Routines, informal standards, technical skills
etc. can be learned in this way. To achieve this,
however, the organization management must be
able to share its experience. From the direct comparison, the authors conclude on an individual
level that the first path of knowledge transfer can
generate more knowledge, but that socialization
can contribute qualitatively decisive details. However, when it comes to collective, learning organisations and how knowledge can be made
available to them, it must always be externalized.
However, new paths or innovations in particular
only result from the combination of both forms of
knowledge. (ibid: 69) These findings underpin the
relevance of systematic and well-founded knowledge management techniques for implicit empirical knowledge, which was previously identified as
particularly helpful in everyday police work. The
research project presented below examines how
this is already being done or could be optimized
in the State Police M-V.
Fig. 2: The model of the knowledge spiral
Source: Nonaka/Takeuchi 1997: 85

1

The theoretical lines of development of organizational learning differentiated by the authors can
only be referred to here as examples.

page 19

Project Knowledge Management in the State Police Service M-V
The following initial situation substantiated the necessity, to devote attention to
the research subject in a nationwide research project: For the State Police Service
M-V, an increase in personnel by a total of 400 new posts by the end of the 2021
legislative period was agreed upon in the Pact for Security (cf. State Government
of Mecklenburg-Western Pomerania 2016: 63 f.; cf. on the consequences of this
Pact for Security: Boden 2018: 4). At the same time, several hundred officials will
retire due to the wave of retirements, so that a large number of posts will have to
be refilled. As described in the previous chapters, it can be assumed that, despite
the filling of the gaps that arise, there are quite different levels of knowledge, especially with regard to implicit experiential knowledge. The pensioners take their
knowledge with them, it is lost to the organization, but it is not always advisable
for the successor to newly accumulate all the mistakes and experiences themselves. Rather, the question for the learning organisation State Police Service
M-V is whether the already existing implicit knowledge of the prospective pensioners, before their departure, could be preserved and used by the organisation.
The fact that this cannot be done in the same standardized way with implicit
knowledge as with explicit knowledge has already been described and requires
comprehensive, individualized and didactical approaches.
As a result of the challenges, the project “Knowledge Management in the State
Police Service M-V“ was launched and the FHöVPR was commissioned with it. It
systematizes knowledge management processes from the perspective of various
disciplines (education, sociology, communication sciences, psychology, management theory, etc.) from access, preservation, and transfer - to application. The
aim is to develop a cross-organizational „toolbox“ from which the most appropriate knowledge management technique can be selected according to the situation and the individual. On an individual level, knowledge can thus be retrieved
quickly and in a compressed form, independent of location, and made accessible
to the learning organization even beyond the retirement period.
Dr. Anne Melzer

university lecturer
at the University of Applied Sciences for
Public Administration, Police and Administration
of Justice for the state of M-V

Empirically, a successive sequence of mixed methods is used for the research
project: Initially, qualitative expert interviews were conducted with retired officers as well as a first group discussion with policemen and policewomen who
are about to retire. The results were transferred to a quantitative online survey of
people shortly before retirement, which will be interpreted in group discussions
and then tested experimentally.
In the methodological literature (cf. Eisenhardt 1989; Kelle 2007) such a combination of qualitative and quantitative methods is described as particularly advantageous because they complement each other. With the former, the focus is
on understanding individual motives etc., and the latter on measuring general
trends (Bortz/Döring 2006: 295 ff.). Consequently, the facts indicated in the qualitative part can be confirmed or relativized with the help of quantitative data and
vice versa (cf. Brosius/Koschel/Haas 2008: 45; Eisenhardt 1989: 538).
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First results
The interviews could already provide orientation points for the cross-organizational development of a knowledge management strategy. The mere fact that
such data is collected shows first positive effects on the interviewees despite
repeated negative experiences:
“Some things that went on in the police service can‘t be turned back. But with the
project of FH Güstrow a new beginning has been made.“
The comparison of the interviews (see Figure 3) shows a clear deficit in knowledge
management, as the vast majority of respondents rated it as unsatisfactory.
Satisfaction with farewell

Satisfaction with knowledge
management

Fig. 3: Satisfaction with the farewell and knowledge management
Source: own illustration

The question of satisfaction offers a conversational tactical entry to further explanations, which reveals suggestions, wishes and examples. It is possible to deduce which steps in the area of knowledge management are expected by pensioners or which aspects could be relevant from their point of view. The following
conclusions are sticking out:
The organisation of the last day was usually under the personal responsibility
of the pensioner himself. This led to great variance, if only in expectations. It
shows that the organizational management of retirement is not always optimal.
The biggest problem was that the succession was not regulated, so that in some
cases no target person was present to pass on experience, contact details or
investigation files. This leads to a de-personalization of knowledge transfer including the associated didactic problems. In principle, the only thing that remains is
the file folder, which at least enables communication at different times and can
thus bridge the time until the position is filled. However, as already explained,
this approach is primarily suitable for the transfer of explicit knowledge.
Knowledge management as a strategic concept in the State Police Service M-V is
largely unknown to the interview partners. This leads to great scepticism on the
part of all those involved with regards to the feasibility of the project envisaged
by the researchers. This scepticism stems, on the one hand, from the current situation - increased demand due to an increase of staff and a simultaneous wave of
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retirements. Many structural problems of knowledge transfer arise from this, e.g.
lack of time, missing successors or variety of tasks. In view of the complexity of
the tasks and the size of the police, there is also a discrepancy between individual
expectations and collective expectations.
However, the interviews do document individual experiences of knowledge
transfer. However, these are only available individually, not systematically, and
depend heavily on the interest and commitment of individuals on both sides of
the transfer process. For the project, this means that each of these approaches
should be examined for its systematization potential or its suitability for mass
production, that quality control should be enabled and that all those involved
should be empowered.
The above-mentioned scepticism regarding this project manifests itself in different statements in the interviews, which evaluate knowledge management as a
luxury problem or an additional task in addition to the increased practical demands in everyday life. This may also be due to the fact that many civil servants
are relatively late in coming to terms with retirement, forgetting that knowledge
management is relevant to all types of recruitment (i.e. not just retirement). In
addition, the succession of posts is often only settled after a transitional period,
sometimes for budgetary reasons which make it difficult to refill them immediately.
The most frequently mentioned criticism of knowledge management relates to
the structure and organisation perceived as inadequate. There would always be
individual approaches and project plans, but without a long duration and without a superordinate whole. The following example drastically illustrates how
valuable knowledge, gained over years of experience simply ends up in the trash:
“I took a container and emptied my filing cabinet. [And where did you put the
files?] In the shredder. [In the shredder!?]. Yep. “
After all, I‘ve been abroad five times. I have had a lot to do with Muslim and
Islamic people and I was even one of the first, 1985 […] So, with that you come
here now and with all that knowledge. I gave a presentation about my mission
abroad, once at my FK [expert commission] under the direction of KPI [criminal
police inspection], after the first mission. And then never again.“
In summary, the following problem areas can be derived from the narrative of
the interviews2:
•
•
•
•
•
•

2
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Structural problems, especially with regard to succession
Dissemination of unwanted knowledge
Knowledge transfer is not possible, as each application is different
Lack of financial resources
Power issues, hierarchical thinking and political affiliation
Young and old have different ways of thinking

In the further course of the project, a nationwide comparison will be carried out by means of a
quantitative online survey.

However, not only issues about problems were asked, but also about suggestions for knowledge transfer. The following measures were mentioned:
• Training on the job
• Creating structurally better conditions (e.g. creating gradual transitions) as
a leadership task
• Coaching/mentoring
• Knowledge pool and checklists
• Joint handling of tasks (learning by doing)
• Voluntary work (including involvement in the police service)
• Appreciative organizational culture
In combination with the corresponding specialized literature, the project will therefore deal with the following list of knowledge management techniques:
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.
12.

Mind maps
Storytelling
Expert databank/-network
Wikis
Design thinking
Instructional videos
Best practice example
World Cafe
Newsletter
Mentoring
Lessons learned sessions (after action review)
Scenario-based exercises

These must first be described, checked for their suitability for the State Police
Service M-V and, if necessary, adapted and finally tested with police officers.
Conclusion and outlook
This article presents the Knowledge Management project in the State Police
Service M-V. Its object of research, implicit experiential knowledge, has proven to be critical to the success of police practice but also difficult to transfer.
The special way in which this type of knowledge is stored makes it especially
difficult for oneself to become aware of it, to preserve it and for others to use it.
Learning organisations which want to meet these challenges must find individualisable and systematic approaches for a comprehensive, strategic knowledge
management. This is the subject of the pilot project, which aims to systematize
existing didactic procedures and transfer them to everyday police work.
The interviews, as a first step of the project have already provided a positive response, even if the statements of the interview partners often reveal frustration
and dissatisfaction. All the more, however, is that this confirms the necessity of
such a project in at least providing food for thought. In the next step, a quantitative online survey of prospective pensioners, quantifiable trends for the entire
federal state shall be collected, problems identified and proposals for solutions
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collected. The latter then needs to be further developed into a theoretically
sound knowledge management strategy that can be adapted to the situation.
However, a scientific research project can only make suggestions for this; the
final decisions on implementation must be made elsewhere.
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Knowledge Management in the State of Berlin
With the reunification of Berlin‘s two city administrations, the number of employees in the State of Berlin increased by around 95,000 to a total of 207,000. A
public service on this scale and at this cost was not financially viable due to the
budgetary situation. Consequently, an extensive job reduction programme was
initiated in 1992. As a result of diverse measures that were strictly oriented towards administrative reform, both structurally and organizationally, the number
of staff and jobs in the State of Berlin was halved in more than two decades and
in 2014 was at an all-time low with 104,000 employees in the 12 districts and 10
senate administrations and their respective subordinate institutions.

Fig. 1: Personnel development Berlin 1992-2020
Source: Senate Department of Finance
- Department IV/Land Personnel -
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Since 2010, Berlin‘s population, which had stagnated until then, began to grow
continuously. The trend towards a growing city, which continues, led to a change
in personnel policy in 2015. Whereas previous vacancies had only been filled
in selected areas, in particular the police, fire brigade, judiciary and schools, this
has now been done, initially cautiously and then on a larger scale, in all other
administrative areas as well. This presented the Berlin administration with completely new challenges. The increase in tasks due to the influx of new employees was faced by organisational and personnel administration structures which
were characterized by decades of staff reductions. A growing city, demographic
change in connection with a narrowing applicant market and an aging workforce required the rapid establishment of modern and future-oriented personnel
management measures. In addition to the quantitative adjustment of personnel

resources, qualitative personnel management was also reformed and adapted
to the new requirements. The various instruments of nationwide human resources development were agreed to through a Framework Service Agreement on
Human Resources Management (RDV PM) with the Main Staff Council of the
State of Berlin. Important fields of action are the professionalization and acceleration of personnel marketing via online channels, professional and fast recruiting
structures, personnel retention offers for junior staff, increasing the attractiveness as an employer and comprehensive knowledge management.

Fig. 2: Subject areas of qualitative personnel management in Berlin
Source: Senate Department of Finance - Department IV/Land Personnel –

Personnel forecasts based on nationwide employment statistics, showed at
that time significant cuts for essential core areas of the administration with highmedium to long-term overall drop-out rates.

Fig. 3: Medium-term forecasts of staff departures Land Berlin
Source: Senate Department of Finance - Department IV/Land Personnel –
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A comprehensive knowledge management system has been set up to ensure
that the valuable knowledge of employees leaving the company is not lost and
that the efficiency of the public service is maintained. For this purpose, a broad
spectrum of individual measures was conceived and established for the approximately 50 individual authorities of the country, with their respective personnel
sovereignty, and financially secured in the budget:
•
•
•
•
•

Recruitment of knowledge managers
Training of dialogue companions
Possibility of double staffing
Use of senior coaches
Support of authority specific measures for the knowledge transfer

All authorities were initially given additional posts for the recruitment of a
knowledge manager. This function, for which an evaluation and task description based on a university of applied sciences degree and relevant knowledge has
been centrally specified, is located in the respective personnel service departments of the administrations. The job description includes:
• central implementation, realization and control of the official knowledge
management processes
• development of official concepts and strategies for the transfer of knowledge
• analysis and evaluation of knowledge processes on site
• assessment of measures of the internal personnel and organisational development
• elaboration and (further) development of standardized documents,
guidelines and working aids
• planning and implementation of internal training measures
• creation of transparency and acceptance among managers and employees
including consulting
• controlling the achievement of objectives and redefining targets
• formation of networks
All knowledge managers are prepared for their new tasks by the central training
service provider of the State of Berlin, the Administrative Academy. For this purpose, the Administrative Academy developed a new qualification series, which
teaches the basics of knowledge management, methods of knowledge transfer
and knowledge documentation as well as discussion and moderation techniques
over 16 days of further training. Regular network meetings moderated by the Senate Department of Finance promote the exchange between knowledge managers. Furthermore, a digital collaboration platform is offered, through which individuals can quickly exchange information and information across departments
outside of formal business processes.
In addition to the full-time knowledge experts, dialogue companions are deployed in the departments. This activity, which is assigned as a special task,
comprises the conveyance and moderation of the communication processes between knowledge giver and knowledge taker, the monitoring of the work-related
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communication process and the recording and documentation of implicit and
explicit knowledge and empirical values within the framework of structured discussion. The dialogue companions also receive training at the Academy of Administration, where methods and instruments of knowledge transfer, the basics
of conducting a dialogue and above all the special situation of saying goodbye
and making a new start in a professional career are taught in five days of further
training.
An important instrument of Berlin‘s knowledge management is the possibility of
double staffing. Double staffing involves the personnel management option of
temporary double staffing and double payment for a position. Funding for task
areas with expert knowledge is provided for a maximum of three months from
a central knowledge management title at the request of the departments to the
Senate Department of Finance. For the departments, the challenge of realizing
double staffing lies in the timely and foresighted personnel planning and refilling of positions. The date of retirement or pension must reliably correspond with
the search and hiring of the successor. Dealing with double staffing has now
become professionalized. Whereas in 2015 only about a quarter of the double
staffing applied for could be realized, in 2019 the use was about 80 percent.
A digital tool developed by the Senate Department of Finance is available to leaders so that they can quickly obtain an assessment of impending knowledge loss
for the individual work areas of their department at any time. With the so-called
risk analysis, leaders can quickly and comprehensively determine independently at any time how the risk of knowledge loss in each work area presents itself.
This requires an assessment of factors related to the field of work, knowledge,
time and organisation and is easily defined by a traffic light system. The result
offers a visualized overall view from which the leader can derive clear priorities
for action.

Martina Ruppin, Senate Department of Finance of
the Land Berlin

Fig. 4: Risk analysis for leaders
Source: Senate Department of Finance
- Department IV/Land Personne
Personnel -
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In addition to double staffing, so-called senior coaches are financed. The target group is formerly retired employees who receive fixed-term fee contracts to
support their respective successors in matters of procedure and process. Similar
to coaching, the new jobholder arranges consultations as required during the induction phase. This model is particularly suitable for leadership positions, as the
“double staffing at one desk“ makes necessary or intended conversion processes
and a change in leadership structures more difficult.
Nationwide knowledge management also supports decentralized projects and
offers from individual local departments. For this purpose, in addition to the
central assumption of financing, the Administration Academy is available as a
training partner, offering seminars, providing trainers and providing professional
support for processes.
All information on nationwide knowledge management is available at all times
on the nationwide employee portal. A digital knowledge portal, which was set
up by the Senate Department of Finance, documents the diverse activities of
knowledge management in Berlin in a user- and target group-oriented manner.
Summary
In the wake of a growing city and the threatening
shortage of skilled workers, the State of Berlin has
set up a state-wide knowledge management system,
which is controlled by the Senate Department of Finance. The diverse instruments, such as the recruitment of knowledge managers and the training of dialogue companions, the possibility of double staffing
or advice through senior coaches as well as the offer
of digital support tools for networking, information
collection and personnel planning make an important
contribution to a demographically sound personnel development in the approximately 50 individual
authorities of the Berlin administration. Decisive for
the acceptance and effectiveness of the measures is
the adequate funding of both personnel and material resources as well as the professionalization of the
knowledge personnel through training and further
training offers.
About the author
Head of Department for Human Resources Development and Demographic Management in the Senate
Department of Finance of the State of Berlin. She and
her team are developing the framework conditions of
knowledge management for the national staff.
Fig. 5: Knowledge portal of the Berlin administration
Source: Senate Department of Finance - Department IV/Land Personnel –
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Knowledge Networks in Organisations
Knowledge networks are essential for the dynamics of organisations - whether
private companies or public administrations. Information, and the resulting
knowledge is exchanged between actors, in order to be able to work together at
overarching goals. The more efficient the knowledge can be exchanged between
actors, the more functional an organisation is. Efficiency in this context means,
that only the necessary knowledge is exchanged and the exchange of knowledge
takes place with minimal time and costs. To make this possible, the necessary
framework conditions for employees in the organisations must be created - organisational and technical.
At the core of consideration for knowledge networks are processes. Every organization has goals to be achieved for the customers of the organization. Such
that customers can either demand services or be able to fulfil the defined tasks
for the defined target group (e.g. conduct of legal proceedings). In order to
achieve these objectives, usually several tasks related to each other have to be
performed. This implementation takes place in the context of business processes
in which input is transformed into output from the necessary resources (e.g. employees, machines and information systems) (process result). The transformation
takes place for process instances (customer orders), such as a car, an insurance
claim or an enforcement order. The resources of a process are connected by the
possible links of the sub-processes. The implementation of business processes
across organizational units is an important factor, therefore knowledge in the
creation of products and services should be connected in a process-oriented
manner. Even though there are advantages in the exchange of knowledge within
a function (e.g. marketing), there are process-specific adaptations for which networking by process is important. The management of process-oriented knowledge is therefore an important success factor. When process-oriented knowledge is not recorded, stored and applied, it is likely that a company fails or does
not sufficiently fulfil its sovereign duties. A distinction can be made between
explicit knowledge (i.e. documented) and implicit knowledge (i.e. in the minds
of employees).
In the following, several aspects are considered in more detail which can help to
better network the different types of knowledge and increase the use of knowledge by employees.
Knowledge management in processes
The networking and use of knowledge to enable knowledge management in
organisations can be considered from the following perspectives (published in
Leyer et al. 2016):
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•

Visualization of explicit knowledge: Process maps can be used for visualization, in which explicit knowledge in the form of process execution data
of databases is integrated. Implicit knowledge of knowledge bearers is
only considered to the extent that it should be entered into databases by
employees and thus can be linked to process maps. Knowledge maps can
also contain process and knowledge information flows. Both can be different and should therefore be modelled separately. Furthermore, documents can also be integrated independently of business processes, such
as in the presentation of scientific articles and patents.

•

Explication of implicit knowledge: From this perspective, cause-effect diagrams are used to visualize knowledge connections of employees. Such
representations should also be made according to different roles such as
map developers, users and managers with their different needs.

•

Explication of process-oriented implicit knowledge: In this perspective the
focus will be on capturing relevant knowledge in business processes.
Implicit knowledge becomes explicit and knowledge maps are created
which no longer contain processes. In addition, explicit implicit knowledge can no longer be referenced to knowledge carriers. Employees,
detailed process steps and communication between participants on the
basis of process categories are recorded. Furthermore, existing process
maps can be used as a starting point in order to find and enter knowledge.

•

Implementation of knowledge management in organizations: Within the
framework of the implementation, it is primarily considered which knowledge and knowledge carriers are particularly important. For implementation, knowledge-intensive tasks, the value chain and business processes need to be identified. In order to make the best use of knowledge,
its usefulness, simplicity of use and compatibility with its own ideas must
be ensured.

•

Technical level: For the technical realisation, it is important to analyse
where information systems can support the creation and dissemination
of knowledge in an organisation. An essential component are workflow
management systems, which contain explicit knowledge on the execution of the operational process. In addition, the text can be indexed from
texts in the organization, keywords can be extracted and, structuring
according to a classification can be made available to the users.

Dimensions and possibilities of digital knowledge networks
While the presentation of knowledge is primarily aimed at managers to shape
knowledge management, employees must be given access to knowledge in their
work environments. Digital possibilities should be used for this purpose, as the
first systems provide efficient access. A manual exchange of knowledge is less
efficient because employees have to exchange information at the same time or
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have access to it only after a time delay. Digital support should be provided
according to the following four dimensions (published in Leyer et al. 2019):
•

Information: Systems should provide information on work packages,
enable a shift book for a smoother handover and contain security requirements and contextual information. This means that information is
available to all employees in the most up-to-date form, regardless of
time and place. This enables employees to better plan their work and
creates an environment in which they can get from problem to solution
more quickly.

•

Resources: Information on availability, storage locations and the use of
required items (including their procurement) such as protective clothing
should be available. If this information is available to employees in digital
form, the coordination effort is reduced and duplicate work is avoided.

•

Support: Employees should be able to receive support in the performance
of their activities at any time. These can be expert profiles in which competencies of colleagues, digital communication possibilities such as chats
for direct enquiries or video transmissions are listed. This allows experts
to be easily identified and contacted, in order to be able to visualize problems and solve them with support even without personal contact.

•

Possibilities: Employees should be given the opportunity to contribute
their ideas for further development in the organisation. At the same time,
access to knowledge (e.g. podcasts, learning videos) should be created in
order to enable further personal development in an uncomplicated manner, besides everyday professional life. This enables higher professional
competencies (technical) as well as higher methodological competencies
(learning, problem solving).

Framework for the knowledge networking of employees
In addition to explicit knowledge, an important component in the four dimensions described above is the networking of implicit knowledge (published in Leyer
et al. 2016). While explicit knowledge can be made available in databases with
different formats (text, images, videos) and different accesses (app, computer
application); this is more difficult with implicit knowledge. Although knowledge
in the digital age is more and more networked, a lot of knowledge about the
execution of processes is not in documents or systems, but in the heads of the
employees. Employees in organizations should therefore be offered a range of
methods and technologies, which enables an easy search for knowledge carriers
in processes in the context of daily work. For this purpose, a process-oriented
knowledge map should be established, considering the following aspects of a
superordinate framework:
•

Process architecture: The essential processes in the organisation should
be recorded. This should be done for a maximum of three levels with
regard to the level of detail. This ensures that the fundamentally relevant
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contents are recorded, but details, which change continuously, are not
shown. If this data is available in the organisation, they should be integrated from an existing process overview. Otherwise, they can be extracted
from workflow management systems with the help of process-mining or
manually compiled by the process owners.
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•

Social knowledge system: Each employee should have his or her own user
profile in the system, which contains the role, organizational affiliation
and contact information in the organization. Employees can then assign
themselves to the processes from the process architecture with their profile to which they have relevant knowledge. These can be individual work
processes, but also processes from previous positions or processes which
are temporarily executed as substitutes for colleagues. It is important
that it is not about entering knowledge (making it explicit), but about
indicating whether you have knowledge about a process. Furthermore,
documents or databases can still be linked as explicit knowledge. In all
cases, the assignment is made on the third process level.

•

Use of the system: The knowledge map is created on the basis of information from the process architecture and the social knowledge system.
The process architecture provides employees with an overview, in which
they can search for a person who knows something about the desired
process. The person can then be contacted using the underlying contact
information. Ideally, existing search functions (e.g. from the intranet) can
be linked so that familiar interfaces are better accepted by employees.

•

Supporting incentive structure: In order to provide incentives for use,
points should be used in the system. These points should be directly
linked to the individual goals of the employees, so that a certain degree
of goal achievement is made possible by the points. Points can be earned
for the completeness of the profile, the answering of questions by
colleagues and a rating by colleagues for helpful answers. In addition, a
social status can be achieved through the indication of knowledge, since
an employee can show publicly which processes he/she knows about
without having to take immediate action involving effort (creation of documentation).

•

Technical implementation: The technical implementation should be done
modular. Existing process documentation should be imported, so that
they do not have to be recreated and maintained twice. If workflow management systems are available, a direct connection to the execution of
the operative process can be established. Then employees can be shown
the right contact person directly during the execution without any search
effort. Furthermore, existing knowledge management systems; databases and documents should be linked so that there is no separation
between explicit and implicit knowledge networks. If there is a digital
targeting system, these can also be directly linked to the points from the
incentive structure. Finally, integration into an existing intranet should
also take place, so that access can be made to known interfaces.

Results of prototypical applications of the framework have shown, that compared to conventional non-process-oriented knowledge management systems
a significant increase in usability, search functionality, result quality, search and
even a higher social networking of employees can be achieved. It is crucial that
the basic ideas of the framework are followed and specific systems are not required for this. This means that existing systems (such as an existing process
map) can be integrated modularly into the framework.
Importance of leaders
In addition to designing the working environment and technical support, leaders
play an important role in the establishment of knowledge networks (published
in Leyer et al. forthcoming). The satisfaction with a transformative leadership
style of the leader has an effect on the knowledge of the employees in their
processes. A transformative leadership style means that the leader creates framework conditions for employees, in which they can act as independently as possible. The leader is available to help with problems, but interferes little or not at
all in the execution of the operational process. In addition, leaders are responsible for introducing technical knowledge management systems as described in
the previous sections. The more this type of support is provided by the leader,
the more employees have knowledge about how their activities are integrated
into higher-level processes. In this way a much better contribution can be made
to the fulfilment of the process objectives.
Conclusion
Successful knowledge networks in organizations minimize the effort of the employees for the management of knowledge. For this, it is essential to use intelligent, digital systems; otherwise the manual effort for the knowledge exchange is
too high. Modular systems should be used to make things as easy as possible for
employees, using existing information systems where possible. In doing so, duplicate structures for the absorption and preservation of knowledge are avoided.
Knowledge networks should also be thought of in terms of processes because
the execution of the processes is at the core of the employees‘ work. This allows
support to be provided as close as possible to the routines of the employees.
Besides the availability of technical systems, employees should be supported by
their leaders. Leaders should give employees as much freedom as possible in the
execution of processes and create the necessary framework for the availability of
relevant knowledge. Finally, however, it is also important to encourage employees to think of the big picture. Employees must understand how their activities
are embedded in processes and how they contribute to the performance that
the organisation has to render. On the one hand, this can be promoted by digital knowledge networks; on the other hand, employees themselves must also
develop a rough understanding of the bigger picture. It is, however, important
to keep in mind all the measures mentioned: The exact implementation is not
important, what is important is that the basic idea is followed. Then knowledge
networks can be successfully established, which enable the organisation to function to the satisfaction of those involved without great effort.
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