KM At Work, Inc. - Knowledge Management in Healthcare
Embedding knowledge management as “a way of work” and fundamental to the health system’s culture is at the core of what we do. For five years KM at Work, Inc. has worked with hospital alliances and health systems to adopt a strategic framework to foster the transfer and spread of best practices and “connect the dots” within the organization: technology, leadership and culture, and formal and informal learning. We invite you to learn more about knowledge management, why its adoption is crucial to safe, effective and efficient patient care, and how our services will help your healthcare organization build its core competency in knowledge management. 
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Knowledge Management as a Global Concept

Knowledge management (KM) is a business concept that emerged and gained strength in the 1990s. In their book, “What’s the Big Idea?” (Harvard Business School Press, 2003), authors Tom Davenport and Larry Prusak provide a compact history of the emergence of the KM concept and where it is today. For example, they note that in 1994 Ernst & Young’s Center for Business Innovation offered the first public conference on KM, in 1995 the University of Texas business school offered the first course on KM, and that same year the American Productivity & Quality Center (APQC) created its first benchmarking conference on KM. Yet by 2000 there were more than 50 KM conferences offered throughout the world, at least 3 research institutes dedicated to better understanding knowledge, and courses on KM taught at more than 30 business schools worldwide. By 2006, APQC had led 17 KM consortia and studied over 400 organizations world-wide. KM initiatives have been embraced by corporations such as Ford, IBM, and Raytheon; governmental agencies such as the Department of Defense and all branches of the armed forces; and nongovernmental organizations such as the World Bank, the International Monetary Fund, and the United Nations.  Different approaches are used but the primary common theme is the intentional use of people, process, and technology to transfer successful practices and simplify access to critical insights and knowledge to yield improved decisions and organizational performance.


KM in Healthcare

More and more hospital systems and associations are focusing on ways to accelerate the adoption of successful practices, to yield improved clinical and operational performance, and to more readily embrace change and innovation.  Transferring knowledge across geographic boundaries, even when there are no competitive issues, becomes a complex task, both technologically as well as socially. Acceptance and adoption of others’ ideas requires the provision of carefully orchestrated, context-sensitive, and trusted knowledge bases and collaboration structures.  


Hospital systems such as Catholic Health Initiatives (CHI), hospital associations such as Child Health Corporation of America (CHCA), and national healthcare companies such as Catholic Healthcare Audit Network (CHAN) have embraced knowledge management principles and are systematically developing and supporting mechanisms to support informal and formal learning, knowledge exchange, and accelerated adoption of successful practices.

KM Strategy Development Process
There are typically five phases of work to be completed to develop a knowledge management capability within a hospital system or association.
· Phase I – Strategy
· Phase II – Assessment
· Phase III – Design
· Phase IV – Build
· Phase V – Operationalize

Phase I.  Strategy
The initial step is to clarify the objectives and understand how knowledge management will enable the organization’s key strategic initiatives. As a result of the initial assessment a project workplan is developed with key milestones, target completion dates, and budget parameters in order to meet your objectives. Other key steps to this phase include:
· Identify key internal resources that we will work with to gain a complete understanding of the organization’s strategy, operations, and constraints

· Determine the prototype working group that will be utilized to test the various aspects of the proposed KM approach

· Develop a detailed working diagram that integrates the key components of the organization’s current operations into the overall KM Strategy framework.

Phase II.  Assessment
This phase is a readiness assessment, in order to determine the level of change that will be required in order to achieve the desired future state. There are multiple steps to accomplish this, consisting of personal meetings, phone calls, and interviews with leadership and selected representatives. 
Key questions to be addressed in this phase include:
· Current state – how well do current tools and processes work? What needs to be kept, eliminated, enhanced, or created? How do staff currently communicate and share with each other?  What will motivate adoption of targeted business practices at an accelerated rate?
· Culture – what barriers exist regarding sharing and reuse of knowledge? How effectively does knowledge sharing currently happen? How can we “act our way into a new way of thinking” regarding knowledge exchange? What new behavior is needed to enhance our communication effectiveness?
· Processes – how do we “bake it in” to create, capture, share, and reuse knowledge? What existing business practices might be redefined to incorporate knowledge cultivation? What new processes need to be established?  How will these new processes be supported with resources and staff?
· Vitality – what are key roles needed to keep the knowledge current, relevant, and critical? How should these roles be supported, in terms of tools, rewards, or training?
· IT Infrastructure – what currently exists and what are the gaps? How will the databases integrate? What are internal vs. external access points to information? Where do current update plans fit in?

Phase III.  Design
Following the initial planning we will proceed with a rapid prototyping process of key components of the KM Strategy.  We will create mockups and, depending on the environment, a prototype collaboration workspace with much of the functionality that the KM system might have, including examples of content and resources. Each functional area of the prototype will have a mechanism for users to provide feedback as they are using it. Our experience has shown us that it is far better to watch what our users do, rather than simply listen to what they say. This feedback will be crucial to the final customization workplan. 
Our final recommendations at the conclusion of this phase will include technical system specifications, implementation plans, and timelines and budgets that will reflect the feedback from the prototype and our understanding at that time of the most cost effective approach to achieving the desired KM strategy.

Key components in this phase include:  

· Feedback – identify pilots to model the new vision and try out the new approaches

· Prototype – create a working example with selected initial content and resources to identify capabilities and features that a final solution will need to incorporate
· Context – identify the key profile taxonomy that will result in useful selection criteria for users to find relevant data sets, tools, and people
· Learning – identify new or expanded knowledge creation & transfer processes that will be needed
· Assessment – determine how to measure and track the value of the KM strategy, both initially and over time
· Training and adoption plan – identify the content, appropriate mechanisms and forums, and key staff resources that will be needed to teach this new way of working
· Innovation and New Directions – incorporate planning for new services, as well as allowing alternative forums for idea generation, research & development, and pilots to encourage innovation.
Phase IV.  Build
We expect to provide options for the organization to consider in order to fully implement the KM Strategy developed upon the completion of the prior three phases.  In addition, we expect to provide sufficiently complete system specifications in order to completely implement the resulting KM strategy and components, and we would work with the organization to select the most appropriate technology tools, services, and support. 
Key components in this phase include:  

1. Manage implementation plan for core KM processes
a. Knowledge communities roles, rules, and tools
b. Knowledge creation & transfer techniques

c. Integrated knowledge sharing solutions, tools, and processes
d. Knowledge content repositories and reporting capabilities
e. Learning and Development programs and capabilities
f. Performance management support roles and processes

2. Coordinate KM technology implementation workplan
a. Develop collaborative spaces – internal and external

b. Integrate the underlying database model into the overall IT strategy

c. Develop and conduct training programs

d. Integrate user feedback tracking and value metrics reporting

e. Modify processes, tools, and reporting based on how people actually use them

3. Develop operations and maintenance plan
a. Ongoing knowledge community support resources
b. Content management workflows and support resources
c. Professional development program

d. Knowledge cultivation program

e. Communications plan

Phase V.  Operationalize (KM Business Processes, Web Services Operation, Applications Maintenance, and Community Management)
The resulting KM Strategy will entail the use of highly interactive, continually evolving collaborative work structures.  There will be a critical need for individuals to be identified that can actively interact with the resulting knowledge communities, poll for their needs, and push tailored content to them to encourage ongoing participation. This entails taking a proactive role in connecting with staff and shaping discussions regarding issues, trends, and resources. 
Operational requirements might be provided by the organization, by KM At Work, Inc., or by either party, depending upon the desired operating model, and these assumptions can be modified prior to full implementation of the resulting KM model.  
Examples of operational requirements include:
· Technology platform support and maintenance

· Community start-up, training, evolution, coaching, and measurement
· System usage reporting
· Messaging related to user engagement

· Technical, content development, and communications support to communities
KM At Work, Inc. Leadership

Janet Guptill, President, KM At Work, Inc., specializes in designing knowledge transfer and best practice sharing programs and infrastructure for hospital systems, hospital associations, and other healthcare organizations. With over 25 years of industry experience, Janet brings a combination of healthcare strategy consulting, software business development, and knowledge management operations perspectives.  
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Prior to Partners First Janet served as Senior Vice President, Sales, Marketing and Business Development for Care Science, a clinical decision support system company in Philadelphia, Pa., where she successfully developed the sales and marketing strategy for a national launch of an internet-based clinical performance improvement system for integrated health delivery systems.  

Her career history also includes Vice President, Marketing and Sales for the Sachs Group (now Solucient), a health information company in Chicago, Ill., during its initial start-up period; Manager in the health care strategy consulting practice of Ernst & Young based in Chicago; Administrative Associate to the Chief Operating Officer with The University of Chicago Hospitals and Clinics; and Administrative Resident at Ochsner Foundation Hospital in New Orleans, LA. Janet holds a bachelor's degree in health administration from the University of Arizona and a master's degree in health systems management from Tulane University, and serves as an adjunct faculty at Webster University in St. Louis in the School of Business and Technology.

































































































































Key Deliverables:  


Project work plan


Project timeline and calendar


Project budget


Identification of key project resources and responsibilities


Working diagram to illustrate KM 




















Key Deliverables:  


Leadership and Culture assessment to determine key business drivers and constraints to knowledge sharing


Diagram of KM Strategy showing connection to Information Technology capability


Workflow Maps to achieve ideal Value Measurement reports


Listing of Core Support Processes to be developed, with examples and “straw models”


























Key Deliverables:  


Working prototype of network collaboration workspace 


Identification of staff collaboration network roles, rules, and support tools to be developed


IT Specifications Document to guide development of tool development and integration with overall IT strategy


Implementation work plan with expected deliverables, timing, and resources required over the planning horizon


Listing of critical success factors, including required communications  and leadership support 


Budget estimates for all aspects of the work to be completed over the implementation period.
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Consultancy Ownership Information:�


KM at Work, Inc. is a consulting firm focused on knowledge management in healthcare. Its principal is Janet Guptill.





KM at Work, Inc. was founded in 2001.�


The company’s offices are located at:�82 Yorkshire Lane Court�St. Louis, MO 63144


          Phone:  314.963.7710








Some of our Clients:





American Hospital Association





Catholic Healthcare Audit Network





Scottsdale Institute





Child Health Corporation of America





Catholic Health Initiatives





Bon Secours Health System, Inc.
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