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Corporations, especially large global corporations, are needlessly spending money on training and development to “gain” knowledge that they already have.  The larger the company, the more information they don’t know they have.  

Here is an example of what happens: Department A decides it needs someone to understand how to sell its services to Japanese companies.  They commission a study and hire external consultants to teach them what they need to know.  On the face of it, this is a wise investment.  However, it is unfortunate that they didn’t know Department B has great expertise in this area. A great deal of time and money has been wasted re-inventing the wheel.
Managing knowledge means finding ways to create, identify, capture and distribute organizational knowledge to those in the organization who need it. Knowledge Management is essential for preserving, maintaining and empowering the social/intellectual capital of an organization. 
-- According to Delphi Group employees spend 7 to 20 percent of their time on the job replicating existing solutions for others.

-- Ernst & Young reported that they believe 44 percent of employees are poor or very poor at transferring knowledge.
The most efficient global companies are just now realizing that if they are involved in a multitude of training and development programs to support their globalization efforts, they need to develop a centralized system that leverages the collective global intelligence of their organizations.

The Cost of Not Investing in Knowledge Management

Multinational companies invest up to two million U.S dollars (1,372,355 Euro) per expatriate and lose up to 40 percent of its expatriates after just two years of their return from their assignment. Additionally, the collective amnesia of the remaining expats result in a loss of at least 50 percent of the information they accumulated during their assignments. Had the expatriates’ knowledge been captured via a knowledge management process, this would results in savings of millions of dollars of intellectual capital.

This loss is just the tip of the iceberg for companies not adequately utilizing knowledge management processes. The costs of not having a knowledge management system also results in the following consequences:
· Sub-par performance, aborted assignments and low retention

· Process redundancy

· Marketing mistakes and inconsistencies

· Loss of market share

· Customer defections

The Challenges of Implementing a Knowledge Management System
When companies understand the need for, and are ready to make a commitment to creating, a knowledge management system, they should be prepared to face the following challenges:

Data inaccuracy – It’s not uncommon that the existing electronic data is not entirely accurate or complete. Companies are advised to not only adopt new data collection and maintenance standards but also cleanse the existing databases.

Internal company organizational structure – In large corporations, individual divisions and departments typically maintain redundant versions of the same data, while that data is categorized in different ways. Company-wide data storage protocols will be necessary.

Bias for action – A common impediments to knowledge management (in some cultures, such as the United States) include a bias for action that prevents learning and the bureaucracy of different constituencies and functional areas.
The Success Gained by Knowledge Management
Elements of an effective knowledge management system include the ability to capture, integrate, store, and provide easy access to all information formats, including data, voice, image, and full-motion video.

Case study – First-round interviews are conducted by two US-based recruiters over a one month period. The interviews are by telephone, involving 75 candidates in the US, the United Kingdom, Japan and Germany. Candidates that are accepted for second round interviews meet with the manager of the division with the opening. 
Consider a knowledge management system that not only contains the recruiters’ notes from the initial interviews, but also critical, recorded segments of the phone interview to provide insight to the manager. It is also able to store applicant video clips of interviewees who submitted CD-based applications with video and scans voice tracks to alert the interviewers to cross-cultural communication differences, so that when the British say “quite good”, Americans would understand that to mean “a bit disappointing” and when the Japanese say “yes” the American, British and German people understand they mean “we will consider it”.

An effective knowledge management system interfaces with key internal business processes and external information sources.

Case study - A rapidly growing U.S.-based pharmaceutical company is experiencing production problems with its offshore operation in India.

Consider a knowledge management system that recognizes (in real-time) that turnover is increasing at the plant and identifies a strong correlation between the increased turnover and a recently assigned operations manager and triggers an alert to the (U.S.-based) human resources manager responsible for plant personnel. The human resources manager taps into the company’s intranet and immediately identifies a high-level executive from an unrelated department who has worked extensively in India and is able to guide the human resources department on the appropriate steps to better manage and retain the plan personnel in India. 
Successful knowledge management systems enhance an organization’s global “professional development” process.

Case study – An executive has been advised to take an international assignment in order to enhance her candidacy for a global leadership position.
Consider a knowledge management system that assists the executive with international assignment selection, develops a two-year blended learning curriculum to support her international assignment, provides access to “lessons learned” from previous international candidates, and assigns an executive mentor.
A Successful Cross-Cultural Knowledge Management Model
Effective knowledge management systems are essential components for establishing global cross-cultural competence. They provide the ability to codify knowledge and personal experience, making it available to the entire organization. 

The following model, developed by Global Dynamics Inc., demonstrates how a knowledge management system establishes cross-cultural competence within a global organization:
This knowledge management model demonstrates a systematic approach to capturing and retaining, in a central database, all of the global information obtained through every training program that has a global and cross-cultural component. The system enables deployment of this information across all groups within the corporation, crossing silos and functional areas through the database and internal social networking. 

For example, all information about a specific country, including all the people working with or in that country, is in that database. Because there may be more than one group working in a particular country, personnel are encouraged to use the database to identify those individuals and connect through appropriate groups in internal socially networks. Through these groups, they can discuss their experiences, challenges, successes and tap into (and add to) the company’s collective intelligence about the particular country.
· Deliver a core cross-cultural competency course for all employees which captures and categorize each participant’s global challenges, issues, personal goals, case studies, “lessons learned” and e-mail addresses to form an electronic community.
· Establish curriculum ‘paths’ based on building specific core competencies. For example, creation of a path focused on building cross-cultural teaming excellence while other paths could be focused on developing future global leaders, negotiators and project managers.
· Provide for the ability for each associate to create their electronic, competency roadmap and skills component. Systematically track individual progress toward competency goals.
· Establish an International Assignment “series of interventions” in support of Expatriates and Repatriates. 
· Record “lessons learned” throughout each international assignment.
· Capture international issues and trigger personal coaching based on individual circumstances.

· Analyze the information to identify, interpret trends, and identify process improvement opportunities.
· Establish a cross-cultural library of blended learning courseware consisting of in-house developed programs and available through third-party partnerships that support the roadmap concept.

· “Query” the collective knowledge derived from the case studies, “lessons learned” and personal/business experiences maintained in the database.
This model, which has been deployed at leading global corporations, has resulted in substantial savings and in improved efficiency and coordination of global initiatives. 
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