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Why Focus on Communities of

Practice?

CoPs are groups of people who share a passion
for something they know how to do and who
interact regularly to learn how to do it better.
They enhance learning and empower people in
their work. They have become an accepted part
of organizational development.

Members

Organization

Short -Term Value

A help with challenges
A access to expertise
A confidence

A fun with colleagues
A meaningful work

A problem solving

A time saving

A knowledge sharing

A synergies across units
A reuse of resources

Long -Term Value

A personal development
A reputation

A professional identity

A collaborative advantage
A marketability

A strategic capabilities
A keeping abreast

A innovation

A retention of talents
A new strategies

One of the challenges of
development is how to
access and share tacit
knowledge. Tacit
knowledge needs must
be transmitted by
special methods.

Learning
organizations build
CoPs, leverage

them with effect, and
link them to networks
of practice.

The simple act of
joining and being
regularly involved in
organized groups has a
very significant impact
on individual health
and well -being.



Why are the Communities of Practice

Hosted by ADB Important?

ADBO6s numerous and diverse CoPs ar
sharing in ADB. This owes to the social and organizational capital
(experiences, insights, and perspectives) their members offer. They can
also play a leading role in helping ADB to lend smarter.

A

They can influence development outcomes by promoting greater and better
informed dialogue.

They can promote innovative approaches to address specific development
challenges.

They can develop, capture, and transfer best practices on specific topics by
stimulating the active sharing of knowledge.

They can link a diverse groups of practitioners from different disciplines and
are thus intertwined with ADB's organizational structure.

CoPs serve as an ongoing learning venue for staff members (and outside
practitioners) who share similar goals, interests, problems, and approaches.

They can respond rapidly to individual inquiries from members and ADB
audiences, clients, and partners with specific answers.
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Enhancing the Communities of Practice
Hosted by ADB

Challenges

A Limited outreach to staff

members, including those in social capital, knowledge sharing, learning, and change
RMs and ROs
A Because of their limited budget,
some CoPs may not yet be able Agriculture, Rural Finance and Regional
to deliver their functions fully Development, & Trade Cooperation &
A The mandates and work of the Food Security Gender & Social Integration
CoPs should be better Education Development Transport
synchronized with the priorities Energy o Ueear
of Strategy 2020 _
Environment Health Water
é é é

Proposed Actions

1. Ensure that communities of practices and networks become an integral part of ADB's
business processes , and integrate fully the recently introduced career profile of " practice
leader " into their operations.

2. Increase the budget of the communities of practices to an appropriate level, based on a
clear set of objectives and terms of reference for each.

3. Invigorate the new CoP on Agriculture, Rural Development, and Food Security (recently

upgraded from an informal network status).
4. Encourage CoPsto engage in external partnerships d wherever possible through the
regional knowledge hubs.




Community of Practice

Structure.
formal and informal
relationships. Hierarchy is
not an important element
to CoPs. Most CoPs
crosslink organizational
units and organizations.

Domain.
the area of shared inquiry
(thematic orientation) and
of the key issues that
relate to it.

Community.  The
relationships among active
members and the sense of
belonging that these give
them.

The definition of

The Essentials of a

The balance of

Mandate

Mandate. The priority that
Management ascribes to
the CoP, with resource
implications. It defines the
thematic focus and the
expected results. It opens
the space for self -
commitment by

members.

Motivation. The personal
interest and priority that
members assign to the CoP
in their daily work.

Practice. The body of
information and
knowledge, e.g., methods,
stories, cases, tools,
documents, and associated
know -how. Each member
has a practice in the
domain, which other
members recognize.



The Basic Structure of a Community of

Most CoPs comprise a
group , an inner circle

an outer circle

The serves as a

steering committee with an
informal structure, meeting
once or twice a year.
(Individual members may
contact the core group on
demand.)

Practice

core The manages the
~and CoP based on an agreed
coordination mandate. It
provides secretarial support
as necessary.

Core Group, Vviz,
manager, facilitator,

back - stopper The

interested members,
contributors, and readers
in a loose network.

active members, active
contributors

Outer Circle, viz,
interested members, contributors, readers

Inner Circle, viz,

embraces



Critical Success Factors

An organization is ready to host a CoP (and allocate resources to it) if:

AThe domain is of strategic importance to the host.

AThe host recognizes knowledge management and learning as important.
AThe CoP and its host share common values.

AThe results are relevant and beneficial for the host and its staff members.

Community Organization Function(s)

AA domain that energizes the Astrategic relevance of AClearly delineated
core group and inner the domain function(s)
circle AManagement sponsorship ACapacities, skills

ASkillfukand reputable (without micro - ESEILITRES G
managers and management) systems  match |
facilitators AJudicious mix of formal and function(s)

Alnvolvement of members informal structures

AThe details of practice are AAdequate resources
addressed AConsistent attitude

ARight rhythm and mix of
activities

A successful CoP is able to cope with the organizational
culture (and pragmatism) of its host.



Critical Success Factors

Filtering

Amplifying

Investing &
Providing

Convening

Community Building

Learning &
Facilitating

Organizing and managing information that is worth
paying attention to

Taking new, little -known, or little - understood ideas,
giving them weight, and making them more widely
understood

Offering a means to give members the resources
they need to carry out their main activities

Bringing together different, distinct people or
groups of people

Promoting and sustaining the values and standards
of individuals or organizations

Helping members carry out their activities more
efficiently and effectively

CoPs can carry out several functions simultaneously. But, there are trade
Each function requires specific capacities, skills, resources, and systems.

Overlooking trade

- offs can drive CoPs away from their original role.

- offs.



Starting a Community of Practice In

Educate

(CoPs are a familiar experience,
but staff members need to
understand how the new CoP fits

in their work)

AConduct workshops to educate
management and

potential members about the

CoP6bs approach.

AHelp staff members appreciate
how CoPs are

inherently self -

and self -managed.

AEstablish a language that
legitimizes the CoP

and establish its place in

ADB.

defined

Support

(CoPs can use light -handed
guidance and technology

infrastructure)
Aldentify needs and define
adequate
infrastructure without
undue reliance on
complex technology.

AProvide process support,
coaching, and

logistic assistance.

ADB

Set the Strategic Context

(A strategic context lets the CoP find a
legitimate place in ADB)

AArticulate a strategic value
proposition.

Aldentify critical development
challenges.

AArticulate the need to leverage
knowledge.

AGather the core group to prepare and initiate
the launch process.

Alnterview prospective members to understand
issues, discuss the community, and
identify potential leaders.

Aldentify areas where there is readiness
and potential.

AHelp members organize initial
value -adding activities.

AGet a few pilots going as soon as possible.

AEncourage members to steward their

=)

knowledge.

Integrate

(ADB must have structures and
processes to include the CoP,
while respecting its roots in
personal passion and
engagement)

Aintegrate the CoP in the
business processes
of ADB.
Aldentify and work to remove
obvious barriers.
AAlign key structural and
cultural elements.

Encourage

(Practitioners usually see the
value of working as a
community but may feel ADB is
not aligned with their
understanding)

AEncourage participation.
Avalue the work of the CoP.
APublicize success.



Does Your Community of Practice
Pass the Fithess Test?

Are the area of shared inquiry (thematic orientation) and the
key issues that relate to it strategically relevant to ADB?

Are the topics of interest to all members?
Do all members have their own practice in the domain?

Membership Is the relevant experience on board?
Is the heterogeneity of the members assured?
Is the CoP open to new members and advertised as such?

Norms & A Are roles and accountabilities defined in a common
Rules agreement?
A Are both distant contacts and face -to -face meetings
possible?
A What is the balance between giving and taking among
members?
Structure & A s the chosen structure clear and flexible enough?
Process A Are key roles in the core group defined, e.g., manager,
facilitator, and back - stopper?

A Isthe step  -Dby -step work planning process open and
transparent?




Does Your Community of Practice
Pass the Fithess Test?

Flow of Do members care about common interests, commitment,

Energy and trust?
Are there regular face -to -face events? Are social moments

celebrated?

Is the history of the CoP alive and shared with new
members?

Results Is delivering and reporting on tangible results a common
concern?

Do members draw direct and practical benefits from their
involvement?

Are results officially recognized by ADB?

Values Is listening to others a cardinal virtue?
Are members willing to give without immediate return?
Is diversity in thinking and practice validated?




Your Approach to Knowledge

Ask

Every Single

One of Us

| ask questions.

Inquiring minds
are welcome
here.

| contextualize

learning to
make it real.

Working in

Teams

We check first
to see what
already exists.

We connect
and take

opportunities
to learn.

As a

Community

We question
accepted
wisdom.

We review
lessons as we
go and apply
our learning.

Share

| share
personal
details, roles,
and skills.

!

WWEEEIE
experience,
evidence, and
feedback.

V

WEEIEIE
achievements,
outcomes, and

pride.
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Better Aw Quality Iy

By Masami Tsuji

* Reducing sulfur in fuels
vehicular pollution

+ Fuel and vehicles are pa
system and must be addy

+ Cleaner fuels are cost-eff]

Air pollation persists as a threat o
health and quality of life of Asia’s
Health Organization estimates that|
mre deaths in Asia are cansed anmy

Clean Fuels and Engine Technolf
Omality

Vehicles are almost always a majo
Aszian cides. Eey emissions inclnd
particulats mater, mifregen oxide
and volatile organic compounds in
foms. Erndszions of these poll 4
quahrvufﬂmfuelsused.ﬁ

siom control devices used on weh

Vehicle emissions in many Asian
increase over the next few decade
increases. If no action is taken to
urban air quality will continue to d
bean the worldaride drive to a
has resulted in more than 50% of d
ing lead-free. It is now dme 1o add
sulfir in foel, additives, and ather

A regional road map for clesnsr
bean drawm with support fom an 4
Better Air Choality Mansgament in

How to Clean Up Fuels in Asia

Cleaner foels are a critical comp
air strategy. This is the realization
worldwide over the past 30 years.
sential for direcily eliminating or rf
lead, but alse a precondition for ing
poliution comel tachaolo 5(e

tens 10 enable use of diesel parnal
ot leaded gasoline.

Fuels and vehicles are parts of az
must be addreszed together. Clegy
sdvanced emizsion conmol devices)
quality and reduce enussions.

Fer turther Information
Confact Masami Tsyl, Senior Emvironment S

A Road Map Tor Cleanar Fusic and Vehils
wara e araimet orgéraiasia 41 Jarticles-T1

Asian Deveiopment Bank is dedicaied o
poverty In the Asla and FPacHic region.

www.adb.om/Encwiedgeshowease
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Institufionahizing Gender Equahty at ADB: The Expenience of the Bangladesh

Resident Mission

By Francesco Tomien

+ Between 1998- 1I]IIT, Bnnﬂlndesh had the h%rhest
proportion of projects with significant gender
mainsireaming at ADB
* The social changes in the country and the
increasing commitment of line agencies
provided momentum to mainsiream gender
COICETNS.

The Asian Development Bank (ADB) recently praparad 2 report
analyzing the factors thatr conmibute to the higher-than-averagze
proportion of gender-sensitive projects (e, loan and grant proj-
ects) approved for Bangladesh Adopting a gender mainsiream-
ing approach, as required under ADE’s Gender and Develop-

can be influenced by meny factors. The assassmeant
consolidates leaming regarding some of the most critical factors,
a5 identified by ADB staf and other stakeholders.

Compared with the whole ADB portfolic of loans and zrants
approved berween 1998—2007, Bangladesh had a higher pro-
portion of projects that erther have a gender theme or were coa-
sidered to be effectively mainstreaming pender issues: 0% for
Bangladesh versus 32% for ADB.

Eey lanatory factors are: broad-based social changes taki
pla.ceuu.?ﬂm couniy, providing momentom to efforts o mallig
stream gender concems; incressing commitment of line agencies
(e.z the Local Government Enminesring Division) provided mo-
mentem o effors o mainstream gender concemns; and Manage-
ment support in South Asis Resional Deparanent and the Ban-
ladech B asidani Miss

The ADEB BEM Experience

Increasing Opportunities for Women's Involvement in Proj-
ects. The portfolio of loan projects in Bangladech has offered
zood entry points for integratng gendsr issues. Although the
largest imvestments are in infrasmuchure, many projects in both
rural and wrhan development have incressingly required com-
ity imvelvement in desismme snd mamtaming small infra-
strachare. Thus, it is relatvely easy to explore ways for women
to participate in this process.

Willingness to Try New Ideas. Some of ADE's parmer govern-
ment agencies have been willing to fry new idess for involving
WOIen in project activites. The govemment's quota for elected
female local councilors has also given impems to making mov-
ETHMeNi SeTViCes meet women's needs more effectively. BRM

gender spacialist has capitalized on this supportive enviTonmment
to test and apply new ideas in various projects.

Fer turther Information

Inclusion of Gender Action Plans in Project Design. With
srowing evidence thatwomen's partcipation has increased de-
welopment results, new toals were tested and inoducad across
ADE. Among these is the project-specific Gender Action Flan
(GAP). Possible enfry points for women and special measuras
to ensure that they can parficipate are set out during project
tion for all relevant activities. A project-specific GAP
Mgm all elements fior maimsTeaming , includ-
mg required resources and monitoring and evaluation indica-
Ims Further, key aspects of the (ZAP are incorporated inte loan
assUrances o encourzge buy-in from exsouting agencies and
other project parmers.

Flexibility in GAP Implementation. GAPs cshould be de-

i “hr tically™ and then reassessed on a basis
mthmughmn}wuﬁmmm This is imporant asmcgul”mmw
resistance to challengine sender inequalities may take different
formes or may not ooour at all; and. women mey come up with
DEw Ways to smoothen implementation as they gain confidence
and knowledge of expectations fom project components.

‘Willingness to Learn from Success and Failore. A leaming
amnosphere should be encouraged both within ADE and its
pamner executing agencies. Leaming Som gender successes
and failures may be accelerated through the use of available
decmments and toels (2.2, connTy assessment of gender eqgual-
ity results, case smdies of good practices, etc.); and capacity-
budlding (e.z, peer lateral leaming events).

Strategic FPlacement of the BRM Gender Specialist. Man-
dated to work with the Project I Uit 5
the ]uamﬁﬁ?&nﬂﬂmjtmme PEEEI ]
Unit of BEM has facilitated the flow of information and svail-
ability of timely techmical advice to resolve implementation
mzmes quickly.

Conmact Franoesoo Tomien, Socal Devsiopment Spediaist (omisniiad.on), Asan Deveopment Bank.

Instiutionalzing Gendar Equality: The Expeancs of the Sangladech Recident Micclon

‘wwaadb ongDocumer tionalzing-GSender- Jit aep

Asian Deveiop
poverty In the Azl aml Paciic reglon.
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