AUDITING THE
LESSONS ARCHITECTURE

Operations Evaluation Department

AUDITING THE
LESSONS ARCHITECTURE

Operations Evaluation Department
February 2008

© 2008 Asian Development Bank
All rights reserved. Published 2008.
Printed in the Philippines.
Cataloging-in-Publication Data
Publication Stock No. BBK085107
ISBN No. 978-971-561-653-9

Asian Development Bank
1. ADB operations.

2. Performance evaluation.

3. Knowledge management.

This report was prepared by staff and consultants of the Asian Development Bank
(ADB). The analyses and assessments contained herein do not necessarily reﬂect the
views of ADB, or its Board of Governors, or the governments its members represent.
ADB does not guarantee the accuracy of the data included in this publication and
accepts no responsibility for any consequence of their use.
Use of the term “country” does not imply any judgment by the authors or ADB as to
the legal or other status of any territorial entity.

CONTENTS
PREFACE v
INTRODUCTION 1
THE SETTING OF KNOWLEDGE AUDITS 3
Learning Organizations 3
Organizational Learning 6
Organizational Culture 8
Learning for Change in ADB 10
AUDITING KNOWLEDGE 15
Deﬁnition and Purpose 15
Deliverables 16
Constituents of Knowledge Audits 17
AUDITING THE LESSONS ARCHITECTURE 19
THE SURVEY OF PERCEPTIONS 23
Survey Deﬁnition 23
Survey Results 24
Associated Initiatives 26
PICKING INVESTMENTS IN KNOWLEDGE MANAGEMENT 29
APPENDIXES
Appendix 1 Organizational Competence for Knowledge Management 34
Appendix 2 Perceptions Survey Results by Interface and Area of
Organizational Competence 36
Appendix 3 Perceptions Survey Questionnaires and Responses 41
Appendix 4 Knowledge Management Gaps Identiﬁed by Perceptions
Survey Respondents 72
Appendix 5 Knowledge Management Tools 73

ABBREVIATIONS
ADB
DMC
ECG
IEC
OED

–
–
–
–
–

Asian Development Bank
developing member country
Evaluation Cooperation Group
international evaluation community
Operations Evaluation Department

Key Words
asian development bank operations evaluation, intellectual assets, knowledge audits,
knowledge management tools, knowledge surveys, learning organizations, organizational behavior, organizational culture, organizational learning, organizational
performance

PREFACE
T

he annual sovereign and nonsovereign lending volume of the Asian Development Bank (ADB) is typically about $6 billion, with technical assistance usually
totaling about $180 million a year. This does not include coﬁnancing and the counterpart funds that the governments of developing member countries associate with
ADB’s operations, which amounted to about $8.2 billion and $4.9 billion, respectively, in 2006 for loans totaling a higher-than-average $7.5 billion. Plausibly, the
return on investment in lesson learning for operational and developmental impact
is likely to be high, and maximizing it is a legitimate concern. There are signs of
improvement in evaluation-based learning in ADB. This holds for policies, strategies, country programs, and projects, including their design, implementation, results,
and associated business processes. One notable area is greater attention to country,
sector, and thematic areas. But the use of evaluation for learning may be less important than that of other inputs, such as self-evaluation and training, and evaluation
results may only marginally support policy, strategy, and operational changes.
Since ADB created a post-evaluation ofﬁce in 1978, the function of operations evaluation has moved from recording history to shaping decision making
throughout the project cycle. Recent advances, to name a few, were sparked by the
Board of Directors’ decision in 2003 to enhance the independence and effectiveness
of the Operations Evaluation Department, by ADB Management’s endorsement of
the Paris Declaration on Aid Effectiveness of 2005, and by the department’s resolution in 2006 to leverage knowledge management tools in support of lesson learning.
But even improved and well-used evaluation systems do not generate learning
automatically. Evaluations generate learning through stakeholder involvement and
via communication in a dynamic organizational context. If ADB wants to maximize its learning to ably serve a fast-changing region, it should pursue strategies
that let the two modes supplement each other. Learning must be related to what
people know and what they need to know to perform their jobs well—and hopefully
better. Crucially, material must be tailored to the audiences targeted, and produced
in a form that they can use. But managers must also actively support use of evaluations because applying knowledge has costs. Besides time and money, the latter can
include the need to unlearn previous practices, and disruption to established relationships. Only if these two conditions hold will the costly gap between evaluation
and planning be bridged.
In ADB, and most likely in other development agencies, the construction
of knowledge is rarely examined and there has been a dire absence of work to ﬁnd
out what helps or hinders the transfer of knowledge through evaluation studies.
Auditing the Lessons Architecture brings to light the contribution that knowledge audits
can make to organizational learning and organizational health, notwithstanding
the psychological and social barriers that organizational culture can throw up.
With deserved emphasis on the organizational context for learning, this booklet
shows with a real-life example how knowledge audits open opportunities in strategy
development, management techniques, collaboration mechanisms, knowledge
sharing and learning, and knowledge capture and storage. The knowledge audit
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methodology described in the booklet can support systematic identiﬁcation and
analysis of knowledge needs, products and services, ﬂows, uses, users, and gaps
from the perspective of learning lessons, necessary to tie in with the department’s
audiences. Responses to the online, questionnaire-based survey of perceptions
conducted as a ﬁrst exercise in 2007 provide ready and multiple entry points against
which the department can take measures to that intent, as well as a comprehensive
baseline assessment. They evoke a common sentiment that the department can do
better in knowledge sharing and learning, and probably also in knowledge capture
and storage. Staff of the department believed also that gaps exist in the management
techniques that the department applies for knowledge management. In these three
priority areas, the Five Competencies Framework adopted in Learning Lessons in ADB1
provides a springboard for action. The reader should always bear in mind that the
survey of perceptions carried out is only one of the miscellany of investigations that
can make up a knowledge audit. The Operations Evaluation Department chose to
kick off knowledge auditing with a survey of perceptions because this tool quickly
helps identify gaps in knowledge management. The customer is always right.
Learning Lessons in ADB, the companion volume to this booklet, guides the
knowledge management initiatives of the department. It was published to share,
mainly with ADB staff, a formal knowledge product that has implications for
development thinking. This booklet is likewise offered as a resource and reference guide to ADB staff. It may also give the department direction and help it
make the right decisions. The emphasis that it places on meaning, management,
and measurement can help ADB become a better learning organization. Ideally,
knowledge audits should take place regularly, and the booklet can support the
development of in-house expertise. (Carrying out a knowledge audit is certainly
within the capacity of able employees.) Much as Learning Lessons in ADB, the booklet
will also appeal to the international evaluation community and people having
general interest in knowledge management and, more speciﬁcally, in knowledge
audits and their organizational setting. Auditing the Lessons Architecture was written
by Olivier Serrat, Senior Evaluation Specialist (Knowledge Management), under my
overall supervision. Adele Casorla analyzed the results of the survey of perceptions.

Keith Leonard
Ofﬁcer-in-Charge
Operations Evaluation Department
Asian Development Bank

1

ADB. 2007. Learning Lessons in ADB. Manila. Available: www.adb.org/documents/reports/learning-lessonsadb/strategic-framework-2007-2009.asp

INTRODUCTION
rganizations1—deﬁned as social arrangements by means of which two or more
persons pursue collective goals—are among the most signiﬁcant structures
through which society acts out its economic and social life. Among these, development agencies spend billions of dollars every year on thousands of interventions that
aim to reduce poverty through innovation and societal change. But what development results do they deliver? Not knowing whether or not a development intervention actually made a difference, or not acting on the lessons 2 of that experience, does
not just waste money; it denies the poor critical support to improve their lives.
In development agencies, much data, information, and knowledge 3 are needed by
policy makers to decide what resources to assign to what development interventions; by
personnel tasked with making decisions on impact, outcome, outputs, costs, ﬁnancing,
implementation, and other key design features; and by agents faced day after day with
the challenges of implementing the interventions. The knowledge base needed for good
policy making, design, and implementation originates from many sources. Typically,
development interventions include monitoring4 and evaluation5 of inputs and outputs
along the results chain, building knowledge about processes and institutions, and
providing evidence of accountability. The knowledge generated from these is not a luxury.
The reﬂective conversation element in evaluation, in particular, is a foundation block of organizational learning,6 and concern for the effectiveness of the
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The word is from Greek organon, literally, tool, instrument.
In development work, a lesson is knowledge derived from the implementation and evaluation of an intervention that can be used to identify strengths and weaknesses. This knowledge is likely to be helpful in
modifying and improving functions. Lessons are of two types: operational and developmental. Irrespective,
they usually relate to planning, positioning, implementation, and management.
Data are discrete and objective facts, measurements, or observations that can be analyzed to generate information. Information is data that have been categorized, analyzed, summarized, and placed in context in a
form that has structure and meaning. Knowledge is a combination of data and information, to which is
added expert opinion, skills, and experience.
Monitoring is the continuous collection of data and information on speciﬁed indicators to assess the
implementation of an intervention in relation to activity schedules and expenditure of allocated funds, and
progress and achievements in relation to its intended outcome.
Evaluation is the periodic assessment of the design implementation, outcome, and impact of an intervention.
It should assess the relevance and achievement of the intended outcome; implementation performance in
terms of effectiveness and efﬁciency; and the nature, distribution, and sustainability of impact.
Learning is a characteristic of an adaptive organization. An adaptive organization is able to sense changes in
signals from its environment, both internal and external, and adapt accordingly.
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evaluation function and its feedback mechanisms is pertinent. It is essential to
transfer increased amounts of relevant and high-quality knowledge into the hands
of policy makers, designers, and implementers. This booklet examines the setting of
knowledge audits and underscores the role that they can play to (i) better position
evaluation as a resource linked to policy, strategy, and operational efforts; (ii) share
accountability, acknowledge risk, and reward adaptive learning; (iii) create more
space and structure for learning; and (iv) focus with more intent on different levels
of learning. Because knowledge audits are a new and immature practice,7 the booklet
also offers pointers on their conduct and explains the methodology developed by the
Operations Evaluation Department (OED) in 2007 to strengthen the lessons architecture of the Asian Development Bank (ADB) with regular inputs. Lastly, it presents
the results of an online, questionnaire-based survey of perceptions conducted in
2007—as a ﬁrst application of one tool of knowledge auditing—and highlights the
main conclusions from that.8 Success hangs on knowing what works; when we seize
opportunities to learn, beneﬁts can be large and widespread.

7
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Very little literature on knowledge audits goes beyond superﬁcial discussion of what they might involve.
Large companies have crafted proprietary knowledge audit methodologies. They are not publicly available
but can be acquired for a fee. But no universal template can exist for the same reasons that few knowledge
management frameworks have reached prominence and a wide audience: knowledge management requires
complex, interrelated changes in leadership, organization, technology, and learning, all of them speciﬁc to
the enterprise. In spite of everything, it is nonetheless possible to extract insights from existing literature
and use common sense to customize an up-to-standard knowledge audit methodology, as this booklet
reveals.
Evaluation at ADB has two major dimensions: (i) self-evaluation by the units responsible for particular
development interventions, and (ii) independent evaluation by OED. Both are governed by principles of
usefulness, credibility, and transparency. The second, as the name indicates, is made stronger by the additional principle of independence, and the associated attributes of impartiality and freedom from bias. The
survey of perceptions pertained to independent evaluation.

THE SETTING OF
KNOWLEDGE AUDITS
Learning Organizations
A knowledge advantage is a sustainable advantage that provides increasing returns as it
is used. However, building a knowledge position is a long-term enterprise that requires
foresight and planning. In the knowledge-based economies that emerged in the mid- to
late 1990s, the organizations with the best chance to succeed and thrive are learning
organizations that generate, communicate, and leverage their intellectual assets. In The
Fifth Discipline, Peter Senge labels them “…organizations where people continually expand
their capacity to create the results they truly desire, where new and expansive patterns
of thinking are nurtured, where collective aspiration is set free, and where people are
continually learning to see the whole together.” 9 He catalogues their attributes as
personal mastery, shared vision, mental models, team learning, and systems thinking
(the ﬁfth discipline that integrates the other four).10 Command of these lets organizations add generative learning to adaptive learning.11 Thus, they seldom make the same
mistake twice. Organizational learning promotes organizational health.12 As a result,
9
10

11

12

Peter Senge. 1990. The Fifth Discipline: The Art and Practice of the Learning Organization. New York: Currency
Double Day.
According to Peter Senge, personal mastery hangs on clarifying personal vision, focusing energy, and seeing
reality. Shared vision is built by transforming personal vision into common vision. Mental models are put
together by unearthing internal pictures and understanding how they shape actions. Team learning grows
from suspending judgments and fostering dialogue. Systems thinking fuses the ﬁrst four disciplines to
create a whole from distinct parts.
Generative learning concentrates on transformational change that changes the status quo. This type of
learning uses feedback from past actions to interrogate the assumptions underlying current views. At heart,
generative learning is about creating. Adaptive learning focuses on incremental change. That type of learning solves problems but ignores the question of why the problem arose in the ﬁrst place. Adaptive learning
is about coping.
As long ago as 1962, Warren Bennis identiﬁed three dimensions of organizational health: (i) adaptability,
(ii) coherence of identity, and (iii) the ability to perceive the world correctly. The point here is that organizational learning can make a valuable contribution to organizational health by advancing shared values,
clarity of purpose, institutionalized leadership, technical capability, open and honest channels of communications, and ability to deal constructively with conﬂict. All are qualities that employees expect from their
work nowadays.
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organizational performance is high.13 Referring further to Peter Senge, Figure 1 displays
the core learning capabilities of organizations as a three-legged stool—a stool that would
not stand if any of its three legs were missing. Figure 2 provides a matter-of-fact, multidisciplinary argument for why one might want to create a learning organization.

Figure 1: Core Learning Capabilities of Organizations

Aspiration
• Personal Mastery
• Shared Vision

Understanding
Complexity
• Systems Thinking

Reflective Conversation
• Mental Models
• Team Learning
Source: Adapted from Peter Senge. 1994. The Fifth Discipline. New York: Currency Doubleday.

Other authors14 see learning organizations in different ways and the search for
a single, all-encompassing deﬁnition of the learning organization is attractive but frustrating. In the ﬁnal analysis, the most useful description is likely to be that which each
organization develops for itself. That should be a well-grounded, easy-to-apply deﬁnition. Box 1 suggests an alternative way of looking at learning organizations, namely,
by considering what their key characteristics might be. An important feature to bear
in mind is that, for associated beneﬁts to arise, a learning organization must be organized at ﬁve, sometimes overlapping levels: (i) individual learning,15 (ii) team learning,
(iii) cross-functional learning, (iv) operational learning, and (v) strategic learning.
13

14

15

Organizational performance comprises the actual outputs or results of an organization as measured against
its intentions. It is commonly examined in terms of relevance, effectiveness, efﬁciency, and sustainability.
The forces that drive these are organizational context, organizational knowledge, inter- and intra-organizational relationships, and the external environment.
Mike Pedler, John Burgoyne, and Tom Boydell. 1996. The Learning Company. A Strategy for Sustainable
Development. London: McGraw-Hill. Pedler et al. argue that a learning company is an organization that
facilitates the learning of all its members and consciously transforms itself and its context.
Individual learning is not covered in this booklet, even if it is the starting point of the learning organization
and something that a learning organization should certainly encourage. Employees who are willing and able
to learn new things are very important to an adapting organization. Without them, there will be no new
products or services. There will be no growth. Speciﬁcally, learning organizations need skilled, enthusiastic,
entrepreneurial, results-oriented, and improvement-minded individuals. To describe how individuals learn,
David Kolb has framed a well-known experiential learning model: (i) doing, (ii) reﬂecting, (iii) connecting,
and (iv) testing. Learning cycles can begin at any stage, depending on individual learning styles, but typically
originate from doing. Reﬂective practitioners can choose to strengthen their ability at each stage to become
all-round learners. Nevertheless, a learning organization is more than a collection of individuals who are
learning—individual learning is a necessary but not a sufﬁcient condition for organizational learning.
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Figure 2: Why Create a Learning Organization?
To produce a wide
range of solutions to
organizational issues
To clarify vision,
purpose, values, and
organizational behavior
For client
relations

To reduce the likelihood
of repeated mistakes
To understand risks and
diversity more deeply

To balance the
demands of stakeholders
To reconcile the pressures of
long-term effectiveness and
short-term efficiency

For innovation

To expand the horizons
of who we are and what we
can become

For independence and liberty

For an energized,
committed workforce

To increase ability
to manage change

For superior organizational
performance and
competitive advantage

To engage in community
For awareness of the critical
nature of interdependence
To avoid decline

Box 1: Characteristics of a Learning Organization
 People feel they’re doing something that matters—to them personally and to the larger world.
 Every individual in the organization is somehow stretching, growing, or enhancing his or her capacity to create.
 People are more intelligent together than they are apart. If you want something really creative done, you ask a
team to do it—instead of sending one person off to do it on his or her own.
 The organization continually becomes more aware of its underlying knowledge base—particularly the store of
tacit, unarticulated knowledge in the hearts and minds of employees.
 Visions of the direction of the enterprise emerge from all levels. The responsibility of top management is to
manage the process whereby new, emerging visions become shared visions.
 Employees are invited to learn what is going on at every level of the organization, so they can understand how
their actions influence others.
 People feel free to inquire about each other’s (and their own) assumptions and biases. There are few, if any,
sacred cows or undiscussable subjects.
 People treat each other as colleagues . Mutual respect and trust are evident in the way they talk to each other
and work together, no matter what their position may be.
 People feel free to try experiments, take risks, and openly assess the results. No one is censured for making a
mistake.
Source: Adapted from Peter Senge, Art Kleiner, Charlotte Roberts, Richard Ross, and Bryan Smith. 1994. The Fifth Discipline Fieldbook:
Strategies and Tools for Building a Learning Organization. New York: Currency Doubleday.
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Organizational Learning
In the ﬁnal analysis, other deﬁnitions of learning organizations share more with Peter
Senge’s than they disagree with, but it should not be assumed that any type of organization can be a learning organization. In a time of great change, only those with the
requisite attributes will excel. Every person has the capacity to learn, but the organizational structures and systems in which each functions are not automatically conducive to
reﬂection and engagement. There may be psychological and social barriers to learning and
change. Or people may lack the knowledge management tools with which to make sense
of the circumstances they face. In this sense, the learning organization is an ideal toward
which organizations must evolve by creating the motive, means, and opportunities.16
The literature on learning organizations is oriented to action and geared to the
use of strategies and tools to identify, promote, and evaluate the quality of learning
processes. In contrast, that on organizational learning concentrates on the detached
collection and analysis of the processes involved in individual and collective learning
inside organizations. That is to say, organizational learning is the activity and the
process by which organizations eventually reach the ideal of a learning organization.
The dividing line between the two is the extent to which proponents emphasize organizational learning as a technical or a social process. Figure 3 exempliﬁes single-loop and
double-loop learning, the technical view expressed by Chris Argyris and Donald Schön.17
Figure 3: Single-Loop and Double-Loop Learning

Governing
Variable

Action
Strategy

Consequences

Single-Loop Learning
(Observe, reflect, decide, and do.)
Double-Loop Learning
(Reconsider, reconnect, reframe, and reflect.)
Source: Adapted from Chris Argyris and Donald Schön. 1978. Organizational Learning: A Theory of Action
Perspective. Reading, Mass: Addison-Wesley.

16

17

Individual learning is not covered in this booklet, even if it is the starting point of the learning organization
and something that a learning organization should certainly encourage. Employees who are willing and able
to learn new things are very important to an adapting organization. Without them, there will be no new
products or services. There will be no growth. Speciﬁcally, learning organizations need skilled, enthusiastic,
entrepreneurial, results-oriented, and improvement-minded individuals. To describe how individuals learn,
David Kolb has framed a well-known experiential learning model: (i) doing, (ii) reﬂecting, (iii) connecting,
and (iv) testing. Learning cycles can begin at any stage, depending on individual learning styles, but typically
originate from doing. Reﬂective practitioners can choose to strengthen their ability at each stage to become
all-round learners. Nevertheless, a learning organization is more than a collection of individuals who are
learning—individual learning is a necessary but not a sufﬁcient condition for organizational learning.
A motive is a reason for doing something. Here, the motive is understanding learning and why it is important. The means are models, methods, competences, and support. Opportunities are in the space made
available for learning, with implications for prioritizing time.
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Jean Lave and Etienne Wenger think that learning is inherently a social process
that cannot be separated from the context in which it takes place. They coined the
term “community of practice” in 1991 based on their work on learning theory in the
late 1980s and early 1990s (even if the phenomenon to which it refers is age old).
Learning is in the relationships between people. Social learning occurs when persons
who share an interest collaborate over time to exchange ideas, ﬁnd solutions, and
build innovations based on ability, not hierarchical position. Jean Lave and Etienne
Wenger argue that communities of practice are everywhere and that we are generally
involved in several of them—at work, school, or home, and even in our civic and
leisure activities. We all are core members of some groups and at the margins of
others. Naturally, the characteristics of communities of practice vary. But they can be
deﬁned along three dimensions: (i) what they are about (their domain), (ii) how they
function (their community), and (iii) what capabilities they produce (their practice).18
More recently, communities of practice have been associated with knowledge
management as organizations recognize their potential contributions to human and
social capital19 as well as to organizational performance. Communities of practice
can drive strategy, spawn new ideas for products and services, transfer good practice20
and decrease the learning curve of new employees, respond more rapidly to speciﬁc
client needs—requested or anticipated—for certain information, solve problems quickly,
minimize organizational knowledge loss (both tacit and explicit), reduce rework and
prevent “reinvention of the wheel,” develop professional skills, and help engage and
retain talented individuals. Even with the help of community-oriented technologies,21 however, harnessing them in support of organizational development is not easy.
Communities of practice beneﬁt from cultivation, but their organic, spontaneous,
and informal nature makes them resistant to supervision and interference. Importantly, there is an intimate connection between knowledge and activity, and knowledge
workers22 have a strong need to feel that their work contributes to the whole. To get
communities of practice going, leaders should (i) identify potential communities that
will enhance the organization’s core competencies, (ii) provide supportive infrastructure,
and (iii) use nontraditional methods to measure their value. In a learning organization,
leaders are designers, stewards, and teachers.23 Fundamentally, they should move from
managing to enabling knowledge creation. Communities of practice are voluntary, and
18
19
20

21

22

23

Etienne Wenger, Richard McDermott, and William Snyder. 2002. Cultivating Communities of Practice: A Guide to
Managing Knowledge. Boston, Massachusetts: Harvard Business School Press.
Human capital refers to the stock of productive skills and technical knowledge embodied in labor. Social
capital refers to connections within and between social networks.
A good practice is deﬁned as anything that has been tried and shown to work in some way—whether fully or
in part but with at least some evidence of effectiveness—and that may have implications for practice at any
level elsewhere. Three possible levels of good practice ﬂow from this: (i) promising practices, (ii) demonstrated practices, and (iii) replicated practices.
In a fast-changing market, numerous community-oriented technologies have emerged. They include (i) the
desktop, with portal-like applications for managing participation in several groups; (ii) online project
spaces for joint work; (iii) website communities; (iv) discussion groups; (v) synchronous meeting facilities,
online auditoriums, conference rooms, and chat rooms; (vi) e-learning systems; (vii) expert proﬁles; and
(viii) knowledge repositories. The advantages of one over another have to do with time and space, participation, membership, value creation, connections, and community development.
The knowledge worker, a term coined by Peter Drucker back in 1959, is anyone who works for a living at
the tasks of developing or using knowledge. See also Olivier Serrat. 2001. Managing Knowledge Workers. ADB,
Manila. Available: www.adb.org/documents/periodicals/ero/2001/managing_knowledge.asp
Olivier Serrat. 2001. Marry in Haste, Repent at Leisure. ADB, Manila.
Available: www.adb.org/documents/periodicals/ero/2001/marry_in_haste.asp
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what will make them successful over time is their ability, within an enabling environment, to generate enough excitement, relevance, and value to attract, engage, and retain
members. Depending on their maturity, communities of practice fall in one of two selfreproducing patterns of organizational performance, as illustrated in Figure 4.

Figure 4: Two Patterns of Organizational Performance
for Communities of Practice
Limited
Recognition

Limited
Commitment

Higher
Recognition

Vicious
Cycle

Limited
Effectiveness

Higher
Commitment

Virtuous
Cycle

Limited
Aspirations

Less Effective Communities of Practice

Higher
Effectiveness

Higher
Aspirations

More Effective Communities of Practice

Source: Nathaniel Foote. Linking Communities of Practice and Performance. Paper presented at the Communities
of Practice Conference. San Diego, California, April 2000. Cited in Etienne Wenger, Richard McDermott, and
William Snyder. 2002. Cultivating Communities of Practice: A Guide to Managing Knowledge. Boston, Massachusetts: Harvard Business School Press.

Organizational Culture
The principal competitive advantage of successful organizations is their culture.
Its study is a major constituent of organizational development—that is the process
through which an organization develops the internal capacity to be the most effective
it can be in its work and to sustain itself over the long term. Organizational culture
may have been forged by the founder; it may emerge over time as the organization
faces challenges and obstacles; or it may be created deliberately by management. It
comprises the attitudes, experiences, beliefs, and values of the organization, acquired
through social learning, that control the way individuals and groups in the organization interact with one another and with parties outside it. Standard typologies include
communal, networked, mercenary, and fragmented cultures. These are determined
by sundry factors24 that ﬁnd expression in organizational structure, making structure itself an important culture-bearing mechanism. The discourse on organizational
culture can be esoteric. Figure 5 delineates 10 components that, together, inﬂuence
organizational culture. Identifying discernible elements of culture allows organizations
24

Factors determining organizational culture include innovation and risk taking, aggressiveness, outcome
orientation, team and people orientation, attention to detail, stability, competitiveness, the diversity of
members, and the age of the organization.
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Figure 5: Components of Organizational Culture

Customs
and Norms
Physical
Environment

Ceremonies
and Events

Rules and
Policies

Operational
Structure
Behavioral
Choices

Goals and
Measurements

Communications

Learning and
Development

Management
Behaviors
Rewards and
Recognition

to determine features that can be managed to help implement and sustain constructive organizational change. But just as none of the 10 components in the ﬁgure shapes
organizational culture on its own, none can individually support desired improvements.
Organizational culture varies more than any other corporate asset, including
large and tangible information and communications technology infrastructure.
It is said to be strong where employees respond to stimuli because of their alignment with it. Conversely, it is said to be weak where there is little alignment, and
control is exercised with administrative orders. Regardless, if an organization is
to succeed and thrive, a knowledge culture must develop to help it deal with its
external environment.25 But organizational culture is hard to change in the best
circumstances. Employees need time to get used to new ways of organizing. Defensive routines pollute the system, more often than not unwittingly, and undermine
it. The dynamics of culture change must be considered an evolutionary process at
individual, group, organizational, and interorganizational levels, to be facilitated by
psychologically attentive leaders who do not underestimate the value of selection,
socialization, and leadership. People cannot share knowledge if they do not speak
a common language. And so there is a serious, oft-ignored need to root learning in
human resource policies and strategies.26
25

26

Shared vision and a sense of community, fueled by a positive outlook, are generally recognized as the principal drivers of a culture’s receptivity to change. This bears out the earlier discussion of learning organizations and organizational learning.
The success of organizational learning lies also in its being incorporated into the recruitment and selection
process, staff learning and development, and the performance management and rewards system, as well as
being part of mobility and reassignment, including promotion.
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Observers recognize a correlation between the orientation of organizational
culture and organizational learning.27 Indeed, the inability to change organizational
behavior is repeatedly cited as the biggest hindrance to knowledge management. For
this reason, even if the need to take a hard look at an organization’s culture extends
the time required to prepare knowledge management initiatives, the beneﬁts from
doing so are likely to tell. Organizations that are more successful in implementing
knowledge management initiatives embody both operations-oriented and peopleoriented attributes. Typically, a learning culture is an organizational environment
that enables, encourages, values, rewards, and uses the learning of its members, both
individually and collectively. But many cultural factors inhibit knowledge transfer.
Box 2 lists the most common frictions and suggests ways to overcome them. Most
importantly, when sharing knowledge, the method must always suit the culture as
that affects how people think, feel, and act.

Box 2: The Culture of Knowledge Transfer
Friction
Friction

Possible Solution
Solution
Possible

 Lack of trust
 Different cultures, vocabularies, frames of reference
 Lack of time and meeting places; narrow idea of
productive work
 Status and rewards go to knowledge owners
 Lack of absorptive capacity in recipients
 Belief that knowledge is the prerogative of
particular groups; not-invented-here syndrome
 Intolerance of mistakes or need for help

 Build relationships and trust through face-to-face
meetings.
 Create common ground through education,
discussion, publications, teaming, and job rotation.
 Establish times and places for knowledge transfers,
e.g., fairs, talk rooms, and conference reports.
 Evaluate performance and provide incentives based
on sharing.
 Educate employees for flexibility; provide time for
learning; and hire for openness to ideas.
 Encourage a nonhierarchical approach to knowledge; the quality of ideas is more important than
the status of their source.
 Accept and reward creative errors and collaboration; there is no loss of status from not knowing
everything.

Source: Thomas Davenport and Laurence Prusak. 2000. Working Knowledge: How Organizations Manage What They Know. Boston, Massachusetts:
Harvard Business School Press.

Learning for Change in ADB
The work of ADB is aimed at improving the welfare of the people in Asia and the
Paciﬁc, particularly the 1.9 billion who live on less than $2 a day. Despite many
success stories, the region remains home to two thirds of the world’s poor. However,
27

In an ideal world, studies of the effects of organizational culture on organizational performance would
develop theories and point to evidence that links speciﬁc aspects of culture to speciﬁc aspects of performance through speciﬁed intervening variables. Regrettably, only a very modest beginning has been made on
this agenda.

The Setting of Knowledge Audits

the nature and pattern of Asia’s growth process from the 1990s, analyzed in 2007 by
the Eminent Persons Group that gave its views on the future of the region and made
recommendations on the role of ADB,28 is leading to fundamental changes in the
demand for ADB’s products and services. Put bluntly, it is in ADB’s self-interest to
invest in lesson learning to maintain its status as a relevant development agency in
the region, and continue to inﬂuence global, regional, and national policy debates.
It must manage for development results29 with signiﬁcantly increased effort, and
embrace knowledge management. It will ﬁnd it easier to do so if it moves from static
measures of output to metrics that place a premium on adaptability and ﬂexibility.
The experience that ADB has gained is its most important organizational
asset. It must be safeguarded and used to inform operations in and services to developing member countries (DMCs). The operations and services of ADB should reside
in ﬁnance, knowledge, and coordination. They should move from “make-and-sell,” at
the simplest level, to “sense-and-respond” in ways that are increasingly satisfying to
stakeholders. ADB’s completeness of vision and ability to execute would be strengthened by a more systematic approach to knowledge management. In turn, this would
enrich the quality and operational relevance of knowledge products and services;
communicate know-how at the start of a development intervention—allowing it to
move forward with less ongoing input; highlight problems earlier; increase the likelihood that others will volunteer beneﬁcial information; allow tasks to be shared or
delegated better; avoid duplication of work; speed up business processes; and create a
positive atmosphere and stronger team spirit. Harnessed knowledge would bring the
ﬁeld and headquarters closer together and ensure that ADB’s operations and services
are grounded in and customized to local realities. It would also promote better partnerships within ADB and—through knowledge networks—outside ADB.
Evaluation has always been about learning—about how to be accountable,
how to be transparent, and how to learn from experience. OED30 applies itself to
help ADB become a learning organization both in headquarters and in the ﬁeld.
Its work program31 is being reinterpreted in a more clearly deﬁned results framework to (i) conduct and disseminate strategic evaluations (in consultation with
stakeholders), (ii) harmonize performance indicators and evaluation methodologies, and (iii) develop capacity in evaluation and evaluative thinking. With strategic
evaluations, the department actively promotes sharing of lessons of experience to
encourage higher organizational performance for development relevance, effectiveness, efﬁciency, and sustainability. In support, it also builds systems to ensure
prompt follow-up of actions taken in response to evaluation ﬁndings and recommendations. Since January 2004, the department reports to the Board of Directors
of ADB, not the President, through the Development Effectiveness Committee.32
Behavioral autonomy, avoidance of conﬂicts of interest, insulation from external
inﬂuence, and organizational independence have advanced the department’s mission.
In addition, the department established a knowledge management unit in 2006 to
28
29
30
31
32

ADB. 2007. Toward a New Asian Development Bank in a New Asia: Report of the Eminent Persons Group to the President of the Asian Development Bank. Manila. Available: www.adb.org/documents/reports/epg-report.pdf
ADB. 2007. Special Evaluation Study on Managing for Development Results in the Asian Development Bank: A Preliminary Assessment. Manila. Available: www.adb.org/documents/ses/reg/sst-reg-2007-32/sst-reg-2007-32.asp
Details of OED’s work are at www.adb.org/evaluation.
Available: www.adb.org/oed/workprograms.asp?p=opereva2
ADB. 2003. Enhancing the Independence and Effectiveness of the Operations Evaluation Department. Manila.
Available: www.adb.org/documents/policies/enhancing-oed.pdf
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leverage operational and developmental wisdom, both internally and externally, and
increase learning. Independent Evaluation at the Asian Development Bank looks to a future
in which knowledge management plays an increasingly important role in operations
evaluation.33 Figure 6 shows how the informal evaluation community of practice
hosted by the department animates organizational learning.34
The vast resources invested in development work make it imperative to learn
from experience and avoid repeating mistakes, and the stakes for demonstrating the

Figure 6: OED’s Learning Cycle
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Source: Independent Evaluation at ADB. 2007. OED’s Learning Cycle. Available: www.adb.org/evaluation

33
34

ADB. 2007. Independent Evaluation at the Asian Development Bank. Manila.
Available: www.adb.org/evaluation/documents/independent-evaluation/independent-evaluation-adb.asp
Treating knowledge as a resource opens up opportunities for learning across each time segment of the
knowledge management cycle based on reviewing, conceptualizing, reﬂecting, and acting. Most often,
the actions will be a combination of generic operations that involve developing, distributing, combining,
and consolidating knowledge. In OED, the experience of practice is captured in evaluation studies. It is
synthesized in knowledge products and services, often enriched by lessons from other sources through
innovation. These are channeled as publications, presentations, press releases, and media resources, often
via the internet, so that experience improves practice. The informal evaluation community of practice in the
department animates these throughout the learning cycle of practice; experience; synthesis and innovation;
dissemination; and uptake with one-time, near-term, and continuous efforts.

The Setting of Knowledge Audits

use of learning to improve organizational performance have never been greater.35
Without a doubt, knowledge should be everyone’s business. Learning Lessons in ADB
articulates the results-based, medium-term strategic framework within which OED
will do so and guides the department’s knowledge management initiatives. It set
the stage for regular knowledge audits, beginning in 2007, to provide fact-based
assessments of where the department must cluster its efforts in the results-based
framework of ADB.36 Speciﬁcally, knowledge audits are to be used deliberately to
(i) identify knowledge needs for policy, strategy, and operational efforts; (ii) draw
up an inventory of existing knowledge products and services; (iii) recognize gaps in
knowledge products and services; (iv) analyze knowledge ﬂows within the organization and knowledge exchanges with outside agencies; (v) identify blockages to knowledge ﬂows; (vi) create knowledge maps; and (vii) suggest agenda for organizational
change. The knowledge audits will also permit formulation of annual business plans
to deliver outputs steadily against OED’s interface with other departments, DMCs,
and the international evaluation community (IEC).37 Thus, the process of planning
will draw on previous learning and apply that to new or changing situations to
anticipate situations before they happen, rather than just reacting to what happens.
Acting on Recommendations and Learning from Lessons in 2007: Increasing Value Added
from Operations Evaluation38 proposed other steps, including adhering to strategic
principles, sharpening evaluation strategies, distinguishing recommendation typologies, reﬁning recommendations, reporting evaluation ﬁndings, and tracking action
on recommendations. Recognizing that knowledge that has not been absorbed has
not really been transferred, it is hoped that synergies from the independence of the
evaluation function and the application of knowledge management to it will boost
readership and awareness of OED’s knowledge products and services; raise their
quality, inﬂuence, and use; and encourage the emergence of mechanisms to improve
operations evaluation and its outreach. Figure 7 suggests that completeness of vision
and ability to execute make all the difference between being a niche player and being
a leader.

35

36

37

38

Capturing and storing lessons to inform practice has appeal. Operations are costly, and lessons that are
learned can raise quality and save time and money. To reap such beneﬁts, many organizations have invested
in software-based knowledge management systems. The technologies at hand offer remarkable capability
but seldom work as well as anticipated. Commonly, the overriding difﬁculty is that the lessons that populate databases are mundane and are of questionable value to users. They are not connected to the social
processes that underpin and condition knowledge sharing and learning, such as development of inter- and
intra-organizational relationships that match the supply side of knowledge to demand.
To be exact, OED did conduct a survey of users of evaluation as long ago as 1997, to which 107 ADB
staff responded. Interviews with ADB’s Management also took place. The paper-based questionnaire used
was modest, concentrating on knowledge of evaluation work and the quality, relevance, and usefulness of
evaluation studies. The interviews focused on feedback mechanisms and evaluation capacity development.
Respondent ratings on the quality, relevance, and usefulness of evaluation reports, which encapsulate
perceptions best, were downbeat, especially regarding timeliness, ease of access, and feedback mechanisms.
However, the absence at that time of a strategic framework for knowledge management provided little
framework for actions in response.
The IEC referred to comprises the comembers of the Evaluation Cooperation Group, namely, the African
Development Bank, European Bank for Reconstruction and Development, European Investment Bank,
Inter-American Development Bank, International Monetary Fund, and the World Bank Group. The community includes two observers—the United Nations Evaluation Group and the Evaluation Network of the
Development Assistance Committee of the Organisation for Economic Co-operation and Development.
ADB. 2007. Acting on Recommendations and Learning from Lessons in 2007: Increasing Value Added from Operations
Evaluation. Manila. Available: www.adb.org/documents/pers/rpe-oth-2007-15.asp
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Figure 7: From Niche Player to Leader
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Source: Gartner, Inc. 2007. Available: www.gartner.com

AUDITING KNOWLEDGE
Deﬁnition and Purpose
Developing a knowledge-sharing culture is a change process on the way to better
organizational performance. To achieve that change, an organization needs a vision
of where it wants to be and an accurate picture of where it is now—that is, its current
reality. A knowledge audit is one way of taking that picture. What is a knowledge
audit? The traditional concept of an audit is an evaluation of a person, business,
system, process, project, or product by an independent third party. Financial audits
are well understood. They examine the ﬁnancial statements of a company to check
performance against standards. A knowledge audit works differently, and some
demystiﬁcation is called for. It is by and large—granted differing objects, breadth
of coverage, and levels of sophistication—a qualitative review (or inventory, survey,
check) of an organization’s knowledge health at both the macro and micro levels.
The deﬁning feature of a knowledge audit is that it places people at the center of
concerns: it purports to ﬁnd out what people know, and what they do with the
knowledge they have. It can be described as an investigation of the knowledge needs
of an organization and the interconnectivity among leadership, organization, technology, and learning in meeting these. Put in a different way, a knowledge audit is an
investigation of the strengths and weaknesses of an organization’s knowledge, and of
the opportunities and threats that face it.
A knowledge audit can have multiple purposes, but the most common is to
provide tangible evidence of what knowledge an organization needs, where that
knowledge is, how it is being used, what problems and difﬁculties exist, and what
improvements can be made. Although there can be no blueprint, a typical knowledge
audit will—not necessarily at the same time or level of detail39—query the following:
 What are an organization’s knowledge needs?
 What tacit and explicit knowledge assets does it have and where are they?
 How does knowledge ﬂow within the organization, formally and informally,
and to and from clients and relevant organizations?
39

The audit could span the whole organization, but preferably cover constituent parts of it. For the same
reason that opinion polls do not sample the entire population, marginal returns diminish as the scale of
related exercises increases. The same consideration applies to the number of questions that might be posed.
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 How is that knowledge identiﬁed, created, stored, shared, and used?
 What obstacles are there to knowledge ﬂows, e.g., to what extent do its
people, business processes, and technology currently support or hamper the
effective movement of knowledge?
 What gaps and duplications exist in the organization’s knowledge?

Deliverables
Deliverables from knowledge audits are multiple, and can impact organizational
performance and the individuals and groups associated severally with it. Not all can
be quantiﬁed. Regardless, to be of any use, beneﬁts cannot just be shown; they must
be realized. Speciﬁcally, depending on its thrust and coverage, a knowledge audit can
be expected to:
 help the organization identify what knowledge is needed to reach its goals
and support individual and group activities;
 recognize the knowledge created and help assess its value and contribution to organizational performance, thus making it more measurable and
accountable;
 give tangible evidence of the extent to which knowledge is being effectively
managed and indicate where changes for the better should be made;
 identify intellectual assets and facilitate the creation of an intellectual asset
register;
 distinguish pockets of knowledge that are not being used to good advantage and therefore offer untapped potential;
 review the use of external knowledge and suggest ways in which it might be
used to better effect;
 assess the use and effectiveness of knowledge products such as ﬂagship
publications, how valuable they are, and how they might be improved;
 circumscribe knowledge ﬂows and current bottlenecks within those ﬂows;
 make out present and future knowledge gaps;
 develop knowledge and social network maps of the organization;
 supply data and information for the development of knowledge management initiatives that are directly relevant to the organization’s speciﬁc
knowledge needs and current situation; and
 pinpoint quick wins that could be implemented easily to produce clear,
tangible, and immediate beneﬁts.40
Knowledge audits might be small and discreet. But they must all give a clear
direction regarding what can be achieved and must engender a realistic expectation
of what might then be done with requisite resources. They must also create active
interest and highlight important facts to management. They will work best if their
40

Beneﬁts can come in a range of forms and need not represent a radical overthrow of organizational structures and systems. They can include (i) smoother induction of new employees; (ii) insights for coaching,
mentoring, and training; (iii) more congenial working relationships between people across the organization;
(iv) a more positive working environment; (v) improved use of internal and external knowledge products
and services; (vi) easier retrieval of data, information, and knowledge across the organization; (vii) enhanced
quality and consistency of data, information, and knowledge; (viii) fewer obstacles to knowledge sharing;
(ix) more efﬁcient work processes; (x) superior work ﬂows; (xi) higher quality client service delivery; and (xii)
better transfer of knowledge from departing employees to successors or replacements.

Auditing Knowledge

original purpose is discussed in some detail before the audit begins. Reporting may
be done both through short written reports, presentations to managers—preferably
one at the divisional level and another at the departmental level—and collation of
detailed results for later use.

Constituents of Knowledge Audits
The typical constituents of knowledge audits, each of which can be conducted at
different levels of complexity using a variety of tools,41 are shown in Figure 8.42 They
are preferably, but not necessarily, in order: (i) knowledge needs analysis, (ii) knowledge inventory analysis, (ii) knowledge ﬂow analysis, and (iv) knowledge mapping.
Throughout investigations, elements of knowledge, relationships, context, and
external environment should be borne in mind, together with the fact that about
80% of an organization’s knowledge is tacit—the greatest challenge lies in the audit
of that.

Figure 8: Knowledge Audit Constituents
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Identify Knowledge Needs. The objective of knowledge needs analysis is to
identify what tacit and explicit knowledge individuals, groups, and the organization
possess, and what knowledge they might require in the future to perform better. The
analysis can help an organization develop strategy. Besides shining light on breadand-butter wants, it can also draw attention to staff skills and competency enhancement needs; opportunities for staff learning and development; organizational culture
practices concerning leadership, collaboration, team work, and the performance
management and rewards system; and staff relationship with management, peers,
and subordinates.
Draw Up a Knowledge Inventory. Knowledge inventory analysis is stock
taking to identify, locate, and document existing knowledge assets. It involves, to the
extent possible, counting, indexing, and categorizing tacit and explicit knowledge.
For explicit knowledge, the analysis might cover (i) numbers, types, and categories of
documents, databases, libraries, intranets, hyperlinks, and subscriptions to external
knowledge resources; (ii) knowledge locations in the organization and in its systems;
41

42

The common tools used for knowledge audits are face-to-face and telephone interviews; structured, semistructured, and unstructured questionnaires; workshops; focus group discussions; and online consultations. Other data and information can be gathered by referring to the documentation of the organization,
conducting direct inspections, and examining the information and communications technology infrastructure, including the organization’s website.
Naturally, in a large and diverse organization, the dimensions and conduct of a knowledge audit will differ
radically from that applicable to a small, less complex one.
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(iii) the organization and access of knowledge; (iv) the purpose, relevance, and quality
of knowledge; and (iv) use of knowledge. For tacit knowledge, the analysis might
relate to (i) staff directories and academic and professional qualiﬁcations; (ii) skills
and core competency levels and experience; (iii) staff learning and development
opportunities; and (iv) leadership potential in employees. An organization will be
able to identify knowledge gaps and areas of duplication by comparing the results of
the knowledge inventory analysis with those of the knowledge needs analysis.
Analyze Knowledge Flows. Knowledge ﬂow analysis investigates how
knowledge moves from where it is to where it is needed in an organization, revealing
good and bad practices. The analysis determines how employees ﬁnd the knowledge
they must have, and how they share what knowledge they have. Knowledge ﬂow
analysis should examine people, business processes, and technology. Regarding
people, this entails exploring attitudes toward, and experiences, beliefs, values, and
skills in, knowledge sharing. In relation to business processes, one should look at
how people go about their daily business and the extent to which identiﬁcation,
creation, storage, sharing, and use of knowledge forms part of that; policies and practices concerning knowledge ﬂows, for instance on data and information handling,
management of records, or web publishing. For technology, there should be a focus
on information and communications technology infrastructure, such as portals,
content management, accessibility and ease of use, and current levels of usage.
Create Knowledge Maps. Knowledge maps—whether they are real, Yellow
Pages, or specially constructed databases—are communication media designed to
help visualize the sources, ﬂows, constraints, and sinks (losses or stopping points)
of knowledge within an organization. They can specify, for instance, creators,
critics, collectors, connectors, and users of knowledge. They are useful navigational
guides to tacit and explicit knowledge and underscore importance, relationships,
and dynamics, for example, within social networks.43 They can ﬂip perspectives on
knowledge from bottom-up to top-down, and focus knowledge management initiatives on the highest potential opportunities.

43

In contrast to organization charts, social network analysis maps show informal relationships. Who do
people seek data, information, and knowledge from? Who do they share theirs with?
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Change management is a structured approach to change in individuals, groups, and organizations that
facilitates transition from a current state to a desired future state. Donald Schön has drawn attention to
the intrinsically conservative nature of organizations. Indeed, much of the strength and utility of organizations comes from their inertia, which helps to make them reliable in what they do and accountable for
that. However, today’s fast-paced, fast-changing, and increasingly competitive world calls for the process of
change to become far more ﬂexible. Knowledge audits can enable organizations to cope with these tensions.
Organizations function best when they are optimally matched to their external environment.
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Box 3: Knowledge Audit Methodology—Suggested Steps and Activities
Phase 1
1. Plan Knowledge Audit
 Identify objectives.
 Conduct background investigations.
 Hold preliminary discussions.

4. Identify and Liaise with Key Audiences
 Agree on interface representatives.
 Make initial contact.

2. Assimilate Core Knowledge Activities
 Identify
 Create
 Store
 Share
 Use

5. Select and Design Audit Forms
 Consider interface characteristics.
 Formulate audit deliverables.

3. Delineate Interface Characteristics
 OED–OED
 OED–ADB
 OED–developing member countries
 OED–international evaluation community
Phase 2
6. Identify Knowledge Needs
 Investigate what important knowledge the interfaces need to meet goals and objectives.
 Determine what important knowledge is available
and what is missing.
 Consider, with attention to people, business
processes, and technology, how faster access to
important knowledge might be secured.

8. Analyze Knowledge Flows
 Examine how knowledge products and services flow
in OED, and to and from its interfaces, with attention to people, business processes, and technology.
 Characterize stock-based and flow-based knowledge,
trends and patterns, and efficiency and effectiveness.

7. Draw up Knowledge Inventory
 Track down explicit knowledge products and
services, their locations, purposes, relevance, and
accessibility.
 Make out tacit knowledge about who the key
audiences are, where they are, what they do, what
they know, and what they learn.
 Identify gaps in tacit and explicit knowledge.

9. Create Knowledge Maps
 Locate knowledge products and services and map
out flows, constraints, and sinks.
 Map knowledge gaps.
 Analyze social networks.

Phase 3
12. Close Knowledge Audit
 Incorporate suggestions for improvement.
 Identify matters for follow-up.

10. Assess Knowledge Audit Findings
 Analyze evidence.
 Suggest courses and means of action.
 Devise improvements.
11. Discuss Knowledge Audit
 Carry out after-action reviews and retrospects.
 Conduct in-house workshops.

Phase 4
13. Decide on Knowledge Management Initiatives
 Prioritize knowledge management initiatives.
 Design knowledge management initiatives.
ADB = Asian Development Bank, OED = Operations Evaluation Department.

14. Formulate Business Plans
 Propose capital, operational, administrative, and
recurrent expenditures.
 Submit annual budget document.

Auditing the Lessons Architecture

21

Box 4: Indicative Knowledge Audit Time Frame
Phase
1

Activity

Month 1

Month 2

Month 3

Knowledge Audit Preparations
Plan knowledge audit.
Assimilate core knowledge activities.
Delineate interface characteristics.
Identify and liaise with key audiences.
Select and design audit forms.

2

Knowledge Audit Analysis
Identify knowledge needs.
Draw up knowledge inventory.
Analyze knowledge flows.
Create knowledge maps.

3

Knowledge Audit Review
Assess knowledge audit findings.
Discuss knowledge audit.
Close knowledge audit.

4

Business Planning
Decide on knowledge management initiatives.
Formulate business plans.

rates possible related steps and activities and Box 4 sketches an indicative time frame for
implementation. Since knowledge management is a process for optimizing and leveraging the stores of knowledge in an organization, the accent placed (concurrently or in
turn) on each constituent of a knowledge audit will depend on where an organization is
and where it wants to be. Figure 9 and Boxes 3–4 should be interpreted in view of that.
A second important caveat is that the following section on the survey of perceptions,
which emphasized identiﬁcation of knowledge needs, should not be taken as all that a
knowledge audit can be.
To underpin future knowledge audits, OED also formulated survey questionnaires to draw out perceptions of the performance of the independent evaluation across the four interfaces identiﬁed in Learning Lessons in ADB: (i) OED–OED,
(ii) OED–ADB, (iii) OED–DMCs, and (iv) OED–IEC. The questionnaires were
designed against the Five Competencies Framework45 adopted in Learning Lessons
in ADB. The framework of organizational competence for knowledge management
comprises (i) strategy development, (ii) management techniques, (iii) collaboration mechanisms, (iv) knowledge sharing and learning, and (v) knowledge capture

45

Chris Collison and Geoff Parcell. 2001. Learning to Fly: Practical Knowledge Management from Leading and
Learning Organizations. Capstone Publishing. The Five Competencies Framework developed by Chris Collison
and Geoff Parcell helps to determine priorities for immediate action by selecting the area that will yield the
greatest beneﬁts if improved.

Month 4

Month 5
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and storage.46 Appendix 1 typiﬁes the orders of accomplishment in the Five
Competencies Framework. The questionnaires were comprehensive, organized,
systematic, and inclusive; they provide the framework within which OED can search
for continual opportunities to ameliorate the independent evaluation function
and its feedback mechanisms. The responses to the questionnaires also revealed
rich seams of “as-is,” baseline information, which should be mined vigorously.
Box 5 shows for each interface the area of competence on which the questionnaires
centered.

Box 5: Perceptions Survey Questionnaires—Interface and Areas of Competence
Strategy
Development

Management
Techniques

Collaboration
Mechanisms

Knowledge
Sharing and
Learning

Knowledge
Capture and
Storage

OED–OED

3

3

3

3

3

OED–ADB

3

Interface

3

3

3

OED–DMCs

3

3

3

OED–IEC

3

3

3

ADB = Asian Development Bank, DMC = developing member country, IEC = international evaluation community, OED = Operations Evaluation
Department.

A key facet of a knowledge audit involves understanding the context and
strategic intent of the organization, or even area, to which it is applied. (Audits can
be conducted at the level of the four agents of knowledge, namely, the individual, the
group, the organization, and the interorganizational domain.) The drivers of each
focal area considered must be analyzed, reviewed, and examined. Therefore, the focal
area of each knowledge audit is expected to change in response to the ﬁrst baseline
survey, evolving priorities, and the lessons of preceding iterations where relevant.
Naturally, drawing from the panoply of tools for knowledge auditing, the means by
which each audit would be conducted might also change.

46

A competency approach beﬁts organizational learning. It offers safeguards against drain of knowledge,
inappropriate use of knowledge, and accumulation of poor knowledge.

THE SURVEY OF PERCEPTIONS
Survey Deﬁnition
The survey that opened OED’s ﬁrst knowledge audit aimed to gain insight into
how people within the four interfaces for lesson learning perceive the department’s
knowledge management activities. From the results, OED measured awareness
of and identiﬁed gaps in the department’s knowledge products and services. The
Five Competencies Framework was used to assess the department’s organizational
performance. This framework identiﬁes these areas of organizational competence for
knowledge management as (i) strategy development, wherein tools are used to help
an organization achieve a particular goal in knowledge management through a longterm plan of action; (ii) management techniques, which cover a range of practices
from assessing the forces for and against desired organizational changes to assessing
managerial approaches to mistakes, in order to do things right; (iii) collaboration mechanisms, which pertain to facilitating effective practices in working with
others; (iv) knowledge learning and sharing, which means using techniques to learn
from and improve future activities; and (v) knowledge capture and storage, wherein
routines are applied to ensure that an organization retains essential knowledge. For
each interface, survey questionnaires covered only the areas of competence deemed
most relevant.
The survey adopted a variant of the Likert scale47 to evaluate the perceived
level of organizational performance per competence area, wherein respondents specify
the extent of their agreement with a statement. Five choices were given per question
to gauge perception of OED’s competences: (i) never, (ii) seldom the case, (iii) sometimes the case, (iv) often the case, and (v) always the case. Two methods were used to
determine overall perception of organizational performance in each area of competence. The ﬁrst was based on the responses of the majority per question. The second
established an objective measure by computing the weighted average score to account
for the perception of the entire sample.
Frequent online consultations cause fatigue, and the design of the survey tried
to make sure that the questionnaires would be well received by respondents. Before
47

Details of the Likert scale are at http://en.wikipedia.org/wiki/likert_scale. A Likert scale is usually composed
of an odd number of points measuring positive or negative responses to a statement.
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they were deployed, the questionnaires were tested by coworkers to ascertain that
the questions would be interpreted in the manner expected. Questions were kept to
a minimum, with the understandable exception of those targeted at OED staff, and
kept directly relevant to respondents. None took more than 10 minutes to complete,
and respondents were advised that this would be the case. They were also told
why they should answer the survey. Reminders were sent. No identiﬁable answers
were disclosed. Given the varying sizes, natures, locations, and degrees of interest
of the populations targeted, OED considers that reasonable numbers of survey
responses were received from three of the four interfaces, namely (i) OED–OED,48
(ii) OED-ADB,49 and (iii) OED–IEC.50 Sadly, no responses were received from evaluation agencies in DMCs,51 with implications for the tools that can be applied to that
interface in the future. Thus, the discussion that follows has to do with the results of
the surveys in three interfaces only.

Survey Results
Box 6 gives a snapshot of the perception of the performance of OED in each area of
competence by respondents from each interface. Respondents from OED thought
that the department is doing well in the areas of strategy development, collaboration mechanisms, and knowledge capture and storage. But the department is “on
the fence” in knowledge sharing and learning, and its competence with management
techniques must get better. Respondents from other departments felt that OED does
well only in strategy development. They were ambivalent with regard to collaboration
mechanisms. They recommended that the department should deploy more efforts

Box 6: Summary of Perceptions by Area of Competence
Strategy
Development

Management
Techniques

Collaboration
Mechanisms

Knowledge
Sharing and
Learning

Knowledge
Capture and
Storage

OED–OED

3

X

3

?

3

OED–ADB

3

?

X

X

3

3

3

Interface

OED–IEC

ADB = Asian Development Bank, IEC = international evaluation community, OED = Operations Evaluation Department.
Note: 3 = more than half of the items in the questionnaire were rated as “often the case” to “always the case” by most of the respondents;
? = half of the items in the questionnaire were rated as “often the case” to “always the case” by most of the respondents, while the other half
were rated as “sometimes the case” to “never;” X = more than half of the items in the questionnaire were rated as “sometimes the case” to
“never” by most respondents.
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The targeted number of respondents totaled 39, equal to 100% of OED’s total stafﬁng complement of
professional staff, national ofﬁcers, and administrative staff. Thirty one staff (80%) responded.
The targeted number of respondents totaled 1,220, equal to 100% of ADB’s professional staff and national
ofﬁcers (minus those in OED). One hundred and forty ﬁve staff (12%) responded.
The targeted number of respondents totaled 85. Ten staff (12%) responded.
Twenty four respondents in evaluation agencies in 14 DMCs were targeted. The countries were Afghanistan,
Azerbaijan, Bangladesh, People’s Republic of China, India, Lao People’s Democratic Republic, Mongolia,
Nepal, Pakistan, Papua New Guinea, Philippines, Sri Lanka, Uzbekistan, and Viet Nam. The electronic
addresses of respondents in evaluation agencies in other countries could not be procured in time for the
survey of perceptions.
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in the areas of knowledge sharing and learning, and knowledge capture and storage.
Respondents from the IEC felt that the department is doing well in all three areas of
competence regarding which their opinions were sought. Appendix 2 ampliﬁes on the
results of the survey of perceptions by interface and area of competence. Appendix 3
catalogues the survey questionnaires and the responses to these.
Figure 10 compares the scores in three areas of competence across the three
interfaces. It illustrates the belief of ADB and OED staff that the department’s
weakest area of competence is in knowledge sharing and learning. This reﬂects
unmet demand for knowledge products and services from these interfaces. The
IEC, on the other hand, believes that the area of competence in which the department needs to improve most is in knowledge capture and storage. This may imply
that people outside ADB may have difﬁculty accessing knowledge products and
services or, most likely, that the evaluation pages at adb.org are not yet sufﬁciently
developed. In fact, these were revamped extensively from mid-2007 and updated daily
thereafter. They now attract considerable trafﬁc. But this is a comparatively recent
phenomenon, and few in ADB or outside were aware of its new advantages at the
time of the survey of perceptions. The lesson learned is that it takes time to attract
faithful audiences and users.

Figure 10: Perceptions of Competence, Based on Weighted Average Scores
Collaboration
Mechanisms
5.00
3.89
3.65
3.18

Knowledge
Capture and
Storage
5.00

3.56

3.17
3.41
3.67

3.29
3.56

ADB

OED

IEC

Knowledge
Sharing and
Learning
5.00

Ideal State

ADB = Asian Development Bank, IEC = international evaluation community, OED = Operations Evaluation Department.

The IEC gave OED the highest marks in all three areas of competence, while
ADB staff gave the department the lowest. Respondents from OED and the IEC
perceive that the department does best in terms of collaboration mechanisms.
However, ADB staff think that it performs best in strategy development. This means
that a high level of collaboration for knowledge management exists within the
department and with the IEC, but better collaboration efforts with ADB staff is
needed.
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The perceptions of all respondents in the three areas are consistent. They all
see OED’s performance to be slightly above midlevel. This implies that respondents
appreciate the achievements that have been attained in knowledge management so
far, but believe that further improvements should be made. However, care must be
taken in interpreting this result, as the Likert scale is subject to distortions such as
central tendency bias.

Associated Initiatives
The survey of perceptions substantiated the basis of the knowledge management
initiatives that OED introduced throughout 2007. It clariﬁed the need for others.
Among the new knowledge products and services developed that year, Learning
Curves52 are handy, two-paged quick references designed to feed ﬁndings and recommendations from evaluation to a broader range of clients. Success Rates53 present
condensed information on successful ADB projects. The Evaluation Information
System54 is an online database of lessons, recommendations, and ADB Management responses. The department hosts the secretariat of the Evaluation Cooperation Group (ECG). It has also overhauled ECGnet,55 the group’s communication
tool. Evaluation Alerts are targeted information bytes delivered to personal mailboxes.
Methods and guidelines for using plain English, disseminating ﬁndings and recommendations, and conducting exit interviews have been prepared. The evaluation
pages on adb.org56 have been refurbished from top to bottom. They are updated
daily and are now one of the most accessed ﬁrst-level directories in adb.org. In 2007,
OED formulated regional technical assistance for capacity development in monitoring and evaluation, expected also to suggest an ADB strategy for evaluation
capacity development.57 The department advertises its knowledge products and
services on ADB Today58 and adb.org (and through other channels and at several
venues) with one-time, near-term, and continuous efforts. The survey of perceptions
suggested other opportunities, now nearing completion. They include Evaluation
Chats,59 a communication tool that will underpin the formal establishment in 2008
of an evaluation community of practice focused on the conduct and dissemination
of strategic evaluations, harmonization of performance indicators and evaluation
methodologies, and development of capacity in evaluation and evaluative thinking.
OED’s knowledge management initiatives are framed deliberately to increase valueadded from operations evaluation, and are managed with knowledge performance
metrics. Client feedback is sought regularly through various means.

52
53
54
55
56
57
58

59

Available: www.adb.org/evaluation/reports.asp?s=1&type=15
Available: www.adb.org/evaluation/reports.asp?s=1&type=16
Available: http://evis.adb.org/
Available: www.ecgnet.org
Available: www.adb.org/evaluation/
Progressively more, evaluation ownership must move from ADB to DMCs.
ADB Today is a daily e-information resource for all ADB staff in headquarters, resident missions, and
representative ofﬁces. It is the main internal communication vehicle to keep ADB staff abreast of events and
activities of ADB-wide interest. It is produced and edited each working day by the Department of External
Relations with inputs from other departments.
Available: www.adb.org/evaluation/chats.asp. Membership of Evaluation Chats is open to OED staff. Staff of
other departments and other interested parties can be granted access upon request.
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Appendix 4 particularizes by interface and area of competence the knowledge
management gaps elicited from and pointed out by respondents.60 The responses
constitute a comprehensive baseline assessment of long-lasting value. They provide
ready and multiple entry points against which OED can take measures to foster
lesson learning. Progress can be judged by means, among others, of the framework
of organizational competence for knowledge management discussed earlier. Box 7
identiﬁes the knowledge management tools that might be leveraged to ﬁll the
knowledge management gaps identiﬁed, and emphasizes with shading the areas of
organizational competence found wanting. Appendix 5 organizes by category the
common knowledge management tools that can be leveraged to develop organizational competence for knowledge management, and explains their main attributes.
(The list presented is not exhaustive.)

Box 7: Knowledge Management Tools Prioritized for Leverage
Interface

Strategy
Development

Management
Techniques

Collaboration
Mechanisms

Knowledge
Sharing and
Learning

Knowledge
Capture and
Storage

OED–OED

 Knowledge
 Five Competen-  Communities
Audit
cies Framework a
of Practice
 Most Significant
 Action Learning
Change
Sets
 Outcome
 Social TechnoMapping
logies
 Scenario Testing
and Visioning

 Peer Assists
 Challenge
Sessions
 After-Action
Reviews and
Retrospects
 Intranet
Strategies

 Taxonomies for
Documents and
Folders
 Exit Interviews
 Shared Network
Drives

OED–ADB

 Scenario Testing
and Visioning

 Peer Assists
 Challenge
Sessions
 After-Action
Reviews and
Retrospects
 Intranet
Strategies

 Staff Profile
Pages
 Web Logs

 Stories
Peer Assists
 After-Action
Reviews and
Retrospects

 Staff Profile
Pages
 Web Logs

OED–IEC

 Communities
of Practice
 Social Technologies

ADB = Asian Development Bank, IEC = international evaluation community, OED = Operations Evaluation Department.
a
This, of course, is the knowledge management tool kit that regroups 29 tools in the five categories referred to in this booklet and reproduced as
Appendix 5.

60

The greater the number, type, or size of a current or future knowledge gap, and the more precarious a
knowledge base may be because of a dynamic or uncertain environment, the more forceful the knowledge
management initiatives required.

28

AUDITING THE LESSONS ARCHITECTURE

Some of the tools prioritized are complex and call for signiﬁcant planning and
resources if they are to be utilized effectively. Extension to OED staff of opportunities for learning and development may also be warranted to develop technical skills,
competence, expertise, and knowledge in support of associated knowledge management initiatives. Among these, the formal establishment of an evaluation community
of practice, continuous development of social technologies, and institution of staff
proﬁle pages show promise. The introduction of peer assists, challenge sessions, and
after-action reviews and retrospects would be more demanding, but with associated
knowledge management initiatives, these would help close the knowledge gap most
commonly cited by survey respondents—that in knowledge sharing and learning.

PICKING INVESTMENTS IN
KNOWLEDGE MANAGEMENT
T

he survey of perceptions conducted in 2007 clariﬁed the need for new knowledge
management initiatives. Future knowledge audits will reveal others still. How can
investments in knowledge management be picked? This is no easy matter. What can
be measured is not necessarily important and what is important cannot always be
measured. Not surprisingly, despite the wide implementation of knowledge management initiatives, a systematic and comprehensive assessment tool to prioritize investments in knowledge management in terms of return on investment is not available.
This owes to the difﬁculty of demonstrating direct linkages between investments in
knowledge management and organizational performance, most of which can only be
inferred, and the fact that the miscellany of possible knowledge management initiatives calls for both quantitative and qualitative approaches. This is indeed the rationale
behind the Balanced Scorecard introduced by Robert Kaplan and David Norton in
1992, whose qualities make it quite useful as a knowledge management metric.61
When prioritizing investments in knowledge management, common traps lie waiting.
They are (i) delaying rewards for quick wins, (ii) using too many metrics, (iii) implementing metrics that are hard to control, and (iv) focusing on metrics that tear people
away from business goals. Until the state of the art is better developed, it is in the ﬁnal
analysis recommended to consider knowledge management initiatives as a portfolio of
well-balanced investments. Figures 11–18 present a purposeful medley of insights that
can help pick these. They cover in turn (i) a time management approach to full agendas
that focuses on importance and urgency; (ii) generic features of a portfolio of knowledge
management initiatives; (iii) ways to map knowledge management initiatives by knowledge agent, form of knowledge, and core knowledge activity; (iv) four broad aspects that
sustain an innovative organization; (v) ﬁve areas of value creation in knowledge products
and services; (vi) ways to locate knowledge management initiatives in an options space; (vii) a
multi-staged review process to underpin knowledge product and service development; and
(viii) an approach to strategic management that balances the ﬁnancial perspective. In a spirit
of learning, readers are invited to ponder the usefulness of each depending on context.

61

Robert Kaplan and David Norton. 1992. The Balanced Scorecard: Measures that Drive Performance. Harvard
Business Review. January–February: 71–80.
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Figure 11: Eisenhower Matrix
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Source: Stephen Covey. 1989. The Seven Habits of Highly Effective People: Restoring the Character Ethic. Simon
and Schuster.
Note: Dwight Eisenhower is the originator of the matrix.

Figure 12: Knowledge Management Investment Features
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Source: Adapted from Amrit Tiwana. 2000. The Knowledge Management Toolkit: Orchestrating IT, Strategy,
and Knowledge Platforms. Prentice Hall.
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Figure 13: Mapping Knowledge Management Investments
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Source: Adapted from Charles Despres and Danièle Chauvel. 2000. How to Map Knowledge Management. In
Mastering Information Management, edited by Donald Marchand and Thomas Davenport. Prentice Hall.

Figure 14: Innovative Knowledge Product and Service Development
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Source: Adapted from Simon Knox. 2002. The Boardroom Agenda: Developing the Innovative Organization.orporate Governance: International Journal of Business in Society. Vol. 2, No. 1: 27–36. Emerald Group Publishing
Limited.
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Figure 15: Value Creation in Knowledge Products and Services
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Source: Paul Iske and Willem Boersma. 2005. Connected Brains—Question and Answer Systems for Knowledge
Sharing: Concepts, Implementation, and Return on Investment. Journal of Knowledge Management. Vol. 9,
No.1: 126–145. Emerald Group Publishing Limited.

Figure 16: Value-to-Cost Ratio
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Source: Adapted from Amrit Tiwana. 2000. The Knowledge Management Toolkit: Orchestrating IT, Strategy,
and Knowledge Platforms. Prentice Hall.
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Figure 17: The Knowledge Product and Service Development Process
Launch

Client Insights
Testing

Cost

Development

Evaluation

Client Insights
Concept
Clearance

Go
Stop

Ideas Search

Time
Source: Adapted from Simon Knox. 2002. The Boardroom Agenda: Developing the Innovative Organization.
Corporate Governance: International Journal of Business in Society. Vol. 2, No. 1, pp. 27–36. Emerald Group
Publishing Limited.

Figure 18: Balanced Scorecard
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Appendix 1 ORGANIZATIONAL COMPETENCE FOR KNOWLEDGE MANAGEMENT
Level

Collaboration Mechanisms

Strategy Development

Management Techniques

Level 5

 ADB’s knowledge products
and services are clearly
identified.
 Knowledge management
is embedded in ADB’s
business plans.
 A set of knowledge management tools is available
and well communicated,
and the capacity to apply
them is strengthened actively.

 Managers recognize and
reinforce the link between
knowledge management and
organizational performance.
 Managers regularly apply
relevant knowledge management tools and act as role
models.
 Terms of reference for
staff contain references to
knowledge management.

 Collaboration is a defining
principle across ADB.
 Networks have clearly
defined roles and responsibilities and tangible deliverables, and conduct annual
meetings.

Level 4

 Discussions of ADB’s
knowledge products and
services are frequent.
 A knowledge management strategy exists but
is not imbedded in ADB’s
business plans.
 A set of knowledge
management tools is available and understood by
most staff.

 Knowledge management is
considered to be everyone’s
responsibility.
 A few positions are
dedicated to knowledge
management.
 Managers increasingly
display leadership behaviors
that encourage knowledge
management.
 There are incentives for
knowledge management.

 Networks are organized
around business needs and
are framed by a governance
document.
 Relevant management
tools for collaboration are
in place and well used.
External parties are included
in some networks.

Level 3

 There are ongoing discussions about developing a
knowledge management
strategy.
 A few job descriptions
include knowledge capture,
sharing, and distillation.
 A broad range of
knowledge management
tools are used across ADB.

 Knowledge management is
viewed as the responsibility
of a specialist working
group.
 A few managers talk the
talk and sometimes walk
the walk.

 Staff use networks and
working groups to achieve
results.
 Peers help peers across
ADB’s organizational
boundaries.
 Formal collaboration mechanisms are created and
recognized.

Level 2

 Many staff say that
sharing knowledge is important to ADB’s success.
 A few staff use knowledge management tools
to learn and share.

 A few managers give
staff the time to share
knowledge and learn, but
there is little visible support
from the top.

 Ad hoc personal networking
to achieve objectives is used
by individual staff members
who know one another.
This is increasingly recognized as vital to ADB.

Level 1

 Isolated staff with a
passion for knowledge
management begin to talk
about how important—and
difficult—it is.

 Knowledge management is
viewed as a fad.
 Many managers still believe
that knowledge is power.
 Managers think that networking leads to lack of
accountability.

 Knowledge hoarders seem
to be rewarded.
 There are few cross-cutting
collaborations.
 Silos (hierarchical categories)
are hard to break down.
 Asking for help is considered
to be a weakness rather
than a strength.

ADB = Asian Development Bank.
Source: Based on Learning to Fly by Chris Collison and Geoff Parcell. 2006. KM Self-Assessment. Available: www.chriscollison.com/l2f/index.html
Note: Levels 5–1 suggest, in declining order of accomplishment, performance in five areas of organizational competence for knowledge management.
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Knowledge Sharing and Learning

35

Knowledge Capture and Storage

 Prompts for learning are built into ADB’s business
processes.
 Staff routinely find out who knows what, inside
and outside ADB, and talk to them.
 A common language, templates, and guidelines
support effective knowledge management.

 Networks act as guardians of knowledge products and
services.
 Knowledge is easy to access and retrieve.
 Selected knowledge products and services are sent to
potential users in a systematic and coherent manner.
 High priority knowledge products and services have
multiple managers who are responsibility for updating,
summarizing, and synthesizing them.
 Exit interviews and handovers are used systematically.

 Learning before, during, and after is the way
things are done in ADB.
 Beneficiaries and partners participate in review
sessions.
 External knowledge plays a role in shaping
program or project processing and administration.

 Key knowledge is kept current and easily accessible.
 An individual staff member acts as the guardian of
each knowledge asset, and encourages people to
contribute. Many do.

 Staff can easily find out what ADB knows. Examples
of knowledge sharing and knowledge use are highlighted and recognized.
 Peers help peers across ADB’s organizational
boundaries.

 Networks take responsibility for knowledge management and store it in one location in a common
format. Some knowledge is summarized for easy
access by others.
 Searching knowledge products and services before
embarking on a program or project is encouraged, as
is sharing lessons afterwards.
 Exit interviews and handovers become common
currency.

 Individual staff members learn before doing and
program review sessions.
 They sometimes capture what they learn for the
purpose of sharing but few colleagues access it in
practice.

 A few working groups capture lessons learned after
a program or project and look for knowledge before
starting a program or project.
 There is potential access to much knowledge, but it is
not well summarized.

 Staff are conscious of the need to learn from what
they do but are rarely given time.
 Sharing is for the benefit of specific working
groups.

 Individual staff members take the time to capture
lessons but do so in a confusing variety of formats.
 Most staff do not contribute to knowledge products
and services, and few search them.
 No exit interviews and few handovers take place.
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Appendix 2 PERCEPTIONS SURVEY RESULTS BY INTERFACE AND AREA
OF ORGANIZATIONAL COMPETENCE
The following presents the results of the survey of
perceptions conducted in 2007 by the Operations
Evaluation Department (OED) of the Asian Development
Bank (ADB) by interface1 and area of organizational
competence. Insights are provided on perceived gaps
based on the items in the questionnaires that were
given lower marks2 by most of the respondents and on
respondents’ comments.

room for improvement.
Strategy Development. In the area of strategy
development, OED staff are often aware of the department’s key functions, deliverables, and core competencies. They believe that, often, (i) OED’s knowledge
products and services are clearly identified, (ii) OED
undertakes strengths–weaknesses–opportunities–threats
analyses, (iii) OED manages for development results visà-vis its knowledge products and services, (iv) knowledge
from outside sources plays a role in shaping OED’s
Interface with OED
corporate strategy and work programs, and (v) OED has
Figure A2.1 compares the perceptions that OED staff
a corporate strategy. However, they think that junior
have of the department’s organizational competence for
staff need to be better equipped to make contributions
knowledge management with those of the knowledge
to strategy.
management unit, and with the ideal state. Overall,
Management Techniques. Of the five areas of
OED staff have more favorable perceptions than the
competence, OED staff ranked performance in manageknowledge management unit. They see the department’s ment techniques last. The biggest gap they identified in
performance in all areas of competence at slightly above this area is the conduct of motivational analyses, which
midlevel. The knowledge management unit detects more OED has never implemented. Other shortfalls include
(i) conducting activity-based
mapping of inputs and outputs to
improve efficiency, (ii) encouraging
Figure A2.1: Comparison of Perceptions of OED Staff with Those of
staff to take risks and reflect on
the Knowledge Management Unit
eventual mistakes, (iii) awareness of knowledge management
Strategy
Development
techniques, (iv) adequate training
5.00
to accomplish OED’s strategy,
3.58
(v) availability to OED staff of
opportunities for learning and
2.44
Knowledge
Management
development, (vi) transfer of
Capture and
Development
3.56
Storage
knowledge from experienced
3.39
5.00
5.00
OED staff to less experienced
3.13
2.64
colleagues, and (vii) promotion of
knowledge management as a tool
for personal development. Furthermore, OED staff do not fully
2.56
3.00
fall in with the performance and
3.41
Knowledge
development planning exercises,
3.65
Sharing and
Collaboration
Learning
Mechanisms
as conducted up to 2007.
5.00
5.00
Collaboration Mechanisms.
OED
staff
perceive collaboration
Knowledge Management Unit
Ideal State
OED
mechanisms to have achieved the
OED = Operations Evaluation Department.
highest level of performance. All
items in this portion of the survey

1
2

The interfaces are the department itself, other departments in ADB, developing member countries, and the international evaluation community.
(No responses were received from evaluation agencies in developing member countries.)
Low marks are defined here as rated by most of the respondents as “never” to “sometimes the case.”
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were rated as “often the case” by most of the respondents, implying a high level of satisfaction with collaborative practices within the department. Based on one of
the comments, informal collaboration exists in the department where sharing of knowledge is on a personal level.
However, a need to institutionalize this into a formal
evaluation community of practice is recognized. The high
rating given to collaborative efforts in the department
comes from staff often having confidence in (i) the decisions of OED’s management; and (ii) the capabilities, skills,
knowledge sets, and experience of colleagues.
Knowledge Sharing and Learning. In terms of
knowledge learning and sharing, the respondents perceived that the department often (i) values knowledge
sharing and learning among OED staff, within ADB, in
developing member countries (DMCs), and in the international evaluation community (IEC); (ii) facilitates knowledge identification and creation of knowledge products
and services; (iii) facilitates knowledge sharing and usage
in OED; (iv) has particularized forms of dissemination
techniques aimed at different audiences; (v) has guidelines for knowledge sharing; (vi) has a technological
platform for knowledge sharing and learning; (vii) shares
information regularly, for instance, by updating databases of good practices, lessons learned, and listings of
experts; (viii) shares written documentation about lessons
learned, good practices, and other targeted information
regularly; and (ix) maintains good working relationships
with other ADB departments, DMCs, and the IEC.
On the other hand, respondents also thought
that (i) there should be more training in support of
knowledge sharing and learning, (ii) OED should be
more engaged in evaluation capacity development in
DMCs, (iii) knowledge sharing and learning should better
enable OED to adjust to changes, (iv) knowledge sharing
and learning should speed the decision-making process
in OED, (v) knowledge sharing and learning promote
collaboration through virtual teams, (vi) staff should
be better equipped to quickly identify and mobilize
resources in support of problem solving, (vii) OED should
encourage participatory learning with peer assists,
(viii) OED should conduct challenge sessions to resolve
problems, and (ix) OED should use after-action learning
sets to resolve complicated issues.
These identified gaps call for increased efforts
at knowledge sharing and learning and better use of
knowledge gained. One comment was that, “OED needs
to have a collective understanding of a department
3
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strategy for sharing knowledge.” One suggestion was to
have an internal forum to discuss ongoing evaluations.
Knowledge Capture and Storage. Three
shortfalls were recognized in the area of knowledge
capture and storage: (i) the current business processes
and systems do not always enable knowledge tranfer;
(ii) knowledge capture is not always encouraged
and rewarded; and (iii) exit interviews to ensure that
knowledge is captured and stored are not always conducted. OED’s evaluation information system3 is considered by one respondent to be a promising step in this
area, albeit its current weakness in facilitating easy understanding of contexts makes the lessons contained in it of
limited use. The system could be improved by making it
more easily accessible and by clarifying the context of the
lessons to make it more usable to OED and the regional
departments. One of the gaps recognized is the shortage
of data and information when OED conducts project/
program performance evaluation studies.
Cutting across these five areas is a perceived need
for more learning and development opportunities for
OED staff. There is a call for more training, peer assists,
and venues for transfer of knowledge, and for making
changes in current business processes and systems to
facilitate the transfer and use of knowledge. OED staff
are aware of the wealth of knowledge that is within their
reach. They also know that actions are being taken to
improve access to data, information, and knowledge, but
expect more. One expectation from OED’s management is
increased awareness of staff needs and motivations.

Interface with ADB
ADB staff also perceive OED’s performance in knowledge
management in all areas to be slightly above midlevel
(Figure A2.2). Respondents from this interface thought
that OED performs best in strategy development, while
the area where improvement is most needed is knowledge sharing and learning. Caution must be exercised
in interpreting these results, as respondents indicated
that their answers to certain questions may be limited or
affected by their understanding of knowledge management terms such as “social technologies” and “afteraction learning sets.”
Strategy Development. ADB staff felt that (i) OED
often supports ADB’s knowledge management initiatives,
(ii) OED conducts and disseminates strategic evaluations in consultation with stakeholders, and (iii) OED’s

The evaluation information system is a database of evaluation lessons, recommendations, actions, and ADB Management’s responses. It provides
users with an easily accessible source of searchable evaluation information, employing various parameters to refine a search.
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knowledge products and services
are clearly identifiable. However,
Figure A2.2: Level of Performance Based on Perceptions
they have the notion that OED
of ADB Staff
falls short in (i) having a set of
Strategy
tools for knowledge management,
Development
(ii) holding regular discussions on
5.00
knowledge products and services,
and (iii) being aware of the evol3.42
ving needs of ADB.
Collaboration Mechanisms.
Knowledge
In this area, ADB staff recognized
Collaboration
Capture and
that OED often informs other
Mechanisms
3.29
3.18
Storage
5.00
departments of its knowledge
5.00
products and services. This is
indeed a generous evaluation of
OED, since it has not yet formally
established an evaluation com3.17
munity of practice. However, ADB
ADB
Knowledge
staff think that OED lacks effort
Ideal State
Sharing
and
in (i) promoting collaboration
Learning
with other departments through
5.00
regular discussions, (ii) promoting
an evaluation community of practice, and (iii) successfully leveraging social technologies to build collaboration and sharing to identify and access; (iii) making sure its knowledge
of tacit knowledge.
products and services are relevant and up to date;
Knowledge Sharing and Learning. The
(iv) making sure its business processes and systems
general view in this area was that OED often (i) values
enable knowledge transfer in ADB; (v) storing its
knowledge sharing and learning in ADB, (ii) facilitates
knowledge products in accessible forms for retrieval;
knowledge identification and creation in ADB,
(vi) providing alternative access to its knowledge
(iii) facilitates knowledge sharing and usage in ADB, and
products and services to ADB staff in the field and
(iv) maintains good working relationships with other
country offices; and (vii) managing the evaluation pages
departments in ADB. However, improvements need to
at adb.org for functionality, design, content, originality,
be made in (i) having particularized forms of disseminaprofessionalism, and effectiveness.
tion techniques aimed at different audiences; (ii) regularAround 11% of respondents said either that the
ly sharing information by updating relevant databases;
survey questionnaire should have included an “I don’t
(iii) regularly sharing written documentation about
know” option or that they were not aware of OED’s
lessons learned, good practices, and other targeted
knowledge management activities. Most of these responinformation; (iv) promoting collaboration through virtual
ses came from staff in resident missions, who reiterated
teams; (v) promoting e-learning programs; (vi) encourathat they have minimal interaction with OED to provide
ging participatory learning with peer assists; and
“reasoned” answers. Moreover, many commented that
(vii) using after-action learning sets to help resolve
OED needs to share knowledge more, advertise knowcomplicated issues.
ledge management activities appropriately, and make
Knowledge Capture and Storage. Most ADB
knowledge products concise and easy to understand.
staff have the impression that OED often facilitates
OED has actually recently strengthened dissemination of
capture and storage of its knowledge products and
knowledge products through the evaluation information
services. They also often find OED’s knowledge products
system, regular posting of blurbs on new reports on adb.
and services valuable. However, OED is perceived to
org, e-mailing report summaries, etc. These comments are
need to do better in (i) facilitating knowledge storage
therefore clear indications of ADB staff’s low awareness
and retrieving relevant knowledge from outside sources;
of OED’s knowledge management initiatives. This implies
(ii) making its knowledge products and services easy
further that readership and utilization of its knowledge
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products and services are also low. Since OED’s knowledge products are meant primarily for clients within
ADB, awareness, readership, and utilization therefore
need to be intensified within this interface. Access to
OED’s knowledge products and services must be facilitated further, and disseminated in clear, easy-to-understand
formats customized to the needs of the users.

Interface with the IEC

Nations agencies need to be reinforced. Another respondent suggested that conducting more joint evaluation
exercises with the IEC could improve awareness of OED’s
knowledge management activities.
Knowledge Sharing and Learning. In the area
of knowledge sharing and learning, the IEC considered
OED’s strengths to be in (i) valuing knowledge sharing
and learning, (ii) facilitating knowledge identification and
creation, (iii) sharing lessons from evaluations, (iv) having
a technological platform for knowledge sharing and
learning, (v) providing clear and concise information
about its knowledge products and services, (vi) communicating regularly with the IEC, (vii) fostering a knowledge
sharing and learning culture with the IEC, and (viii) maintaining good working relationships with the IEC. They
also have the impression that often (i) OED’s knowledge
products and services are relevant and up to date;
(ii) OED shares information regularly; (iii) OED shares
regularly written documentation about lessons learned,
good practices, and other targeted information; (iv) OED
maximizes the value of its knowledge products and
services; and (v) OED is aware of the evolving knowledge needs of the IEC.
Further progress in the area of knowledge sharing
and learning could be made if OED (i) had particularized

OED’s recent intensified participation in the Evaluation
Cooperation Group (ECG) could have led respondents
from the IEC to have a better perception of its knowledge
management initiatives compared with the two other
interfaces. Figure A2.3 shows that the respondents think
that OED’s performance is near the ideal level, especially
in the area of collaboration mechanisms. Again, however,
40% of the respondents commented that there are
certain items in the questionnaire that they are not aware
of, and an “I don’t know” option might have helped,
especially in the areas of knowledge sharing and learning,
and knowledge storage and capture.
Collaboration Mechanisms. OED currently hosts
the Secretariat of the ECG and has revamped ECGnet,4
the group’s communication platform, as explained earlier.
OED has made major improvements
to the platform and continues to
administer, maintain, and develop it.
Figure A2.3: Level of Performance Based on Perceptions
of Respondents from the IEC
The IEC observed that OED is doing
best in (i) collaborating regularly with
the IEC, (ii) collaborating regularly
Collaboration
with counterpart staff in the IEC,
Mechanisms
(iii) contributing to the harmonization
5.00
of evaluation work, (iv) harmonizing
3.89
IEC
performance indicators and evaluaIdeal State
tion methodologies, and (v) enhancing professionalism in the IEC and
collaborating with the heads of evaluation units in bilateral and multilateral development organizations. They
think, though, that more efforts need
to be directed toward assisting in the
involvement of DMCs in evaluation
Knowledge
Knowledge
Capture and
Sharing and
and building their evaluation capac3.56
3.67
Storage
Learning
ity. Their view on whether OED helps
5.00
5.00
strengthen the use of evaluation is
split. One respondent commented
IEC = international evaluation community.
that interactions with other multilateral development banks and United
4

Available: www.ecgnet.org
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forms of dissemination techniques aimed at different
audiences, (ii) regularly announced its new knowledge
products and services, (iii) ensured the relevance of its
knowledge products and services to organizations within
the IEC, (iv) had appropriate distribution formats for
its knowledge products and services, (v) had guidelines
for knowledge sharing, (vi) provided clear and concise
information about its knowledge products and services,
and (vii) encouraged participatory learning through peer
assists.
Knowledge Capture and Storage. The IEC
viewed knowledge capture and storage as OED’s
weakest area. More effort is needed in (i) facilitating
storage and retrieval of knowledge from outside sources,
and (ii) ensuring that knowledge products and services
are easy to identify and access. On the other hand,
respondents thought that OED is doing well in (i) facilitating knowledge capture and storage of its knowledge
products and services; (ii) storing its knowledge products
in accessible forms for retrieval; and (iii) managing the
evaluation pages at adb.org for functionality, design,
content, originality, professionalism, and effectiveness.

Although the majority think that the evaluation pages
are well managed, one respondent remarked that
further improvements can be made to provide even
more work in progress and open discussion forums with
evaluation associations, professional evaluators, and
results-based management communities of practice.
Putting all these impressions of the IEC together,
the overall thought is that OED has intensified efforts on
collaboration to harmonize its methods and knowledge
products and services with international standards. This is
good, but the IEC did not often see that OED’s knowledge
products and services as very relevant to the organizations
to which its respective members belong. Since headway
has been made in collaborating with the IEC, OED should
start concentrating more on collaboration mechanisms,
knowledge sharing and learning, and knowledge capture
and storage within ADB. As one respondent from ADB
observed, “OED certainly values knowledge sharing and
learning, no doubt—but with the outside world and other
organizations, not with its ADB colleagues.”
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Appendix 3 PERCEPTIONS SURVEY QUESTIONNAIRES AND RESPONSES

I.

Questionnaire for OED

A.

Strategy Development

(1)

OED’s knowledge products and
services are clearly identified.

(2)

OED undertakes SWOT analyses
(strengths, weaknesses, opportunities, and threats).

(3)

OED manages for development
results vis-à-vis its knowledge
products and services.

(4)

OED has a corporate strategy.
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(5)

Knowledge from outside sources
plays a role in shaping OED’s
corporate strategy and work
programs.

(6)

Junior staff make contributions to
the formulation of strategy.

(7)

I am fully aware of OED’s key
functions.

(8)

I am fully aware of OED’s core
competencies.
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(9)

B.

I am fully aware of OED’s key
deliverables.

Management Techniques

(1)

OED conducts activity-based
mapping of inputs and outputs to
improve efficiency.

(2)

OED encourages staff to take risks
and reflect on eventual mistakes.

(3)

I am aware of management techniques such as SECI (socialization,
externalization, combination, and
internalization), force field analyses,
structured innovation, and reframing matrix.
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(4)

OED identifies skills gaps carefully
before recruiting new staff.

(5)

OED staff have identified job
purposes, expected outcomes, and
core competencies.

(6)

OED staff receive training to
accomplish OED’s corporate
strategy.

(7)

Opportunities for learning and
development are available to staff.
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(8)

OED’s management coaches and
mentors staff.

(9)

OED encourages experienced staff
to transfer knowledge to new or
less experienced colleagues.

(10) OED conducts motivational
analyses.

(11) OED staff subscribe to the performance and development planning
exercise.
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(12) OED’s management recognizes
and reinforces the link between
organizational performance and
knowledge management.

(13) OED’s management promotes
knowledge management as a tool
for personal development.

(14) OED’s management is supportive
of knowledge management pilots.

(15) OED’s management is readily
accessible to their staff.
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(16) OED’s management involves staff
in key decision making.

C.

Collaboration Mechanisms

(1)

OED staff are satisfied with
collaboration in the department.

(2)

OED staff are supportive of knowledge identification, creation,
storing, sharing, and usage.

(3)

OED staff are willing to collaborate
with other ADB departments.
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(4)

OED promotes communities of
practice for harmonization of
evaluation work.

(5)

OED successfully leverages for
sharing of tacit knowledge.

(6)

OED staff have confidence in OED
management’s decisions.

(7)

OED staff have confidence in the
capabilities, skills, knowledge sets,
and experience of colleagues.
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D.

Knowledge Sharing and Learning

(1)

OED values knowledge sharing
and learning among OED staff and
in ADB, the developing member
countries, and the international
evaluation community.

(2)

OED facilitates knowledge identification and creation of its knowledge products and services.

(3)

OED facilitates knowledge sharing
and usage in OED.

(4)

OED has particularized forms of
dissemination techniques aimed at
different audiences.
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(5)

OED has guidelines for knowledge
sharing.

(6)

OED has a technological platform for knowledge sharing and
learning.

(7)

OED staff receive training in
support of knowledge sharing
and learning.

(8)

OED is sufficiently engaged in
evaluation capacity development
in developing member countries.
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(9)

Knowledge sharing and learning
enable OED to adjust to changes.

(10) Knowledge sharing and learning
speed the decision-making process
in OED.

(11) OED shares information regularly,
for instance, by updating databases
of good practices, lessons learned,
and listings of experts.

(12) OED shares regular, written documentation about lessons learned,
good practices, and other targeted
information.
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(13) OED promotes collaboration
through virtual teams.

(14) OED staff can quickly identify and
mobilize resources in support of
problem solving.

(15) OED encourages participatory
learning with peer assists.

(16) OED conducts challenge sessions to
resolve problems.
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(17) OED uses after-action learning sets
to resolve complicated issues.

(18) OED maintains good working
relationships with other ADB
departments, developing member
countries, and the international
evaluation community.

E.

Knowledge Capture and Storage

(1)

OED facilitates knowledge capture
and storage.

(2)

OED facilitates knowledge storage
and retrieval of knowledge from
outside sources.
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(3)

OED’s knowledge products and
services are easy to identify and
access.

(4)

OED’s current business processes
and systems enable knowledge
transfer.

(5)

OED encourages and rewards
knowledge capture.

(6)

OED captures and stores afteraction reviews and lessons learned
to repeat successes and prevent
mistakes.
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(7)

OED’s knowledge products and
services have designated custodians
who are responsible for their
management.

(8)

OED conducts exit interviews to
ensure that knowledge is captured
and stored.

(9)

OED’s shared files and folders are
organized and easy to retrieve.

(10) OED’s intranet site is managed
for website functionality, design,
content, originality, professionalism,
and effectiveness.
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(11) OED’s website is managed for
website functionality, design,
content, originality, professionalism,
and effectiveness.

II.
A.

Questionnaire for ADB
Strategy Development

(1)

OED is supportive of ADB’s knowledge management initiatives.

(2)

OED conducts and disseminates
strategic evaluations in consultation
with stakeholders.

(3)

OED’s knowledge products and
services are clearly identifiable.
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(4)

OED has a set of tools for
knowledge management.

(5)

OED holds regular discussions on
knowledge products and services.

(6)

OED is aware of the evolving
knowledge needs of ADB.

B.
(1)

Collaboration Mechanisms
OED informs other departments
in ADB of its knowledge products
and services.
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(2)

OED promotes collaboration with
other departments of ADB through
regular discussions.

(3)

OED promotes an evaluation
community.

(4)

OED successfully leverages social
technologies to build collaboration
and sharing of tacit knowledge.

C.

Knowledge Sharing and Learning

(1)

OED values knowledge sharing and
learning in ADB.
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(2)

OED facilitates knowledge identification and creation in ADB.

(3)

OED facilitates knowledge sharing
and usage in ADB.

(4)

OED has particularized forms of
dissemination techniques aimed at
different audiences.

(5)

OED shares information regularly,
for instance, by updating databases
of good practices, lessons learned,
and listings of experts.
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(6)

OED shares regular, written documentation about lessons learned,
good practices, and other targeted
information.

(7)

OED promotes collaboration
through virtual teams.

(8)

OED promotes e-learning programs.

(9)

OED encourages participatory
learning with peer assists.
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(10) OED uses after-action learning sets
to help resolve complicated issues.

(11) OED maintains good working
relationships with other departments in ADB.

D.

Knowledge Capture and Storage

(1)

OED facilitates knowledge capture
and storage of its knowledge
products and services.

(2)

OED facilitates knowledge storage
and retrieval of relevant knowledge
from outside sources.
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(3)

OED’s knowledge products and
services are easy to identify and
access.

(4)

OED ensures that its knowledge
products and services are relevant
and up to date.

(5)

OED’s business processes and
systems enable knowledge transfer
in ADB.

(6)

OED’s knowledge products and
services are valuable.
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(7)

OED’s knowledge products are
stored in accessible forms for
retrieval.

(8)

OED provides alternative access
to its knowledge products and
services to ADB staff in the field
and country offices.

(9)

OED’s website is managed for
website functionality, design,
content, originality, professionalism,
and effectiveness.

III.

Questionnaire for the IEC

A.

Collaboration Mechanisms

(1)

OED collaborates regularly with
the IEC.
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(2)

OED collaborates regularly with
counterpart staff in the IEC.

(3)

OED contributes to the international evaluation communities
of practice for harmonization of
evaluation work.

(4)

OED harmonizes performance
indicators and evaluation
methodologies.

(5)

OED helps strengthen the use of
evaluation.
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(6)

OED enhances evaluation professionalism in the IEC and collaborates
with the heads of evaluation units
in bilateral and multilateral development organizations.

(7)

OED assists the involvement of
developing member countries in
evaluation and builds their evaluation capacity.

B.

Knowledge Sharing and Learning

(1)

OED values knowledge sharing and
learning.

(2)

OED facilitates knowledge identification and creation.
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(3)

OED shares lessons from
evaluations.

(4)

OED has particularized forms of
dissemination techniques aimed at
different audiences.

(5)

OED regularly announces its new
knowledge products and services.

(6)

OED’s knowledge products and
services are relevant and up to
date.
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(7)

OED’s knowledge products and
services are relevant to your
organization.

(8)

OED has appropriate distribution
formats for its knowledge products
and services.

(9)

OED has guidelines for knowledge
sharing.

(10) OED has a technological platform for knowledge sharing and
learning.
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(11) OED provides clear and concise
information about its knowledge
products and services.

(12) OED regularly communicates with
the IEC.

(13) OED shares information regularly,
for instance, by updating databases
of good practices, lessons learned,
and listings of experts.

(14) OED shares regularly written documentation about lessons learned,
good practices, and other targeted
information.
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(15) OED maximizes the value of its
knowledge products and services.

(16) OED encourages participatory learning through peer assists.

(17) OED is aware of the evolving
knowledge needs of the IEC.

(18) OED fosters a knowledge sharing
and learning culture with the IEC.
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(19) OED maintains good working relationships with the IEC.

C.

Knowledge Capture and Storage

(1)

OED facilitates knowledge capture
and storage of its knowledge
products and services.

(2)

OED facilitates storage and retrieval
of knowledge from outside sources.

(3) OED’s knowledge products and
services are easy to identify and
access.
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(4)

OED’s knowledge products are
stored in accessible forms for
retrieval.

(5)

OED’s website is managed for
website functionality, design,
content, originality, professionalism,
and effectiveness.

ADB = Asian Development Bank, IEC = international evaluation community, OED = Operations Evaluation Department.
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Appendix 4 KNOWLEDGE MANAGEMENT GAPS IDENTIFIED BY PERCEPTIONS
SURVEY RESPONDENTS
Area of
Competence

OED–OED

OED–ADB

Strategy
Development

 Existence of an OED corporate strategy
 Contributions by junior
staff to the formulation of
strategy

 The conduct of regular
discussions on OED’s knowledge products and services

Management
Techniques

 Awareness of knowledge
management tools
 The conduct of motivational
analyses

Collaboration
Mechanisms

 A formal evaluation
community of practice or
other form of collaboration

 Promotion of collaboration
with other departments
of ADB through regular
discussions
 Promotion of an evaluation
community of practice
 Social technologies leveraged to build collaboration and sharing of tacit
knowledge

Knowledge
Sharing and
Learning

 Engagement in evaluation
capacity development in
developing member countries
 The conduct of challenge
sessions to resolve problems
 The use of after-action
learning sets to help resolve
complicated issues
 Collective understanding of
OED’s strategy for knowledge management
 An internal forum for discussing ongoing evaluations

 Promotion of collaboration
through virtual teams
 Promotion of e-learning
programs
 Encouragement of participatory learning through
peer assists
 The use of after-action
learning sets to help
resolve complicated issues

 Appropriate distribution formats for OED’s
knowledge products and
services
 Encouragement of
participatory learning
through peer assists

Knowledge
Capture and
Storage

 The conduct of exit
interviews to ensure that
knowledge is captured and
stored
 An organized database of
project information relevant
to OED’s evaluation studies
 An evaluation information
system that is easily accessible and applicable to both
OED and the operations
departments

 Ability of OED’s business
processes and systems to
transfer knowledge in ADB
 Provision of alternative
access to OED’s knowledge
products and services to
ADB staff in the field and
country offices

 Storage and retrieval of
knowledge from outside
sources
 Ease of identification
and access to OED’s
knowledge products and
services

OED–IEC

ADB = Asian Development Bank, IEC = international evaluation community, OED = Operations Evaluation Department.
Note: Items in italics are based on comments.
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Strategy Development
Knowledge Audit

Knowledge audits serve to identify owners, users, uses, and key attributes of knowledge
assets. They examine the policy, structural, operational, and procedural factors that condition identification, creation, storage, sharing, and use of tacit and explicit knowledge. They
provide a structure for making recommendations for knowledge management initiatives.

Social Network
Analysis

Social network analysis has been called the most systematic way of analyzing relationships
and knowledge flows among individuals and groups. Properly undertaken, social network
analysis can yield invaluable data about how to tailor and focus knowledge management
activities to organizational needs.

Most Significant
Change

Most significant change is a narrative-based mechanism for planning programs of change.
Much of knowledge management is about change, and change that takes place in a variety
of different domains.

Outcome
Mapping

Outcome mapping is a participatory planning, monitoring, and evaluation methodology that
focuses on the contribution of a program to changes in the actions and behaviors of the
boundary partners. It can be applied to knowledge management strategies.

Scenario Testing
and Visioning

Scenario testing and visioning focus on the future of an organization. They allow creative
thinking to play a central role in developing and rolling out knowledge management
strategies.

Management Techniques

1

The SECI
Approach1

This approach, made popular by Professor Nonaka, is based on systematically managing the
conversion of knowledge from tacit to explicit forms based on simple principles of group
dynamics.

Blame Versus
Gain Behaviors

Managing a learning organization requires a managerial approach to mistakes that encourages staff to take certain risks and to be honest about the consequences of their actions.
This simple process enables groups to reflect on their own approach to mistakes and errors
and on how they might address these through use of a series of generic “blame” or “gain”
behaviors.

Force Field
Analysis

Force field analysis enables teams to work out what their goal and objectives are and to
identify systematically the forces for and against achieving them. It can be an empowering
and energizing tool for teams.

Activity-Based
Knowledge
Mapping

All activities require different inputs and generate outputs. Increasingly, these inputs and
outputs are information based. This tool relates to business process reengineering. It
enables the mapping of inputs and outputs for key activities with a view to improving their
efficiency. This provides managers with in-depth understanding of the different processes
they oversee.

Structured
Innovation

Structured innovation occurs by listing the characteristics of a specific problem and brainstorming its possible variations. Effected correctly, this tool enables groups to generate
systematically new ideas and assess their potential.

Reframing Matrix

Everyone sees problems differently, and one of the key problems with knowledge management strategies is that knowledge is more often than not in the eye of the beholder. This
tool enables different perspectives to be generated and used in management planning
processes.

The SECI Approach identifies four key processes through which tacit and explicit knowledge interact, namely, Socialization, Externalization, Combination, and Internalization. Together, these processes provide a set of pointers that can be used by managers to ensure that they are facilitating
effective knowledge and learning in their ongoing programs and projects.
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Collaboration Mechanisms
Teams: Virtual
and Face-to-Face

This tool enables teams to work through five stages toward a shared responsibility. Either
face-to-face or virtually, teams can cross the five stages, assessing where they lie in terms
of different areas, including atmosphere and relations, goal and objectives acceptance,
information sharing, decision making, reaction to leadership, and attention to the way the
group is working.

Communities of
Practice

Communities of practice enable similarly minded interacting people to work toward
generating and collaborating on knowledge management activities in various ways, through
a number of overlapping functions.

Action Learning
Sets

Action learning sets are a structured method enabling small groups to address complicated
issues by meeting regularly and working collectively. This tool is geared especially to learning and personal development at the professional and managerial levels.

Six Thinking Hats

This tool offers a way out of the habitual thinking style by enabling participants to use
different approaches and perspectives to analyzing decision making. This is particularly
useful in that it allows a broad and objective view of decisions, and one that covers more
options and possibilities.

Mind Maps

Mind maps are a graphic technique to enable participants to implement clearer thinking in
their approach to many different tasks. It is useful both for individuals and for groups, and
provides a nonlinear method of organizing information.

Social
Technologies

Social technologies cover a broad swath of tools, all of which leverage technology to build
collaboration and sharing of tacit knowledge. The tools include the Internet, telecommunications, radio, and face-to-face socializing.

Knowledge Sharing and Learning
Stories

Storytelling is an approach that can both allow for expression of tacit knowledge and
increase potential for meaningful knowledge sharing, particularly by permitting learning to
take place through the presence of a narrative structure.

Peer Assists

This tool encourages participatory learning by asking those with experience in certain activities to assist those wishing to benefit from their knowledge, through a systematic process,
toward strengthened mutual learning.

Challenge
Sessions

Challenge sessions are geared toward solving problems by allowing participants to supplement their habitual thinking with new methods, centered on working toward dealing with
problems that are made up of conflicting requirements or challenges.

After-Action
Reviews and
Retrospects

The after-action review facilitates continuous assessment of organizational performance,
looking at successes and failures, ensuring that learning takes place to support continuous
improvement in organizational learning and change.

Intranet
Strategies

Intranets can have a great impact on knowledge management, particularly in the fields of
information collection, collaboration and communication, and task completion. This tool can
substantially increase the likelihood of an effective, useful system within an organization.

E-mail Guidelines

E-mail is one of the most commonly used tools in the modern business environment;
there is an increased need nowadays to manage e-mail to reduce the risk of overload.
This tool helps to control e-mail and therefore increase its effectiveness as a means of
communication.

Taxonomies for
Documents and
Folders

Taxonomies have existed for many decades in the form of classification schemes and indexing systems. They can still have a great deal to offer in terms of structuring information for
easier management and retrieval.
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Knowledge Capture and Storage
Exit Interviews

Exit interviews represent a specific learning process, not just a way to leave a company,
and one that highlights the importance of capturing and storing know-how. This can minimize the loss of useful knowledge through staff turnover and ease the learning curve of
new staff, benefiting both the organization and the departing staff.

How-to Guides

How-to guides enable the capture, documentation, and dissemination of know-how of staff
within an organization, to help them make better and wider use of existing knowledge.
The objective is to capture an effective sequence or process with enough accuracy so that
it can be repeated with the same results.

Staff Profile
Pages

Using this tool, an electronic directory storing information about staff in a given organization can facilitate connections among people through systematizing knowledge management activities.

Weblogs

A weblog in its various forms enables groups of people to discuss electronically areas of
interest in different ways, and to review different opinions and information surrounding
such subjects.

Shared Network
Drives

Shared network drives work in most organizations to store and categorize information. If
used correctly, and under systematized good practices, they can enable better retrieval of
knowledge and improved information sharing across an organization.

Source: Adapted from Ben Ramalingam. 2006. Tools for Knowledge and Learning: A Guide for Development and Humanitarian Organizations. Overseas
Development Institute.

Auditing the Lessons Architecture
In ADB, and most likely in other development agencies, there has been a dire absence
of work to find out what helps or hinders the transfer of knowledge through evaluation
studies. Auditing the Lessons Architecture highlights the contribution that knowledge
audits can make to organizational learning and organizational health. With emphasis
on the organizational context for learning, it shows with a real-life example how they
open opportunities in strategy development, management techniques, collaboration
mechanisms, knowledge sharing and learning, and knowledge capture and storage.
Responses to the survey of perceptions conducted in 2007 provide entry points
against which the Operations Evaluation Department in ADB can take measures to tie in
with audiences, as well as a comprehensive baseline assessment.
Much as Learning Lessons in ADB, which set the strategic framework for knowledge
management in operations evaluation, this booklet was published to share a formal
knowledge product that has implications for development thinking.
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