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Executive Summary

The management of CENN, aware of the fact that knowledge - intellectual capital - is the basic foundation for the sustainable development of any organization, has established, as a strategic objective, the need to develop and implement an appropriate Knowledge Management Policy that fosters initiatives, procedures and tools that will allow CENN to use effectively its intellectual capital. 
The intellectual capital of the organization depends to a large extent on all the persons who are part of it, but it also depends on its operational and organizational structures and on internal and external relations with all stakeholders. 
In most organizations there are two types of knowledge assets. The first is information that the organizations hold and this can include reports of different projects, researches, different type of databases. As a good rule this information can be stored either electronically or on paper. The second and much more elusive asset is the knowledge, skills and experience that is in the heads of employees, which is often the most valuable asset that an organization holds. The major difficulty with unlocking this value is to work out an effective methodology to recognize, generate, share and manage that knowledge. 

This document represents the Knowledge Management Policy of CENN that is developed on the bases of CENN Charter, Strategy for 2011-14, Operational Manual, as well as on the situation analysis and consultations with CENN’s staff and stakeholders. It has been developed to assist CENN in identifying its knowledge assets and details strategies for storing the knowledge and sharing it across the organization and key stakeholders. 
Purpose of Knowledge Management Policy
The purpose of CENN Knowledge Management (KM) Policy is to facilitate:

· identification and analysis of available and required knowledge, and the subsequent planning and control of actions to develop knowledge capital so as to fulfill organizational objectives;

· systematic and organized attempts to store and use knowledge assets in a way to perfect the performance of the organization.
The KM policy will seek to enable and support effective achievement of the CENN mission and meet the following principles: 

· ensure knowledge assets are identified, available, shared, preserved and managed to maximize effective operation of the organization;  
· ensure assets are considered to include both tangible assets (i.e. reports, presentations, etc.) and tacit knowledge including both know-how and key skills;  

· provide incentives to promote a learning culture and its role as a key differentiator in achieving objectives of the organization;

· encourage innovation by creating an open and transparent environment with good practice and documentation managed and shared appropriately.
1. Knowledge Management Policy Statement

CENN is a non-governmental, regional organization established in 1998 and specialized in the fields of civil society development and institutional strengthening, environmental research and policy, resources management, compliance management, sustainable development and communication. CENN has around 11 years experience in delivering modern solutions for the public and business sectors, as well as communities. 
CENN seeks to be a learning organization, active in knowledge management. It is CENN’s policy to make conscious efforts to encourage the creation, sharing, storing and wider use of knowledge at all levels within organization and knowledge community (comprising, in addition to the staff, governmental structures at local and national levels, NGOs/CBOs, and other key stakeholders). It will learn systematically and collectively from its own projects/programs and different initiatives, and from the experience of different stakeholders of the environmental and related sectors, in order to deliver high-quality services and foster modern and sustainable development values and practices in environmental sector.
This document sets out how CENN address knowledge management at different levels in practice.

2. CENN’s Knowledge Management Principles

· Given that knowledge is the principal resource of the organization, both in implementing different projects/programs and gaining new mandates, CENN’s management accords priority importance to knowledge management;
· CENN takes knowledge management specifically into account in all human resource aspects, and places priority on fostering a conducive, motivating learning environment based on a high degree of trust between collaborators throughout the organization;

· All individuals in the organization are expected to respect the knowledge of other people - especially of local communities. Furthermore, staff members are expected to share their knowledge, particularly that of a tacit and implicit nature, in appropriate format. They are also encouraged to convert their knowledge into an explicit form that can be readily shared with others;

· CENN recognizes the importance of information and communication technology for knowledge management, especially in facilitating exchange of knowledge across geographical distances, and invests in its development in accordance with the needs of the organization;
· CENN encourages the introduction, use and development of tools for knowledge capturing, recording, storing and sharing and learning within and between its projects and programmes, and more broadly throughout the organization;

· CENN recognizes that not all operational staff feel comfortable with using information technology, writing reports or making public presentations. In such cases, it supports individuals in developing these skills and/or other skills required to capture their knowledge by other means;
· CENN works closely with its stakeholders in fostering knowledge sharing culture and one specific mechanism for this is CENN E-network and web site; 

· CENN recognizes the challenge to knowledge management posed by the variety of languages used within the organization, and seeks to encourage multi-linguistic competences amongst its staff.
3. Barriers and Challenges of CENN in Terms of Effective Knowledge Management
CENN is a regional, geographically spread organization. Though headquarter of organization is located in Tbilisi, Georgia, the staff members of CENN comprises over 50 individuals in the regions of Georgia and two South Caucasus countries – Armenia and Azerbaijan. As members of the organization, each staff member possesses knowledge that is integral to the work of organization. As an organization, CENN gain mandates from donor organizations to implement projects and programmes, or provide backstopping services, on the basis of the skills and expertise that CENN can offer. 

There are number of barriers to effective knowledge management including: distance, cultural differences and language; and (for some individuals) a reticence to share knowledge. People may not wish to share knowledge for many reasons – such as shyness; not realizing the value of one’s knowledge to someone else; unwillingness to speak about or admit mistakes; a (mistaken) perception that one can gain influence and power by keeping knowledge to oneself, etc. For all these reasons, systematic sharing of knowledge within any organization cannot be expected to occur automatically; it must be introduced and promoted by systematized and organized knowledge management system. 

CENN deals every day with many types of knowledge. Most is integral to the work, deriving from interactions with its stakeholders (including local communities, donors’, governmental structures, NGOs/CBOs) and different type of researches the organization is conducting; however, frequently, this knowledge remains “tacit” – that is to say, it is not systematic, explicit or codified. It is mainly held by individual members of CENN staff. As a result, acquisition and exchange of knowledge are fragmented. This means that it is difficult for staff and other stakeholders to locate and access CENN’s learning in cost-effective ways. 

A number of critical issues that should be considered while developing effective knowledge management system: 
· The careful inventory of knowledge assets is essential for improving an institution’s capabilities and performance in knowledge management, and this must be the starting point for a knowledge management strategy. The experience provides obvious proof that it is essential to build on what one already has, integrate, learn and make adjustments and improvements; 

· Knowledge management initiatives do not succeed when they are merely “bolted to” established activities. Careful attention and institutional leadership are required to ensure that knowledge management initiatives are embedded in the organization’s work processes;
· The roles, responsibilities, competencies and incentives to perform the knowledge management processes and practices need clear, careful and consistent attention and institutional support. Unless competencies are clearly identified and related to performance measurement, it will be difficult to foster accountability.

CENN faces several issues in managing and using its knowledge assets, including: 
· the large amount of different type of material (including reports, power point presentations, maps, photos, skills and abilities, etc.)  that has been accumulated over the 13 years of CENN;

· materials that are in different languages (mainly in Georgian, Russian and English), formats and places and which should have different levels of access (internal and public);

· tools for sharing of documents (reports, photos, maps, etc.) are inadequate.  

· The shared drive (“Common”) has limits in space, and files must be regularly removed; 

· Heavy files sharing, though possible through FTP is unsatisfactory.  

· the lack of a system and established policy for the capture and storage (sometimes some project related information, reports, or photos are kept only on PC of project managers) of knowledge and information;
· the primary tool for sharing of information and knowledge products outside of CENN (except CENN E-network) is the web site that needs further elaboration (especially in terms of converting it into more user friendly site).  
The overcome of the abovementioned obstacles is the challenge for the present KM Policy. 
4. An Inventory of CENN Knowledge Asset
Below is in the matrix is presented the inventory of CENN knowledge assets according to the type of knowledge asset, location, sector and target audience. 
	№
	Type of KM 
	Location
	Sector
	Target audience

	1.
	Narrative reports of different projects
	PCs and back up server
	· Water

· Forest

· Land

· Air 

· Energy   

· Climate change

· Natural Disasters

· Gender 
	CENN staff
Donor organizations 



	2.
	Socio-economical studies / researches
	PCs and back up server
	· Forest 

· Energy   

· Gender 

· Climate change 

· Natural Disasters  
	CENN staff

Governmental structures 

Donor organizations 

International organizations working in the sector 
General public

	3.
	Stakeholder analyses 
	PCs and back up server
	· Forest

· Land

· Air 

· Climate change 
	CENN staff

Governmental structures 

Donor organizations

International organizations working in the sector

	4.
	Environmental Impact Assessment (EIA) Reports
	PCs and back up server
	· Forest

· Railway

· Energy 

· Public participation
	CENN staff

Governmental structures 

Donor organizations

International organizations working in the sector
General public 

	5
	Maps 
	PCs and back up server
	· Water

· Forest

· Land

· Air 

· Natural Disasters
	CENN staff

Governmental structures 

Donor organizations
General public

	6.
	GIS database 
	PCs and back up server
	· Water

· Forest

· Land

· Air 

· Natural Disasters
	Governmental structures 

Donor organizations

International organizations working in the sector

	7.
	Photo material of different meetings, sites, etc.
	PCs and back up server
	· Water

· Forest

· Land

· Air 

· Energy   

· Gender 

· Climate change 

· Natural Disasters
	CENN staff

	
	Video material - Public Social Advertisements (PSA)
	PCs and back up server
	· Water

· Forest

· Land

· Gender 

· Climate change 
	CENN staff

Governmental structures 

International organizations working in the sector

General public 

	8.
	Documentary films 
	Back up server
	· Forest

· Gender

· Climate 

· Energy 
	CENN staff

Governmental structures 

International organizations working in the sector

General public

	9.
	Power point presentations
	PCs and back up server
	· Water

· Forest

· Land

· Air 

· Energy   

· Gender 

· Climate change

· Public participation

· Natural Disasters
	CENN staff
Governmental structures 

General public

	10. 
	Educational materials (brochures, leaflets, training manuals, books)
	Archive 

(Electronic versions are available on back up server) 
	· Water

· Forest

· Land

· Air 

· Energy   

· Gender 

· Public participation

· Climate change 

· Natural Disasters
	Governmental structures 

General public

	11
	Books (Hard copy) 
	Library 
	· Water

· Forest

· Land

· Air 

· Energy   

· Climate change 

· Natural Disasters 

· Public participation

· Gender 
	General public
Governmental structures 




5. Knowledge Management in Practice

Knowledge management entails both an overall organizational approach that fosters learning and sharing, and specific activities that result in this. As set out below, it entails responsibilities at both the organizational and individual level, as well as requiring consideration in the design of projects and programs. Knowledge management at the individual and organization levels is presented according to knowledge management stages: knowledge creation and use, knowledge sharing, knowledge storage.

5.1. Knowledge Management at the Individual Level

Specific ways in which individual staff members of CENN are encouraged to participate in knowledge management are outlined below. 

Knowledge creation and use

· When developing new ideas and interventions, staff members should always consider local knowledge and practice, and what can be learned from local communities and other stakeholders (reports, researches and other products of other organizations); 
· When visiting different projects sites, staff members reflect upon and discuss comparative experience elsewhere. A record of key observations is made in a short report (written up personally
), highlighting key aspects of the visit;
· CENN staff members are also encouraged to seek out ideas from projects and programmes not run by CENN, especially those operating on the same or similar themes CENN is working on;.

· In constantly updating and enhancing their professional knowledge, staff members seek to link their further training (courses undertaken, etc) to organizational knowledge management objectives (enhancing their thematic or methodological skills);
Knowledge sharing

· Staff members who participate in a significant training, seminar, workshop, etc. share with others what they learned, particularly in practice, and/or a short note on the training itself. If the vent was rather important the information/some digest about the event should be developed and disseminated via CENN E-network and posted on CENN web site; 
· Staff members participate in internal face-to-face meeting (including staff meetings) to share ideas and experiences wherever appropriate;
Knowledge storing

· Staff members contribute actively to the documentation of CENN’s field experiences (in written, photographic, or other form), especially where this is of a comparative or analytical nature. They are supported in time allocation/other resources;
· Persons leaving one position to take up another write a final report, focusing on "lessons learned" (both positive and negative experiences - at the organizational and the individual levels);
· For those undergoing a “reintegration” period after working for CENN, a feedback on this process is given (normally in a short written report; Please see CENN Operation Manual, Employee Leaving Orientation Checklist);
5.2. Knowledge Management at the Organizational Level

This section outlines ways in which knowledge management is supported organizationally within CENN.

Knowledge creation and use

· When recruiting new personnel, CENN considers overall needs for building organizational knowledge. Thus, CENN looks not only at specific thematic expertise, but also at wider competences, and how the new recruit will contribute as a team member to organizational knowledge;
· ToRs of all staff contain specific mention of knowledge management tasks;
· Training is planned within teams on a yearly basis, with synergies ensured and experiences shared wherever possible. Collective opportunities for training in tools for knowledge and learning are particularly supported;
· The rotation of staff in different posts is practiced as far as possible.

Knowledge sharing

· A specific criterion in recruitment is a commitment to CENN’s vision and principles, and a willingness and capacity to share knowledge, and to contribute to team learning. New recruits must therefore demonstrate good communication skills;
· Managers within the organization practice a leadership style based on mutual respect, and on facilitation rather than direction – thus, supporting strong team, and wider inter-team, dynamics within the organization. Managers specifically encourage, recognize and reward knowledge sharing initiatives;
· Team-work is strongly promoted through adequate time allocation for team meetings and team building exercises (including appropriate social events), and recognizing good team performance;
· Opportunities for thematic and methodological sharing within offices/teams are regularly created;
· The CENN web site that is one of the tools to share the information should be accomplished
 (updating of electronic library, ensure operation of all links, etc.) and updated on a regular base with information produced by CENN and other relevant organizations;
· Access levels should be determined while sharing different materials produced by CENN: Executive Director, Program Manager, Project Managers / Information Officer / Project Assistants, Public and according to access levels should be determined where this document should be placed;
· Should be ensured development and full operation of the CENN library (that should be updated especially by products produced by CENN). 
Knowledge storing

· An ability to write well in one of the organizational languages (Georgian, Russian or English) – to a standard for publication - is an element taken into account when recruiting new operational staff. Opportunities for existing staff to enhance these skills are supported;
· All forms of documentation are encouraged, not only written documents but also photographs, films, etc – either by staff members who have particular skills in this regard, or by professionals (for which due allowance should be made in project budgets);
· In principle, staff handovers are conducted face to face (in addition to written forms), over a sufficient period of time to allow the sharing of tacit and implicit knowledge;
· For persons retiring or leaving the organization, an exit interview is held, focusing on knowledge transfer. A final report or at least some written exit record (if necessary by the supervisor) is also essential;
· All electronic data of CENN should be named in one style. The general taxonomy to be used to classify CENN materials (in electronic format including own reports and other material as well as materials developed by other organizations): Type, Topics, Author(s), Version (Draft/Final), Language, Date; i.e. Narrative Report_EU REC Land Degradation_CENN_ FINAL_Eng_ _20110426;
· All project should have the folder with the following files (both in electronic and written formats): Administration – including (but not limited) the following files: contract, project proposal, budget; Activities – including meetings, workshops, etc. (including photo materials, minutes, agendas, reports of the events); Media coverage – published newspapers, disseminated digests in CENN E-network, PSAs, etc. Reports – financial and narrative reports; Outputs – reports, researches or other products produced by project; and other files if required; 
· All materials developed by CENN should be placed on personal computers, Ex. Director PC, back-up server, CDs or web site based on the identified level of access. 
· Materials of each program/project/initiation after their completion should be written on CDs and kept in the special program/project/initiation library. 

5.3. Knowledge Management in Project Cycle 
Knowledge management is incorporated into CENN’s project management activities at all stages of the project cycle – planning, monitoring, evaluation and transfer. 

Planning: Experience from any previous phase or related projects/mandates must be analyzed, and the lessons learned should be considered in the new project/mandate design. Efforts must also be made to consider the experiences of projects of a similar nature in different geographical settings. 

Monitoring: Project activities must be monitored throughout implementation - ideally in a manner that maximizes the participation of stakeholders. Whilst focusing on the attainment of agreed objectives, implementation should be sufficiently flexible and open to adapt to changing circumstances, and to incorporate learning achieved through such monitoring – as well as learning from wider knowledge sharing. 
Evaluation: Evaluation is an extension of monitoring, bringing together and analyzing the lessons learned through the course of a project/mandate. CENN is open to both internal and external project evaluations, and committed to objective learning.

Transfer: This entails the feeding back of knowledge gained into new projects and programs, including projects implemented by CENN in similar contexts in other countries, or mandates on similar thematic topics. CENN is committed to the sharing of lessons learned not only amongst the projects/mandates we manage, but also amongst the wider development community.

� See the Field Visit Report Format. 


� Recommendations in this direction are presented in the report: Creating a Knowledge Management Strategy for the Caucasus Environmental NGO Network (CENN) Workshop Report & Recommendations, May 19-20, 2011, Bari Rabin-Solomon, Knowledge Management Consultant











PAGE  
5
© CENN - 2011


