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Introduction

This plan has been developed to guide the deployment of a knowledge sharing system (KSS) to promote the generation and use of lessons learned from implementation of the Integrated Financial Management Program (IFMP).  The system consists of two components:

· A process to ensure that lessons learned and best practices are identified and utilized by all IFM projects 

· An automated tool that allows users to capture lessons learned and best practices and makes them available for access Agency-wide.  

The process will be implemented at all levels of the IFM Program to ensure that knowledge, experiences and best practices are shared among Projects and Centers to increase efficiency and ensure successful implementation of all IFMP modules.  

The IFMP's overall approach to the KSS and its supporting processes, as well as the roles and responsibilities of key personnel, are described in this document.  

1.1 Background

To ensure that lessons gathered from previous experiences are continually used as a resource, and to prevent the recurrence of past mistakes, NASA Procedures and Guidelines (NPG) 7120.5A directs that each Program and Project Manager review and apply significant lessons learned throughout the lifecycle of their Program or Project.  The IFMP KSS is a web-based tool that provides a user-friendly capability to capture and disseminate lessons learned and best practices related to the IFM Program.

IFMP is being implemented using a decentralized approach in which separate modules are being developed and implemented at different Lead Centers (aka, Pilot Centers) prior to rollout to the remaining Centers (aka, Receiving Centers or Implementing Centers), as shown in Figure 1-1.  This approach provides an opportunity for successive module and Center rollout activities to capitalize on the work and lessons learned from prior module projects and rollouts.
Figure 1-1: IFMP Implementation Approach with Lessons Learned Opportunities
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The KSS will address information in terms of lessons learned and best practices.  Lessons learned will be based on observations and activities within the IFMP while best practices will provide sources of important information from industry and other government organizations.
1.1.1 Lessons Learned Defined

The National Aeronautics and Space Administration (NASA) defines a lesson learned as knowledge or understanding gained by experience.  The experience may be positive, as in a successful test or mission, or negative, as in a mishap or failure.  A lesson must be significant in that is has a real or assumed impact on operations; valid in that it is factually and technically correct; and applicable in that it identifies a specific design, process, or decision that reduces or eliminates the potential for failures or mishaps, or reinforces a positive result.  It may also reduce or eliminate recreation of existing processes or documentation.

1.1.2 Best Practices Defined

NASA defines a best practice as a documented strategy, tactic, result or outcome experienced by highly admired companies and the government sector.  In the IFMP context, best practices are sources of external information concerning Enterprise Resource Planning (ERP) implementations, Business Process Reengineering, Training, Risk and Issue Management and other relevant knowledge and experiences generated by industry and the government sector. 

1.2 KSS Purpose

The KSS will capture lessons learned and best practices at critical stages within the program/project lifecycle and make that information widely available to IFMP staff through the KSS tool.  The KSS will:

· Provide an overall process to facilitate the continuous identification, capture, submittal, utilization, and updates of lessons learned and best practices with minimal impact on program resources

· Integrate knowledge into the decision making process by learning from past experiences of team members 

· Promote teamwork, communication, and knowledge sharing

· Create information sharing links across the program and between modules 

· Reduce research time, learning curves, and project startup times
· Provide a KSS tool that utilizes a user-friendly interface to facilitate the submission and retrieval of program knowledge from a centralized repository and make it readily available to a wide audience. 
1.2.1 KSS Alignment with IFMP Mission

The IFMP Mission Statement is: 

IFMP will reengineer NASA’s business infrastructure in the context of industry best practices and implement enabling technology to provide necessary management information to support the Agency’s strategic plan implementation.

The KSS supports the achievement of the IFMP mission by providing a process to capitalize on knowledge gained by Program and Project staff and ensuring that this knowledge is made available and utilized to the extent appropriate by Project staff members who work on subsequent modules.

The KSS directly aligns with three of IFMP’s business drivers, listed below:

· Provide timely, consistent and reliable information for management decisions - By providing lessons learned from the pilot implementation to the remaining centers, potential errors can be avoided and decisions can be made quickly, with current information.

· Enhance information exchange with customers and stakeholders - Lessons learned provide a framework to share information and feedback on business processes and their potential impacts across NASA.

· Attract and retain a world-class workforce - Employees will join and stay an organization that promotes the sharing of information and provides mechanisms that support a learning work environment.

Approach

To avoid some common pitfalls (e.g., cultural barriers, inconsistent identification of lessons) described in the GAO-02-195 report NASA Better Mechanisms Needed for Sharing Information, and to ensure the success of its knowledge sharing efforts, IFMP will use a holistic approach to knowledge sharing.  Rather than implementing a one-dimension solution (i.e., technology only), IFMP will use a knowledge management (KM) best practice, and factor into its plan the six dimensions that influence a knowledge environment: leadership, communication, culture, process, technology and measurement (see Figure 2-1 below).  Each of these factors is discussed below.

Figure 2-1: IFMP Knowledge Management Approach
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2.1 Leadership

The role of leaders in KM is similar to the role of leadership in any initiative.  Leaders must support KM in both word and deed or the initiative will suffer and fail to meet the expectations of the organization and its stakeholders.  Since collaboration and the free exchange of ideas and knowledge are paramount to the success of the project, the IFMP leadership must lead by example, which will help instill a sense of security, confidence and trust among program participants.  IFMP leadership must encourage and enforce the knowledge sharing process to ensure that valuable lessons and best practices are documented and utilized throughout the Program.

2.2 Communication

To facilitate cultural buy-in and update team members on the status of the KSS, an IFMP-wide communications plan will be developed.  The communication strategy will be used during KSS rollout to provide initial information about the system to a target audience and will continue throughout IFMP’s lifecycle to periodically provide users with updates and new information. The communications plan will address two components of communications: promotional and functional.  

The promotional aspect will use multiple means to both promote awareness of the project and its anticipated outcomes, and to demonstrate to stakeholders the value of their participation.  Communicating the "what's in it for me” for each stakeholder will be the major theme of the promotional aspect of the communications campaign.  

The functional aspect addresses those processes, procedures, tools, and other enablers that can be used to facilitate cross-team communications and collaboration.  These processes and procedures will be disseminated via training sessions and online help.

2.3 Culture

The GAO-02-195 report NASA Better Mechanisms Needed for Sharing Information, sites cultural barriers, such as lack of time and the perception of intolerance for mistakes as a challenge to the success of NASA's Lesson Learned Information System (LLIS). 
2.4 Process

According to KM best practices, process is arguably the most important component of a KM initiative.  It is through highly disciplined, efficient and effective processes that information is collected, value is added, and information is transformed into knowledge and delivered to the stakeholders in time to make a positive difference.  

IFMP will use KSS Coordinators at the Program, Projects and Centers to embed knowledge sharing processes into existing work processes, where possible, to help its stakeholders embrace this plan and meld KM practices into their everyday work.  The KSS tool will support knowledge sharing by providing a centralized IFMP repository to store and exchange lessons learned and best practices. The KSS process is described in detail in Section 3.

2.5 Technology

Technology will be used as an enabler of IFMP's overall KM initiative.  The KSS tool, with a robust and user-friendly web interface, has been developed as part of the technology solution for the KM initiative.  This web-based interface and database serves as the technology enabler to submit, store, and retrieve lessons learned and best practices.

2.6 Measurement 

Measurement is key to delivering the promised value to the varying stakeholders who need and want the knowledge that each project area or center has or can acquire.  The measurement plan will focus on two areas: program measures and performance measures.  Program measures will assist IFMP Managers in monitoring and improving the ability to meet the on-time, on-budget aspects of the program.  Performance measures will allow IFMP Managers to judge the effectiveness of utilization of the lessons learned to a project.

KSS success will be measured by the impacts that the KM initiative has had on the user’s ability to make decisions, increase efficiency and learn from past experiences.  As such, project success can be defined as: providing users with the information necessary to integrate information and knowledge into their policies, procedures, decision-making criteria and response times.
KSS Roles and Responsibilities

3.1 Responsibilities

The full support and commitment of the entire Program is required to ensure full benefits realization is achieved from the KSS initiative and to promote cultural buy-in throughout all IFMP levels.

The roles and responsibilities outlined in this section are not intended to be exhaustive.  Rather, these responsibilities should serve as guiding principles for the Program Director, Project Managers, and Program/Project/Center Coordinators.  Responsibilities can and should be amended to fit the organizations that are performing these tasks.  Embedding KM process into existing processes will help stakeholders embrace the plan and adopt KM practices into their everyday work lives.  

Specifically, the Program Director will assign a KSS Program Coordinator who will coordinate the overall KSS process and ensure lessons learned and best practices are available to the IFM staff.  Each Project will assign a KSS Coordinator who will work with the Project Manager to ensure lessons learned are identified and used at the Project level.  Each Center will assign a KSS Coordinator, as part of the Implementation Support Team (IST), to assist the Center Project Managers in identifying and utilizing lessons learned and best practices.  Figure 3-1 shows the organizational relationship of the KSS.

Figure 3-1: Organizational Relationship of the KSS Initiative
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3.1.1 IFMP Program Director

The IFMP Program Director is responsible for establishing and enforcing the use of the KSS by all IFMP staff.  The roles and responsibilities of the IFMP Program Director in support of the KSS are to:

· Sponsor and approve all KSS policies and procedures;

· Promote and foster an environment that encourages and rewards knowledge sharing;

· Designate a KSS Program Coordinator; and

· Ensure that applicable lessons learned and best practices are incorporated into Program planning and processes.

3.1.2 Lead Center Project Managers

Each Lead Center Project Manager is responsible for encouraging and enforcing the use of the KSS at the project level.  The roles and responsibilities of the Lead Center Project Manager are to:
· Promote and foster an environment that encourages and rewards knowledge sharing;

· Designate a KSS Project Coordinator;

· Ensure that lessons learned and best practices are identified and captured during each major phase of the Project; and

· Ensure that applicable lessons learned and best practices are incorporated into Project planning and processes.

3.1.3 Center Implementation Support Team Leads
Each IST Lead is responsible for supporting and facilitating the use of the KSS at his/her respective Center.  The roles and responsibilities of the Center IST Lead are to:

· Promote and foster an environment that encourages and rewards knowledge sharing;

· Designate a Center KSS Coordinator; and
· Assist Receiving Center Project Managers with use of the KSS system.
3.1.4 Receiving Center Project Managers

Each Receiving Center Project Manager is responsible for encouraging and enforcing the use of the KSS for their particular project at the Center level.  The roles and responsibilities of the Receiving Center Project Manager are to:

· Promote and foster an environment that encourages and rewards knowledge sharing;
· 
· Ensure that lessons learned and best practices are identified and captured during each major phase of the Center’s implementation; and
· Ensure that applicable lessons learned and best practices are incorporated into Receiving Center planning and processes.

3.1.5 KSS Program Coordinator

The KSS Program Coordinator is responsible for the overall design and development of KSS processes and procedures and the implementation of the KSS by carrying out the following duties:

· Coordinate with all KSS Project/Center Coordinators to promote participation in the KSS process;

· Oversee and coordinate the design, development, and improvements to the KSS process and supporting technology tool;

· Facilitate the development, documentation and maintenance of KSS procedures;

· Assist IFMP managers in identifying the applicability and significance of experiences;

· Coordinate the screening, implementation, and dissemination of lessons learned and best practice information;

· Evaluate all KSS submissions to ensure they meet the required criteria before adding them to the database (adds or edits key words, supplements or clarifies executive summary);

· Provide feedback to Project/Center Coordinators on topics such as the quality of submission;

· Notify the appropriate KSS Project/Center Coordinator that the lesson or best practice has been posted;

· Validate (on a regular basis) that information in the KSS tool (lessons, best practices, links to documents and external sites, etc.) is current and relevant; and

· Collect metrics to evaluate KSS effectiveness and report these metrics to the appropriate IFMP managers;

· Determine whether the lesson or best practice is applicable to NASA LLIS and, with the Program Director’s approval, submit it to the LLIS if applicable.

3.1.6 KSS Project Coordinators

Each Lead Center Project Manager shall assign a KSS Coordinator whose primary responsibilities are to:

· Solicit and facilitate lessons learned and best practice identification and submissions from their respective subject matter experts (SMEs) and teams;

· Assist the Project Manager in identifying lessons learned and best practices for use on the Project;

· Review submitted lessons learned and best practices for content, completeness, applicability and significance and coordinate approval with the Project Manager;

· Submit approved lessons and best practices to the KSS Program Coordinator for final review and approval; and

· Return lesson or best practice to submitter(s) for completion/clarification if submitted information is incomplete or unclear.

3.1.7 KSS Center Coordinators

Each Receiving Center IST Lead shall assign a KSS Coordinator whose primary responsibilities are to:

· Solicit lessons learned and best practice submissions from their respective subject matter experts (SMEs) and project teams;

· Assist the Receiving Center Project Managers in identifying lessons learned and best practices for use on the IFM Projects;

· Review submitted lessons learned and best practices for content, completeness, applicability and significance and coordinate approval with the Receiving Center Project Managers;

· Submit approved lessons and best practices to the KSS Program Coordinator for final review and approval; and

· Return lesson or best practice to submitter(s) for completion/clarification if submitted information is incomplete/unclear.

3.1.8 Users or Submitters

The user or submitter category includes all Program, Project and Center Mangers and team members, including implementation support teams, process teams, functional teams, and support contractors.

Users/submitters will:

· Actively identify, capture and submit lessons learned and best practices from Project work (past and present) to share with team members via the KSS; 

· Complete the lesson learned and/or best practice submission form according to the established quality standards (i.e., completes all relevant fields with accuracy, submits only appropriate content, etc.);
· Forward lessons learned and/or best practices to their assigned Project or Center Coordinator via the KSS; and
· Periodically review the KSS for lessons learned and best practices that can be applied to their particular Project.

3.1.9 Database and Web Development Resources

The database and Web development resources will:

· Assist in the design and creation of the KSS tool;
· Design the Internet Technology interfaces for the KSS tool;
· Update technology as needed;
· Provide technical support to maintain the KSS tool;
· Back up the content in the KSS tool to ensure data integrity; and
· Assess the performance of the KSS tool and recommends technology changes and/or upgrades to the appropriate contact person (as needed).
3.2 KSS Operating Procedures

A key to success with the KSS is to ensure that touchpoints are established between standard Program, Project and Receiving Center activities and that KSS activities are incorporated into these existing processes.  Figure 3-1 depicts points in the IFMP process where opportunities exist to either identify or utilize lessons learned and/or best practices, and the Project team activities that support identification or use of lessons learned and/or best practices.  Each Lead Center Project and Receiving Center Project will be responsible for using all available opportunities to identify, share and utilize KSS information.

Figure 3-1: KSP and IFMP Process Touchpoints
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3.3 Opportunities for Identifying Lessons Learned

Structured and ad-hoc review points will help create opportunities for the generation and capture of knowledge.  These opportunities include but are not limited to:

· IFMP Module Implementation Reviews

· Monthly and Quarterly Status Reviews 

· Risk and Issue Management Reviews and Reports

· Daily activities and experiences

· Independent Annual Reviews or other independent assessments

· Assessment activities (e.g., Change Management Readiness Reviews)

· Performance or process improvement initiatives

· Completion of IFMP project milestones, such as Critical Design Reviews, Test Readiness Reviews, and Operational Readiness Reviews.
3.4 KSS Identification/Approval Process

All IFMP team members may identify a lesson or best practice and submit it for consideration by his/her coordinator.  Submissions go through an approval process to ensure they meet KSS requirements.  This approval process may include reviews by the individual Project Manager, at his/her discretion.  The approval process will help the Program maintain a disciplined source of useful data and knowledge and prevent users from becoming dissatisfied with unwieldy and marginally useful content.  The submission and approval process is depicted in Figure 3-2.

To be accepted for approval, each lesson must meet at least one of the following IFMP criteria:

· An event or an action taken that:

· Reduces costs

· Mitigates risk

· Saves time

· Eliminates redundancy

· Is of value to others.

The following are examples that do not meet the criteria of a lesson learned:

· Information that is common knowledge (already widely known by the teams)

· Information tied to experiences that are extremely low risk

· Information tied to one-time experiences (e.g., a process that will never be repeated)

· Staff complaints.

Based on these criteria, a coordinator will recommend to the Project Manager if a submission should be:

· Approved – When the potential lesson meets the program-specific criteria 

· Denied – A submission that does not meet the program-specific criteria
· Revised – A submission that seems to meet the program-specific criteria but more information or a clarification is needed before the submittal is approved. 

Figure 3-2: KSS Submission and Approval Process

[image: image4.wmf]Inputs:

- Milestone Reviews

- Monthly and Quarterly Reviews

- Quarterly Risk Reviews

- Assessments

- Project Activities

Lesson Learned or Best

Practice Identified

Submitter develops write-up

and/or collects documents

Submitter uses KSS to

generate Lesson Learned

Appropriate

coordinator reviews

via KSS

Project Manager reviews

for approval and notifies

Program Coordinator

Acceptable

Not Acceptable

Return to Submitter with

instructions to revise and

resubmit

Approved

Return to Submitter with

explanation and no

further action

Program Coordinator

accepts  submission in

KSS and makes

available for use

Is it a valuable

lesson learned?

Disapproved

Yes

No



3.5 Measurement 

Measurement will be focused on leading indicators that produce outcomes and impacts, not on lagging indicators that simply measure activity such as visits to the KSS Website or quantity of documents in the KSS tool.  

More specific measurements will be determined and tracked throughout the KSS initiative; however impact, effects, performance and stakeholder satisfaction will be included in the measurement initiatives.  
Performance Measures should include:

· Did team members claim the KM initiative made a positive impact on their tasks, projects, etc?
· Did the KSS facilitate decision making throughout the IFMP?
· Did the KSS provide opportunities for improved planning and process improvements?

· Are lessons learned or best practices utilized across IFMP as a result of the KSS?
3.6 Success Factors

The IFMP will increase the probability of project success by incorporating the following success factors into the project:

· Establishing upper management commitment, sponsorship and use of the KSS;

· Involving program and project team members at all levels to gain KSS buy-in;

· Creating tailored incentives programs to encourage the submittal and use of the KSS;

· Creating processes and procedures that support the use of the KSS;

· Limiting additional KSS work placed on team members;

· Creating a communications plan to educate relevant parties on project initiatives, milestones, success stories and status updates;

· Reducing cultural barriers to using the KSS by keeping the lessons learned and best practice information relevant, timely and updated; and

· Using metrics to determine project success and deficiencies and modify the plan (as necessary).

KSS Tool User Procedures

The KSS tool supports four main functions: Access, Generation, Utilization and Dissemination, and Updates as shown in Figure 4-1, and discussed below.  For the overall KSS process to be most effective, IFMP will use the KSS tool to support the storage and retrieval of lessons learned and best practices.
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4.1 KSS Tool Access

Access to the KSS Website (http://kss.ifmp.nasa.gov) and database is through a link from the existing IFMP Website in addition to its own unique Web address.  Users can visit the "welcome page", view a lesson or best practice, search or browse for knowledge, and/or submit a lesson or best practice from their desktop. The KSS will be accessible to all appropriate IFMP personnel via the Internet.  

There are two levels of access into the KSS: General access and Coordinator access.  These access levels are described below.  

· General Access - Only NASA employees and approved contractors will have access to the KSS.  To access information from the database users navigate to the KSS Website.  From the Website, the user will able to view submissions to the database, submit a lesson or best practice and search the KSS for relevant information.  Users will also be able to submit feedback through the Website to request information, or suggest improvements.

· Program/Project/Center Coordinator Access – Program/Project/Center Coordinators will set up a login account through the KSS Website Administrator that will enable them to view, edit, submit, delete and approve information.  Only Program, Project or Center Coordinators will have the ability to edit documents that are submitted via the KSS Website.  Only the Program Coordinator will have the ability to actually post submissions to the KSS for IFM community use.
4.2 Generation and Submission  

Any person associated with the IFMP (e.g., team members, program staff, project staff, contractors supporting the program, etc.) can submit a lesson or best practice. Relevant information is submitted online via the KSS Website submission template.  Submissions go through an approval process to ensure they meet KSS requirements for relevance, as described in Section 3.4.  The submissions are also screened by the KSS Program Coordinator to ensure they meet database and structural requirements to facilitate later retrieval of the information. The submittal and approval processes will help the IFMP maintain a disciplined source of useful data and knowledge vs. a cumbersome all-inclusive collection of general information.
4.3 Utilization and Dissemination

The process of utilization involves incorporating and using the knowledge contained in the KSS to improve the execution of program, project and center activities.  This portion of the process reflects where all relevant IFMP team members retrieve needed information, and incorporate it into their projects or decision-making processes. 

The Program and Project and/or Center Coordinators will work with their respective communities to help identify actions that will be taken as a result of the lesson learned.  The Program and Project and/or Center Coordinators should also seek the counsel of SMEs (e.g., Change Management, Risk, Resource Management, etc.) to determine how knowledge gained from lessons should be best applied or to develop strategies to avoid experiences that should not be repeated.

Using a variety of methods, a KSS Program, Project or Center Coordinator can distribute notices to their relevant team members alerting them about applicable lessons and best practices that were entered into the KSS. 

4.4 Retrieval

As described in the GAO-02-195 report NASA Better Mechanisms Needed for Sharing Information, a criticism of NASA’s LLIS system was that many users found the search capabilities inadequate.  To help alleviate this concern, the IFMP has two methods for locating and retrieving information from the KSS database: search and browse.  These retrieval methods are described below.

· Search - The search function of the KSS operates similarly to the Internet search engines that users are familiar with.  Users can type in key words and phrase to search the KSS database for relevant knowledge.  The results of this search will be listed with links to those files that are on external Websites or locations.

· Browse - The Browse function is designed to facilitate a more focused retrieval of program specific information.  Users will select topics from the applicable dropdown lists to narrow their criteria as a means to find relevant data and experiences.  The dropdown lists are based on the program’s Work Breakdown Structure (WBS) to provide users a familiar organizational structure.

Lessons learned and best practices will be disseminated to appropriate program, project and/or center resources.  The best approach to knowledge dissemination will be determined based upon the communication needs of the particular IFMP office or Center.

Potential knowledge dissemination methods are listed below:

· E-mail 

· Meetings (e.g., weekly staff meetings, “all hands” meetings, etc.)

· Publications (e.g., the Informer an IFMP newsletter, etc.)

· Program Reviews, Readiness Reviews, Audits

· After Action Reviews.

To help facilitate the sharing of knowledge the KSS has a “send” function that allows search results of relevant information to be sent or “pushed” in e-mail to another program resource.  It is important to note, however, that currently this e-mail capability does not accommodate all IFMP e-mail systems.

4.5 Updates

To ensure the validity of the knowledge located within the KSS, the KSS tool will be updated on a basis that is deemed appropriate for the KSS target audience.  Metrics will help determine the appropriate frequency of the updates.

Updates will also be based on input provided by KSS users. Users may submit their feedback and/or suggestions for improvement from the “feedback” screen located on the KSS tool Website.  Inputs that can help improve KM processes or KSS tool functionality are necessary to ensure the KM initiative is meeting the knowledge needs of all IFMP team members.

Appendix A: Terms and Acronyms

	Acronym or Term
	Definition

	AARs
	After Action Reviews

	Best Practice
	A documented strategy, tactic, result or outcome experienced by highly admired companies and the government sector

	KSS
	Benchmarking Resource Library

	E-mail
	Electronic Mail

	IFMP
	Integrated Financial Management Program

	Informer
	Monthly newsletter published by the IFMP Office

	IT
	Information Technology

	KM
	Knowledge Management – NASA defines Knowledge Management as the way that organizations create, capture and reuse knowledge to achieve their objectives.

	KM Champion
	A respected individual in an organization that serves as a supporter and promoter of KM initiatives.  In this role, the KM Champion becomes the driving force for ensuring the KM initiative is successful

	Lessons Learned
	Knowledge or understanding (positive or negative) gained by experience. 

	LLIS
	Lessons Learned Information System

	NASA
	National Aeronautics and Space Administration

	SME
	Subject Matter Expert

	WBS
	Work Breakdown Structure
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