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Abstract

Over the last few years there has been a focus on bringing the former competing businesses closer together to leverage collective strengths and increase collaboration.  Building relationships, providing opportunities for interaction and facilitating idea exchange across former business unit boundaries, have been key factors in facilitating the desired changes.

This case study looks at one specific program which is targeted at increasing interactions between product scientists to share knowledge, assist with problem solving and collaborate on development projects.  The approach being taken is to build networks and communities, which represent people from each of the regional operating units and have them interact regularly.  A small team of global employees helped the get the communities established and facilitated initial meetings.  As the communities developed, they became self-directing and managed their own agenda and outcomes.  Communities found specific projects to collaborate on and the networks provided the infrastructure to find others who could assist in opportunity assessment and problem solving. The global team monitored progress, provided support for the community leaders and generated enthusiasm amongst senior stakeholders.
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Introduction

Cadbury Schweppes is a company with a long history and a strong traditional and conservative culture.  However, in it’s relatively recent history it has grown rapidly, largely through acquisition, to become a conglomerate of many cultures with a complex structure and diverse management team.  The profile of the business is quite different now to what it was only 10 years ago.  

· Worlds largest confectionery company

· Third largest soft drink company

· 55,000 employees, 200 countries, 6 continents

· Growth largely through acquisition

· Amalgamation of former competitors

· Different cultures and practices

· Value in leveraging global knowledge & processes

· Significant benefits in sharing and collaboration

The focus on growth has brought many benefits for the shareholders and employees.  However, it has also meant that without an active cultural change program in place, there was not a distinct “Cadbury Schweppes Way”. Many of the newly acquired businesses continued to operate as they had done prior to then becoming part of the Cadbury Schweppes business.  This meant the business became a diverse set of cultures rather than “a single business”.  The key features of this were:

· No common processes being used globally.
· Tools ranged from paper to dedicated software and differed between business units.
· Significant tacit knowledge and experience spread globally, but very little interaction

· Lean business and individual structures limited opportunities for collaboration

· No global strategic program to facilitate interactions

· No cases of demonstrated benefits from the collective knowledge.
The implications for the business of this status, was that it was difficult to leverage our strengths and to address opportunities and issues where there was already experience of how to address these within the business.  There was recognition that the business could be more productive by addressing the following points:

· Get the most out of what we have globally

· Understand what we have that can be leveraged

· Align programs (requiring better knowledge management practices) with global strategies

· Build active networks and communities of practice

· Build and facilitate a collaborative culture

· Focus on some specific projects with tangible benefits

· Demonstrate early benefits to build confidence and reduce resistance to change

There were some like-minded people in the organisation who thought that “implementing a Knowledge Management Program” would be enable the business to address some of these issues.  They started to lobby the management, but found a number of barriers in their path, including:

· Independent “regions” each separately managed

· Minimal reasons for interaction

· “Many hats”, too busy, need to deliver for my boss

· Don’t know (trust) anyone who I can benefit from

· Knowledge had been “tried before” without benefits

· Community = Portal, Knowledge = Document

· One page flyer mentality

· Isn’t that just common sense?

· Nice Idea, but too idealistic!

The Program

The aim of the knowledge program at the simplest level is to get people to share what they know in order to maximise leverage of what we already have.  This was reinforced through a number of specific objectives, which are necessary to make the overall aims more tangible and build credibility that we would actually deliver some tangible benefits.

Program Goals

· Create networks and communities amongst scientific personnel to increase awareness, collaboration and interactions for capability development and problem solving.  

· Support these activities with processes and tools for virtual project management and collation and sharing of technical information and ideas.

· An evolution in how we interact, behave, build our capability and leverage what we have.

The key selling overview image was showing the focus was on the people whilst being aligned to processes and tools.
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Program Approach

Due to the large size of the organisation and the limited resources to drive the program, it was not considered possible to drive a large change program.  The approach was to change behaviours across individuals with similar interests and then widen the scope of activities from the initial foundations based on the successes from the initial small groups.  Messages communicated were:

· Help you to help yourself
· Capability development and support

· Local ownership of projects

· Global visibility of sharing behaviours (eg. Smart Variety)

· Self-sustainability through key facilitators and leaders

· Building of Networks and Communities

· Ongoing capability development

· Portal and other support tools

· Peer interactions, virtual project teams and ability to locate specific expertise

An adaptation of the thinking used by the Cynefin Centre was used, but without trying to teach the theory to the individuals involved.  Cynefin approaches were considered the most appropriate as the development of networks and communities is an unpredictable environment and highly reliant upon the interactions between people.  The adaptation of Cynefin approach (shown in the slide below) is a highly simplified version, but was found to be a good place to start for this organisation.  It involves getting people together and allowing the to interact within certain boundaries, but without applying much control.  As the interactions are allowed to occur the behaviours and outputs are observed and positive trends encouraged.  Activities that are not considered to be beneficial are quietly discouraged with the aim that the overall trend is towards beneficial outcomes for the participants and the organisation.  The cycle of act, sense how this is progressing and then respond with the appropriate intervention (encourage or discourage) is repeated as the participants work together.
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Engagement: Getting started

Getting the initial support and momentum is easy to do in principle, but difficult when the specific resource allocation is required.  Everyone will agree that collaborating more and developing better relationships is a great thing to do and a “no-brainer”.  However, the practicalities (read cost and time away from the job) and benefits of putting people face to face with people on the other side of the world is not sell, especially when the outcomes are not clearly defined up front.  One of the features of an evolving community is that you don’t know exactly what the outcomes will be.  If you knew that, why do you have to get them together?  True innovation comes from the interactions themselves and is unpredictable.  To get support for the communities and get permission to draw key employees away from the day job, we had to create “un-miss-able” opportunities for people to participate in.  Even once gaining permission, arguments about who should pay for the expenses becomes a challenge and can cause non-participation.

People don’t “get it” unless the logic of what is being done is made very clear and some tangibles are highlighted.  There needs to be a vision created which has obvious tangible links to the business strategy (or even how the KM program is part of the implementation plan for the strategy).  The logic works best if broken down into three levels:  Where are we going? (High level vision),  How we are going to get there? (Strategy) and What specific tasks will be delivered? (The Plan).  It is important to have these documents, but in reality it is not possible to predict what specific outcomes there will be or even the accurate course that will be taken.  The saving grace is knowing that no one else will read them.  They will be quickly scanned for feasibility and a rough credibility check, but the reality is the value in creating them is mainly to generate some structure for your own analysis and set the general direction.  The actual execution will be like sailing, you need to tack differently depending upon the context and circumstances you find as you proceed.

People are more easily engaged if they can relate to your program in some way.  Story is a great way to get the involvement as people can see themselves as a participant in your story and relate to why they would want to support the program.  The vision we created worked well in a highly fragmented business where people knew we were not leveraging all of the expertise we had.  We built the vision around this known opportunity to leverage more by posing the question “What does KM good look like?” 

Create the vision: “What does KM good look like?”

· People know who their peers are and they have a working relationship with them

· People with opportunities or issues can quickly find who in the global business has knowledge of this and can help

· People positively interact

· We can see tangible benefits arising from collaborative projects

· Interaction is made more effective and efficient through standardised tools like myCS.net

Create a story to bring the vision to life 

The vision was supplemented with something the stakeholders can identify with.  Something to involve their sub-conscientious.  They were asked:

Imagine when…..

· CS S&T personnel have a very good understanding of what knowledge, capabilities and expertise we have across our global businesses

· We exercise agile processes that quickly bring together the right teams to address development needs and innovation requirements

· Everyone knows how to quickly access the people they need to assist them, they are confident that their request for help will be positively addressed and they trust what their professional networks deliver for them. 

…. morale is up, creativity and innovation are maximised and value generation is booming. 

An image always says a lot more than a page of text, and a page of text is as much as will be read.  We tried to deliver all key messages on less than a page and as an image where possible.  The image below is one that was successfully used for a 5-year strategy and generated support for the program.
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However, once the vision and concept are sold, the images need to show something more concrete than some people working together.  It is necessary to introduce some tangibles into the story to provide something they can see being delivered.  One way to communicate this is again stories and images.  Attempts were made to capture stories of successes where benefits have been delivered as we proceeded.  These need to be heard at the senior stakeholder level in order to ensure ongoing support and if possibly in an informal setting.  Management can understand (and therefore buy-into) the idea that there are people that need help and that there are probably people who know the answer.  We used several stories that showed how the program linked people who needed help with those that could help and what the outcomes were when this happened.  These stories were supported by images reinforcing the relationship to the deliverables, like the networks and communities and the supporting tools such as the portal.  We knew we were being successful when several senior managers were discussing one such story over lunch.
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Back the vision up with a strategy and plan

Senior stakeholders don’t need to know the details of the plan and will not (and probably should not) be interested in this level of documentation.  However, you have to have a plan and they need to know there is one and that it is being implemented successfully.  This will be judged by the benefits you promised being delivered within a reasonable timeframe.  

It is important to simplify the program into easily digestible themes or focus areas.  This provides focus on the key areas, ensures that all aspects of the program are being addressed in alignment and makes the progress easier to “bundle” for communication.  The focus areas (sometimes also referred to as tracks) used in the S&T Strategy were as listed in the image below:
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The five focus areas are shown in order of importance from top to bottom.  The people orientated focus of Networks and Communities is the track that drives the success of the program, as “knowledge flow” is a human dependent activity.  It requires relationships to established and then built upon to work well.  This has been especially difficult for us as the opportunity to get people together is expensive and inconvenient.  Everyone has demanding “day-jobs” to complete and the communities are all spread geographically.  Without initial face to face interactions the development of trust is retarded.  Without trust between the team members, it is difficult to get them to share what they know.  This is especially relevant in a large global company where restructures and realignment of the business are reasonably common.  In such an environment, one’s knowledge can be seen as the competitive advantage over other employees for either promotion opportunities or being retained of staff reductions occur.  

Where face-to-face interactions have been possible the community interactions build much faster and the relationships become stronger.  Having met other members, people were more prepared to share what they know and interaction more openly.  There is little substitute for direct human interaction in the development of productive communities.  However, as we were not able to achieve this in many of our communities we had to rely upon technology to help us to develop community interactions.  This is where the other focus areas became very important.  The portal and the “Know Who database” made it possible to view a photo and some background of the other members in the virtual community.  This makes a big difference to the interactions and relationships at the beginning.

Reporting on progress within the project team was through these tracks, but reporting up to senior management was in a much more summarised form.  We had to make sure that there was something positive to report back every couple of months to ensure the program stayed on the priority agenda and was continuing to deliver benefits in order for the program to continue to receive attention and support.

Addressing the barriers 

As with all change programs we encountered a range of barriers.  We did not attempt to address all of these for all people, as it would have taken too much effort.  Our approach was to propose specific projects and only address the barriers that applied specifically to that project.

The common barriers for many projects were:

· “Many hats”, too busy, need to deliver for my boss

· Don’t know (trust) anyone who I can benefit from

· Knowledge had been “tried before” without benefits

· Community = Portal, Knowledge = Document

· Independent “regions” each separately managed, minimal reasons for interaction

· One page summary mentality

· Isn’t that just common sense?

· Nice Idea, but too idealistic!

The community managers and the global team needed to address these issues with pragmatic solutions as they arose.  To accommodate these they needed to be very flexible, especially in the early stages.  There were some communities that did not get off the ground as a result of too many insurmountable barriers.  These will be tried again at a later time and perhaps with a slightly different approach, context and group of people.

Move ahead with a practical approach

Getting the communities started requires some focus and clarity of thinking.  Initial community membership should be handpicked to get the right mix of people.  “Forced enlistment” does not work.  However, there is a fine line between this and “encouraged volunteerism”.  Many people, if approach in the right way (I.E. are asked  and provided with the choice of leading a community, whilst explaining why senior management thought they would be the perfect candidate) will be eager to demonstrate they are a worthy choice.  This is where being able to slip names of senior managers who support the program into the conversation is important and why stakeholder support is so critical to success.  

Selecting the community leaders is a critical factor.  Their ability to focus the community and ensure they collaborate well, determines if the group will “gel” and both enjoy the experience and deliver benefits.  Both enjoyment and benefit delivery are required for the community to be self-sustaining.  Without either of these, the community will whither and eventually die out.

Once the leader is in place, they need to be trained in how to facilitate the community without becoming the community.  They are provide with some initial training and asked to follow the generic process below:

· Identify and engage the people to participate (individually)

· Collectively agree the purpose of the community

· Debate which activities add value by collaborating

· Agree priorities and resources to deliver priorities

· Provide support tools

· Act, Sense, Respond

· Collaborate & monitor value created

· Grow the membership to beyond critical mass

· Inform others of the progress and value delivered

· Upon completion of projects (or periodically) go back to beginning

Implementation: Maintaining momentum

There is so much to do, it becomes difficult to focus on some specific pieces of work that can deliver benefits.  The KM team built a priorities list that could deliver benefits in the medium term (driving further support) and which were pressing issues for the senior management.  Several discrete projects and one pilot network with four communities were chosen as the initial priorities list.  There were many other possibilities, but we considered the best use of our limited resources was to run with one short list to concentrate our efforts and get some experience in delivery.  

We targeted projects with specific deliverable outcomes, even though some of these were not as significant as some other possible projects.  In an aggressive operating business, where being seen to take action is sometimes more highly regarded than thinking or theorising, this approach was considered to be best at the beginning.  We did the thinking and dialogue before-hand and facilitated the community members to do the delivering of visible benefits.  The plan being that some early delivery of benefits will be critical to ongoing support and freeing of more resources for the more significant projects.

Focus on People and human interactions

With people from a wide range of cultures represented (European, American, African, Asian and Australian) it is impossible to find a “single message and approach” which was engaging to all. Whilst the global objectives remain the same, the method of delivery needs to be adjusted to drive ownership and involvement.  Generally individuals need to be individually engaged with a message tailored to them.  Each stakeholder is individually assessed and the direct benefits to them as an individual and to their part of the business is assessed and are targeted as the key messages in the initial stakeholder engagement sessions.  Most operational business personnel buy-in to the concept of sharing, but they want to know how they will benefit from others before they commit.  

Selection of the right individuals

Competent community leaders don’t grow on trees (and if they did they may not be at the top of the tree either, they could be anywhere in the organisation).  Finding the right person to lead the community is not an easy task.  Many of the people with good people capability skills and the right attitude are seen as key people in the business and too busy to make available for “yet another global initiative”. Often the perfect person is already a significant player in many initiatives and even though they have the right skills and contacts, they may not have the time to do the role justice.  

The ideal skill-set desired in a community leader indicates why they are hard to find:

· Ability to facilitate a group rather than manage the group

· Positive “can do” attitude generating enthusiasm amongst others

· Ability to champion the changes amongst their peers

· Good communications and interpersonal skills

· Competent at all levels, Senior management to new recruit and Vision down to Tasks

· Prepared to take ownership when the need arises, but rapidly hand back to group

· Part of the solution, not part of the problem

· Predictive rather than reactive 
· Respected by peers and recognised as a “go to” person

· Sense of humour, ability to speak metaphor and tell interesting stories in context

· Diverse management background

· Culturally sensitive

· Good process knowledge
· Problem solving capability

· Technical & Systems aptitude

Finding such a person is rare, so most community managers need to be developed into the role.
Development of the community leaders

The most significant success criterion in developing a competent community manager is to select someone with the right attitude and interpersonal skills.  The main qualifications, especially early in the community development, are to have a thick skin, lots of perseverance and a positive demeanour.  They need to be able to organise the group and maintain the enthusiasm until the benefits start to generate sufficient enthusiasm to become self-supporting.  The global KM program team need to support the community leaders and develop a community of community leaders so they can support each other.

Harnessing enthusiasm and driving change

The initial meetings go well as the activities are novel and a change from the daily routine.  Generally the early participants tend to be enthusiastic about making changes and the community provides a set of people with similar common interests and often, similar views.  However, unless some changes are generated quite early, the enthusiasm wanes and people stop participating.  This is why it is critical to get the membership to agree the purpose and initial priorities early in the forming of the community.  

Change programs usually spiral.  Success generates more successes and increased participation. However, lack of success rapidly generated disinterest or worse, blame.  Close monitoring of the communities is important to make sure the spiral in heading in the right direction and for the right reasons.  Intervention may be necessary to bring the community back into the right direction.  This may involve dialoguing the purpose and refocusing the projects to realign with the purpose, or the company strategy, or maybe to change the purpose.

Pull mentality rather than push

Initially we tried to push people into sharing, but quickly found this was simply not feasible.  The harder you push, the more resistance you generate.  We adjusted our approach to selecting those with an interest in sharing and had them collaborate on small projects.  As others saw these initial people having the freedom and support to work on virtual teams others became more interested in participating.  It is still early days, but we expect this trend to grow as more people become aware, almost by osmosis, that virtual teams are collaborating on interesting project.  The ticket to entry is participation and sharing.

Employ a diversity of management techniques

To address the challenges of keeping the program moving forward, the team need to call upon diverse aspects of management.  More than anything else, actively managing the transition of how people think and work determines the success or failure of the program.  Whilst focusing on change management other management disciplines being used in parallel are, program and project management, cultural development, individual development, process development, tools and content development.  Community leaders need to be selected on their interpersonal skills more than their technical expertise.  They need to have (or obtain) competency in all these disciplines of management to have the credibility to lead the groups of experts through to tangible outputs.

Technology to make interactions easier and more convenient

The design and implementation of supporting tools to enable easier virtual interactions was a key challenge for the global support team.  Tools included teleconferencing, videoconferencing, internet application sharing and training and an intranet portal.  The portal is the main collaboration support tool through a document repository, on line discussions, expertise and experience listings, project management functions and fully indexed search capability.  Whilst the portal has proven useful to some people, it has difficult to engage people with a reluctance to adopt new technology unless there was a specific need or immediate benefit for them.  

Facilitation of meetings (either virtual or face to face) has proved more productive in generating positive outcomes.  As others have found, the virtual interactions become increasingly easier the more people are involved in them and the better they get to know and trust each other.  Change of process and change of tools (primarily from email to portal) has to be actively managed through direct usage.  Most people have been willing to change once they have experienced the benefits of working differently.  However, initiating the changes and maintaining them long enough to become the new standard is difficult.

Governance and Monitoring

We have a small international virtual team who manage the overall knowledge agenda and determine the priorities.  This team meets every 2 weeks and represents management levels 3-5.  Two members sit of the global Science and Technology leadership team, which provides a direct link into the most senior level of the organisation.  This has been absolutely necessary to engage the global senior management and to provide the attention needed to free resources to be able to participate in the community activities.

The initial priorities set by the global KM Leadership team were:

Knowledge Networks and Communities  (short term focus)
· Early focus is CHOCNET (Chocolate Network) and it’s communities

· Building content through a small team

· Build and demonstrate capabilities of myCS portal and Know Who database

· Liaising with existing communities to expand and provide tools for them to operate more effectively 

· Develop Packaging, Nutrition, Allergen, Ingredient group interactions (with limited tools)

· Planning for additional networks for next year

Wider Knowledge Management agenda (medium/long term focus)
· Knowledge opportunities and issues solution development

· Collaborative culture development

· Close HR liaison on KM aspects of capability development

· S&T a “desired destination” for knowledge across business

Governance within the communities themselves is necessary, but somewhat more difficult to define.  The desire is for the communities to be self-supporting and self-governing, but within some boundaries (such as they are delivering benefits back to members and to the business and that people are being treated with respect).  The KM Leadership team were careful to monitor and guide rather than manage or prescribe through the community leaders, but kept a close watch on developments and outputs from the communities.

Outcomes to Date

There were 2 networks and 4 communities established initially.  Of the four communities in the Chocolate Network, 3 had considerable success at building relationships and 1 did not really get off the ground as planned.  Two communities generated active virtual project teams which have delivered benefits to the participants, but the wider business is probably somewhat unaware of these.  Amongst conservative scientists in a conservative business this is seen as being a good step forward.  In the Technical Data Network there are 3 new communities being established, one of which (Ingredients community) has already delivered some significant benefits in generation of standards and building some commonality of processes across business.

The Chocolate Network pilot program was considered a success and several other networks are being launched with the same approach.  The portal has been expanded to provide a common space for information dissemination for all S&T employees globally and as a place to collaborate through on-line projects and discussions. 

As a result of these interactions, there have been several issues resolved for one business by a person in another business that would not have previously been contacted.  There have also been a few instances where a person from one part of the business has been involved in training people in another country in a newly standardised process and supporting tools.

Lessons Learnt

We continue to learn from our interactions and slowly the culture is becoming more supportive of a collaborative approach.  There were some specific lessons that should be mentioned which may be transferable to other organisations in the right context.

· Senior stakeholders require constant engagement.

· Benefits speak louder than visions.

· Ownership requires direct involvement/participation.

· Knowledge leverage requires humans and the right culture.

· Need to prepare the organisation for change.

· Need to proactively mange the change in pieces.

· Starting requires a specific project with tangible outcomes.

· Sustained success requires integration of many disciplines.

· Plan BUT … start, monitor, sense what to do next and then respond.

· Tools are necessary to support the activities and can be very frustrating to maintain

The key messages we would provide to any team starting a new community or knowledge related program are:

· Effective KM programs require a multi-disciplined approach and need to involve  specific “workable and worthwhile” projects (not just educate on theory)

· “Show me the benefits!”

· Adjust your approach to your different audiences

· There IS one version of the truth, but many ways to needed understand it

· Focus on (the many different) people aspects

· Talk, engage, excite and deliver together


· Write the vision, the strategy and the plan (for yourself)

· But don’t expect ANYONE else to read it

· The “one page summary” is the best you can expect anyone to read
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