Sharing Knowledge, Improving Practice, Changing Lives NHS

A Knowledge Management Strategy and Action Plan for Social ] I r\ I S 8 S, e’

Services Edducation
nElilsa far Rassarch & fiuy
nnoyalicn in Social SErsces

r
Scotland

[ ¥mvelarge Services

Sharing Knowledge, Improving Practice,
Changing Lives

Appendices




Sharing Knowledge, Improving Practice, Changing Lives N H
A Knowledge Management Strategy and Action Plan for Social S
g Harsgoment ity (riss
Y nncvaiion n Socier Sevsces

Services Education
for
Seotland

[ Homwledge Sereces

Appendix 1: Bibliography

21st Century Social Work Review Group (2006) Changing Lives: Report of the 21st Century
Social Work Review. Edinburgh: Scottish Executive. Available at:
http://www.scotland.gov.uk/Publications/2006/02/02094408/16.

Allee, V. (1997), ‘The Knowledge Evolution: Expanding Organisational Intelligence’,
Butterworth Heinemann, Boston, MA.

Berman, Y. (1996). ‘Discussion Groups on the Internet as Sources of Information: The Case
of Social Work’, Aslib Proceedings. 48 (2), p31-36.

Berry, K (2008), ‘Social Work Services in Scotland’, SPICe briefing, Scottish Parliament.
Available at http://www.scottish.parliament.uk/business/research/briefings-08/SB08-52.pdf,
page 4

Bhatt G D, 2000, ‘Organising Knowledge in the Knowledge Development.

Booth, SH & Booth, A (2003), ‘The Need for Information and Research Skills Training to
Support Evidence-Based Social Care: A Literature Review and Survey’, Learning in Health
and Social Care, Volume 2, Issue 4, Pages 191 — 201.

Continuous Learning Framework. Available at,
http://www.sssc.uk.com/Education+and+training/Continuous+Learning+Framework/Continuo
us+Learning+Framework.htm

Department for Education & Skills/Department of Health (2005), A Guide to Promote a
Shared Understanding of the Benefits of Managed Local Networks. London.

Drucker, P (1993), ‘Post Capatalist Society’, Harper Row, New York.

Ebers, M. (1997), Explaining Inter-Organisational Network Formation, in Ebers, M. (ed), The
Formation of Inter-Organisational Networks, Oxford University Press.

Education and Lifelong Learning Research Findings No.38/2008: Evaluation of Leading to
Deliver. Available at, http://www.scotland.gov.uk/Publications/2008/10/02133159/1

European Guide to Good Practice in Knowledge Management - Part 2: Organisational
Culture, pages 21-22. Available at, ftp://cenftp1.cenorm.be/PUBLIC/CWAs/e-
Europe/KM/CWA14924-02-2004-Mar.pdf

Fox, M (2004), ‘Mapping and Evaluation of Social Care Knowledge Sources and Services
Potentially Accessible via the NHS Scotland E-Library to Support Social Work Practitioners
in Scotland’, unpublished dissertation, University of Strathclyde.

Garvin, D.A. (1993), ‘Building a Learning Organisation’, Harvard Business Review, July-
August, pp. 78-91.

Goad, TW (2002), ‘Information Literacy and Workplace Performance’, Greenwood publishing
group.




Sharing Knowledge, Improving Practice, Changing Lives N H
A Knowledge Management Strategy and Action Plan for Social S
g Harsgoment ity (riss
. : :\.II J':'. ; '-:..-. .:::\. SIAICEs

Services Education
for
Seotland

[ Homwledge Sereces

Goodwin, N. (2004) Managing Across Diverse Networks of Care: Lessons from Other
Sectors. London School of Hygiene and Tropical Medicine.

Gurteen D, 1999, ‘Creating a Knowledge Sharing Culture’, KnowledgeManagement
Magazine, Vol. 2, Issue 5.

Harrington, P. (2003). ‘A Preliminary Investigation into Social Worker Information Needs’,
unpublished MA dissertation, London Metropolitan University.

Joint Improvement Team (2006a), An Independent Evaluation Report Scoping the Lessons
Learned in the Development of a Managed Clinical Network. Edinburgh.

Kickert, W.J.M., Klijn, E.H. and Koppenjan, J.F.M. (eds), Managing Complex Networks:
Strategies for the Public Sector. London: Sage.

Leadership and management Change Programme. Available at,
http://www.socialworkscotland.org.uk/programme2.php

Leadership Framework. Available at, http://member.goodpractice.net/SS-LIC/Welcome.ap

Leibowitz, J & Beckman, T (1998), ‘Knowledge Organisations: What Every Manager Should
Know’, CRC press; Boca Raton.

McDermott, R & O’Dell, C (2001); ‘Overcoming Cultural Barriers to Sharing Knowledge’,
Journal of Knowledge Management, Volume 5; Number 1, Pages 76-85.

Moseley, A. (2004). ‘The Internet: can you get away without it? Supporting the caring
professions in accessing research for practice’, Journal of Integrated Care, 12 (3), p30-37.
National Strategy for the Development of the Social Service Workforce in Scotland - A Plan
for Action 2005 — 2010. Available at
http://www.scotland.gov.uk/Publications/2005/11/07104403/44046

NHS Education for Scotland (2007) A Quality Assurance Framework for Knowledge Services
Supporting NHS Scotland. Edinburgh.

Nonaka, I. (1994), ‘The Knowledge Creating Company’, Harvard Business Review,
November- December.

Personalisation: an Agreed Understanding. Edinburgh: Scottish Government. Available at,
http://www.socialworkscotland.org.uk/resources/private/Personalisation.pdf

Probst G, Raub S, Romhardt K, (2000), ‘Managing Knowledge: Building Blocks for Success’,
Wiley.

Provan, K. and Milward, H. (2001), Do Networks Really Work? A Framework for Evaluating
Public Sector Organisational Networks. Public Administration Review, Vol.61,No.4.
Rosenhead, J (1998), ‘Rational Analysis of a Problematic World’, Wiley, Chichester.
Schein, E (1990); 'Organisational Culture and Leadership'; Jossey-Bass; San Francisco.
Scottish Executive Health Department (2007). Strengthening the Role of Managed Clinical
Networks. HDL (2007) 21.




Sharing Knowledge, Improving Practice, Changing Lives N H
A Knowledge Management Strategy and Action Plan for Social S
g Harsgoment ity (riss
Y nncvaiion n Socier Sevsces

Services Education
for
Seotland

[ Homwledge Sereces

Skinner, K (2008), ‘Towards a Research and Development (R&D) Strategy — Executive
Summary’, Institute of Research and Innovation in Social Services, page 1. Available at,
http://www.iriss.ac.uk/files/Rand%20D%20Exec%20SummmaryOct.08.pdf.

Steiner, J. (1923). ‘The Reading Habits of the Social Worker’, Journal of Social Forces, 1 (4).
Available at, http://www.dh.gov.uk/assetRoot/04/01/23/99/04012399.pdf.

Turbin, E, McLean, E & Wetherbe, J (2002), 'Information Technology for Management -
Transforming Business in the Digital Economy', John Wiley & Sons Inc, New York.
Vine, M. (1971), ‘The Information Needs of Social Workers’, Bath, University of Bath.
Watson, M (2007), ‘Knowledge Management in Health and Social Care’, Journal of
Integrated Care, Volume 15, Issue 1, Pages 27.

Wild, RH (2002), ‘A Framework for E-learning as a Tool for Knowledge Management’,
Industrial Management and Data Systems, Volume 102, Number 7, Pages 371-380.Wilson,
T.D. and Streatfield, D.R. (1980), “You can observe a lot — a study of information use in local
authority social services departments conducted by project INISS’, Sheffield: University of
Sheffield.




Sharing Knowledge, Improving Practice, Changing Lives N H

A Knowledge Management Strategy and Action Plan for Social S, o’
Services f I P | S S Euufc:rtlon
@Y |nountic in Savial Serices Scotland

[ Homwledge Sereces

Appendix 2: Methodology

The consultation and analysis process employed to develop this strategy was in four stages
as outlined below.

Stage one

Stage one began during June 2008 with two workshops gathering together key strategic and
operational stakeholders to discuss initial thoughts on the need for a knowledge
management strategy for social services in Scotland. These workshops provided early
insights into vision and benefits as well as possible enablers.

A literature search, 16 interviews and three shadowing sessions took place during
September to November 2008. The literature search provided contextual research and
policy information, across the field. This was then used to devise an interview schedule and
methodology. In advance of the interview, participants were provided with a copy of the
interview schedule (see appendix five), intended to focus discussions on the national
Changing Lives' priorities and the ways in which knowledge and information support could
support their organisations in fulfilling their individual business objectives. A schematic was
also forwarded outlining high-level conceptual connections between knowledge and
information management and the key themes of Changing Lives". The interviews were
approached flexibly, but these conceptual models were always kept in mind as the loose
overall structure for the discussion.

The interviews were informal in nature and were recorded. Each interview was transcribed
and returned to the interviewees for comment. Thematic analysis established themes and
key priorities for information and knowledge management, identifying key quotations while
maintaining interviewees’ anonymity.

The three days of shadowing took place which afforded the opportunity to speak to frontline
practitioners, delivering services on the coal face. These shadowing sessions were informal
in nature but provided great insights into what is currently being done well in the sector and
also areas where knowledge and information could support and enhance service delivery.
After the three days of shadowing, the points noted after each session were grouped into the
key ingredients of any successful knowledge management initiative:

e People
e Processes

e Technology

Knowledge and information solutions not only emerged from these sessions, but were also
suggested from front line practitioners. These solutions have been incorporated throughout
the discussion paper.

In combination, the literature review, series of interviews with senior strategic stakeholders

and shadowing sessions, have formed the basis for the current discussion paper, they
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afforded valuable insights into the existing knowledge and information infrastructure within
Social Services in Scotland, together with key strategic needs and issues which the future
knowledge management strategy will need to support.

Stage two

The findings from stage one formed the basis of a strategic discussion paper outlining
options for potential improvements and solutions for knowledge management for the social
services sector. The proposals focused on developing two approaches - creating a national
infrastructure to support access to knowledge; and setting out actions to be delivered on the
ground by organisations, teams and individuals. This discussion paper was consulted widely
and prioritised during February and March 2009.

The aims of this second phase of consultation were to:

e |dentify practical solutions and improvements for the strategy and implementation
plan, teasing these out of the high-level strategic findings of phase 1.

e Highlight and underline how the emerging knowledge management strategy
underpins the goals of Changing Lives and its supporting national work streams
for research, workforce development and continuous learning.

e Promote the principles of a networked, collaborative approach to development
across organisations and sectors.

¢ Involve and engage as wide a range of stakeholders as possible in the process of
developing the strategy, in understanding its benefits, and committing to
involvement in its implementation in the context of a networked, collective
approach.
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The consultation followed a consensus-building approach, in three stages:

1. Face to face consultation event

This was held at Glasgow Royal Concert Hall on February 6" 2009

Discussion was based upon the strategy discussion paper produced as a result of the first
phase of stakeholder consultation. Participants were sent a copy of the strategy discussion
paper in advance of the event.

The event used two approaches to gathering views and gaining a consensus:
1. 6 key questions which were grouped under the following headings:

o Knowledge sharing and collaboration
o Ownership and measurement
o Management and recommendations

2. A Knowledge Café approach was used to encourage conversation and to gather a
range of views and opinions.

26 deliverables were rated by groups in accordance to their importance and urgency to build
consensus on priority areas of focus and to inform the action plan timeline.

2. Questionnaire surveys

A questionnaire seeking clarification on priorities and to gain a consensus on the themes
from the first phase of consultation was distributed throughout the sector. Distribution
channels were: email (recipients were asked to cascade to colleagues), website links
(SSKS, IRISS, Changing Lives) and existing networks (Learning Networks, Centres of
Excellence, Voluntary Workforce Unit) which were asked to forward through their channels,
to reach a varied audience. The questionnaire focused on the same two key areas as the
consultation event.

A second questionnaire was distributed during March 2009 in partnership with IDOX
Information Services. This explored specific requirements for information tools and services

"To listen to the Keynote speech from Alan Baird, President of ADSW, follow this link - http://tinyurl.com/alanbaird,and to view

some photos of the day, follow this link - http://tinyurl.com/consultationphotos. Annex 1 provides feedback on the
value of the consultation event.
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and the potential for collaborative purchasing of resources across social service
organisations.

3. One-to-one sessions with representatives of Shadow MKN organisations

Upon completion of the consultation event and questionnaire, face to face meetings were
held with members of the MKN steering group to ensure that there was a shared
understanding of the concept of the MKN and to discuss:

e Purpose and function of Social Services MKN

e What is involved for their organisation in belonging to the MKN
e What their organisation could gain from the MKN

e What their organisation could bring to the MKN

Outputs

In combination, the face to face consultation, online questionnaire and MKN one-to-one
sessions and these operational plans were used to build a roadmap setting out actions,
objectives and implementation timelines within five work streams mapped to the goals of
Changing Lives.

Stage three

Stage three took place during May to June 2009 where the next iteration of the draft strategy
was disseminated for written consultation and feedback. The steps included:

e Validation of the roadmap by MKN steering group members and incorporation of their
feedback

¢ Investigation of knowledge resources and services requirements — results analysis of
the collaborative questionnaire with IDOX Information Services

e The development technological infrastructure — SSKS user group established to
guide the development of the portal

e Development of a draft summary of the strategy aimed at front line practitioners,
service users and carers
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The feedback gathered during this stage fed into the refinement of the workstreams to
ensure that they strengthened the links with Changing Lives. The action plan was reviewed
to ensure that it reflected the needs uncovered during all stages of the consultation. The
findings from the collaborative questionnaire with IDOX and the SSKS user group meeting
provided the basis for a wider SSKS consultation event. Feedback on the draft summary
document indicated that various mechanisms would be required in order to communicate the
strategy effectively.

Stage four

Stage four took place during June to August 2009, when the next iteration of the draft
strategy was disseminated for written consultation and feedback. An online questionnaire
focused on:

e The vision

e The workstream approach being proposed

e The deliverables

e Suggestions for how individual organisations could get involved

A consultation event attended by over fifty people to discuss the future redesign of Social
Services Knowledge Scotland.

Additional steps included:

¢ [nitial discussions with the Chairs of the Local Practitioner Forum on the strategy and
how the outcomes could benefit the Forum as well as their organisations

e Engagement with the Scottish Consortium for Learning Disabilities Service User and
Carer group, sharing insights and experiences as service users of the role of
information support.

¢ One-to-one sessions with the Centres of Excellence to consider their possible
involvement in the implementation of the strategy

e Further discussions with potential MKN member organisations in local authority,
independent and voluntary sectors.
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Final revision of strategy to strengthen focus on service user and carer needs, engagement
of frontline staff, detail of SSKS redesign, and links with continuous learning and workforce

development.
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Appendix 3: Managed Knowledge Network steering group

members

Alan Baird — Shadow
steering group Chair
Neil Ballantyne

Alan Chapman

Lisa Curtice

Grainne Hamilton
Yvonne Leathley
Susan Lindner

Mike Martin

Mike McLean
Judith Midgley
Lisa Pattoni

Keith Quinn
Catherine Rainey
David Rennie
Yvonne Robson
Geoffrey Seaman
Bill Sim

Diane Gwynne Smith
Annette Thain
Ann Wales

lan Watson
Gordon Watt

Dundee City Council and Association of Directors of Social
Work

The Institute for Research and Innovation in Social Services
Dementia Services Development Centre

Scottish Consortium for Learning Disability

Scottish Social Services Learning Networks

Scottish Social Services Learning Networks

NHS Education for Scotland and The Institute for Research
and Innovation in Social Services

Joint Improvement Team

The Improvement Service

Voluntary Sector Social Services Workforce Unit

Voluntary Sector Social Services Workforce Unit

Scottish Social Services Council

Scottish Government

Private Care Sector Workforce Initiative

Association of Directors of Social Work

Perth and Kinross Council

Scottish Borders Council

Social Care Institute for Excellence

NHS Education for Scotland

NHS Education for Scotland

The Institute for Research and Innovation in Social Services
Scottish Government
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Appendix 4: Individual contributions

Sincere thanks are expressed to all who participated in the project. Special thanks to:

Collin Adams and his team, Child and Family services, South Lanarkshire Council

June Andrews, The Dementia Services Development Centre
Alan Baird, Dundee City Council

Joy Barlow, Scottish Training on Drugs and Alcohol

Andrew Bruce, Scottish Government

Fiona Clark, Scottish Social Services Council

Ben Coburn, Scottish Government

Lisa Curtice, The Scottish Consortium for Learning Disability
lan Davidson, Scottish Government

Grainne Hamilton, Scottish Social Services Learning Network
Helen Hayes, Scottish Training on Drugs and Alcohol
Andrew Kendrick, Glasgow School of Social Work

Wendy Laird

Romy Langeland, Association of the Directors of Social Work
Yvonne Leathley, Scottish Social Services Learning Network
Pam Linton, Angus Council

Local Practitioner Forum Chairs

Jane Mackenzie, Improvement Service

Ranald Mair, Scottish Care

Willie McAllan, South Lanarkshire Council

Caty McColgan Scottish Social Services Learning Network

Judith Midgley, Voluntary Sector Social Services Workforce Unit

Jackie Morrison and her team, Oaklands Daycare Centre, Dundee City Council

Steven Paterson, Scottish Institute for Residential Child Care
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Wendy Paterson, Scottish Social Services Learning Network

Lisa Pattoni, Voluntary Sector Social Services Workforce Unit

Cathy Pratt, Glasgow City Council

Keith Quinn, Scottish Social Services Council

Catherine Rainey, Scottish Government

Sandy Riddell, Moray Council

Jane Ross and her team, Child and Family services, South Lanarkshire Council
Celia Rothero, Scottish Social Services Learning Networks

Paula Aldin-Scott, Scottish Social Services Learning Networks

Bill Sim, Scottish Borders Council

SCLD Service User and Carer group

Linda Anne Smith, Smithsquared

Diane Gwynne Smith, Social Care Institute of Excellence

Ann Tavendale, Scottish Social Services Learning Network

Lynsey Turner, Scottish Social Services Learning Network

Bill Whyte, The Criminal Justice Social Work Development Centre for Scotland
Bryan Williams, Institute for Research and Innovation in Social Services

Isabella Wyatt, Windyhall Care Home
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Appendix 5: Definitions and concepts

Knowledge

Knowledge exists in two states, tacit and explicit™:

Tacit

knowledge
\

Explicit

knowledge
\

e Exists within the minds of individuals and is
private and unique to them.

e |t is less tangible and more conceptual,
which makes it much more difficult to share
in any formal sense.

Differences between knowledge and information management

Knowledge management builds on information management and focuses on translating
information into action. This includes developing the human and organisational skills and
culture of evaluating, combining and sharing information.

Knowledge management

Information management

Emphasises adding actionable value to
content by filtering, synthesising, interpreting
and sharing

Emphasises delivery and accessibility of
content

Balances focus on technology and
culture/work practice

May have a technology focus

Requires ongoing human input and linkage
to communities

Aims to standardise and often automate
information capture
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Organisational culture is best understood in terms of"

* Shape * Relate
interpretations behaviours
of information across levels of
{Guhaetal, 1997). the organisation

fGuha et al, 1997}
» Canresist change
because of their

shared nature
{Fitzgerald, 19E8].

* Promote change
through risk taking,
openness, shared
vision, respect and
trust, focus on
quality.

* Or discourage
change include risk
avoidance, group
think and excessive

compeition (saffold,
1988).

15
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Organisational learning

Knowledge management is rooted in the concepts of organisational learning. When the

workforce collaborate and communicate ideas, teach and learn, knowledge is transformed
and transferred from individual to individual’, therefore learning is essential for knowledge
creation. The concept of a learning organisation has been developed over the past thirty

years as attempts are made to identify the key characteristics of successful organisations

Vii

SCIE highlight five key features of a learning organisation; structure, culture, information

systems, human resource practices and leadership

viii

, Which stress that organisational

learning is not only concerned with training and education, but it is a way of sharing and
disseminating knowledge throughout the organisation to improve its performance.” A
learning organisation is an organisation creating, acquiring and transferring competence and
being able to change its behaviour according to new knowledge and views*. Learning
organisations promote the requirements necessary for a knowledge management culture in

the following ways:

Enables every
employee to fee|
that every
experience
provides himfher
a chance to learn

Turns data into
useful knowledge
quickly, at the
right time and
place.

Values how it

learns as well as
what it learns.

something useful,

Learns
collabaratively,

open and across
boundaries.

Supports people
and teams who
want to pursue
action-learning
projects.

Depoliticises
learning by not
penalising
individuals and
groups for
sharing
infarmation

The learning
organisation

Investsin
experimental and
seemingly
tangential
learning and in
serendipity.

Exhibits little fear
and

defensiveness,

Learning organisation characteristics*

16




Sharing Knowledge, Improving Practice, Changing Lives N H

A Knowledge Management Strategy and Action Plan for Social S, o’
Services f I P | S S Euufc:rtlon
@Y |nountic in Savial Serices Scotland

[ Homwledge Sereces

Glossary of terminology utilised in the discussion paper:

Action learning sets

Chief Knowledge
Officer

Communities of
practice

Information literacy

Knowledge broker

Managed knowledge
network (MKN)

Network office

Reflection

Social learning

Toolkit

Whole systems
approach

Small groups of individuals who support one another in learning and
development in an area where they have an interest and wish to
increase their expertise. The focus is on the real-life issues and
problems that individuals bring and planning future action with the
structured attention and support of the group.

A chief knowledge officer is an organizational leader, responsible
for ensuring that the organization maximizes the value it achieves
through ‘knowledge’.

Communities of practice are groups of people who share a concern
or a passion for something they do and learn how to do it better as
they interact regularly.

See page 17 for further information.

Person that provides links, knowledge sources, and in some cases
knowledge itself (i.e. know-how, sector insights, etc) to
organisations in its network.

See page 13 for further information.

See page 19 for further information.

‘Reflection is the process of stepping back from an experience to
ponder, carefully and persistently, its meaning to the self through
the development of inferences; learning is the creation of meaning
from past or current events that serves as a guide for future
behaviour.™

Process in which individuals observe the behaviour of others and its
consequences, and modify their own behaviour accordingly.

A collection of information, resources, and advice for a specific
subject area or activity.

An inclusive approach that recognises the contribution

that all partners make to the delivery of high quality care and
ensures that all stakeholders are involved in both planning and
delivery.

17
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Appendix 6: Interview methodology tools

CHANGING LIVES PRIORITY: CHANGING LIVES PRIORITY: CHANGING LIVES PRIORITY:
SERVICE DEVELOPMENT WORKFORCE DEVELOPMENT WHOLE SYSTEM APPROACH

Aim(s): Aim(s): Aim(s):

Existing capabilities: Existing capabilities:

Existing capabilities
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CHANGING LIVES PRIORITY:
Service

development

Example aims:
+*Redesign services to better meet the
needs of individuals, families and
communities
+5kills and capacity to enable service
redesign
+Shared learning and spread of good
practice

CHANGING LIVES PRIORITY:
Whole systems

Example aims:

+Finding new ways of working,

breaking down barriers
between different parts of the
system

+Cross organisational working

Example Infermation and
Knowledge Services
Support:

Single point of access to
information
Collaborative workspace
connecting networks of
people.

A culture of life long
learning, teaching hard
(information literacy) and
soft (Managing self as
well as relationships)
skills. Formal and
informal (coaching and
mentoring) learning.

Examples of Changing
Lives aims and
information and

knowledge support

CHANGING LIVES PRIORITY:
Workforce
development

Example aims:
«Effective teams with
appropriate mix of skills
and expertise
sBetter use of individual
knowledge, skills
sAccess to evidence,
research and evaluation
tools
sLearning culture
sShare ideas and practice
allowing services and staff
to learn from one another
and benchmark
performance
+Work to full potential to
make sound decisions
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