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Abstract: 
The purpose of this study was to explore how organizations can apply the Strategic Sustainable 
Development (SSD) Framework (Robèrt et al. 2006) as a lens and filter to a Knowledge 
Management Framework to move an organization towards sustainability. A conceptual framework 
of Knowledge Management (KM) was developed and then utilized to conduct a sustainability 
assessment on The Natural Step (TNS) organization as a case study. The researchers explored how 
an understanding of KM can support SSD and aid an organization in leveraging their existing 
knowledge. 

To achieve the objective, the most commonly accepted KM frameworks were summarized through 
a literature review. Then the researchers’ understanding of a conceptual KM Framework was 
developed. The SSD lens was used to identify gaps within the KM frameworks when an 
organization’s ultimate goal of success is sustainability. The conceptual KM Framework viewed 
through the SSD lens was utilized in conducting a sustainability assessment on TNS as a case 
study. 

The authors attempted to illustrate how using SSD as a lens could assist any organization, not just 
NGO’s with a sustainability mandate, to enhance any Quality Management System, such as KM, to 
tackle global issues. 

The scope of the analysis was focused on understanding the role of KM as it relates to an 
organization’s journey towards sustainability. Specifically a strengths and weaknesses assessment 
was conducted. The assessment was used to identify gaps and successes in the following areas: 
knowledge sharing, sharing methodology and sustainable practices. 

Keywords: Strategic Sustainable Development, Knowledge Management, Strategic Planning, 
Backcasting, TNS 
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Executive Summary 

Introduction 

Strategic Sustainable Development (SSD) is about an alternate way of thinking to solve escalating 
societal problems. Knowledge Management (KM) is about taking the internal knowledge in 
peoples’ minds (tacit) and turning it into usable knowledge (explicit) to solve problems and add 
value to an organization. It is the researchers’ hypothesis that KM is an important means to further 
SSD within an organization. 

This thesis investigated the opportunity to inform KM so as to be directly helpful to SSD. The 
chosen methodology was to apply the SSD Framework1 (Robèrt et al. 2006) to Knowledge 
Management as an overarching lens. This was to investigate what elements of SSD Framework 
could be added to KM to forward the cause of SSD and help accelerate an organization’s journey 
towards sustainability. 

Strategic Sustainable Development 

To be strategic in moving towards sustainability requires a clear understanding of sustainability. 
Sustainable development as defined by the Brundtland Commission (1987), which is one of the 
most broadly stated and widely used definitions of sustainable development, defines sustainable 
development as  “meeting the needs of the present without undermining the ability of future 
generations to meet their needs.” However, this only provides a very general guide on the direction 
to take and it has been difficult for individuals and organizations such as business, governments, 
and communities to agree on concrete ways to take action together to implement sustainable 
development on a global scale. 

A major element of Strategic Sustainable Development (SSD) is to ensure that actions are planned 
with goals that are long-term and realistic steps to achieve these goals are developed through 
strategic planning. This can be accomplished through the several components of SSD Framework: 
The Generic Five-Level Framework, Sustainability Principles, Backcasting from success and the 
ABCD Tool. 

Generic Five-Level Framework: is a framework for strategic planning in complex systems, 
which applies a whole-system perspective to the analysis. This framework consists of five specific 
levels that provide a discourse between the levels and which build upon each other as the subject 
matter of the levels are analyzed. The levels are System, Success, Strategy, Actions, and Tools 
(Robèrt 2000; Robèrt et al. 2002; Ny et al. 2006). 

Sustainability principles: “In a sustainable society, nature is not subject to systematically 
increasing… 
(1) … concentrations of substances extracted from the Earth’s crust, 
(2) … concentrations of substances produced by society, 
(3) … and degradation by physical means. 
And, in that society, 
(4) … people are not subject to conditions that systematically undermine their capacity to meet 
their needs” (Robèrt et al. 2006, xxv). 

                                                
1 SSD framework encompasses the five level model, backcasting from principles and the ABCD methodology as described in Robèrt et al. 2006. 
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Backcasting: ‘Planning from success’ by starting with the desired outcome in mind and then 
determining the steps required to achieve the outcome (Robèrt et al. 2006). 

ABCD Tool: A strategic process used for back casting from principles for planning. It includes: A) 
understanding the system B) assessing sustainability performance today C) establishing a vision of 
success and brainstorming solutions and D) prioritizing strategic actions (Robèrt et al. 2006). 

Vision Statement 

Our vision of success is “An organization that is incorporating backcasting from sustainability 
principles into daily practices through creating, sharing, utilizing and leveraging knowledge to 
create a collaborative community with sustainability as part of their core values.” 

Goals defined this way ultimately help lead organizations towards sustainability, which contributes 
to the end objective of a sustainable society through adherence to principles. Knowledge 
Management is explored within this context, i.e. what would KM in an organization look like in 
order to support the transition towards their goals within sustainability constraints? 

Purpose 

The purpose is to explore how organizations2 can apply the SSD Framework (Robèrt et al. 2006) as 
a lens and filter to a Knowledge Management Framework. A conceptual framework of KM will be 
developed and then utilized to conduct a sustainability assessment on The Natural Step (TNS) 
organization as a case study. The researchers will explore how an understanding of KM can 
support SSD and aid an organization in leveraging their existing knowledge. 

By lens, the authors mean a way to provide a focus and raise the awareness of the importance of 
utilizing the components of the SSD Framework. The filter analogy is introduced to illustrate how 
to identify unsustainable knowledge in an organization so it can be addressed. The filter is also 
used to identify sustainable knowledge and build upon these successes. 

The researchers’ hypothesis is that applying KM through the lens of the SSD Framework will not 
only reveal opportunities to be supportive of SSD, but may also address some shortcomings of 
traditional frameworks for Knowledge Management. In a more-and-more complex business 
environment with growing threats from climate change and other aspects of un-sustainability of the 
current business paradigms, competence in systems thinking and sustainable development become 
more and more important also for the bottom-line in business. It is likely that the specifics of those 
challenges put higher demands on KM than traditional KM frameworks currently can respond to. 

Scope 

The scope of the analysis will be focused on understanding the role of knowledge management as 
it relates to an organization’s journey towards sustainability. 

Specifically a strengths and weaknesses assessment (SWOT) will be conducted using the ABCD 
tool. The assessment will be used to identify gaps and successes in the following areas: 

• Knowledge sharing. 
• Sharing methodology. 
• Sustainable practices. 

                                                
2 Focusing specifically on autonomous and disperse, non–centralized international organizations. 
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The Natural Step was chosen as a case study because of their knowledge of sustainability and their 
familiarity with conducting sustainability assessments. The participants in the survey will fully 
understand the concepts. This will allow the researchers to introduce Knowledge Management and 
the related concepts and not put too much demand on their time in learning new ideas. This 
approach will also allow the researchers to delve deeper into the analysis without having to explain 
SSD. 

Research Questions 

The main research question and sub-questions are as follows: 

Primary research question 

1 In what ways can Knowledge Management be of service to Strategic Sustainable Development 
so as to support an organization’s transition towards sustainability? 

Secondary research question 

2 How can organizations use this understanding in their shift towards sustainability? 

Methods 

This thesis investigates the opportunity to apply the SSD Framework (Robèrt et al. 2006) on 
Knowledge Management as an overarching lens and filter. 

The Five-Level Framework was used in developing the conceptual foundation of this thesis to 
determine the relationship between KM and SSD. This framework was then applied to the 
researchers’ discussion and analysis. Once the critical issues were identified they were then framed 
within the context of the Five-Level Framework for the discussion. 

Methodology Outline 

To answer the research questions: 

1. The most commonly accepted KM frameworks were summarized through a literature 
review. 

2. The researchers understanding of a conceptual KM Framework was developed. 

3. The SSD lens was used to identify gaps within the KM frameworks when an organization’s 
ultimate goal of success is sustainability. 

4. The KM Framework developed by the authors was then viewed through the SSD lens was 
utilized in conducting a sustainability assessment on TNS as a case study. 

5. Then recommendations were made to TNS and feedback received on those 
recommendations in an action research process. 

The authors also hope to illustrate how using SSD as a lens could assist any organization, not just 
NGO’s with a sustainability mandate, to enhance any Quality Management System, such as 
knowledge management, to tackle global issues. 

The methodology for the sustainability assessment was a strategic planning tool called the ABCD 
tool. Using the ABCD tool helped create a shared mental model that will help the reader 
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understand a strategic implementation tool and to incorporate backcasting from principles. 
Backcasting is the process of envisioning the future desired state, the ultimate outcome to be 
achieved, and then formulating a strategic action plan to move towards the desired future (Robèrt 
et al. 2006). 

The survey methodology was based on both qualitative and quantitative questions to provide a 
range of results. 

Knowledge Management Literature Review & Conceptual Framework 

From the literature review a conceptual model was developed to synthesize 14 KM frameworks 
into one comprehensive framework. This synthesized KM Framework is presented in the Generic 
Five-Level format. Then the researchers applied the understanding of the Generic Five-Level 
Framework to the conceptual KM Framework. The final step was to then compare the conceptual 
KM Framework to the SSD Framework to identify the gaps in the KM Framework. This was 
accomplished by comparing each individual level of system, success, strategy, actions and tools. 
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Conceptual Model Summary and Gap Analysis Table 

 Generic 5 Level 
Framework 
(Waldron et al. 
2006, 5) 

5 Level Framework 
Applied to Society (Ny 
et al. 2006, 63) 

5 Level Framework Analysis 
of Knowledge Management 
Framework 

Gaps within KM 
Framework 

System 
Level 

How does the system 
work? 

The overall principles 
of functioning of the 
system, in this case the 
biosphere and the 
human society, are 
studied enough to 
arrive at a… 

Internal organizational 
processes to maximize 
organizational value creation 
through managing individual 
and organizational knowledge. 

Very limited 
systems view and 
was not considering 
the effects an 
organization and its 
operation has on 
society and the 
biosphere. 

Success 
Level 

What constitutes 
success of the 
planning endeavor? 

Basic definition of 
success within the 
system, in this case 
sustainability, which, in 
turn, is required for the 
development of . . . 

Success is defined as the 
effective utilization of 
knowledge to solve 
organizational problems and 
maximize the creation of 
organizational value. 

Limited vision of 
success and no 
specific principles to 
define success 
within the socio-
ecological system. 

Strategy 
Level 

What are the overall 
strategic principles 
that will lead to 
success in the 
system? 

Strategic guidelines, in 
this case a systematic 
step-by-step approach 
to comply with the 
definition of success 
(backcasting) while 
ensuring that financial 
and other resources 
continue to feed the 
process of choosing the 
appropriate . . . 

Organizations capitalizing on 
their knowledge sources are 
formulating a KM strategy with 
supporting goals and 
objectives. Facilitated by four 
enablers: Strategic Leadership, 
CoP, Culture, and ICT. 
And three knowledge sources: 
Individual, Organizational and 
Societal. 

No strategic 
framework guided 
by a vision based on 
socio-ecological 
principles.  
 
No backcasting from 
socio-ecological 
principles.  

Actions 
Level 

What actions will 
follow overall 
strategic principles to 
help move the system 
towards success? 

Actions, that is, every 
concrete step in the 
transition toward 
sustainability, which 
should follow strategic 
guidelines, which, in 
turn, require . . . 

The five-step KM process 
outlines the actions to be taken 
to ensure the effectiveness and 
efficiency of KM in an 
organization. These are: 
Identification, Acquisition, 
Development, 
Sharing/Dissemination, 
Utilization. 

KM strategies are 
internally focused 
and lack the broader 
socio-ecological 
definition of 
success. This gap 
filters down into the 
actions being carried 
out and results in a 
more narrow 
approach. 

Tools 
Level 

What additional 
techniques, 
measurements, and 
management tools 
can be used to assess 
actions to see 
whether they are, in 
fact, strategic to 
arrive at success in 
the system? 

Tools for 
systematically 
monitoring the actions 
to ensure they are 
strategic to arrive at 
success in the system. 

Tools and concepts available to 
support KM strategy 
implementation and 
organizational value creation 
Examples: ICT Devices and 
associated applications. 

A narrow approach 
at the actions levels 
will also be carried 
through to the tools 
level when 
implementing 
measures towards 
societal success. 
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Case Study Results 

Ten main themes were identified as repetitive critical issues in relation to the sustainability 
principles. Nine themes relate primarily to sustainability principle IV and the operation theme is 
related to sustainability principle I-III. The ten themes were classified into individual labels and are 
summarized according the KM Framework enablers as follows: 

• Strategic Leadership 
 Management. 
 Operations. 
 Time/Resources. 
 Training and Development. 

• Community of Practice 
 Collaborating and Team Building. 
 Sharing and Best Practices. 

• Culture 
 Culture. 
 Communication. 

• ICT 
 Intranet. 
 Knowledge Content. 

Then a summary of the recommendations in the Prioritized Measures (D step) was presented also 
according to the Critical Issues categories. 

Discussion 

In this discussion section the authors will examine the relationship of the results to the research 
questions; discuss the key findings, the significance of the findings and the strengths and 
weaknesses of the study. The discussion of this study will be presented in the context of the Five-
Level Framework using it as an analytical tool. 

Each level of the Five-Level Framework will be analyzed against our initial understanding to 
examine the outcomes of the research. This analysis will form the basis of the lessons learned. The 
key findings have been structured to go from the specific case study, to how knowledge 
management can be of service to SSD, and how this is applicable to organizations in general. The 
lessons learned will be organized according to the three categories: TNS, KM and Organizations. 

TNS – A general discussion of the finding from the case study on TNS. 

KM – Discussion of the findings in relation to the KM Framework gap analysis and the answer to 
research question one. In what ways can Knowledge Management be of service to Strategic 
Sustainable Development so as to support an organization’s transition towards sustainability? 

Organizations – Discussion of how the findings may apply to organizations in general and the 
answer to research question two. How can organizations use this understanding in their shift 
towards sustainability? 
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Conclusion 

Summary of Key Findings 

The significant findings for the analysis of the Knowledge Management Framework have been 
summarized below: 

 KM Organizations TNS 

System Incorporate a 
principled approach to 
gain an understanding 
of the broader socio-
ecological system 

Using SSD as a lens 
enables sustainable 
value creation 

Successfully 
understanding the 
system 

Success Adopt sustainability 
principles to define 
success 

Use a vision of success 
based on sustainability 
principles 

Better communication 
required in ensuring 
vision of success is 
understood. 

Strategy Incorporate 
backcasting from 
success 

Use a principled 
approach and backcast 
from success 

A KM strategy 
leverages capabilities 
and aids in achieving 
success 

Actions Using a KM process 
highlighted additional 
sustainability aspects 
in the strengths and 
weaknesses 
assessment 

Success is achieved by 
addressing strength and 
weakness 

Using a KM process 
highlighted additional 
sustainability aspects in 
the strengths and 
weaknesses assessment 

Tools Use tools that 
incorporate 
sustainability 
principles 

Use tools incorporating 
sustainability 
principles 

Using ICT tools 
effectively 

 

When the summary table is examined for commonalities it becomes apparent that a lack of a 
principled approach based on sustainability exits. 

The researchers’ hypothesis was that applying KM through the lens of the SSD Framework will not 
only reveal opportunities to be supportive of SSD, but will also address some shortcomings of 
traditional frameworks for KM. This was illustrated through the summary findings.  
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According to the authors’ initial thoughts, the KM Framework shortcomings are rooted in the 
absence of a sustainability focus. This results in a limited systems view and limited vision of 
success. This was also confirmed through the research paper. 
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Abbreviations and Glossary 

ABCD Tool: A strategic process used for back casting from principles for planning. It includes: A) 
understanding the system B) assessing sustainability performance today C) establishing a vision of 
success and brainstorming solutions and D) prioritizing strategic actions (Robèrt et al. 2006). 

Backcasting: ‘Planning from success’ by starting with the desired outcome in mind and then 
determining the steps required to achieve the outcome (Robèrt et al. 2006). 

Explicit Knowledge: Is the captured and catalogued information and knowledge that is made 
ready for people to use. Often  “expressed in formal and systematic language and shared in the 
form of data, scientific formulae, specifications, manuals and suchlike” (Little et al. 2002). 

Five-Level Framework: is one component of the SSD Framework for strategic planning in 
complex systems (Robèrt et al. 2006), which applies a whole-system perspective to the analysis. 
This framework consists of five specific levels that provide a discourse between the levels and 
which build upon each other as the subject matter of the levels are analyzed (Robèrt 2000; Robèrt 
et al. 2002; Ny et al. 2006). 

Knowledge Management (KM): is “any process or practice of creating, acquiring, capturing, 
sharing and using knowledge, wherever it resides, to enhance learning and performance in 
organisations” (Swan et al. 1999). 

Knowledge Management enablers: 

Strategic leadership: Providing the vision, direction and context for the corporate success.  

Community of Practice (CoP): Is groups of people with a shared interest or passion for 
activity they do together and learn how to improve it as they interact regularly (Wegner 
1998). 

Culture: is comprised of the values, norms, beliefs, experiences and tangible signs of 
organization members and their behaviours. 

ICT: All technical devices and associated applications encompassing computers, laptops, 
network hardware and software, as well as associated services such as e-learning, CSCW 
and video conferencing. 

Practitioner: An advisor working for The Natural Step – NGO who advises communities and 
companies on how to identify the four sustainability principle violations and to facilitate 
developing a strategic plan to address issues identified. 

Sustainable Development (SD): Defined as the ability  “to meet the needs of the present without 
compromising the ability of future generations to meet their own needs” (Brundlandt Commission 
1987). 

Strategic Sustainable Development (SSD): Designed to help bring clarity, rigor, and insight to 
planning and decision making to achieve a sustainable society in the biosphere. Grounded by a 
‘backcasting from sustainability principles’ approach, whereby a vision of a sustainable future is 
set as the reference point for developing strategic actions (Waldron et al. 2006). 

Sustainability principles:  “In a sustainable society, nature is not subject to systematically 
increasing… 
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(1) … concentrations of substances extracted from the Earth’s crust, 
(2) … concentrations of substances produced by society, 
(3) … and degradation by physical means. 
And, in that society, 
(4) … people are not subject to conditions that systematically undermine 
their capacity to meet their needs” (Robèrt et al. 2006, xxv). 

Tacit knowledge: is personalized knowledge that is hard to formalize and communicate and 
deeply rooted in action, commitment and involvement in context (Polanyi 1962). 

The Golden Rule: “You should not do to others what you do not wish them to do to you” 

TNS: The Natural Step 

TNSi: The Natural Step International 

WebOffice: Tool that TNSi has used as their internal intranet site. 
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1 Introduction 

Strategic Sustainable Development (SSD) is about an alternate way of thinking to solve the 
escalating societal problems. Knowledge Management (KM) is about taking the internal 
knowledge in peoples’ minds (tacit) and turning it into usable knowledge (explicit) to solve 
problems and add value to an organization. It is the researchers’ hypothesis that knowledge 
management could be an important means to further SSD within an organization. 

This thesis investigated the opportunity to inform KM so as to be directly helpful to SSD. The 
chosen methodology was to apply the SSD Framework3 (Robèrt et al. 2006) to Knowledge 
Management as an overarching lens. This is to investigate what elements of SSD Framework could 
be added to KM to forward the cause of SSD and help accelerate an organization’s journey 
towards sustainability. 

To achieve that objective, 

1. The most commonly accepted KM frameworks were summarized through a literature 
review. 

2. The researchers understanding of a conceptual KM Framework was developed. 

3. The SSD lens was used to identify gaps within the Knowledge Management 
frameworks when an organization’s ultimate goal of success is sustainability. 

4. The KM Framework developed by the authors, viewed through the SSD lens was 
utilized in conducting a sustainability assessment on TNS as a case study. 

5. Then recommendations were made to TNS and feedback received on those 
recommendations in an action research process. 

The authors also hope to illustrate how using SSD as a lens could assist any organization, not just 
NGO’s with a sustainability mandate, to enhance any Quality Management System, such as 
knowledge management, to tackle global issues. 

1.1 Strategic Sustainable Development 

To be strategic in moving towards sustainability requires a clear understanding of sustainability. 
Sustainable development as defined by the Brundtland Commission (1987), which is one of the 
most broadly stated and widely used definitions of sustainable development, defines sustainable 
development as  “meeting the needs of the present without undermining the ability of future 
generations to meet their needs.” However, this only provides a very general guide on the direction 
to take and it has been difficult for individuals and organizations such as business, governments, 
and communities to agree on concrete ways to take action together to implement sustainable 
development on a global scale. 

A requirement of sustainability is the necessity to shift our paradigm of how we interact and look 
at the world. We need to think differently, think on a larger scale, and think of future generations. 
A powerful example of this paradigm shift can be illustrated by the ‘cylinder and funnel’ 
metaphor, Figure 1.1. (Holmberg et al. 1996) that highlights how we view the world. Society 
                                                
3 SSD framework encompasses the five level model, backcasting from principles and the ABCD methodology as described in Robèrt et al, 2006. 
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currently believes that we are moving through a ‘cylinder’ where the walls represent the view that 
there are unlimited resources available and that ecosystems can indefinitely withstand the growing 
impact of our population growth, resource consumption, and waste material. In reality, we are 
moving through a ‘funnel’ where the walls represent the systematic depletion of resources, and the 
continual increases population and resource demand. This metaphor  “shows the systematic decline 
in options for society and organizations within society” (Robèrt et al. 2006). 

When society, organizations and individuals have accepted the current reality of the ‘funnel’ this 
will then allow for the move towards developing strategic actions to address these issues. A major 
element of this is to ensure that these actions are planned with goals that are long-term and realistic 
steps to achieve these goals are developed through strategic planning. 

 

Figure 1.1. The Cylinder and Funnel Metaphor (Robèrt et al. 2006) 
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1.1.1 Generic Five-Level Framework 

For strategic planning in complex systems there is the Generic Five-Level Framework (Robèrt et 
al. 2006), which applies a whole-system perspective. This framework is useful as it outlines five 
specific levels that provide a discourse between the levels and which build upon each other as the 
subject matter of the levels are analyzed (Robèrt 2000; Robèrt et al. 2002; Ny et al. 2006). 

The Generic Five-Level Framework outlines how to analyse any kind of current practice as well as 
vision from a rigorous principled definition of objectives plus logical guidelines of how to transit 
from the current situation to that vision. 

The Generic Five-Level Framework’s way of structuring the planning and monitoring of any 
transition from a systems perspective, lends itself to scrutinize any tool in regards to its relevance 
for changing any practice towards any objective. 

 

Figure 1.2. The Generic Five-Level Framework 

Figure 1.2. outlines the Generic Five-Level Framework and the movement from one level to 
another and the interrelationship between these levels as the topic is analyzed. Below is an 
example of the Generic Five-Level Framework applied to a sustainable society as quoted from Ny 
et al. (2006, 63): 

1. The System. The overall principles of functioning of the system, in this case the biosphere 
and the human society, are studied enough to arrive at a . . . 

2. Basic definition of success within the system, in this case sustainability, which, in turn, is 
required for the development of . . . 

3. Strategic guidelines, in this case a systematic step-by-step approach to comply with the 
definition of success (backcasting) while ensuring that financial and other resources 
continue to feed the process of choosing the appropriate . . . 
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4. Actions, that is, every concrete step in the transition toward sustainability, which should 
follow strategic guidelines, which, in turn, require . . . 

5. Tools for systematically monitoring the (4) actions to ensure they are (3) strategic to arrive 
at (2) success in the (1) system. 

In this application of the framework the system level refers to sustainable organizations in society 
within the biosphere. This provides an understanding that outlines the dynamic relationship that 
exists through all systems, ecological and social. The success in the system is then defined by 
following and complying with the basic principles for sustainability. 

1.1.2 Sustainability Principles 

This thesis utilizes a strategic planning towards sustainability approach, which combines basic 
principles for sustainability with backcasting (Holmberg et al. 1996; Holmberg & Robèrt 2000; Ny 
et al. 2006).  

…the sustainability principles should be: 
• Based on a scientifically agreed upon view of the world. 
• Necessary to achieve sustainability. 
• Sufficient to cover all aspects of sustainability. 
• Concrete enough to guide actions and problem solving, and preferably. 
• Mutually exclusive to facilitate comprehension and monitoring (Ny et al. 2006, 63) 

These principles have been thoroughly developed by scientists through a consensus process and 
this scientific definition of sustainability clarifies how to avoid the destruction of the biosphere 
(Holmberg et al. 2000; Robèrt et al. 2002; Ny et al. 2006), see Figure 1.3. 

 

Figure 1.3 Sustainability Principles (Robèrt et al. 2006, xxv) 

1.1.3 Backcasting 

An effective way to plan in our complex systems, to ensure success is achieved in strategically 
moving towards sustainability, is to backcast from a future vision. This vision then acts as a 
reference point for planning and prioritizing actions, measuring progress and understanding our 
current reality. Backcasting is a proactive, positive approach that strategically turns plans and goals 
into concrete actions without constraining the future with current assumptions (Robèrt et al. 2006). 
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Backcasting is a guideline at the strategy level to determine actions that will lead to organization to 
overall success. Within this context this thesis explores how a knowledge management system 
supports an organization’s process of backcasting from principles of sustainability. The Golden 
Rule4 (Robèrt et al. 2006) is applied to these strategic processes and other strategic guidelines of 
participation, transparency, honesty, responsibility and accountability are used to guide the 
process. 

1.1.4 ABCD Tool 

Using the ABCD tool helps create a shared mental model that will assist the reader to understand a 
strategic implementation tool and to incorporate backcasting from principles. 

The ABCD tool is outlined briefly here (see Figure 1.4. below). For a more detailed discussion 
refer to (Robèrt et al. 2006; Holmberg et al. 2000; Broman et al. 2000; Robèrt et al. 2002). The 
process is as follows: 

A. Awareness of the system in the biosphere and creating a common language and mental 
framework through a shared vision of the future. 

B. Baseline assessment of current practices according to the four sustainability principles 
necessary for creating a sustainable society. This is an analysis of the current reality. 

C. Creating and developing potential solutions through brainstorming. 

D. Deciding which solutions are most important through strategic prioritization questions. 

 

Figure 1.4. ABCD Tool (Robèrt et al. 2006) 
                                                
4 The Golden Rule: “You should not do to others what you do not wish them to do to you” 
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1.2 Vision Statement 

Our vision of success is “An organization that is incorporating backcasting from sustainability 
principles into daily practices through creating, sharing, utilizing and leveraging knowledge to 
create a collaborative community with sustainability as part of their core values.” 

Goals defined this way ultimately help lead organizations towards sustainability, which contributes 
to the end objective of a sustainable society through adherence to principles. Knowledge 
Management is explored within this context, i.e. what would KM in an organization look like in 
order to support its transition towards their goals within sustainability constraints? 

1.3 Why Knowledge Management? 

The researchers believe Knowledge Management could be an important component for 
accelerating an organization towards sustainability, because there is a growing importance of 
intangible assets and the knowledge that people have in their minds’ i.e. their intellectual capital 
(Sveiby 2006). Intellectual capital has become a driving force. “Today intellectual capital, rather 
than physical capital, is the driving competitive force for companies in virtually all industries. 
Businesses are investing in a wide range of KM solutions to exploit the power of their intellectual 
assets and translate them into real value” (Schafer 2000, 3). 

It is the author’s contention that by imbedding sustainable thinking and practices into individuals’ 
value system, sustainability could become part of workers daily activities. No matter which 
employer or career path an individual pursues, they will be taking their knowledge and intellectual 
capital with them to another organization, thereby helping spread the sustainability message. 
Furthermore, by integrating efficient KM within an organization this promotes an organization to 
have a culture based on collaboration, sharing, and open communication enabling the organization 
to flourish. 

1.3.1 Importance 

Knowledge Management has become so important because of the pace of change. “When change 
occurs, whether external or internal to an organization, people need new knowledge to do their 
work. What they knew before becomes obsolete. When change comes rapidly, the organization 
can’t rely on its old, informal ways of gaining and transferring knowledge. They simply will not 
keep pace with the leading edge” (Ruggles 2000, 3). 

According to Sveiby (2006), a organization that recognizes the importance of their intangible 
assets will actively try to manage the space in which knowledge is created and build an 
environment that facilitates and encourages knowledge sharing and transfer. 

Take the global discussion on climate change as an example, the topic now appears in newspapers 
around the globe daily, is the topic of many political discussions and a factor in corporate decision 
making. This has radically changed in the last six months to a global topic of conversation. There 
is an opportunity to embed policies and organizational solutions on climate change into daily 
activities if there is a systematic approach to managing that knowledge. 
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1.3.2 Strategic Value 

“Knowledge shared is knowledge doubled” (Sveiby 2006). Organizations in general and 
specifically the network of TNS worldwide offices have an enormous storehouse of information to 
share and build upon. Sharing leverages the knowledge and saves time in recreating processes and 
systems that may already exist in their network. 

Knowledge Management could result in improvements in individual performance, organizational 
performance and inter-organizational performance (Gottschalk 2004). A business case example at 
Texas Instruments (TI) illustrated some core benefits of sharing knowledge in the form of best 
practices. 

• Barriers were broken down between autonomous units and a cohesive company fully 
utilizing its collective knowledge was formed. 

• Best Practice Sharing supplied a mechanism for dialoguing between management and 
employees, which facilitated more collaboration. 

•  “The Best Practice Sharing project has provided TI employees with a greater sense of the 
synergies possible across the company and a greater feeling of shared vision” (Johnson, 
1997). 

1.4 Purpose, Scope and Limitations 

1.4.1 Purpose 

The purpose is to explore how organizations5 can apply the SSD Framework (Robèrt et al. 2006) 
as a lens and filter to a Knowledge Management Framework. A conceptual framework of KM will 
be developed and then utilized to conduct a sustainability assessment on The Natural Step (TNS) 
organization, as a case study and tested in action research. The researchers will explore how an 
understanding of KM can support SSD and aid an organization in leveraging their existing 
knowledge. 

By lens, the authors mean a way to provide a focus and raise the awareness of the importance of 
utilizing the components of the SSD Framework. The filter analogy is introduced to illustrate how 
to identify unsustainable knowledge in an organization so it can be addressed. The filter is also 
used to identify sustainable knowledge and build upon these successes.  

The researchers’ hypothesis is that viewing KM through the lens of the SSD Framework will not 
only reveal opportunities to be supportive of SSD, but may also address some shortcomings of 
traditional frameworks for KM. In a more-and-more complex business environment with growing 
threats from climate change and other aspects of un-sustainability of the current business 
paradigms, competence in systems thinking and sustainable development become more and more 
important also for the bottom-line in business. It is likely that the specifics of those challenges put 
higher demands on KM than traditional KM frameworks currently can respond to. 

According to the authors KM Framework shortcomings are rooted in the absence of a 
sustainability focus, and result in the following specific gaps: 

                                                
5 Focusing specifically on autonomous and disperse, non–centralized international organizations. 



8 

• Limited systems view – Considering the effects an organization and its operation has on 
society and the biosphere may need to be explicitly addressed as a top-priority in the KM 
Framework, otherwise it will probably not happen. 

• Limited vision of success – No specific principles to define success within the socio-
ecological system. The definition of success needs to be explicitly expressed, to ensure it 
turns into reality. 

1.4.2 SSD Framework Benefits 

The researchers believe that incorporating sustainability into Knowledge Management will have 
many positive effects because of the clearly defined process and extensive benefits of applying the 
SSD Framework. According to Robèrt et al. (2006) the following are some of the key reasons to 
use the SSD Framework: 

• Whole-system perspective to avoid reductionism. 
• Scientific based, i.e. builds on a relevant world’s view. 
• Employs backcasting from principles to maintain strategic direction towards a sustainable 

future. 
• Systematic approach in how to deal with problems that incorporates: 

o A generic process applicable in many organizations. 
o A shared language/mind set to facilitate understanding and discussion. 
o A step-by-step process to guide the way. 
o Does not exclude tools and facilitates the use of such tools. 

• Analytical tool that facilitates analysis of interrelated elements in complex systems. 
• Planning tool that promotes a strategic approach. 

Additionally there are many specific organizational benefits to adopting a sustainable approach. 
According to Willard (2002) there are seven direct benefits: 

1. Easier hiring of the best talent. 
2. Increased retention of the best talent. 
3. Increased productivity of employees. 
4. Reduction of expenses in the manufacturing operations. 
5. Reduced expenses at commercial sites through eco-efficiencies. 
6. Increased revenue. 
7. Risk reduction. 

These benefits will enhance the end goals of many Knowledge Management efforts and increase 
the organizational value that is trying to be developed. By utilizing the SSD Framework and 
understanding the funnel metaphor, the organizations can avoid strategic risks such as costs 
associated with increasing resource prices and increased environmental legislation. 

An operational review of TNS utilizing the KM Framework viewed through the SSD lens will 
provide a summary of the current practices, and gaps in their current Knowledge Management 
efforts. 
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1.4.3 Scope 

The scope of the analysis will be focused on understanding the role of knowledge management as 
it relates to an organization’s journey towards sustainability. 

Specifically a strengths and weaknesses assessment (SWOT) will be conducted using the ABCD 
tool. The assessment will be used to identify gaps and successes in the following areas: 

• Knowledge sharing. 
• Sharing methodology. 
• Sustainable practices. 

The Natural Step was chosen as a case study because of their knowledge of sustainability and their 
familiarity with conducting sustainability assessments. The participants in the survey will fully 
understand the concepts. This will allow the researchers to introduce Knowledge Management and 
the related concepts and not put too much demand on their time in learning new ideas. This 
approach will also allow the researchers to delve deeper into the analysis without having to explain 
SSD. 

1.4.4 Limitations 

As there are strict limitations on time and content in this research paper: 

• A full SWOT analysis will not be conducted due to the scope limitations, opportunities and 
threats are omitted. 

• Knowledge process will only be examined in relation to the practitioners of the SSD 
Framework and not the whole organization. For example, administrative assistants and 
office administration will not be examined. 

• There is not enough time to actually see if the recommendations are implemented and the 
resultant effects. The research is limited only to the generation of recommendations. 

• The data source is only once case study as this paper is only exploratory at this time. 

1.5 Research Questions 

The main research question and sub-questions are as follows: 

Primary research question 

• In what ways can Knowledge Management be of service to Strategic Sustainable 
Development so as to support an organization’s transition towards sustainability? 

Secondary research question 

• How can organizations use this understanding in their shift towards sustainability? 
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2 Methods 

This thesis investigates the opportunity to apply the SSD Framework (Robèrt et al. 2006) on 
Knowledge Management as an overarching lens and filter. 

The Five-Level Framework was used in developing the conceptual foundation of this thesis to 
determine the relationship between KM and SSD. This framework was then applied to the 
researchers’ discussion and analysis. Once the critical issues were identified they were then framed 
within the context of the Five-Level Framework for the discussion. 

2.1 Methodology Outline for Knowledge Management 

1. The most commonly accepted KM frameworks were summarized through a literature 
review. Fourteen common frameworks were identified comprised of both descriptive and 
prescriptive frameworks (Wiig 1993; Leonard-Barton 1995; Andersen & APQC; 1996; 
Choo 1996; Van der Spek & Spijkervet 1997; Sveiby 1997; Petrash 1996; Nonaka 1996; 
Szulanski 1996; Alavi 1997; Holsapple & Joshi 1999; Decker 2002; Probst et al. 1997; 
Swan et al. 1999; Senge et al. 2002). The descriptive frameworks try to illustrate the nature 
of KM, whereas prescriptive frameworks stipulate a certain methodology to follow in 
trying to implement Knowledge Management. The descriptive frameworks can be further 
broken down into two categories broad and specialized. (Holsapple & Joshi 1999). See 
Appendix A for a summary description of the components of the descriptive frameworks. 

2. The researchers understanding of a conceptual KM Framework was developed. The SSD 
Framework component backcasting was used to examine the Knowledge Management 
Framework examining the whole systems view, to see where sustainable principles were 
lacking. The authors investigated how SSD changes KM and developed a conceptual KM 
Framework diagram (See Figure 3.1.). The development of the framework was a process of 
looking at KM through the lens of SSD. The conceptual KM Framework is comprised of 
various elements of the common KM frameworks. The researchers looked at how each 
main author contributed to KM and what steps were most common amongst frameworks to 
build something comprehensive. The researchers’ focus was to develop a practical 
framework that could be used as an implementation tool. 

3. The SSD lens was used to identify gaps within the KM Framework when an organization’s 
ultimate goal of success is sustainability. The researchers have applied the Generic Five-
Level Framework to see if its rigorous focus on objectives, and logical guidelines to get 
there, may add to KM in general. Thereafter, we have added the sustainability component 
as expressed in the SSD Framework to arrive at a proposed framework that views KM 
through a SSD lens. 

4. The conceptual KM Framework viewed through the SSD lens was utilized in conducting a 
sustainability assessment on the TNS organization as a case study. The sustainability 
assessment was a SWOT analysis using the ABCD tool. This included an analysis on the 
KM steps, using SSD as a lens and filter. 

5. Then recommendations were made to TNS and feedback received on those 
recommendations in an action research process. 
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2.2 TNS Case Study 

2.2.1 Action Research 

The research methods used are qualitative and based on action research. The process is a  “cycle of 
action, reflection, raising of questions, planning of fieldwork to review current (and past) actions – 
its conduct, analysis of experiences encountered, the drawing of conclusions, and the planning of 
new and transformed actions” (Wadsworth 1998, 4). 

A main purpose of action research stated by Bradbury and Reason (2001, 2) is to create practical 
knowledge that people will find useful in their everyday lives. This thesis has provided the 
researchers a process of reflection that they hope will develop a new practical tool that 
incorporates knowledge management with SSD that is found useful for organizations in their 
journey towards sustainability. Action research also contributes: 

Through this practical knowledge to the increased well-being — economic, political, 
psychological, spiritual — of human persons and communities, and to a more equitable 
and sustainable relationship with the wider ecology of the planet of which we are an 
intrinsic part (Bradbury & Reason 2001, 2). 

The action research used a qualitative approach for this research project and this was done by 
conducting a survey with TNS offices to determine the extent of knowledge sharing, the 
mechanisms and tools they currently used and how they would rate their effectiveness in sharing 
knowledge. The results of the survey were then analyzed to develop the findings and identify the 
next steps. The authors also had the opportunity to conduct informal interviews at the TNS 
Learning Journey in Stockholm, January 2007. 

2.2.2 Sustainability Assessment 

In exploring how organizations can apply SSD to KM the authors conducted a sustainability 
assessment, essentially the strength and weakness component of a SWOT analysis on the KM 
practices of TNS organization as a case study. 

The methodology for the sustainability assessment was a strategic planning tool called the ABCD 
tool. Using the ABCD tool helped create a shared mental model that will help the reader 
understand a backcasting from principles approach. Backcasting is the process of envisioning the 
future desired state, the ultimate outcome to be achieved, and then formulating a strategic action 
plan to move towards the desired future (Robèrt et al. 2006). 

The ABCD tool was used to answer the research questions in the following way: 

Develop Future Vision 

First, success was defined to create the envisioned future. Adhering to the principles for 
sustainability, the authors defined success as:  “An organization that is incorporating backcasting 
from sustainability principles into daily practices through creating, sharing, utilizing and 
leveraging knowledge to create a collaborative community with sustainability as part of their core 
values.” This fundamental goal ultimately leads organizations towards sustainability, which 
contributes to the end objective of a sustainable society. 



12 

Current reality 

An awareness of the system was achieved by looking at the overall framework for SSD and its 
relevance in overcoming the shortcomings of KM. A thorough literature review was conducted to 
understand what knowledge is, and how it can be potentially created and managed to add value to 
organizational learning and transition an organization towards sustainability. To aid in the 
transition towards sustainability standard KM frameworks were identified. The lists of frameworks 
and process steps are listed in Appendix A. These frameworks were discussed in the methodology 
outline step one, Section 2.1. 

Through participation at the TNS Learning Journey in Stockholm 2007, conducting interviews and 
Internet searches, an understanding of the history of the TNS organization (Bradbury 1998) and 
their role as a sustainable organization in society within the biosphere was obtained. 

The baseline current reality assessment was divided into two main sections: The analysis of the 
KM process and TNS case study. This was the step where the knowledge flows in relations to the 
four sustainability principles were analyzed. 

Analysis of KM process: A literature review was conducted to discover common KM processes 
as described in the methodology outline discussed previously. Specifically the five steps outlined 
were identification, acquisition, development, sharing/dissemination, and utilization. Through the 
current reality assessment (B step) the shortcomings of KM processes were identified as they 
related to sustainability, then suggested measures have been formulated to fill the gaps. 

TNS Case Study: An analysis of internal strengths and weaknesses was conducted, from a 
sustainability standpoint, and in regards to TNS’s position as a leader in promoting sustainability. 
The focus was on knowledge sharing, sharing methodology and sustainable practices utilized by 
the TNS practitioners. 

The authors built upon the partially complete ABCD analysis of TNS Canada (2007) and what 
sustainability principle violations might be common to all TNS offices. In addition, an extensive 
online questionnaire was conducted to evaluate additional information relating to Knowledge 
Management and KM processes currently present within TNS. The knowledge flows and resultant 
gaps were identified (See Appendix D). 

Creating Compelling Measures 

With a definition of success defined, backcasting was then applied to brainstorm strategic solutions 
to the gaps identified. The authors created a list of potential solutions for the TNS organization. 
Those potential solutions were designed to provide a long term perspective and goal that achieved 
the envisioned future. Then the long-term objectives were broken down into short-term measures 
and goals to provide the stepping-stones and immediately actionable items. 

Prioritized Measures 

In this stage decisions on which solutions are most important were made. The decision making 
process is facilitated through three strategic prioritization questions: 

1. Is the suggested option a movement in the right direction towards sustainability and a 
successful KM effort? 

2. Is the option a flexible platform for further sustainable development? 
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3. Will the option provide a sufficient economic, environmental and social return on 
investment to provide resources and enable sustained growth? (Robèrt et al. 2006). 

Each of the three-prioritization questions was applied to the prioritized measures to arrive at a final 
recommendation. These were the final outcomes of the decision stage (See results Section 4.1.2 
and Appendix G). 

2.2.3 Survey Methodology 

The survey methodology was based on both qualitative and quantitative questions to provide a 
range of results. 

The interviews and questionnaires were used to gather the internal operational information. The 
researchers talked to personnel involved in engaging clients in the TNS offices worldwide. Open-
ended questions were utilized in the interviews to invite a dialogue and reflection to ensure TNS 
organizational suggestions on current Knowledge Management processes were captured. 

For the survey questionnaire, the questions were formatted in ways that can be easily measured. A 
Five-point Likert scale ranging from strongly agrees, to strongly disagree was utilized. A place for 
comments will be provided at the end of the survey again to promote open dialogue. The data 
gathered was primarily qualitative in nature but the Likert scale will allow for some quantitative 
measurements. 

The survey was hosted online at the SurveyMonkey website which allowed for the recipients to fill 
the survey online from their computers. This allowed the researchers to send an invitation by email 
to practitioners at all the TNS offices around the world. The survey was also anonymous and 
confidential. 

The analysis of the survey results was carried out in two manners. For the quantitative questions 
the SurveyMonkey service tabulates the results and allows for analysis to be done. For the 
qualitative results the qualitative coding and analysis program called TAMS Analyzer was used. 
This allowed the researchers to develop codes based on various themes and to then apply these 
codes to the text answers to allow for deeper analysis. The coding of the survey results in this 
manner allowed the researchers to analyse the results to identify the major themes and issues 
within the survey. 

This research data provided the information necessary to complete the ABCD analysis and the 
finding are presented in the context of the Five-Level Framework. The developed process was then 
used to complete the “strength and weakness analysis” on TNS's KM processes from the SSD 
perspective, essentially using SSD as a lens and filter. 
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3 Knowledge Management Literature Review and 
Conceptual Framework 

In this section the researchers will define Knowledge Management from the literature review 
conducted. From the literature review a conceptual model was developed to synthesize fourteen 
KM frameworks into one comprehensive framework. This synthesized KM Framework is 
presented in the Generic Five-Level format. Then the researchers applied the Generic Five-Level 
Framework to a sustainable society to illustrate the strength of SSD. The final step was to then 
compare the conceptual KM Framework to the SSD Framework to identify the gaps in the 
Knowledge Management Framework. This was accomplished by comparing each individual level 
of system, success, strategy, actions and tools. 

3.1 Knowledge Management Definitions 

Knowledge Management seems to be relatively difficult to define precisely due to the complexity 
and difficulty inherent in understanding and comprehending the concept itself. KM encompasses 
both technological and human aspects – psychological, social, cultural and organizational. People 
are the most important dynamic resource in such a multidimensional process. 

Swan et al. (1999) defined Knowledge Management as being “any process or practice of creating, 
acquiring, capturing, sharing and using knowledge, wherever it resides, to enhance learning and 
performance in organisations.” Another definition provided by Senge et al. (2002) states that there 
are five steps to managing knowledge capturing, storing, processing, sharing and using knowledge. 

Wegner (1998) explains that traditional IT based Knowledge Management provides an approach 
that focuses on capturing existing knowledge within formal IT systems but due to the challenges 
organizations are facing from rapid change in current organizational environments, “dynamic 
knowing” should be addressed. “Dynamic knowing” is the interaction of involving and engaging 
people in the process of creating, innovating, sharing, and using knowledge (Wegner 1998). Wilma 
Dailmer from Chrysler Corporate University said Knowledge Management is about knowing what 
is known (tacit knowledge), who knows it, how it has been utilized, and how it can be further 
leveraged and shared (Ackerman et al. 2003). 

According to Johannessen et al. (1999) there are various types of knowledge, namely systemic, 
explicit, tacit, hidden, and relationship knowledge:  

• Systemic knowledge is learned through studying patterns such as computer simulations. 
• Explicit knowledge can be attained and communicated through understanding, reading and 

listening. 
• Relationship knowledge is relatively difficult to communicate as it is learned via dynamic 

interaction. 
• Hidden knowledge is the way of organising ideas and mental models and is usually learned 

by socialising but, still, difficult to comprehend and communicate. 

Tacit and Explicit Knowledge 

According to Nonaka and Takeuchi (1995), there are two general categories of knowledge tacit 
(implicit) knowledge and explicit knowledge: Tacit knowledge is the internal knowledge, which is 
hard to describe and externalise, while explicit knowledge is the external knowledge that is easy to 
communicate and verbalise. 
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More specifically, tacit knowledge is the skills and expertise that people carry around and learn 
through experience and social dynamics, which involves belief, values, perspectives and culture 
(Little et al. 2002; Polanyi 1962). Little et al. (2002), explains tacit knowledge as being  “deeply 
rooted in actions, procedures, routines, commitments, ideals, values and emotions.” Polanyi (1962) 
defines tacit knowledge as being the personal knowledge that is hard to formalize and 
communicate and deeply rooted in action. 

In addition, Johannessen et al. (1999) refer to tacit knowledge as know-how6, which is acquired by 
using, doing and experimenting, it is the most valuable form of knowledge and very subjective as it 
resides inside one's mind, which makes it difficult to quantify, communicate and comprehend. 

Little et al. (2002) explains explicit knowledge as being “expressed in formal and systematic 
language and shared in the form of data, scientific formulae, specifications, and manuals and 
suchlike.” Essentially explicit knowledge is the knowledge that is codified and transmittable in 
databases, documents and manuals. 

Nonaka (1991, 1994) identified four basic patterns called knowledge conversions for creating 
organizational knowledge: socialization, externalization, internalization and combination. 
Following is a brief description of the patterns: 

• Socialization (tacit to tacit): When individuals share their tacit knowledge with one another 
through interaction that facilitates knowledge sharing and leads to knowledge creation. This 
pattern represents the interaction between individuals through mechanisms such as 
observation and apprenticeships. 

• Externalization (tacit to explicit): This pattern consists of codifying experiences, insights, 
or skills into a form that can be shared by individuals or organizations. This pattern is 
stimulated by meaningful and open dialogues where people can bring out collective 
wisdom and invoke each other’s insights. 

• Combination (explicit to explicit): This pattern is about creating new explicit knowledge 
from existing explicit knowledge through meetings and conversations or using information 
systems. The knowledge created through the process of externalization is combined with 
existing knowledge to refine the knowledge base. 

• Internalization (explicit to tacit): when individuals start to internalize new shared explicit 
knowledge to extend and rethink their own implicit knowledge. This process takes place 
through learning by doing which involves the abilities of understanding, listening and 
reading that occur during training, open dialogue or teamwork. 

Based on Nonaka (1991, 1994) the creation of organizational knowledge is formed through the 
continual cycle of the four patterns during team interactions, open dialogues, conversations, 
meetings, collaboration, coordination, learning by doing, and acting. 

Double-Loop Learning 

Double-loop learning deals with the why and how to change organizational processes (Dodgson 
1993). In single-loop learning an error is detected and then corrected. The second loop is added 
and this is where the organization then questions and modifies its procedures, policies, objectives 
and existing norms (Argyris & Schön 1978). Due to this questioning and modification the 
organization is continuously changing. Call (2005) explains how this constant changing  
                                                
6 Know-how is the procedural knowledge of how to perform a task. 
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“…requires the application of Knowledge Management to keep pace.” Argyris (1982, 1990) states 
that for organizations to make an informed decision double-loop learning is required. Senge (1990) 
calls this type of learning ‘generative learning’ or ‘learning to ‘expand an organization’s 
capabilities.’ 

3.2 Conceptual Model of Knowledge Management 

The Knowledge Management phenomena has been around for many years and been approached 
from a variety of perspectives and models but standardised KM frameworks are still not available. 
Standardisation is considered as a big competitive advantage in current complex environments 
(Rada & Craparo 2000). 

The most commonly accepted KM frameworks were summarized through a literature review. 
Fourteen frameworks were researched in an attempt to identify the most commonly used 
components for creating a comprehensive KM Framework (Wiig 1993; Leonard-Barton 1995; 
Andersen & APQC 1996; Choo 1996; Van der Spek & Spijkervet 1997; Sveiby 1997; Petrash 
1996; Nonaka 1996; Szulanski 1996; Alavi 1997; Holsapple & Joshi 1999; Decker 2002; Probst et 
al. 1997; Swan et al. 1999; Senge et al. 2002). Both descriptive and prescriptive frameworks were 
examined. The descriptive frameworks try to illustrate the nature of KM, whereas prescriptive 
frameworks stipulate a certain methodology to follow in trying to implement Knowledge 
Management. The descriptive frameworks can be further broken down into two categories, broad 
and specialized (Holsapple & Joshi 1999). See Appendix A for a summary description of the 
components of the descriptive frameworks. 

In creating a conceptual framework the most commonly used components within KM were 
identified. These are four enablers, the five-step process, and three knowledge sources. The five-
step process of KM is comprised of identification, acquisition, development, 
sharing/dissemination, and utilization. The four enablers encompass strategic leadership, culture, 
Community of Practice (CoP), and Information & Communication Technology (ICT). The three 
knowledge sources are individual, organizational and societal. The interaction of the KM 
Framework components lead to value creation. This comprehensive framework is illustrated in the 
diagram below (Figure 3.1.): 
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Figure 3.1. Conceptual Knowledge Management Framework 

The KM Framework as illustrated above is outlined within the context of the Generic Five-Level 
Framework. This is done to facilitate the comparison between the conceptual KM Framework and 
the SSD Framework to identify any gaps in the KM Framework, i.e. to inform KM from a 
sustainability context. 

3.2.1 System 

The system level refers to the Knowledge Management within the context of the organization. This 
can provide an understanding of the dynamic relationship between individual and organizational 
knowledge. 

3.2.2 Success 

Based on the Knowledge Management Framework presented above, success is defined as the 
effective utilization of knowledge to solve organizational problems and maximize the creation of 
organizational value. 

3.2.3 Strategy 

With respect to the Knowledge Management Framework, organizations capitalizing on their 
knowledge sources are formulating a Knowledge Management strategy with supporting goals and 
objectives. The strategic approach for moving knowledge management towards success consists of 
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developing and nurturing these four enablers: Strategic Leadership, CoP, Culture, ICT and three 
knowledge sources: Individual, Organizational and Societal. 

Strategic Leadership 

Leadership formulates Knowledge Management strategy to provide direction towards fulfilling the 
corporate vision. Supporting goals and objectives are outlined to enable the best use of available 
knowledge to achieve success. Promoting organizational learning and nurturing CoP, are 
instrumental in influencing organizational culture. Strategic leadership is also a key element in 
retaining talent and preserving knowledge. The loss of corporate knowledge through key staff 
departures can have a major impact upon the organisational operations. 

Community of Practice (CoP) 

A CoP is a group of people with a shared interest or passion for an activity they do together. 
Through regular interaction they individually learn new knowledge and continuously improve the 
community as a result (Wenger 1998). The CoP in a knowledge sharing culture has gained 
significant ground recently. It can help knowledge grow exponentially and nurture individual, 
organizational and social capital. “Knowledge shared is knowledge doubled” (Sveiby 2006). 
According to Wenger (1998), the development of Communities of Practice, whether they arise 
spontaneously or come together through seeding and nurturing, depends on the effectiveness of 
internal leadership. Leaders should work with these communities from inside rather than design 
them or manipulate them from the outside. “They are a company's most versatile and dynamic 
knowledge resource and form the basis of an organization's ability to know and learn” (Wegner 
1998). 

Culture 

Culture is a critical strategic element in influencing knowledge sharing, the very essence of 
Knowledge Management. It is necessary to develop an open culture where knowledge can be 
dynamically shared, created and enhanced. Fostering organisational learning and providing 
incentives help individuals build the willingness to share skills and best practice. This nurtures the 
knowledge-sharing environment where individuals self-organise and self-motivate. 

Information & Communication Technology (ICT) 

Information & Communication Technology has the potential to enable the most efficient sharing 
and use of knowledge sources. A comprehensive strategy for implementing ICT should take into 
consideration the speed of evolving new technologies required for Knowledge Management in 
organizations. It is critical to ensure adequate training and education to enable staff to develop their 
skills and make the best use of tools when sharing knowledge. 

Three Knowledge Sources 

According to the conceptual Knowledge Management Framework, there are three knowledge 
sources: 

• Individual knowledge is the knowledge that each individual possesses, creates or generates. 
For example, know-how, skills, and expertise. 

• Organizational knowledge is the knowledge reflected in strategies, policies, processes and 
culture of an organization. 
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• Societal knowledge resides among different external stakeholders such as governments, 
media, universities, institutions, and other organizations. 

The three knowledge sources are a critical strategic element in creating value for an organization. 
This is done through strategically managing all knowledge sources, which will help generate 
resources for the continuation of the process and enrichment of knowledge. 

3.2.4 Actions 

The five-step knowledge management process outlines the actions to be taken to ensure the 
effectiveness and efficiency of KM in an organization. 

These actions consist of five-steps according to the knowledge management process. Each of these 
steps is briefly described below. See Appendix B for a detailed explanation of the process. 

Knowledge Identification 

Knowledge identification is about locating the knowledge available from different stakeholders, 
identifying core competencies, organizational ‘know-how’ and other areas of expertise (Decker 
2002). Once organizational knowledge has been identified then a need analysis can be conducted 
to bridge the gap of current knowledge and knowledge required in order to meet stakeholder needs 
(Beckman 1997). Different mechanisms and actions may be used in practice, facilitated 
discussions, surveys, questionnaires, interviews, contextual inquiry and knowledge maps. 

Knowledge Acquisition 

Knowledge acquisition involves capturing the knowledge in individuals to identify and document 
how particular problems are solved (Senge et al. 2002) for future use. During this process, 
knowledge can be codified into documents and databases where some actions can take place like 
organizing (Alavi 1997), filtering, analyzing, mining, comparing or simply labelling knowledge 
(Senge et al. 2002). Knowledge can be acquired from internal and external sources (Alavi 1997; 
Sveiby 1997; Decker 2002) to leverage the organizations’ intellectual capital. 

Knowledge Development 

Knowledge development this process aims at producing and generating new knowledge through 
both individual and collective knowledge development, which involves creativity, the ability of 
problem solving, developing best practices and lessons learned through team work (Decker 2002). 

Knowledge Sharing/Dissemination 

Knowledge sharing/dissemination consists of three primary methods: training, guiding and 
networking, encompassing both push-and-pull strategies (Decker 2002). These methods may 
provide fast, simple and on demand access to the required knowledge. Through sharing, 
knowledge is transferred to the recipient, which then bridges to the next step of utilization 
(Szulanski 1996). 

Knowledge Utilization 

Knowledge utilization is the process of transferring knowledge into action and deployment, which 
is generally accomplished through performing such tasks as acting, communicating and decision-
making (Decker 2002). Knowledge utilization should result in the internalization of knowledge 
and the creation of organizational value (Nonaka 1994). This process should ensure the 
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preservation of knowledge for future generation to reuse the accumulated expertise and best 
practices (Decker 2002) through talent retention and documenting valuable experiences. 

3.2.5 Tools 

ICT is a term that includes any communication device or application, encompassing: desktop and 
laptop computers, network hardware and software, satellite systems, cellular phones, and 
connections to the Internet, as well as the various applications associated with them such as 
distance learning, Computer Support Collaborative Work (CSCW) and videoconferencing. 

ICT can be used as a tool to measure and manage knowledge effectively and efficiently. Examples 
of ICT tools include: 

• Information management systems to measure, analyse, and monitor progress as well as to 
evaluate performance outcomes of the organization. 

• IT based mechanisms for analysis needs such as surveys, questionnaires, and knowledge 
maps. 

• Integrated systems for organizing, filtering, analyzing, mining, comparing, indexing and 
filtering knowledge. 

• Applications – Computer Support Collaborative Work (CSCW), e-learning and video-
conferencing for communication, collaboration and sharing. 

• Networking platforms such groupware, lotus notes and e-trading to promote and develop 
virtual multi-faceted communities of practice and multi-stakeholders´ collaboration. 

• Enterprise Resource Planning systems (ERPs) are used to integrate all information and 
related processes of an organization into a unified system. This is done through multiple 
components of software and hardware. 

• Internet and Intranet network for participation, sharing, and communication. 

• Electronic Document Management System (EDMS) as a secure repository to search for 
documents. 

3.3 Conceptual Model of Strategic Sustainable Development 

In this section, the Generic Five-Level Framework is used to understand the SSD Framework and 
to provide a baseline in which to conduct a gap analysis of the KM Framework. It is useful first to 
expand upon the earlier example provided in section 1.1.1. Applying the Generic Five-Level 
Framework to the SSD Framework aims to bring clarity, rigor and insight to planning and 
decision-making towards the sustainable society in the biosphere (Waldron et al. 2006). This 
application reveals the following: 

3.3.1 System 

Following is additional clarification of system principles and how the ecosphere and society are 
comprised in the SSD Framework (Waldron et al. 2006, 20): 
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Ecological principles are defined based on natural and physical laws. For further discussion see 
Robèrt et al. (2006). These principles are: 
• Conservation laws. 
• Laws of thermodynamics. 
• Principles of biogeochemical cycles. 
• Interdependence. 
• Diversity. 
• Dynamic equilibrium. 

Social principles promote social interaction and cultural enrichment. Examples include: 
• Human needs (subsistence, affection, participation, identity, freedom, creativity, idleness, 

protection, and understanding). 
• Self-organization. 
• Diversity. 
• Interdependence. 

3.3.2 Success  

The definition of success is based on the sustainability principles for global socio-ecological 
sustainability: In a sustainable society, nature is not subject to systematically increasing (1) 
concentrations of substances extracted from the Earth's crust, (2) concentrations of substances 
produced by society, (3) degradation by physical means and, in that society, (4) people are not 
subject to conditions that systematically undermine their capacity to meet their needs (Holmberg & 
Robèrt 2000; Ny et al. 2006). 

3.3.3 Strategy 

Backcasting from basic principles for sustainability is at the heart of strategic planning and can 
help guide global society. Following are some additional strategic planning and social principles 
used in backcasting. 

Principles for strategic planning define the strategy, direction and context for achieving success. 
These principles include: 

• Measures should bring a planning endeavour closer to compliance with the sustainability 
principles. 

• Measures should serve as flexible platforms for further advancing the planning endeavour 
to comply with the principles. 

• Measures should bring capital (financial, social, and political) to the process so that it 
doesn’t halt due to lack of resources. 

• Precaution. 

Social principles can inform our collective worldviews, paradigms, norms and systems. For further 
discussion see Robèrt et al. (2006). Examples include: 

• The Golden Rule – “you should not do to others what you do not wish them to do to you” 
(Robèrt et al. 2006, 159).  

• Participation. 
• Transparency. 
• Honesty. 
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• Responsibility and Accountability. 

Political principles can protect the commons and encourage movement towards sustainability. 
Examples include: 

• Paradigms (norms, standards, traditional privileges). 
• Institutions. 
• Political means (policy, differentiated taxation, subsidies, legislation, international 

agreements and trade) (Waldron et al. 2006, 20). 

3.3.4 Actions 

Following is a list of additional concrete actions aligned with the sustainability principles that will 
effectively help move the global socio-ecological system towards success. This is done through 
executing different actions that are guided by the strategic guidelines that will lead to success as 
defined based on the basic principles in the system. 

• Switch to renewable energy. 
• Recycle material 
• Change taxation structure. 
• Run a capacity-building workshop. 
• Institute democratic representation (Waldron et al. 2006, 20). 

3.3.5 Tools 

Following is a list of additional tools to aid the actions in achieving success. The classification of 
the tools according to Waldron et al. (2006, 21) is System tools, Strategic tools and Capacity tools: 

System Tools to monitor actual impacts in the system we want to protect. Examples could 
include: 
• Species counts. 
• Toxicity level measurements. 
• Total Material Flow. 

Strategic Tools to evaluate how progress towards success and compliance with the strategic 
plan. Examples could include: 
• Models. 
• Environmental Management Systems (ISO 14001, EMAS). 
• Life Cycle Analysis. 
• Ecological Footprint. 
• Factor X. 
• Cleaner Production. 
• Zero Emissions. 
• Natural Capitalism. 

Capacity Tools to build capacity to understand the system itself. Examples could include: 
• SSD Framework. 
• Training programs. 
• Causal Loop Diagrams. 
• Systems Thinking. 
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3.4 Gap Analysis of Knowledge Management 

The Five-Level Framework is utilized here to aid in the understanding of Knowledge Management 
and its efforts towards influencing strategic planning and decision-making when sustainability is 
an organizations’ strategic intent. 

 “Analysis using the Generic Five-Level Framework can help to identify, understand and evaluate 
what is really happening with these systems – what their intent is, what they cover, what they don’t 
cover, do they have a definition of success, are they executed in a strategic manner, etc. This can 
be helpful for understanding the system’s strengths and weaknesses, particularly in contributing to 
comprehensive efforts towards sustainability” (Waldron et al. 2006). 

Each level of the Five-step Framework for KM will be analyzed against the baseline Five-Level 
Framework applied to SSD to identify the gaps in KM.  

Following is a high-level table (Table 3.1.) to illustration the overview of the Five-Level 
Frameworks and the gaps within KM. A details explain of each level will follow the table 
summary. 
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3.4.1 Conceptual Model Summary and Gap Analysis Table 

Table 3.1. Conceptual Model Summary & Gap Analysis Table 

 Generic 5 Level 
Framework 
(Waldron et al. 
2006, 5). 

5 Level Framework 
Applied to Society (Ny 
et al. 2006, 63) 

5 Level Framework 
Analysis of Knowledge 
Management 
Framework 

Gaps within KM 
Framework 

System 
Level 

How does the 
system work? 

The overall principles of 
functioning of the 
system, in this case the 
biosphere and the 
human society, are 
studied enough to arrive 
at a… 

Internal organizational 
processes to maximize 
organizational value 
creation through 
managing individual and 
organizational 
knowledge. 

Very limited systems view 
and was not considering 
the effects an organization 
and its operation has on 
society and the biosphere. 

Success 
Level 

What constitutes 
success of the 
planning endeavor? 

Basic definition of 
success within the 
system, in this case 
sustainability, which, in 
turn, is required for the 
development of . . . 

Success is defined as the 
effective utilization of 
knowledge to solve 
organizational problems 
and maximize the 
creation of organizational 
value. 

Limited vision of success 
and no specific principles 
to define success within 
the socio-ecological 
system. 

Strategy 
Level 

What are the 
overall strategic 
principles that will 
lead to success in 
the system? 

Strategic guidelines, in 
this case a systematic 
step-by-step approach to 
comply with the 
definition of success 
(backcasting) while 
ensuring that financial 
and other resources 
continue to feed the 
process of choosing the 
appropriate . . . 

Organizations 
capitalizing on their 
knowledge sources are 
formulating a KM 
strategy with supporting 
goals and objectives. 
Facilitated by four 
enablers: Strategic 
Leadership, CoP, 
Culture, and ICT. 
And three knowledge 
sources: Individual, 
Organizational and 
Societal. 

No strategic framework 
guided by a vision based 
on socio-ecological 
principles.  
 
No backcasting from 
socio-ecological principles.  

Actions 
Level 

What actions will 
follow overall 
strategic principles 
to help move the 
system towards 
success? 

Actions, that is, every 
concrete step in the 
transition toward 
sustainability, which 
should follow strategic 
guidelines, which, in 
turn, require . . . 

The five-step KM 
process outlines the 
actions to be taken to 
ensure the effectiveness 
and efficiency of KM in 
an organization. These 
are: 
Identification, 
Acquisition, 
Development, 
Sharing/Dissemination, 
Utilization. 

KM strategies are 
internally focused and lack 
the broader socio-
ecological definition of 
success. This gap filters 
down into the actions 
being carried out and 
results in a more narrow 
approach. 

Tools 
Level 

What additional 
techniques, 
measurements, and 
management tools 
can be used to 
assess actions to 
see whether they 
are, in fact, 
strategic to arrive at 
success in the 
system? 

Tools for systematically 
monitoring the actions 
to ensure they are 
strategic to arrive at 
success in the system. 

Tools and concepts 
available to support KM 
strategy implementation 
and organizational value 
creation 
Examples: ICT Devices 
and associated 
applications. 

A narrow approach at the 
actions levels will also be 
carried through to the tools 
level when implementing 
measures towards societal 
success. 
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Below is what the detailed application of the Five-Level Framework analysis revealed: 

3.4.2 System 

At the system level an overall understanding of the biosphere and human society in the SSD 
Framework was used to identify what the KM Framework is lacking. The focus was on internal 
organizational processes to maximize organizational value creation through managing individual 
and organizational knowledge. It became apparent there is a very limited system view that does not 
incorporate consideration of the effects an organization and its operation has on society and the 
biosphere. 

Ecological Principles 

The ecological principles are not being used to define success in KM. 

Social Principles 

Under social principles there is limited evidence that human needs are being specifically addressed 
in the KM Framework. Some would be indirectly addressed through the KM enablers and five- 
step process. 

3.4.3 Success 

In examining success and the objectives of the KM Framework, it was identified that success is 
defined as the effective utilization of knowledge to solve organizational problems and maximize 
the creation of organizational value. There is a relative lack of understanding at the system level, 
which leaves gaps when defining success. The authors found there are no specific sustainability 
principles to define success within the socio-ecological system in the KM Framework. 

3.4.4 Strategy 

At the strategy level the researchers found that most organizations capitalizing on their knowledge 
sources are formulating a KM strategy with supporting goals and objectives. Four enablers 
facilitate this strategy formulation: Strategic Leadership, CoP, Culture, and ICT. The three 
knowledge sources, which are: Individual, Organizational and Societal also aided in the process. 
The comparison to the SSD conceptual model revealed the following gaps: 

Principles for Strategic Planning 

• There is no strategic framework guided by a vision based on sustainability principles.  

• There is no backcasting from sustainability principles.  

• There is no adherence to the precautionary principle7 (Waldron et al. 2006).  

• No explicitly stated core purpose and values about sustainability.  

                                                
7 The Rio Declaration on Environment and Development (1992) Principle 15 states that: “In order to protect the environment, the precautionary 
approach shall be widely applied by States according to their capabilities. Where there are threats of serious or irreversible damage, lack of full 
scientific certainty shall not be used as a reason for postponing cost–effective measures to prevent environmental degradation” (UN General 
Assembly 1992). 
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Social Principles 

• There is limited evidence that the Golden Rule is strictly followed. 

• Responsibility and accountability for socio-ecological concerns are not apparent. 

• Sustainability-oriented values are not promoted in organizational culture. 

• The culture does not encourage the implementation of sustainable daily practices into 
knowledge sharing activities. 

• The culture does not recognize the importance of rewarding sustainable innovations. 

Political Principles 

• Not recognizing the paradigm shift toward sustainability. 

• Limited evidence of utilizing political means, such as developing policies, to comply with 
sustainability principles. 

3.4.5 Actions 

At actions level sustainability principles are the focus in the Knowledge management process that 
encompass knowledge identification, acquisition, development, sharing/dissemination and 
utilization. These actions should be taken in alignment with the principles for strategic sustainable 
development in order to help move the organization towards success by conforming to the overall 
strategic principles. Following are the gaps in knowledge management when applying the SSD 
lens: 

Knowledge Identification 

• No verification that the knowledge doesn’t violate sustainability principles. 

• Ensure that the identified needs are related to sustainable knowledge (i.e. processes, 
methods and mechanisms). 

Knowledge Acquisition 

• When capturing knowledge there is no evidence that efforts are being made to create an 
environment where human needs can be met. 

• No process to ensure knowledge complies with sustainability principles before acquiring 
and storing. 

• No process to ensure knowledge updates to existing knowledge, comply with sustainability 
principles. 

Knowledge Development 

• The application of a sustainability assessment to ensure compliance with sustainability 
principles, during and after knowledge production does not exist. 

• No consideration of social-ecological factors when creating solutions and problem solving. 
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Knowledge Sharing/Dissemination 

• There is evidence that not all human needs are met through the process of knowledge 
sharing. For example affection and idleness. 

• No specific intent to share the SSD message in knowledge sharing. 

Knowledge Utilization 

• No Assessment of the content of knowledge before and during its transfer from 
sustainability perspective. For example chemicals use, carbon emission, nature degradation 
or social unsustainably. 

• No adherence to sustainability principles is reflected in explicit knowledge i.e. 
organizational policies, strategies, routines, processes and practices. 

• Limited evidence that the methods and tools used to communicate sustainability knowledge 
are equitable available to all individuals. For example a capacity-building workshop or 
open space dialogues. 

3.4.6 Tools 

A narrow approach at the actions levels will also be carried through to the tools level when 
implementing measures and measurement towards societal success. At the tools level we analyze 
the tools and concepts available to support KM strategy implementation and organizational value 
creation. Examples of tools include ICT Devices and associated applications. The ICT tools should 
have a higher strategic value when focused on upstream solutions rather than downstream effects 
but the KM Framework illustrated the gaps in the Strategic, system and capacity tools and some 
examples follow: 

Strategic Tools 

• Not ensuring that tools themselves comply with sustainability principles. I.e. No Life Cycle 
Assessment or Cleaner Production is used. 

• Not using ICT in KM for a  ‘cradle-to-cradle’ model, i.e. No Zero Waste Assessment 
conducted. 

System Tools 

• Sustainability principles are not taken into consideration when monitoring the impacts of 
the organization on society and the biosphere. For example total material flow may not be 
followed. 

Capacity Tools 

• Limited evidence of capacity tools to build understanding of the socio-ecological system. 
I.e. no SSD Framework. 
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4 Results 

4.1 Questionnaire and SWOT Analysis Results 

In this section the questionnaire results from the case study on the TNS organization will be 
presented. The questionnaire answers were used in the SWOT analysis tool as described in the 
methodology section. (The full detail of the questions and the summary results can be seen in 
Appendix C). As the researchers conducted an extensive survey with a response rate of 60%, there 
was a significant amount of data received. It was necessary to try to identify the categories of 
organizational weaknesses in conducting the baseline assessment. The categories used were 
Energy, Transport, Building, Materials, Equipment, Food, Infrastructure, Services, People/Culture 
as per TNS Canada’s ABCD analysis of their own operations and the five Knowledge 
Management process steps of Identification, Acquisition, Development, Sharing/Dissemination 
and Utilization. The full current reality assessment (B step analysis) can be viewed in the 
Appendix D. 

As in any complex system issues are interrelated and often overlapping. In synthesizing the data 
through the SWOT analysis tool, it became readily apparent that trends were developing in each 
KM process step as the data was transferred into creating compelling measure (C step). (See 
Appendix E to view the full C step recommendations). Ten main themes came to light as repetitive 
critical issues in relation to the sustainability principles. The ten themes (Appendix F for critical 
issues) were classified into individual labels and are summarized according the KM Framework 
enablers as follows: 

Strategic Leadership 
• Management.  
• Operations. 
• Time/Resources. 
• Training and Development. 

Culture 
• Culture. 
• Communication. 

Community of Practice 
• Collaborating and Team Building. 
• Sharing and Best Practices. 

ICT 
• Intranet. 
• Knowledge Content. 

The summary critical issues are outlined in more detail below along with a brief explanation of the 
enablers as discussed in Section 3.2. For each critical issue a clarifying question is presented to 
help highlight the issues discovered. 

4.1.1 Critical Issues 

Strategic Leadership – is about providing the vision, direction and context for corporate success.  

Management – What more could management be doing to provide direction toward the vision 
of success? 
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• Suggested by the practitioners that TNSi management could play more of a leadership role 
in encouraging and facilitating knowledge sharing. 

• Management could ensure all employees and offices understand the Vision, Core Propose, 
Values and Strategic intent.  

• Only two or three of the TNS offices worldwide had completed an SWOT analysis on 
themselves. This could be viewed as a significant gap in organizational strategy. 

Operations – What operational factors need improvement to ensure success? 

• The main gap is in the lack of a KM strategy. TNS needs to create a KM strategy that 
focuses on collaborative approaches to knowledge creation and sharing. 

• There appears to be an overall lack of standardization of organizational policies, procedures 
and training. This is resulting in many offices duplicating development work and even daily 
activities. 

• There is a need to create consensus organizational policies to be adopted by all offices for 
all the operational areas energy, transport, building, materials, equipment, food, 
infrastructure, services and people. 

• Operating in silos with a non standard approach is creating some confusion and making 
knowledge sharing difficult. 

Time/Resources – What resources are required? 

• There is a strong feeling that there is lack of time to complete the desired work and that the 
organization is under funded resulting in not enough resources and tools. 

Training and Development – What training is needed to ensure the employees can carry out 
the actions and use the tools required to fulfil the strategic guidelines and achieve success. 

• There are good training resources within the organization but they have not been 
formalized, standardized and shared out. The result is every office has their own approach, 
which waste resources and results in different levels of training effectiveness. 

Culture – is comprised of the values, norms, beliefs, experiences and tangible signs of 
organization members and their behaviours. 

Culture – What are the culture barriers that exist? 

• Division – Appears to be two divided factions in the company; one that thinks the culture is 
one of openness, trust and sharing and one that thinks there is a culture of mistrust and 
protection of information. 

Communication – What are the barriers to good communication? 

• Silos – Appears many offices are operating in silos as organizational structure is very 
entrepreneurial and there is not enough communication and participation in what is going 
on organization wide. Language and cultural barriers can result in people feeling 
communication is poor. 
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• At the organizational level there is still a need for better communication of the Vision and 
goals and ensuring these statements are visible on the TNSi intranet site and accessible by 
all internal stakeholders. 

Community of Practice – Is a group of people with a shared interest or passion for an activity 
they do together; learning how to improve regular interaction (Wegner 1998). 

Sharing and Best Practices – What are the barriers to sharing best practices? 

• Participation – Not enough participation globally, only 50% of practitioners upload and 
30% download content. The sharing process is not structured well or fully understood. The 
CoP is not fully developed. 

• Benefits – Need to increase willingness to participate through understanding and promotion 
of the benefits and efficiencies to be gained. 

Collaborating and Team Building – How can working together in teams be improved? 

• The silo phenomenon and lack of participation are creating barriers to collaboration. There 
is a lack of tools and procedures for collaboration and understanding of how to use the tools 
available. 

ICT – All technical devices and associated applications encompassing computers, laptops, 
network hardware and software, as well as associated services such as e-learning and video 
conferencing 

Intranet – What is preventing the use of the intranet? 

• Intranet could be a critical tool for TNS to utilize. 

• Limited usage of the WebOffice TNSi intranet site. Maximum of 23% of members have 
logged in and 15% of practitioners have never used. Needs to have TNSi as a driving force. 

• Many users are not aware of the potential of an intranet site and the full features and 
benefits of WebOffice; or do not know how to use them. There is much duplication of work 
that could be streamlined through WebOffice and utilization of one common IT platform. 

• There is no standard file structure and naming protocol. 

Knowledge Content – What are the concerns around knowledge content? 

• Quality of Knowledge – There is a no standard process or templates in how to document 
knowledge or to ensure knowledge uploaded specifically supports the journey towards 
sustainability. 

• Knowledge maintenance – There is no standard process to manage the uploading, 
organizational structure or ongoing validity of the knowledge uploaded. 

4.1.2 Recommendations Overview 

The prioritized measures (D step) are provided in this section according to the Critical Issue they 
address and the KM enabler that facilitates the process. The full details of the results of the 
prioritization step can be found in Appendix G in the D Step – Prioritized Measures section. To aid 
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the reader in understanding the prioritization process a summary table was constructed that lists the 
detailed recommendations, the answer to the three-prioritization questions, (direction towards 
sustainability, flexible platform, ROI) as well as the priority, budget and time line. This data can be 
found in the Appendix H section D Step – Prioritized Measures Table. The summary 
recommendations are as follows: 

Strategic Leadership 

Management  

• Leadership – TNSi management could play more of a leadership role in encouraging and 
facilitating knowledge sharing. 

• Priorities – Ensure management priorities are well communicated. 

• Franchise Template – Provide guidelines for everything a TNS office would require to 
operate. I.E. create a franchise template so basic office start up is streamlined and efficient. 

• Exit Strategies: 

o Create procedures on exit strategies. 

 Preserving personal computer database. 

 Procedures on handing off in progress work. 

 Client management contact to ensure relationship is preserved. 

o Have the person create a summary of each action performed and a description of the 
processes they used, and a contact list with comments. 

o One hour exit conversation. 

Operations 

• Vision Section – Ensure organizational vision, strategy and goals and progress indicators 
have their own section on the TNSi intranet site and are very visible and easily accessible. 

• Consistency – Develop consistent and structured approaches to knowledge capturing.  

• Coordinator – “Management – needs a coordinator to do this (manage) and keep it 
(intranet) in order, file materials as they are sent in, track user expertise, create ideas box, 
tracking organizational development, use for knowledge transfer”(Anonymous TNS survey 
2007). 

• Organizational Policies – Create consensus organizational policies to be adopted by all 
offices for all the operational areas energy, transport, building, materials, equipment, food, 
infrastructure, and services. 

• Energy 

o Energy saving practices. 

• Transport 
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o Develop employee travel benefit program that encourages public transit. 

o Buy carbon offset credits when travelling. 

o Use web tools to minimize travel. 

• Building 

o Create office selection guidelines. 

• Equipment 

o Create recycling and purchasing policy. 

• Food 

o Create purchasing policy. 

• Services 

o Create purchasing policy. 

Time/Resources 

• Strategy – Create an organizational strategy to address the lack of resources.  

o Create a prioritization matrix for organizational resource needs. 

o Illustrate how knowledge sharing and intranet use can save time and leverage 
resources. 

• Time Management Course – Source out course on time management skills for distribution 
to all employees who are interested. 

o Ensure time management skills are provided and that there is time to share best 
practices and to address issues that are often not done due to lack of time. Personal 
willingness to make time for knowledge sharing is required. 

Training and Development 

• Training Program – Create an internationally agreed up training program to ensure 
consistency and to leverage the training process and manuals already in place i.e. TNS 
Canada e-learning module and Forum for the Future one hundred page training manual. 
Also include: 

o Training on how to utilize the TNSi WebOffice intranet site. 

o Role-play and practice case studies. 

o A structured mentoring program to learn in the field from an experienced 
practitioner. 

o Assessment millstones where knowledge on the framework and processes is tested. 
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o Regular feedback session on progress and what self study sections are to be worked 
on next. 

• Adult Learning – Incorporate adult learning techniques. 

• Double Loop Learning – Incorporate Double Loop learning into training. 

o Monitoring – Learning from previous mistakes. Creation of 
policies/procedures/systems/strategies to address this. 

o Improved circulation of Knowledge – reinforces SSD. 

• Skill Development – Develop peoples’ skills so that explicit knowledge can be effectively 
communicated and tacit knowledge can be properly codified and externalised. 

• Experiential Learning – Develop processes and training that allow for experiential learning,  
“ A format or process to develop various skills such as, coaching, facilitation, 
communication, listening, presentations, selling, idea generation and selection and 
empowerment” (Anonymous TNS survey 2007). 

• Mentoring – Implement coaching and mentoring programmes. 

• Intranet Training – Train to how to use intranet site as main desktop – i.e. use for calendar, 
contact function and folder function of WebOffice (direct server access from desktop 
shortcut i.e. an external server). 

• Web Based Training – Hold web based training session on how to fully utilize the features 
of the intranet site and for other content that can be distributed via the web. 

Culture 

Culture 

• Sharing a priority – Make the sharing of knowledge an organizational priority by the 
leaders of the organization. 

• Consultant vs. NGO – “Create a organizational culture that distinguishes between the role 
of being a consultant and a NGO and clarifies the core purpose and vision of the 
organization” (Anonymous TNS survey 2007). 

• CoP – Build on the willingness and desire to create a CoP that was developed in the 
Stockholm conference. “Encourage the environment that allows CoP to flourish, i.e. 
organizational cultural change. Encourage learning and listen i.e., through group facilitation 
skills, meetings, open space” (Anonymous TNS survey 2007). 

• Sensitive Information – Ensure that only sensitive information is kept confidential. 
Creation of a procedure to identify what is and is not confidential. 

• Participation – Ensure all offices participate and take ownership of the intranet. With TNSI 
taking the lead to involve all offices and to promote sharing. 

• Recognition – Develop a plan for more recognition of knowledge sharing i.e., small awards 
contributor of the week, month year. 
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Community of Practice 

Collaborating and Team Building  

• Opportunities – Post opportunities for collaboration on TNSi Intranet site to develop 
projects with other offices. 

• Reward – Encourage and reward the use of WebOffice and other collaboration tools.  

• Training – Train to use collaborate functions of WebOffice on TNSi intranet site. 

Sharing and Best Practices 

• Intranet Access – Ensure all individuals who require access to the intranet are provided 
with access. Develop a policy outlining the criteria of who should have access to the 
intranet and the permissions they require to access specific materials. 

• Interactive Learning – “The AGM and training in Sweden were a turning point for TNS in 
creating a global sharing opportunities” (Anonymous TNS survey 2007). This type of 
interactive learning needs to continue. 

• Commitment – “All commit to make available proposals, presentation, reports for each 
project and prepare a one page summary that explains link between those documents, 
record a short video to get the story live” (Anonymous TNS survey 2007). 

• Benefits – Document the benefits of utilizing the internal TNSi intranet site for sharing 
(time savings) to increase the upload and download of files. 

• Case Studies – Create a standard template for writing up a business case with instructions 
on what to summarize and include. I.e. a procedure guide. 

• Lessons Learned – Documenting lessons learned from client engagements: 

o Build on TNS Canada’s and forum for the futures process. – “We have a complete 
file on our engagement (proposal, presentations, contract, invoices and report)” 
(Anonymous TNS survey 2007). 

• “We have a short form which we fill out to capture lessons learned after each engagement 
which we then discuss as a team and consider for future engagements. We capture history 
in proposals that outline the engagement, workshop agendas / materials, output documents, 
etc., in addition to the learning sheet mentioned” (Anonymous TNS survey 2007). 

Communication 

• Communication Strategy – Develop communication strategy – Suggested communication 
interactions – “Once a month or quarter email from a site administrator with a list of the 
new information”, know who is working with which company at all time, weekly email 
with news updates on what is happening in each office and information uploaded” 
(Anonymous TNS survey 2007). 

• Preferences – Conduct a survey to see how employees would like to be communicated to 
and in what frequency. 
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• Dialogues – Use WebOffice discussion section to create a dialogue between the offices 
regarding how to use the various resources. 

• Sensitivities – Ensure communications are sensitive to language and cultural differences. 

ICT 

Intranet  

• Web Presence – Continue to develop a web presence that reflects the organization’s core 
purpose and aspirations as a sustainability driver and support the use of electronic means as 
the preferred medium for communication within the organization. 

• Primary Platform – Use the intranet (TNSi site –WebOffice) as the primary platform for 
information storage for all offices. Use the full WebOffice features to create an integrated 
organizational network for communication and schedule management. 

• Standards – Create a standard classification and naming protocol to facilitate a more 
organized and intuitive file location structure to make things easier to find. 

Knowledge Content 

• Standardization – Standardize how knowledge is recorded and create templates. 

• Group Memory – Work is done in teams to maintain a group memory; they have a template 
document that is used to capture learning and is shared in weekly team meetings. 

• SSD Filter Development – During the development of knowledge – Create a policy to ask 
the questions: 

o  “Does this innovation support the movement towards sustainability?” 
o If yes or neutral/not applicable, then continue development. 
o If no, then further assessment is required to ensure compliance with SSD and 

further development. 

• SSD Filter Uploading – Prior to uploading documents – Create a policy to ask the 
questions: 

o “Does this document/process support the movement towards sustainability?” 
o If yes or neutral/not applicable, then upload. 
o If no, then further investigation is required to ensure compliance with SSD and 

document is not uploaded. 

• Sustainable knowledge – Means both a sustainable approach in terms of strategically 
preserving for the future (i.e. ongoing) and in terms of the actual content being focused on 
quality of content (i.e. sustainable practices). 

• Yellow Pages – Build a commonly accessible database (distributed database) of 
expertise/specialization for functional areas that each practitioner has knowledge in.  

• Knowledge Map – Outline full contact details of experts and where they reside. 

• Knowledge Inventory – Conduct a full audit of skills, tools, procedures, practices and 
policies. 
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• Needs Analysis – Conduct a needs analysis to determine content gaps: 

o In needs analysis, it is practical to use more than one need analysis techniques to 
ensure that the staff involved in the needs analysis process builds up a complete 
picture. There is a wide range of need analysis techniques: facilitated discussions, 
questionnaires, focus groups, surveys, workplace observation, contextual inquiry, 
and task analysis. 

In the following section the relationship between the results presented here and the research 
questions will be examined. 
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5 Discussion 

In this discussion section the authors will examine the relationship of the results to the research 
questions; discuss the key findings, the significance of the findings and the strengths and 
weaknesses of the study. The discussion of this study will be presented in the context of the Five-
Level Framework using it as an analytical tool. The Five-Level Framework was described in the 
Section 1.1.1. 

5.1 Five-Level Framework Analysis 

The Five-Level Framework is utilized here to aid in the understanding of Knowledge Management 
and its efforts towards influencing strategic planning and decision-making when sustainability is 
an organizations strategic intent.  

“Analysis using the Generic Five-Level Framework can help to identify, understand and evaluate 
what is really happening with these systems – what their intent is, what they cover, what they don’t 
cover, do they have a definition of success, are they executed in a strategic manner, etc. This can 
be helpful for understanding the system’s strengths and weaknesses, particularly in contributing to 
comprehensive efforts towards sustainability” (Waldron et al. 2006). 

Each level of the Five-Level Framework will be analyzed against our initial understanding to 
examine the outcomes of the research. This analysis will form the basis of the lessons learned and 
answer the questions how KM can be of service to SSD, and how this is applicable to 
organizations in general. The lessons learned were organized according to the three categories: 
KM, Organizations and TNS. 

KM – Discussion of the findings in relation to the KM Framework gap analysis in Section 3.4 and 
the answer to research question one. In what ways can Knowledge Management be of service to 
Strategic Sustainable Development so as to support an organization’s transition towards 
sustainability? 

Organizations – Discussion of how the findings may apply to organizations in general and the 
answer to research question two. How can organizations use this understanding in their shift 
towards sustainability? 

TNS – A general discussion of the finding from the case study on TNS in Section 4 and how the 
lesson learned supports an organization shift towards sustainability and how to leverage their 
knowledge to aid in the process. 

5.1.1 System 

Our initial understanding at the system level was that Knowledge Management had a very limited 
system view and was not considering the effects an organization and its operation has on society 
and the biosphere. Adopting a system view must be explicitly addressed, as top priority for KM or 
a SSD approach is unlikely to be adopted. In organizations that have adopted a KM Framework, it 
can be a key influencer in the information and knowledge shared within an organization. 
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KM: Lesson learned ➛  Incorporate a principled approach to gain an understanding of the 
broader socio-ecological system  

Sustainability from a system perspective was totally lacking from KM Framework. The majority of 
the KM Frameworks analyzed focused on internal organizational processes to maximize 
organizational value creation through managing individual and organizational knowledge. There 
were no ecological and social principles present. This focus helped address some internal issues 
and sustainability principle IV, but how an organization affects the biosphere and sustainability 
principles I-III were missing. 

In answering question one and how KM can be of service to SSD a major contribution would be to 
incorporate a principled approach and adopt the four sustainability principles or other socio-
ecological principles. This would guide Knowledge Management and embed SSD into 
organizational values, with a trickle down effect that will influence daily practices through KM 
enablers and new KM processes. An example of this would follow the ecological principles and 
social principles such as human needs, self-organization and diversity. 

Organizations: Lesson learned ➛  Using SSD as a lens enables sustainable value creation 

The importance of understanding how an organization fits into the biosphere and the resultant 
effects of their actions appear to be a critical starting point in understanding sustainability and how 
to adopt an SSD approach.  

Organizations can utilize this new understanding in their shift towards sustainability by using the 
SSD Framework as a lens. The lens approach would aid an organization in incorporating 
sustainability principles as one alternative to defining these principles for organizational vision. 
The ultimate goal of organizational value creation in a KM Framework now becomes sustainable 
value creation. What this means is, organizations will no longer just be internally focused and 
creating internal value, they will also be externally focused examining their operations effects on 
the socio-ecological system. The value created will help the biosphere, not just the organization. 

TNS Lesson learned ➛  Successfully understanding the system 

In the case study of The Natural Step organization they obviously had a very good understanding 
of the system level being a co-developer and practitioner of the four sustainability principles. They 
fully understand their place in the biosphere and the role they play in aiding others to that 
understanding. This is an excellent example of what can be achieved when an organization adopts 
a principled approach and uses the SSD framework as a lens. 

5.1.2 Success 

The initial understanding is that Knowledge Management has a limited vision of success and no 
specific principles to define success within the socio-ecological system. Success is defined as the 
effective utilization of knowledge to solve organizational problems and maximize the creation of 
organizational value. 

KM: Lesson learned ➛  Adopt sustainability principles to define success 

In examining success and the objectives of the KM Frameworks identified, they were mainly 
identified as creating organizational value and only inwardly focused. The lack of understanding in 
the system level leaves gaps when defining success.  
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As a broader definition of success incorporating ecological and societal aspects is not apparent KM 
can be of service to SSD by adopting a definition of success that is bound by sustainability 
constraints. This will ultimately lead organizations towards sustainability, which contributes to the 
end objective of a sustainable society. The vision leads an organization towards sustainability as 
the strategy and resultant objectives and actions flow from an organizations vision statement. The 
Vision is the beacon that guides the way. 

Organizations: Lesson learned ➛  Use a vision of success based on sustainability principles 

Utilizing a SSD filter on the Knowledge Management process will facilitate an organizational shift 
towards sustainability. This will help enable organizations to institutionalize sustainability driven 
practices when designing and implementing KM. This change in view will facilitate the envisioned 
successful outcome as created in the organizational definition of success. An example could be,  
“an organization that is incorporating sustainability principles into daily practices through 
creating, sharing, utilizing and leveraging knowledge to create a collaborative community with 
sustainability as part of their core values.” 

TNS: Lesson learned ➛  Better communication required in ensuring vision of success is 
understood. 

In the case study, the TNS organization as a whole has an inherent understanding of how success is 
defined to incorporate sustainability. There is evidence that at the organizational level there is still 
a need for better communication of the vision and goals and ensuring these statements are visible 
on the TNSi intranet site and accessible by all internal stakeholders. Even when the vision of 
success is defined organisationally, it is important it is communicated well. 

5.1.3 Strategy 

Our understanding is that organizations capitalizing on their knowledge sources are formulating a 
KM strategy with supporting goals and objectives. Four enablers facilitate the strategy 
formulation: Strategic Leadership, CoP, Culture, and ICT. The three knowledge sources, which 
are: Individual, Organizational and Societal also aided in the process. Construction of KM strategy 
can potentially benefit from the guidance of a strategic framework, such as the SSD Framework. 
Backcasting from socio-ecological principles can help the knowledge creation process and 
identification of links between sustainability and competitive advantage, when creating strategies 
and setting goals, to achieve success. 

KM: Lesson learned ➛  Incorporate backcasting from success 

There was a gap in adopting a principled approach and no backcasting from success. The gap can 
be examined by these three categories of principles: strategic planning, social and political. Each 
category will be discussed below: 

Principles for Strategic Planning: The sustainability principles provide an overarching set of 
guidelines to shape strategy and incorporate sustainability into organizational culture through the 
adoption of sustainability-oriented core purpose and values. There is no adherence to the 
precautionary principle resulting in the possibility of not acting in timely and cost-effective 
manner when dealing with environmental issues. 

Knowledge Management can aid SSD through having a clear vision of success in mind and 
backcasting to identify the steps necessary to achieve success. This approach provides direction, 
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which is then translated into actions. The backcasting process provides the guidance necessary for 
successful strategic leadership to achieve the success in the system. 

Social Principles: A key component and tool of any Knowledge Management effort is a 
flourishing CoP. Using the SSD Framework raises the awareness of sustainability issues and 
creates a core purpose. A CoP is always formulated around a core purpose and in this case 
sustainability becomes the core purpose. By following social principles such as the Golden Rule, 
responsibility and accountability, people’s ability to meet their needs is not undermined. 

Knowledge Management can aid SSD through the creation of many CoP’s with sustainability as 
the core purpose; this will help build momentum in disseminating the sustainability message and 
moving towards the global tipping point. Strategic Sustainable Development is a key factor that 
could influence the design and implementation of KM in organizations willing to incorporate 
sustainability into their culture. Knowledge Management could be instrumental in increasing 
problem solving capacity to tackle today’s complex, interrelated ecological and social problems, 
while increasing competitive advantage when guided by an SSD approach. Strategic Sustainable 
Development will provide direction for the leadership to fulfil its vision of success and KM will be 
of service by providing the impetuous for faster creation and implementation of solutions. 

Political Principles: Through the sharing of sustainability related knowledge a tipping point can 
be achieved resulting in this knowledge accelerating the paradigm shift toward sustainability. 
Employing political principles and ensuring knowledge is shared to external organizations and not 
hoarded is a large step towards spreading the sustainability message and a key way KM can aid 
SSD. 

Organizations: Lesson learned ➛  Use a principled approach and backcast from success 

Organizations can use the understanding obtained from the KM analysis to facilitate their shift 
towards sustainability. By incorporate a principled approach into strategic planning and using a 
clear vision of success from a backcasting perspective. This includes such strategic elements as 
overarching guidelines, core purpose, values, and the precautionary approach. Using a principled 
approach can positively influence culture and the formation of a CoP. 

Culture is a critical factor in moving organizations towards sustainability. Promoting an 
organizational culture where environmental and social aspects are valorised will influence 
knowledge sharing. 

Facilitating knowledge sharing that attract all stakeholders to get involved in a form of 
multifaceted communities of practice and multi-stakeholders partnership networks will enable the 
development of CoP with sustainability as their core purpose. Through this medium, individuals 
can learn, collaborate and develop new ideas to help grow their expertise and knowledge about 
sustainability. 

TNS: Lesson learned ➛  A KM strategy leverages capabilities and aids in achieving success 

One significant finding through this case study is that the ABCD analysis is a main tool of the TNS 
organization and one applied with the majority of organizations they work with. However, it was 
discussed at the TNS Learning Journey in Stockholm in January 2007 that only two or three of the 
TNS offices worldwide had completed this analysis on themselves. This could be viewed as a 
significant gap in organizational strategy. 

The researchers’ analysis uncovered several gaps at the strategy level. The main gap is in the lack 
of a KM strategy. The Natural Step organization needs to create a KM strategy that focuses on 
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collaborative approaches to knowledge creation and sharing. As the offices work very 
independently they are experiencing a silo-effect and often working in isolation. In some cases this 
is causing feelings of mistrust, which appears to limit participation. When not all offices are 
participating, that in turn effects overall communication and results in feelings that communication 
is poor. This creates a negative feedback loop that reinforces the problem. 

There appears to be an overall lack of standardization of organizational policies, procedures and 
training. This is resulting in many offices duplicating development work and even daily activities. 
There is much efficiency to be gained from the storehouse of organizational knowledge that would 
help address the concerns over time and resources.  

Even when SSD is a key driver of strategy, an organization still needs to leverage their knowledge 
capabilities to ensure success. KM can be of service to SSD by providing the operational focus 
necessary to ensure that the knowledge required to achieve success is spread throughout the 
organization. 

5.1.4 Actions 

Organizations pursuing KM strategy utilize the five-step KM process that outlines the actions to be 
taken to ensure the effectiveness and efficiency of KM. These are: Identification, Acquisition, 
Development, Sharing/Dissemination, and Utilization. Our initial understanding is that in these 
organizations there are very few actions generally being done to move the organization towards 
success based on sustainability principles. As it was early discussed, because KM strategies are 
internally focused and lack the broader socio-ecological definition of success, this gap then filters 
down into the actions being carried out and results in a narrow approach. 

KM: Lesson learned ➛  Using a KM process highlighted additional sustainability aspects in 
the strengths and weaknesses assessment 

The use of the SWOT analysis tool with a focus on the five Knowledge Management process steps 
resulted in recommendations that were more thorough than a traditional strength and weakness 
assessment, a number of sustainability aspects were identified and addressed that would have 
otherwise gone unidentified. This is the main lesson learned about how KM can be of service to 
SSD. 

Looking specifically at the KM Framework enablers the sustainability focus facilitated a change 
around integrating SSD into organizational policies and procedures. The changes to KM that 
facilitate its service to SSD are listed below according to the five steps: 

• Knowledge Identification – Sustainability principles become a filter before making the 
relevant knowledge available to whoever needs it. An example follows: 

o SSD Filter For Uploading – Prior to uploading documents to a knowledge base – 
create a policy to ask the questions: 

 “Does this document/process support the movement towards sustainability?” 
• If yes or neutral/not applicable, then upload. 

• If no, then further investigation is required to ensure compliance 
with SSD and document is not uploaded. 

• Knowledge Acquisition – The assessment of the sustainability principles should be 
conducted to ensure that human needs are met and not violating basic principles of 
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sustainability as well as ensuring that no violations are occurring in the knowledge stored. 
For example, during the capturing and storing of knowledge human needs can be met by 
ensure that individuals are free to participate and feel secure in a trusting environment. 

• Knowledge Development – Adding a sustainability filter during and after knowledge 
production ensures compliance with sustainability principles. Individual knowledge 
development will then take into consideration sustainability principles when it comes to 
creativity and ability to solve problems when devising durable and upstream solutions. For 
example: 

o SSD Filter For Development – During the development of knowledge – Create a 
policy to ask the questions: 

 “Does this innovation support the movement towards sustainability?” 

• If yes or neutral/not applicable, then continue development. 

• If no, then further assessment is required to ensure compliance with 
SSD and further development. 

• Knowledge Sharing – By understanding how the formation of organizational culture can 
meet human needs which encourages and supports sharing knowledge and best practices. 

o Designed and implemented in a way that does not undermine people’s ability to 
understand, participate and create. 

o Organizational culture should promote the development of CoP that encourages 
sustainable organizational practices. 

• Knowledge Utilization – Adhering to sustainability principles when assessing and 
evaluating the content of knowledge before and during its transfer. I.e., verify whether the 
knowledge being transferred into deployment does not violate sustainability principles such 
as, chemicals use, carbon emission, material flow, environmental degradation or social 
unsustainably. 

o Ensuring that sustainability is reflected in the organizational policies, strategies, 
processes, methods, services and practices. 

o From a social sustainability perspective, the methods and tools used to 
communicate this sustainability knowledge should be equitably available to all 
individuals. 

Organizations: Lesson learned ➛  Success is achieved by addressing strength and weakness 

In answering research questions two, the understanding and resultant shift towards sustainability 
for organizations is achieved through specific detailed actions. These actions are guided by the 
sustainability principles and lead to successful Knowledge Management. A KM process refined to 
include the actions listed above in the KM section on Actions and lessons learned (Section 5.1.4) 
leads to fulfilment of strategic objective that are fully informed by the system it operates in (i.e. the 
biosphere). 

TNS: Lesson learned ➛  Using a KM process highlighted additional sustainability aspects in 
the strengths and weaknesses assessment 
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The full list of strategic steps and actions can be found in the Appendix G and H (D Step 
Prioritized Measures and the D Step Prioritization Measures Table). These action steps are 
categorized according to the Critical Issues that need to be addressed as was discussed in the 
results Section 4.1.1. Using the KM framework helped identify many specific organizational 
strengths and weaknesses in their knowledge sharing activities that would have gone unidentified 
in a traditional SWOT analysis. 

5.1.5 Tools 

The researchers found that negative effect of a narrow approach at the actions levels will also be 
carried through to the tools level when implementing measures towards societal success. The 
critical nature of creating a vision and definition of success that incorporate the broader socio-
ecological system becomes very apparent when you complete the Generic Five-Level Framework 
analysis. 

KM: Lesson learned ➛  Use tools that incorporate sustainability principles 

Tools could have a higher strategic value when focusing on upstream solutions rather than 
downstream effects. KM can be of service to SSD by providing focus and highlighting gaps. The 
KM Framework analysis revealed gaps in the strategic, system and capacity tools. The main gap 
was that the tools did not incorporate sustainability principles, i.e. no Zero Waste Assessment or 
Life Cycle Analysis. By addressing these gaps and ensuring the tools adhere to sustainability 
principles, KM can be of service to SSD.  

Organizations: Lesson learned ➛  Use tools incorporating sustainability principles  

Answering research question two is about the understanding and resultant shift towards 
sustainability for organizations. Tools utilized to implement specific detailed actions that are 
guided by the sustainability principles, lead to successful Knowledge Management. A KM process 
refined to include the actions listed above in the KM section on Actions and lessons learned 
(Section 5.1.4) leads to fulfilment of strategic objective that that are fully informed by the system it 
operates in (i.e. the biosphere). 

A KM process refined to include tools that incorporate sustainability principles leads to fulfilment 
of actions and strategic objective that lead to success in the system. An example follows: 

Organizations can use their new understanding of the intranet as a tool in addressing organizational 
issues that relate to not undermining peoples ability to meet their needs. The intranet increases: 

• Feeling of involvement, participation and being valued. 
• Access to information and identification of resources and relevant job information. 
• Decision making ability through enhanced understanding of the organisations’ strategic 

goals. 
• The sense of community and unity in an organization. 

Brelade (2003) confirmed these social benefits we identified in the research. 

In addition there are many technical aspects that are of benefit: 

• Use of information technology to perform analysis, measure and monitor progress and 
assess performance based on the compliance to the knowledge pertaining to sustainability. 
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• Use communication technology to engage all stakeholders for sustainable knowledge 
sharing through virtual communities of practice. 

• Use networks to inspire and engage sustainability professionals and knowledge leaders to 
collaborate on the sustainability challenges. 

TNS: Lesson learned ➛  Using ICT tools effectively 

The primary tool of TNS in their sustainability efforts is the SWOT analysis tool. The use of this 
tool proved to require a few enhancements to be more user-friendly to the researchers and it also 
proved to directly support the knowledge creation process. The enhancements included 
classification of findings inside each current reality (B step) category to keep organized and to 
help the later identification of trends. After creating compelling measures (C step) an additional 
step was required to identify the critical issues that face an organization. These were then placed 
into a summary table. 

On the positive side, utilizing the SSD Framework approach enabled a free flowing exchange of 
ideas, in a structured way. This knowledge exchange came about like the optimal way a CoP 
should interact. Creating compelling measures (C step) directly supports knowledge creation and 
the generation of recommendations for sustainable outcomes. 

ICT tools such as the Internet and WebOffice represent a good opportunity to create the 
environment of one international organization. The real magic and sharing will start to happen 
when all TNS offices use one WebOffice site so they are linked; that would include email and even 
calendar functions. When everyone is using WebOffice, as the first thing they log into in the 
morning to start work, is when the CoP will flourish and the collaboration will be effortless. It 
appears that WebOffice is not being used effectively due to lack of proper understanding and 
training of staff in the features of WebOffice. 

Next we will explore the limitations of our research. 

5.2 Limitations 

5.2.1 The Integration Process Attempt 

We originally set out thinking we would be able to create an integrated tool that incorporated 
elements of the SSD Framework into a Knowledge Management Framework. We intended to try to 
work sustainability into a KM Framework and create a sustainable KM Framework. A key lesson 
learned was that Knowledge Management from a generic perspective and Knowledge Management 
from a sustainability perspective are very similar. Therefore, the key to bringing together KM and 
sustainability was not the development of a new framework, but rather the viewing of the current 
framework within a sustainability perspective. By using the SSD Framework lens we found that 
the whole mindset changed, not just a component of the KM Framework. 

Trying to integrate SSD into KM was akin to looking at downstream solutions, a reactionary 
process aimed at fixing a specific problem, rather than taking a systems view. Taking a step back 
and looking at the whole system enabled us to come up with an upstream preventative solution. 
That solution was to use the SSD Framework as a lens and filter as described throughout this 
paper. This process really illustrated the importance of systems thinking and looking at the whole. 
A shift in mindset and the way we view the world and our place in it is the critical component to 
making a difference in aiding global progress towards sustainability. Adopting a set of principles 
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to guide your thinking is key; one option that we chose in this study was the scientifically based 
four sustainability principles. 

Below the strengths and weakness of this study will be discussed with consideration to how they 
have affected the outcome and results. 

5.2.2 Strengths 

• Choosing a large enough sample size could have been a detriment to the results and not 
representative of TNS as a whole. Forty-two out of one hundred people in the organization 
were chosen to participate and 60% of those responded. This resulted in 25% of the 
organization participating in the survey enough to provide a good sample and be 
statistically relevant. 

• In addition many cultural perspectives were also included as 69% of the thirteen offices 
responded to the survey. 

• The TNS organization was well versed in understanding sustainability, which allowed a 
strong focus on analyzing the Knowledge Management Framework. Working with an 
organization that did not understand sustainability would have required a survey with more 
background information on the four sustainability principles and the analysis methodology 
would have had to be provided. This would have resulted in a survey that would have 
provided less information for analysis. 

5.2.3 Weaknesses 

• Due to time constraints we were unable to receive feedback from TNS resulting in action 
research not being applied completely as no changes could be made to the 
recommendations. 

• Selecting the right questions to ask is always difficult. The researchers asked for feedback 
from TNSi office but some of the questions were still too lengthy and confusing, which 
limited responses in some cases. 

• Identifying the right individuals to complete the surveys. – TNSi suggested practitioners as 
they are the primary users and developers of the knowledge used in the field but this may 
have introduced a bias into the study as other organizational groups were not represented. 

• The researchers could have an incomplete picture of the organization as only the 
practitioners were surveyed. 

• Ambiguously stated questions resulted in some confusion and limited responses. 
• Length of time staff employed with the TNS organization – Not a mandatory question and 

unable to correlate the results due to limited information; but this could have had a large 
effect on the answers received due to the historical culture. 

• Recommendations could be incorrect as information was incomplete. The researchers were 
not granted access to internal documentation. It is possible that some of the 
recommendations are already in place or being worked upon as the results were based 
primarily on the survey and limited interactions at the TNS Learning Journey in Stockholm 
2007. 

• Diffuse field of research and time constraints – Time constraints did not allow for 
subsequent interviews to clarify findings or get feedback on the recommendations. 
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6 Conclusions 

SSD is a key factor that should influence the design and implementation of Knowledge 
Management. This is instrumental in increasing problem solving capacity to tackle today’s 
complex dynamic organizational environments.  

Knowledge Management could be a key driver of a sustainability paradigm shift, as its 
implementation can assist organizational strategies and practices. There is a growing need to build 
robust Knowledge Management to accelerate organizations towards strong collaboration, sharing 
and learning. There is also a need to provide the environment where these communities can 
flourish for their success towards a sustainable future.  

The promotion of Knowledge Management informed by SSD must be built into the daily activities 
of the organization, including leadership, management behaviours, technology products, services 
and processes for sustainable value creation. 

6.1 Summary of Key Findings 

In answering the two research questions the understanding from the lessons learned was critical in 
turning the lesson into actionable measures. The specific answers to the research questions and the 
lessons learned are summarized in the Table 6.1. The research questions are restated here for 
clarity: 

1. In what ways can Knowledge Management be of service to Strategic Sustainable Development 
so as to support an organization’s transition towards sustainability? This question is answered 
through the KM section in Table 6.1. below. 

2. How can organizations use this understanding in their shift towards sustainability? This 
question is answered through the Organizations section in Table 6.1. below. The TNS column is 
used to provide an illustrative example of how the understanding could be or is applied. 
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Table 6.1. Summary of Key Findings 

 KM Organizations TNS 

System Incorporate a 
principled approach to 
gain an understanding 
of the broader socio-
ecological system 

Using SSD as a lens 
enables sustainable 
value creation 

Successfully 
understanding the 
system 

Success Adopt sustainability 
principles to define 
success 

Use a vision of success 
based on sustainability 
principles 

Better communication 
required in ensuring 
vision of success is 
understood. 

Strategy Incorporate 
backcasting from 
success 

Use a principled 
approach and backcast 
from success 

A KM strategy 
leverages capabilities 
and aids in achieving 
success 

Actions Using a KM process 
highlighted additional 
sustainability aspects 
in the strengths and 
weaknesses 
assessment 

Success is achieved by 
addressing strength and 
weakness 

Using a KM process 
highlighted additional 
sustainability aspects 
in the strengths and 
weaknesses assessment 

Tools Use tools that 
incorporate 
sustainability 
principles 

Use tools incorporating 
sustainability 
principles 

Using ICT tools 
effectively 

When the summary table is examined for commonalities it becomes apparent that a lack of a 
principled approach based on sustainability exits. This gap of sustainability principles is carried 
through to the following additional socio-ecological principles: 

• No ecological principles are being followed. 
• Limited social principles being address. 
• No adherence to the precautionary principle. 
• Limited evidence the Golden Rule is followed. 
• Responsibility and accountability for socio-ecological concerns are not apparent. 
• Not recognizing the paradigm shift towards sustainability. 
• Limited evidence of utilizing political means to comply with sustainability principles. 

The researchers’ hypothesis was that applying KM through the lens of the SSD Framework will 
not only reveal opportunities to be supportive of SSD, but will also address some shortcomings of 
traditional frameworks for KM. This was confirmed through the summary findings. 
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According to the authors’ initial thoughts, the KM Framework shortcomings are rooted in the 
absence of a sustainability focus. This results in a limited systems view and limited vision of 
success. This was also confirmed through the research paper. 

The significance for organizations with a limited system view is that the organization needs to 
explicitly address how their Knowledge Management efforts and its operation affect society and 
the biosphere. 

The vision of success needs to be explicitly expressed to ensure it turns into reality where the 
specific principles of sustainability are used to define success within the socio-ecological system. 

In a complex business environment with growing threats, from climate change and other aspects of 
un-sustainability, competence in systems thinking and sustainable development become more 
critical for business profitability. 

The authors illustrated how using SSD as a lens could assist any organization, not just NGO’s with 
a sustainability mandate. It is the researchers hope that this finding can be built upon and used to 
enhance other Quality Management Systems to tackle global issues. 

6.2 Next Steps 

Next steps for the TNS organization would be: 

• To reflect on the recommendations provided and assess the practicality of the suggestions.  

• Decisions would then need to be made on which recommendations to implement and full 
action plans and measures would need to be created to implement the chosen steps. 

At some point an evaluation of the creating compelling measures (C step) may provide more ideas 
on what could be tackled. In addressing the limitations of the study some suggested measures are: 

• Broadening the scope of the survey to the whole TNS organization to prevent bias. 

• Take more time to formulate the questions with the help of the organization to ensure the 
language is understood and reflects the way the current communication occurs. 

• Getting permission to access internal documents to ensure recommendations are pertinent 
and not already underdevelopment. 

• Complete the opportunities and threats portion of the SWOT analysis. 

• Getting feedback on the recommendations through a workshop session to refine the 
recommendations. 

• Go back to TNS to assess the impact of the recommendations and how they may be refined 
for future organizations. 

Suggestions for future research: 

• Test the theory that using the SSD Framework as a lens and filter may be applied to any 
Quality Management System by picking two or three programs to compare and contrast the 
results. 
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Appendix B: Knowledge Management 5 Step Process 

Knowledge Management process encompasses the identification, acquisition, development, 
sharing/dissemination and utilization of knowledge within an organization. The necessary steps of 
Knowledge Management process are described below: 

1.1 Knowledge Identification 

The identification process is about locating the knowledge available from different stakeholders, 
identifying core competencies, organizational ‘know-how’ and other areas of expertise (Decker 
2002). Decker (2002) states,  “…information systems and personal networks need to be identified 
and to be made transparent, so that the knowledge can be accessed when needed.” It is critical that 
an organization maintains transparency to help built trust in the organizational culture. 

Davenport (2007) describes that the company Hewlett-Packard (HP) had several Knowledge 
Management initiatives and in one of these the goal was to provide a guide to an individuals 
knowledge resource. “If successful, the guide will help to address a problem identified by a 
previous director of the Labs: ‘If only HP knew what HP knows’.” This shows how critical it is for 
an organization to be able to properly identify the knowledge that is held within the organization 
and its human resources. It is important that organizations identify their knowledge such as core 
competencies since these are what defines an organizations capabilities and competitiveness and 
ensures its ability to survive and adapt (Leonard-Barton 1995). 

Once organizational knowledge has been identified then a needs analysis can be done to bridge the 
gap of current knowledge and knowledge required to meet stakeholder needs. It is not that there is 
a lack of information but as Decker (2002) states  “…that information sources are not structured 
appropriately to obtain the relevant knowledge in time.” Therefore, it is important that the right 
mechanisms and tools are used to identify this knowledge. The mechanisms and tools can be: 
facilitated discussions, surveys, interviews, contextual inquiry, knowledge maps, Yellow Pages for 
Experts, reporting, and context analysis. For example, using the process of contextual analysis is 
where  “…you observe an individual performing a particular task, observing the method and so 
forth” (Brooking 1999). A knowledge map is a graphical representation of captured information 
regarding knowledge providers, sources, applications, and relationships that provides efficient 
communication and a manner for individuals of different backgrounds to conceptualize the 
knowledge (Vail 1999; Eppler 2001; Decker 2002). Decker (2002) explains how a Yellow Pages 
for Expertise, which  “is a non-graphical version of knowledge maps…” enables an organization to 
have a database of internal experts and their areas of expertise and capabilities. Once this step of 
identification of knowledge has been conducted it is then possible to then initiate the process of 
acquiring this knowledge. 

1.2 Knowledge Acquisition 

For many organizations knowledge is the most important asset (Carneiro 2000) and it is assumed 
that every experience is reusable (Basili & Rombach 1991). Hence, knowledge acquisition should 
be effective and efficient to leverage the organization’s intellectual asset. 

Knowledge acquisition process involves capturing the knowledge in individual minds (tacit 
knowledge) to identify how particular problems are solved. It is about documenting how the 
particular steps involved in recording the solutions are saved for future problem-solving use. 
During this process, the knowledge should be codified into documents or databases in order to 
make the best use of it. This includes screening, classification, cataloguing, integrating and 
interconnecting content from both internal and external sources (Alavi 1997). Exploring the 
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adequacy of knowledge is Wiig’s (1993) framework that involves several components such as, 
survey categorize, analyze, elicit, codify and organize knowledge. 

During the knowledge capturing process the organization should attempt to obtain the knowledge 
from both internal and external knowledge sources for formalization and documentation. Then, in 
the selection process, the organization should assess the value of the collected and formalized 
knowledge and filter it to obtain worthy-keep knowledge (Beckman 1997). In addition, it is 
necessary to regularly verify that knowledge is up-to-date in order to exclude expired and outdated 
knowledge. The validity of knowledge has to be checked and outdated knowledge needs to be 
removed. This maintains an effective circulation of updated knowledge as a continuous process. 

As regards knowledge storage, there are three levels: the individual, collective and electronic 
(Decker 2002). At the individual level, people carry around the knowledge they have learned and 
retained through experiences. Death, retirement and staff departures lead to the loss of corporate 
asset, which creates ‘knowledge flow-off’ (Decker 2002). 

As mentioned earlier, knowledge can be acquired from internal and external sources. Internal 
source deals with knowledge in individuals’ minds such as skills, ‘know-how’ and expertise, 
which involve cognitive, emotional, social, and organizational aspects. 

The external knowledge is acquired through recruiting or hiring of external consultants, or the use 
of knowledge bases of other companies to acquire competencies faster (Decker 2002). According 
to (Bleicher, 1992) and (Probst et al., 1997a) stakeholders are sources of useful knowledge since 
the knowledge of customers, suppliers and shareholders can be beneficial in acquiring new ideas 
and suggestions for improvement, or by purchases knowledge products that generates new usable 
knowledge (Decker 2002). 

Information and communication technology remains instrumental in Knowledge Management as it 
offers new possibilities, such as processing, analysing and transmission across distances. However, 
knowledge is about the individuals’ mind, therefore, the role of technology can only assist nature 
(Davenport & Prusak 1998; McDermott 1999). 

The challenge for an organization is to develop appropriate strategies and promote organizational 
learning culture. This is to enrich and foster knowledge acquisition and a sharing environment 
through the interchange between tacit and explicit knowledge that enhances organisation memory. 

1.3 Knowledge Development 

Developing knowledge aims at producing and generating new knowledge in an organization, 
which involves individuals and collective. This is done through interactions during dialogues, 
virtual discussions, daily activities, group work and sharing expertise and skills. 

According to Decker (2002) the process of knowledge development consists of individual and 
collective knowledge development, as this aspect is inherently a part of organizational knowledge 
base. Decker explains that individual knowledge development is about the creativity and ability to 
systematically solve problems. This encompasses implicit knowledge that an individual possesses 
or is simply created when internalising new or explicit knowledge. The tacit knowledge creates 
new (explicit) knowledge through the process of refining personal knowledge. The personal tacit 
knowledge is obtained during interactions with processes, procedures and techniques used for 
problem solving (Decker 2002). 

The collective knowledge development focuses instead on team learning. This usually involves the 
creation of complementary abilities in the team as well as the definition of group goals (Decker 
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2002, 40-41). Reflecting as a group on lessons learned through working together in a team, it 
becomes apparent that some of the experiences gained are of use for future teams (Decker 2002). 

Team learning is about creating an environment when a dialogue can be stimulated for 
collaborative thinking and bringing out collective wisdom as well as invoking people’s insights. It 
is necessary for the organizations management to  “understand that knowledge of everyday, 
complex, often messy reality of work is generally more valuable than theory about it” (Davenport 
& Prusak 1998). Knowledge development goes through an evolving process, so by blocking this 
process turns knowledge into opinion or dogma (Davenport & Prusak 1998). 

1.4 Knowledge Sharing/Dissemination 

The sharing/dissemination process involves human processes and technical infrastructure that 
make embodied knowledge available to the people within the organization (Demarest 1997). This 
process consists of providing fast and simple accessibility to the knowledge and ensures effective 
distribution mechanisms (Decker 2002). “In addition to providing the infrastructure, organizations 
have to invest in hiring smart people and providing incentives for sharing information, then 
provide enough unstructured time to let people talk face-to-face” (Jarzombek 1999). Davenport 
and Prusak (1998) argue that trust is essentially needed to effectively share knowledge even though 
they are aware of the necessity to share; they do not share with their colleagues. In addition, 
altruism and trust are vital elements for sharing and creating knowledge among volunteers in the 
organization (Hildreth & Kimble 2004). 

The process of knowledge distribution usually involves three methods: training programmes 
(education, awareness programs, and workshops) and guiding (manuals and guidelines) or 
electronic networks (intranet, groupware, and EDMS) that support knowledge sharing in a user-
friendly manner. 

For many organizations, knowledge-sharing and dissemination programmes contribute to the 
nurturing of CoP as they act as a means to enhance corporate and individuals’ knowledge. Hence, 
effective Knowledge Management should attract all stakeholders to participate in knowledge 
sharing activities. 

Through sharing, knowledge is transferred to the recipient, which then bridges to its utilization.  

1.5 Knowledge Utilization 

There is a growing recognition in organizations around the world regarding the importance to 
properly managing knowledge (Holsapple & Joshi 1999). The ultimate use of knowledge is to 
solve problems and advance the goals and objectives of the organization (Turban & Frenzel 1992; 
Ponelis & Fairer-Wessels 1998; Brooking 1999). 

The process for transferring knowledge into action is generally accomplished through performing 
tasks like communicating, decision-making, researching and learning (Gueldenberg 1998; Decker 
2002; Van der Spek & Spijkervet 1997). This process of utilization knowledge then allows 
organizations to become more efficient, and adapt to future challenges. Knowledge utilization 
should result in the internalization of knowledge and the creation of organizational value (Petrash 
1996). Petrash (1996) details how organizational resources are intellectual capital, which are 
comprised of human, organizational and customer capital. These aspects of intellectual capital are 
interlinked and that due to these relationships results in an increased value to the organization, 
which is often financial (Petrash 1996). As Holsapple and Joshi state (1999)  “maximizing the 
interrelationships among the three kinds intellectual capital increases the organization’s ‘value 
creating’ space.” 
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Part of utilization is to ensure the knowledge is preserved which enables the future generation to 
reuse expertise and best practices accumulated in the corporate knowledge assets. Through 
innovation of best practices new knowledge is often discovered in double loop learning which 
closes the circle of Knowledge Management process leading back to knowledge identification. 



 
Appendix C: Survey 

The following is the survey used with the results summarized. The first five questions are not 
included due to confidentiality of the participants. 

6. Please rate the weekly frequency of use of the following questions. 

 Never/None 1-3  4-6  7-9  Over 9  

How often do you log into the 
TNSi intranet site? 

15%  45%  15%  0%  25%  

How many files do you upload 
(add) to the intranet? 

50%  30%  5%  0%  15%  

How many files do you download 
(take from) the intranet? 

30%  50%  0%  5%  15%  

7. How would you rate the TNSi intranet site today? 

 Response Percent 
Very good 10% 
Good 30% 
Average 45% 
Poor 10% 
Very poor 5% 

8. When is the last time you logged into the TNSi intranet? 

 Response Percent 
Never 10% 
1-3 days ago 50% 
2-7 days ago 10% 
8-14 days ago 15% 
15-21 days ago 10% 
Over 21 days ago 5% 

9. Why is the intranet important for internal stakeholders? I.e., for what purposes do/could 
you use the intranet? 

Summary 
The importance of the intranet is summarized into 3 main themes and 4 comments on issues related 
to access. 

Sharing and Best Practices: Need a central repository for case studies, proposals, presentations, 
tools, articles, references, business plans, specific sector research, and documents. 

Collaborating and Team Building: Working together on same files, not reinventing the wheel, 
building on what’s already been done, sharing training exercises. 

Communication: Shared calendar and desk top internationally and nationally, important news, 
vehicle for encouragement, events, work that is being done 
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Intranet - Limited access:  “They did not give me access to the intranet, although I've asked for it. 
There is an interesting duality in sharing knowledge and protecting it at TNS” (Anonymous TNS 
survey 2007). “TNSi keeps referring to new research that is being done but licensees aren't 
necessarily experiencing the benefits of that research” (Anonymous TNS survey 2007). “Prevents 
one person from becoming an information gatekeeper” (Anonymous TNS survey 2007). 

10. What kind of information are you expecting to find there or would like to find there? 

Summary 
Following is a list of knowledge content and operational procedures requested: 

Knowledge Content:  “Proposals, workshop agendas, PowerPoint presentations, photos of events, 
case studies, finalized projects (i.e. sustainability analysis, procurement guidelines, etc), annual 
reports, archived Stepping Stones magazines, sample evaluation forms” (Anonymous TNS survey 
2007), governance information, training tools, interactive exercises and games exercise templates 
including instructions on how to perform the exercise, “classified by sector, companies, short 
comprehensive case study (in 1 page + a 4' video where the person leading the project would 
briefly explain purpose, lessons learned, how I would do it differently or not.) Including steps 
followed and materials used (proposal, presentation, reports...)” (Anonymous TNS survey 2007),  
“Good case studies with facts not war stories or TNS propaganda” (Anonymous TNS survey 
2007). 

Operations: “Selling pitch, how to run a TNS office, info on TNSi, ... everything a TNS office can 
need” (Anonymous TNS survey 2007), calendar, news board, “intelligence information and advice 
system project overview templates (doc, procedure, etc.), “summary specific files for HR, RM, F, 
ER, etc. tools for human resource development and tracking tools for team management tools for 
enabling knowledge sharing documentation to do with the organizations activities such as 
intellectual property, details of events, products and individuals, relevant published reference 
material and institution-created knowledge” (Anonymous TNS survey 2007). 

11. It is important to be recognized and rewarded for your contribution to the organizations 
knowledge? 

 Response Percent 
Strongly Agree 20% 
Agree  50% 
Neutral 25% 
Disagree 5% 
Strongly Disagree 0% 
Comments  

Summary 
The respondents generally agree (70%) that public recognition and reward is important. “…Should 
be second nature if TNS is a learning organization” (Anonymous TNS survey 2007). 

12. How can the intranet be made better? 

Summary 
There is a general consensus that the intranet needs to be better organized. It appears that many 
users are not aware of the full features and benefits of using WebOffice (TNSi Intranet tool) and 
duplication is occurring in daily activates by individual offices using internal systems as well as 
WebOffice. Following is a summary of the comments by category: 
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Classification: Intranet needs to be “organized more intuitively, clearer file location structure to 
make things easier to find and tree-structures more helpfuls” (Anonymous TNS survey 2007), 
better search engine, classification system, standard naming protocol, executive summary (brief 
description of contents). 

Structure: “Each country uses their own server to store files and collaborate on projects, and also 
their own individual server for emails, contacts and calendars. If the intranet was used as the 
primary platform for information storage for all offices, then we would see a much greater use in 
my mind” (Anonymous TNS survey 2007). Tools to facilitate working on particular projects 
collaboratively. 

Management: “Needs a coordinator to do this and keep it in order, file materials as they are sent 
in, track user expertise, create ideas box, tracking organizational development, use for knowledge 
transfer, evaluative tools to develop further capabilities” (Anonymous TNS survey 2007), use it as 
a community of practice sharing explicit and tacit knowledge. 

Communication: Need instructions, tools on how to use the intranet, “better knowledge of what it 
can bring to each individual person or organization” (Anonymous TNS survey 2007), send out 
monthly updates, user groups and message groups, overview of where the organization is heading 
with intranet, “of how advisors have worked with clients in a more detailed way - lessons learned, 
key success factors, what didn’t work, metrics, etc. Case studies are often too vague and high 
level” (Anonymous TNS survey 2007). “First page which is really hot. It should automatically be 
on your desktop when you open your computer in the morning. In this way it would be a natural 
starter of the working day to see the news. To that end, we need (1) more intensive updating 
(otherwise the above idea would be pathetic)” (Anonymous TNS survey 2007), and better sharing 
of intellectual capital. 

Collaboration and Team Building: Encourage people to share information, tools for project 
management, tools for creativity and generating knowledge, sector specific data and web links, and 
consulting methodologies. 

13. What are the barriers to using the TNSi intranet site? Select as many answers as apply. 

 Response Percent 
Logging in is difficult 5% 
System response time is 
too slow 

10% 

No clear instructions on 
how to use the intranet 

15% 

File location structure is 
unclear 

45% 

No search capabilities 35% 
Other (please specify) 85% 

Summary 
The quantitative data here supports the earlier conclusion that the intranet needs to be better 
organized with some standard naming protocols and structural guidelines. There is a training issue 
in regards to the features of WebOffice. Following is a summary of the additional comments: 

Time/Resources: No time, separate intranet in own office – extra burden, extra task to upload, 
need paid person to run and organize, search capabilities need improving. 
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Knowledge Content: There is old and irrelevant information, content of files difficult to figure 
out, folder location too broad, no categories or labelling. 

14. Does your TNS office have its own separate intranet site? 

 Response Percent 
Yes 35% 
No 55% 
Do not know 10% 

Summary 
There is a good opportunity to push for the use of WebOffice as an organizational wide solution as 
over half of the offices do not have their own intranet. The response raises the question as to what 
is the data back up strategies if many individuals are working off of stand alone desktops. 

15. In what way are you using your own internal intranet site? 

Summary  
All the ways other internal intranet sites are being used can be facilitated by WebOffice, much 
duplication and extra maintenance could be avoided by using one intranet site. The main reasons 
for use follow: 

File Storage: File sharing, sharing resources, confidential client information, case studies,  
“institutional record of projects Knowledge Management - when new staff start they should be able 
to find everything they need, access completed project files shared access to presentations, 
products, etc. So that when we all leave, the record of what TNS Canada has done - from the 
project proposal through to the final evaluation” (Anonymous TNS survey 2007). 

Communication: Outlook database – meetings, emails, calendar, exchange server, resource 
reservation, wiki. 

16. This section is for any further comments on the TNSi intranet site, please feel free to add 
any comments or questions. 

Summary 
Following are various comments on general feelings of what is wrong and could be changed: 
(These are all directly quoted form the survey of the TNS offices, 2007). 

The intranet is useful to use it as a simple directory, but it doesn’t enable a proper management of 
knowledge. 
There is a need to/for:  

o Revise how information is shared between users. 
o Evaluate how the information system structure performs according to the goal of the 

organization. 
o Establish procedure for knowledge transfer. 
o Facilitate comprehension and sharing of the organization’s goal and strategies. 
o Facilitate the entry of new member into the organization. 
o Share about what user are currently doing in the organization. 
o Design a more organic way of sharing knowledge. 
o Access user's preoccupation. 
o Develop methods of generating new ideas and maximizing knowledge. 
o Learn on this network and to track learning of user. 
o Have access previous research and technique of other user. 
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o Facilitate understanding of the TNS Framework. 
o Access knowledge about other tools and practices for sustainability. 
o Collaborate with other network. 
o Active sharing of knowledge to make the organization more effective. 
o Experiential learning. 
o Diffusion of innovations. 
o Organizational empowerment. 

If people work in this organization it's probably because they believe in the TNS Framework and 
its potential.  
It seems that there is some frustration on specific details regarding the organizational structure.  
Associates find it hard to make a good living with the actual structure.  
There is a general saying about difficulties of fundraising.  
My belief is that the talent management is not efficient.  
My belief is also that knowledge sharing is strongly related to the capacity of the organization to 
deeply listen to every stakeholder of the organization.  
The organization's goal and vision are hardly accessible to anyone coming in for the first time. 
Many discussions are at the details level are going on in the organization.  
A lot of frustration is created because of the friction that comes with bad communication.  
It's hard to innovate in the actual situation. 
It's hard to connect with other organization to share knowledge.  
It's hard to further develop the capacity and capability of the organization’s network, services and 
products.  
The organization seems to be a bunch of project with a common framework.  
Users of the network seem to isolate their work.  
There is no common practice or appropriate tools to follow-up on project and relations with 
customers. 
There is a lot of email traffic between users. 

17. Do you document your engagements with clients? I.e., do you do preserve the 
methodology of your interaction in a client engagement so it can be used and modified in 
the future? If yes, how do you document your engagements with clients? 

 Response Percent 
No 26.3% 
Yes 73.7% 
Comments: 78.9% 

Summary 
The most detailed comments come from TNS Canada. The majority of the offices have a simple 
process to store interaction and possibly create a short case study, but no structured approach to 
learn from the interactions. 
Lessons learned – “We have a complete file on our engagement (proposal, presentations, contract, 
invoices and report) (Anonymous TNS survey 2007). 
“We are planning on implementing Salesforce so we will be able to better understand our client 
engagement timeline and report on it” (Anonymous TNS survey 2007). 
“We have a short form which we fill out to capture lessons learned after each engagement which 
we then discuss as a team and consider for future engagements. The form captures lessons learned 
rather than an updated process / methodology. We capture history in proposals that outline the 
engagement, workshop agendas / materials, output documents, etc., in addition to the learning sheet 
mentioned” (Anonymous TNS survey 2007). 
“In client file there should be: proposal contract agenda and workshop materials evaluation, final 
product knowledge evaluation template – that summarizes what we learned, how we can 
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incorporate what we learned into what we do next case study final sign off form indicates that all 
this has been added to the file and any relevant names added to the database” (Anonymous TNS 
survey 2007). 

Best Intentions:  “Don’t always do it, not well organized, not paid to do it (unpaid time), just keep 
notes” (Anonymous TNS survey 2007). 

18. Are you aware of any other organizations or TNS offices having success in documenting 
client engagements? If yes, what are they doing? 

 Response Percent 
No 61.1% 
Yes 38.9% 
Comments: 55.6% 

Summary 
Forum and TNS Canada are cited as the best examples and perhaps Sweden but language is a 
barrier for people to understand what exactly is being done. Oregon and NZ have good case 
studies. 

There is a general sense that this could be done much better through out the organization. The 
process could have a large effect on organizational learning if shared. 

19. Do you use resource material from other sources or organizations? If yes, please list 
some of the main sources. 

 Response Percent 
 No 0% 
Yes 100% 
List of main sources: 94.7% 

Summary 
There are a number of external sources used to supplement the organizational materials available. 
Following is a list of the main sources. These would be good links/content for the internal intranet 
site: 

Sources: Sweden (Small business toolkit, pipeline tool and others), Forum (SLCA), Society of 
Organizational Learning's Reflections – Harvard Business Review – MIT Sloan Management 
Review – The Systems Thinker, Cients web sites, NGO´s, Swedish Government, Foundations, 80 
hommes pour changer le monde – 80 best change agent stories, City of Portland Office of 
Sustainability website, RMI website, TNS Canada's website, GRI (Global Reporting Initiative), 
Philips (as a good example), The Economist, World Business Academy publications, UN 
publications on climate change etc. 

Sharing ideas:  “We have lunches where team members share projects and ideas. We also have 
team meetings every other week. The first way to get knowledge is to send a team-wide e-mail and 
ask others” (Anonymous TNS survey 2007). 

20. How could the knowledge development process be better facilitated within/between the 
TNS offices? 

Summary 
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There are many good suggestions on how to better facilitate the knowledge creation process, the 
suggestion are divided into the following themes: 

File Storage: Make all presentations available in a useable format, all information searchable by 
key words, more functionality on intranet. 

Sharing and Best Practices: “Meet over the phone once every three months to talk about new 
projects, then share afterwards. The AGM and training in Sweden were a turning point for TNS in 
creating a global sharing opportunities” (Anonymous TNS survey 2007). “All commit to make 
available proposals, presentation, reports for each project and prepare a 1 page summary that 
explains link between those documents” (Anonymous TNS survey 2007), record a short video to 
get the story live, make intranet available to volunteers, Using evolvative technologies, 
organizational tools and ecological design, use a wicki,  “having someone in charge of it in each 
office...a liaison manager” (Anonymous TNS survey 2007),  “the meeting of everyone in Sweden 
was excellent. If these happened every year, but in different locations, I think the sharing of 
knowledge would be great” (Anonymous TNS survey 2007) 

Collaboration and Team building: Two or more countries work together on a project  “they will 
document their project and capture lessons learned from the collaboration. For me this is the most 
organic way to share knowledge and have the time to do it recovered through fees.” (Anonymous 
TNS survey 2007) 

Training:  “The main criteria for success is that it should help people in their everyday work, it 
should save them time, or not add ay task, and the change management from their current to the 
future work habits should be well thought about”, annual training, ‘Quarterly on-line sessions 
would be the next step where we can debrief on projects, new learning”, intrantet training and how 
to upload documents, regular international training 

Communication:  “By having Louise coordinating all internal communication” (Anonymous TNS 
survey 2007), face to face meetings, annual goals to contribute to,  “Once a month or quarter email 
from a site administrator with a list of the new information” (Anonymous TNS survey 2007), know 
who is working with which company at all time, weekly eamil with news updates on what is 
happening in each office and information uploaded,  “People fail to present information in a useful 
way for others” (Anonymous TNS survey 2007). 

21. In which way are you interacting when collaborating and developing new ideas or 
solving problems? Please rank in order of use. 

 Very 
often 

Often Not 
often 

Never 

In person 39%  17%  39%  6%  
Phone 28%  33%  39%  0%  
Email  63% 26%  11%  0%  
Skype  11%  44%  33%  11%  
Instant messenger  7%  7%  29% 57%  
Wiki  0%  7%  29%  64%  
Intranet  0%  31%  25%  44%  
Video conference 0%  7%  21%  71%  
Web conferences 0%  7%  21%  71%  
Blogs  0%  0%  14%  86%  
Online shared documents i.e., Google 
documents 

13%  27%  20%  40%  
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Summary 

If ‘very often’ and ‘often’ responses are combined the top 4 methods being utilized are: 

1. Email - 89%  
2. Phone - 61% 
3. In person - 56% 
4. Skype - 55% 

There is an opportunity to explore non-traditional methods of communicating and collaborating to 
increase effectiveness and leverage capabilities while decreasing the environmental effects of 
travelling to in person meetings. 

22. In which way would you prefer to interact when collaborating and developing new ideas 
or solving problems? Please rank in order of preference of use. 

 Very often Often Not often Never 
In person 58%  32%  11%  0%  
Phone 28%  56%  11%  6%  
Email 62%  38%  0%  0%  
Skype 41% 29%  18%  12%  
Instant 
messenger 

7%  29%  21%  43%  

Wiki 17%  17%  42%  25%  
Intranet 36%  29%  29%  7%  
Video 
conference 

21%  29%  36%  14%  

Web 
conferences 

21%  29%  36%  14%  

Blogs 0%  8%  25%  67%  
Online shared 
documents i.e., 
google docs 

8%  33%  50%  8%  

Summary 

If ‘very often’ and ‘often’ responses are combined the top 4 methods being utilized are: 

1. Email - 100%  
2. In person - 90% 
3. Phone - 84% 
4. Skype - 70% 

Traditional forms of interaction are preferred but there is a strong interest in alternative methods of 
communication and collaboration. When ‘very often’ and ‘often’ responses are combined 50% of 
responses showed interest in video or web conference technology for communication. Similar 
interest is shown in using the new forms of collaboration tools such as online shared documents 
41% and Wiki’s 34%. 

23. What is your process to avoid the loss of corporate expertise/knowledge when staff 
leave/retire from the organization? 

Summary: 
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Many offices do not have any formal process to avoid the loss of knowledge when staff leaves. 
This is often due to the small size and number of individuals working. Offices do have various 
strategies to maintain knowledge such as working in teams and creating a work culture of that 
promotes sharing.  

Operations: The offices that do have a exit strategies try to - Record as much information as 
possible. Have the person create a summary of each action performed and a description of the 
processes they used, and a contact list with comments (Anonymous TNS survey 2007). “I’ll have a 
last minute (1 hour) exit conversation, that's all that is allowed” (Anonymous TNS survey 2007). 

Knowledge Content: The work environment is set up so that knowledge is documented as it is 
created and used. This is done by - “Having an agreed process for client record management from 
proposal through case study and lessons learned” (Anonymous TNS survey 2007). Work is done in 
teams to maintain a group memory; they have a template document that is used to capture learning 
and is shared in weekly team meetings (Anonymous TNS survey 2007). A persons work files are 
saved, this knowledge is stored generally in the form of documents from projects, presentations, 
workshops, training, and contact lists (Anonymous TNS survey 2007). 

Culture: By creating a work culture where people felt trust and security the knowledge would then 
be shared. “Happy, confidant colleagues share knowledge. If there was a good culture when they 
are in the organization, they will have shared knowledge. People keep things to themselves if they 
feel sharing doesn't benefit them or if there was no chance to share because no one ever acted liked 
their knowledge was important” (Anonymous TNS survey 2007). 

24. What are the valuable processes, practices and tools you would like to see shared more 
and how would you like to see them shared? 

Summary 
The offices identified several processes, practices and tools they would like to see shared and 
various ways that they would like share them. 

Intranet: Make a web accessible intranet that is structured and searchable. That contains; agendas, 
summary of best practices  “recording of how we have dealt with specific problems in a format that 
others could use” (Anonymous TNS survey 2007), case studies showing what worked and did not 
work  “detailed plans and how it worked in practice” (Anonymous TNS survey 2007), contracts, 
experts database, presentations, proposals, tools, frameworks, and methodologies  “I'd like to see 
what methods were used other than the generic term “backcasting” and ongoing measurements of 
success” (Anonymous TNS survey 2007).  “I want to have an overview of everything done using 
[TNS] like a map, and then depending on needs I know where to access info, So maybe have 
different levels info on Intranet, a first level that gives us a system perspective, and then get into 
the details…” (Anonymous TNS survey 2007). 

Knowledge Content: 

Create standardized formats and templates where required of the various tools, case studies, 
presentations, etc that can be used by the offices to ensure consistency of knowledge in all offices. 

Proper documentation of these processes, tools, and case studies, with proper document version 
control and management,  “recording of all TNS interaction with clients arranged by sector 
(Anonymous TNS survey 2007). 

To identify the process of engaging clients and conducting work,  “the way we deliver what we 
deliver how we deliver products we create lessons we learn” (Anonymous TNS survey 2007). 
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Training and development: A format or process to develop various skills such as, coaching, 
facilitation, communication, listening, presentations, selling, idea generation and selection and 
empowerment. Within this process to then identify and use tools such as open space, dialogue and 
IT resources, and project management,  “learning more about complex, long term projects” 
(Anonymous TNS survey 2007). 

Collaborating & team creation: Many offices would like to develop more projects with other 
offices. Having in-person meetings where all the offices attend and share their experiences was 
found to be valuable and that web meetings are to be supplementary to in-person meetings. 

Communication: Communication between offices is critical, especially from TNSi on what 
worked is being conducted and would be more often than just the Stepping Stones newsletter. This 
is to feel like part of a larger network and to create a dialogue between the offices regarding how to 
use the various resources,  “discussion of tools as they develop” (Anonymous TNS survey 2007) 
and create a  “network between experts” (Anonymous TNS survey 2007). 

Culture: To create an environment where effective organizational change can occur. “More open 
understanding that different places have different issues” (Anonymous TNS survey 2007). 

25. What are the barriers to sharing best practices? 

Summary 

Time/Resources: There is a major lack of time and resources to share best practices; both staff and 
funding are needed to address these shortcomings. 

Training and development:  “No training programs” (Anonymous TNS survey 2007). 

Collaborating & team creation: Collaboration is not happening enough between the 
offices/countries, or the sharing of procedures to become more effective. This is due to protecting 
required resources,  “…this in turn is due to the need to maximize fees for our own countries rather 
than “sharing” them with other countries” (Anonymous TNS survey 2007). 

Communication: Not knowing what the other office’s activities are  “…and knowing who is doing 
what!” (Anonymous TNS survey 2007). 

Culture: Being an international organization there can be a language and cultural barrier, and there 
can be no incentives or interest in sharing. However, one responded stated,  “It HAS been lack of 
unity and shared visions. Today we do not have that problem as much – I think we feel very much 
like one and the same team” (Anonymous TNS survey 2007). 

Sharing and Best Practices:  
Offices are inexperienced in how to share and that there are no processes and procedures to 
encourage sharing,  “user not using a sharing procedure (working in isolation)” (Anonymous TNS 
survey 2007). “Lack of thoughts like ‘Who could be interested in this information?’” (Anonymous 
TNS survey 2007). Not everyone has access to all required knowledge, for example the Intranet. 
“…not high priority on the To Do list (even if it should be) and ... many people do not have 
reporting in their blood (even if they ask others to report)” (Anonymous TNS survey 2007). “Lack 
of understanding of how to do this in an easy way” (Anonymous TNS survey 2007). 

Knowledge Content: 



 

68 

Create standardized templates for documents in a concise manner, i.e. case studies, tutorials and 
summaries. Structure to the intranet and create databases of information. Alternative ways of 
presenting information, i.e. diagrams. 

26. Are you interested in collaborating with other offices on developing new processes and 
tools and collaborating on new projects internationally? I.e., have the ability to bring in 
someone with specialty skills? 

 Response Percent 
No 5.3% 
Yes 89.5% 
Comments: 42.1% 

Summary 
There is a very strong desire for the offices to collaborate on developing new processes , tools, and 
projects as shown by the 89.5% of responses said that they are interested in collaborating.  

Collaborating & team creation: 
Several responses stated that they are already collaborating “but we need resourced managers to 
really create smooth and functional routines” (Anonymous TNS survey 2007). “Peer review before 
you go to your client should be mandatory” (Anonymous TNS survey 2007). Need to have 
personal interest and be aware of  “what the opportunities…. [are] and be kept in the loop” 
(Anonymous TNS survey 2007). 

Time/Resources: Lack of time and available resources are a major barrier. 

Culture:  “…translation issues become difficult, and also cultural issues can be a barrier. For 
example, US businesses see Swedish businesses as operating in a very different regulatory and 
cultural environment” (Anonymous TNS survey 2007). 

27. How does the organizational culture at TNS promote the sharing of information? Please 
list some of the incentives that the organization has taken recently. 

Summary 
There are many incentives taken to promote the culture of sharing at TNS, such as using the 
Intranet, training, and communications. But there are gaps and the need for consistency in these 
processes due to the various capacities and capabilities of the individual offices. 

Intranet: 
Establishing the intranet. “Establishing the intranet was huge – but to be honest it feels like the 
energy is coming from TNS Canada and not from TNSi to bring everyone together. Kudos to TNS 
Canada for all the work they are doing” (Anonymous TNS survey 2007). “We post our information 
to the intranet regularly” (Anonymous TNS survey 2007). People have been asked to post 
documents on the Intranet. But again, I don’t know how to do this and haven't taken the time to 
find out as I am always busy working on projects. Maybe this could happen during staff training or 
meeting time. I think that once I would know how to do this and maybe if it was built into our 
working process so that it was part of each project we worked on, then it would become more 
automatic” (Anonymous TNS survey 2007). 

Communication: 
One person responsible for internal communication. “Newsletter. Internal learning workshop. 
Initiative to create a more functional intranet. Business plan where internal (and external) 
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communication is key, including knowledge managers, and including fund-raising” (Anonymous 
TNS survey 2007). 

Culture: 
 “The openness and good intent of TNS staff around the world promote the culture of sharing” 
(Anonymous TNS survey 2007). “I’m not sure you can talk about ‘one organization’ and well 
structured or strategic promotion or incentives ... TNSi is still very organic and based on 
individuals, more than many other international organizations, but no less than any small 20 to 40 
active people” (Anonymous TNS survey 2007). 

Training and development: 
Group training, i.e. the training and meetings that occurred during the Stockholm Learning Journey 
in January 2007. 

Time/Resources: 
“Because we are often running small projects we are few people on each project and have little 
time for documentation and sharing” (Anonymous TNS survey 2007). 

Collaborating & team creation: 
“The main incentive to collaborate is to bring in expertise that is relevant to a client” (Anonymous 
TNS survey 2007). 

28. What is the training process for new practitioners? I.e., how often is training done and 
how is the training conducted and followed up to ensure the concepts are learned? 

Summary 
The amount of training done varies from office-to-office, much of the training is done on the job, 
while working with senior practitioners and as a part of a team. 

Training and development:  

The training is done on the job and being involved on projects.  

 “The most commonly applied model, I think, is some informal apprentice model. Beginners follow 
experienced practitioners until they are self-reliant” (Anonymous TNS survey 2007). 

 “New employees, associates start by taking our eCourse, reading David Cook's book: The Natural 
Step to a Sustainable Society, reading our annual plan and then jumping into our projects. Most 
new hires are already quite knowledgeable about TNS. Formal training for staff and associates are 
planned once per year (in addition to international training)” (Anonymous TNS survey 2007). 

 “First a 3 day introductory training” (Anonymous TNS survey 2007). 

Read documents, scientific journals, etc. 

 “This is highly diverse, because we do NOT have an internationally agreed training program. The 
most commonly applied model, I think, is some informal apprentice model. Beginners follow 
experienced practitioners until they are self-reliant” (Anonymous TNS survey 2007). 

 “There is no structured training and no follow-up” (Anonymous TNS survey 2007). 

 “We haven't trained new practitioners, we're thinking about it and trying to figure out just these 
questions” (Anonymous TNS survey 2007). 
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Collaborating & team creation: 
Working in teams. 

 “We are now having practice development meetings which I think are a good initiative to promote 
more sharing and learning amongst the practitioners” (Anonymous TNS survey 2007). 

 “Invitation to advisory meetings with clients” (Anonymous TNS survey 2007). 

 “Regular practitioner team meetings (at least every second month)” (Anonymous TNS survey 
2007). 

29. Is there any training/operational manual provided and if so what are the contents? I.e., 
headings to table of contents? 

 Response Percent 
No 68.4% 
Yes 21.1% 
Comments: 52.6% 

Summary 
Many offices do not seem to have a formal training or operational manual to guide new employees 
or explain how the offices are operated, 68% of responses reported that their offices did not have 
these manuals. However, responses showed that there is a wealth of training material such as 
presentations and some offices do have extensive manuals, for example Forum for the Future the 
UK TNS office. 

Training and development:  
Use the eCourse as an introduction. 

Handouts, train the trainer manuals, and presentations.  “Beginners are expected to read the 
materials we use with clients. Thereafter they are fed also scientific publications etc” (Anonymous 
TNS survey 2007). 

 “UK and others have produced manuals in the past that have been a great help.”  “Manual from the 
UK, over 100 pages” (Anonymous TNS survey 2007). 

Many offices are too small to have a training process created. 

 “Not that I received. Maybe TNS Sweden has something. TNSI has been very small and not so 
structured - very entrepreneurial culture still, which I have to admit I like. That being said, more 
mentorship, training and learning opportunities would be appreciated” (Anonymous TNS survey 
2007). 

 “…we have not formal curricula or agreed training material for this purpose” (Anonymous TNS 
survey 2007). 

30. Is there a mentoring process in place for new practitioners? If yes, please describe. 

 Response Percent 
No 52.6% 
Yes 47.4% 
Comments: 68.4% 

Summary 



 

71 

Many offices do not seem to have a mentoring process to guide new employees , 53% of responses 
reported that their offices did not have a mentoring process in place. For the offices that have a 
mentoring process the structure varies from a formal associates model to an unstructured format.  

Training and development:  

 “Each office has their own model for this. The problem is that some offices are so small that they 
rely on the knowledge they get from abroad. In this case the training occurs through our 
international meetings, TNSI recommendations as regards literature, running international clients - 
allowing the apprentice model to work in spite of that colleges come from different countries - etc” 
(Anonymous TNS survey 2007). 

 “Yes and No. I think again if you are part of TNS Sweden this might be better. Also, for a long 
time there were the same people working in the org so no need for this… Now they have hired 
quite a few new people and are putting better processes in place for this… but everyone’s working 
style is different and also processes between TNSI and Sweden are not standardized. We could 
have more sharing and common ways of working. Part of it is the language problem. So, overall I 
would like more training, mentorship and opportunities to work with others” (Anonymous TNS 
survey 2007). 

 “Starts as a necessary condition and then continues as needed” (Anonymous TNS survey 2007). 

  “We have a TNS coaches group that meets after our bimonthly breakfast meetings where ideas 
are shared” (Anonymous TNS survey 2007). 

 “A newcomer gets attached to an old advisor - this is not structured to cover all the relevant 
subjects required to build competence for consulting” (Anonymous TNS survey 2007). 

 “In Canada, we have an associates model where all associates must work with a senior associate 
on a project” (Anonymous TNS survey 2007). 

No Training and development:  

“No, we know we will have to do it, and to do so learn from what TNSI is developing now” 
(Anonymous TNS survey 2007). 

 “Nothing yet, working on it for associates. Our employees learn on the job” (Anonymous TNS 
survey 2007). 

 “First project(s) should be done with a senior. This is quite funny because they (seniors) do not 
seem to be keen to involve juniors (nosy, will cut into their market...?). So juniors then need to find 
their own clients without the mentoring and hand it over to the senior” (Anonymous TNS survey 
2007). 

 “Not formalized, they ask questions when they want” (Anonymous TNS survey 2007). 

31. How is the initial performance on client engagements assessed and feedback provided to 
improve the interactions? 

Summary 
The offices that monitor client engagement do so through feedback forms, oral discussions, and 
verbal debriefing. 

Collaborating & team creation:  
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Informal meetings and feedback, oral discussion,  “through dialogue and interaction with the client, 
asking and listening” (Anonymous TNS survey 2007). 

 “Usually through a verbal debrief immediately after the engagement and then a longer debrief 
where we used the learning form and then a discussion with the entire team” (Anonymous TNS 
survey 2007). 

 “Every once in a while we would hold longer sessions to rethink our workshops where an outside 
expert was invited to facilitate the workshop, based on our cumulative experience to date” 
(Anonymous TNS survey 2007). 

Operations: 

“In formal workshops we evaluate our performance” (Anonymous TNS survey 2007). 

 “In Canada we do a survey/evaluation in each of our engagements” (Anonymous TNS survey 
2007). 

 “Our workshops all include feedback forms and participants are pretty good about filling them out, 
although often the information is cursory at best” (Anonymous TNS survey 2007). 

 “Not done” (Anonymous TNS survey 2007). 

 “However, to my knowledge we never ask clients to evaluate our everyday culturing of the 
respective relationships. This could occur in a standardized format and on - say - an annual basis.” 
Good idea I got from responding to your questions” (Anonymous TNS survey 2007). 

 “We don't formally offer consulting as an organization but instead provide a list of outside 
consultants when asked” (Anonymous TNS survey 2007). 

32. Are there any barriers to using organizational knowledge? If yes, please describe. 

 Response Percent 
No 23.5% 
Yes 58.8% 
Don’t Know 17.7 % 
Comments: 76.5% 

Summary 
Fifty-nine percent of respondents stated that there are barriers to using organizational knowledge, 
such as time, resources, management, operations, culture, and knowledge content, and training and 
development. 

Time/Resources:  

 “I would say that time is the biggest barrier…” (Anonymous TNS survey 2007). 

 “People are too busy to share…” (Anonymous TNS survey 2007). 

 “TNS does not have time to turn information into knowledge” (Anonymous TNS survey 2007). 

 “Available resources and financial cost” (Anonymous TNS survey 2007). 

Management:  
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•  “…maybe the need for leadership to make it a bigger priority, although it is tough for me 
to say if this is the case now or not” (Anonymous TNS survey 2007). 

Operations:  

 “Sensitive contacts and contractual information sometimes make this difficult” (Anonymous TNS 
survey 2007). 

Culture: 

“Secrecy” (Anonymous TNS survey 2007). 

 “In Canada we were expected / encouraged to share and therefore we set aside time to reflect, 
record, and share our experiences with each other. I would probably not have made it such a 
priority if this was not the case” (Anonymous TNS survey 2007). 

 “The perhaps most applied methodology is that people turn to other people whom they know are 
good at this or that. I am personally a resource whom is used like this a LOT. Everyday I am 
communicating at length with practitioners around the world – responding to tricky questions they 
couldn't answer etc” (Anonymous TNS survey 2007). 

Knowledge Content:  
•  “The lack of standardized ways of structuring knowledge makes it difficult to find” 

(Anonymous TNS survey 2007). 

Training and development: 
 “…perhaps lack the knowledge of how to do this in an easy way” (Anonymous TNS survey 2007). 
 “Clients may start form different levels of knowledge and awareness” (Anonymous TNS survey 
2007). 

33. How does the TNS Community of Practice keep the learning dialogue going all year long 
in a sustainable manner? Please help identify what sustainability Principle violations are 
in the 6 steps of Knowledge Management process. Please focus on the Knowledge 
Management processes as described below. We have already assessed the common areas 
such as energy, transportation, buildings, equipment, and infrastructure and would like 
to know if there are any additional things that you can think of in regards to the 
violations. 

Identification: To understand how particular problems are solved. How are the particular 
step involved in recording the solution to problem documented and saved for future use. In 
a broader sense, a process to gather content or knowledge.  
Acquisition: Involves primarily capturing the acquired knowledge of people. This is 
knowledge that should be codified and recorded in order to make the best use of it. This 
includes sorting, filtering, organizing, analyzing, mining, comparing or simply labeling 
knowledge.  
Development: Aims at producing and generating new knowledge in an organization, this 
process consists of individual and collective knowledge development.  
Dissemination: The method of distribution, either face-to-face, in training programs or 
through IT resources where users can access at will.  
Preservation: Enables the future generation to access the expertise and best practices 
accumulated in the corporate knowledge base.  
Utilization: The ultimate use of knowledge is to solve problems and advance the goals and 
objectives of the organization. This step institutionalizes knowledge into organizational 
learning. 
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Summary 

System Condition Violations 1 - 3: 

 “If done electronically, then we should consider all contributions to violations of the sustainability 
principles associated with the electronics industry...see paper on Matsushita and TVs for a more 
elaborate discussion on what this is. If we are encouraging more in-person discussions, then 
contributions associated with transportation are large contributors in particular emissions related to 
fossil fuel use, e.g. CO2, S02 (SP1), NOX (SP2)” (Anonymous TNS survey 2007). 

 “being built, not existing yet as far as i know. stay in close touch with Heather on this subject” 
(Anonymous TNS survey 2007). 

 “The need to meet face to face violates SC1 & 2 Electronic means of sharing and storage provide 
least violations relative to other options” (Anonymous TNS survey 2007). 

 “greatest violation is air travel second car travel” (Anonymous TNS survey 2007). 

System Condition Violations 4: 

 “I think it's a system condition 4 issue, respecting people's time, using it well, etc” (Anonymous 
TNS survey 2007). 

 “If becoming a TNS associate is feasible (meaning will generate enough income to live on) then 
there is no problem, but I do not think it is possible to live of TNS assignments. Financial support 
from TNSi isn't available. A TNSi investment into new advisors and support to find new clients 
would help. So currently joining TNS is making a sacrifice for many months, to many years 
compared to an other job and help is not available. This cuts into my savings with no prospect of 
getting out of this which is not sustainable” (Anonymous TNS survey 2007). 
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34. What are some of the positive sustainable measures in place that minimize/eliminate the 
sustainability principles violations? I.e., which organizational changes and activities 
could serve as stepping-stones towards sustainability? 

Summary 

Operations:  

 “TNSi as an organization is already quite close to being within the 4SC (with a little bit to do on 
SC4 maybe sometimes, and no much leverage on the 3 others) If this is one of 50 subjects, and 
ranked in the last ones, why not mentioning it, but simply by what TNS has brought to others, and 
by the change it has created, it has many many times balanced potential internal violations ... not 
saying we shouldn't be careful, but basically we probably all are” (Anonymous TNS survey 2007). 

 “Purchasing policies that prioritize products from electronic manufacturers that have good take 
back programs, phase out programs trace metals and persistent chemical compounds, energy usage, 
etc. Minimize travel as much as possible, or distribute associates throughout the country so that 
staff does not always need to fly out to engagements. Charge clients for carbon offsets related to 
travel for engagements” (Anonymous TNS survey 2007). 

 “Optimizing air travel offsetting” (Anonymous TNS survey 2007). 

 “IT: Leverage,  “Electronic sharing telephone conferences,”  “Use of electronic exchange 
minimizes violations or SC1 & 2” (Anonymous TNS survey 2007). 

Culture: 

 “Better use and sharing of knowledge resources better listening to stake-holders needs better 
development of shared knowledge better understanding of system condition 4” (Anonymous TNS 
survey 2007). 

 “Meetings & sharing culture great for SC4” (Anonymous TNS survey 2007). 

 “The major one is the increased possibility to provide society at large with accessible, digestible 
and relevant knowledge through tools and concepts for education, analysis, change management 
processes, facilitation etc” (Anonymous TNS survey 2007). 

 “Prioritize it as a work activity as a way to “speed up by slowing down” (Anonymous TNS survey 
2007). 
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Appendix D: Current Reality (B Step) 

The following tables Energy, Transport, Building, Materials, Equipment, Food, Infrastructure, 
Services, are quoted from TNS Canada’s internal ABCD analysis on their own office (TNS 
Canada, 2007). 

 1.1 Energy Sustainability 
Principles 

Strengths/ 
Positives 
 

Energy saving practices 
Green power suppliers  

Fuel for transport and heating – emissions containing 
carbon dioxide, carbon monoxide, particulate matter and 
sulphur oxides 

1 

Fuel for manufacture of heavy drilling equipment, 
refining process, transport and distribution of fossil fuels 1 

Trace metals and minerals dissipated in fossil fuel drilling 
process 1 

Fuel for transport and heating – emissions containing 
carbon dioxide, carbon monoxide, particulate matter and 
sulphur oxides 

1 

Fuel for manufacture of heavy drilling equipment, 
refining process, transport and distribution of fossil fuels 1 

Trace metals and minerals dissipated in fossil fuel drilling 
process 1 

  
Nuclear waste  2 
Fuel emissions contain persistent compounds 2 
Materials for power lines contain persistent compounds 2 
  
Increasing harvest from non-renewable sources of fossil 
fuels 3 

Increasing carbon in the biosphere causes climate change, 
increasing the risks to habitat and agricultural production 
globally 

3 

Large scale hydro development encroaches on local 
ecosystem 3 

Power lines encroach on local ecosystems 3 
  
Increasing risk of health problems due to fuel emissions 4 
Increasing risk of conflict over scarce fossil fuel resources 4 

Problems/  
Challenges/ 
Weaknesses 
 

Increasing imbalance in access to scarce resources 
globally 4 
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 1.2 Transportation Sustainability 

Principles 
Strengths/ 
Positives 

Employees work from home 
Employees cycling as a form of transportation 
Vehicle rental over ownership 
Alternative fuel vehicle 
Locally-based recycling facilities 
Associates represent TNS in remote regions 
Products bought locally 

 

 

Fuel for transport – emissions containing carbon dioxide, 
carbon monoxide, trace metals, and particulate matter 1 

Fuel for manufacture of vehicles; 1 
Fuel for drilling, refining, transport and distribution of 
fossil fuels 1 

Trace metals and minerals 1 
  
Plastic and PVC components of vehicles 2 
Fuel emissions, paint on cars contain persistent 
compounds 2 

Refrigerated trucks for food may use CFCs 2 
Paint on the highway and road system 2 
  
Ocean routes disturb marine ecology 3 
Increasing carbon in the biosphere climate change, 
increasing the risks habitat and agricultural production 3 

Roads and highway encroach on ecosystems 3 
Fuel emissions degrade nearby ecosystems 3 
Cars disposed in landfills 3 
  
Increasing risk of health problems due to fuel emissions 4 
Decreasing desirability of urban living environments due 
to fuel emissions 4 

Health and safety concerns on highways 4 

Problems/  
Challenges/ 
Weaknesses 
 

Subsidization of transport costs of products distorts local 
economies and threatens local community resiliency 4 
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 1.3 Building Sustainability 

Principles 
Strengths/ 
Positives 

Shared office space reduces demand for new building 
Central location reduces pressure for new land 
development 
Home offices to reduce need for additional office 
space 
Orientation allows sunlight to replace electric light 
 

 

Fuel for construction of building 1 
Fuel for heating and cooling functions 1 
Trace metals dispersed through gypsum mining; 
gypsum used for drywall 1 

Insulation value could reduce the amount of fuel for 
heating 1 

  
Paint contains persistent compounds 2 
Cleaning agents for common areas contain 
phosphates\ 2 

PVC piping 2 
  
Land required for development 3 
Roads used to transport construction materials 3 
  

Problems/  
Challenges/ 
Weaknesses 
 

Year of construction and maintenance history – health 
of building impacts employees 4 

 



 

79 

 
 1.4 Materials Sustainability 

Principles 
Strengths/ 
Positives 

Recycling of paper; and recycled content paper purchase 
Recycling of batteries 
Recycling of light bulbs 
 

 

Fuel in manufacturing processes for materials listed 1 
Mercury in light bulb waste 1 
Cadmium in batteries 1 
  
Cleaners and fabric cleaners contain persistent compounds 
such as phosphates 2 

Plastics (office supply and video) manufacture produces 
persistent compounds – heavy metals, CFCs, particulate 
matter, sulphur oxides, VOCs 

2 

Dioxins and furans 2 
  
Fabrics from unsustainable crop harvest 3 
Mining for metals contained in cutlery, light bulbs and 
batteries 3 

Battery disposal 3 
Paper from unsustainable forest harvest 3 
  
Many products manufactured in regions with working 
conditions that don’t allow people to meet their needs 4 

Demand for paper increases pressure on scarce forest 
resources globally 4 

Problems/  
Challenges/ 
Weaknesses 
 

Demand for plastic increases pressure on scarce fossil fuel 
resources globally 4 
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 1.5 Equipment Sustainability 

Principles 
Strengths/ 
Positives 

Buy products from certified efficient manufacturers 
Recycling of toner cartridges 
Second hand office furniture 
 

 

Computer waste contains mercury, cadmium and lead, as 
well as other trace metals and minerals 1 

No take-back policy on e-waste leaves it vulnerable to 
leaching from landfill 1 

Fuel in manufacturing processes for equipment listed 1 
Plastic manufacture requires fossil fuel supplies 1 
  
Plastics (computers, printer and telephones) manufacture 
produces persistent compounds – heavy metals, 2 

CFCs, particulate matter, sulphur oxides, VOCs 2 
Paint on kitchen equipment contains persistent 
compounds 2 

Brominated fire retardants in furniture 2 
Kitchen fridge contains CFCs 2 
  
Mining for metals contained in electronics copper, gold 3 
Many products use virgin plastic, encouraging new 
drilling initiatives 3 

Many products end up in landfills due to lack of 
recycling facilities 3 

  
Many products manufactured in regions with working 
conditions that don’t allow people to meet their needs 4 

Problems/  
Challenges/ 
Weaknesses 
 

Demand for plastic increases pressure on scarce fossil 
fuel resources globally 4 
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 1.6 Food Sustainability 

Principles 
Strengths/ 
Positives 

Buy local organic when possible 
Buy fair trade when possible 
Buy from farmer when possible 
Recycle beverage containers 
 

 

Non-organic food uses fossil fuel resources for 
fertilizers 1 

Fuel used in production of food on farms and in 
processing factories 1 

Fuel used to transport food by truck and shop 1 
  
Fertilizers contain persistent compounds 2 
Plastics in food packaging encourage the dispersal 
of persistent compounds 2 

  
Mono-cropping reduces the biodiversity and 
productivity of land 3 

Food from unsustainable harvest 3 
Factory farms unsustainable use of water resources 3 
  
Health hazard to employees from pesticide residues 4 
Hazardous working conditions for many farm 
workers globally 4 

Problems/  
Challenges/ 
Weaknesses 
 

Inadequately compensated farm worker globally 4 
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 1.7 Infrastructure Sustainability 

Principles 
Strengths/ 
Positives 

Advocacy for public transit 
  

Fuel used to operate public transit 1 
Fuel used to pump water 1 
Fuel used to manufacture and launch satellites 1 
  
Paints contain persistent compounds 2 
PVC piping in water services 2 
Use of plastics 2 
  
Construction on a large scale encroaches on local ecosystems 3 
Noise pollution from roads, airports and ports damages local 
ecosystems 3 

  
Health and safety concerns for workers on the roads, airports 
and ports 4 

Problems/  
Challenges/ 
Weaknesses 
 

Demand for infrastructure puts pressure on various scarce 
resources such as steel 4 

 
 1.8 Service Sustainability 

Principles 
Strengths/ 
Positives 

Choose local service providers 
Choose service providers with sustainability reporting 
 

 

Service providers use fossil fuels within their operations 1 
Service providers use virgin plastic products within their 
operations 1 

Service providers use mined materials in a way which 
dissipates trace metals and minerals 1 

  
Service providers use products which contain persistent 
compounds 1 

  
Service providers use fuel, food from unsustainable harvests 2 
Service providers encroach on local ecosystems by creating 
demand for and new development 2 

  
Service providers have employees who are not able to meet 
their needs due to constraints in the workplace 4 

Problems/  
Challenges/ 
Weaknesses 
 

Service providers participate in the North American economy 
which increases pressure on scarce resources globally 4 
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The information in the people analysis is quoted from TNS Canada’s internal ABCD analysis on 
their own office (TNS Canada, 2007). In addition anonymous survey results are used from a survey 
sent out to the TNS practitioners worldwide in March 2007; these results are directly quoted or 
paraphrased in the work environment, communication and organizational structure section. 

 1.9 People/Culture Sustainability 
Principles 

Strengths/ 
Positives 

Periodic review of employee satisfaction 
Guiding society towards sustainable practices through  
“providing society at large with accessible, digestible and 
relevant knowledge through tools and concepts for education, 
analysis, change management processes, and facilitation” 
(Anonymous TNS survey 2007). 
 

 

People use fossil fuel personally and professionally 1 
People use virgin plastic products personally and professionally 1 
  
Aerosol products for personal care 2 
Contribute persistent compounds 2 
  
Employees may live a significant distance from the workplace 
and contribute to demand for roads and infrastructure 3 

People have a personal ecological footprint through their homes 
and consumption patterns 3 

Consumption patterns increase pressure on scarce resources 
globally 3 

  
Culture  
Work and personal life are not balanced as time is a major issue 
– compromising Leisure 4 

Compensation may not be adequate compromising subsistence 
as associates find it hard to make a good living with the actual 
structure. “If becoming a TNS associate is feasible (meaning 
will generate enough income to live on) then there is no 
problem, but I do not think it is possible to live of TNS 
assignments. Financial support from TNSi isn't available. A 
TNSi investment into new advisors and support to find new 
clients would help. So currently joining TNS is making a 
sacrifice for many months, to many years compared to another 
job and help is not available. This cuts into my savings with no 
prospect of getting out of this which is not sustainable” 
(Anonymous TNS survey 2007) 

4 

There are general comments about difficulties of fundraising for 
offices 4 

  
Communication  
Cultural issues 4 

Problems/  
Challenges/ 
Weaknesses 

Language issues 4 
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 “A lot of frustrations are created because of the friction that 
comes with bad communication” (anonymous TNS survey 
2007) 

4 

  
Operations  1,2,3 
There is a need to facilitate comprehension and sharing of the 
organization’s goal and strategies.  “The organization's goal and 
vision are hardly accessible to anyone coming in for the first 
time.” (Anonymous TNS survey 2007) 

 

Frustration is apparent on specific details regarding the 
organizational structure.  “The organization seems to be a bunch 
of project with a common framework.” (Anonymous TNS 
survey 2007) 

 

  
Management 4 
 “My believe is that the talent management is not efficient.” 
(Anonymous TNS survey 2007)  

People use fossil fuel personally and professionally  

 

People use virgin plastic products personally and professionally  
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In each of the following tables the operational aspects (Energy, Transport, Building, Materials, 
Equipment, Food, Infrastructure, Services, People) are referred back to the main sustainability 
analysis above rather than fully repeating details below in each of the five KM process steps, 
Identification, Acquisition, Development, Sharing/Dissemination and Utilization. The information 
for this analysis is provided by the anonymous survey results from a survey sent out to the TNS 
practitioners worldwide in March 2007. 

 1.10 Identification Sustainability 
Principles 

Strengths/ 
Positives 

Knowledge inventory started  
Co-operation/collaboration is already happening 
People receptive to change and open to sharing 
Recognition for participation in postings files in the  “what’s 
new” section and in permanent directory as each file has 
contributors name. 
Materials/information – good start to data base of information 
 

 

Intranet and Sharing 4 
Limited sharing – 55% of offices have no internal intranet and 
10% don’t know if they have one but use of the TNSi intranet 
low, ranging from 0-23% of users accessing the site in a given 
month. The Log on Statistics for intranet (about 100 members): 

o 2006: Jan - 2, Feb - 1, Mar - 8, Apr - 1, May - 2, 
Jun - 5, Jul - 2, Aug - 0, Sep - 0, Oct - 5, Nov - 
4, Dec - 10 

o 2007: Jan - 23, Feb - 19 

 

 “Internet doesn’t enable a proper management of knowledge” 
(Anonymous TNS survey 2007)  

Limited search capability of intranet   
  
Communication 4 
Appears individual offices may be operating in silos and 
duplicating efforts.  “each country uses their own server to 
store files and collaborate on projects, and also their own 
individual server for emails, contacts and calendars.” 
(Anonymous TNS survey 2007) 

 

Loss of dynamics – Using IT to capture needs, emotional and 
cognitive aspects are overlooked  

  
Knowledge Content 4 
SSD filter – No process to ensure unsustainable knowledge is 
eliminated and not identified.  

Loss of context of knowledge  
Need for more detailed information and more variety  
Need for access to knowledge about other tools and practices 
for sustainability.   

No standardized Classification Structure  
File location structure is unclear  
Inaccuracy of information  

Problems/  
Challenges/ 
Weaknesses 
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Collaboration and Team Building 4 
Need tools to facilitate working on particular projects 
collaboratively  

  
Operations 1,2,3 
No assigned co-coordinator for managing Intranet content.   
See operational aspects for elaboration on the following:  

o Energy  
o Equipment  
o Materials  
o Transport  
o Infrastructure  

 

o People  
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 1.11 Acquisition Sustainability 

Principles 
Strengths/ 
Positives 

Participation in sharing knowledge is happening from some 
offices TNS Canada is a driving force and shares extensively 
Some templates are being created – codification 
Basic file structure in place 
WebOffice has good basic capabilities and is already available 
for use 
 

 

Training and Development 4 
Limited Skills abilities necessary to take tacit to explicit  
  
Knowledge Content 4 
No assessment process to eliminate outdated knowledge.  “Old 
and irrelevant information, content of files difficult to figure 
out, folder location too broad, no categories or labeling” 
(Anonymous TNS survey 2007) 

 

No SSD filter – No process to ensure unsustainable knowledge 
is not captured  

Quality of information – “Need good case studies with facts 
not war stories or TNS propaganda” (Anonymous TNS survey 
2007) 

 

Case studies too vague and high level – not enough detail  
  
Sharing and Best Practices 4 
Limited documentation of lessons learned from client 
engagements  

Only 50% of practitioners upload and 30% download files  
 “Need to revise how information is shared between users” 
(Anonymous TNS survey 2007)  

  
Management 4 
 “Need to evaluate how the information system structure 
perform according to the goals of the organization” 
(Anonymous TNS survey 2007) 

 

No guidance on how to set up and operate a TNS office  
  
Operations 1,2,3 
See operational aspects for elaboration on the following:  

o Energy  
o Equipment  
o Materials  
o Transport  
o Infrastructure  

Problems/  
Challenges/ 
Weaknesses 
 

o People  
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 1.12 Development Sustainability 

Principles 
Strengths/ 
Positives 

Partnerships with Universities and organizations to develop 
new ideas and research 
Creating sustainable new processes for communities and 
businesses 
Participation – team learning – innovation at the Stockholm 
conference Jan/07 
Some co-operation/collaboration 

 

Knowledge Content 4 
Quality of Knowledge – there needs to be a process in place to 
ensure all developed ideas/process are sustainable  

  
Collaboration and Team Building 4 
Not all offices are participating in knowledge development 
and team learning   

Not all offices are collaborating together  
  
Sharing and Best Practices 4 
 “There is a need to design a more organic way of sharing 
knowledge” (Anonymous TNS survey 2007)  

  
Training and Development 4 
 “There is a need to develop methods of generating new ideas 
and maximizing knowledge” (Anonymous TNS survey 2007)  

There is a need for experiential learning.  
It's hard to innovate in the actual situation  
  
Communication 4 
Different divisions/areas/offices can work in silos  
  
Time/Resources 4 
 “It's hard to further develop the capacity and capability of the 
organization’s network, services and products” (Anonymous 
TNS survey 2007) 

 

There is no common practice or tools to follow-up on projects 
and relations with customers  

Need more tools for creativity and generating knowledge  
 “Barrier to development is Time – no time, separate intranet 
in own office – extra burden, extra task to upload, need paid 
person to run and organize” (Anonymous TNS survey 2007) 

 

  
Operations 1,2,3 
See operational aspects for elaboration on the following:  

o Energy  
o Equipment  
o Materials  
o Transport  
o Infrastructure  

Problems/  
Challenges/ 
Weaknesses 
 

o People  
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 1.13 Dissemination/Sharing Sustainability 

Principles 
Strengths/ 
Positives Intranet 

 “Establishing the intranet was huge – but to be honest it feels 
like the energy is coming from TNS Canada and not from TNSI 
to bring everyone together. Kudos to TNS Canada for all the 
work they are doing” (Anonymous TNS survey 2007) 
Culture 
 “The openness and good intent of TNS staff around the world 
promote the culture of sharing.” (Anonymous TNS survey 
2007) 
Today we do not have that problem as much – I think we feel 
very much like one and the same team”) (Anonymous TNS 
survey 2007) 

Knowledge Content 
 “Staff meeting, Fika, training event, case studies, Intranet, ppt 
sharing, e-learning” (Anonymous TNS survey 2007) 
 “Newsletter. Internal learning workshop Initiative to create a 
more functional intranet Business plan where internal (and 
external) communication is key, including knowledge 
managers, and including fund-raising.” (Anonymous TNS 
survey 2007) 
Sharing and Best Practices 
Understanding and increasing awareness of the need to share 
General wiliness to participate 
Desire to promote and nurture a CoP  
Sustainability message – SSD filter – in daily operations 

Training and Development 
Contributor is recognized in what’s new section and linked to 
document 
e-learning and Forum for the Future 100 page training manual. 
Group training, i.e the training and meetings in Stockholm 
 

 

Collaboration 4 
 “90% want to collaborate but collaboration is not happening 
enough between the offices/countries, or the sharing of 
procedures to become more effective. This is due to protecting 
required resources. ( “…this in turn is due to the need to 
maximize fees for our own countries rather than “sharing” them 
with other countries”).” (Anonymous TNS survey 2007) 

 

It's hard to connect with other organizations to share 
knowledge.  

Users of the network seem to isolate their work. need to revise 
how information is shared between users  

  
Communication 4 
Need one person responsible for internal communication  

Problems/ 
Challenges/ 
Weaknesses 
 

Limited participation  
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 “Not knowing what the activities of the other offices are. 
(…and knowing who is doing what!”).” (Anonymous TNS 
survey 2007) 

 

  “People fail to present information in a useful way for others.” 
(Anonymous TNS survey 2007)  

Being international there can be a language and cultural barrier.   
  
Culture 4 
Just starting to Promoting CoP   
Offices are inexperienced in how to share  
Protection of information – not everyone who needs access has 
access to internal intranet site – some associates excluded  “Not 
everyone has access to all required knowledge, for example the 
Intranet” (Anonymous TNS survey 2007) 

 

  
“Mindset of limited trust and acting entrepreneurial, acting like 
private consultants” (Anonymous TNS survey 2007)  

“Lack of unity between offices and no shared vision (“It HAS 
been lack of unity and shared visions) (Anonymous TNS 
survey 2007) 

 

Management  
“…maybe the need for leadership to make it a bigger priority, 
although it is tough for me to say if this is the case now or not” 
(Anonymous TNS survey 2007) 

 

  
Sharing and Best Practices 4 
There are limited processes and procedures to encourage 
sharing  

 “Lack of thoughts like ‘Who could be interested in this 
information?” (Anonymous TNS survey 2007)  

 “My belief is that knowledge sharing is strongly related to the 
capacity of the organization to deeply listen to every 
stakeholder of the organization.” (Anonymous TNS survey 
2007) 

 

A need to establish procedure for knowledge transfer  
There is a need to collaborate with other networks  
“There is a need to do active sharing of knowledge to make the 
organization more effective” Anonymous TNS survey 2007)  

No incentives or interest in sharing.  
  
Time/Resources 4 
There is a major lack of time to share best practices  
 “There is a major lack of resources, both staff and funding to 
address these shortcomings” (Anonymous TNS survey 2007)  

Limited information tools to manage intranet content  
  
Training and Development 4 

 

Generally agree (70%) that more public recognition (intranet) 
and reward for personal contributions. “Should be second 
nature if TNS is a learning organization” (Anonymous TNS 
survey 2007) 

 



 

91 

Most offices do not have a formal training program  
 “…not high priority on the To Do list (even if it should be) and 
... many people do not have reporting in their blood (even if 
they ask others to report).” (Anonymous TNS survey 2007) 

 

Need instructions and tools on how to use the intranet,  “better 
knowledge of what it can bring to each individual person or 
organization” (Anonymous TNS survey 2007) 

 

  
Operations 4 
 “Because we are often running small projects we are few 
people on each project and have little time for documentation 
and sharing.” (Anonymous TNS survey 2007) 

 

 “…i'm not sure you can talk about “one organization” and well 
structured or strategic promotion or incentives ... TNSi is still 
very organic and based on individuals, more than many other 
international organizations” (Anonymous TNS survey 2007) 

 

See operational aspects for elaboration on the following: 1,2,3 
o Energy  
o Equipment  
o Materials  
o Transport  
o Infrastructure  

 

o People  
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 1.14 Utilization Sustainability 

Principles 
Strengths/ 
Positives Culture 

Strong commitment to adopting sustainable practices  
 
Training and Development 
Hiring experience and knowledgeable people 
E–learning program 
100 page training manual in UK office 
Some mentoring happening 
Associates model  
 

 

Communication 4 
  “There is a need to facilitate understanding of the TNS 
Framework” (Anonymous TNS survey 2007)  

There is no common practice or appropriate tools to follow-
up on project and relations with customers  

  
Culture 4 
Confidentiality – “Sensitive contacts and contractual 
information sometimes make this (sharing) difficult.” 
(Anonymous TNS survey 2007) 

 

There is  “Secrecy” (Anonymous TNS survey 2007)  
 “Need for organizational empowerment” (Anonymous TNS 
survey 2007)  

 “Lack of trust to share knowledge” (Anonymous TNS 
survey 2007)  

  
Knowledge Content 4 
Lack of formal documentation of knowledge and activities  
When people leave there is no retention of knowledge they 
possess  

  
Management 4 
No Exit Strategies to preserve knowledge when people 
leave  

  
Time/Resources 4 
 “I would say that time is the biggest barrier…”(Anonymous 
TNS survey 2007)  

 “People are too busy to share…”(Anonymous TNS survey 
2007)  

 “TNS does not have time to turn information into 
knowledge.” (Anonymous TNS survey 2007)  

  “Lack of available resources and financial cost” 
(Anonymous TNS survey 2007)  

  
Training and Development 4 

Problems/  
Challenges/ 
Weaknesses 
 

Limited Double looped learning  
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 “…perhaps lack the knowledge of how to do this in an easy 
way” (Anonymous TNS survey 2007)  

Limited training in some offices  
Training effectiveness > opportunities to practice   
Lack of constructive communication  
 “Need to facilitate the entry of new member into the 
organization” (Anonymous TNS survey 2007)  

There is a need for experiential learning  
There is a need to learn on this network and to track 
learning of user.   

  
Operations 4 
 “The lack of standardized ways of structuring knowledge 
makes it difficult to find.”  

See operational aspects for elaboration on the following: 1,2,3 
o Energy  
o Equipment  
o Materials  
o Transport  
o Infrastructure  

 

o People  
 



 
Appendix E: Creating Compelling Measures (C Step) 

KM Stage Details of Problems/ Challenges/ Weaknesses C Step recommendations 
(Build on Strengths/Positives) 

1.1 Operational 
aspects 

 
Energy 
Transport 
Building 
Materials 
Equipment 
Food 
Infrastructure 
Services 
 
 

Due to the focus on Knowledge Management limited C step 
recommendations were put forth for the system condition 
violations of the operational aspects Energy, Transport, 
buildings, Materials, Equipment, Food, Infrastructure and 
Services. 
 
See B step Analysis above for full details of 
Problems/Challenges/Weaknesses 

Due to the focus on Knowledge Management limited C 
step recommendations were put forth for the system 
condition violations of the operational aspects Energy, 
Transport, buildings, Materials, Equipment, Food, 
Infrastructure and Services. 
 
Create consensus organizational policies to be adopted by 
all offices for: 
Energy 
Energy saving practices 
Utilize green power suppliers 
Transport 
Develop employee travel benefit program that 
encourages: 
Public transit use 
Employees work from home 
Employees cycling as a form of transportation 
Vehicle rental over ownership 
Alternative fuel vehicle 
Associates represent TNS in remote regions 
Buy carbon offset credits when traveling 
Use web tools to minimize travel 
Utilize locally-based recycling facilities 
Buy products bought locally 
Building 
Create office selection guidelines 
Share office space where possible – reduces demand for 
new building 
Use central locations to reduces pressure for new land 
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development 
Encourage home offices to reduce need for additional 
office space 
Choose buildings with orientation that allows sunlight to 
replace electric light 
Equipment 
Create recycling and purchasing policy 
Recycling of paper; and recycled content paper purchase 
Recycling of batteries 
Recycling of light bulbs 
Buy products from certified efficient manufacturers 
Recycling of toner cartridges 
Second hand office furniture 
Food 
Create purchasing policy 
Buy local organic when possible 
Buy fair trade when possible 
Buy from farmer when possible 
Recycle beverage containers 
Infrastructure 
All offices to be advocates for public transit in their 
region 
Services 
Create purchasing policy 
Choose local service providers 
Choose service providers with sustainability reporting 
 

1.2 People 
 

People use fossil fuel personally and professionally 
People use virgin plastic products personally and 
professionally 
 
Aerosol products for personal care contribute persistent 
compounds 
 

Develop and provide a guide of how to minimize personal 
consumption patterns and ecological effects. (or use 
already developed guide) 
Develop employee travel benefit program that encourages 
public transit and bicycle use 
 
Culture 
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Employees may live a significant distance from the 
workplace and contribute to demand for roads and 
infrastructure 
People have a personal ecological footprint through their 
homes and consumption patterns 
Consumption patterns increase pressure on scarce resources 
globally 
 
Culture 
Work and personal life are not balanced as time is a major 
issue – compromising Leisure 
Compensation may not be adequate compromising 
subsistence as associates find it hard to make a good living 
with the actual structure. “If becoming a TNS associate is 
feasible (meaning will generate enough income to live on) 
then there is no problem, but I do not think it is possible to 
live of TNS assignments. Financial support from TNSi isn't 
available. A TNSi investment into new advisors and support 
to find new clients would help. So currently joining TNS is 
making a sacrifice for many months, to many years 
compared to another job and help is not available. This cuts 
into my savings with no prospect of getting out of this 
which is not sustainable.” (Anonymous TNS survey 2007) 
There are general comments about difficulties of 
fundraising for offices 
 
Communication 
Cultural issues 
Language issues 
 “A lot of frustrations are created because of the friction that 
comes with bad communication” (anonymous TNS survey 
2007) 
 
Operations  

Conduct a regular review of employee satisfaction to 
highlight issues that need to be addressed 
 
Communication 
Conduct a survey to see how employees would like to be 
communicated to and in what frequency 
Ensure communications are sensitive to language and 
cultural differences 
 
Operations 
Ensure organizational vision, strategy and goals and 
progress indicators have their own section on the TNSi 
intranet site and are very visible and easily accessible 
 
Management  
Ensure managements priorities are well communicated 
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There is a need to facilitate comprehension and sharing of 
the organization’s goal and strategies.  “The organization's 
goal and vision are hardly accessible to anyone coming in 
for the first time.” (Anonymous TNS survey 2007) 
Frustration is apparent on specific details regarding the 
organizational structure.  “The organization seems to be a 
bunch of project with a common framework.” (Anonymous 
TNS survey 2007) 
 
Management 
  “My believe is that the talent management is not efficient.” 
(Anonymous TNS survey 2007) 
 

1.3 Identification Intranet and Sharing 
Limited sharing – 55% of offices have no internal intranet 
and 10% don’t know if they have one but use of the TNSi 
intranet low, ranging from 0-23% of users accessing the site 
in a given month. The Log on Statistics for intranet (about 
100 members): 
2006: Jan - 2, Feb - 1, Mar - 8, Apr - 1, May - 2, Jun - 5, Jul 
- 2, Aug - 0, Sep - 0, Oct - 5, Nov - 4, Dec - 10 
2007: Jan - 23, Feb - 19 
 “Internet doesn’t enable a proper management of 
knowledge” (Anonymous TNS survey 2007) 
Limited search capability of intranet  
 
Communication 
Appears individual offices may be operating in silos and 
duplicating efforts.  “each country uses their own server to 
store files and collaborate on projects, and also their own 
individual server for emails, contacts and calendars.” 
(Anonymous TNS survey 2007) 
Loss of dynamics – Using IT to capture needs, emotional 
and cognitive aspects are overlooked 

Intranet 
Create a site map for the intranet –  “I want to have an 
overview of everything done using TNSF, like a map, and 
then depending on needs I know where to access info, So 
maybe have different levels info on Intranet, a first level 
that gives us a system perspective, and then get into the 
details…”(Anonymous TNS survey 2007) 
Use the intranet as the primary platform for information 
storage for all offices, to increase use 
Push usage of TNSi site (WebOffice) – easier to get buy 
in as some people have already adopted this behavioral 
change 
 Create a standard classification and naming protocol to 
facilitate a more organized and intuitive file location 
structure to make things easier to find  
Consider adding executive summaries (brief description 
of contents) 
Train to use the advanced search function that is already 
in place for WebOffice 
Promote coordination of channelling format, and mobility 
problems in Knowledge Management practices  
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Knowledge Content 
SSD filter – No process to ensure unsustainable knowledge 
is eliminated and not identified. 
Loss of context of knowledge 
Need for more detailed information and more variety 
Need for access to knowledge about other tools and 
practices for sustainability.  
No standardized Classification Structure 
File location structure is unclear 
Inaccuracy of information 
 
Collaboration and Team Building 
Need tools to facilitate working on particular projects 
collaboratively 
 
Operations 
No assigned co-coordinator for managing Intranet content.  
See operational aspects for elaboration on the following: 
Energy 
Equipment 
Materials 
Transport 
Infrastructure 
People 
 

 
 
 
Knowledge Content 
Sustainable knowledge – means both a sustainable 
approach in terms of strategically preserving for the future 
(i.e. ongoing) and in terms of the actual content being 
focused on quality of content ( i.e. sustainable practices) 
Recommendation for strategically preserving 
Recommendation for quality of content 
Yellow pages – build a commonly accessible database 
(distributed database) of expertise/specialization for 
functional areas that each practitioner has knowledge in.  
Knowledge map – outline full contact details of experts 
and where they reside. 
Knowledge inventory – conduct a full audit of skills, 
tools, procedures, practices and policies. 
Conduct a needs analysis to determine content gaps. –  
In needs analysis, it is practical to use more than one need 
analysis techniques to ensure that the staff involved in the 
needs analysis process builds up a complete picture. There 
is a wide range of need analysis techniques: facilitated 
discussions, questionnaires, focus groups, surveys, 
workplace observation, contextual inquiry, task analysis, 
etc. 
Review and update knowledge needs and capturing the 
value of knowledge creation and innovation during 
knowledge sharing and combination of existing 
knowledge and newly codified tacit knowledge. 
Identify the process of engaging clients and conducting 
work and create some standard templates.  “the way we 
deliver what we deliver how we deliver products we 
create lessons we learn” (Anonymous TNS survey 2007) 
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Collaboration and Team Building 
Provide recognition for participation in knowledge 
possessed, i.e. yellow pages and knowledge maps. 
Train to use collaborate functions of WebOffice on TNSi 
intranet site 
 
Operations 
 “Management – needs a coordinator to do this (manage) 
and keep it (intranet) in order, file materials as they are 
sent in, track user expertise, create ideas box, tracking 
organizational development, use for knowledge 
transfer”(Anonymous TNS survey 2007) 
  

1.4 Acquisition Training and Development 
Skills abilities necessary to take tacit to explicit  
 
Knowledge Content 
No assessment process to eliminate outdated knowledge.  
“Old and irrelevant information, content of files difficult to 
figure out, folder location too broad, no categories or 
labeling” (Anonymous TNS survey 2007) 
No SSD filter – No process to ensure unsustainable 
knowledge is not captured 
Quality of information – “Need good case studies with facts 
not war stories or TNS propaganda” (Anonymous TNS 
survey 2007) 
Case studies too vague and high level – not enough detail 
 
Sharing and Best Practices 
Limited documentation of lessons learned from client 
engagements 
Only 50% of practitioners upload and 30% download files 
 “Need to revise how information is shared between users” 
(Anonymous TNS survey 2007) 

Training and Development 
Hold web based training session on how to fully utilize 
the features of the intranet site. 
 
Knowledge Content 
Create a process for document management and how to 
analyze the content to ensure it is still relevant and usable 
and what needs to be updated or removed. May require a 
dedicated resource to manage. 
SSD Filter prior to uploading documents – create a policy 
to ask the questions: 
“Does this document/process support the movement 
towards sustainability” 
If yes or neutral/not applicable, then upload 
If no then further investigation is required to ensure 
compliance with SSD and document is not uploaded. 
Create organizational knowledge through a continuous 
dialogue between tacit and explicit knowledge via four 
patterns of interactions, socialization, combination, 
internalization and externalization (Nonaka 1994).  
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Management 
 “Need to evaluate how the information system structure 
perform according to the goals of the organization” 
(Anonymous TNS survey 2007) 
No guidance on how to set up and operate a TNS office 
 
Operations 
See operational aspects for elaboration on the following: 
Energy 
Equipment 
Materials 
Transport 
Infrastructure 
People 
 

Sharing and Best Practices 
Document the benefits of utilizing the internal TNSi 
intranet site for sharing (time savings, etc) to increase the 
upload and download of files. 
Case Studies – create a standard template for writing up a 
business case with instructions on what to summarize and 
include. I.e. a procedure guide. 
Documenting lessons learned from client engagements: 
Build on TNS Canada’s and forum for the futures process. 
– “We have a complete file on our engagement (proposal, 
presentations, contract, invoices and report)”.  
“We have a short form which we fill out to capture 
lessons learned after each engagement which we then 
discuss as a team and consider for future engagements. 
We capture history in proposals that outline the 
engagement, workshop agendas / materials, output 
documents, etc., in addition to the learning sheet 
mentioned.” 
 
Management 
Provide guidelines for everything a TNS office would 
require to operate. I.E. create a franchise template so basic 
office start up is streamlined and efficient 
Consider implementing CRM (Client relationship 
management tools).”We are planning on implementing 
Sales force so we will be able to better understand our 
client engagement timeline and report on it.” (Anonymous 
TNS survey 2007) 
Operations 
Audit systems and processes on a regular basis to make 
sure outdated and inappropriate knowledge is removed 
from repositories. 
Develop consistent and structured approaches to 
knowledge capturing  
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Develop continuously the intranet as a corporate resource, 
virtual library, a learning centre and as a gateway to high 
quality external resources. 

1.5 Development Knowledge Content 
Quality of Knowledge – there needs to be a process in place 
to ensure all developed ideas/process are sustainable 
 
Collaboration and Team Building 
Not all offices are participating in knowledge development 
and team learning  
Not all offices are collaborating together 
 
Sharing and Best Practices 
 “There is a need to design a more organic way of sharing 
knowledge” (Anonymous TNS survey 2007) 
 
Training and Development 
 “There is a need to develop methods of generating new 
ideas and maximizing knowledge” (Anonymous TNS 
survey 2007) 
There is a need for experiential learning. 
It's hard to innovate in the actual situation 
 
Communication 
Different divisions/areas/offices can work in silos 
 
Time/Resources 
 “It's hard to further develop the capacity and capability of 
the organization’s network, services and products” 
(Anonymous TNS survey 2007) 
There is no common practice or tools to follow-up on 
projects and relations with customers 

Knowledge Content 
SSD Filter 
Holistic approach to the development of creative ideas 
should be based on SSD. I.e. Focusing on upstream 
solutions versus downstream when solving problems. 
SSD Filter during the development of knowledge – create 
a policy to ask the questions: 
“Does this innovation support the movement towards 
sustainability” 
If yes or neutral/not applicable, then continue 
development. 
If no, then further assessment is required to ensure 
compliance with SSD and further development. 
Classified by sector, companies, short comprehensive case 
study (in 1 page + a 4' video where the person leading the 
project would briefly explain purpose, lessons learned) 
 
Collaboration and Team Building 
Encourage and reward the use of WebOffice and other 
collaboration tools. “More working together could be 
done”(Anonymous TNS survey 2007) 
Two or more countries work together on a project  “they 
will document their project and capture lessons learned 
from the collaboration. For me this is the most organic 
way to share knowledge and have the time to do it 
recovered through fees” (Anonymous TNS survey 2007). 
More partnerships with Universities and organizations to 
develop new ideas and research 
Development of processes/approaches to promote the 
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Need more tools for creativity and generating knowledge 
 “Barrier to development is Time – no time, separate 
intranet in own office – extra burden, extra task to upload, 
need paid person to run and organize” (Anonymous TNS 
survey 2007) 
 
Operations 
See operational aspects for elaboration on the following 
Energy 
Equipment 
Materials 
Transport 
Infrastructure 
People 

collective development of knowledge 
 
Culture 
Build on the wiliness and desire to create a CoP that was 
developed in the Stockholm conference.” Encourage the 
environment that allows CoP to flourish, i.e. 
organizational cultural change. Encourage learning and 
listen i.e., through group facilitation skills, meetings, open 
space.” (Anonymous TNS survey 2007) 
 
Sharing and Best Practices 
Illustrate how methodologies are utilized – “I'd like to see 
what methods were used other than the generic term 
“backcasting” and ongoing measurements of success” 
(Anonymous TNS survey 2007). 
Project management – document experiences in how to 
manage more complex, long term projects 
 “Meet over the phone once every three months to talk 
about new projects, then share afterwards”(Anonymous 
TNS survey 2007) 
“The AGM and training in Sweden were a turning point 
for TNS in creating a global sharing opportunities” 
(Anonymous TNS survey 2007). These type of interactive 
learning need to continue. 
“All commit to make available proposals, presentation, 
reports for each project and prepare a 1 page summary 
that explains link between those documents, record a short 
video to get the story live” (Anonymous TNS survey 
2007) 
Make intranet available to volunteers. 
“Using evaluative technologies, organizational tools and 
ecological design, use a wiki, “having someone in charge 
of it in each office...a liaison manager” (Anonymous TNS 
survey 2007). 
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Training and Development 
Train to how to use intranet site as main desktop – i.e. use 
for calendar, contact function and folder function of 
WebOffice (direct server access from desktop shortcut i.e. 
an external server.) 
Train people in the tools to allow them to have the skills 
to collaborate and share knowledge, and lessons learned 
from working together. 
Develop processes and training that allow for experiential 
learning,  “ A format or process to develop various skills 
such as, coaching, facilitation, communication, listening, 
presentations, selling, idea generation and selection and 
empowerment.” (Anonymous TNS survey 2007)  
Implement coaching and mentoring programmes 
Implement new learning approaches, including e-learning 
for developing knowledge 
 
 
Operations 
Develop procedures/methods of a common practice in 
using tools to ensure follow-up and customer relations. 
I.e. CRM (customer relationship management software). 
Encourage the development of personal relationships with 
customers, I.e awards, social events  

1.6 Dissemination
/ Sharing 

Collaboration 
 “90% want to collaborate but collaboration is not 
happening enough between the offices/countries, or the 
sharing of procedures to become more effective. This is due 
to protecting required resources. ( “…this in turn is due to 
the need to maximize fees for our own countries rather than 
“sharing” them with other countries”).” (Anonymous TNS 
survey 2007) 
It's hard to connect with other organizations to share 

Collaboration: 
Post opportunities for collaboration on TNSi Intranet site 
to develop projects with other offices 
 
Communication 
One person responsible for internal communication and 
dissemination. – “By having Louise coordinating all 
internal communication” (Anonymous TNS survey 2007) 
Develop communication strategy – Suggested 
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knowledge. 
Users of the network seem to isolate their work. Need to 
revise how information is shared between users 
 
Communication 
Need one person responsible for internal communication 
Limited participation 
 “Not knowing what the activities of the other offices are. 
(…and knowing who is doing what!”)” (Anonymous TNS 
survey 2007) 
  “People fail to present information in a useful way for 
others.” (Anonymous TNS survey 2007) 
Being international there can be a language and cultural 
barrier.  
 
Culture 
Just starting to Promoting CoP  
Offices are inexperienced in how to share 
Protection of information – not everyone who needs access 
has access to internal intranet site – some associates 
excluded  “Not everyone has access to all required 
knowledge, for example the Intranet”  
 (Anonymous TNS survey 2007) 
 “Mindset of limited trust and acting entrepreneurial, acting 
like private consultants” (Anonymous TNS survey 2007) 
 “Lack of unity between offices and no shared vision. (“It 
HAS been lack of unity and shared visions). (Anonymous 
TNS survey 2007) 
Management 
 “…maybe the need for leadership to make it a bigger 
priority, although it is tough for me to say if this is the case 
now or not.” (Anonymous TNS survey 2007) 
 
Sharing and Best Practices 

communication interactions – “Once a month or quarter 
email from a site administrator with a list of the new 
information”, know who is working with which company 
at all time, weekly email with news updates on what is 
happening in each office and information uploaded” 
(Anonymous TNS survey 2007) 
  “Internal learning workshop Initiative to create a more 
functional intranet Business plan where internal (and 
external) communication is key, including knowledge 
managers, and including fund-raising.” (Anonymous TNS 
survey 2007) 
Use WebOffice discussion section to create A dialogue 
between the offices regarding how to use the various 
resources  
 
Culture 
Ensure all offices participate and take ownership of the 
intranet. With TNSI taking the lead to involve all offices 
and to promote sharing  
Develop a plan for more recognition of knowledge 
sharing i.e., small awards contributor of the week, month 
year 
Development of Human Resource Management 
systems/policies/procedures to promote the people 
centered environment. (creation of a CoP) 
Encourage and incent people to participate and engage 
willingly and freely in building and nurturing 
communities of practice where knowledge can be shared 
and created. (Nonaka, 1994). 
Create an environment where effective organizational 
change can occur. “More open understanding that 
different places have different issues” (Anonymous TNS 
survey 2007). “The openness and good intent of TNS staff 
around the world promotes the culture of sharing.” 
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There are limited processes and procedures to encourage 
sharing 
 “Lack of thoughts like ‘Who could be interested in this 
information?’” (Anonymous TNS survey 2007) 
 “My belief is that knowledge sharing is strongly related to 
the capacity of the organization to deeply listen to every 
stakeholder of the organization.” (Anonymous TNS survey 
2007) 
A need to establish procedure for knowledge transfer 
There is a need to collaborate with other networks 
 “There is a need to do active sharing of knowledge to make 
the organization more effective” Anonymous TNS survey 
2007) 
No incentives or interest in sharing. 
 
Time/Resources 
There is a major lack of time to share best practices 
 “There is a major lack of resources, both staff and funding 
to address these shortcomings” (Anonymous TNS survey 
2007) 
Limited information tools to manage intranet content 
 
Training and Development 
Generally agree (70%) that more public recognition 
(intranet) and reward for personal contributions. “Should be 
second nature if TNS is a learning organization” 
(Anonymous TNS survey 2007) 
Most offices do not have a formal training program 
 “…not high priority on the ToDo list (even if it should be) 
and ... many people do not have reporting in their blood 
(even if they ask others to report).” (Anonymous TNS 
survey 2007) 
Need instructions and tools on how to use the intranet,  
“better knowledge of what it can bring to each individual 

(Anonymous TNS survey 2007) 
Emphasise the value of face-to-face interaction and 
stimulate open dialogues and facilitated discussions as 
well as providing space and time to reflect (Nonaka 1994) 
 “Create a organizational culture that distinguishes 
between the role of being a consultant and a NGO and 
clarifies the core purpose and vision of the organization” 
(Anonymous TNS survey 2007) 
Knowledge Management needs to become part of the 
organizational culture as a means of developing ways of 
sharing expertise and experiences and promoting best 
practice, so that there is innovation and building on ideas 
of others. 
 
 
Sharing and Best Practices 
 “We have lunches where team members share projects 
and ideas. We also have team meetings every other week. 
The first way to get knowledge is to send a team-wide e-
mail and ask others” (Anonymous TNS survey 2007) 
Ensure all individuals who require access to the intranet 
are provided with access. Develop a policy outlining the 
criteria of who should have access to the intranet and the 
permissions they require to access specific materials.  
Having in-person meetings once per year where all the 
offices attend and share their experiences. Web meetings 
are to be supplementary to in-person meetings. 
Place the people their knowledge and competencies at the 
centre by creating people centred-environments and 
multi–stakeholders’ partnerships. 
Provide time, space and incentives for development of 
individual competencies and knowledge sharing 
 
Time/Resources 
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person or organization” (Anonymous TNS survey 2007) 
 
Operations 
 “Because we are often running small projects we are few 
people on each project and have little time for 
documentation and sharing.” (Anonymous TNS survey 
2007) 
 “…I'm not sure you can talk about “one organization” and 
well structured or strategic promotion or incentives ... TNSi 
is still very organic and based on individuals, more than 
many other international organizations” (Anonymous TNS 
survey 2007) 
 
See operational aspects for elaboration on the following 
Energy 
Equipment 
Materials 
Transport 
Infrastructure 
People 
 

Ensure time management skills are provided and that 
there is time to share best practices and to address issues 
that are often not done due to lack of time. Personal 
willingness to make time for knowledge sharing is 
required. 
Identify individuals skilled in time management and 
enable the person to share these skills with individuals 
who require this training. 
Create a strategy of how to address both staff and funding 
shortcomings 
 
Training and Development  
Create an internationally agreed up training program to 
ensure consistency and to leverage the training process 
and manuals already in place i.e. TNS Canada e-learning 
module and Forum for the Future 100 page training 
manual. Also include” 
Training on how to utilize the TNSi WebOffice intranet 
site 
Role play and practice case studies 
A structured mentoring program to learn in the field from 
an experienced practitioner 
Assessment millstones where knowledge on the 
framework and processes is tested 
Regular feedback session on progress and what self study 
sections are to be worked on next 
Develop an effective education and awareness programme 
and promote the benefits of knowledge sharing and 
sustainable Knowledge Management. 
Create a recognition program for new practioners to 
encourage learning and implementation of the learning 
Create a recognition program to encourage sharing and 
use of the TNSi WebOffice intranet site 
Regular group training, i.e the training and meetings in 
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Stockholm 
 

1.7 Utilization Communication 
  “There is a need to facilitate understanding of the TNS 
framework” (Anonymous TNS survey 2007) 
There is no common practice or appropriate tools to follow-
up on project and relations with customers 
 
Culture 
Confidentiality – “Sensitive contacts and contractual 
information sometimes make this (sharing) difficult.” 
(Anonymous TNS survey 2007) 
There is  “Secrecy” (Anonymous TNS survey 2007) 
 “Need for organizational empowerment” (Anonymous TNS 
survey 2007) 
 “Lack of trust to share knowledge” (Anonymous TNS 
survey 2007) 
 
Knowledge Content 
Lack of formal documentation of knowledge and activities 
When people leave there is no retention of knowledge they 
possess 
 
Management 
No Exit Strategies to preserve knowledge when people 
leave 
 
Time/Resources 
 “I would say that time is the biggest barrier…”(Anonymous 
TNS survey 2007) 
 “People are too busy to share…”(Anonymous TNS survey 
2007) 

Intranet 
Ensure appropriate technology is available to support and 
enable Knowledge Management goals, which is 
accessible, simple and user friendly. 
Continue to develop a web presence that reflects the 
organization’s core purpose and aspirations as a 
sustainability driver and support the use of electronic 
means as the preferred medium for communication within 
the organization 
Create search capabilities and web links that facilitate 
access to high quality knowledge for staff and clients. 
Solve the challenge of accessing the repositories at 
different times, situations and locations when necessary.  
 
Communication 
Encourage use of the TNS network – “The perhaps most 
applied methodology is that people turn to other people 
whom they know are good at this or that. I am personally 
a resource whom is used like this a LOT. Everyday I am 
communicating at length with practitioners around the 
world – responding to tricky questions they couldn't 
answer etc.” (Anonymous TNS survey 2007) 
Ensure effective dissemination of corporate and regional 
knowledge  
 
 
Culture 
 “By creating a work culture where people feel trust and 
security the knowledge would then be shared.” 
(Anonymous TNS survey 2007)  “In Canada we were 
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 “TNS does not have time to turn information into 
knowledge.” (Anonymous TNS survey 2007) 
  “Lack of available resources and financial cost” 
(Anonymous TNS survey 2007) 
 
Training and Development 
Limited Double looped learning 
 “…perhaps lack the knowledge of how to do this in an easy 
way” (Anonymous TNS survey 2007) 
Limited training in some offices 
Training effectiveness > opportunities to practice  
Lack of constructive communication 
 “Need to facilitate the entry of new member into the 
organization” (Anonymous TNS survey 2007) 
There is a need for experiential learning 
There is a need to learn on this network and to track 
learning of user.  
 
 
Operations 
 “The lack of standardized ways of structuring knowledge 
makes it difficult to find.” 
 
See operational aspects for elaboration on the following 
Energy 
Equipment 
Materials 
Transport 
Infrastructure 
People 
 

expected / encouraged to share and therefore we set aside 
time to reflect, record, and share our experiences with 
each other. I would probably not have made it such a 
priority if this was not the case.” (Anonymous TNS 
survey 2007) 
Make the sharing of knowledge an organizational priority 
by the leaders of the organization. 
Ensure that only sensitive information is kept confidential. 
Creation of a procedure to identify what is and is not 
confidential. 
 
Knowledge Content 
The work environment is set up so that knowledge is 
documented as it is created and used. This is done by: 
 “Having an agreed process for client record management 
from proposal through case study and lessons 
learned.”(Anonymous TNS survey 2007) 
Work is done in teams to maintain a group memory; they 
have a template document that is used to capture learning 
and is shared in weekly team meetings. 
A persons work files are saved, this knowledge is stored 
generally in the form of documents from projects, 
presentations, workshops, training, and contact lists 
Standardize how knowledge is recorded and create 
templates  
 
Management 
Exit Strategies: 
Create procedures on exit strategies 
Preserving personal computer database 
Procedures on handing off in progress work 
Client management contact to ensure relationship is 
preserved 
Have the person create a summary of each action 
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performed and a description of the processes they used, 
and a contact list with comments 
One hour exit conversation 
Promote the use of high quality knowledge and best 
practices 
 
Time/Resources 
Source out course on time management skills for 
distribution to all employees 
Create a strategy to address the lack of resources.  
I.e. create a prioritization matrix for organizational 
resource needs 
Illustrate how knowledge sharing and intranet use can 
save time and leverage resources 
Training 
Incorporate Double Loop learning into training 
Monitoring – learning from previous mistakes. Creation 
of policies/procedures/systems/strategies to address this. 
Improved circulation of Knowledge – reinforces SSD 
Create upstream solutions 
Leads back to knowledge creation, knowledge 
identification and development (all 5 KM steps)  
Incorporate adult learning techniques 
Use such technology as e-learning program, and other 
software, i.e. CSCW computer support collaboration 
work. 
Develop peoples’ skills so that explicit knowledge can be 
effectively communicated and tacit knowledge can be 
properly codified and externalised. 
Training effectiveness is greater with opportunities to 
practice  
 “the main criteria for success is that it should help people 
in their everyday work, it should save them time, or not 
add any task, and the change management from their 
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current to the future work habits should be well thought 
about”, annual training, ‘Quarterly on-line sessions would 
be the next step where we can debrief on projects, new 
learning”, intrantet training and how to upload documents, 
regular international training”(Anonymous TNS survey 
2007) 
Develop training programs for new employees, and to 
track what individuals are learning and practicing. 
Standardization of training of the TNS framework, etc. 
 



 

Appendix F: Summary Table of Critical Issues from 
Strength & Weakness Assessment 

Critical Issues How is it manifested? 

Intranet Intranet could be a critical tool for TNS organization to utilize 
Limited usage of WebOffice TNSi intranet site. Maximum of 23% of 
members have logged in and 15% of practitioners have never used. Needs 
to have TNSi as a driving force. 
Many users are not aware of the potential of an intranet site and the full 
features and benefits of WebOffice; or do not know how to use them. 
There is much duplication of work that could be streamlined through 
WebOffice and utilization of one common IT platform. 
There is no standard file structure and naming protocol. 

Culture Dichotomy – Appears to be two divided factions in the company; one that 
thinks the culture is one of openness, trust and sharing and one that thinks 
there is a culture of mistrust and protection of information.  

Communication Silos – Appears many offices are operating in silos as organizational 
structure is very entrepreneurial and there is not enough communication 
and participation in what is going on organization wide. Language and 
cultural barriers can result in people feeling communication is poor. 
At the organizational level there is still a need for better communication of 
the Vision and goals and ensuring these statements are visible on the TNSi 
intranet site and accessible by all internal stakeholders. 

Collaborating and 
Team Building 

The silo phenomenon and lack of participation are creating barriers to 
collaboration. There is a lack of tools and procedures for collaboration and 
understanding of how to use the tools available.  

Knowledge Content Quality of Knowledge – There is a no standard process or templates in how 
to document knowledge or to ensure knowledge uploaded specifically 
supports the journey towards sustainability.  
Knowledge maintenance – There is no standard process to manage the 
uploading, organizational structure or ongoing validity of the knowledge 
uploaded.  

Sharing and Best 
Practices 

Participation – not enough participation globally, only 50% of practitioners 
upload and 30% download content. The sharing process is not structured 
well or fully understood. The CoP is not fully developed. 
Benefits – need to increase willingness to participate through 
understanding and promotion of the benefits and efficiencies to be gained. 

Training and 
Development 

There are good training resources within the organization but they have not 
been formalized, standardized and shared out. The result is every office has 
there own approach, which waste resources and results in different levels 
of training effectiveness. 
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Time/Resources There is a strong feeling that there is lack of time to complete the desired 
work and that the organization is under funded resulting in not enough 
resources and tools. 

Management  Suggested by the practitioners that TNSi management could play more of a 
leadership role in encouraging and facilitating knowledge sharing. 
Management could ensure all employees and offices understand the 
Vision, Core Propose, Values and Strategic intent.  
Only 2 or 3 of the TNS offices worldwide had completed an ABCD 
analysis on themselves. This could be viewed as a significant gap in 
organizational strategy. 

Operations The main gap is in the lack of a KM strategy. TNS organization needs to 
create a KM strategy that focuses on collaborative approaches to 
knowledge creation and sharing. 
There appears to be an overall lack of standardization of organizational 
policies, procedures and training. This is resulting in many offices 
duplicating development work and even daily activities 
There is a need to create consensus organizational policies to be adopted 
by all offices for all the operational areas energy, transport, building, 
materials, equipment, food, infrastructure, services and people. 
Operating in silos with a non standard approach is creating some confusion 
and making knowledge sharing difficult. 
 



 
Appendix G: Prioritized Measures (D Step) 

Critical Issues D Step Prioritized Recommendations  
Prioritizing C step recommendations by asking: 
Is the suggested option a movement in the right direction towards 
sustainability? 
Is the option a flexible platform for further sustainable development? 
Will the option provide a sufficient economic, environmental and social return 
on investment to provide resources and enable sustained growth? 

Intranet Web Presence – Continue to develop a web presence that reflects the 
organization’s core purpose and aspirations as a sustainability driver and 
support the use of electronic means as the preferred medium for communication 
within the organization 
Primary Platform – Use the intranet (TNSi site –WebOffice) as the primary 
platform for information storage for all offices. Use the full WebOffice features 
to create an integrated organizational network for communication and schedule 
management 
Standards – Create a standard classification and naming protocol to facilitate a 
more organized and intuitive file location structure to make things easier to find  
 

Culture Sharing a priority – Make the sharing of knowledge an organizational priority 
by the leaders of the organization. 
Consultant vs. NGO – “Create a organizational culture that distinguishes 
between the role of being a consultant and a NGO and clarifies the core 
purpose and vision of the organization.” “(Anonymous TNS survey 2007) 
CoP – Build on the willingness and desire to create a CoP that was developed 
in the Stockholm conference.” Encourage the environment that allows CoP to 
flourish, i.e. organizational cultural change. Encourage learning and listen i.e., 
through group facilitation skills, meetings, open space.” (Anonymous TNS 
survey 2007) 
Sensitive Information – Ensure that only sensitive information is kept 
confidential. Creation of a procedure to identify what is and is not confidential 
Participation – Ensure all offices participate and take ownership of the intranet. 
With TNSI taking the lead to involve all offices and to promote sharing  
Recognition – Develop a plan for more recognition of knowledge sharing i.e., 
small awards contributor of the week, month year 
 

Communication Communication Strategy – Develop communication strategy – Suggested 
communication interactions – “Once a month or quarter email from a site 
administrator with a list of the new information”, know who is working with 
which company at all time, weekly email with news updates on what is 
happening in each office and information uploaded” (Anonymous TNS survey 
2007) 
Preferences – Conduct a survey to see how employees would like to be 
communicated to and in what frequency 
Dialogues – Use WebOffice discussion section to create a dialogue between the 
offices regarding how to use the various resources  
Sensitivities – Ensure communications are sensitive to language and cultural 
differences 

Collaborating 
and Team 

Opportunities – Post opportunities for collaboration on TNSi Intranet site to 
develop projects with other offices 
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Building Reward – Encourage and reward the use of WebOffice and other collaboration 
tools.  
Training – Train to use collaborate functions of WebOffice on TNSi intranet 
site 

Knowledge 
Content 

Standardization – Standardize how knowledge is recorded and create templates  
Group Memory – Work is done in teams to maintain a group memory; they 
have a template document that is used to capture learning and is shared in 
weekly team meetings. 
SSD Filter Development – during the development of knowledge– create a 
policy to ask the questions: 
 “Does this innovation support the movement towards sustainability” 
If yes or neutral/not applicable, then continue development. 
If no, then further assessment is required to ensure compliance with SSD and 
further development. 
SSD Filter Uploading – prior to uploading documents– create a policy to ask 
the questions: 
“Does this document/process support the movement towards sustainability” 
If yes or neutral/not applicable, then upload 
If no then further investigation is required to ensure compliance with SSD and 
document is not uploaded. 
Sustainable knowledge – means both a sustainable approach in terms of 
strategically preserving for the future (i.e. ongoing) and in terms of the actual 
content being focused on quality of content ( i.e. sustainable practices) 
Recommendation for strategically preserving 
Recommendation for quality of content 
Yellow Pages – build a commonly accessible database (distributed database) of 
expertise/specialization for functional areas that each practitioner has 
knowledge in.  
Knowledge Map – outline full contact details of experts and where they reside. 
Knowledge Inventory – conduct a full audit of skills, tools, procedures, 
practices and policies. 
Needs Analysis – Conduct a needs analysis to determine content gaps –  
In needs analysis, it is practical to use more than one need analysis techniques 
to ensure that the staff involved in the needs analysis process builds up a 
complete picture. There is a wide range of need analysis techniques: facilitated 
discussions, questionnaires, focus groups, surveys, workplace observation, 
contextual inquiry, task analysis, etc. 
 

Sharing and 
Best Practices 

Intranet Access – Ensure all individuals who require access to the intranet are 
provided with access. Develop a policy outlining the criteria of who should 
have access to the intranet and the permissions they require to access specific 
materials.  
Interactive Learning – The AGM and training in Sweden were a turning point 
for TNS in creating a global sharing opportunities”. (Anonymous TNS survey 
2007) This type of interactive learning needs to continue. 
Commitment – “All commit to make available proposals, presentation, reports 
for each project and prepare a 1 page summary that explains link between those 
documents, record a short video to get the story live” (Anonymous TNS survey 
2007) 
Benefits – Document the benefits of utilizing the internal TNSi intranet site for 
sharing (time savings, etc) to increase the upload and download of files. 
Case Studies – create a standard template for writing up a business case with 



 

115 

instructions on what to summarize and include. I.e. a procedure guide. 
Lessons Learned – documenting lessons learned from client engagements: 
Build on TNS Canada’s and forum for the futures process. –  “We have a 
complete file on our engagement (proposal. presentations, contract, invoices 
and report).” 
 “We have a short form which we fill out to capture lessons learned after each 
engagement which we then discuss as a team and consider for future 
engagements. We capture history in proposals that outline the engagement, 
workshop agendas / materials, output documents, etc., in addition to the 
learning sheet mentioned.” 

Training and 
Development 

Training Program – Create an internationally agreed up training program to 
ensure consistency and to leverage the training process and manuals already in 
place i.e. TNS Canada e-learning module and Forum for the Future 100 page 
training manual. Also include” 
Training on how to utilize the TNSi WebOffice intranet site 
Role play and practice case studies 
A structured mentoring program to learn in the field from an experienced 
practitioner 
Assessment millstones where knowledge on the framework and processes is 
tested 
Regular feedback session on progress and what self study sections are to be 
worked on next 
Adult Learning – Incorporate adult learning techniques 
Double Loop Learning – Incorporate Double Loop learning into training 
Monitoring – learning from previous mistakes. Creation of 
policies/procedures/systems/strategies to address this. 
Improved circulation of knowledge – reinforces SSD 
Skill Development – Develop peoples’ skills so that explicit knowledge can be 
effectively communicated and tacit knowledge can be properly codified and 
externalised. 
Experiential Learning – Develop processes and training that allow for 
experiential learning,  “A format or process to develop various skills such as, 
coaching, facilitation, communication, listening, presentations, selling, idea 
generation and selection and empowerment.” (Anonymous TNS survey 2007)  
Mentoring – Implement coaching and mentoring programmes 
Intranet Training – Train to how to use intranet site as main desktop – i.e. use 
for calendar, contact function and folder function of WebOffice (direct server 
access from desktop shortcut i.e. an external server.) 
Web Based Training – Hold web based training session on how to fully utilize 
the features of the intranet site and for other content that can be distributed via 
the web 

Time/Resources Strategy – Create an organizational strategy to address the lack of resources.  
I.E. create a prioritization matrix for organizational resource needs 
Illustrate how knowledge sharing and intranet use can save time and leverage 
resources 
Time Management Course – Source out course on time management skills for 
distribution to all employees who are interested 
Ensure time management skills are provided and that there is time to share best 
practices and to address issues that are often not done due to lack of time. 
Personal willingness to make time for knowledge sharing is required 
 

Management Leadership – TNSi management could play more of a leadership role in 
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encouraging and facilitating knowledge sharing 
Priorities – ensure managements priorities are well communicated 
Franchise Template – provide guidelines for everything a TNS office would 
require to operate. I.E. create a franchise template so basic office start up is 
streamlined and efficient 
Exit Strategies: 
Create procedures on exit strategies 
Preserving personal computer database 
Procedures on handing off in progress work 
Client management contact to ensure relationship is preserved 
Have the person create a summary of each action performed and a description 
of the processes they used, and a contact list with comments 
One hour exit conversation 
 

Operations Vision Section – ensure organizational vision, strategy and goals and progress 
indicators have their own section on the TNSi intranet site and are very visible 
and easily accessible 
Consistency – develop consistent and structured approaches to knowledge 
capturing  
Coordinator – “Management – needs a coordinator to do this (manage) and 
keep it (intranet) in order, file materials as they are sent in, track user expertise, 
create ideas box, tracking organizational development, use for knowledge 
transfer”(Anonymous TNS survey 2007) 
Organizational Policies – create consensus organizational policies to be adopted 
by all offices for all the operational areas energy, transport, building, materials, 
equipment, food, infrastructure, and services  
Energy 
Energy saving practices 
Transport 
Develop employee travel benefit program that encourages 
Buy carbon offset credits when travelling 
Use web tools to minimize travel 
Building 
Create office selection guidelines 
Equipment 
Create recycling and purchasing policy 
Food 
Create purchasing policy 
Services 
Create purchasing policy 
 



 
Appendix H: Prioritization Measures (D Step) Table 

For the full detail of the option listed below refer to the prioritized recommendations in Appendix 
G. The abbreviated option label here will appear in each critical issue category above. 

Critical Issue 
 

Option (Goal) Direction 
Towards 
Sustainability 
 

Flexible 
Platform 

ROI Priority 
Today 

Budget Time 
Frame to 
Complete 

Area critical 
issue relates to 
 

Option label I, II, III, IV Yes, no, 
maybe 

Slow to 
fast 

Low to 
very 
high  

High, 
medium 
or low 
investment 

Short to 
long term 
ST 1-2, 
MT 3-5 
LT 5+ yrs 

Intranet Primary Platform  IV Yes Fast High Low ST 
 Standards IV Yes Medium High Low ST 
 Web Presence IV Yes Medium Medium Low ST 
        
Culture Participation IV Yes Fast High Low ST 
 Recognition IV Yes Medium High Low ST 
 Sensitive 

Information  
IV Maybe Slow High Low ST 

 CoP  IV Yes Medium High Medium ST 
 Sharing a priority  IV Yes Slow High Medium ST 
 Consultant vs. 

NGO 
IV No Slow Medium High MT 

        
Communication Dialogues IV Yes Medium High Low ST 
 Preferences IV Yes Slow High Low ST 
 Communication 

Strategy  
IV Yes Slow High Medium ST 

 Sensitivities IV Yes Slow Ongoing High MT 
        
Collaborating 
and Team 
Building  

Opportunities IV Yes Fast High Low ST 

 Training IV Yes Fast High Medium ST 
 Reward IV Yes Medium High Low ST 
        
Knowledge 
Content 

SSD Filter 
Development  

IV Yes Slow High Low ST 

 SSD Filter 
Uploading  

IV Yes Slow High Low ST 

 Yellow pages  IV Yes Medium High Medium ST 
 Standardization 

 
IV Yes Slow Medium Medium ST 

 Knowledge 
inventory  

IV Yes Medium Medium Medium ST 

 Knowledge map  IV Yes Slow Medium Medium MT 
 Group Memory  IV Yes Slow Medium High Ongoing 
 Needs Analysis  IV Yes Slow Low High MT 
        
Sharing and 
Best Practices 

Intranet Access  
 

IV Yes Fast High Low ST 

 Benefits IV Yes Fast High Low ST 
 Commitment IV Yes Medium High Low ST 
 Case Studies  IV Yes Slow High Low ST 
 Lessons Learned  IV Yes Slow Medium Medium ST 
 Interactive IV Yes Slow Medium High Ongoing 
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Critical Issue 
 

Option (Goal) Direction 
Towards 
Sustainability 
 

Flexible 
Platform 

ROI Priority 
Today 

Budget Time 
Frame to 
Complete 

Learning  
        
Training and 
Development 

Intranet Training  IV Yes Fast High Medium ST 

 Web Based 
Training  

IV Yes Medium High Medium ST 

 Training Program  
 

IV Yes Medium High High ST-MT 

 Mentoring  IV Yes Medium High Medium-
High 

ST-MT 

 Adult Learning  IV Yes Slow Medium Medium ST 
 Double Loop 

Learning  
IV Yes Slow Medium Medium ST 

 Skill Development  IV Yes Slow Medium Medium ST-MT 
 Experiential 

Learning  
IV Yes Slow Medium Medium ST 

        
Time/Resources Time Management 

Course  
IV Yes Medium High Medium ST 

 Strategy  IV Yes Slow Medium Medium ST 
        
Management  Leadership IV Yes Medium High Low ST 
 Priorities IV Yes Slow High Low ST 
 Exit Strategies IV Yes High Medium Medium ST 
 Franchise Template  IV Yes Medium Low Medium -

High 
MT 

        
Operations Vision Section  IV Yes Slow High Low Immediate 
 Consistency IV Yes Slow Medium High ST-MT 
 Coordinator IV Yes Medium Medium High ST-MT 
 Organizational 

Policies  
      

 • Energy I, II, II Yes Slow Medium Medium ST 
 • Transport I, II, II Yes Slow Medium Medium ST 
 • Building I, II, II Yes Slow Medium Medium ST 
 • Equipment I, II, II Yes Slow Medium Medium ST 
 • Food I, II, II Yes Slow Medium Medium ST 
 • Services I, II, II Yes Slow Medium Medium ST 
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