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Johan Arvling BT b oy

Mr. Arvling is an authentic knowledge management
and business intelligence professional with twenty
years of technical, operational and managerial
experience in four continents. He has worked on and
led partnership, research, knowledge management,
enterprise architecture, automization, networking

and change management initiatives at the
International Labor Organization, United Nations
Economic Commission for Africa, United Nations
Development Program, the World Bank, and in the
private sector — Mr. Arvling is a resourceful project
manager and team-leader with advanced planning,
coordination and communications skills.

Mr. Arvling specializes in:

conducting knowledge audits, introducing team
efficiencies, organizational modification and
leading change management and business process
reviews ;

risk assessments, design and automization of
knowledge management and business intelligence
systems, tools and approaches.

brokering of sensitive and special relationships and
partnerships, executive coaching, facilitation and
training.
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Mr. Arvling helps optimizing organizational value
and efficiencies for clients worldwide-

MTA: Do you have any specific method or
framework for implementing knowledge man-
agement in organizations?

I work as a KM consultant for half years as an in-
dependent consultant. Most of my clients are either
governments, united nations organizations, media
and/or private companies. Now, before that I was
working for the united nations for about 5 years,
also dealing specifically with knowledge manage-
ment within the UN. And we work covering essen-
tially a middle-east, and the Asia Pacific region.
The idea of a KM projects really depends on the
industry, organization and the context. The con-
text is always important. Each client is different,
each organization is differentThey use knowledge
management for different purposes, and they do
that either to improve the staff's capabilities, to im-
prove workflows and the way that staff works, or
improving IT infrastructures within the organiza-
tions. So it is really difficult to say that you have the
specific method, because each client depending on
who they are, they will require a tailored method,
because the entry points, in other words where do
organization finds itself is always can be different.
In some stages, you can find the being just in the
beginning of the KM journey, and if they are in the
beginning of establishing knowledge management
,2tools, methods, approaches, and systems.

all peoples, all ways and doing things, and it is very
difficult when the entry point is as the different
level of maturity within the organization, so it is
difficult to say that you have a specific method,
because each of the clients really require a tailored
or customized way of dealing with their specific
challenges.




MTA: That's right! What is your plan for first
step of implementing knowledge management
in an organization? how you understand what
does the organization need in commence?

Mr. Arvling: Right, your absolutely correct. In
order to advice possible solutions to challenges
whether in the UN organization or private sector
organization you really understand context. So, if
they have a user survey or if they have a staff survey,
or they have an assessment from each you can draw
nuggets of learning, that always is very useful, but
I don’t know how it is in Iran specifically, but I can
tell you in Asia Pacific, feedback from staff, and
feedback from clients is a very regular trends where
the clients and organization are always interested
hear what the clients think of the services, what
they think of the products, and what they thinks
of the prices, so in Asia Pacific countries, you see
a very sophisticated understanding of where the
clients received services and products, which are
being provided.

But I would say it always important to have an
assessment, dealing with a broader understanding
that helps you then tailored that kind of advice that
.each organization required

MTA: Thank you, how do you get the feedback
of staff and clients?

Mr. Arvling: In some occurrences you may have
a department, you might have an office within an
organization in a country that requires the specific
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assessment. so we do quite a lot of online surveys,
interview with a small pear groups, we do by the
often After Action Reviews (AAR), in other words
it’s a non-scientific way of determining what
worked, what didn’t work, what would be underline
bases behind it, and how do they feel they can solve
the problem. So we do quite a lot of surveys online,
because it is cheaper and more effective, so you can
analyze the inputs quicker, but in some cases, you
may have situation where that online survey is not
enough. When you actually have to do workshops,
when you have to do many clinics, when you have
to do one by one interviews or with peer groups.
MTA: In Iran in first step we assess the
organization by questionnaire survey, but it
has many errors and wrong answers that we
couldn’t decide based on those answers, because
of that we have some interview to with senior
managers, and some of staff in different level
organization

Mr. Arvling: Right, I think you always can see
different views, and different answers to the same
questions depending on where you ask them and
what levels of the organization you ask them. What
we do is sometimes clustering the groups into
seniority or in organizational clusters. So how you
design the questions, the more time you spend on
designing and trying and testing questions, the better
feedback you will get in order to help you analyze
it, and then turn the analysis in to advice, you were
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correct a normal survey with yes/no questions is
going to yield not so much good feedback. So, the
more time you take to design the questions and try
the questions in small groups to see what is the
question actually yield a kind of feedback that you
can work way; the better it is.

MTA: Would you please explain more about
way you get feedback of staff?

Mr. Arvling: For example; a peer review group in
other words, face to face interview, the feedback
always can be analyzed by human, in other words I
have to analyze your feedback.

|

Now if you design the questions in an online survey
or online assessment, the analytical clues helps you
analyze and turn the feedback into infographics, in
other words, give you pie charts, ranges, all kinds
of infographics that is very useful because at the
end of a survey, the survey can tell us story, is kind
of a key of message and sometimes if you are a
person, and I am the person whose maybe analysis,
it’s my story, itys my message, whereas if it is a
logical tool, the message comes from the people
who took the survey, it really depends on who your
client is, how large your sample is and how deep
you go in terms the design of question.

R - -

MTA: Most of KM models focus on some
organizational dimensions such as processes,
people, technology and governance. Do You use
such models in your projects?

Mr. Arvling: It is an excellent question, I think
industry of knowledge management is a having
a little bit problem with it. There are I would say
knowledge management 15 to 10 any word between
models which have been academically proven to be
Ok, however, when you apply them within reality
of an organization, is very very seldom work. It is
one of a key lesson I have learnt in last 15 years,
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that looks great on the paper you have a model, you
have fancy graphs, you have a different to do steps,
different phases, and etc. and yes, the KM model can
be used as a large framework to guide your work,
but in my experience it really comes down to day to
day interactions in see to situation problem solving,
it’s people at the end of the day. In the technology
is easy the change, you can be changing, you can
customize, you can tailor the technology, but you
can not do the same with people.

MTA: For implementing KM projects, one of
the most important tasks is selecting a pilot,
what is your idea?
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Mr. Arvling: In my idea knowledge management
is an essentially organizational transformation.
For example; if you have a large company where
one subsidiary or one offices is not working and
you want to implement KM, only within that
particular govern structure, it's become very
difficult, because then the company a such as a
whole is not embracing in principle of knowledge
management. Now, in my experience, transparency
within organizations is a very scarce thing.
transparency brings with an efficiency, brings with
the who works and who doesn’t work. Who makes
money, who doesn’t make money, and sometimes
transparency is the biggest enemy of knowledge
management. Transparency and efficiency
when you are talking about govern structures be
introduction of technology like ERP system or all
kinds of technology in companies today to track the
performance, you really talking about transparency,
where to spend money, how much time do we
spend on producing ex-product? How much is he
or she working per day? How much does he or she
cost? And what we see as an organization or as a
team, what we get for that? And an essentially how
much money? What is the profit? So, in the private
sector knowledge management is really about

transparency and efficiency in the public sector, So
for example; at the moment I'm working quite a

lot with a number of governments in Africa, in the
middle east and also in Asia Pacific, their primer
concern introducing knowledge management is
transparency in communication, in other words
they wanted be able to communicate the kind of
work they do kind of services, they provide to their
resilience. So, again coming act to where is the
entry point for your KM project, it really depends
on the client.

MTA: What is your solution for enriching
knowledge sharing culture in an organization?
and how do you promote staff collaboration in
knowledge management activities?

Mr. Arvling: Culture and people is an essentially
the same thing, right? It’s how we work, how we
eat, it’s how we speak, it’s how we interact, it’s how
we do are business in our offices, in sometimes we
take an offices home, and sometimes we take home
to our offices. Now, you mentioned a couple of
key words, you mentioned the word incentives.
Now, incentive is everything. So, if you are able to
help one of your clients answer the question what’s
in it for me? Me myself why should I embrace
knowledge management, why should I do this?
Why should I share this experience? Why should
I document what works or doesnm>t work? And etc.
If you are able to help an organization answer that
question, that is a the whole-grain of knowledge




management. What is in it for me? and the things
because each of organizations and teams and offices
have many different types of people, many different
types of characteristics, you can have to ask that
question multiple times and you have get multiple
answers, what 1s in it for me? that you also mention
being able to demonstrate good practices and share
them and amplify them into possibly scale them up.
Know there are couple of paradigm here. We are
always very hesitant to take risks. Risks are always
associated with failure and no one likes failure,
failure is embarrassing and costly, right? but is
only to failure, where you really learn what work or
what doesn’t work, and if you lose the ability as an
organization or as a person to take risks and to fail.
You stay in the comfort zone, and if you remain
on the comfort zone, your competitors, will round
circles around you for one year or three years. So
it's only the company or the teams or individual
who take risks in are rewarded for taking risks,
that really automatically are the innovators of the
industry. [ mean I can think about many number of
different companies around world, and a number of
different products who all of a sudden they relied on
the comfort zone, they did not take risks and they
were not pushing the envelope of innovation and I
think another key word you said was sharing. so if
something works yes absolutely share with small
group, share with a larger group, share internally
within the organization, share externally, now few
companies or organizations want to share with other
external parties, their own failures. So that culture
comes is involve and is really important to be able
to demonstrate early on the cycle, what works
and what doesn’t works, and to be able to have

low hanging fruits if you do this, you can able to
expand your services, you can able to produce your
products cheaper, you can spread your massage
or your marketing campaign strategies wider and
cheaper and I think very important to be able to
take risks.

MTA: At the end of the implementing KM
projects, how do you demonstrate projects
effectiveness?And actually what are your

expectation from one successful implement?
Mr. Arvling: So, another key question I would say

what is success and is important to understand that
when you start your interactions with clients, they
will have a different understanding of success is
than you will, so having the same understanding
very early on, what is deal as a success is critical
in order not only to satisfy your clients, but also to
measure what your services or the KM project have
been successful and again it really depends you can
be measuring numbers, statistics and money. There
are easy to do because numbers and figures, it lot
harder to measure, the change the people have in
the behavior in the work place and that is really a
process that takes a long time. Normally how long
are you on KM projects? How long when you work
with your clients, what is the duration and the time
that you spend with the company or your clients?
MTA: in our company the time is about 7 to 9
months.

Mr. Arvling: it’s relatively short period, it’s easy to
do introduction of technologies worked close, but
it’s difficult to change to behavior of the work place
month. Unless you have really incentive to 8 to 7 in
provide and push for change.
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