Management

Knowledge is power

0LLS-RovCE is an acknowl-
edged world leader in the
design and manufacture

Rolls-Royce are developing a structured methodology to
capture, model and publish knowledge. Mike Farish
comments on the company’s new programme

practices. The company also sup-
plied specialist knowledge soft-
ware known as PCPACK to Rolls-

of jet engines and gas turbine
products with annual sales
totalling nearly £5,800million,
and an order book of over
£16,000million. The company
operates in four global markets -
civil aerospace, defence aero-
space, marine and energy - and
has a customer base comprising
more than 500 airlines, 4,000
corporate and utility aircraft and
helicopter operators, 160 armed
forces and more than 2,000
marine customers, including 50
navies. The company employs
over 36,000 people, of whom
22,000 are in the UK, 8,500 in
North America and 5,500 in
Germany and the Nordic coun-
tries.

In the mid-1990s, though, the
company recognised that it was
confronting a number of issues
associated with the management
of knowledge across the organi-
sation. One particularly pressing
concern was that many key
experts were due to retire within
a few years and no systems were
in place to allow them to pass on their
knowledge, possibly the fruit of decades
of experience, Lo their colleagues.

Bottleneck

A widespread shortage of specialist
expertise might well produce a bottle-
neck that could inhibit continuing
progress towards achieving lead-time reduc-
tions. In addition, best practices were not
easily established and shared across the
organisation, A further complication was the
lime required for new recruits to become
proficient in complex technical disciplines;
typically it might take 9-12 months for
someone to become a fully proficient mem-
ber of a department.

To help address these issues, Rolls-Royce
embarked on a programme to develop a
structured methodology known as KAMP
(Knowledge Acquisition and Modelling
Process). This methodology aimed Lo cap-
ture, model and publish knowledge from
experts onto the company’s corporate
intranet system. Within an organisation the
size of Rolls-Royce, this called for the capture
of vast amounts of knowledge. Moreover
employees with no previous experience of
knowledge acquisition and knowledge man-
agement would have to perform the knowl-
edge capture and publishing.
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Therefore
’ a methodology had

to be developed that was easy to learn
and operate by inexperienced knowledge
engineers. It also had to be effective at cap-
turing key knowledge and best practices from
experts, whilst minimising the time spent
with experts, The end-result had to be profes-
sional-guality intranet sites containing easily
accessible knowledge.

Training

To help with the task Rolls-Royce engaged
Epistemics, a Nottingham-based company
with considerable experience of developing
knowledge acquisition, modelling and man-
agement tools and techniques. Epistemics’
consultants assisted in various aspects of the
development of the KAMP methodology. In
particular they had a significant involvement
in the development and delivery of intensive
training to educate novice knowledge engi-
neers in the correct knowledge acquisition

Royce to support the KAMP
methodology. The software
enables knowledge to be cap-
tured, modelled, validated and
published using the latest tech-
niques from knowledge engineer-
ing and artificial intelligence.

The KAMP methodology has
now been in use since 1998 and
in that time has supported over
150 separate projects. Each pro-
ject has captured knowledge from
numerous experts and published
it as a website on Rolls-Royce's
technical intranel system. Many
of the projects have been com-
pleted by recent graduales or new
recruits to a department and this
has allowed them first-hand
access to vital knowledge directly
from experts and has consider-
ably reduced the time taken for
them to learn the necessary

- So far
Rolls-Royce has identified five
main areas of benefit, These are;

@ accelerated learning of new starters, with a
9 to 12 months learning period being
reduced to 3 months.

@ increased availability of expertise, increased
efficiency and more efficient use of
expert’s time.

@ jobs carried out with greater levels of expe-
rience.

@ reduced risk of sudden loss of experlise,
particularly in areas where there is a
reliance on just one or two experts.

® enhanced speed of response to leading to
improved customer satisfaction.

Surprisingly, though, Epistemics did not

originate in an engineering environment. [ts

roots lie in the Department of Psychology at

Nottingham University from where it has

been spun out as a commercial enterprise.

According to the company's chief knowledge

engineer Dr Nick Milton, though, the princi-

ples underlying the methodology involved
are entirely generic and can be applied in just
about any commercial environment. Indeed
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