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Executive Summary

Background

This annotated bibliography aims to review the current literature on knowledge management (KM)
and organisational learning, particularly in relation to the international development field. Due to
the substantial amount already written on these issues, this paper does not present yet another
guideline on ‘how to do KM’. Instead, it primarily aims to review the current literature in order to
map out the rationale and objectives of KM and learning within international development, and to
identify gaps and emerging themes that will be of special interest to development actors and
agencies. The bibliography is part of the Research and Policy in Development (RAPID) programme
at the Overseas Development Institute (ODI) and will be followed up by future work on operational
issues and comparative analysis.

Review of the literature

A very large proportion of the literature on KM and organisational learning is developed by, and
aimed at, the corporate sector. Therefore, business rationales of organisational efficiency and
financial profit strongly characterise the underlying motivation for much of the KM literature and
recommendations. Development agencies can benefit from this in so far as they also need to
continually improve organisational efficiency. However, the overarching goal of poverty reduction
and the Millennium Development Goals (MDGs) that many development agencies work towards
require that KM and learning in the development sector should not only contribute to internal
efficiency but also to issues such as improved responsiveness, partnership, and policy influence.

The specific characteristics and challenges of different types of organisations in the development
field are reviewed in this paper. Most of the literature focuses on the knowledge needs of Northern
and international NGOs, and some of the central authors in this field are highlighted. Some work
also exists on KM and learning in relation to bilateral and multilateral donor agencies, and the
World Bank as ‘Knowledge Bank’ has placed a new focus on knowledge issues. However, there is
still a lack of literature on the knowledge needs and specific challenges of Southern institutions. A
few of the studies that have been carried out are included in this bibliography, and the introduction
draws out some of the issues they raise. Even less systematic work has been carried out on the
specialised niche of research institutes and think-tanks within international development.

Gaps in the literature and future issues

A few gaps in the literature are identified. These are issues that are of particular importance to
development agencies in the current international development context. The first issue is whether
KM and learning can increase the responsiveness of development institutions to the situation of the
poor; the second is whether KM and learning can increase development organisations’ impact on
policy; the third question raised is whether KM and learning can improve the translation of
development policy into practice; and the final question concerns Southern engagement in
international development debates and decision-making processes.

vi



1 Introduction

This annotated bibliography aims to review the current literature on knowledge management (KM)
and organisational learning, particularly in relation to the international development field, in order
to map out the rationale and objectives of KM and learning in this field, and to highlight gaps and
emerging themes that will be of special interest to development actors and agencies. It is part of the
Research and Policy in Development (RAPID) programme at the Overseas Development Institute
(ODI).

1.1 Background

The purpose of ODI’s RAPID programme is that better use be made of research in development
policy and practice, in order to promote evidence-based and pro-poor policies. The programme
focuses on four areas:

1. Improved knowledge about research—policy links among development practitioners, policy-
makers and researchers;

2. Improved knowledge management and learning systems in Southern and Northern development
agencies;

3. Helping Southern and Northern researchers, practitioners and advocates to communicate
research findings and influence policy more effectively;

4. Improving awareness of the importance of research and how to access it among policy-makers
and practitioners, especially in the UK.

This annotated bibliography is linked to the second focus area, namely improved knowledge
management and learning systems in Southern and Northern development agencies. Since
development policy and practice are largely formulated and implemented by various agencies —
ranging from multilaterals, through bilaterals and governments, to NGOs — it is crucial to recognise
the significant impact of organisational processes on the links between research, policy and
practice.

This paper reviews the current literature on KM and learning, paying particular attention to the
literature on KM and learning in the international development field. Due to the substantial amount
that has already been written on these issues, this paper does not present yet another guideline on
‘how to do KM’. The common elements of a traditional KM organisational strategy are referred to
briefly. These include: knowledge mapping; drawing up the value chain of an organisation; gaining
the support of top management; putting in place knowledge sharing systems and supportive
information technology; updating intranet pages and staff contact information; strengthening
Communities of Practice (teams or networks); using stories to communicate effectively; investing in
new organisational processes; and encouraging cultural change within the organisation. Those
interested in the specific details and timing of these steps in a KM strategy will be able to find out
more through the books, articles and reports summarised in the annotated bibliography section. An
accessible and easy-to-read introductory guide is ‘Learning to Fly’ (Collison and Parcell, 2001), and
an introductory overview of the same issues applied to development agencies can be found in the
report from Bellanet’s 2000 KM Workshop (Bellanet, 2000) or on their ‘KM4DEV’ website
(www.bellanet.org/km).

This paper’s primary aim is to review the current literature in order to map out the rationale and
objectives of KM and learning within international development, and to identify gaps and emerging
themes. The paper will be followed up by more operational work on these issues within ODI,
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and practical recommendations on KM and learning will also be developed as part of the RAPID
programme.

1.1.1 Previous work at ODI

ODI has already examined some of the issues related to KM and learning in international
development through both published papers and projects. In 1998, Development as Process (edited
by Mosse, Farrington and Rew) was published as part of the ODI Policy Studies Series. In
particular, the book draws out the importance of social relationships, and the politics of information
distribution and use in the context of development projects. It suggests that there is a need for new
monitoring and evaluation criteria in the development sector, in order to be able to take into account
intangible ‘outputs’ such as policy impact and institutional change. In 1999, an ODI Working Paper
by Baumann, entitled ‘Information and Power’, reviewed the literature on information processes
and the implications for process monitoring. The paper highlights the difficulties in assuming that
people in an organisation are willing to share their knowledge freely with other organisational staff.
The paper suggests instead that it is more realistic to assume that actors will not be prepared to
reveal the knowledge from which they derive their power. This has considerable implications for
how to approach knowledge management and organisational learning.

The RAPID programme also builds on previous work at ODI concerning the dynamic of policy
processes (Sutton, 1999), and an annotated bibliography and three-dimensional framework have
been produced to more clearly map out the linkages between research and policy-making (De Vibe,
Hovland and Young, 2002; Crewe and Young, 2002). In 2001, ODI established an Information and
Communications Committee to advise on the design and implementation of a KM strategy in the
institute. This objective has been strengthened with the appointment of a KM Research Officer in
July 2003.

1.1.2 What is knowledge management and organisational learning?

What is knowledge management? As an introductory step it is useful to distinguish between raw
information and knowledge (Edwards, 1994). Raw information may be widely available to a
number of agencies, but only some organisations will be able to convert the information into
relevant knowledge and to use this knowledge to achieve their aims. The processes by which they
do this are known as KM strategies. In the section below on KM in the corporate sector, a further
distinction will be made between first and second generation KM strategies. While the first
generation focused on systematising and controlling existing knowledge and knowledge sharing
within an organisation, the second generation KM strategies have shifted towards enhancing the
conditions for innovation and knowledge creation (McElroy, 2000).

Challenges and advantages of KM are naturally related to challenges and advantages of
organisational learning, and in the international development field these two sets of issues are often
examined together. As with the two generations of KM strategies, an organisation’s ability to learn
from past experiences can also be divided into first and second order strategies (Argyris, 1992).
First order strategies concern ‘single loop learning’, aimed at correcting and modifying practices in
order to fit in with an established policy. Second order strategies are those of ‘double loop learning’,
which — in parallel with second generation KM strategies — aim to increase the organisation’s
capacity to think creatively and act innovatively.



2 Review of the Literature

2.1 Knowledge management and learning in the corporate sector

2.1.1 The information age workplace

A very large proportion of the literature on KM and organisational learning is developed by, and
aimed at, commercial businesses and firms. Many organisations in the corporate sector look to KM
as a solution to the new challenges of the information age. Knowledge and information are
becoming crucial core assets for businesses, who have to learn to handle these assets in new ways.
Traditional accounting and monitoring systems designed to deal with tangible inputs and outputs
are no longer adequate. Instead, organisations now find that they have to share information
internally more efficiently and learn to adapt more quickly to external circumstances in order to
retain their competitive advantage. In response to this situation, the ‘first generation’ of KM
strategies aimed to improve knowledge sharing within organisations (McElroy, 2000). The first
generation of KM was very focused on information technology and systems; technical tools were
used to collect and codify existing knowledge in order to make the organisation run more smoothly.

A ‘second generation’ of KM strategies has now emerged, which focuses more on organisational
processes and the creation of new knowledge in order to keep the organisation one step ahead of its
competitors. For example, the most successful organisations are shifting from strategies based on
prediction to strategies based on anticipation of surprises (Savage, 2000). They are shifting from
management based on compliance to management based on self-control and self-organisation. They
are also shifting from utilisation of already known knowledge to the creation of new knowledge,
from pure ‘technology’ KM applications to also include ‘process’ applications (Binney, 2001).

When and how these shifts should be undertaken depends on the type of organisation in question.
Accenture’s (2002) presentation of a typology of work settings distinguishes between four different
types of organisations — ‘process’, ‘systems’, ‘network’ and ‘competence’ — based on the different
levels of interdependence and complexity that are required in different work situations. For
example, the ‘competence’ model describes a workplace that is highly reliant on individual
expertise (low level of interdependence) in order to carry out evaluation and judgement-oriented
work (high level of interpretation). The ‘network’ model denotes a workplace that depends on fluid
deployment of flexible teams (high level of interdependence) in order to improvise and meet new
challenges as they arise (high level of interpretation). Different work settings require different ways
of handling and processing information to create the necessary knowledge.

2.1.2 Significant KM consultants

Some of the most significant and frequently cited authors on KM and learning are Argyris (1992),
Senge (1990), Nonaka (1995), Levitt and March (1988), March (1991) and Schein (1992). They all
situate themselves within the second generation of KM strategies and work within the corporate
sector. While Argyris (1992) and Senge (1990) base their ideas on experiences as management
consultants for big Western companies, Nonaka (1995) draws on his experiences from Japanese
businesses. Many of their recommendations are similar, especially as they all focus on the
importance of thinking about processes and connections. Senge (1990) in particular concentrates on
‘systems thinking’. He argues that organisational learning is only successful when it is based on an
understanding of how the whole organisational system is connected, rather than a focus on
individual parts. Argyris (1992) further develops the idea of learning by distinguishing between
single and double loop learning. The objective of single loop learning is to bring organisational
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activity back on track. This is no doubt important, but does not foster organisational innovation. On
the other hand, double loop learning is the ability of the organisation’s members to think critically
and creatively about the underlying frameworks.

Levitt and March (1988) are less positive about the capacity of organisations to manage knowledge
effectively and to learn from past experiences. Their oft-quoted 1988 article, and a later article by
March (1991), highlight instead the considerable limitations that impede organisational learning.
These include the complexity of organisational experiences, human habits, hierarchical structures,
routines, and differing interpretations by different sub-groups within an organisation. Schein (1992)
touches on many of the same issues as Levitt and March, but in a more optimistic manner. He
argues that the limitations to learning within an organisation can be overcome through good
leadership. By good leadership he means the ability of the leader to guide the organisation through
various stages of a change process, to contain anxiety, and influence the organisational culture in a
positive way throughout this process.

Malhotra (2001) and Stacey (1995) take a slightly different view on the role of management in
relation to learning. They both argue that the most important learning processes within an
organisation are precisely those that cannot be managed. They draw on chaos theory to describe
‘semi-confusing information systems’ (Malhotra, 2001) and ‘nonlinear feedback networks’ (Stacey,
1995). Innovation often takes place in informal ‘shadow’ networks of individuals interested in the
same issues. In order to support and strengthen this creativity, Malhotra and Stacey argue that
organisations should allow staff room to act on incomplete information, trust their own judgement,
and feed input from informal fora into formal structures.

2.1.3 Performance measurement

A major concern for many organisations is the need to prove that KM actually adds any value to
production processes. At first, traditional accounting and measurement systems were drawn on to
demonstrate the increased efficiency that followed from KM applications. However, there were
some significant problems attached to these traditional systems. Most importantly, they related to
tangible inputs and outputs, and were not well equipped to deal with knowledge as an intangible
asset. In addition, traditional measurement systems tended to emphasise costs (to the company’s
production figures) rather than use or added value (to the company’s strategy) (Ahmed and Zairi,
2000). Lately, therefore, a few businesses have been moving towards accounting and measurement
systems that capture not only potential increases in production derived from KM, but also increases
in intangible assets and strategic advantage (ibid). One of the companies furthest down this road is
Skandia, which has appointed a Director of Intellectual Capital who compiles and presents metric
indicators of the company’s intellectual capital in the annual figures (Marchand, 1998).

Both the traditional measurement systems and the later, more strategically-oriented measurement
models are focused on assessing KM through metrics. Performance measurement — even when
dealing with intellectual capital, as in Skandia — is defined as ‘the systematic assignment of
numbers to entities’ (Ahmed and Zairi, 2000: 258). This makes it possible to convert uncertain
processes into a scale that measures more certain figures of assets, competencies, efficiency, profit
and loss. Such models of performance measurement foster ‘single loop learning’ — i.e. they enable
managers to take immediate corrective action if and when processes are seen to become inefficient
— but they leave little room for ‘double loop learning’ (as mentioned above in relation to Argyris,
1992).



2.2 Knowledge management and learning in the development sector

The corporate sector has embraced KM and learning with the aim of improving organisational
efficiency — measured in metrical figures of production and profit. In the development sector,
organisational efficiency is also important, but it is far from the only aim. Many development
agencies today work towards the Millennium Development Goals (MDGs) and measure their
degree of success in terms of their impact on poverty reduction and policy change. In order to work
towards these larger objectives, agencies not only need efficient internal coordination, but also
increased ability to be responsive to the situation of the poor, and ability to influence debates and
policy processes. The KM and learning needs of the development sector are therefore different in
certain respects from those of the mainstream corporate sector, and recommendations from the
corporate KM literature cannot be transferred indiscriminately. In recognition of this, development
consultants and authors have started writing about KM and learning specifically in relation to
different types of development organisations.

By far the most work has been carried out on KM and learning in Northern or international
development NGOs (INGOs). Some of this is linked to the literature on monitoring and evaluation
(M&E). A lesser amount of work has also been carried out on KM in large donor agencies, such as
the World Bank and some bilateral agencies (perhaps most prominently in Department for
International Development, UK (DFID) and Sida). Very little work has focused on the particular
KM and learning challenges faced by Southern institutions, and even less on the specialised niche
that ODI is especially interested in, namely KM and learning in research institutes and think-tanks,
both Northern and Southern. Each of these types of organisations within the development sector are
discussed in turn below.

2.2.1 Northern NGOs/INGOs

Changing context and role

The emergence of the information age in the 1990s coincided with the notable increase in numbers
and relative influence of Northern development NGOs. The rise of NGOs has prompted extensive
reflection on the part they have to play in development, and in the current literature there is a
widespread perception that the role of Northern and international development NGOs is changing in
significant ways. Northern NGOs are no longer regarded as unquestionably legitimate, but are
expected to justify their own legitimacy by building credible relationships with Southern
communities and partners (Fowler, 1992). Northern NGOs are also no longer seen as neutral service
delivery vehicles, but are taking on the roles of information broker and advocate in the interface
between Southern communities and national/international policy processes (Edwards, 1994).
Northern NGOs have another new role to play in building the capacity of Southern civil society
organisations to process knowledge and engage effectively in national/international development
debates and decision-making processes (Keeble, 2002). All this requires NGOs to have high quality
internal learning and information processing systems. In addition, calls for knowledge-based aid
and the globalisation of knowledge require NGOs to reflect on how their internal KM and learning
systems interact with external information flows and policy trends (King, 2001).

Monitoring and evaluation

Although the KM and learning literature in the development field is by no means as copious as in
the corporate sector, the changing context and role of Northern NGOs has nonetheless generated a
substantial amount of research, ranging from individual organisational guidelines (e.g. Powell,
2003, for Oxfam) and surveys of NGO learning (BOND, 2003), to academic attempts to develop a
coherent theory of learning processes within NGOs (Davies, 1998). Much of the literature on
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learning processes situates itself within the field of monitoring and evaluation (M&E) (e.g.
Marsden, Oakley and Pratt, 1994). Korten (1984) was one of the first authors to point out that
organisations evaluate their errors in different ways. When organisations see errors as failures, staff
will tend to hide their errors away and little learning will occur at an organisational level. On the
other hand, if an organisation sees errors as sources of information, staff will be encouraged to
discuss past experiences and to carry forward new knowledge. Korten calls this the ‘learning
process approach’.

Recently, development agencies have also become interested in means of assessing not only their
own learning, but also the intangible impact of their work — e.g. their policy influence. Corporate
sector models of performance measurement, as discussed above, have largely avoided this area of
intangible impact (focusing instead on how to measure their internal intangible assets and how to
display these as metrical figures). In the development sector, a few complementary models have
been suggested. In relation to M&E in development agencies and projects, the edited volume
Development as Process (Mosse, Farrington and Rew, 1998) proposes a new look at the role of
monitoring information and organisational relationships. The book suggests that new M&E criteria
should be developed in order to take into account intangible development outcomes such as policy
impact and institutional change. In addition, such criteria should be monitored through a continuous
process, rather than only at the end of a project, so that the information feedback can be used to
guide practice on an ongoing basis. Even more recently, Lloyd-Laney (2003) has developed
advocacy impact assessment guidelines, mapping out questions and issues that need to be taken into
account when designing measurement indicators in this field. Indicators are suggested for the
following dimensions: policy formulation and implementation; private sector change; civil society
strengthening; democratisation; and improvements in the material situation of individuals.

Particular characteristics

It is worth noting, as King (2001) does, that on the whole the question of KM and learning in
relation to development NGOs has led to a focus on internal organisational needs within Northern
NGOs, rather than a focus on the dramatic Southern knowledge deficits. The current literature
highlights several particular internal organisational characteristics of Northern/international NGOs.
These include the following:

e Geographical distance between headquarters and field offices, which frequently leads to certain
information gaps and learning tensions (Suzuki, 1998);

e The geographical range of NGOs can also be an advantage in that it gives them a comparative
advantage in brokering information from the local, national and international level at the same
time (Edwards, 1994);

e The NGO’s ultimate ‘customers’ or ‘beneficiaries’ are not the same people as the NGO’s
donors, leading to different knowledge demands in relation to different groups (Roche, 1998);

e There is usually a high need for success stories to legitimate the NGO’s existence, which may
hinder learning (Roche, 1998);

e While NGOs continually try to bring about change in their environment, they are themselves
often characterised by internal ‘change fatigue’, stemming from information overload and
continuous demands for adaptation and response (Madon, 2000; O’Malley and O’Donoghue,
2001).

Emerging challenges
There are a few issues related to KM and learning that are especially challenging for
Northern/international NGOs.
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o  Who benefits most: North or South? In a sector that wishes to work towards the overarching
goal of poverty reduction, it is important to consider whether the new KM trend contributes to
this goal, or whether it is yet another process that benefits the North more than the South. As
previously noted, questions of KM and learning in the development sector have predominantly
centred on the internal knowledge needs and processes of Northern agencies, rather than on the
knowledge gaps and development in Southern institutions. King (2001) suggests that Northern
KM projects should aim to escape from their present narrow focus and instead examine
Southern knowledge bases and knowledge systems, and find ways of supporting these.

e [nvest in one-way or two-way information flows? It is not enough for Northern NGOs to
improve the efficiency of their information flows without also considering the direction of these
flows. Frequently there is far stronger pressure on NGOs to develop a one-way flow of
information from the field and ‘up’ to headquarters and donors, rather than investing in a two-
way flow (Edwards, 1994). This is related to the lack of analysis about the knowledge needs of
Southern communities. The new focus on partnerships between Northern and Southern
institutions may be one way of dealing with this challenge, provided that the partnerships aim
explicitly for mutual sharing of information and relevant learning (Drew, 2002).

e Prioritise field-based or policy-related learning? Northern NGOs today are expected to perform
in far more areas than before. They must not only be engaged in field delivery, but also in
research and reflection, debates and decision-making, advocacy and policy influence. This may
sometimes lead to difficult choices between investment in field-based learning or policy-related
learning (Madon, 2000). It may also generate tension between different types of information
within an organisation, as field-based information does not necessarily lead to the same strategic
conclusions as policy-related information (Suzuki, 1998).

These emerging challenges for Northern/international NGOs will be discussed further in Section 3.

2.2.2 Bilateral and multilateral donor agencies

In comparison with the growing NGO literature, there is markedly less research and fewer
publications on KM and learning within multilateral and bilateral development agencies. The
existing KM/learning literature on this type of organisation is mainly concerned with presenting
overviews of which type of KM strategies exist in each individual agency (see for example Bellanet
(2000) for information about KM in CIDA, DFID, GTZ, Sida, UNDP and the World Bank; KFPE
(2001) for a slightly different but related overview of activities related to research for development
in DANIDA, DFID, the European Commission, NORAD, RAWOO, SDC, Sida, UNESCO, WHO;
and a book on bilateral and multilateral agencies, Knowledge for Development — Comparing British,
Japanese, Swedish and World Bank Aid, by King and McGrath (2003) — cf. their ‘Learning to Make
Policy’ working papers at www.ed.ac.uk/centas/fgpapers.html). In contrast to the NGO literature,
there is little analysis of the specific objectives of adopting KM and learning strategies in these
agencies, apart from the obvious and perennial need to improve internal communication and
coordination. DFID (2000) highlights the communication and coordination challenges by focusing
on the importance of becoming more ‘joined up’ as an organisation and in relation to external
partners. Pasteur and Scott Villiers (2003) argue that communication and coordination in DFID and
Sida could be improved if staff were able to prioritise time for thinking and reflection.

The donor agency that stands out in the KM field is the World Bank. This is not so much due to
their internal KM strategy — although it is worth noting that they have had success in setting up over
100 thematic groups or Communities of Practice (Denning, 2000) — but rather because of their
public image as the ‘Knowledge Bank’. The World Development Report 1998/99: Knowledge for
Development, suggested that the problems of development should be looked at in a new way — from
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the perspective of knowledge. The report outlined the harmful results of information problems and
knowledge gaps in developing countries, and argued that it was foundational to the entire
development enterprise to find ways of dealing with these challenges. Stiglitz (1999), formerly
Chief Economist at the World Bank, has also commented on the implications of imperfect
information and ways of dealing with this, such as institutional knowledge transfer to Southern
institutions. However, he emphasises that local institutions can never be built according to blueprint
models, and that any external development agencies involved in institutional capacity building need
to take care so as not to short-circuit people’s own learning activities and so reinforce their
impotence.

The World Development Report and the Bank’s image as a ‘Knowledge Bank’ has been criticised
for entertaining an overly narrow knowledge agenda, which neglects both socio-cultural differences
and the links to the wider political economy (Mehta, 2001). Critics argue situations of poverty are
often linked to wider political realities and cannot simply be alleviated through the provision of
information. The Bank also skirts the issue of whether there are any problems in relation to its own
role in generating knowledge about developing countries (ibid). The way the World Bank itself
handles knowledge through its policy processes, and in comparison to practices in the International
Monetary Fund (IMF), has been examined by Coyle (2001). She found that policy-making in both
institutions is characterised by a tension between consensus and dissent, in which it is more difficult
to incorporate dissenting knowledge into programmes and decisions. Both multilaterals have a need
to project an image of having the right answers and maintaining a consensual official line.

2.2.3 Southern institutions

Organisations in different contexts

Organisations function in different ways within different cultural, political and economic contexts.
This obviously has implications within the international development field. To put it crudely, the
best KM, learning and evaluation strategies in the UK are not necessarily the best KM, learning and
evaluation strategies in Uganda. Different groups and organisations (whether they are different due
to political circumstances, economic resources, culture, social background or religion etc.) may
have different associations to concepts such as ‘leadership’, ‘cooperation’, ‘information’, ‘sharing’
and ‘monitoring’. One example of such differences is given by an anthropologist, Bailey, who
examined the notion of ‘leadership’ in a peasant community in India. He found that traditional
leaders function by commanding respect and giving orders; they never ask for ‘cooperation’.
Therefore, when outsiders such as higher-level politicians or development workers come to ask the
villagers to cooperate so that everyone can learn together, ‘to the villagers this seems either a joke
or something to be very worried about, as a football player would be if he heard himself being
urged on and urged to cooperate by the captain of the opposing team’ (Bailey, 1971: 308).

The question of capacity building

The context and particular challenges facing Southern institutions is an important topic because it
has direct implications for how to approach local institutional capacity building, strengthen local
democracy, and support Southern engagement in development debates and decision-making. An
illustrative example of this is a civil society organisation in India — the Workers’ and Farmers’
Power Organisation — which has found ways of using information in new ways to great effect
(Jenkins and Goetz, 1999). They have waged a campaign to secure the right of ordinary people to
gain access to information held by government officials, and through this have managed to
contribute to greater local accountability. How are such Southern civil society institutions
strengthened, and what, if anything, do (Northern) development agencies have to contribute to this
process? Nicholson (1994) and Nuijten (1992) draw on experiences from Papua New Guinea and
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Mexico respectively to show that Western-type institutional models do not automatically translate
into a new context without significant adaptations and modifications. They suggest that capacity
building projects in the South are overly based on ingrained notions of Western organisational
concepts and processes, and argue that the best contribution development agencies can make is to
build on local understanding. To a certain degree, this is the same point made by Stiglitz (1999):
capacity building or conditionality that is imposed from the outside will not produce lasting change,
but only undermine people’s incentives to develop their own capacities.

The public sector

Compared to the vast amount of literature on Western institutions, relatively little research has been
carried out so far on particular circumstances and challenges facing institutions in the South. The
same is true of the literature on monitoring and evaluation (M&E), which is overly based on
Western experiences. However, a few studies on specific Southern contexts have been carried out.
Rondinelli (1993) examined public sector development programmes undertaken by Southern
governments, and found that they were generally excessively control oriented and top-down, thus
cutting off the possibility of learning. He argues that this is in part due to expectations of external
donors and aid agencies who place a lot of emphasis on coherent national development plans.
Frequently, however, plans on paper can be far removed from the reality they are trying to
influence.

World Bank research shifts the focus away from the potential tension between external donors and
national governments, and instead highlights the tension between external institutional models and
indigenous organisational forms (Dia, 1996). In line with new institutional economics theory, the
institutional crisis affecting economic management in Africa is due to the structural disconnect
between these different institutional forms. An institutional ‘reconciliation paradigm’ is proposed
(ibid). However, another study of African organisations and management suggests that the success
of such organisational reconciliation will depend in part on the size of the organisation (Carlsson,
1998). Small businesses seem to be able to draw on different resources to adapt continually to new
circumstances, many times out of pure necessity. However, larger organisations and public sector
institutions are more constrained due to lack of economic resources, lack of trained personnel, a
frequently unstable and therefore risk-averse environment, and centralised state decision-making
structures. This results in reduced capacity to manage change, and Carlsson concludes that public
sector institutional processes in Africa tend to change as a result of changes in the environment in
which they operate, rather than as a result of their own strategic aims.

The non-governmental sector

Hailey and James (2002) build on case studies of nine ‘successful’ South Asian NGOs in order to
comment on how NGOs learn. They conclude that the single most important factor affecting
organisational learning is a learning leader. The most important characteristic of the learning leaders
in South Asia was not the particular internal organisational strategies that they put in place, but
instead their ability to understand and work within a changing and complex environment. On the
other hand, Uphoff’s (1992) study from Sri Lanka suggests that the critical factor in non-
governmental organisational capacity is not necessarily organised leadership. Uphoff examines the
success of a large-scale irrigation system and argues that it worked well because it was not planned
according to a predictable and fixed model, but rather evolved organically as farmers gradually
engaged in flexible systems of cooperation.

Flexibility, however, is a difficult issue in many development contexts, due to different expectations
of donors, policy-makers, practitioners and other participants. Non-governmental institutions are
often required to provide proof of impact and effectiveness. The realities of M&E in Southern
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organisations have been presented in a special issue of Knowledge, Technology and Policy where
one of the common themes highlighted was ‘donor fatigue’. Impact evidence was seen as
‘something which is most frequently requested by funding agencies, most frequently promised by
evaluators and least frequently delivered in evaluation reports’ (Horton and Mackay, 1999).
Another theme was the concern that methods used in the field are perceived to lag behind
professional development in general.

Technology in Southern institutions

Information and communication technologies (ICTs) are often promoted as the solution to many of
the information and communication problems faced by organisations. However, ICT projects in
Southern institutions frequently fail or remain functional for only a brief period of time (Heeks,
2002). Heeks attributes this to a gap between the design of Northern IT systems and the reality of
Southern institutions, which on the whole do not have the same level of technological infrastructure,
local skills base or contextual stability as Northern institutions. In addition, as Volkow (1998)
points out, it is not enough to introduce IT systems if organisational management structures or other
processes hinder the systems from functioning. Another challenge is the fact that ICT innovation
and application in the North is mostly aimed at private companies, while in the South the main
client is the public sector (Moussa and Schware, 1992). Public sector organisations have different
requirements for handling information in relation to policy-making, consultation and reporting
processes, and cannot necessarily adopt the same IT systems as the private sector. Policy
recommendations on this issue vary from calls for intensive planning (Moussa and Schware, 1992),
to suggestions about mixed teams of technical experts and organisational managers (Heeks, 2002),
or knowledge partnerships and the need to engage the private sector (Chapman and Slaymaker,
2002).

2.2.4 Research institutes and think-tanks

Research institutes and think-tanks are a specialised form of institution within international
development, and as yet there is very little literature on KM and learning issues specifically in
relation to such organisations. However, research institutes play an interesting role in the
international development field as the relationships between different actors change, and as
international policy processes are opened up to new players. In a policy environment characterised
by increasing interconnections and information flows, think-tanks can fill an important niche
(McGann, 2002). Think-tanks can potentially ‘capture the political imagination’ — to use the title of
Stone’s (1996) book — and provide constructive input into policy processes at all levels. Think-tanks
and research institutes can also facilitate collaboration across a wide range of actors and strengthen
other organisations in their changing roles. Fowler (1992) points out that as international and
Northern NGOs become increasingly dependent on credible relationships with Southern partners,
NGO Centres for Study and Development — he gives four examples of such centres — can assist
NGOs in building viable relationships, transferring knowledge, and engaging in international
development debates.

In a context where the importance of institutional development, engagement in debates, and policy
influence is being highlighted, research institutes can potentially have a significant impact through
producing policy relevant analysis in accessible formats. Such work will be far more effective if
research institutes and think-tanks form networks and alliances in order to work together on topics
of common interest (Struyk, 2000), enabling them to engage with policy-makers in a coordinated
and more deliberate manner on certain issues (Maxwell, 2002). In this respect it is important to
focus on strengthening research capacity in the South (KFPE, 2001). Developments in IT and the
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rapid spread of telecommunications infrastructure opens up new possibilities for collaboration
between researchers in different geographical areas (Song, 1999).

The function of a research institute or think-tank requires specific strategies for KM and learning. In
an institution where knowledge is the key asset, it may be useful to focus simply on whether this
asset is mostly reprocessed unchanged or whether it is continually being renewed. March (1991)
refers to these two different strategies as exploitation and exploration strategies respectively.
Exploitation involves the reprocessing of past or existing knowledge. Exploration aims to develop
new knowledge. While a routine-based work environment will have more need for exploitation
strategies to capture the best routines, a research institute will need to focus on exploration
strategies to remain innovative and ahead of competitors.



12
3 Gaps in the Literature and Future Issues

There are a few gaps in the literature on KM and learning that are of particular importance to
agencies working in the international development field. In this section they are presented under the
four headings of responsiveness, impact on policy, impact of policy, and Southern engagement.
These are issues that are relevant to development agencies in the current international development
context, and which could usefully be linked to agencies’ KM and learning strategies.

3.1 Knowledge management/learning and responsiveness

Viable civil society organisations (CSOs) provide a base from which the voice of the poor can be
heard in decision and policy-making processes that affect their lives. However, this is only true if
CSOs are able to assess and represent the situation of the poor accurately and to formulate
appropriate responses. One of the factors determining the capacity of CSOs to do this is their ability
to process information and use it in the most effective manner. Can improved KM and learning
systems enable them to do this better, i.e. to respond to the situation of their ‘beneficiaries’ more
accurately and effectively? Or is KM in this context an example of the self-absorbed practices that
can sometimes make Northern development agencies or elite-based Southern CSOs revolve around
themselves? Edwards (1994) answers this question by pointing to NGOs’ democratic value base
and their emphasis on openness and non-hierarchical communication channels. He argues that these
inherent values will enable NGOs to use their information systems and processes to the benefit of
the grassroots communities with which they work. King (2001) provides a less idealistic analysis of
the situation, emphasising that KM and learning processes do not automatically or necessarily make
NGOs more responsive to Southern needs. He voices concerns about the fact that Northern NGOs
have so far implemented KM to alleviate their own information blockages — based on the same
rationale of efficiency and profit as corporate businesses — rather than using KM to address key
questions of how they can contribute to knowledge development in the South.

How is a development organisation’s ability to be responsive strengthened? A useful distinction can
be made here between ‘step thinking’ and ‘web thinking’ (O’Malley and O’Donoghue, 2001). Step
thinking can be illustrated, for example, by evaluation tied to the project cycle such as the ‘before—
during—after’ approach (BOND, 2003). ‘Learning before’ starts by looking at lessons from past
projects; ‘learning during’ a project consists of continuously reviewing project objectives; and
‘learning after’ a project is carried out by drawing together general reflections and lessons for the
future. Web thinking, on the other hand, can be illustrated by partnership learning. The mutual
organisational learning that goes on (or ideally should go on) in a partnership is an example of web
thinking where different elements are brought into the picture at different points, where ideas are
bounced off each other, and where the aim is to try and see the broader picture, without having a
step by step answer (Drew, 2002). Any development agency will usually engage in both step
thinking and web thinking as means of processing information and learning; the difference between
agencies lies in the relative emphasis they give to one or the other of these approaches.

Further work is needed to examine the questions:

e (Can KM/learning increase the responsiveness of Southern and Northern institutional processes
to the situation of the ‘beneficiaries’?

e Can KM/learning help to connect the voice of the poor with the institutional knowledge of
development/civil society organisations?
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3.2 Knowledge management/learning and impact on policy

Northern development NGOs are increasingly called on to carry out advocacy work based on
evidence from the South, and to add value to policy debates both nationally and internationally. Yet
experience indicates that NGO programme managers and policy officers are under perennial time
and funds pressures to move quickly from concept to implementation, with less space than they
would wish for undertaking comprehensive research to strengthen their evidence or undertaking
analysis on how to influence policy effectively. Can improved KM and learning systems in
development agencies enable them to influence policy processes more effectively? This is a key
question that will need to be examined in future work on KM and learning in the international
development field.

A related question concerns what type of knowledge and KM strategy will provide strategic
advantage for a development organisation wishing to strengthen its ability to influence. In theory
one might distinguish between knowledge of the field (bottom-up learning) and knowledge of
higher-level negotiation processes (top-down learning or centre-out learning). For development
organisations it is important to have knowledge of the field in order to boost their legitimacy and
influencing power (Fowler, 1992). This means they need to have good information systems in place
in order to process information from the field quickly and effectively — from the right people, to the
right people, at the right time (Madon, 2000). An emphasis on field knowledge also means that the
higher levels of the organisation have to be willing to learn from staff in field offices and ‘on the
ground’. However, in order to have an impact on policy, agencies also need knowledge of higher-
level negotiation processes, i.e. knowledge of the channels through which to influence and how to
go about influencing (Keeble, 2002). This is often a job for senior staff in a development NGO, or
staff based at headquarters. They will communicate to field office staff the type of information they
need and which channels the information should go through. In these situations learning takes place
from the centre-out, i.e. field staff have to learn from the headquarters, based on the past
experiences of headquarters staff.

Development agencies most frequently have to display knowledge of the field as well as knowledge
of negotiation and policy processes. They need to make use of both bottom-up learning and centre-
out learning in their organisation. This situation brings with it much potential tension (Suzuki,
1998). Some of the same tension is shared by large corporations who have offices in different
countries. However, agencies in the development sector have an added tension in that they are
accountable to at least two different groups of people (Edwards, 1994). Business market analysts
have a certain advantage over the NGO sector in that their clients are also their target group and
financial supporters (for example, advertisements) (Roche, 1998). This usually means that if they
have accurate knowledge of the consumers and their needs/demands, they have a good chance of
making a profit. For development organisations, on the other hand, the ‘clients’ are separate from
the funders and the two groups require different ‘advertising’ strategies. They also constitute two
different target groups that organisations need to influence in different ways. This creates a need for
strategic knowledge in development organisations that is somewhat further split between
knowledge of the field and knowledge of negotiation processes than would be the case in a
corporate firm.

This is worth bearing in mind when applying ideas from much of the KM literature to international
development organisations. For example, Senge (1990), based on analysis of businesses in the
corporate sector, speaks of ‘the learning organisation’ as if the whole organisation was one
harmonious entity where all sections and staff are willing to learn together. This conclusion must be
modified in line with the particular tensions experienced by development organisations.
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Against this background, further work is needed to examine the questions:

e (Can KM/learning help to connect different types of institutional knowledge within the same
organisation?

e (Can KM/learning help to connect institutional knowledge and policy-making processes?

e (Can KM/learning increase Southern and Northern development organisations’ impact on
policy?

3.3 Knowledge management/learning and impact of policy

It is usual to speak of capacity for ‘research uptake’ into a policy process. However, it is of little use
to influence a policy process unless the policy actually has some impact. This suggests that one
should also speak of the capacity for ‘policy uptake’: How much of a policy is taken up into
practice, and how quickly does it happen? How are policies bypassed, reinterpreted, modified and
sometimes drastically changed as they are implemented? Why do some policies simply evaporate?
There are several factors that influence whether or not, and to what extent, policy ideas and
formulations are picked up and acted on by the agents who are the official implementers of policy.
The central issue in relation to KM/learning is whether improved KM and learning systems can
enable development agencies to translate policy into practice more effectively.

There is increasing interest in examining these issues in the UK. In 1999 the Economic and Social
Research Council established the Evidence Based Policy and Practice Initiative, a collaborative
network of seven research units aiming to bring social science research closer to the decision-
making process (see http://www.evidencenetwork.org). One of the research units involved has
produced a framework for understanding the ‘evidence into practice’ process, emphasising, among
other things, the shift from ‘researcher as disseminator’ to ‘practitioner as learner’ (Nutley, Walter
and Davies, 2002).

However, there are very few case studies documenting what actually happens to development
policies in practice. The examples that do exist, mainly within the sociological and anthropological
field, only serve to highlight the need for more research on this issue. Lipsky (1980) examines what
happens at the point where public policy is translated into practice in human service bureaucracies
such as schools, courts and welfare agencies. He argues that in the end policy comes down to the
people who actually implement it (the teachers, lawyers, social workers, etc.). They are the ‘street-
level bureaucrats’ and are able to change the planned impact of policy to a large degree. In many
instances this is not an intentional action by the street-level bureaucrats, but rather a natural reaction
to various pressures such as limited resources, continuous negotiation with headquarters and
relations with clients.

Another illustrative example is provided by Mosse (2002). At a recent workshop framed by
concerns about how DFID could become a learning organisation, he presented a case study of
policy—practice linkages in a rural development DFID project in India. He argued that in this case
the policy of participatory development did not primarily serve the function of guiding action.
Rather, it served the function of legitimising the action that was taken. Thus, the policy process in
this project was not a process where policy was followed through in practice, but instead a matter of
practice needing to be followed up by the correct policy model, in order to interpret and justify the
actions that had been taken. The representations used concerning ‘participatory development’
served as successful marketing devices that convinced superiors, secured funds from donors and
garnered higher political support.
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As these two cases show, the link between policy and practice can be tenuous, and frequently the
policy—practice dynamic is played out in a different way to that which the policy-makers and donors
had intended. There is therefore a need to learn more about the relationship between policies and
practice in international development, focusing on the question of how and under what conditions
practitioners take policies into account in their everyday work and in their dealings with donors.
Further work is needed to develop an understanding of the following issues:

e (Can KM/learning help to connect development policy with implementation of development
programmes and projects?

e (Can KM/learning increase the ability of institutions to translate policy into institutional
practice?

e Can KM/learning increase the ability of institutions to take practice into account in their policy
models?

3.4 Knowledge management/learning and Southern engagement

Northern NGOs are called upon to develop new roles. They now have a role to play in a
relationship of mutual exchange with Southern NGOs, which involves both information sharing and
joint contributions to policy processes. In some situations, Northern NGOs will be called on to
support and strengthen the capacity of Southern CSOs to engage with national and international
debates and decision-making (Keeble, 2002). As Southern-based agencies improve their own
capacity to produce and disseminate research, and as they gain increased access to research from
Northern agencies and international networks, they gain power to engage more effectively in
national and international debates and policy-making processes. As DFID’s latest Research Policy
Paper argues:

‘The evidence suggests that the capacity of developing countries to generate, acquire, assimilate
and utilise knowledge will form a crucial part of their strategies to reduce poverty.” (Surr et al.,
2002: v)

Can improved KM and learning systems in development agencies enable them to bridge the gap
between Northern and Southern development institutions more effectively, facilitating not only
Northern contributions to Southern concerns, but also Southern involvement in international
development debates? Or will KM prove to be a luxury that only Northern and international
agencies can afford, thus widening the gap between North and South?

One way of avoiding a situation where KM primarily works to the benefit of Northern agencies,
while passing Southern agencies by, is to combine KM and learning concerns with an explicit focus
on Southern knowledge needs and challenges. In some Southern contexts, the most obvious
challenges relate to information infrastructure — including the need for increased and improved
technical, financial, institutional and human resources (KFPE, 2001). In the edited volume by
KFPE, several means of addressing this situation — aimed at Northern agencies — are outlined. For
example, Northern institutions can cultivate partnerships with Southern institutions — of which a
central component can be information exchange; they can offer visiting fellowship positions in their
institutions to Southern colleagues or offer to co-host conferences and workshops that bring
Northern and Southern agency staff together; they can engage in more demand-driven research, in
association with Southern partners; and they can specialise in institutional strengthening in specific
geographic regions and/or related to specific international development themes.
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Finally, then, further work is needed to examine the questions:

e (Can KM/learning help to connect Southern institutions and Northern institutions/processes?

e Can KM/learning (in both Southern and Northern agencies) contribute to increased Southern
engagement in international development debates?
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4 Annotated Bibliography

Accenture (2002) ‘Typology of work settings’, Presentation given at Knowledge Management
Seminar, 31 October 2002 at Overseas Development Institute, London.

In October 2002, ODI organised a one-day seminar and workshop on knowledge management
(KM). The rationale behind the workshop was that knowledge is, or at least should be, an essential
component of evidence-based policy-making; that knowledge is ODI’s principle asset in achieving
its mission; and that a better understanding of how knowledge contributes to policy and better
internal KM systems should make ODI more efficient and effective. Over 30 participants attended
the seminar, which focused on the principles and practice of KM in public, private and non-
government organisations. Speakers were invited from Accenture, DFID and the Institute for
Development Studies (IDS).

Alicia Pickering from Accenture began by defining KM and stated that KM is made up of culture,
content, process and technology, and takes time to implement. She presented some practical
examples of KM systems: Accenture’s own system; a system within the UK Department of
Customs and Excise; KM at Compaq; and a KM initiative at the UK Department of Trade and
Industry. She emphasised that KM must be tailored to the circumstances of each particular firm and
the work of that firm. Work settings differ along two axes: the level of interdependence required,
and the complexity of the work itself — as illustrated in Table 1 below. Each work setting operates
with different types of knowledge.

Table 1 Typology of work settings

Level of Process model Network model
interdependence: | ¢ Systematic, repeatable work e Improvisational work
e Highly reliant on formal processes, e Highly reliant on deep expertise
Collaboration methodologies or standards across multiple functions
e Dependent on tight integration across | ¢ Dependent on fluid deployment of
functional boundaries flexible teams
KM: Methodologies, standardisation KM: Alliances, expert teams
Systems model Competence model
e Routine work e Judgement-oriented work
e Highly reliant on formal procedures e Highly reliant on individual expertise
and training and experience
Individuals e Dependent on individual workers and | ¢ Dependent on star performers
enforcement of strict rules KM: Apprenticeships, recruit
KM: Automatisation, training individual experts

Complexity of work:

Routine Interpretation/Judgement

Ahmed, Pervaiz and Mohamed Zairi (2000) ‘Innovation: A Performance Measurement
Perspective’ in Joe Tidd (ed.) From Knowledge Management to Strategic Competence:
Measuring Technological, Market and Organisational Innovation. London: Imperial College
Press.

Ahmed and Zairi, from the University of Bradford’s European Centre for Total Quality
Management, state that clarity concerning performance measurement is a pre-requisite for
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establishing what impact, if any, practices such as knowledge management have on business results.
They set the scene with a quote from Lord Kevin:

‘When you can measure what you are speaking about and express it in numbers, you know
something about it. (Otherwise) your knowledge is a meagre and unsatisfactory kin; it may be
the beginning of knowledge but you have scarcely advanced to the stage of science.” (p. 257-8)

Following this line of thought, the authors define performance measurement as ‘the systematic
assignment of numbers to entities’ (p. 258). During the 1980s, this measurement was primarily
achieved through management accounting which generated numbers on productivity and financial
profit. However, there were several problems with this measurement model, including technical
problems with lagging metrics (up to a month late), and a strategic problem in that accounting
systems emphasised the costs — rather than use — of decision-making. New means of measurement
were therefore devised. These make use of on-time metrics (hourly or daily) to achieve continuous
improvement; the metrics are based on company strategy rather than merely productivity; and they
focus on measurement of operational issues. The authors go on to discuss four case studies of
measurement and metrics in the Innovative Computing Laboratory (ICL), Hewlett-Packard, Exxon
Chemical, and the Imaging Systems Department at Dupont. They conclude:

‘Innovation managers require data and information which assist them in making business
decisions. For example, if the innovation process is beginning to become inefficient, the sooner
the manager is made aware of this, the faster the correction can be taken. Performance measures
are an important means of providing managers with the information they require in order to
innovate both effectively and efficiently.’ (p. 294)

Argyris, Chris (1992) Overcoming Organizational Defences: Facilitating Organizational
Learning. Boston: Allyn and Bacon.

Argyris was one of the most cited writers working on organisational learning during the 1990s. In
this book based on his experience as a consultant for big companies, he argues that the primary
problem facing these companies is not the ability to remember past lessons, but rather the ability to
acquire new knowledge. This ability is strengthened when organisations gain an understanding of
two key features of their operation: single versus double loop learning, and tacit versus explicit
knowledge.

Single versus double loop learning: Argyris claims that one of the largest hindrances to learning is
that most organisations learn through single loop rather than double loop learning. To highlight the
difference, he describes single loop learning as follows:

‘When a thermostat turns the heat on or off, it is acting in keeping with the program of orders
given to keep it to the room temperature, let us say, at 68 degrees. This is single loop learning
because the underlying programme is not questioned. The overwhelming amount of learning
done in an organisation is single loop learning because it is designed to identify and correct
errors, so that the job gets done and the action remains within stated policy guidelines.” (pp
115-16)

He goes on to suggest that one of the most important aims of a learning organisation is to develop
the capacity to engage in double loop learning, i.e. the capacity to think critically and creatively
about programme and policy frameworks.

Tacit versus explicit knowledge: Argyris argues that a second major impediment to learning is the
fact that most organisations store and use knowledge in tacit rather than explicit form. Contrary to
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other writers on knowledge management, such as Nonaka, Argyris views tacit knowledge purely as
a constraint to learning and not as a source of learning. Therefore, his advice on how to become a
learning organisation focuses heavily on making tacit knowledge explicit — so that it is available to
everyone within the organisation.

Bailey, F.G. (1971) ‘The Peasant View of the Bad Life’, in Teodor Shamin (ed.) Peasants and
Peasant Societies. Harmondsworth, UK: Penguin.

Bailey’s ethnographic study of peasant communities in rural India and their relationships with
outsiders a few decades ago still has relevance for the challenges of cross-cultural communication
today. Bailey argued that most of the foreigners who tried to implement projects among the peasant
communities failed to understand the cognitive map of the peasants and therefore the projects
invariably failed. For example, Bailey showed that the peasants had very different ideas about the
possibilities of planning than, for example, those held by the development workers in the area.
Development workers tried to convince the peasants that people are in control of impersonal forces,
and that therefore it is possible to make plans, to learn from experiences, to correct the plans, and to
reap the rewards. This clashed not only with the peasants’ perception of reality, but also with their
ideas about how people with resources should behave. Bailey sums it up as follows:

‘Traditional leaders do not ask for cooperation [but rely on authority]. Outsiders cannot
effectively ask for cooperation for peasants. But they do so continually, and to the villagers this
seems either a joke or something to be very worried about, as a football player would be if he
heard himself being urged on and urged to cooperate by the captain of the opposing team.” (p.
308)

Baumann, Pari (1999) ‘Information and Power: Implications for Process Monitoring. A
Review of the Literature’ ODI Working Paper 120. London: Overseas Development Institute.
(available at www.odi.org.uk/publications)

[From the conclusion]

This paper reviews literature from several academic fields in order to examine whether there are
conceptual frameworks and/or existing empirical work which invalidate the (Western liberal)
assumption underlying process documentation and monitoring (PDR and PM), namely that actors
(whether NGO or GO) will be willing to put information in a common pool for access by others
from similar or different organisations. The brief review of the literature illustrates that there is
abundant literature which invalidates the assumption that one can assume that information will
automatically be placed in the public realm. Theoretical development in social theory,
anthropology, development methodologies and economics have all pointed to the close relation that
exists between knowledge and power. In fact one can assume that actors will not be prepared to
reveal the knowledge from which they derive their power; whether this power is the ability to
exercise control over large resources, or simply to maintain a margin of survival. Further, the
literature suggests that this trend is likely to continue as information generation and exchange
become increasingly important components of development projects.

The review of the literature suggests that there is potential for PDR to reveal local realities if one
assumes that information will be placed in the public realm. PDR will be most successful if it is
used as a tool to interpret local discourse and to explore local power relations with a view to
creating situations in which actors can take a risk by placing the information in the public realm.
[...] There are two broad approaches to an investigation of knowledge construction in the literature:
the actor-oriented and the structuralist. [...] Actors use information in a behavioural sense
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(gaining as much information as possible from the use of a piece of knowledge, possibly to the
detriment of other actors); but also in a structural sense (using knowledge in a way that is possible
given their underlying position of dominance or subordination relative to other actors).
Incorporating this balance into the way in which information is interpreted in a PDR context, as
opposed to assuming that information will be placed in the public realm in a non-strategic manner,
seems to offer a productive way forward.

Bellanet International Secretariat (2000) ‘Knowledge Management for Development
Organisations’ Report of the Knowledge Management Brighton Workshop, 2628 June 2000,
at the University of Sussex. (available at www.bellanet.org/km/kmz2)

This is the report from the Knowledge Management Workshop held in Brighton in June 2000. The
aim of the workshop was to explore whether development organisations could better meet their
objectives through the use of KM models and techniques. It also examined the possibility of
adapting KM practices in the private sector to organisations working in the development field. The
report contains notes from 23 presentations, covering areas such as knowledge resource mapping,
enablers of knowledge access, communities of practice, strategies for virtual collaboration, and
getting leadership and organisational buy-in. Presentations also covered case studies of KM in
various agencies, including UNDP, DFID, GTZ, Sida, CIDA, Tearfund, BP and Nokia.

The workshop participants discussed, among other things, the difference between information and
knowledge, and a suggestion from PANOS was found useful, namely that knowledge is ‘the sense
that people make of information’. There was recognition of the fact that Knowledge Management is
an imperfect term and conjures up notions of control. Some participants preferred the term
Knowledge Sharing, while others used Knowledge Action or Knowledge Transformation. Broadly,
KM was taken to be ‘the power of knowledge used by people to be more effective, realise
objectives and learn from each other’ (p. 12).

The participants also explored two complementary but distinct approaches to KM: the ‘collect and
codify’ approach, dealing with explicit and tangible knowledge, and the ‘connect person-to-person’
approach, dealing with intangible and human processes.

Binney, Derek (2001) ‘The Knowledge Management Spectrum — Understanding the KM
Landscape’, Journal of Knowledge Management 5(1): 33—42. (available at www.bellanet.
org/km)

Binney sets out to provide a framework of all the existing KM options, applications and
technologies available, in order to assist organisations in understanding the range available to them.
His framework, entitled the ‘KM spectrum’, has a two-fold aim: firstly to minimise confusion in the
field, and secondly, to provide a quick checklist for organisational assessments. The KM spectrum
is made up of six categories or ‘elements’, each of which captures a particular aspect of the KM
field. The author suggests that all current KM applications can be fitted into one of these six
categories, as illustrated in the KM spectrum table below (Table 2). The first three elements
(comprising transactional, analytical and asset management KM applications) are mostly used by
‘technologists’ seeking to collect and systematise existing information. The last three elements
(comprising process, developmental and innovation/creation KM applications) are mostly used by
those KM consultants focused on organisational management and processes. Binney concludes by
urging organisations to use the KM spectrum as a tool to choose KM applications from a wider
range than they might normally tend to use.
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Transactional | Analytical Asset Process Developmental | Innovation
Management and Creation
e Case Based e Data e Intellectual e Total Quality o Skills e Communities
Reasoning Warehousing Property Management Development of Practice/
(CBR) e Data Mining e Document (TQM) o Staff Interest
e Help Desk e Business Management | e Benchmarking Competencies | e Collaboration
Applications Intelligence e Knowledge e Best practices e Learning e Discussion
o Customer e Management Valuation ¢ Quality e Teaching Forums
Service Information e Knowledge Management e Training e Networking
Applications Systems Repositories ¢ Business Process e Multi-
e Order Entry e Decision e Content (Re)Engineering Disciplined
Applications Support Management | e Process Teams
e Service Agent System Improvement e Virtual Teams
Support o Customer e Process e Research and
Applications Relationship Automation Development
Management e Lessons Learned (R&D)
(CRM) e Methodology
e Competitive
Intelligence

Source: (Binney, 2001: 35)

BOND (2003) ‘Learning from Work: An opportunity missed or taken?’, BOND survey.
London: British Overseas NGOs for Development. (available at www.bond.org.uk
/Ite/think.htm)

This paper is based on two surveys about learning carried out by BOND in 2001 and 2002 — one
was a survey of four donor organisations, and the other of 53 BOND member NGOs. The surveys
was designed to capture insights about organisational learning tied to the project cycle. In the
project cycle, learning is seen as a means to increase organisational efficiency and reduce repetition
of mistakes. Learning in this context is divided into three main areas:

e Learning before, i.e. learning that happens before a project is started, focusing on taking time to
learn from others and drawing practical conclusions from past lessons;

e Learning during, i.e. learning that happens while a project is carried out, focusing on continuous
reviewing of the project’s objectives and the organisation’s capacity;

e Learning after, i.e. learning that happens after a project has been completed, focusing on giving
a structure to general reflection, follow up and future reapplication of lessons.

The NGO survey revealed that most of the NGOs (over 80%) said that they do consciously assess
organisational knowledge and skills, although 49% admitted that this only happened sometimes.
Around one third (31%) of the NGOs said that they undertake such assessment fairly regularly.
However, only a few NGOs said that they undertake systematic monitoring of the impact of
previous learning on existing projects. Not surprisingly, 68% of the NGOs said that they would like
to see things done differently in their organisation and in donor organisations in relation to learning.
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Carlsson, Jerker (1998) ‘Organization and leadership in Africa’ in Lennart Wohlgemuth,
Jerker Carlsson and Henock Kifle (eds) Institution Building and Leadership in Africa.
Uppsala: Nordic Africa Institute.

Carlsson begins with the proposition that prospects for development in Africa are closely linked to
institutional capacity on the continent. He shows that there has been a lack of institutional
strengthening due to the historical legacy of colonialism and the attempts of independent African
states to continue to implant Western-type bureaucracies and organisational models. This has led to
a gap between indigenous institutions and public sector institutions, which in turn has resulted in
reduced capacity to manage change. Carlsson suggests that public organisations in Africa are caught
in a micro/macro paradox: good results may be evident at a micro-level, but these fail to translate
into indicators of progress at a macro-level.

This raises the question of how institutions in Africa operate, what room for manoeuvre they have
to learn from past experiences and how they initiate organisational change. As Carlsson points out,
management in Africa is far less researched than management in Europe or in the US. However, it
seems plausible that managers in Africa are relatively more constrained than their Western
counterparts by lack of economic resources, lack of trained personnel, an unstable and therefore
risk-averse environment, and centralised state decision-making structures. In this situation it is
understandable that leaders of African public-sector institutions will focus more on the short-term
than the long-term, and will try to reinforce organisational stability rather than risk and change.
Carlsson draws the conclusion that a change in public-sector institutional processes in Africa is
fairly dependent on changes in the environment in which the institutions operate.

Institutional processes in small businesses, on the other hand, seem to be relatively open to change.
This is probably because small businesses in Africa are forced to continually adapt to new
circumstances if they are to survive at all.

Chapman, Robert and Tom Slaymaker (2002) ‘ICTs and Rural Development: Review of the
Literature, Current Interventions and Opportunities for Action’ ODI Working Paper 192.
London: Overseas Development Institute. (available at www.odi.org.uk/publications)

[From the executive summary]

This paper investigates the role that information and communication technologies (ICTs) have to
play in developing countries, focusing particularly on those rural areas that are currently least
affected by the latest advances in the ‘digital revolution’. The need for flexible and decentralised
models for using ICTs is discussed in the context of ‘content and control’. The challenge of
achieving rural development goals by supporting knowledge and information systems is analysed
through an epistemological perspective illustrated by case studies from the literature and the
authors’ research on the operation of these systems at the community level. The concept of building
partnerships at the community level based around information exchange is explored, using ICTs to
improve systems for the exchange of information sources that already exist locally and also
providing established information intermediaries with the facilities to enhance their capacity for
information sharing.

Responsibility for incorporating technological innovation in ICTs into development strategies has
traditionally fallen to those with the mandate for infrastructure within governments and
development agencies. This is largely due to the large scale and high costs of building
telecommunication, electricity and, to a certain extent, broadcasting networks. As the technology
becomes more powerful and more complex, with satellite-based and fibre optic cable networks
encircling the globe with increasing density, the position of ICTs within this infrastructure mandate
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is unlikely to diminish. ICTs, however, also consist of a wide range of equipment nowadays that
can be operated individually or within small, local networks that do not require vast infrastructure
investments. Long lasting batteries, solar and wind-up power sources are now being used to enable
ICTs to operate in remote areas. This paper focuses principally on the role of ICTs as flexible and
powerful tools for social development through small scale strategic interventions, linking to, and
extending beyond, formal and centralised systems operating on a larger scale.

The paper concludes that there are numerous, well established barriers to improving information
exchange. Knowledge capture, the high cost of information access and infrastructure constraints all
affect the equitable distribution of information in rural areas. However, technological advances in
ICTs have reduced the cost and increased the quantity and speed of information transfer
dramatically. This is set to continue and the technologies are already being designed to
accommodate a wide range of user choices. The need for a concerted effort to build knowledge
partnerships and to engage the private sector and technology drivers in the pursuit of rural
development goals is paramount if ICTs are to have a role in future strategies.

Collison, Chris and Geoff Parcell (2001) Learning to Fly: Practical Lessons from one of the
World’s Leading Knowledge Companies. Oxford: Capstone.

This publication aims to be an accessible and lighthearted book on the challenges and possibilities
of knowledge management. The authors draw on their experience of implementing knowledge
management strategies in BP, one of the world’s largest organisations, and several smaller
organisations they have worked with. Their account of the tools they used, the problems they faced
and the different solutions they tried out are meant to enable the reader to reflect on his or her own
organisational context and possibilities. The recommendations given range from universally
applicable advice (‘Start by asking simple questions’; ‘What is the main issue you have to deal
with?”) to models of information processes and knowledge sharing behaviours. The authors suggest
that it is usually helpful to implement learning as a ‘before—during—after’ process, and spend a
chapter on each of these three learning steps. They also point out the importance of connecting
people and of fostering cooperation, and emphasise that cooperation and asking for help should not
be construed as a weakness.

Coyle, Erin (2001) ‘Consensus and Dissent in Washington: Negotiating Change in the World
Bank and IMF’, MPhil thesis. Cambridge: Centre of International Studies, University of
Cambridge.

The attitudes of the Washington multilaterals, the World Bank (WB) and International Monetary
Fund (IMF), are often labelled the (post) Washington ‘consensus’. However, the policy-making
processes in these two multilaterals are, as in any other institutions, characterised by a tension
between consensus and dissent. The institutions in question are not wholly rational and technical
policy-making machines, but rather complex social systems. One of the aims of Coyle’s thesis is to
examine how, and to what extent, these policy processes are able to draw on wider debates and new
ideas, and to convert new ideas into policy formulations in order to create evidence-based policies.
The author does this by using poverty and PRSPs as a focal point. The introduction and
implementation of PRSPs in the WB and IMF’s policy processes originally relied on a reorientation
of the multilaterals’ complex institutional processes towards the single goal of poverty reduction.
But formulating evidence-based policies for poverty reduction presents the WB and IMF with a
difficult challenge. On the one hand, they need to be able to engage in a broad and informed poverty
debate, which involves drawing in new perspectives and redefinitions of poverty, in order to
accommodate global shifts and revitalise themselves as institutions. On the other hand, established
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organisational perspectives and processes are often deeply ingrained, and the new agenda of PRSPs
also needs to be integrated with the institutions’ needs to present ‘an official point of view’. The
thesis seeks to highlight how the tension between consensus and dissent in the WB and IMF has an
impact on the PRSP policy process, and, vice versa, how the PRSPs have brought out the
consensus/dissent dynamic in the institutions. The findings are based on both documentary evidence
and interviews.

The study found that the WB is in a particularly interesting position when it comes to issues of
consensus and dissent. Given its wide brief and need to incorporate staff from different disciplines,
it might be expected that its problems would come from an excess of dissent, rather than an excess
of consensus. However, Washington Consensus views still hold sway and impact on diverse
elements of the Bank’s activities. There may be several reasons for this, including internal incentive
structures, internal training of Bank field officers and external status. In comparison, it appears that
the Fund has not had difficulty obtaining internal consensus on many issues, but on very different
grounds from the Bank. There are several potentially valid reasons for this, including its role as
international financial crisis manager. The Fund is expected to be able to respond quickly and
efficiently to difficult international situations. These circumstances require decisive action that may
not leave much time or room for accommodating differing views or dissenting opinions. In addition,
the Fund — to a larger extent than the Bank — employs a majority of economists.

The thesis concludes that from a policy process point of view, the most important element of the
PRSP process is the implication that the Bretton Woods Institutions move away from prescribing
policy for borrowing countries, and instead enable countries to take charge of pro-poor decision-
making and decide poverty reducing policies for themselves. However, this element of the PRSP
initiative is in tension with the current atmosphere in the Bank and the Fund around projecting an
image of having the ‘right answers’, and needing to maintain a consensual ‘official line’. Allowing
countries to decide policies themselves would only add dissenting voices to the debate, voices that
the Bank and Fund have difficulty incorporating at the best of times. Therefore, although the PRSP
process could have a profound effect on the policy-making processes at the WB/IMF, this potential
has not been realised, and there are several factors that hinder it from being realised.

Crewe, Emma and John Young (2002) ‘Bridging Research and Policy: Context, Evidence and
Links’, ODI Working Paper 173. London: Overseas Development Institute. (available at
www.odi.org.uk/publications)

Crewe and Young have developed an integrated framework for examining and understanding the
relationship between research and policy. They argue that ideas percolate into development
discourse and people learn about how the world is ordered through their practical experience of it.
The paper fuses literature on political interests, formations of actors, and discourses, taking account
of the role played by wider civil society and ‘street bureaucrats’, and borrowing ideas from
psychology and marketing. They create a three-dimensional approach to assist the investigation into
the impact of research on policy:

A. The Context: Politics and Institutions
B. Evidence: Credibility and Communication
C. Links: Influence and Legitimacy

The authors recommend an historical, contextual and comparative methodology, the aim of which
would be to create a narrative of policy continuity and change and assess the impact of research on
policy processes in particular areas. The similarities and differences between areas would shed light
on: (a) how research has been shaped, used, ignored or reinterpreted by policy-makers; and
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(b) how researchers could more effectively contribute to evidence-based policy-making. The paper
concludes with three hypotheses, stating that research is more likely to contribute to evidence-based
policy-making that aims to reduce poverty, alleviate suffering or save lives if:

e it fits within the political and institutional limits and pressures of policy-makers, and resonates
with their ideological assumptions, or sufficient pressure is exerted to challenge those limits;

e researchers and policy-makers share particular kinds of networks and develop chains of
legitimacy for particular policy areas;

e outputs are based on local involvement and credible evidence and are communicated via the
most appropriate communicators, channels, style, format and timing.

Davies, Rick (1998) ‘Order and Diversity: Representing and Assisting Organisational
Learning in Non-Government Aid Organisations,” PhD thesis. Swansea: Centre for
Development Studies, University of Wales. (available at www.mande.co.uk/docs/thesis.htm)

[From the thesis introduction]

The aim of this thesis is to develop a coherent theory of organisational learning which can generate
practical means of assisting organisational learning. The thesis develops and applies the theory to
one class of organisations known as non-government organisations (NGOs), and more specifically
to those NGOs who receive funds from high income countries but who work for the benefit of the
poor in low income countries. Of central concern are the processes whereby these NGOs learn from
the rural and urban poor with whom they work.

The basis of the theory of organisational learning used in this thesis is modern evolutionary theory,
and more particularly, evolutionary epistemology. It is argued that this theory provides a means of
both representing and assisting organisational learning. Firstly, it provides a simple definition of
learning that can be operationalised at multiple levels of analysis: that of individuals, organisations,
and populations of organisations. Differences in the forms of organisational learning that do take
place can be represented using a number of observable attributes of learning which are derived from
an interpretation of evolutionary theory. The same evolutionary theory can also provide useful
explanations of processes thus defined and represented. Secondly, an analysis of organisational
learning using these observable attributes and background theory also suggest two ways in which
organisational learning can be assisted. One is the use of specific methods within NGOs: a type of
participatory monitoring. The second is the use of particular interventions by their donors: demands
for particular types of information which are indicative of how and where the NGO is learning.

In addition to these practical implications, it is argued that a specific concern with organisational
learning can be related to a wider problem which should be of concern to Development Studies,
described as ‘the management of diversity’. Theories, organisations and larger social structures
must all manage diversity. They must sustain a degree of order and coherence, while being
responsive to important differences in their environment. In managing to do so they may constrain
or enable others, affecting the scale of diversity possible thereafter. The management of diversity
can be analysed descriptively in retrospect, and prescriptively in anticipation, at multiple levels of
aggregation.
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Denning, Steve (2000) ‘Knowledge Management at the World Bank’ in Knowledge
Management for Development Organisations, Report of the Knowledge Management Brighton
Workshop 26-28 June 2000, University of Sussex. Canada: Bellanet International Secretariat.
(available at www.bellanet.org/km/km?2)

Steve Denning, in charge of Knowledge Management at the World Bank, shared his view of
internal KM processes with other participants at the Bellanet workshop in June 2000. He used a
story from the Bank’s experience to illustrate the value of Communities of Practice (CoPs):

‘...the story of the World Bank’s response to the Pakistani Government’s request for advice on
premature highway failure and different technologies that could be used to remedy this problem.
The request was made all the more urgent by the fact that the government was taking a decision
on this the following week. In the past the World Bank would have sent a team to produce a
report with due process of research, consultation, collation and verification to address the
request, but their advice would have come too late to solve a pressing problem. Instead the team
contacted the community of highway experts in the field (about 300 persons) inside and outside
the World Bank via E-mail to ask for help. There were many responses from countries including
Jordan and Argentina addressing the problem. Also, there were responses from those outside of
the World Bank, such as the South African Highway authorities response pointing to the New
Zealand experience in this area. In this way, the World Bank was able to present a client with a
slice of the global experience to address specific problems in Pakistan. The experience was
edited for re-use and put into the knowledge base of the organisation so that any client would
have access to this material.” (p. 23)

The Bank now has over 100 CoPs or thematic groups which link people across regions and which
connect people inside and outside the World Bank. The Bank has a number of sector boards that
manage the different groups and ensure that they feed into the Bank’s organisational structures and
processes. Denning went on to present his ‘seven universal laws of knowledge management’:

1. Knowledge sharing is key to organisational survival.

Communities of practice are the heart and soul of knowledge sharing.
Passion is what drives communities of practice.

Knowledge sharing is at some point confused with information technology.

ke

Middle management resists knowledge sharing because they have built their careers on control
vested in vertical structures and knowledge management drives horizontal highways across the
organisations.

Storytelling inevitably emerges.
7. Knowledge management is a way of doing the organisation’s business.

De Vibe, Maja, Ingie Hovland and John Young (2002) ‘Bridging Research and Policy: An
Annotated Bibliography’, ODI Working Paper 174. London: Overseas Development Institute.
(available at www.odi.org.uk/publications)

This annotated bibliography, carried out as part of ODI’s Research and Policy in Development
(RAPID) Programme, contains summaries of 100 documents from various streams of literature
relevant to the issue of ‘Bridging Research and Policy’. The bibliography contains a narrative
summary of the literature reviewed, and the summaries are divided into three key themes that
roughly, though not completely, correspond to the three dimensions elaborated in the framework
paper ‘Bridging Research and Policy: Context, Links and Evidence’ (Crewe and Young, 2002):
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1. The political context
2. The actors (networks, organisations, individuals)
3. The message and media

New subject areas are been examined that are not usually included in reviews in the research—policy
field, such as social psychology, marketing communication, and media studies. Where appropriate
the mainstream literature has been supplemented with alternative viewpoints.

DFID (2000) Doing the Knowledge: How DFID Compares with Best Practice in Knowledge
Management. London: Department for International Development. (available on
www.dfid.gov.uk)

This paper springs out of the recognition that ‘Knowledge is a key resource for DFID and
increasingly one of our products’. It also points out that apart from the Information Management
Committee, KM initiatives are often not coordinated across the organisation. This is a disadvantage,
as one of the central aims of KM is to contribute to ‘joining up’: the author of the paper argues that
DFID needs to be joined up internally, within Whitehall, and with partners. This is viewed as
largely a matter of creating the right environment and culture for sharing and learning, rather than a
technical IT issue. The paper gives several recommendations, based on a review of best KM
practices within a number of other organisations ranging from governmental to private and non-
governmental organisations:

e Make use of managed learning networks, or Communities of Practice. For example, the World
Bank has over 100 thematic groups, organised as email networks with both Bank staff and
external experts. Each group has its own Intranet page. An existing example in DFID is the
Livelihoods Connect site (http://www.livelihoods.org/).

e Encourage informal learning networks. These function in the same way as managed learning
networks, but without any additional resources.

e Design electronic Yellow Pages. BP has put into place a corporate directory of staff where each
individual is responsible for maintaining their page.

e Use learning reviews: brief meetings held before, during and after a particular event or activity.

¢ Build learning into key processes. The paper suggests that learning should be incorporated into
management and implementation processes. Incentives for this are created by linking it to
funding.

¢ Encourage working with people not in the same ‘box’.
e Institutionalise mentoring systems.

A final interesting point in the paper is the questioning of the term ‘knowledge management’. The
author reports that several of the organisations reviewed preferred to use other terms, e.g.
‘knowledge sharing’ or ‘working smarter’. It is suggested that DFID should similarly consider
adopting an alternative term to knowledge management.
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Dia, Mamadou (1996) Africa’s management in the 1990s and beyond: Reconciling indigenous
and transplanted institutions. Washington DC: World Bank. (available at http://www-
wds.worldbank.org)

[From the World Bank’s website, www.worldbank.org]

Contrary to traditional Afro-pessimism, the World Bank’s Africa’s Management in the 1990s
(AM90s) research programme illustrates that Africa possesses a substantial reservoir of capacity
endowments and best practices on which to build in order to improve the institutional and economic
performance of the continent. While not denying the existence and extent of the economic crisis, the
AMO0s research illustrates that institutional reconciliation will be a key to the institutional and
economic development of Africa. More importantly, the proposed solutions are mostly homegrown
and are therefore likely to strengthen self-sufficiency and reduce dependency on foreign assistance.
The overarching theme of the research is that the institutional crisis affecting economic
management in Africa is a crisis of structural disconnect between formal institutions transplanted
from outside and indigenous institutions born of traditional African culture. Building on the
findings and recommendations of the new school of institutional economics, the AM90s research
posits that both formal and informal institutions are here to stay and are needed in Africa, but in a
more flexible form. It is through adaptation that formal and informal institutions can converge and
build on each other’s strength, transaction costs can be reduced and institutional performance
maximised. This process for building convergence is at the heart of the institutional reconciliation
paradigm proposed in the report.

Drew, Roger (2002) ‘Learning in Partnership: What constitutes learning in the context of
south-north partnerships?’, BOND Discussion Paper. London: British Overseas NGOs for
Development. (available at www.bond.org.uk/Ite/think.htm)

Drew’s paper was commissioned by BOND to explore issues concerning learning that occurs within
partnerships between Southern and Northern organisations. The first issue he examines is power.
Unequal power relations between Southern and Northern institutions may easily lead to a one-way
relationship of the North ‘teaching’ the South — rather than facilitating the access and impact of
Southern voices in policy processes. This is frequently linked to what he terms ‘conventional’
capacity building, where the Southern institution is seen as a delivery mechanism for Northern-
generated development programmes, rather than as an actor in its own right. In ‘teaching’ or
‘conventional’ North—South relationships, learning is transferred one-way from the Northern
organisation to the Southern one. Drew argues that it would be beneficial to attempt to focus more
on mutual learning partnerships, where both the Northern and Southern institution learns something
from the other. This would, for example, facilitate a process whereby experiences and findings from
action learning in the South are used to inform policy processes in the North.

The paper outlines three rationales behind learning in development, three levels of learning, and two
types of learning.

Rationales behind learning:

e Learning as a technical tool to an end, mainly to increase efficiency;
e Learning as a means of connecting different development actors;

e Learning as the ‘heart’ of development.
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Levels of learning:

e Project cycle level (before—during—after);
¢ Organisational level, but mainly within distinct sections or aspects of the organisation;

e ‘Learning organisation’ level, which focuses on the interaction between all sections and aspects
of the organisation.

Types of learning:

e Currently valued learning — e.g. project writing, monitoring, reporting, learning to use new
buzzwords;

e Currently undervalued learning — e.g. local language, long-term commitment, learning based on
differences in history and poverty level, dialogue.

Drew then fits these different pieces together, and suggests that when learning is seen as a technical
tool it is often associated with project cycles and with conventional capacity building, in which
teaching/learning is transferred from the North to the South. At the other end of the spectrum, where
learning is seen as an important development activity in its own right, it will foster characteristics of
the ‘learning organisation’ and will pr