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How to Transfer Knowledge

What happens when someone
experienced leaves your office? They
may have many years of technical,
market or customer expertise. How
is their accumulated knowledge and
know-how captured and transferred
to their successor?
In most organisations the process
is haphazard. The leaver spends a
couple of half-days with someone
who will take over from them and
they write down a list of key
points. Studies show that the
effectiveness of this approach is
low – something around 40% of
the key learnings are transferred.
The new person in the role starts
out with plenty of enthusiasm and
enterprise but makes lots of
mistakes that the expert could
have anticipated – because they
made the same errors years
earlier! Experimentation and
innovation are good but making
the same mistakes time and time
again is not.
The aerospace industry has
developed a much more rigorous
method for knowledge transfer
which achieves around a 90% level
of effectiveness. Let’s say an
expert is leaving a department.
He or she has many years of
know-how. There is a four stage
process:
1. The department members as a
team draw up a plan for the
knowledge transfer with a list of all
the important elements as they
see them. The expert then adds
what they see as important to this
plan.
2. There are a number of
conversations. More on this
below.

3. The knowledge is documented
and codified to cover all the points
in the plan and others that have
arisen in the conversations.
4. People practise some of the
important techniques and methods
while the expert is still around so
that they can ask questions and be
coached.
Four roles are identified:
a. The expert
b. The ‘nexpert’ – the person
designated to take over from
the expert.
c. Practitioners – more junior
team members who may
become experts in the future.
d. A facilitator.
The conversations take place in
small groups – possibly the expert,
the nexpert, two practitioners and
a facilitator. These sessions do
not consist of the expert spouting
forth their wisdom while others
simply listen. The conversation is
driven by questions – and initially
they come from the practitioners.
The expert often cannot see the
problems, issues and points of
view of the inexperienced team
members and that is why the initial
questioning must come from
them. The facilitator encourages
the practitioners to ask all sorts of
questions and helps to draw out
and record the answers. Often
the nexpert will give their answer
to a question and then the expert
will correct them or augment the
response. You should allow
several weeks for the process. It
cannot be left to the last minute.
A sound approach to succession
planning and knowledge transfer
will save time and money.
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Important Notice
© Copyright 2015, Bizezia Limited, All
Rights Reserved
This article appeared in Better
Business Focus, published by Bizezia
Limited ("the publisher"). It is
protected by copyright law and
reproduction in whole or in part
without the publisher’s written
permission is strictly prohibited. The
publisher may be contacted at
info@bizezia.com (+44 (0)1444
884220).
The article is published without
responsibility by the publisher or any
contributing author for any loss
howsoever occurring as a
consequence of any action which you
take, or action which you choose not
to take, as a result of this article or any
view expressed herein.
Whilst it is believed that the
information contained in this
publication is correct at the time of
publication, it is not a substitute for
obtaining specific professional advice
and no representation or warranty,
expressed or implied, is made as to its
accuracy or completeness. Any
hyperlinks in the article were correct
at the time this article was published
but may have changed since then.
Likewise, later technology may
supersede any which are specified in
the article.
The information is relevant primarily
within the United Kingdom but may
have application in other locations.
These disclaimers and exclusions are
governed by and construed in
accordance with English Law.
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