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SOME ORGANISATIONS have tremendous 
success with their knowledge-based 
programmes, while many struggle to 
demonstrate sustainable benefits from them. 
The difference between these outcomes is 
people with knowledge-leadership capabilities. 
This report explores the experiences, situations, 
education and behaviours knowledge 
leaders need to be successful, through twenty 
capability themes. It guides readers on how 
to create their own path through a career that 
will develop their capabilities, then enhance 
successes fuelled by application of knowledge 
principles. Great knowledge leaders do not 
grow on trees, they grow with and within 
organisations (and sometimes across them). 
Not just any organisation, only those that 
have the right fertile environment and strategic 
future focus of a learning organisation. 
The prevailing attitude found in these 
organisations is to invest the time and efforts 
of the developing leader across a diversity 
of experiences and engage them to reflect 
upon these to challenge their perspectives 
of the outcomes. They enable them to learn 
from both successes and unexpected failures 
and how to adapt with the environment to 
generate a foundation for future successes. 
Gradually, a new leader emerges, having built 
strengths across all the capability themes, or 
at least knowing how to access these through 
their networks. 

Being a successful knowledge leader 
requires a special set of professional 
capabilities, behaviours, attitudes and 
persistence that is developed over time and 

typically through multiple management 
disciplines. Acquiring the right mix of 
experiences and capabilities is difficult, 
because it involves a wide scope of 
experiences as well as depth of knowledge. 
Development of this unusual combination 
typically involves a significant range of roles 
and exposure to a diversity of situations, 
complemented by a great breadth of reading, 
reflection and active participation in networks. 

Many of the comments and concepts in 
this publication may appear to be stating 
the obvious and, to some extent, this is true. 
Leadership around knowledge and learning 
is not ‘rocket science’. It involves application 
of simple knowledge principles to create 
value from what is known, while building the 
capabilities and the environment to foster 
productivity, competitive advantage and self-
sustainability. Too few organisations have 
incorporated enough of these principles into 
normal practices to make a difference. 

Very few organisations have 
comprehensive knowledge programmes that 
ensure best practices are applied across 
the entire organisation. The nine company 
case studies in the report highlight that 
organisations acknowledged as KM leaders, 
which have many excellent practices, do 
not necessarily apply them in all parts of 
the organisation. Knowledge leadership 
is a journey of continuous improvement 
and learning. Each stage of development 
becomes the foundation for next cycle of 
outcomes for the ever-evolving organisation 
and the people within it.

Executive Summary
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Executive Summary

Successful knowledge leaders continue 
to find the opportunities for people to 
work together and explore concepts and 
activities that support the desired goals 
of the business while developing critical 
capabilities. They create an environment 
that enables their people to make ‘safe-
fail’ decisions and adopt emergent 
concepts. They engage people to become 
involved in learning opportunities around 
business-aligned projects. Participation in 
these knowledge-rich interactions builds 
capabilities and networks in a way the 
employees at all levels feel they belong to 
something significant and their efforts are 
valued. They harvest the benefits as they 
grow and share them with their stakeholders. 
Successful knowledge leaders make a 
difference by generating positive growth for 
the future, living their beliefs and being true 
to their values. They collaborate with others, 
applying what they know to create value that 
is manifested as productivity, innovation, 
continuous improvement and developing 
their successors as the next generation of 
knowledge leaders.

Mahatma Gandhi said it well: “We must 
become the change we want to see.”
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Case study 2: Fluor Corporation

Comprehensive approach to create a knowledge-sharing and learning environment
Fluor Corporation was selected as a leading example of capability development because of its 
comprehensive and integrated approach. Knowledge and learning principles are embedded into 
processes across the organisation, and are actively encouraged by the senior management. Its 
annual ‘Knowvember Campaign’ is a global celebration of sharing knowledge success stories, 
which not only informs others of important initiatives and their outcomes, but also builds networks 
and relationships and fosters collaborative learning.

Fluor is one of the world’s largest publicly-traded engineering, procurement, construction, 
maintenance and project management companies. It operates in a wide spectrum of industries, 
including the energy, chemical, power, industrial and infrastructure sectors with private and 
government partnerships. It provides global services in construction, procurement, operations 
and maintenance. It needs to build and retain an immense range of capabilities and knowledge 
in a way that it can continue to hold a competitive advantage in a highly competitive industry. 
Operating globally across many simultaneous large-scale projects, coordination of resources, 
and having the right knowledge and experience in the right place at the right time, is a significant 
challenge. To achieve this Fluor has embedded knowledge principles into its entire operational 
processes, and actively seeks to improve these through its highly visible knowledge communities.

The knowledge communities are the heart of the enterprise-wide knowledge management 
solution and are built around a simple set of knowledge principles:

One vision and one solution for the enterprise: 
Communities with integrated content, discussions, profiles; 

Leverage the collective intellectual capital of all employees: 
Employees have access to all communities; 
Knowledge is shared across boundaries; 

Provide optimal solutions to customers: 
Search across all communities; 
Anyone can ask a question anywhere; 

Enhance skill sets of employees; 
Global accessibility of knowledge; 

Requires a robust technology solution; 
‘Knowledge OnLineSM’; 

Intellectual property protection. 

Chapter 5

10



Being a Successful Knowledge Leader

11

Fluor has 44 global knowledge communities with a total of 25,000 active members. The 
knowledge communities had over two million reads of knowledge documents in 2007, as well 
as over 12,000 forum submissions and almost half a million forum reads. It is significant that 
they measure and emphasise use of the information as being more important than just uploading 
content. A big part of the success of the knowledge communities is that they are very much 
people orientated, supported by quality processes and tools and not the other way round. The 
participants interact with each other openly and productively. They participate as volunteers and 
are publicly acknowledged for their efforts. The most visible way knowledge successes and desired 
behaviours are rewarded is through the annual ‘Knowvember Campaign’. This face-to-face 
event began in 2002 and is described as, “A celebration of Fluor’s expertise and its influence in 
our communities.” it involves a global success story campaign, ‘KM Pacesetter’ peer recognition 
programme and KM workshops. Throughout the year, success stories are collated through the 
‘Knowledge OnLineSM’ system and the KM team facilitate judging of the best entries by an 
executive panel. The Fluor Foundation donates to charities chosen by the winners, and the winners’ 
names and stories are published. The Pacesetter programme seeks to recognise and acknowledge 
examples of knowledge-sharing behaviours. It focuses on highlighting positive interactions between 
people to reinforce the importance of mentoring, sharing, participating and helping others at the 
individual level. The positive attitudes around the ‘Knowvember Campaign’, and acceptance of its 
contribution to business success, is made clear from the quote from one of the judges:

“Fluor’s basic business offering is added value. Our knowledge management system, Knowledge 
OnLine, is a clear example of real Fluor value that our competitors have not been able to match. 
Even being familiar with the progress Knowledge OnLineSM has made, I was still overwhelmed by 
the positive impacts described in these success stories.

These stories included success in on-boarding our many new employees more expeditiously and 
effectively, in providing rapid answers to technical questions posed by staff in very remote locations, 
and literally collecting the talent and expertise that makes our company what it is, to focus it 
where and when it is most needed. These success stories represent the essence of what we try to 
accomplish as a builder and remind me again why I am so proud to be part of this company.”

Steve Dobbs, president, industrial and infrastructure, ‘Knowvember’ success story executive judge.

Fluor’s knowledge programme is highly integrated into the organisational operations and supports 
a wide variety of programmes. Some of the other key areas supported by knowledge-related 
activities are:

Communication and recognition programmes; 
Knowledge community audits and performance measurement; 
Enterprise thinking concepts; 
Knowledge-loss risk assessment; 
Engaging subject matter experts; 
New hire orientation; 
Work process integration; 
Cultural transformation; and  
Organisation transformation through enterprise-wide knowledge sharing. 



To ensure its knowledge community leaders are capable of supporting such a range of knowledge-
based activities, Fluor invests heavily in education and training. New knowledge community leaders 
are inducted and mentored early in the process to ensure their success. Fluor management know 
this is fundamental in continuing the knowledge-sharing culture. The high quality of their community 
leaders creates a desire to participate in, and contribute to, the community activities. A biannual KM 
Summit attended by all knowledge leaders enables face-to-face contact and networking. At these 
events they collaborate and learn about the current and future efforts of knowledge management at 
Fluor, and how they relate to overarching business goals. For example, the 2008 Fluor Enterprise 
KM Summit focused on leadership and knowledge management’s role in supporting the company’s 
growth. Knowledge community leaders (director level and above) are trained in a peer-to-peer forum 
facilitated by the lead of the knowledge management team.

New knowledge managers attend week-long training with the core KM team where they 
experience an intensive schedule that focuses on:

Community organisation  – covering the processes and governance required for each 
knowledge community to achieve sustained performance;
Performance measurement  – understanding the specific measures that help define and 
measure that performance for the community;
Knowledge community structure  – how and why communities are structured, including types 
of knowledge, categories and subject matter areas as seen from the member perspective;
Managing knowledge community content  – administrative processes for knowledge content 
including effectiveness of knowledge reviews and archiving of outdated content;
Communication and recognition  – frequency and effectiveness of communication going out 
to members through the knowledge community and beyond the community; and
Encouraging innovation  – how the organisation uses its knowledge community to lead innovation.

The learnings of the knowledge managers are cascaded into the community, an example being 
they host, with the KM core team, one-hour ‘expectations setting’ sessions with the subject matter 
experts to ensure community goals are aligned with business operations, and that there are 
appropriate measures to show the potential benefits are realised.

The extent of the executive support for Fluor’s knowledge programme can be seen from the 
quotes below.

“We harness the company’s considerable intellectual property and leverage our award-winning, 
knowledge management system to solve complex problems other companies cannot. Fluor is 
uniquely able to bring together the best combination of our regional, industry and technical 
expertise, as well as our project management, financial, risk management, health, safety and 
environmental and business strengths to serve our clients’ needs.

In today’s rapidly changing business environment, the most potent competitive weapon any 
company can have is skilled, dedicated people working hard to ensure its success. At Fluor, we are 
blessed with a community of outstanding individuals who come together to accomplish things that 
no one else can. Each of our global employees brings a unique set of assets to the job, collectively 
resulting in greater knowledge, better decisions and premium quality and value.”

Alan Boeckmann, chairman and CEO, 2007, letter to shareholders.

Chapter 5
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Where some organisational leaders provide lip service to supporting knowledge programmes, 
Flour’s leadership team have demonstrated their support by action and public accolades. They 
understand the value of a comprehensive programme and use this to create competitive advantage 
and inspire confidence amongst their stakeholders.

“Over the past century, Fluor has been expanding its reach and honing its areas of expertise to 
capitalise on changing markets. Just as the scope of our business continues to evolve, so does 
the collective knowledge and skill of our workforce. Fluor is both a training ground and a proving 
ground in the industry, offering a world of opportunity in every sense. Thanks to our advanced 
global information systems, standardised processes and dispersed project execution model, project 
teams at every location have the tools to tap into the institutional knowledge they need to succeed. 
Together, Fluor employees continue to help each other build upon the strength of experience to 
achieve one amazing milestone after another.”

Fluor 2007 Annual Report.

When the knowledge programme is glowingly mentioned in the annual report for a company, 
it becomes clear that the executive leadership team are not only supportive, but proud of the 
achievements. Most knowledge leaders only dream of such support. Key points in this quote are that 
knowledge is an essential foundation for the evolution of the organisation and achieving growth 
targets. Specific mention of the collaborative nature of the organisation culture and its direct effect 
on success shows that Fluor executives are fully aware of the power of knowledge management.

It is clear that Fluor’s comprehensive knowledge programme requires well-developed 
capabilities spread throughout the organisation. Its heavy investment in developing their people 
to be capable of leveraging their global knowledge and networks is paying off with undeniable 
tangible and intangible returns. Fluor is an excellent example of what can be achieved with an 
investment mentality and long-term perspective, and are a shining example the importance of a 
fully integrated and business-aligned knowledge programme.


