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Transitions
A project to gauge the impact re-shaping the workplace will have on 

the transformations occurring in industry & government today
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Project Overview

Background

¥ The challenge of a changing workforce is well known, of increasing concern to 
business, but often overlooked in a time of economic turmoil

¥ A short term focus on increasing workforce productivity per employee and 
technology substitution will be to the detriment of the organisation when the 
economic cycle turns around

We now have a window of opportunity to assess the capability / composition of 
the workforce today, understand current / longer term needs and make informed 
decisions about talent required to thrive in a time of turbulent change and deal 
with the economic transformation now occurring.

Objectives
¥ To understand the impact of a changing workforce structure on your organisation

• Uncover issues relating to knowledge and intellectual property transfer 

originating from and being impacted by a changing workforce composition

• Benchmark the impact of a changing workforce on your organisation with the 
experience of other participating organisations

• Identify interventions to facilitate greater knowledge sharing and network 
development

Process

• Utilising SenseMaker TM  to capture large volumes of narrative focusing on 
workforce experience in dealing with workforce

• Based on responses from each organisation, analysis will identify key trends, 
issues and actions impacting performance today and in the future

• Individual organisation results will be benchmarked against the pool of 
participating organisations

• Develop interventions that can assist participating organisations to cater for 

divergent workforce needs and skills 

Why participate?
• Each organisation will capture and own real anecdotes from employees, 

providing valuable insight into the impact of structural change on the workforce 

and implement programs to share knowledge more effectively

• SenseMaker TM is the only software of its type that allows both qualitative and 

quantitative interpretation of data to detect patterns not normally seen in 
traditional surveys

• A low cost way to understand the dynamics of a changing workforce today in 

order to maximise organisational capability and capitalise on new opportunities 
post the current Þnancial crisis
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Mercer Report: Workplace 2012 – Beyond the Global Financial Crisis (December 2008)

 A signiÞcant challenge

The challenge of a changing workforce workforce is well-known, and increasingly of concern to organisations 
around the world, both an industry and government. The challenge has many aspects which are ampliÞed in 
the existing environment of economic turmoil - however one of the most important  and often overlooked is 
that of knowledge retention and transfer of knowledge.

Knowledge transfer and retention have a variety of intractable or difÞcult components:

• knowledge management practices over the last 10 years have shown that trying to get people with deep 
expertise to codify that knowledge in documents, procedures and case studies is difÞcult never complete 
and costly

•  in the case of people on the verge of retirement, there are fewer incentives for knowledge sharing and 
indeed there may be disincentives if the employee wants to secure post retirement contracts with the 
employer.

•  attempts to identify key employees and a videotape their stories have produced some good results in 
organisations, however the cost is very high and those organisations report signiÞcant issues in getting 
people to use the material-there is no point of capturing knowledge if people are not going to use it. 

The current economic turmoil has forced  a shift in focus from the war for talent and an ongoing skills 
shortage to doing more with less. However downturns are cyclical and positive change will result in the need 
for employers to retain skills capable of capitalizing upon fresh opportunities. The challenge post the global 
Þnancial crisis will be to embrace the signiÞcant demographic changes occurring in the workforce today. 
Whilst the focus in the short term is on increasing productivity per employee and Þnding workforce 
substitutions through technology, the processes and procedures that will have the greatest impact often rely 
on the knowledge and intellectual capital of experienced employees Ð especially as they relate to key 
relationships, contacts, suppliers and networks.

• by 2012 the number of individuals in Australia!s labour force  of age 55+ will increase by 15.4%, while 
the number of workers page 25- 54 will only increase by 6.3%

•  the number of women aged 55+ in the labour force will increase by 17% compared to a 9% increase 
in women aged 25-54. At the same time the number of men of age 55+ will increase by 14% 
compared to a 4% increase in the number of men a 25-54.

•  by 2012 employers will face a workforce where more than one in six workers will be  of age 55 or 
older

• Employment growth is expected to be 50% higher for females (10%) compared to that of males (6%) 
between now & 2012
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A new landscape requires a new approach

If you believe that a changing workforce will have an impact on your organisation  do you know what form that 
will take?

• employees no longer valuing the work environment

• more ßexibility in work hours and location

• greater community involvement

• greater non-monetary rewards

• more part time involvement

• a rethink on employee beneÞts

• retaining the workforce into & beyond retirement

Emerging Options has been working with Cognitive Edge in the use of Ònarrative techniquesÓ to capture and 
distribute knowledge in Context.

The approach is based on some core principles:

¥ Faced with complex, difÞcult or intractable challenges, we prefer to Þnd several people with appropriate expertise 
and listen to their stories (generally known as fragments or anecdotes) form which new understanding and 
capability is synthesized.

¥ It is not just key employees who hold knowledge; it is critical to discover who has knowledge and where it can be 
found.

¥ Systems to support knowledge distribution need to support ambiguous enquiries, to reßect the way in which 
people have conversations around the water coolers, partitions  or silos. Humans engage in Òserendipitous 
encountersÓ with others.

Supported by Cognitive Edge methods, tools and software, as well as a world wide Òopen sourceÓ network of 
Cognitive Edge accredited practitioners, consultants and researchers, Emerging Options can utilise the Cognitive 
Edge techniques to collect large volumes of narrative material (literally thousands of stories, anecdotes, pictures, 
articles, verbal records and much more) at a minimal cost. Those who provide the stories or submit other sense 
making material answer a number of questions that provide the indexing criteria, and subsequent reporting. 
Indexing is customised to each particular application and central to the Cognitive Edge Sense Making software!s 
ability to shown patterns that could uncover emerging trends, issues or insights that are not readily apparent with 
traditional methods of data interrogation.

This kind of complex organic database can help you Þnd out who is saying what, and how a challenge or project is 
being handled. For example, six clicks of a mouse button can tell you all the stories told by an experienced 
engineer, facing a crisis, involving deep conßict and emotions, told from their point of view, with the intention of 
teaching. Depending on the number of queries you look at, you can narrow or expand your potential knowledge 
about what might be relevant and what might not.

!"#(4*=?0!%.(-(<,.!0'(84(8-!.*-!0%/@%!*0!*!.*1*'=01!3(/!(/&*-,0*1,(-0!1(!1*9%!
*!<(/%!01/*1%&,.!8(/93(/.%!7%/07%.1,@%:!A1!.*-!./%*1%!1$%!,<7%120!3(/!
(/&*-,0*1,(-0!1(!1*9%!*!<(/%!,-1%'',&%-15!3*.16)*0%4!*77/(*.$!1(!2-4%/01*-4,-&!
1$%,/!.2//%-1!*-4!3212/%!1*'%-1!-%%40!*-4!/%B2,/%<%-10:!A1!.*-!7/(@,4%!
.(<7*-,%0!8,1$!1$%!(77(/12-,1=!1(!+,''!-%%4%4!&*70!1$/(2&$!1*/&%1%4!$,/,-&!
3/(<!4,01/%00%4!.(<7%1,1(/0!*-4!0%'%.1%4!09,''0!4%@%'(7<%-1:!C(01!,<7(/1*-1'=5!
,1!.*-!4/,@%!1$%!<*-4*1%!3(/!(@%/*''!8(/93(/.%!1/*-03(/<*1,(-!6!*!/%1$,-9,-&!(3!
1$%!8(/9!1$*1!<201!)%!4(-%5!1$%!<*--%/!,-!8$,.$!,-4,@,42*'0!*..(<7',0$!1$%!
8(/9!*-4!1$%!/('%!0%-,(/!%D%.21,@%0!-%%4!1(!7'*=!,-!$%'7,-&!1$%!(/&*-,0*1,(-!
1$/(2&$!4,3+,.2'1!1,<%0:>!!

IBM Report:  The new economic environment (November 2008)




 Page 5

The Program

Emerging Options has established a multi-client program (in partnership with a number of other organisations) 
to run a project to understand how a changing workforce will have an impact, in Australia and as part of a world-
wide network.

Emerging Options as the education and training partner for Cognitive Edge, will be organising the Australian 
projects that take advantage of using the SenseMaker TM software.

The core offering will consist of:

¥ A minimum of 5 organisations (a maximum of 10) who will participate as a collective learning group

¥ Training of participant organisation project teams of up to 5 people per organisation in Cognitive Edge tools 
and methods

¥ Consulting support provided by Australian Cognitive Edge practitioners, electronic and face to face in a 
mixture of joint learning activities and individual organisation support

¥ A web based sense making database and technical support, hosted and supported by Cognitive Edge for the 
period of the project

¥ Allocation of an experienced action learning researcher to each group, who will be responsible for capturing 
learning about the process , which will be shared with other groups

¥ The data which remains the conÞdential property of the organisation concerned, whilst the metadata 
(statistical information upon which patterns are discerned) will be available to all participating organisations 

¥ Participating organisations will receive the following assistance to deliver the associated results:

ASSISTANCE OUTPUT

1. A comprehensive training program in innovative anecdote 
capture techniques, conducted with other member 
organisations, to encourage inter-organisational transfer of 
learning and formation of new relationships

• Knowledge about the use of social complexity frameworks 
and tools to understand complex business issues

• In-house skills in using anecdote capture and indexing 
tools and anecdote databases

• New networks

2. Customised mentoring and support during the narrative 
capture phase by experienced Cognitive Edge practitioners, 
including assistance with project scope, design and start-up.

• Relevant documented project design
• Capability to undertake the tasks involved in the phase
• Resolution of issues or concerns

3. A choice between setting up their own database indexes 
using principles set out in the training, or using a standard 
set of indexes which have been devised by Cognitive Edge 
partners

• Indexing frameworks specific for the project

4. Access to a client specific web-based narrative database 
which is easy to understand and use, with reporting 
capability

• The database

5. Training and assistance in using the database, in 
presentation of the results to senior management and to 
others in the organisation

• The populated database
• Skill in producing organisation specific reports and 

interpreting them

6. Advice and assistance with development & monitoring of 
specific interventions tailored to each organisation

• An intervention program for implementation by each 
participating organisation
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Preparation and Planning
• Briefing sessions with management 

team (s)

• Scoping projects

• Selection of Sponsor and Project 

team

Training Workshop (2 Days)
• Cognitive Edge principles and 

framework

• Sensemaking database

• Developing prompting questions and 

Testing the questions and 
indexing framework

• Initial sample of people tested

Finalise the database and 
complete data collection

Generate reports from the 
database

Final workshop (2 Days)
• Intervention design
• Preparation of presentation to 

management
• Capture and share learning about the 

process
• Exploration of other activities and 

applications

• Consulting support for 

briefings and assistance with 

scoping

• Technical advice re database 

if required

• Training workshop with 

project teams from all 

participating organisations

• Conducted by the project 

team, supported by Emerging 

Options consultants

• Database configuration 

completed by Cognitive Edge

•Technical and consultant 

assistance for each 

participating organisation

• Conducted by Emerging 

Options consultants

Program implementation

At the completion of the project, individual organisations can choose to:

• Extend the mass narrative capture to other parts of the organisation

• Explore other ways of using the collected data (such as values definition, HR planning, strategic project management)

Participating organisations also have the option of:

• Extending the database hosting arrangements with Cogntive Edge

• Purchasing a SenseMaker TM 
license and installing the database in-house
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The core offering assumes:

• an internal project team for each organisation (maximum of five people)
• a common indexing framework
• one copy of the software per organisation for use during the project (able to be 

purchased for agreed license fee at completion). This will maintain confidentiality of 
information

• a minimum of five organisations in the consortium
• 2 - 3 Australian based Cognitive Edge accredited consultants
• Face to face and electronic mentoring from Cognitive Edge accredited practitioners

Project Cost breakdown

COMPONENT TOTAL COST
COST PER 
ORGANISATION

Software cost payable to Cognitive Edge*

Software Configuration
Licensing fee for 6 months**
* Software costs are approximate as Cognitive Edge fees are payable in USD

**one user per organisation - additional users can be added for $300 p.m.

$  8,000
$11,000

$1,333
$1,833

Total Fees payable to Cognitive Edge $19,000 $3,166

Consulting Fees payable to Emerging Options

Workshops (4 days)

Venue & catering (2 workshops)

Project Management
- provision of materials for briefings
- scoping, preparation & implementation of SenseMaker
- Liaison with Cognitive Edge re software
- Consultant meetings
- Travel & accommodation 

Data Analysis

Research Report

Cost includes GST

$11,000

$11,000

$16,500

$11,000

$11,000

Cost includes GST

$1,833

$1,833

$2,750

$1,833

$1,833

Total fees payable to Emerging Options $60,500 $10,083

TOTAL PROJECT FEE#
# Cost estimate based on 6 participating organisations

$79,500 $13,249

Other CE consultants can negotiate with their clients:

- Briefing sessions
- Data capture processes
- Mentoring throughout the project

- Additional data analysis
- Additional Sensemaking activity
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Quantitative & Qualitative Data

Narrative fragments

SenseMaker TM uses fragments to uncover patterns not readily 

SenseMaker TM provides hard and soft data for actionable results

SenseMaker TM output
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SenseMaker TM Reporting
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Vivien Read  is a founder of Emerging Options. Viv has over 30 years 
experience as a consultant and manager in organisational strategy, 
change management, industrial relations, leadership development, and 
action learning.   She has co facilitated 4 Cognitive Edge accreditation 
programs, in Australia and South East Asia.   She is currently involved in 
projects using the Cognitive Edge tools and processes in Australia and 
Singapore.
 
Viv is a frequent presenter at conferences, seminars and professional 
groups including knowledge management societies, facilitator networks, 
and training and development groups.

Chris Fletcher   is a co-founder of Emerging Options. Prior to starting 
Emerging Options, Chris was the Asia Pacific Director for Knowledgement 
Management at Deloitte. He has over 20 years experience working 
in Marketing, Business Development, Strategy and Knowledge Management 
- predominantly in the professional services sector. His current focus is on 
using Cognitive Edge tools and processes to help organisations and groups 
understand complex issues, connect people and develop networks.

Chris is a regular speaker at conferences and seminars in the Asia Pacific 
region.

About us:

Emerging Options are a consulting network specialising in 
complexity and ways of helping organisations and groups 
understand the world in which they participate in order to act.

For more information on this project or to express interest in participating, please contact:

Viv Read

email: viv@emergingoptions.com.au

Phone: +61 414 294 339

Chris Fletcher

email: chris@emergingoptions.com.au

Phone: +61 402 308 403

http://www.emergingoptions.com.au/www.cognitive-edge.com
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