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Implications and Development of

Knowledge-Based Government

Dr. Chia-Cheng Lin*

As globalization extends to all corners of our now global village, the
knowledge economy and Internet society have redrawn the world map for the 21°
century. Knowledge has become the nucleus of pressing discussions in industry
and academia alike, and the high degree of development of information
technology has made of knowledge an essential productive element of economic

activity.

Wielding enormous and unprecedented power, knowledge has become the
principal driving force for the sustainable development of nations, for competitive
advantage in industry and in the accumulation of added-value. It is thus no
surprise that, when judging a country’s state of development, the Organization for
Economic Cooperation and Development now employs such indicators as
knowledge innovation, knowledge accumulation, knowledge sharing and
knowledge diffusion to plot the distinctions among high, medium and low degrees
of adaptation to a knowledge-based economy.

The advent of this era of the knowledge-driven economy has transformed the
external environment in which governments operate and thus had a considerable
impact on government behaviour. In the networked society, government
operations have gradually become more difficult and the conduct of government
has inevitably encountered hurdles thrown up by evolutions in the social
environment. And as knowledge will play an increasing rather than diminishing
role in economic activity in the future, governments will have to become

“knowledge-based” in both their organizational formations and structural functions

* The author is the Minister of Examination, Taiwan, R.O.C.
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S0 as to respond properly to the dynamism, complexity and pluralism of this new
era. The implications of this transformation and the directions of its future

development constitute matters eminently worthy of study and debate.

Part 1: The Challenge to Traditional Government
The looming importance of the knowledge-based economy in global

economic development is supported by rapid advancements in information
technology and the movement towards globalization. Indeed, the very face of our
global village is changing as knowledge, learning and innovative R&D become
core mainstream values. Traditional models of governance face unprecedented
difficulties and must find a new footing from which to respond to the complex

challenges of the new domestic and external environments.
1. The Era of the Knowledge-Based Economy

In academia and industry alike, knowledge has become a hot topic in recent
years, but it is not only since the advent of information technology that it has come
to play a role in economic development. Adam Smith noted the emergence of new
‘economists’ - persons gifted in economic thought and theory, while Friedrich List
also emphasized the value of infrastructures produced by the creation and
diffusion of knowledge in promoting productivity (OECD, 1996). Nonetheless, the
importance of knowledge has developed in step with man’s productive industries,
and the current high state of development of information technology makes
knowledge all the more the very basis of all economic activity and an essential
component of all production. The economic models of the traditional agricultural
and industrial periods which were based on labor and the manipulation of
machinery have been thoroughly overthrown, and the primary materials of
production are now moving from the tangible and material to the virtual, while the
rapid flow of knowledge capital is no longer subject to the traditional restrictions of
organizations or regional boundaries. The rapid flow of information keeps the
equilibrium of economic activity in a progressive state of change, as the material

manufacturing industries of the past shift towards industries of information
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processing, knowledge storage and knowledge manufacture. Knowledge in fact is

replacing land, labor and capital itself to become the most important factor in

production.

Four characteristics define the knowledge economy: a) knowledge is of

importance as capital and as a resource for economic growth; b) knowledge as a

resource is characterized by inexhaustibility and endless replication; ¢) knowledge

demonstrates a phenomenon of progressive increases in marginal utility; d)

information technology adds impetus to the rate of progress. The following five

points provide further insights into the knowledge economy:

1.

Knowledge is a fundamental factor of production by an organization: Peter
Drucker has observed (1993) that in the age of the knowledge economy,
knowledge is not rated alongside labor, capital and land as an essential factor
of production, but has become the only resource of any value to an
organization. Knowledge is the critical pivot for producers in today’s
competitive economic environment, and the number of producers whose only
purpose is the production of knowledge continues to grow. As such,
knowledge has effectively replaced land, labor and capital as the sole factor
of production in the contemporary economy.

Increase of symbolic goods: The computer has removed time and space
limitations from information storage, enabling the collection and retention of
vast amounts of data. Information technology now allows virtually all social
phenomena, issues and objects to be transformed into data for storage and
presentation in symbolic formats. As more and more of what actually exists is
reduced to symbols, what is exchanged in economic activity is no longer
limited to actual material goods, and symbolic goods have become a regular
component of economic exchange.

Rising importance of the virtual workplace: The levels upon which an
organization operates can be divided into actual and virtual work zones.
Actual work zones are those where production, marketing and actual

employee activity take place, whereas virtual work zones are those
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immaterial areas where workers learn, create and share knowledge. Through
the intercession of information technology, the scope of this learning, creation
and sharing of knowledge can extend to encompass the whole world, and
when knowledge becomes an organization’s most important factor of
production, the importance of the virtual workplace is greatly enhanced.

4. The digital economy: All information in this new economy is available in digital
formats, and the transfer of information transcends the barriers of space and
time. Indeed, the channels, timing and locations of information transfer are
designed to suit the varying needs of individuals. Accordingly, the influence of
information technology on contemporary economic activity is in the
transformative effect it operates. In transforming the processes of human
communication, it has also recast the very mechanisms of economic activity
and produced a new techno-economic paradigm.

5. Shrinking organizational hierarchies: The development of information
technology has had an impact on those factors contributing to the existence
of large corporate entities, and the hierarchical structures of these
organizations have come up against hitherto-unexpected challenges. The
manufacture of goods under the knowledge economy is no longer reliant
upon great quantities of material resources and management personnel, but
upon knowledge. When knowledge is the sole factor of production, any
number of small entities or even individuals can accomplish the various
stages of a manufacturing process through the linkages provided by
information technology, without needing the overarching support of a large
corporate organization. In addition, as information technology increases the
speed and breadth of information diffusion, thus significantly reducing costs,
the hierarchical management model of large corporations becomes an

obstacle to the survival of the organization.

The above points illustrate the influences of information technology on the
modern economy and how fundamental transformations are being produced

throughout the realm of economic activity. As knowledge replaces traditional
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factors of production in ensuring an organization’s survival, it comes to drive the
production, operations and information transfers of the organization. And as all
stages of modern economic activity, from production through marketing, become
knowledge-based, knowledge thus becomes the very basis of an organization’s

continued survival.

2: The Rise of the Networked Society

There is no doubt that the soaring development of information technology at
the close of the 20" century heralded a modern social revolution. Lifestyles were
radically transformed as email, the Internet, video-conferencing and electronic
commerce became part of everyday experience. Digitized information technology
has raised the intensity of communication and multiplied the levels of reproduction
of artificial memory (in photographs and videos) while reshaping longstanding
structures of communication to basically eliminate the constraints of time and
space.

These developments have had a direct impact on interaction among
individuals, between the individual and the organization, and among organizations
themselves. As these three relationships become progressively more networked,
a new social model founded on information technology is emerging, an “Internet
Society” in which it is useful to explore the respective statuses of the economy, a

reshaped job market, culture, time and space.

1. The Economy

The integration of information technology with economic activity provides on the
one hand a channel for market-linked interaction between producers and
customers that is gradually making this relationship an Internet-based one. On the
other hand, as information itself becomes a raw component of commaodities,
economic models face a new wave of transformations as the traditional
manufacturing-based economy enters a new networks-dominated phase that

displays the following characteristics:
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a. Information replaces natural resources as the principal primary material of
production;
b. Through the linkages of information technology, the scope of economic
activity becomes global;
c. Information technology becomes the critical factor in corporate
profit-making and national competitiveness.
2. Atransformed employment sector:
Models of economic activity determine demand in job markets. After the Industrial
Revolution, the market sought primarily manufacturing workers; in the late
industrial era, the proportion of service-sector workers began to increase, and
now, as information technology has become a key factor of production, the job
market is again being transformed, with the number of knowledge workers
increasing, the interdependence of workers around the globe increasing, and the
number of flexible workers increasing.
3. Virtual culture:
There is a trend underway in which channels of media communication are shifting
from print to electronic media, as exemplified by the interactive (Internet) media of
today which in fact disseminate the greater part of people’s knowledge. Culture is
influenced by information technology, which creates a veritable virtual culture, and
many types of social behavior and forms of organization are shifting from states of
actual existence to virtual existence.
4.  Zero-time:
The combination of genuine virtual culture and information technology transforms
simultaneity and timelessness into the time-dimension of the networked society.
On the one hand, immediate reporting of information worldwide gives events
happening anywhere in the world immediate exposure, while computer
technology gives people around the world a space for immediate
intercommunication. On the other hand, the media in different time zones provide
people with uninterrupted channels of free communication 24 hours a day, which
puts time on a flat line, with no beginning, no end and no sequencing — time with

zero lags, zero differences.
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5. Flowing space:

Information technology has broken down all geographical barriers to human
behavior. The emphasis is now on regional interaction through networked, flowing
space in which distance is only a question of speed, and no longer of time and

space as in the past.

In short, the networked society is constructed of governing forces in a state of
flux. Its component elements that can be described as flowing include capital,
information, organizations and time/space itself, and these, through the
integrations of information technology, serve to incorporate every nation,
organization and individual into a single entity. As the interdependency of these
various elements increases, the various components of global society transcend
the constraints of space and time and put in place relational networks of great
complexity, while drawing on the speed of exchange and integration of network

resources for the benefit of competition.

3. The Government Environment Today

A synthesis of the characteristics of the networked society and the knowledge
economy as set out above reveals four major aspects to the duties of
contemporary governments.

1. The relationships linking individual entities are becoming ever closer in view
of the exchange of resources among them, and as interaction over networks
increases, no single entity is able to control all resources. As governments
are also members of the networked society, and like other entities, are unable
fully to control any resources, their survival depends upon cooperation with
other entities. This leads to a mingling of public and private resources and
alters the state of balance that formerly prevailed between government and
civil society.

2. As information technology resets the implications of time, space and culture,

governments operate in an entirely new environment, and insofar as a
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government is not taking advantage of the conveniences information
technology provides, the number of problems it must face simply grows.

3. The high degree of integration of information technology with economic
activity has become the most critical factor both in the profitability of an
organization and in a country’s competitiveness. As a result, the development
of information technology must become an integral element of national
development planning.

4.  For an organization to survive, it must swiftly and effectively respond to its
customers’ demands, and to do this, it must have the power firmly to control
information and innovation. While information can be effectively controlled
through information management technology, achieving innovation requires
effective knowledge management. With knowledge thus an essential factor of
production, the better an organization controls knowledge, the better its own

chances for development and survival.

Democratic governments are entrusted through the free will of the people
with providing a system of services for them, and as such, a good government
must provide for the people’s “needs.” As environments evolve, so do the services
people require, and the info-tech revolution has had an unprecedented impact on
modern societies and patterns of economic activity.

As governments contemplate their scope of responsibility in the face of these
factors - the networked interactions of other organized entities, evolutions in the
public-private equilibrium, the unprecedented importance of information, and
knowledge as an essential factor of production - they are required to rethink
whether their structures and administrative models are able to provide the
services the public requires, and whether in this new environment they are able to

keep government properly on track.

Part 2: The Necessity of Knowledge-Based Government
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The knowledge-based government in the age of the knowledge economy can
be described as an organization that favors the diffusion, transformation, creation
and integration of knowledge. Government agencies are in their very essence
organizations to which the principles of knowledge management apply, and the
degree of success they achieve in this domain determines the quality of
governance. The most important abilities a knowledge-based government must
acquire, then, are in the management of public needs, the provision of
full-spectrum information-technology applications, and effective knowledge
management.

1. Structuring a Knowledge-Based Government

Compared to traditional models, government in the 21 century has lost
something of its luster. Resources are cut, public policy issues proliferate, the
public-private equilibrium is unbalanced and many citizens have become
suspicious of the very purpose of a government’s existence. In actual fact,
however, governments do remain necessary, for these reasons:

a. Governments assign rights and powers and assume responsibility for the
citizenry as a whole based on constitutions and the powers granted them
by society.

b. Governments remain the political body of greatest concern to citizens,
and, insofar as they retain the legitimacy of democracy, are the
organizations that most citizens understand and are willing to accept.

c. Because they possess the stability of democratic legitimacy,
governments are ipso facto the dialogue partners in dealings with other

countries or political entities.

Under the influences of social and economic factors in contemporary society,
governments may find their powers of control in retreat. The why and when of this
trend, however, need not be a concern. As it is undeniable that in modern
democratic societies, governments still have certain functions and influence, the

key issue to address is how governments can win back the functions of
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governance.

2. Keys to Effective Governance

In the view of public agencies, effective knowledge management may well
enhance government efficiency, but increases in efficiency are not the ultimate
purpose of government. Knowledge management is never more than an
approach; the provision of those services citizens need is the true significance of
government. It follows, then, that as governments face up to the challenges of the
modern age, they must, in addition to focusing on the importance of knowledge
management, also reflect on the ‘public nature’ of their role. There are three
abilities or techniques critical to the success of governments in the modern world
of networked societies and economies. These are:
a. Keeping the citizenry at the core of governance:
People demand that governments treat their needs with due consideration, and
expect governments to treat them much as a business treats its customers. It is
thus essential to rethink relations between governments and the governed and
restore a state where governments fulfill their due functions at the center of
democratic society. From a public policy perspective, however, governments must
differ from businesses in that simply supplying the people’s needs is not enough.
The process of governance requires more than recognizing the needs of the
people; governments by necessity also play the role of helmsman to the ship of
state, which requires long-term perspectives and careful reflection on the future
development of the nation.
b. Refining the applications of information technology:
In the process of government reform, information technology (IT) is an effective
tool for modulating quality and efficiency of service, as well as addressing
democratic issues. As such, IT is indispensable to governance in the modern era.
Maximizing utilization of IT media allows for more efficient dissemination of
information. Facing an environment in an extremely rapid state of flux,
governments have to ensure quick access to the information flow and have the

ability to integrate it effectively. Only then can they respond to the needs of the
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people in a timely manner and with due consideration of the nation’s long-term
development.
c. Knowledge Management:
There is an absolute relationship between the urgent need of modern businesses
for knowledge management and the evolution of the business environment. The
key features of this relationship are:
1. Adecrease in the degree of difficulty of business management;
2. Downsizing that may increase employee efficiency, but does not
guarantee innovation;
The status of knowledge workers is significantly enhanced;

A need for customer management knowledge.

Knowledge management is not simply a matter of creating a new department
and bringing in new staff, however. It implies making the whole staff of an
organization aware of the importance of producing, sharing and utilizing
knowledge, so that in the various processes of manufacture, marketing and
service provision, the combined knowledge of individuals, groups and the

organization overall is managed to best effect.

Part 3: Core Functions of Knowledge-Based Government

Current trends seem to indicate that implementing knowledge-based
government is most likely critical to strengthening the effects of government
policies and improving powers of governance. It also allows for adjustment of the
physical makeup of a government and improving its competitiveness. While the
scope of applicability implied by knowledge-based government is very broad, its
three principal features are learning organizations, knowledge management, and
research and development, with this latter being the area generally treated with
the greatest importance.

1. Learning Organizations
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In the agricultural era, educating children from the age of seven through
fourteen was sufficient to meet their livelihood needs over the next forty years.
Essential education extended from the age of five through twenty-two in the
industrial era, but now, in the knowledge economy of the 21 century, learning has
of necessity become a lifelong pursuit. It is now a condition of continued
productive livelihood for every person to update their knowledge on a regular
basis and to seek continually to improve their learning abilities. It follows that any
organization in the age of the knowledge economy must also be a Learning
Organization. A ‘learning organization’ applies the motivations and results of
learning to the organization itself, so as to ensure that in all ways it functions to

the greatest possible effect.

In The Fifth Discipline, P.M. Senge has set out the defining criteria for
learning organizations. These disciplines - systems thinking, personal mastery,
mental models, building shared vision, team learning — interact and share a
particular common base in ‘mental models.’ The ‘learning organizations’ concept
applies to government departments and is an essential element in achieving
knowledge-based government. In addition, it forms a complementary pair with

knowledge management.

A learning organization is a living entity which, through continued learning
and multiple feedback systems, can create a favorable organizational climate and
culture that in turn drive reform and progress. At the same time, internal learning
within the organization ensures it constant input of vitality and fosters within it the
ability to respond to change. This allows its members to learn how to grow within
change, and thus similarly contribute to the organization’s progress. Accordingly,
as learning organizations encourage their members to develop the habit of
lifelong learning, thus stimulating their personal potential for self-realization, they
also promote innovation and progress in the organization itself, allowing it to

realize its goals of smooth adaptation to change and sustainable development.
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2. Benchmark Learning for Knowledge-Based Government
Following in the footsteps of Total Quality Management (TQM) and Business
Process Reengineering (BPR), knowledge management is the latest reform to
affect management thinking in the past twenty years. And this new appreciation of
the role of knowledge is as relevant to governments as it is to the private sector,

where it is already firmly rooted.

In 2000, the OECD listed for the first time knowledge management among
the most pressing issues in government restructuring, and in January, 2002
conducted a survey of the status of knowledge management in 132
central-government departments of 20 member nations. The survey showed that
knowledge management was already an important management issue in most
government agencies, that most such agencies had articulated pertinent policies,
and that most were also actively engaged in seeking to improve management in
this area. Regardless of whether knowledge sharing is carried out through
traditional methods or in such forms as quality control circles or communities of
practice, knowledge management has already sparked changes in the

organizational culture of government agencies.

Over the past ten years, the governments of OECD member nations have
progressively expanded the creation and diffusion of knowledge as required by
their operations. The greatest change is that central governments rely more and
more upon local governments, universities, specialized consultancies and even
international organizations to supply the information and knowledge they need.
The interactivity of knowledge flow among government agencies, the private
sector, academic institutions, consultancies and international organizations has
thus increased considerably. Meanwhile, experience shows that government
organizations that must regularly cooperate with, or extend their activities to, the
outside world have greater requirements in respect of knowledge management,
and there is evidence that agencies of this type also have better knowledge

management operations.
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Even though government policies are increasingly open and transparent, and
investment in information and communication infrastructure is growing in step, a
number of the benefits to be derived from the structural changes brought about
through the promotion of knowledge management will still require a certain time to
be fully realized. These include enhancing the competitive profile of civil servants,
overcoming institutional departmentalism, reducing the number of levels in
bureaucratic hierarchies, putting in place horizontally-oriented collaborative
working groups, enhancing knowledge competency, promoting lifelong learning,

et cetera.

In addition to the necessary tools, processes and formal or informal
strategies for the reforms in mind, reform in the area of knowledge management
requires a great deal of effort over an extended period of time. And while only time
can overcome bureaucratic inertia and shape an entirely new organizational
culture, it is also entirely possible that knowledge management operations draw
strength from such positive existing factors as mutual trust and civil service esprit

de corps, self-awareness and a stable organizational culture and environment.

Some agencies have begun to realize the importance of long-term personnel
management issues in implementing knowledge reforms. As government human
resources policies will have a certain impact on whether its agencies will be able
to attract and retain knowledge workers, this influence will extend to the
communication and legacy of agencies’ overall institutional memories. Knowledge
management is viewed as a means of improving government response to
retirements and the gaps in institutional knowledge that these incur. Knowledge
management is also seen, in an organizational environment of democratic
governance, decentralization and devolution, as a major tool for the expansion of
horizontally-oriented knowledge sharing. Even more important is the fact that
knowledge management is an ideal means by which governments can increase

their contact and interaction with their citizens.
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3. Research and Innovation

In the highly-competitive knowledge economy, innovation is key to securing a
competitive advantage. In its 2001 report US Competitiveness, 2001, the US
Council on Competitiveness made clear that the principal factor driving American
advantages on world markets is the country’s deep investments and capacity for
innovation in information technology. Business analyst Gary Hamel (2000),
meanwhile, also maintains that innovation will be the axis of strategic factors in
the coming revolution, and stresses that R&D in the knowledge economy must
foster involvement, intelligence, insight and integration, while thoroughly pushing
innovation as the focus of an organization’s R&D efforts.

Acknowledging the importance of innovation in the knowledge economy,
countries around the world are putting in place the environments and systems to
support their commitment to innovative R&D, all in the name of securing a
competitive advantage. Innovation-directed expenditures similarly loom large in
national budgets.

For its part, the government of Taiwan is paying close attention to this
developing trend, and while calling on its various departments to focus on
leading-edge innovation and medium and long-term planning, is also working
actively to overcome current deficiencies. Knowledge management systems are
to be implemented in all government agencies to assist in the compilation,
exchange and sharing of knowledge, in the hope that a logical utilization of the
nation’s innovation resources will favor the development of these agencies as

intelligence-prominent organizations.

4. When Knowledge is the Nucleus of Government

When faced by demand for rapid information flow, many governments have
responded by building up information technology systems, while forgetting,
however, that what is moving within these systems is nothing more than

information, and not the knowledge that organizations need. Add to this the
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leadership systems of hierarchies, an assortment of laws and regulations, and the
obstructions a bureaucratic culture places in the way of accelerating information
flow, and it transpires that governments must operate a number of structural

adjustments to meet this new demand for the uninhibited flow of knowledge.

A. Forming Knowledge Groups

Cross-departmental and cross-disciplinary flow of knowledge is critical for
governments as much in the formulation of future policies as in the conduct of
everyday affairs. Obstacles to governance, meanwhile, come in the form of
organizational complexity, hierarchical structures and ingrained departmentalism.
The formation of government knowledge groups can, from a whole-organization
perspective, adopt an integrationist approach that provides a complete knowledge
management plan for the organization. This may in fact prove to be the preferred
option in terms of accelerating the flow, integration and transfer of knowledge.
Knowledge groups can be established in the way that any new functional agency
is set up, or on an ad-hoc basis, or indeed through the appointment of a Chief
Knowledge Officer. Group membership, meanwhile, can be arranged on a

non-permanent, task-force basis.

The appointments of knowledge officers and of group members are

undertaken separately:

» Knowledge officers: The role of the knowledge officer is to assist
members with their internal tasks, clarifying for them the purpose and
goals of the knowledge management plan so as to ensure its effective
implementation.

» Group members: These are usually of four types: 1) staff from the
Information Management department; 2) specialists from each other
department; 3) representatives of external academic, business or
research entities; 4) average members of the public or entry-level
personnel. Members of a knowledge group should be endowed with
professionalism, knowledge, understanding, skills and insight, and
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whatever specific qualities may be required to bring to fruition the

knowledge management plan.

B. Structuring a Knowledge Platform

A platform establishes a common base of standards, and functions as a
critical apparatus for communication among members of a group and for the
mutual upgrading of competencies. Knowledge itself has become a basic platform
of value to governments in policy formulation and the management of everyday
affairs. In order for this platform to function smoothly, it is necessary to ensure that
a government’s internal knowledge is fully and efficiently stored in government
knowledge banks, to which there are two parts. The first is the actual, physical
databank, which will include archives, an information department, such
information as is stored on computers, and quantities of explicit knowledge. The
second is the realm of virtual databases — the tacit knowledge that is stored in
employee memories, as experience, or in the ideas that feed innovation. The
scope of operation extends to the entire government, and what flows through the
platform is no longer just simple information, but internalized knowledge mediated

by employees, communities and the government as a whole.

The operation of a knowledge platform implies effective channels for
knowledge flow that makes available to the organization as a whole the tacit
knowledge held in members’ minds. Knowledge communities — groups formed
spontaneously by personnel for the ‘sharing of knowledge’ — can be instrumental
in creating these channels. Their cohesive power is in the friendship and mutual
trust, or common interests, that exist among members. A knowledge community
can be initiated in three ways:

a. Agroup may be formed to foster such communities or to strengthen
existing communities (in a mentoring format) and formulate strategies for
their development;

b. Structures may be put in place to assist the formation of these

communities, that include mechanisms for their integration and the
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C.

provision of administrative assistance;

Managerial staff may provide direct support.

C. Models for Government Operations

In the eyes of the public, it is of little significance how perfect government

knowledge management plans are, or how successfully internal knowledge

platforms may have been set up. The only critical issue is whether the

government is able to provide services swiftly, conveniently and as the public

demands. The surge in availability of information technology has given

governments an excellent tool with which to boost their efficiency, and the advent

of process re-engineering and single-window, one-stop service provision further

has improved speed and universality in this important area.

a.

Process Re-Engineering: The government of the USA introduced in 1993
a cross-departmental information flow initiative based on five objectives:
to integrate all welfare provision systems; to set up communications
networks within each agency; to integrate government internal taxation
systems; to integrate government service provision systems; and to
integrate all forms of government information. In 1994 and 1995,
meanwhile, the government of the United Kingdom published White
Papers incorporating for the first time the process re-engineering
concept. These stressed that government operations should disregard
existing agency borders to the end of transcending the legally-defined
areas of activity that act as barriers to inter-agency integration and
information exchange networks. The guiding principles in this were to
satisfy customer demand and to operate in the ways best suited to the
task at hand. In short, government process re-engineering is to provide,
from a knowledge integration perspective, services that are adapted to
public needs and not to government structures as set out in law.
One-stop service: The most practical manifestation of process
re-engineering is in the one-stop service window, which stresses that the
services a government provides should be available to the public
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through a single interface, and that the conduct of government business

should not be affected by narrow definitions of specific agency functions.

In the modern environment of a networked society and knowledge economy,
knowledge has become a critical element for governments in maintaining the
public-private equilibrium and providing effective governance. The management
of public needs, the sound application of information technology, and effective
knowledge management have become the most important abilities a government
should possess. The traditional hierarchical model of government has been
replaced by the knowledge platform, and government operations have broken
free of the constraints of agency borders to take on new shapes favorable to the
creation, flow, exchange and integration of knowledge.

Part 4. The Development of Knowledge-Based

Government

As we embark on this new era of a knowledge economy in which ‘the only
rule is to break the rules’ and ‘change is at the speed of light’, no-one can say with
any accuracy what impact the combination of networks and knowledge, and
innovation in technology and intelligence, will have on our economies, societies,
cultures and patterns of behaviour. Nor do we know how quickly, how extensively
or in what directions change will occur. The knowledge-based government is still
in its infancy on a global scale, and has yet to build up the body of successful
experience to constitute a firm model for development. In the following sections,
the author shall set out a number of points based on his own experience that may
contribute to defining directions for future development in this area.

1. Basic National Infrastructure — From NIl to KllI

The impetus for knowledge-based government is not simply to achieve
internal knowledge management, improve government efficiency, provide

knowledge-intensive services, boost strategic policy planning capacities, promote
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openness and transparency, and widen the effects of innovation. It is even more

important to draw on governmental knowledge resources to promote innovation

and good governance, and boost the government’s 3 P’s — performance,
professionalism and promotion — so as to improve public faith in its services and
encourage participation. At the same time, an environment of cross-sectoral
information flow stimulates innovation and understanding, and fosters a tolerant,

mutually-trusting society and culture that further the development of a

knowledge-based economy and innovative industrial sector.

It follows, then, that the main focus of national infrastructure development at
present shall be to extend the basic National Information Infrastructure (NII) that
linked up government, industry and society in the 1990’s into a Knowledge-based
Information Infrastructure (KIl). There are significant differences between the Kii
and NII models, the key points of a Kll infrastructure which creates intangible
assets as high value being as follows:

» knowledge platforms are created that promote the free cross-sectoral flow of
knowledge, intelligence and creativity;

» national research and innovation systems are built up that stimulate the
creation, conversion, assembly, integration, protection and exploitation of
intelligence capital;

» social development is promoted with a plurality of values, so as to establish
social structures and a culture conducive to creativity and the sharing of
knowledge;

» social, intelligence and creative capital are accumulated;

» knowledge values are defined by government, industry and society.

2. The Role of Government — From ‘Knowledge Machine’ to

‘Knowledge Port’

American professor Lester C. Thurow has compared governments in the 21
century to air-traffic controllers of the economy, as they bear the responsibility for
directing the economic flow of their country. As globalization advances, however,

no matter how big a government is, its power to regulate the economy is
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vanishing. Governments do indeed still play a major role in the knowledge
economy, but the role is transforming into that of an airport architect whose job it
is to attract economic activity from around the world to the trading platform of their
particular country.

Thurow recommends that like corporations, governments should appoint a
Chief Knowledge Officer whose responsibility it is to identify and acquire
knowledge advantages, and to guide planning for the nation of short- and
long-term strategies and tactics. He further advises governments to consider
creating ‘Ministries of Knowledge’ to take charge of locating new technologies
useful to the country and future industries promising technological development,
and applying knowledge to building the nation’s prosperity. Indeed, Thurow
believes that the competitive advantage such a move could create makes a
Ministry of Knowledge quite as important as a Ministry of Defense.

In order, then, to sustain its pattern of economic success and create new
competitive advantages, the government of Taiwan has shifted its role from that of
an enormous ‘knowledge machine’ feeding the developmental dynamics of the
knowledge economy by providing the raw knowledge material and managing
knowledge flows, to that of a global creativity center capable of attracting human,
intellectual and creative resources from home and abroad to converge and create
a free-flowing ‘knowledge port’ or creative ‘garden of knowledge’ that reinvents

Taiwan’s role on the world stage.

3. Government Responsibility: From Public Affairs Manager to

Public Value Creator

The mission of the knowledge enterprise is to fuel itself with knowledge and
creativity so as to create wealth and value. The mission of the knowledge-based
government is to create, store, add value to and let flow knowledge and
intelligence. Steadily promoting innovation, providing knowledge-oriented or
knowledge-intensive public services, boosting strategic ability and building public
trust all contribute to deriving for the people the greatest public values.

A new movement in government practice that spread during the decade
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through 1990 and was known as PMR, for public management reform, introduced
such concepts as business management, corporate spirit and cost efficiency
analysis to government restructuring. Even though government restructuring
along corporate lines had its moment of favor, governments remain essentially
different from corporations, and the improvements in service efficiency brought
about through these new management principles did not necessarily amount to
improvements in service quality noticeable to the public, and did not amount to
any enhancement of public values. It seemed, for instance, that the new
movement was powerless to create such intangible public values as legitimacy in
policy innovation and decision-making, social justice, multiple participation of
policy stakeholders, and increased interaction with the citizen society, as well as
the ‘national character’ and cultural ambiance.

Accordingly, in the globalized knowledge economy of the 21 century, the
principal duty of knowledge-based governments will be to effect a transformation
from a public administration model to one favoring knowledge and innovation,
while maximizing for society the creation of such public values as mutual trust,
innovative policy, intelligent services, knowledge-oriented decision-making,

forward-looking strategic competency and time-value.

4. Government Human Resources: From Personnel Management

to Intelligence Management

In a future society of increasing complexity, only ‘individual entities’ will be
able to break through the bottleneck of creativity, autonomy and flexibility,
because without subjective individuals there is no creativity, and modes of thought
are thus unable to break free of habit and convention. Peter Drucker believes that
unless the importance of the individual is duly acknowledged, all management
methods are a waste of effort.

The knowledge economy depends upon human, intellectual and creative
capital to create an economy of intangible assets. The roots of intelligence are
within people — the developments and innovations that come through mental

resources are the primary energy source in the development of the knowledge
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economy. The creative combination of networks and human creativity has initiated
a new model for creating value. Accordingly, in a knowledge-based organization,
employees are not a cost that can be controlled or components that can be
replaced, but are the most valuable assets of the organization as they incarnate
knowledge. In innovative knowledge accounting, brainpower and creativity are
important quantitative values, and human capital must be listed in any statement
of assets and liabilities.

Peter Drucker observes that managing knowledge workers more closely
resembles managing volunteers than regular salaried personnel. The most
important concern when managing knowledge workers is to stimulate their
personal spirit of initiative. As we move towards 21%-century knowledge-based
government, then, the traditional personnel management is being transformed
into civil service ‘intelligence management’. Governments need not only cope with
the legacy transmission problems that arise when senior personnel retire, but
must also compete with the private sector to attract talented knowledge workers
to join the civil service.

Indeed, governments must create a workplace environment attractive to
talented individuals, and also put in place models for the creative interaction and
management of a great variety of knowledge communities, while at the same time
creating, sharing, explicating and implementing with these knowledge
communities a common set of values. The greatest challenge confronting
governments at present is thus transforming intelligence resources into a force
that can drive government reform.

The culture of knowledge workers is a commonly-shared one, and knowledge
managers must create in common with these workers an organizational culture
with a shared mission and shared vision. An example of this is the “5 F’s”
knowledge-worker-friendly model that is Fast, Flexible, Focused, Friendly and
Fun. At the same time, governments are required to put in place an environment
conducive to intelligent creativity which, through factors such as lifelong learning,
multiple specialties conversion, the fostering of innovative core competencies and

shared incentives for knowledge creation, provides the conditions necessary for
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cross-disciplinary transfer of personnel. This will allow the transformation of every
civil servant into a new-era, 3-Q proficient knowledge worker (quotients of
Intelligence, Emotional Intelligence and Creativity — 1Q, EQ, CQ) able fully to
deploy their creativity and contribute to knowledge-productivity and
knowledge-creation.

5. Government Operation — From Hierarchy to ‘Knowledge
Organization’

Knowledge-based government is a product of the prevailing subjective and
objective environments, and is the result of government’s response to changes in
the greater environment. Knowledge represents a new type of management
format, as major changes have been operated in hierarchically-structured
organizations under the impact of modern information and network technologies.
Any number of names have been devised by academics to describe the new
organizational presentation of knowledge-centered organizations — horizontal, flat,
networked, borderless, inverted, even amoeba and grid non-organizations — and
they tend to believe that the hierarchically-structured corporation with
clearly-defined levels of organization is on the way out. Drucker, however, holds a
view different from the mainstream, saying that there is a distinct lack of evidence
that the hierarchy is dead. In any organization, he maintains, there is always a
person at the top, and in possession of clearly-defined authority.

In Drucker’s view, any business that has tried to encompass information in its
organizational design has already quickly reduced the number of management
levels, cutting these by half at least. The organization of the future could well
resemble the flat, horizontal array of a philharmonic orchestra, with knowledge as
its foundation. Drucker says that government organization in the 21st century will
still be regimented and clearly hierarchical, but from the bones on out, it will be a
‘knowledge-based organization’, characterized by great numbers of networked
knowledge communities, a managerial class with newly-defined roles, groupings
of knowledge professionals, and the free, cross-disciplinary flow of knowledge

and creativity — a knowledge-oriented or knowledge-intensive organization with
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knowledge at its core.

6. From Knowledge Management to Knowledge Governance

The rise of the knowledge citizen and of civil society, and the knowledge
diffusion effect of networking, have broken up the longstanding asymmetry
between governments and the governed in terms of information and knowledge
possession, and this has sparked changes in the way governments operate.
Andrew L. Shapiro believes that the greatest impact of new technologies on the
human race is the revolution in the power to control, that networks are
encouraging a massive reformation in power relationships. The new technologies
give individuals the power to personalize the information they receive and the
social environment they live in according to their own needs. The Internet, for
example, gives individuals the strength to evade any number of middlemen and
allows individuals to make decisions themselves that formerly others made by
proxy.

The most important work of government is to ensure that society receives its
due public benefits. “Governance”, however, is an expression of the ways that
governments connect with the environment around them, which includes politics,
society and administration. In Shapiro’s view, governance is the result of a whole
series of interactions involving government, administration and people, and which
are mediated by the political process, policy developments, planning design and
service provision. Included in this analysis are the interactive engagement
processes among the people, the consultation processes between administrative
agencies and the people, interactions between the government and its
administration, and implementation processes that transform law and policy into
administrative plans and procedures. These three interactive processes together
constitute the governance relationships that link people with politics, and society
with administration.

Knowledge-based governments employ a number of approaches to further
the emergence of ‘knowledge-based governance’. These may include operating
knowledge management campaigns, setting up platforms for the free exchange of
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information, promoting knowledge communities, increasing empowerment and
public participation in public policy decision-making, promoting transparency and
opening up administrative procedures to public scrutiny. Even though
knowledge-based government is beneficial to the emergence of new relations of
governance, it can also, however, produce a new set of ‘knowledge-based
governance’ problems, as set out below. Governments must make due and timely

preparation in order to forestall their occurrence. The challenges include:

» Obtaining and publishing knowledge: In a knowledge society, who has the
right to obtain and publish information, data or other knowledge? Will public
or private sector entities take a selective approach to making information
public? Who will monitor or be responsible for the quality and accuracy of
such information made public?

» Decision-making amidst complex public policy issues: Government must
frequently handle extremely complex and specialized public policy issues.
For example, how does one provide the specialized knowledge to certify or
prove the efficacy of a health-food product? If a government’s knowledge with
respect to a particular issue is insufficient, and it becomes necessary to draw
on external expertise, which scholarly institution or professional organization
should be addressed? Does the entity that does provide the information need
to accept any type of liability? Should the government make public the
background and information sources that contributed to the policy decision,
as the public may demand? Should it be required that the government and
the external entity providing specialist information services maintain fair and
objective relations?

» Determining whether the purpose of knowledge use is legitimate: Knowledge
management is a powerful tool that can bring into play a boundless potential
of knowledge and creativity. If, however, the purpose and procedures of
knowledge acquisition and use are not legitimate and do not comply with
society’s principles of fairness, the personal privacy of individuals may be

compromised, and other problems such as domination by a knowledge elite,
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or the development of knowledge gaps, may emerge.

Part 5: Conclusion

Casting our eyes forward to the knowledge-based governments, industries
and societies of the near future, we see a field of unlimited opportunity, but also an
array of daunting challenges. Faced by change occurring at an ever-increasing
rate, the constant rise in value of intangible assets and an era of knowledge
revolution characterized by the increasing integration of cross-disciplinary
knowledge, we must not only learn new modes of thought, we must also learn
new methods of organizing our own selves. This is a new revolution, in which
success or failure turns upon the unceasing agility of our minds. It is said that
wisdom is the capacity to think coolly and with confidence. Let us, therefore,
coolly and in concert with one another, exert ourselves so to think, as therein lies

the motive power of the knowledge-based government.
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Program for Official Exchanges
Between The Ministry of Examination of the R.O.C. and

The Federal Academy of Public Administration of Germany

. Objective: To the end of establishing firm and long-term professional
relations with its German counterpart, the Ministry of Examination intends
to conduct regular and reciprocal annual exchanges with that country’s
Federal Academy of Public Administration, which is under the Ministry of the

Interior.

. Basic Parameters:

a. Exchange Planning: Before October of each year, both parties should
propose a plan for the exchanges of the following year, which sets out
the timing, purpose, themes and participating agencies.

b. Participants and Expenses: Visiting groups should consist of
approximately 10 members. The costs of accommodations, board,
classes and external visits shall be borne by the host country, while
travel, visa, insurance, agency, translation and/or interpreting and
other incidental costs are borne by the visiting party.

Duration: Visits should be of approximately two weeks in length.

4. Study and Lodging Locations: In Taiwan, at the National Civil Service

Institute in Taipei and its affiliated campus in Central Taiwan. In Germany, at
the Federal Academy of Public Administration.

. Study Format: Classes, seminars and visits to agencies and institutions of
interest to both parties.

. Common Language: Arrangements can be made for presentations to be
made in English. If simultaneous Chinese/German interpreting services are
required, the expense will be borne by the visiting party.

. Visits and Reception: Each party will appoint a specific person to take care
of necessary arrangements. The host party will arrange transportation and

liaison with agencies being visited.

. Contacts:
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Ministry of Examination: Mr. Yeh Pin-huang, Senior Executive Officer.

email: 0096 @mail.moex.gov.tw

National Civil Service Institute: Ms. Hsu Xiuchun, Senior Executive Officer.

email: interchange@ncsi.gov.tw

The Federal Academy of Public Administration, Germany:
Contact Person: Mr. Andreas Sachtleben

email: Andreas.Sachtleben@bakoev.bund.de.

In 2007, when reciprocal visits have been made, the two parties will proceed
with an evaluation of outcomes and seek ways to further enhance this

exchange program.
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