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Dr. Randy M Kapl an
Know edge Managenent |ssues

In the second issue of this newsletter | gave a
practical definition of know edge managenent. This
definition established a basis for discussing sone of the
nmore interesting and chall engi ng i ssues for anyone doing or
wanting to do know edge nmanagenent. Wth this definition we
can consider sonme of the relevant KMissues. To keep this
di scussi on sonmewhat confined, |'ve limted nyself to what |
believe are ten inportant know edge nanagenent i ssues.
After reading this, you may be able to suggest sonme of your
own i ssues.

| ssue 1: | see the inportance of know edge managenent for
nmy busi ness. How do | incorporate know edge nmanagenent into
nmy business activities or processes?

Thi s happens to be the $64, 000, 000 question. And there
IS no prescription for doing so. There are several
significant considerations when begi nning a KM program
These include what know edge you want to nmanage, why you
want to manage it, and what is required to manage it. The
| ast is both a people question and a technol ogy questi on.
In general, ny recomendation is to pick a small hill and
see if you can clinb it. In other words, identify a
manageabl e KM effort, design a programfor it, nonitor it,
and see what you get. You will know pretty quickly whether
or not it works.

| ssue 2: Is KMstrictly a technol ogy probl enf?

It is amfully easy to assune that know edge managenent
is a technol ogy problem One conmmon pitch from software
vendors is to provide Intranet-based software and to cal
the software a know edge managenent solution. Setting up an
| ntranet - based software solution alone will not guarantee a
successful know edge managenent effort. Before selecting
any technol ogy for a know edge managenent effort, proper
consi deration nust be given to the nature of the problemto
be sol ved by knowl edge managenent techni ques.



| ssue 3: How do | calculate return on investment for a
know edge managenent effort?

VWat is the value of a piece of know edge? If the
knowl edge is so significant that the loss of it may cause
the conpany to col |l apse then you could say that the val ue
of this piece of knowl edge is the sane as the val ue of the
conpany. On the other hand, the know edge coul d nean bei ng
the first to market as opposed to second or third. Wiat is
the value of this know edge? It would be the val ue of being
first to market vs. second or third.

| ssue 4: Are Know edge Managenent and Data Warehousing the
sane?

| f you think about how data, information, and
know edge are related then you m ght come up with the
foll owi ng rel ati onshi ps:

Dat a produces* information produces* know edge.
Where produces* = through human mani pul ati on produces

In this sense, data warehousing is at the bottom of the
food chain — it can be the basis of the information that in
turn can be transforned into know edge. Data war ehousi ng as
a technol ogy can also be a part of a know edge managenent
program but you should not assune that having a data

war ehousi ng capability automatically nmeans you are
effectively managi ng know edge.

| ssue 5: What is a Chief Know edge Oficer (CKO and do |
need one for know edge managenent ?

A CKO is the person responsible for your know edge
managenent program Wether you need one or not depends on
the size of your organization, your organi zational
structure, and what you believe will be necessary to
i npl ement a programin know edge managenent in your conpany
or organi zation. Let ne stress that a CKOis not the sane
as a C1O CKGCs are not technology driven and their primry
i nterest should not be technology. Rather, a good CKO
shoul d be good at politics, at influencing people and
organi zations, at making the necessary case for know edge
managenent, and at understandi ng enabl i ng know edge
managenent technol ogi es



| ssue 6: How do | know if ny organization wll support a
know edge managenent effort?

As with any project that involves people in an
organi zati on, success or failure of know edge nanagenent
over the long run will be based on organi zati onal
acceptance. WII| people in the organization adopt the
necessary behaviors and activities to support it? The
culture and political environment determ ne the potenti al
for the adoption of a know edge managenent program the
knowl edge managenent effort may be on extrenely shaky
ground if people in the organi zati on do not easily
communi cate and share information. On the other hand, if
the people in the organi zation can readily see the value in
knowl edge managenent, your chances of a successful
know edge managenent project are good.

| ssue 7: WIIl | need an Anderson or a Deloitte to do
know edge nanagenent ?

| f your organi zational style is to use |arge
consul ting houses to introduce new i deas and new prograns
into your organization then | would answer this question
yes. On the other hand, firns |ike Anderson and Deloitte
did not invent know edge managenent (although they would
have you believe so) and how you inpl enent a program
depends on the resources you have and what you need to
acconplish. It is a good idea to determ ne nanagenent’s
preference for how t he know edge managenent program should
be i ntroduced.

| ssue 8: What results can | reasonably expect to have from
a know edge managenent effort?

| ssue 3 dealt with the return on investnent question.
Here we consi der sone of the possible softer results.
Know edge managenent has the potential for hel pi ng your
organi zati on nmake better use of its know edge resources. I|f
your conpany is a service organi zation, sharing know edge
and experiences anong service representatives may i nprove
your ability to (a) service custoners nore rapidly and (b)
reduce service costs by not repeatedly having to resol ve
probl ens that have already been solved. If your conpany
creates products, you may spur a greater |evel of
creativity by sharing knowl edge and i deas across the
organi zation. Enabling nultiple views into a know edge



repository, may hel p enpl oyees rapidly coal esce various
i deas i nto products.

| ssue 9: Who should participate in know edge managenent ?

Si npl e answer: Anybody and everybody in your organization.
More conpl ex answer: I n any organi zation there wll be
peopl e who gravitate toward knowl edge managenent and peopl e
who do not. Sonme of those who gravitate toward know edge
managenent will be natural evangelists. It is a good idea
to enlist a couple of these evangelists in the process. It
is inmportant to have sone senior managenent support —
preferably at the highest |evel of the organization. You
wi Il probably want to get sone technol ogy peopl e invol ved,
but make sure they are the kind if people who can |isten.
Al so, get sone busi ness sponsors who see know edge
managenent as a solution to their problens.

| ssue 10: What is a know edge managenent effort going to
cost ?

At a mninmum the effort will take the tinme of the
participants. At one extrene there need not be any
technol ogy investnent if you use existing technol ogy. An
el ectronic mail system could becone the basis for your
know edge managenent effort. At the other extrene that
i ncludes plans to install specialized know edge managenent
tools and an organi zational roll out, inplenented by a
| arge commerci al managenent consulting firm you can plan
for an expenditure of mllions of dollars. W have read of
expendi tures as high as $60, 000, 000. | enphasize that the
magni t ude of any know edge managenent effort wll be
dependent upon the magni tude of the problemto be solved by
t he know edge managenent effort. It would be a m stake to
engage in any know edge managenent effort for the sake of
doi ng know edge nanagenent .

The above issues represent ten of the significant
know edge managenent issues facing business people.
Actual ly, each of these may deserve its own discussion in a
future newsletter.

It would be very interesting to hear about your
know edge managenent issues. Please feel free to send ne
el ectronic mail at rkaplan@ccsys-corp.com



If you are interested in | earning nore about know edge
managenent, subscribe to this newsletter by sendi ng enmai

t o infoac@accsys-corp.com. Send t he nmessage: Subscri be ACCSYS- KM
<your email address> or go to http://www.accsys-
corp.com/getintouch.ntm, fill out the form and in the comments
area, enter Subscribe ACCSYS-KM <your emrail address>.

To unsubscri be send t he nessage:
Unsubscri be ACCSYS- KM <your enmail address>
to i nfoac@ccsys-corp. com

Next week’s issue: “Planning a Know edge Managenent
Project.”

This newsletter is the property of ACCSYS Corporation. No
part may be reproduced in any formw thout perm ssion from
ACCSYS Cor poration. Copyright © 1999 ACCSYS Cor porati on.
Al rights reserved.

Announcenents, Requests, and Know edge Managenent Noti ces
Call for Contributors

An inportant goal for this newsletter is that it provides
its readership with well-grounded information about

knowl edge managenent. Specifically there is a great need to
under st and know edge managenent fromthe “howto do it”
point of view If you would like to contribute an article
al ong these lines, | encourage you to do so. Mire voices
are better than one and | would very nuch like to represent
di fferent points of view

If you wish to contribute, please keep in mnd that we
are |l ooking for practical advice |ike processes, nethods,
and experiences. Articles should be about three pages |ong.
Pl ease send your contributions to rkaplan@accsys-corp.com and |
wi |l be happy to consider themfor publication.




