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KnowBi t s

a. Survey — Individual vs. Goup Know edge

What do you believe about the nature of know edge? Take a
nmoment and give your answers to the foll owm ng questions.
You can do this by emailing your answers to ne at

rkapl an@ccsys-corp.com Shortly the survey will be
avai l abl e online, so you can enter your responses there if
you wi sh. Check out the hone page at: www. accsys-corp.com

1. For the nost part do you believe know edge ori gi nates
t hr ough:

a. I ndividual action
b. Goup action
c. both a&b

2. For know edge to be of value, it can be created by:

a. | ndividuals
b. G oups
c. both a&b

3. Know edge created and sanctioned by groups is nore
val uabl e than know edge created by individuals.

| agree with this statenent.

| disagree with this statenent

c. The value of know edge is independent of who
created or sanctioned it.

d. No opi ni on.

oo



4. For the nost part, nmy own know edge creation process:

a. is an individual process
b. usually occurs in groups

As a subscriber to know dgWORKS News and partici pant of the
survey, you will receive a copy of the results of this
survey.

b. Knowl dgWORKS News Di scussi on

In an effort to provide a focused forum for discussing
know dgWORKS News, we will start hosting an online
di scussi on begi nning shortly. The purpose of the discussion
is to have an ongoi ng di al ogue about topics presented in
the newsletter. Qur hope is to extend and expand on ideas
presented in the newsletter or to discuss specific issues
with newsletter topics. At the sane tinme we hope to
mai ntai n focus by avoi ding endl ess di scussi ons about the
nature of know edge managenent. A goal for the discussion
group is to nove forward as opposed to around in circles.
Join us if you have a question, comment, or idea that cane
about while reading or considering the newsletter. Keep
your eye on www. accsys-corp.comfor the link to the
di scussi on.
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Ways To Pronpte (and not to pronote) Col |l aboration
January 18, 2000

What makes some conmunities open and ot hers cl osed?
Wt hout openness in a comunity it is hard to inmagi ne any
know edge managenent taking place. The so-call ed denocracy
of the web suffers fromthe sane sort of vagrancies, as do
communi ties out of cyberspace. Wien | wite a statenent
such as, “Collaboration is key to know edge nmanagenent,” |
often hear a resounding thunk fromthe audience as if they
are saying, “we know,” and “this is obvious.” But in ny
experience many people assune that coll aboration is a given
rather than understand that it can be encouraged or limted
by the environnent.



The HP ex-CEO s fanous phrase , “if we only knew what we
know' is at once an obvious and profound statenent. Qur
known know edge may fairly well cover such aspects as how
we conduct our business but fail to cover how our behaviors
i nfl uence how we conduct our business. Therefore, we my
think we know quite a bit nore about our business than we
do. You coul d say that openness begets col |l aboration, which
supports know edge nmanagenent |eading ne to observe:

Knowl edge Managenent is a coll aborative endeavor. To have
col | aboration you nust have an environnent that is
conduci ve to col |l aboration. Consider the foll ow ng aspects
of a coll aborative environnent.

Est abli sh an open conmmunity

Be inviting

Keep comrunity conversations within the comunity
Li ve the behavi or

Be i ncl usive
L-1-S-T-E-N to communi ty nmenbers
Avoid (at all costs) private agendas
Est abli sh trust

. Live the behaviors

10. Make sure you take responsibility
11. Establ i sh norns

12. Mai ntain high standards for respect

CeNOTAWNE

So-cal l ed Open vs. Open

Have you ever been in a situation where there has been
a statenent nmade about openness but you just KNOWthat the
environment is not an open one? Contrast this with the
occasi ons where you have experienced truly open groups.
What is the difference? Let’s consider ny |ist of some of
the characteristics of open groups that support
col | aborati on

1. Establish an open comunity

Set a goal to have your comunity be an open one or a
cl osed one and establish the appropriate ground rules. A
community that is closed to outside thinking or
di srespectful of individual opinions is okay as |ong as you
don’t claimthat the community is open. A community IS open
if everyone can be equally heard, respected, and included.



In such a situation everyone is acknowl edged as addi ng
value to the group

2. Be inviting

Stated sinply, a community is not open if it not
inviting. If you participate in a community discussion and
your opinion is constantly put down or ignored, the
community is not an inviting one.

3. Keep Community Conversations within the Community

Consi der this scenario. You participate in a group
conversation. The comunity reaches consensus about an
i ssue and makes an agreenment. At the next neeting you are
informed a different decision has been nmade. Side
conversations occurred outside of the community that
resulted in the new decision. The process by which this
deci sion was nmade excl uded nenbers of the community. Wen
si de conversations occur that are relevant to community
di scussion they undercut the community, inplenent private
agendas, and in general do not respect individuals. Side
conversations represent a closed, rather than an open,
comunity.

4. Live the Behaviors

Don't just say it, liveit. If you believe in conunities
that are open then |ive the behavior that supports this
belief. Think about whomin the comunity may be excl uded
if you have a side conversation. Consider avoiding side
conversations by gently refusing to have them It is very
easy to fall into closed behaviors, but if you want the
benefits of an open conmmunity for a know edge managenent
effort, you nust live the behaviors.

5. Be incl usive

Look at your conmmunity. Who is in it? Are there many
di fferent kinds of people or are the people all very
simlar to one another? Is there uniformty in the kinds of
conversations that develop in your community? Wen a
conversation goes to a place where sone nenbers do not want
it to go, do those nenbers shut off the conversation or
di sappear into a corner to discuss what they want to
di scuss? If an individual feels shut out, that individual
will not want to share know edge in the community.



6. L-1-S-T-E-N

B.U. T is an acronym standing for “Behold the Underlying
Truth.” If you are thinking BUT while a person is speaking,
you are not really listening. You have already formulated
your response to whatever they are saying. You are ready to
tell themthe “correct” truth. If your community has a
style of not listening, then your comunity cannot be an
open one. If you hear a BUT in your head before a person
has fini shed speaki ng, ask yourself if you have even heard
what was said. Being able to repeat what a person has said
is a good indication you were listening. A community that
listens to all nmenbers is one that is well onits way to
bei ng an open community. (I can’t take the credit for
B.UT. It cones froma book entitled, “Do IT!” by Peter
MW I Ilianms. There is also, “Y.E. S.-B.U T.” which neans,
“Your evaluation is superb, behold the underlying truth.”
“Y.E.S.-B.U.T.” is used to ignore really great answers that
you just don’t care to listen to.)

7. Strive to Avoid Private Agendas

Suppose you want your comrunity to reach a certain
deci sion. Rather than bring this to the group, you decide
to gain support for your outconme by discussing it with
t hose nenbers of the community you think would support your
position. The outconme represents your private agenda for
the community. The approach to gaining support is one of
exclusion. Communities that support private agendas and
"of fline" discussions are not open and col |l aborative.

8. Establish a Community of Trust

When people don’t trust a community, they will not
readily share within that conmunity. Supporting openness
and respect, limting private agendas, and encouragi ng
inclusive attitudes all go a long way to pronote an
at nosphere of trust, as do maintaining clear and explicit
boundari es and requirenents.

9. Live the Behaviors

| cannot stress enough how inportant it is to nodel these
behaviors in the group. Al participants nust understand
this and act it. Anything | ess makes the conmunity | ess
open and | ess col | aborati ve.



10. Taki ng Responsibility

| f you say sonething you own it. |If soneone hears what
you say in a certain way, take responsibility that you said
it inthat way. It is not the listener’s fault that they
heard sonmething in a particular way. Nor is it the
speaker’s fault. The responsibility lies with both parties
and if there is friction, this is probably because
sonmewhere in the communi cati on, what was sent was not
recei ved as expected. If the speaker and |istener respect
one another, there is a chance to achieve and open and
col | aborative interaction.

11. Setting Norns

One way to create a community that is open or otherw se
is to establish norms for that community — what | think of
as rules of the road. Participants should agree to the
rul es and the associ ated behaviors. In the case of nore
i nformal groups, nornms may be needed as the group evol ves.
As group dynam cs change so does the need for norns.

12. Mai ntain H gh Standards for Respect
Li stening, inclusion, trust and limting private agendas

are all manifestations of respect for individuals in a
group. If people speak behind ny back, I will not feel

respected. If I amnot listened to, I will not feel
respected. If every tine | offer an opinion | receive a
BUT, | will not feel respected. If you want ne to share
tacit know edge, | had better know you will respect what |

share — why bot her otherw se?

Downpl aying the role of individuals in collaborative
communi ties discounts the individuals inportance thereby
maki ng openness less inportant. In my mnd this | essens the
val ue of individual contribution. It is true that the sum
of the parts is usually greater than the individual parts
but without the parts there would be no sum There al so can
be no community wi thout individuals who wish to
participate. Participation is encouraged by creating an
envi ronment of openness and trust, which ultimtely results
in an environnent that encourages coll aboration — a
necessary el ement of know edge managenment activities.
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If you are interested in | earning nore about know edge
wor k, subscribe to this newsletter by sending email to:

knowl dgWORKSNews-on@ 1 sts. webval ence. com

To unsubscri be send an e-mail to: know dgWORKSNews-
of f @i sts. webval ence. com

You nmay type an x in the subject or body if your e-nai
program requires.

Previ ous issues of the know dgWORKS News are archived at
http://ww. accsys-corp.com
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