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The second special topic report will be released 
shortly. This one focuses on key issues of building a 
knowledge base. The table of contents follows for your 
consideration. This report, like the last will be 
available for purchase from the ACCSYS Corporation web 
site. 
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 At various times through the life of this column I 
have tried to address important issues in knowledge 
management. For example, knowldgWORKS #8 dealt with the 
people aspect of knowledge management, #3 identified the 
key issues of knowledge management, and #22 discussed  what 
it takes to be a knowledge management professional. I have 
also discussed the idea of personal knowledge management. 
For me, one of the interesting characteristics of knowledge 
management is that people do it all the time. As I have 
said before – it is like breathing – we do it to live. But 
the true home for knowledge management – the reason it is 
in the public view – is because of its application in the 
business world. After all, the idea was/is that if you can 
capture the stuff in people’s heads then that stuff  
becomes an asset to the business. But if it were as simple 
as that we would not now be part of the second, or is it 
third (?) generation of knowledge management thinking. 
 
 Because  knowledge management is “in business”, it 
falls into one or more manager’s hands to create a program 
in knowledge management.  , I decided to address a column 
specifically to the management portion of the knowldgWORKS 
audience. What precisely should a manager be thinking when 
considering launching a knowledge management project? 



 
 As luck would have it, when I was thinking about 
writing this column, I encountered a book that I think 
forms an excellent basis for management thinking about 
knowledge management. The book, a recent one, is entitled, 
“The Knowing-Doing Gap,” by Jeffrey Pfeffer and Robert I. 
Sutton. This book should be on the reading list of both 
those that are involved in knowledge management and those 
who are not. It speaks to the question of why some 
organizations are successful in what they do, and why some 
organizations may not be so successful. 
 
 Being a manager myself and wanting to leverage the 
knowledge that those who work for me  is a constant 
challenge. It is not enough to collect knowledge and put it 
somewhere and then expect the people to use the knowledge – 
call this the first generation knowledge management 
approach. Even if you put the knowledge in an easily 
accessible place, how can you be sure that the people in a 
group or organization are putting the knowledge to use? 
Pfeffer and Sutton address this question in their book. 
 
 As a manager thinking about this very question, one of 
the first considerations that comes to mind is CULTURE. 
Each and every person in a group or organization will be 
influenced by the CULTURE of the organization. The CULTURE 
comes from the top of the organization and, good or bad, 
that CULTURE will define major aspects of the behavior of 
individuals in the organization. If the CULTURE of the 
organization is not one that supports the idea of 
cooperation then you can be relatively assured that people 
won’t cooperate. Knowledge management requires cooperation 
and CULTURES not supporting cooperation create a 
significant barrier for managers wishing to create programs 
in knowledge management. Pfeffer and Sutton, through their 
discussion of organizational characteristics clearly show 
that cultures that support cooperation are those that have 
a chance of being successful at using their knowledge. Any 
manager thinking about knowledge management needs to 
understand the CULTURE of the organization and identify the 
nature of the behavior that the culture promotes. When such 
an analysis is in hand, it will give insights into creating 
a successful knowledge management program. 
 
Acting vs. Knowing 
 



 The knowldgWORKS definition of knowledge management 
makes tangible key considerations of knowledge management. 
Thus, the idea of “that which enables us to do things,” and 
“controlling, organizing, and arranging resources” is key 
to an important consideration for a manager in the 
formulation of knowledge management efforts. Using the 
example of the knowledge repository again – just because 
“it is out there” does not mean that people will do 
anything with it. 
 
Make the Manager Happy 
 
 One way to start a knowledge management effort is for 
a manager to let his group know they will be doing 
knowledge management. The manager defines knowledge 
management as putting knowledge in a common place where 
everyone in the group has access to the knowledge. The 
manager gives everyone a deadline and makes everyone know 
that they are expected to meet the deadline. Everybody 
makes his or her contribution to the repository. Nothing 
happens after that. The manager looks at the repository and 
sees that there has been no activity since the initial 
assignment, so she issues another assignment. And so it 
goes. The group is acting to make the manager happy. 
 
 The Knowing-Doing Gap discusses an important 
distinction between knowing and doing. In the example 
above, everyone in the group knows that the repository 
contains a representation of what they and their co-workers 
know, but that does not mean they will do anything with 
this knowledge. The gap between knowing and doing is not 
reduced by simply introducing a source to know more.  The 
gap is reduced by knowing how to do something with that 
knowledge and by doing it. In the case of the example, 
knowing how to “do” knowledge management is an extremely 
important consideration when doing knowledge management. 
 
 To a manager knowing how to do knowledge management 
means not only how to “get and manage” the knowledge but 
also how to derive value from the getting and managing of 
the knowledge resource. Value from the knowledge resource 
is derived from people using the knowledge, extending the 
knowledge, and transferring the knowledge throughout the 
organization. A manager should focus on the people involved 
in the knowledge management effort as opposed to the 
knowledge of the effort. Knowledge management is not simply 
a task to be added to the other tasks people currently are 



doing. It is something that becomes part of how people will 
do what they need to do. 
 
The Measurement Aspect 
 Managers thinking about knowledge management should 
also think about how they will measure the effectiveness of 
their knowledge management effort. Here again, knowing how 
to measure something and actually measuring it are two 
entirely different things. One of the issues Pfeffer and 
Sutton pointed out is that the nature of the measurement 
can actually be an impediment to doing. For example, if the 
measurement is complex and onerous this could result in 
people avoiding the effort because of the complexity of the 
measurement. Or if the outcome of the measurement might be 
pejorative action on the part of the management, then this, 
too, could also be a deterrent to the knowledge management 
effort. 
 
 One often hears about the metrics that define whether 
knowledge is being used, how often knowledge is used, and 
how the knowledge repository grows. What do these metrics 
actually have to do with the doing? These metrics seem more 
applicable to the knowing than the doing. Instead of 
measuring knowledge management, it seems more appropriate 
to measure changes in the activities that the knowledge 
management effort is suppose to support. 
 
 Consider, as an example, software development. 
Software development is a knowledge intensive task. When 
large software projects are implemented it is extremely 
important for the project team. This coordination comes in 
the form of knowledge about the project that is passed 
between members of the team. If the team develops 
difficulty with the quality aspect of the project, this 
could be attributed to several different characteristics of 
the project. One of these could be a lack of consistent 
communication about the effort among members – i.e., the 
members are not adequately sharing knowledge about the 
project. To improve the quality, the project manager could 
undertake a knowledge management effort. All of the team 
members could partake in this effort formalizing the 
knowledge sharing process. How can the manager measure the 
effectiveness of the knowledge management effort? In this 
case, the most appropriate measure is one that considers 
the quality of the software – typically the number of bugs 
identified in the software being developed. If the 
knowledge management effort has the desired effect, the 



number of identifiable bugs should be reduced, thus 
improving the quality of the software. If a measurement of 
software quality such as the number of bugs in a software 
product is used, then the measurement of the knowledge 
management effort is based on the activities of the 
project. 
 
 These three issues -- culture, acting, and measurement 
-- seem obvious. Unfortunately, things that are obvious are 
often overlooked in complex projects. A manager thinking 
about knowledge management should consider these issues 
carefully because the failure of any knowledge management 
effort can always be associated with any one or more of the 
issues of culture, acting, and measurement. 
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The knowldgWORKS News is written in its entirety by Randy 
Kaplan and edited by Harriet Trenholm. Suggestions for the 
newsletter should be sent to rkaplan@accsys-corp.com. All 
suggestions will be considered and always appreciated. 
 
If you are interested in learning more about knowledge 
work, subscribe to this newsletter by sending email to: 
 
knowldgWORKSNews-on@lists.webvalence.com. 
 
To unsubscribe send an e-mail to: knowldgWORKSNews-
off@lists.webvalence.com. 
 
You may type an x in the subject or body if your e-mail 
program requires. 
 
Previous issues of the knowldgWORKS News are archived at 
http://www.accsys-corp.com. 
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