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A. New knowl dgWORKS Report — On Building a Potenti al
Knowl edge Base

The second special topic report will be rel eased
shortly. This one focuses on key issues of building a
know edge base. The table of contents follows for your

consideration. This report, like the last will be
avai l abl e for purchase fromthe ACCSYS Corporation web
Site.
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At various tinmes through the life of this colum I
have tried to address inportant issues in know edge
managenent. For exanple, know dgWORKS #8 dealt with the
peopl e aspect of know edge managenent, #3 identified the
key issues of know edge managenent, and #22 discussed what
it takes to be a know edge managenent professional. | have
al so discussed the idea of personal know edge managenent.
For me, one of the interesting characteristics of know edge
managenent is that people do it all the time. As | have
said before — it is like breathing — we do it to |live. But
the true honme for know edge managenent — the reason it is
in the public view — is because of its application in the
busi ness world. After all, the idea was/is that if you can
capture the stuff in people’ s heads then that stuff
becones an asset to the business. But if it were as sinple
as that we would not now be part of the second, or is it
third (?) generation of knowl edge managenent t hi nking.

Because know edge managenent is “in business”, it
falls into one or nore manager’s hands to create a program
in knowl edge managenent. , | decided to address a colummn

specifically to the managenent portion of the know dgWORKS
audi ence. What precisely should a manager be thinking when
consi dering | aunching a know edge managenent project?



As luck would have it, when | was thinking about
writing this colum, | encountered a book that | think
forms an excellent basis for managenment thinking about
knowl edge managenent. The book, a recent one, is entitled,
“The Know ng-Doi ng Gap,” by Jeffrey Pfeffer and Robert |
Sutton. This book should be on the reading list of both
t hose that are involved in know edge managenent and those
who are not. It speaks to the question of why sone
organi zati ons are successful in what they do, and why sone
organi zations may not be so successful.

Bei ng a manager nyself and wanting to | everage the
know edge that those who work for nme is a constant
chall enge. It is not enough to collect know edge and put it
somewhere and then expect the people to use the know edge —
call this the first generation know edge managenent
approach. Even if you put the know edge in an easily
accessi bl e place, how can you be sure that the people in a
group or organi zation are putting the know edge 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 mnd is CULTURE.
Each and every person in a group or organization wll be
i nfl uenced by the CULTURE of the organization. The CULTURE
cones fromthe top of the organi zation and, good or bad,
that CULTURE wi || define major aspects of the behavi or of
individuals in the organi zation. If the CULTURE of the
organi zation is not one that supports the idea of
cooperation then you can be relatively assured that people
won’ t cooperate. Know edge managenment requires cooperation
and CULTURES not supporting cooperation create a
significant barrier for managers w shing to create prograns
in knowl edge nmanagenment. Pfeffer and Sutton, through their
di scussi on of organi zational characteristics clearly show
that cultures that support cooperation are those that have
a chance of being successful at using their know edge. Any
manager thinking about know edge managenent needs to
understand the CULTURE of the organization and identify the
nature of the behavior that the culture pronotes. When such
an analysis is in hand, it will give insights into creating
a successful know edge managenent program

Acting vs. Know ng



The knowl dgWORKS definition of know edge nanagenent
makes tangi bl e key consi derations of know edge managenent.
Thus, the idea of “that which enables us to do things,” and
“controlling, organizing, and arrangi ng resources” is key
to an inportant consideration for a manager in the
formul ati on of know edge managenent efforts. Using the
exanpl e of the know edge 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 know edge managenent effort is for
a manager to let his group know they will be doing
know edge managenment. The manager defines know edge
managenent as putting knowl edge in a common place where
everyone in the group has access to the know edge. The
manager gives everyone a deadline and nmakes everyone know
that they are expected to neet the deadline. Everybody
makes his or her contribution to the repository. Nothing
happens after that. The manager |ooks at the repository and
sees that there has been no activity since the initial
assi gnnment, so she issues another assignnent. And so it
goes. The group is acting to nake the manager happy.

The Knowi ng- Doi ng Gap di scusses an i nportant
di stinction between knowi ng and doing. In the exanple
above, everyone in the group knows that the repository
contains a representation of what they and their co-workers
know, but that does not nean they will do anything with
this knowl edge. The gap between know ng and doing is not
reduced by sinply introducing a source to know nore. The
gap is reduced by knowi ng how to do sonmething with that
know edge and by doing it. In the case of the exanple,
knowi ng how to “do” know edge management is an extrenely
i nportant consideration when doi ng know edge managenent .

To a manager knowi ng how to do know edge namnagenent
means not only how to “get and manage” the know edge but
al so how to derive value fromthe getting and managi ng of
t he know edge resource. Value fromthe know edge resource
is derived from people using the know edge, extending the
knowl edge, and transferring the know edge throughout the
organi zati on. A manager shoul d focus on the people involved
in the know edge nanagenent effort as opposed to the
know edge of the effort. Know edge nanagemnment is not sinply
a task to be added to the other tasks people currently are



doing. It is something that becones part of how people wll
do what they need to do.

The Measurenment Aspect

Managers thinking about know edge managenent shoul d
al so think about how they will neasure the effectiveness of
their know edge managenent effort. Here again, know ng how
to neasure sonething and actually nmeasuring it are two
entirely different things. One of the issues Pfeffer and
Sutton pointed out is that the nature of the measurenent
can actually be an inpedinent to doing. For exanple, if the
measurenent is conplex and onerous this could result in
peopl e avoiding the effort because of the conplexity of the
measurenment. O if the outcone of the neasurenent m ght be
pej orative action on the part of the nanagenent, then this,
too, could also be a deterrent to the know edge managenent
effort.

One often hears about the netrics that define whether
know edge i s being used, how often know edge is used, and
how t he knowl edge repository grows. \What do these netrics
actually have to do with the doing? These netrics seem nore
applicable to the knowi ng than the doing. I|Instead of
measuri ng know edge managenent, it seens nore appropriate
to neasure changes in the activities that the know edge
managenent effort is suppose to support.

Consi der, as an exanple, software devel opnent.
Sof t ware devel opnent is a know edge intensive task. Wen
| arge software projects are inplenmented it is extrenely
i nportant for the project team This coordination cones in
t he form of know edge about the project that is passed
bet ween menbers of the team If the team devel ops
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 | ack of consistent
conmmuni cati on about the effort anong nenbers — i.e., the
menbers are not adequately sharing know edge about the
project. To inprove the quality, the project nmanager could
undertake a know edge managenent effort. All of the team
menbers could partake in this effort formalizing the
know edge sharing process. How can the manager neasure the
ef fectiveness of the knowl edge managenent effort? In this
case, the nost appropriate neasure is one that considers
the quality of the software — typically the nunber of bugs
identified in the software bei ng devel oped. If the
knowl edge managenent effort has the desired effect, the



nunmber of identifiable bugs should be reduced, thus

i nproving the quality of the software. If a neasurenent of
software quality such as the nunber of bugs in a software
product is used, then the measurenent of the know edge
managenent effort is based on the activities of the

pr oj ect .

These three issues -- culture, acting, and neasurenent
-- seem obvious. Unfortunately, things that are obvious are
of ten overl ooked in conplex projects. A manager thinking
about know edge managenment shoul d consi der these issues
carefully because the failure of any knowl edge nmanagenent
effort can al ways be associated with any one or nore of the
i ssues of culture, acting, and neasurenent.
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The knowl dgWORKS News is witten in its entirety by Randy
Kapl an and edited by Harriet Trenholm Suggestions for the
newsl etter should be sent to rkapl an@ccsys-corp.com All

suggestions will be considered and al ways appreci at ed.

If you are interested in |earning nore about know edge
wor k, subscribe to this newsletter by sending email to:

know dgWORKSNews-on@ i sts. webval ence. com

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

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

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