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KnowBi t s

A Name Change

We are changing the nane of the newsletter. Wy? Sinply
because we wanted to make the nanme nore reflective of what
the newsletter is about, namely nmaki ng know edge wor k. Qur
focus and goals for the newsletter are not changing,

al t hough the nanme change does give nore |latitude in the

di scussi on, because maki ng knowl edge work is not only an
organi zati onal problem but also an individual problem
Hopeful |y, by changing the name we can al so avoid sone of
the confusion that currently surrounds know edge
managenent .

New Devel opnent s

Last week’s newsletter has led ne to do sone thinking about
the framework and what tools could be useful for know edge
work. | came up with two so far — one of the tools is a
know edge work assessnment — a |list of approximately 100
guestions to consider prior to starting and even during a
know edge-based project. The other is a know edge-based
project tenplate. These are works in progress and | wll be
reporting on themin up and com ng newsletters. Let nme know
if you have any interest in these.

The Pat h

| had lunch with a coll eague | ast week and part of our

di scussi on was about know edge nmanagenent. My col | eague
said that he had been doing a | ot of reading about

know edge managenent from Gartner/ G ga/ Forrester/ Mt a.
Wrds |like “the Gartner Way,” and “the Meta Approach”
wafted through the conversation. | guess you could cal
this newsletter the “ACCSYS Path to Know edge
Enlightennent.” There are many ways to solve problens in
know edge work. Best practices are neant to define
frameworks. Typically the users of a best practice nust
interpret howit can fit their need. The trick is to find



and use what works. And if it does not work, to learn from
that. Through this process, know edge work is done.
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Activities to Leverage Know edge

To get the nost out of individual or organizational
know edge, what do you need to do? Wen thinking about
know edge work, what are sone of the tasks and activities
you m ght consider? At a conceptual |evel, |everaging
knowl edge is really about identifying, capturing,
organi zi ng, and di ssem nati ng know edge to nmake better use
of it.

1. lIdentify Know edge

Do you know where your know edge resides? Have you
identified critical sources of know edge in the
or gani zati on? Sources of know edge can be formal or
informal. Formal know edge is usually found in docunented
form Informal know edge usually resides in informal
net wor ks of people. It is inportant to have an idea of
wher e know edge resides. You m ght not want to change its
| ocation but you do need to be able to tap into it when
needed.

One way to identify significant or val uabl e know edge
is to create maps of your overall business processes. These
maps shoul d be at whatever |evel of detail is nost hel pful.
Once you have the process maps, you can identify the
enabl i ng knowl edge, and who has that know edge. Enabling
know edge is that know edge whi ch enables parts of the
busi ness processes. For all the informal know edge el enents
you have identified, determne howdifficult it would be to
repl ace this knowl edge. This will allow you to focus on the
knowl edge that is both critical and difficult to repl ace.

2. Capture Know edge

Once you have identified the know edge in your
organi zation, you need to capture it. As an exanple, let’s
consi der personal know edge. If | read several papers and
articles in an evening, | may want to include sone or al
of themas part of ny personal know edge base. | save an
article by scanning it into a docunent database. By doing



this |I’ve captured information that may be valuable to ne
at sone tine in the future

Capt uri ng know edge organi zationally is nore conpl ex.
To capture expert know edge you might need to institute a
know edge acqui sition process. To share know edge anpong a
group of individuals you mght create a discussion |ist.
When setting up a discussion list you need to encourage the
people with the knowl edge to participate, and you may need
to provide sone incentive or reward for sharing their
know edge.

The chal | enge of capturing know edge from people is to
under stand how to encourage themto share their val uable
knowl edge. In the understandi ng about how peopl e can be
encouraged to do this, you need also to understand the
organi zational culture. Is it a culture that encourages
openness? Does it enbrace learning? If not, it m ght be
very difficult to get individuals to share val uable
know edge.

Aut omat ed techni ques for capturing know edge may offer
sone benefit. For exanple, data m ning techniques m ght be
used to identify patterns in databases that in turn could
be used by managenent to nake organi zational deci sions.

3. Organi zi ng Know edge

One of the greatest challenges of this information-
overl oaded world is to figure out howto find the
i nformati on we need when we need it. As you identify and
capture know edge you al so need to plan how you wll |ocate
t he know edge when it is needed. |If people cannot find the
i nformati on when they need it, it is of no val ue.

To organi ze the know edge you need a classification
schene that wll nake sense to all potential users of the
knowl edge. The | arger the pool of know edge the nore
inportant it may be to use a classification schene created
by sonmeone trained in information retrieval — perhaps a
l'ibrarian.

You nust al so consider ways to represent rel ationships
bet ween pi eces of know edge in your know edge repository,
and ways to search your know edge. This may |ead to using
an I nternet-based technol ogy as your delivery vehicle.



When considering the representation of know edge, it
is inmportant to clearly understand how people will use the
knowl edge. Is it inportant for people to see rel ationships
anong the know edge entries? O is it nore inportant to get
to a particular entry in the know edge base? Each of these
may require a different approach to organizing the
know edge.

4. Dissem nating and Delivering Know edge

What nmechani snms do you plan to use to deliver
knowl edge to others? This newsletter, for exanple, uses a
conbi nation of things. If | send it to you w thout your
having requested it then | am “pushing” the information to
you. If you nmade a specific request for this newsletter
then you are “pulling” the information.

| f you decide to deliver know edge directly to users,
then you may decide to deliver pointers to the know edge
i nstead of the know edge itself. For exanple, sonme web
newsl etters contain sunmary i nformati on about topics of
interest but point to nore conplete information via web
links. This is a push-pull delivery nodel.

Anot her possibility for delivery involves delivering
t he know edge but also soliciting new or rel ated know edge.
This delivery nodel is a push-pull-capture nodel

Qobvi ously, how and to whom you deliver know edge
depends on your purpose. Service technicians may need
tinmely information about certain kinds of repairs pushed to
themas efficiently as possible. The nost inportant thing
to consider is your audience and purpose.

Don’t rule out nore conventional neans to di ssem nate
to deliver knowl edge to its users. Providing a hardcopy
version may be a preferred way to receive information in an
organi zation. On the other hand, providing a tel ephone -
based response system m ght provide you audience with a
means to access know edge rapidly.
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Have any specific questions about these activities?
Want to add to this list? Please send email to rkaplan@accsys-
corpcom. | want to hear and share sone of your ideas and
gquesti ons.




If you are interested in | earning nore about know edge
wor k, subscribe to this newsletter by sending email to
infoac@accsys-corp.com. Send t he nmessage: Subscri be KWORKS- NEWS
<your email address> or go to http://www.accsys-
corp.com/getintouch.ntm, fill out the form and in the coments
area, enter Subscribe KWRKS- NEWS <your email address>. |f
you know of anyone interested in know edge work, please
pass this newsletter on.

To unsubscri be send the nessage:
Unsubscri be KWORKS- NEWS <your enmil address>

t o infoac@accsys-corp.com.

Next week’s issue: “Neats vs. Scruffys”

R e s e = e e e e e =
Publ i shed by Dr. Randy M Kapl an, and ACCSYS Cor poration
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.



