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KnowBi t s
Feedback

Thank you all for responding for ny request for feedback.
You are a kind readership and it is appreciated. | received
sone excell ent suggestions for future topics and sone of
the readership shared sonme information about their
background which I will be including in up and com ng
issues. Since it is nost inportant to continue to provide
value in this newsletter, your suggestions are inportant.

Pl ease feel free to contact nme when you have sone feedback
or a suggestion. My email address is:

rkapl an@ccsys- corp. com

Randy Kapl an
R e s e = e e e e e =

Contri buti ons

Sonme of the readers have shared their own viewpoints. As
our subject is conplex, nmultiple voices offer different
perspectives. Different views give us different ways to
consi der know edge work. | am pleased to share these
contributions in this issue.
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The following is attributed to Jon Foley fromthe Know edge
+ Non-profits Practical Know edge Managenent di scussion as
anot her view of know edge managenent activities.

..1 think about the kinds of Centers |I've worked in over
the years. W didn't know we were doi ng know edge
Managenment; we thought we were doi ng know edge work! ;.)
The Centers were the hub of sone of the nore strategic
projects of the host organizations. W're a | oose
confederation of knowl edge workers who contracted to work
on specific projects as part of a virtual organization, not
in the sense of existing online, but in the sense of
existing for a project, then dissolving, then com ng
together in a new formfor the next project.



At one point | put together a list of practices of such a
Center to help create a context for team nmenbers who
couldn't quite figure out what they were supposed to do as
staff of such a Center.

(edited)

The Know edge Managenent Center Support Staff Role

A know edge managenent center support staff continuously
manages information with the express intention of making it
nmor e neani ngful and useful. The goal is to get the right
information in the right formto the right person at the
right tinme. As people engage with this information and
conbine it wth their experience, know edge is born, the
potential to take effective action increases, and sol utions
are generated and i nplenented in an accel erated fashi on.

Wthin a Center, there is a continuous stream of

col | aborati ve design events, overl apping, intertw ning, of
various sizes and significance. Sonme events are for the
pur pose of creating shared vision and strategy, others for
nmore tactical purposes, sonme even to build final product
nodel s.

During these col |l aborative design events, staff roles are
intended to facilitate the work, i.e., nmake it easier and
include the followng: lead facilitation, process
facilitation, facilitation fromthe mddle of the room
scri bing, videotaping, wall copying, witing, docunenting,
| ap scribing, nusic facilitation, etc.

Qut si de of these design events, the facilitation includes
such activities as: using various nodels to discover bl ocks
and renove them observing group process, identifying

bl ocks and renoving them practicing discerning and working
with group energy, devel oping resource materials on

t eamnor k, synergy, high-performance, etc., devel oping

i nformati on packets to guide others in the best use of the
Center and its tools, managi ng information as a continuous
cycling process, docunenting an event or process,

i npl enmenti ng or managi ng feedback systens, finding and

st udyi ng books/articles about process facilitation,
maintaining a library of sanple docunentations as a
reference to show clients, maintaining a library of

tenpl ates and instructions in their use, creating indexes
to key ideas and concepts from past projects and design



events, developing toolkits for self-docunentation,
practicing graphic skills, setting up a file of exanples of
good graphi c design, devel oping training for diagranm ng,
fl ow charting, using graphics to communicate, etc.

Wen there are no events scheduled in the Center, the staff
is heavily involved in generating know edge in the form of
a constant stream of products, including: work products,
reports, newsletters, knowl edge walls, “one page abouts,”
executive sumaries, nulti-nmedia presentations, other Kkinds
of presentations, nodels, readings, synopses and/or
summari es, web pages, scenarios, white papers, weak signa
research, files of collected readings, article and book
synopses, databases, predictions, maps, know edge nmaps,
project maps, graphic illustrations, etc.

The intent is to generate useful know edge and di scover new
patterns through discovering, chunking, |inking and
synt hesi zi ng i nformati on.

Topics for the above products vary dependi ng on current
Center projects and the personal interests of the various
know edge workers on the staff, but typically includes the
follow ng: specific topics related to current events and
sub-projects, futurist predictions, technol ogy, change
managenent, group process, whol e systens, conpetition,

mar kets, trends, how people | earn, organizational theory,
custoners, |eading edge theory, etc.

O her activities include finding and addi ng new materi al s
to the library, including books and CDs; tracking
docunent ati on and product distribution; mning historical
docunentation or ideas and follow t hrough opportunities;
managi ng the storage and distribution of docunentation and
vari ous work products.

Educational activities are intended to increase the
capacity of the organization to generate and apply

know edge, i.e., take effective action. Typical staff
support in this area include activities such as collecting
rel evant articles or sections of books and synthesi zi ng

t hese works to make them useful, making |earning part of

all work, learning and practicing using the Experiential
Educati on nodel, |earning about cognitive styles and ot her
educati onal nodels, devel opi ng personal short and long term
educational goals, form ng study/learning groups, exploring
topics of interest, building collections of articles and



engaging with others to discuss and apply | essons | earned,
teachi ng specific skills to others, coaching others

per formance, exploring higher |evel concepts with others,
engagi ng in reqgul ar feedback activities, especially
debriefing sessions, discovering and honi ng personal

| earning skills and strategies, devel opi ng weak si gnal
reports on | earning concepts such as organi zati onal

| earning, accelerated |learning, etc., creating a | oose-| eaf
not ebook to docunent |earning, journaling, recruiting
others to conduct short |earning sessions, organizing
and/or |eading lunchtinme sem nars, devel oping and offering
wor kshops.

Regardi ng environment, typical staff activities include
visiting other project and know edge managenment centers,
expl oring how new tools should/can be integrated with
existing tools and systens, diagranm ng the types of
interactions that occur and expl oring how the space
facilitates or hinders these interactions, maintaining
tools and furniture, consistently and continually
refreshing the space, studying the netaphysical basis of
envi ronnment, studying books and articles on how space
affects us, studying and applying architectural principles,
fen shui, etc., setting and maintaining standards of care
for the Center, setting up display walls, maintaining
inventories, establishing conversation walls, devel oping
and mai ntaining a scheduling system devel oping information
packets about using the space and tools effectively,

mai ntai ning a reference source to docunent successful

envi ronment configurations, |earning about nusic and
consciously applying nusic to facilitate work, docunenting
what wor ks, establishing and inplenmenting mai ntenance
schedul es, scanning for new tools that would help
facilitate the work, etc.

Technol ogi cal systens shoul d support the work w thout
intruding. This requires consistent investnent in

mai ntai ning systens and skills. Typical staff activities
in this area include | earning new software prograns,
learning to create nulti-nedia presentations, building
dat abases, studying the application of expert systens,
artificial intelligence, etc., becomng proficient with
nmodel i ng and sinmul ati on software, devel opi ng procedures,
devel opi ng networ ks of conmuni cation, pronoting connected
centers in other parts of the organization, continual

mai nt enance, continual scanning for and | earni ng about new
t echnol ogi es, etc.



Typical staff activities in the area of project managenent

i ncl ude building display walls, establishing and

mai nt ai ni ng comruni cati on and feedback processes,
translating plans into visual formats, devel opi ng trainings
and educational materials on systens, feedback, etc.,
foll ow ng up on plans, devel oping tools and techni cal
systens to support project tracking, |earning and using
proj ect managenent software, devel oping criteria,
checklists, tinetables, reporting procedures, etc.,
managi ng i nformati on throughout system devel oping scenario
materials that support or chall enge project/strategy
assunptions, devel opi ng project spec sheets, studying
current projects to see what works and what doesn’t, then
synt hesi zi ng and publishing a report, etc.

O her staff activities include: devel opi ng a network of
transiti on managers, studying nodels of organizational
change, conducting an operations audit, nmarketing the
Center’s services throughout and outside of the

organi zati on, managi ng the Center as a profit center,
supporting co-ventures, devel oping an inventory of ideas
that haven’t been used and making it avail abl e, |ooking for
ways to recycle and | everage resources, “grow ng” the
Center’s capacity by “recruiting” and training potenti al
knowl edge workers from throughout the organization,

devel opi ng educational prograns on global trends and
concerns, the changi ng econony, etc.
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In response to Scruffy’s vs. Neats from Gray Sout hon

| would |ike to put Know edge Managenment in the context of
a bit history representing experience in how we understand
our world. People have been interpreting things in many
different ways in order to nmake sense of things and be able
to control them One area in which we have been very
successful is in the physical realm where we have been
able to identify many clearly definable factors (e.gqg.

force, mass, energy etc.) and establish definite

rel ati onshi ps between them Were we have not been so
successful is in the social realm where the factors that
we identify are usually very conplex m xtures of many ot her
factors (things such as value, truth, justice, humanity etc
etc.).



Thi s has not stopped many people fromtrying to treat these
social factors as if they were clearly definable, and try
to establish the relationshi ps between them One exanple
was Brooks, who tried to define a basic formula of
information science to represent the inpact that

i nformati on, has on know edge.

Hs formula was K[S] + dI = K[ S+dS]
where d = the Geek letter Delta

The basic insight that information created in change in a
person's know edge was very inportant, but his fornmula was
usel ess, no-matter how many tines it was expl ai ned and

nmodi fied. Mathematical forrmulation is incapable of
representing the uncertainty and conplexity inherent in the
basic terns.

Vell - how do we deal with these issues? | suggest that we
need a close interaction between the action people
(practitioners) - who get things done and the contenpl ators
(e.g. academ cs), who think how things Iink together. The
action people cone up with the experience, and the

contenpl ators gui de the devel opnent and extension of these
|l essons. It is only in close interaction between these that
we can nove forward. TQOM was an exanpl e of a systemt hat
was dom nated by practitioners with inadequate
contenpl ati on. Managenent science was the other way around
- lots of contenplation, but it did not really work, except
in avery limted sense.

The interesting thing is that know edge managenent has cone
frommany different practitioners - which gives ne great
confidence inits validity. However, it represents a rather
confusing set of ideas and | hope that academ cs such as
nyself can play a role in refining the ideas and hel ping
nmore people to nmake use of them effectively.

There are many other issues to be considered such as the
rel ati onshi p between the managers, practitioners and
consultants, technol ogy and the people etc. but perhaps
| ater.

Gray Sout hon

Seni or Lecturer in Know edge Managenent
Department of Information Studies

Uni versity of Technol ogy, Sydney, Australia



Ph 02 9514 2724, nobile 0414 295 328

Fax 02 9514 2723

emai | Gay. Sout hon@it s. edu. au, web page
http://ww. ozemai | . com au/ ~gsout hon/

Knowl edge Managenent Wb Page:

http://ww. uts. edu. au/ fac/ hss/ Depart nents/ DI S/ km
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Know edge Codi fication
by Hol ger Nohr

I n many conpanies there is a |lack of transparency of
conpany w de know edge. Val uabl e know edge is often not
used because people don't know that it exist. Because of
that an inportant elenment in nost know edge nanagenent
prograns is the identification of personal and

or gani zati onal know edge. Know edge identification results
in better transparency of what is known. Transparency is a
prerequisite to share know edge and so e.g. to save tine
and noney in product devel opnent processes.

To identify know edge it is necessary to create a codified
and organi zed formof it. Know edge codification is the
representati on of know edge such that it can be accessed by
each nenber of an organi zation. To access know edge it nust
be organized in a structure which is nmeaningful to the

sear chers.

An excellent way to codify knowl edge is to visualize it.

Vi sual i zi ng knowl edge of an organi zation | eads to know edge
maps (see knowl dgWORKS News, Vol unme 1 Nunber 5). To define
what know edge maps are isn't an easy task, because

di fferent organizations build themusing different nanes,
in different ways and to fit different requirenments. In
easy words know edge maps are straightforward directories
poi nti ng peopl e who need access to know edge to the

| ocations where it can be found. Usually, such maps
recogni ze both explicit and tacit know edge - that

is, knowl edge that has been captured in docunments and

dat abases, and know edge that resides only in the heads of
experts. They contain internally know edge and often
externally as well. Let's assune that e.g. the expertise of
your conpany exist in the people's head. Than you have to
create a map that points out the experts to answer a given



question. If know edge about the devel opnent of new
products is of strategic relevance to your business create
a map of this processes. The latter e.g. was the approach
of the know edge managenent program at pharnaceuti cal
conpany Hof f mann- LaRoche. Knowl edge m ght be enbedded in
docunents, files, databases, directories, conpetencies,
experiences, processes or relationships. It can be explicit
or tacit, formal or informal, internal or external, it can
be permanently or epheneral. "Wat know edge is inportant
to do your conpanies work?" is the starting question of
each know edge mappi ng project.

The creation of knowl edge maps isn't an information
technol ogy project mainly! First of all it is a project of
anal yzi ng and systenmati zi ng know edge resources and

know edge driven processes. To identify inportant know edge
and know edge- based processes in your conpany is the
starting point of each know edge codification project. The
i npl enentation step requires no invention of new software

t echnol ogy. Many useful know edge managenent tools are on
the market today. From Lotus Notes as a platformto
speci fi c know edge nanagenent tools as Know edgeX,

DOCSFul crum or POLYGON as integrated software systens for
different tasks. POLYGON e.g. is a tool for the visua
representation of know edge itens and the rel ationships
between them Its visualization approach gives users both
the content and context infornmation they need to nmake
information relevant to their tasks. DOCSFul cram offers
gateways to file servers, databases, groupware, intra-
/internet and docunent managenent systens. It enabl es users
to group know edge itenms on individual requirenents in a
know edge nap.

Know edge cartographers should pay attention to how

know edge is categorized. In a data warehouse project at
Lawson Mardon (Singen, Germany) e.g. the critical success
factor was to define the internal term nology of the
conpany. The understanding of what is neant by the term
"order situation" can be different in the sal es departnent
and in the departnment of production. Mreover Carol

Hi | debrand (C1 O July 1995) points out that "if information
is not where users expect it to be, they'|ll be loath to
use the map." Know edge codification and organi zati on

requi res a common understandi ng of what is neant when using
a specific term Thesauri are know edge managenent tools
for define and control the term nol ogy of a conpany. They



e.g. include terns to descri be processes, products or
qualifications.

In addition to the guiding function know edge maps al so
support the identification of know edge gaps in a conpany.
If the maps stated the strategi c knowl edge your conpany
must known they al so pointing out know edge not yet

| earned. Not collecting and storing but using know edge is
the aim Know edge maps have to be integrated in know edge
managenent tools such as intranets, workflow managenent
systens or G oupWare to support working processes.

Prof. Hol ger Nohr

Prof essor for Information Managenent

Uni versity of Applied Sciences Stuttgart
emai | : nohr @bi-stuttgart. de
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Prof. Hol ger Nohr

Hochschul e fuer Bibliotheks- und Informationswesen
St udi engang | nf or mat i onsmanagenent

Wl franmstr. 32, D-70191 Stuttgart

Tel . (0711) 2 57 06-30

E- Mai | nohr @bi -stuttgart. de
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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@ i sts. webval ence. com

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

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

Next week’s issue: “Eating Qur Om Dog Food.”

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