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1.
What is K-Management?

Knowledge management or K-management is the name of a concept in which an enterprise consciously and comprehensively gathers, organizes, shares, and analyses its knowledge in terms of resources, documents, and people skills. In early 1998, it was believed that few enterprises actually had a comprehensive knowledge management practice (by any name) in operation. Advances in technology and the way we access and share information has changed that; many enterprises now have some kind of knowledge management framework in place. 

Knowledge management involves data mining and some method of operation to push information to users. Some vendors are offering products to help an enterprise inventory and access knowledge resources. IBM's Lotus Discovery Server and K-Station, for example, are products advertised as providing the ability to organize and locate relevant content and expertise required to address specific business tasks and projects. They are said to be able to analyse the relationships between content, people, topics, and activity, and produce a knowledge map report. 

Through above discussion you had heard of data mining but what is data mining?. Now, data mining is sorting through data to identify patterns and establish relationships. Data mining parameters include: 

· Association - looking for patterns where one event is connected to another event 

· Sequence or path analysis - looking for patterns where one event leads to another later event 

· Classification - looking for new patterns (May result in a change in the way the data is organized but that's ok) 

· Clustering - finding and visually documenting groups of facts not previously known 

· Forecasting - discovering patterns in data that can lead to reasonable predictions about the future 

Data mining techniques are used in mathematics, cybernetics, and genetics. For example, web mining, a type of data mining used in customer relationship management (CRM), takes advantage of the huge amount of information gathered by a Web site to look for patterns in user behaviour.

2.
It seems to me that the goal of knowledge management is to change knowledge into information. It is possible to manage knowledge, and it is possible to use information. I have no problem with the ideas of knowledge management and in fact, I kind of like them. However, I am still trying to wrap my head around this intersection of knowledge, information, learning, and instruction. I see them together complimenting each other, but I am working on how to produce clarity at this intersection.
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The question is how do you turn the knowledge into information via learning?

One of the first rules of working in knowledge management is that you must have a workable definition of what knowledge is. Knowledge for me is the things that are known which are stored in people’s heads, not written down or stored on computer that is when it becomes information and is subject to information management.

Minsky suggests that when you hear a story certain words or phrases resonate with your past experience and the relevant frames are excited and brought into focus. This is the point in a conversation where people chip in with their experiences or thoughts. In a presentation this is where you start to think that’s a good idea or I remember something similar myself.

As the story unfolds against your own backdrop of frames, any new knowledge or ideas it may provoke are attached to all the currently excited frames. As these frames are then stored back in your memory they take the new story with them.

Excite any of these frames later in conversation and the story comes to mind. 

Now consider how difficult the proposal to ‘manage knowledge’ is when you think of the very different experience and therefore frames, which exist in our staff. 

There is one example about an encounter between the son and daughter. Where it’s involve the process of changing knowledge into information. 

When his brother-in-law phoned to say that he had seen a dead badger by the side of the road near his house in the North East of England. He asked if he should inform anyone and the father suggested he phone our Northumbria team just in case someone was monitoring road-kill animals.

The daughter on hearing this asked “so what does a badger look like” and the father said “ you know, it’s black and white, quite large, a bit like a bear”, “Oh yes” she said “ I know the one”. It was a couple of days later when she sheepishly admitted that she had actually pictured a panda lying in the roadside. The father transfer of knowledge had failed to resonate with a frame of hers concerning badgers but brought up the much more exciting/disturbing prospect of driving into a panda on your way home.

There is some more exciting example that we can share. A philosophy professor stood before his class and had some items in front of him. When the class began, wordlessly he picked up a large empty mayonnaise jar and proceeded to fill it with rocks, rocks about 2" in diameter. He then asked the students if the jar was full?

They agreed that it was.

So the professor then picked up a box of pebbles and poured them into the jar. He shook the jar lightly. The pebbles, of course, rolled into the open areas between the rocks. He then asked the students again if the jar was full.

They agreed it was. The students laughed.

The professor picked up a box of sand and poured it into the jar. Of course, the sand filled up everything else. "Now," said the professor, "I want you to recognise that this is your life. The rocks are the important things - your family, your partner, your
health, your children - things that if everything else was lost and only they remained, your life would still be full. The pebbles are the other things that matter like your job, your house, your car. The sand is everything else, the small stuff. If you put the sand into the jar first, there is no room for the pebbles or the rocks. The same goes for your life.

If you spend all your time and energy on the small stuff,
you will never have room for the things that are important to you. Pay attention to the things that are critical to your happiness. Play with your children. Take time to get medical checkups. Take your partner out dancing. There will always be time to go to work, clean the house, give a dinner party and fix the disposal. Take care of the rocks first - the things that really matter. Set your priorities. The rest is just sand."

But then...
A student then took the jar, which the other students and the professor agreed was full, and proceeded to pour in a glass of real ale. Of course the real ale filled the remaining spaces within the jar making the jar truly full.

The moral of this tale is:-
No matter how full your life is, there is always room for REAL ALE

Enough with the k-management in a real life, we looks at its in the aspect of information technology. In information technology, knowledge is, to an enterprise or an individual, the possession of information or the ability to quickly locate it. This is essentially what Samuel Johnson, compiler of the first comprehensive English dictionary, said when he wrote that: 

"Knowledge is of two kinds: we know a subject ourselves, or we know where we can find information upon it." 

In the context of the business enterprise or the personal computer user, knowledge tends to connote possession of experienced "know-how" as well as possession of factual information or where to get it. Enterprises have recently begun to treat their accumulated knowledge as an asset and to develop knowledge management plans and applications. A new kind of application, called data mining, attempts to develop knowledge from a company's accumulated business transactions and other data. 

In philosophy, the theory of knowledge is called epistemology and deals with such questions as how much knowledge comes from experience or from innate reasoning ability; whether knowledge needs to be believed or can simply be used; and how knowledge changes as new ideas about the same set of facts arise. 


3. K-management is synonym with the knowledge worker. Please explain more on what do you understand about the knowledge worker?
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A knowledge worker is anyone who works for a living at the tasks of developing or using knowledge. For example, a knowledge worker might be someone who works at any of the tasks of planning, acquiring, searching, analysing, organizing, storing, programming, distributing, marketing, or otherwise contributing to the transformation and commerce of information and those (often the same people) who work at using the knowledge so produced. A term first used by Peter Drucker in his 1959 book, Landmarks of Tomorrow, the knowledge worker includes those in the information technology fields, such as programmers, systems analysts, technical writers, academic professionals, researchers, and so forth. The term is also frequently used to include people outside of information technology, such as lawyers, teachers, scientists of all kinds, and also students of all kinds. 

There is a range of ideas about what a ‘knowledge worker’ is and what characterizes them. Some examples are:

"The term "knowledge worker" was coined by Peter Drucker some thirty years ago to describe someone who adds value by processing existing information to create new information which could be used to define and solve problems. Examples of knowledge workers include lawyers, doctors, diplomats, law makers, marketers, software developers, managers and bankers…" Where the rubber meets the road. 
"Knowledge workers use their intellect to convert their ideas into products, services, or processes."



 "Their main value to an organization is their ability to gather and analyze information and make decisions that will benefit the company. They are able to work collaboratively with and learn from each other; they are willing to take risks, expecting to learn from their mistakes rather than be criticized for them."



 "Knowledge workers are continually learning, aware that knowledge has a limited shelf life."


"So what is a knowledge worker? 

· A problem solver versus a production worker; 

· A person who uses intellectual rather than manual skills to earn a living; 

· An individual who requires a high level of autonomy; 

· A manipulator of symbols; someone paid for quality of judgment rather than speed of work; 

· A worker who uses unique processes; 

· Someone who possesses un-codified knowledge which is difficult to duplicate; 

· A worker who sources between his ears; 

· Someone who uses knowledge and information to add to deeper knowledge and information." Herding knowledge workers? 
"... fewer and fewer people are subordinates - even in fairly low-level jobs. Increasingly they are knowledge workers. Knowledge workers cannot be managed as subordinates; they are associates… This difference is more than cosmetic. Once beyond the apprentice stage, knowledge workers must know more about their job than their boss does - or what good are they? The very definition of a knowledge worker is one who knows more about his or her job than anyone else in the organization."

"The vice president of marketing may have come up the sales route and know a great deal about selling. But he knows little about market research, pricing, packaging, service, sales forecasting. The marketing vice president therefore cannot possibly tell the experts in the marketing department what they should be doing. In that sense, they are associates, not subordinates. The same is true for the hospital administrator or the hospital's medical director with respect to the trained knowledge workers in the clinical laboratory or in physical therapy."

"What motivates workers - especially knowledge workers - is what motivates volunteers. Volunteers, we know, have to get more satisfaction from their work than paid employees precisely because they do not get a paycheck. They need, above all, challenge. They need to know the organization's mission and to believe in it. They need continuous training. They need to see results. Implicit in this is that employees have to be managed as associates, partners-and not in name only. The definition of a partnership is that all partners are equal." 

"The productivity of the knowledge worker is still abysmally low. It has probably not improved in the past 100 or even 200 years-for the simple reason that nobody has worked at improving the productivity. All our work on productivity has been on the productivity of the manual worker…The way one maximizes their performance is by capitalizing on their strengths and their knowledge rather than trying to force them into molds." Management’s new paradigms. 


Two main types of knowledge worker
From a practical perspective, it can be useful to consider two distinct types of knowledge worker, namely ‘core knowledge workers’ and ‘everyone else’.

Core knowledge workers are those in specific ‘knowledge management’ roles. Examples include Chief Information/Knowledge Officers, Knowledge Managers, Librarians, Content Managers, Information Officers, Knowledge Analysts, etc.

‘Everyone else’ constitutes all the other knowledge workers – doctors, nurses, dentists, pharmacists, managers, technicians, administrators, etc. In short, everyone in the NHS engaged in some form of ‘knowledge work’.

Of course there is not always a clear dividing line between the two, but the distinction can be a useful one when starting out. It can be particularly useful in helping people to understand that everyone is a knowledge worker to some degree, and knowledge work is everyone’s responsibility, not just that of a few people with ‘information’ or ‘knowledge’ in their job title.
4.
Empowering a knowledge worker is a must in K-management and it becomes the challenges to the organization. Explain about the empowering the knowledge worker?
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Government processes are not normally re-nowned for speed. Tax rebates and planning permissions, for example, gradually filter through the machine. If someone complains, frontline employees may try to be helpful, but there is often little they can do to expedite the matter due to the way the processes are designed. 

But times are changing. 

In the Digital Age, the potent combination of technology and knowledge management (KM) makes it possible to place the right information in the hands of the right people at the right time, regardless of the device. The result? Government organizations and their employees are empowered to act, able to take full responsibility for their own spheres of influence. 

This new breed of employee is termed the knowledge worker. The label applies to anyone whose fundamental task is analyzing and manipulating information. 

"Compared to five years ago, we can now put 100 times the amount of data into the hands of frontline workers," said Andy Campbell, senior vice president of the Applied Knowledge Group Inc. <www.akgroup.com>, a Certified Microsoft Solution Partner in Reston, Va. "To make this work, however, you have to empower your employees to make decisions based on this data by improving internal business processes, removing delays and aligning the organizational culture." 

Middle Management Shift 
Traditionally, agency data resided in isolated stovepipes, largely unavailable to the average employee. Custodians -- individuals that completely understood the system and mined it effectively to provide middle managers with information -- oversaw these knowledge repositories. Middle managers, in turn, filtered this information, supervised subordinates in carrying out their functions and acted as approval authorities. 

While this process performed adequately for decades, it is too slow and inefficient for today’s world. Information trapped in disparate databases means that knowledge workers are severely hampered in the performance of their duties. No matter how much they want to help someone or speed processes, their efforts will be thwarted. 

At the same time, however, legacy applications cannot be simply abandoned. Apart from the monumental migration headache this would present, modern standards such as XML and the tools of the Microsoft .NET platform make it possible to leverage older systems by making their databases available over the Web. Using such technologies within a knowledge management framework, it is possible for government entities to establish comprehensive business-to-employee (B2E) portals that provide meaningful data to knowledge workers. 

"The need for employees to find information to make decisions has driven the need to have all relevant information made available in a secure framework," said Andrew Warzecha, an e-business analyst at the META Group. "Business-to-employee portals, properly deployed, provide critical self-service components for employees, capable of driving significant competitive advantage (e.g., multilevel efficiency gains, best-practice use, job satisfaction, team collaboration) over traditional information- oriented intranets." 

He predicts that by 2005, B2E portals will have become the standard user interface for government and corporations. Such portals are Web based and integrate seamlessly with collaborative tools (e-mail, chat, video conferencing) as well as business intelligence and data warehousing technologies. That way, large sets of information can be aggregated, analyzed and transformed, enabling data to be presented to the knowledge worker in a usable form. 

But technology is only one facet of any KM solution. Technology tools, perhaps one-third of the total package, form a delicate balancing act with cultural and procedural issues: 

Technology 
Each organization presents a different mixture of platforms and systems. Rather than scrapping everything and starting again, legacy systems must be harnessed in any project, supplemented by proven, off-the-shelf tools. 

Process 
Every effort must be made to marry KM initiatives with government processes. If a system is being implemented to improve service, it must be done in full cognizance of the process side by either integrating it completely with existing processes or taking advantage of new processes that have been introduced and grooved in. 

Culture 
One of the biggest barriers to knowledge management is the mindset of the organization where it is being introduced. While technology can easily facilitate collaboration, unless there is an incentive to share information and unless organizational processes support it, it wont be effective. 

"You must implement technology within the capability of the organization to absorb it," said Campbell. "There is an art to implementing the proper technology and the correct size of project so that people see immediate benefits and get behind it. Otherwise, you risk shocking the system with too much change and creating widespread resistance." 

Campbell recommends a cultural audit of the organization to determine how it is arranged hierarchically, what built-in controls over the data exist, what change programs are in operation, and lastly, its inherent management philosophy. Once understood, and a sensible implementation project is designed, knowledge management has a far greater chance of adding true value to any agency. 

Thought Speed 
In keeping with this approach, Microsoft has formed close partnerships with systems integrators and developers who understand knowledge management processes in government. These groups work daily with agencies at all levels and are uniquely positioned to tailor KM technology and procedures to the actual needs of the knowledge worker. Strategic partnerships also create an invaluable feedback loop to continually evolve software to closely match the needs of end users. 

Eventually, whether using a desktop, a PDA or cell phone, government knowledge workers will have instant access to the data they need to serve the public as well as each other. The result will be government bodies that can operate at the pace the Digital Age demands -- at the speed of thought.

5.
Tourism ranks as one of the most important generators of outside income in Malaysia besides construction and industrial production. The emerging needs of tourist destination as such as National Park need a very effective management in order to maintain the resources and at the same times generate income. Familiarize yourself with the term sustainable development. We know that Malaysia offer a very wide range of Nature tourism. K-management consideration can be one of the alternatives to ensure the sustainable management of the National Park in Malaysia. As one of the manager of the Park can you please elaborate more about k-management consideration in National park?


Beginning with the establishment of Yellowstone National Park in 1872, areas administered by the National Park Service have grown in size and complexity. They range from large wilderness areas in the West and Alaska, to historic areas predominantly in the East, to complex urban parks in New York and San Francisco, to cooperatively managed areas in urban and suburban regions of the country. A common thread in today’s nontraditional management spectrum is the involvement of the Secretary of the Interior and in many cases, the Director of the National Park Service.

Over the last two decades, Congress has created a number of nontraditional areas, including (1) Affiliated Areas, which are not part of the National Park Service but have NPS assistance; (2) National Heritage areas, which are not part of the National Park Service but have NPS assistance while being managed by various partnerships; (3) Wild & Scenic Rivers, which are managed by federal agencies including the NPS; and (4) the National Trail System, managed by federal or state agencies. There are four examples of National Heritage Corridors that are Affiliated Areas of the NPS: Illinois & Michigan Canal, Illinois; Delaware River Valley, Pennsylvania, and the Blackstone River Valley, Massachusetts, all managed by federal commissions; and the Quinebaug and Shetucket River Valley, Connecticut, which is managed by a nonprofit organization.

 The structural organization of the National Heritage areas might be adapted to the National Park in Malaysia. In such partnership structures, the key to success is the clear definition of responsibilities and duties. In the Blackstone River Valley National Heritage Corridor, for example, the legislation that created the Heritage Corridor provided for partnerships between two states and their many agencies, 20 local governments, the National Park Service and other federal agencies, and many of the Valley’s business and civic organizations. A congressionally authorized commission coordinates all these. 

The organizational structure for the Blackstone River Corridor incorporates these provisions:

The Commission

· Defines roles  

· Sets clear goals  

· Formulates effective cooperation among those involved  

· Conducts fund-raising campaigns from governments and private sources 

· Provides professional expertise

The Federal Government (National Park Service)

· Prepares and implements the management plan

· Provides interpretive services  

· Sets consistent standards  

· Includes base funding within regular NPS appropriations  

· Provides expertise in management  

· Provides expertise in preservation, restoration, interpretation and education  

· Provides expertise in resource protection outside the boundaries  

· Acquires funding through the Land & Water Conservation Fund.
  

The State Governments

· Provide leadership and preliminary planning

· Serve on the Commission

· Collaborate across state lines with similar state agencies

· Work with the Commission to assist in information, technical assistance, program funding and award grants  

Local Governments

· Provide local planning to support the project 

· Develop zoning and initiatives to support the project

· Inform the Commission of important issues

Business, Industry and Labor

· Partnership with individual businesses and private sector, such as the Chambers of Commerce and Tourism Councils.

These interrelationships demonstrate the high degree of complexity needed to manage the National park in Malaysia. The willingness to participate and the commitment to the concept of a partnership area are formalized by a series of cooperative agreements with the participants. The important issue here is everybody must be involved in sustained the national park and it would not work if there were some irresponsible people intently demolished and hurt the harmless nature surrounds them. In k-management knowledge or information is very important. Frequent research must be done. 

Sustainable tourism can similarly only be assured if it is based on adequate, well-designed and appropriate research and monitoring. However, it appears that, at least in Malaysia, much of the current research, monitoring and survey work into ecotourism and nature-based tourism is done on an ad hoc basis, if at all. 
i. Nature-based tourism research and information requirements, as suggested by various people, includes:
ii. Basic information on the size, economic contribution and impacts of the tourist industry; 
iii. Better profiles of the desires, expectations and needs of tourists seeking an experience based on native plants and animals; 

iv. Information on the natural species which are the bases of much nature-based tourism - by region and ecosystem type; 

v. Potential demand for expansion of nature-based tourism; 
vi. More-comprehensive information on where and what is provided for nature-based tourists and ecotourists in Victoria and how well this matches demand; 

vii. The nature and degree of the environmental impact of tourists, and an understanding of which tourist activities relate to which impacts; 
viii. Least-cost ways to avoid, control or mitigate degradation; 
ix. Sustainable levels of use in different environments and maximum carrying capacity for tourist activities, determined using a system that has been shown to be appropriate for Victorian conditions; and
x. Economic data and analyses to underpin planning and management of tourism - including identification of effective ways to ensure that economic benefits are used in the local economy and to maintain the resource. 

BONUS TRACK!

Knowledge Management—Emerging Perspectives

Gene Bellinger, OutSights
Yes, knowledge management is the hottest subject of the day. The question is: what is this activity called knowledge management, and why is it so important to each and every one of us? The following writings, articles, and links offer some emerging perspectives in response to these questions. As you read on, you can determine whether it all makes any sense or not.
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Developing a Context

Like water, this rising tide of data can be viewed as an abundant, vital and necessary resource. With enough preparation, we should be able to tap into that reservoir -- and ride the wave -- by utilizing new ways to channel raw data into meaningful information. That information, in turn, can then become the knowledge that leads to wisdom. Les Alberthal[alb95]

Before attempting to address the question of knowledge management, it's probably appropriate to develop some perspective regarding just what this stuff called knowledge, which there seems to be such a desire to manage, really is. Consider this observation made by Neil Fleming[fle96] as a basis for thought relating to the following diagram.

· A collection of data is not information. 

· A collection of information is not knowledge. 

· A collection of knowledge is not wisdom. 

· A collection of wisdom is not truth. 

The idea is that information, knowledge, and wisdom are more than simply collections. Rather, the whole represents more than the sum of its parts and has a synergy of its own.

We begin with data, which is just a meaningless point in space and time, without reference to either space or time. It is like an event out of context, a letter out of context, a word out of context. The key concept here being "out of context." And, since it is out of context, it is without a meaningful relation to anything else. When we encounter a piece of data, if it gets our attention at all, our first action is usually to attempt to find a way to attribute meaning to it. We do this by associating it with other things. If I see the number 5, I can immediately associate it with cardinal numbers and relate it to being greater than 4 and less than 6, whether this was implied by this particular instance or not. If I see a single word, such as "time," there is a tendency to immediately form associations with previous contexts within which I have found "time" to be meaningful. This might be, "being on time," "a stitch in time saves nine," "time never stops," etc. The implication here is that when there is no context, there is little or no meaning. So, we create context but, more often than not, that context is somewhat akin to conjecture, yet it fabricates meaning.

That a collection of data is not information, as Neil indicated, implies that a collection of data for which there is no relation between the pieces of data is not information. The pieces of data may represent information, yet whether or not it is information depends on the understanding of the one perceiving the data. I would also tend to say that it depends on the knowledge of the interpreter, but I'm probably getting ahead of myself, since I haven't defined knowledge. What I will say at this point is that the extent of my understanding of the collection of data is dependent on the associations I am able to discern within the collection. And, the associations I am able to discern are dependent on all the associations I have ever been able to realize in the past. Information is quite simply an understanding of the relationships between pieces of data, or between pieces of data and other information.

While information entails an understanding of the relations between data, it generally does not provide a foundation for why the data is what it is, nor an indication as to how the data is likely to change over time. Information has a tendency to be relatively static in time and linear in nature. Information is a relationship between data and, quite simply, is what it is, with great dependence on context for its meaning and with little implication for the future.

Beyond relation there is pattern[bat88], where pattern is more than simply a relation of relations. Pattern embodies both a consistency and completeness of relations which, to an extent, creates its own context. Pattern also serves as an Archetype[sen90] with both an implied repeatability and predictability.

When a pattern relation exists amidst the data and information, the pattern has the potential to represent knowledge. It only becomes knowledge, however, when one is able to realize and understand the patterns and their implications. The patterns representing knowledge have a tendency to be more self-contextualizing. That is, the pattern tends, to a great extent, to create its own context rather than being context dependent to the same extent that information is. A pattern which represents knowledge also provides, when the pattern is understood, a high level of reliability or predictability as to how the pattern will evolve over time, for patterns are seldom static. Patterns which represent knowledge have a completeness to them that information simply does not contain.

Wisdom arises when one understands the foundational principles responsible for the patterns representing knowledge being what they are. And wisdom, even more so than knowledge, tends to create its own context. I have a preference for referring to these foundational principles as eternal truths, yet I find people have a tendency to be somewhat uncomfortable with this labeling. These foundational principles are universal and completely context independent. Of course, this last statement is sort of a redundant word game, for if the principle was context dependent, then it couldn't be universally true, now could it?

So, in summary the following associations can reasonably be made:

· Information relates to description, definition, or perspective (what, who, when, where). 

· Knowledge comprises strategy, practice, method, or approach (how). 

· Wisdom embodies principle, insight, moral, or archetype (why). 

Now that I have categories I can get hold of, maybe I can figure out what can be managed.



An Example

This example uses a bank savings account to show how data, information, knowledge, and wisdom relate to the principal, interest rate, and interest.

Data: The numbers 100 or 5%, completely out of context, are just pieces of data. Interest, principal, and interest rate, out of context, are not much more than data as each has multiple meanings which are context dependent.

Information: If I establish a bank savings account as the basis for context, then interest, principal, and interest rate become meaningful in that context with specific interpretations.

· Principal is the amount of money, $100, in the savings account. 

· Interest rate, 5%, is the factor used by the bank to compute interest on the principal. 

Knowledge: If I put $100 in my savings account, and the bank pays 5% interest yearly, then at the end of one year the bank will compute the interest of $5 and add it to my principal and I will have $105 in the bank. This pattern represents knowledge, which, 


when I understand it, allows me to understand how the pattern will evolve over time and the results it will produce. In understanding the pattern, I know, and what I know is knowledge. If I deposit more money in my account, I will earn more interest, while if I withdraw money from my account, I will earn less interest.

Wisdom: Getting wisdom out of this is a bit tricky, and is, in fact, founded in systems principles. The principle is that any action which produces a result which encourages more of the same action produces an emergent characteristic called growth. And, nothing grows forever for sooner or later growth runs into limits.

If one studied all the individual components of this pattern, which represents knowledge, they would never discover the emergent characteristic of growth. Only when the pattern connects, interacts, and evolves over time, does the principle exhibit the characteristic of growth.

Note: If the mechanics of this diagram are unfamiliar, you can find the basis in Systems Thinking Introduction[bel96] .

Now, if this knowledge is valid, why doesn't everyone simply become rich by putting money in a savings account and letting it grow? The answer has to do with the fact that the pattern described above is only a small part of a more elaborate pattern which operates over time. People don't get rich because they either don't put money in a savings account in the first place, or when they do, in time, they find things they need or want more than being rich, so they withdraw money. This depletes the principal and subsequently the interest they earn on that principal. Getting into this any deeper is more of a systems thinking exercise than is appropriate to pursue here.



A Continuum

Note that the sequence data -> information -> knowledge -> wisdom represents an emergent continuum. That is, although data is a discrete entity, the progression to information, to knowledge, and finally to wisdom does not occur in discrete stages of development. One progresses along the continuum as one's understanding develops. Everything is relative, and one can have partial understanding of the relations that represent information, partial understanding of the patterns that represent knowledge, and partial understanding of the principles which are the foundation of wisdom. As the partial understanding becomes more complete, one moves along the continuum toward the next phase.



Extending the Concept

We learn by connecting new information to patterns that we already understand. In doing so, we extend the patterns. So, in my effort to make sense of this continuum, I searched for something to connect it to that already made sense. And I related it to Csikszentmihalyi's interpretation of complexity.

Csikszentmihalyi[csi94] provides a definition of complexity based on the degree to which something is simultaneously differentiated and integrated. His point is that complexity evolves along a corridor and he provides some very interesting examples as to why complexity evolves. The diagram below indicates that what is more highly differentiated and integrated is more complex. While high levels of differentiation without integration, promote the complicated, that which is highly integrated, without differentiation, produces mundane. And it should be rather obvious from personal experience that we tend to avoid the complicated and are uninterested in the mundane. The complexity that exists between these two alternatives is the path we generally find most attractive.

What I found really interesting was the view that resulted when I dropped this diagram on top of the one at the beginning of this article. It seemed that "Integrated" and "Understanding" immediately correlated to each other. There was also a real awareness that "Context Independence" related to "Differentiated." Overall, the continuum of data to wisdom seemed to correlate exactly to Csikszentmihalyi's model of evolving complexity.

I now end up with a perception that wisdom is sort of simplified complexity.



Knowledge Management: Bah Humbug!

When I first became interested in knowledge as a concept, and then knowledge management, it was because of the connections I made between my system studies and the data, information, knowledge, and wisdom descriptions already stated. Saying that I became interested is a bit of an understatement as I'm generally either not interested or obsessed, and seldom anywhere in between. Then, after a couple months I managed to catch myself, with the help of Mike Davidson[dav96], as to the indirection I was pursuing.

I managed to survive the Formula Fifties, the Sensitive Sixties, the Strategic Seventies, and the Excellent Eighties to exist in the Nanosecond Nineties, and for a time I thought I was headed for the Learning Organizational Oh's of the next decade. The misdirection I was caught up in was a focus on Knowledge Management not as a means, but as an end in itself. Yes, knowledge management is important, and I'll address reasons why shortly. But knowledge management should simply be one of many cooperating means to an end, not the end in itself, unless your job turns out to be corporate knowledge management director or chief knowledge officer. I'm quite sure it will come to this, for in some ways we are predictably consistent.

I associate the cause of my indirection with the many companies I had been associated with in the past. These companies had pursued TQM or reengineering, not in support of what they were trying to accomplish, but as ends in themselves because they simply didn't know what they were really trying to accomplish. And, since they didn't know what they were really trying to accomplish, the misdirection was actually a relief, and pursued with a passion&SHY;&SHY;it just didn't get them anywhere in particular.

According to Mike Davidson[dav96], and I agree with him, what's really important is:

· Mission: What are we trying to accomplish? 

· Competition: How do we gain a competitive edge? 

· Performance: How do we deliver the results? 

· Change: How do we cope with change? 

As such, knowledge management, and everything else for that matter, is important only to the extent that it enhances an organization's ability and capacity to deal with, and develop in, these four dimensions.



The Value of Knowledge Management

In an organizational context, data represents facts or values of results, and relations between data and other relations have the capacity to represent information. Patterns of relations of data and information and other patterns have the capacity to represent knowledge. For the representation to be of any utility it must be understood, and when understood the representation is information or knowledge to the one that understands. Yet, what is the real value of information and knowledge, and what does it mean to manage it?

Without associations we have little chance of understanding anything. We understand things based on the associations we are able to discern. If someone says that sales started at $100,000 per quarter and have been rising 20% per quarter for the last four quarters, I am somewhat confident that sales are now about $207,000 per quarter. I am confident because I know what "rising 20% per quarter" means and I can do the math.

Yet, if someone asks what sales are apt to be next quarter, I would have to say, "It depends!" I would have to say this because although I have data and information, I have no knowledge. This is a trap that many fall into, because they don't understand that data doesn't predict trends of data. What predicts trends of data is the activity that is responsible for the data. To be able to estimate the sales for next quarter, I would need information about the competition, market size, extent of market saturation, current backlog, customer satisfaction levels associated with current product delivery, current production capacity, the extent of capacity utilization, and a whole host of other things. When I was able to amass sufficient data and information to form a complete pattern that I understood, I would have knowledge, and would then be somewhat comfortable estimating the sales for next quarter. Anything less would be just fantasy!

In this example what needs to be managed to create value is the data that defines past results, the data and information associated with the organization, it's market, it's customers, and it's competition, and the patterns which relate all these items to enable a reliable level of predictability of the future.What I would refer to as knowledge management would be the capture, retention, and reuse of the foundation for imparting an understanding of how all these pieces fit together and how to convey them meaningfully to some other person.

The value of Knowledge Management relates directly to the effectiveness[bel97a] with which the managed knowledge enables the members of the organization to deal with today's situations and effectively envision and create their future. Without on-demand access to managed knowledge, every situation is addressed based on what the individual or group brings to the situation with them. With on-demand access to managed knowledge, every situation is addressed with the sum total of everything anyone in the organization has ever learned about a situation of a similar nature. Which approach would you perceive would make a more effective organization?[bel97b]

And, if you think this is simply a fantasy, just drop by OutSights and consider the reality we're in the process of creating.
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