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TEST YOUR UNDERSTANDING

1. Select one definition of KM in Table 1.1 and explain the reason(s) for your choice.

Any definition is a candidate, because of one or more aspects of what KM has, is, or should be.  The commonality is listed on page 3; that is:

· Using accessible knowledge from outside sources

· Embedding and storing knowledge in business processes, products, and services

· Representing knowledge in databases and documents

· Promoting knowledge growth through the organization’s culture and incentives

· Transferring and sharing knowledge throughout the organization

· Assessing the value of knowledge assets and impact on a regular basis

Students should be encouraged to come up with a creative support of their choice of a KM definition.

2. KM involves people, technology, and processes in overlapping parts.  Explain the     KM concept.

The ideal organization is one where people exchange knowledge across functional areas of the business by using technology and established processes.  The exchange may be for policy formulation and strategy, for training and development, or for problem solving in teams.  None of the three areas can function independently of one another.

3. One unique indicator of KM in action is seeing people think ahead, not behind.  Do     you agree with this statement?  Explain why you agree or disagree.

Progress, advancement, and growth are future-oriented.  They require people to think ahead.  This ties to Figure 1.5.  See pages 7-8.

4. In what way is KM not about:

a. reengineering?

b. a discipline?

c. data?

d. knowledge capture?

a. KM is a mechanical shift from one stage of operation to a more efficient stage—not a one-shot drastic change in organizational processes to improve efficiency.  See page 7.

b. KM is another way to improve quality, profitability, and growth.

c. Data are facts without context.  KM is actionable information to create value.  See page 8.

d. Knowledge cannot be captured in its entirety, because of the implied human maturation over time that upgrades the quality and value of knowledge—especially tacit knowledge.  See page 9.

5. Distinguish between:

a. KM and intellectual capital

b. a champion and a manager

c. the Internet and an intranet

d. trust and knowledge sharing

a. KM is the process of capturing and making use of a company’s collective expertise anywhere in the business.  In contrast, intellectual capital is a company’s collective brainpower—a composite of experience, knowledge, information, and intellectual property (see pp. 5 and 28).

b. A champion is someone who, because of position, power, influence, or control secures the organization’s support of the new system from inception to deployment (see p. 236).  The goal is that you need a champion for a KM system to be adopted successfully.  In contrast to a champion who is future-oriented, a traditional manager is action-oriented, with a focus on the present (see p. 418).

c. The Internet is a system of computer networks on a global basis.  An intranet is a computer network within an organization with Internet feature that allows employees 24/7 interface with customers, suppliers, etc.  See pp. 19 and 28.

d. Trust is a feeling of confidence in another person or in a relationship.  Knowledge sharing implies trust; transferring human knowledge or specialized expertise with others for the common good of the organization.  See p. 28.

6. What factors justify the adoption of KM into an organization?


KM justification is detailed in Table 1.2.  Essentially, it includes:

a. Creates exponential benefits from the knowledge as people learn from it

b. Has a positive impact on business processes

c. Enables the organization to position itself for responding quickly to customers, creating new markets, developing new products, and dominating emergent technologies

d. Builds mutual trust between knowledge workers and management and facilitates cooperation in handling time-sensitive tasks

e. Builds better sensitivity to “brain drain”

f. Ensures successful partnering and core competencies with suppliers, vendors, customers, and other constituents

g. Shortens the learning curve

h. Enhances employee problem-solving capacity by providing access to compiled subjects, customer-reference, and resource files available either directly through the system or from CD-ROMs available to all offices

7. What oversights or pitfalls impede the introduction of KM into an organization?

a. Failing to modify the compensation system to reward people working as a team

b. Building a huge database that is supposed to cater to the entire company

c. Viewing KM as a technology or a human resources area

d. Placing too much emphasis on technology

e. Introducing KM into the organization via a simple project to minimize possible losses

f. Pursuing KM without being ready

g. Having poor leadership

8. Briefly explain the factors that triggered interest in KM

a. The pace of change has accelerated dramatically during the past decade

b. Globalization and geographic dispersion changed the organization’s scope

c. Downsizing and reengineering resulted in staff attrition and knowledge drain

d. Networking and data communications made it easier and faster to share knowledge

e. The increasing dominance of knowledge as a basis for improving efficiency and effectiveness triggered many companies to find the means for utilizing the knowledge they have gained from previous experience

9. The chapter explains several challenges in KM.  Select three challenges and     elaborate on each.

a. Explaining what KM is and how it can benefit a corporate environment.  Vendors must sell the integration of KM into the corporate culture, which comes from the top of the organization.

b. Evaluate the corporate core knowledge, by employee, by department, and by division.  In other words, we need to evaluate KM initiatives via the human and technological investment.

c. Learning how knowledge can be captured, processed, and acted on.  KM must allow an organization not only to “stockpile” information but to get at the history of how decisions were reached as well.

d. Addressing the collaboration factor.  It means looking into ways to help employees share documents and needed information.

e. Continue researching KM to improve and expand its current capabilities.  That is, organizations must act on what they learn and continually adapt to the dynamic environment to reap the benefits of KM initiatives

f. How to deal with tacit knowledge.  Organizational learning helps us deal with tacit knowledge.

10. How would one know that KM initiatives are taking place?


There are several indicators:

a. Employees throughout the organization sharing the best practices—through databases as well as through personal interactions

b. A knowledge center that promotes knowledge skills and facilitates knowledge flow for all employees to use in knowledge sharing

c. A fine-tuned intranet and groupware facilities to expedite information and knowledge flow at all times, regardless of time, distance, or location

d. Working knowledge teams from all departments or divisions, whose focus is identifying, developing, and promoting ways to apply KM throughout the organization

11. Summarize in your own words the history leading to today’s KM

KM dates back to Plato and Aristotle, although its modern-day understanding began in the 1960s.  During the 1990s, the onset of the Internet, the information superhighway, allowed KM to take off.  Quicker interaction and communications with fellow knowledge workers, whether one-on-one or as a group, made it all possible.

12. How does the Internet contribute to the use of KM in organizations?

a. The Internet is an incredible information source

b. With the World Wide Web, every user can share and update information at will

c. The Internet uses a universal communication standard protocol

d. The Internet provides quicker interaction and communication with fellow knowledge workers

13. Explain five KM myths and the reasons for viewing them as myths

a. KM is not a fad.  Knowing what you know or what you need to know is not a fad.

b. KM and data warehouse are not the same.  First, data warehousing is a mere repository of data, not knowledge.  It is critical for KM, because data warehousing is used in data mining and eliciting new information for new products, new customer demand, etc.

c. KM is not a new concept.  It has been practical since the early 1980s. 

d. KM is not technology, per se.  It relies on technology to expedite knowledge sharing and transfer.  It is a unique way of thinking about work and about working.

e. It is true that technology can store data, information, and knowledge, but it cannot guarantee that people will use it.  Human intelligence is usually tied to tacit knowledge, which is in the human brain.  Any exchange or sharing of such knowledge is done face-to-face, using specialized tools or methodologies.

14. List and briefly explain the key steps in the KM life cycle.


The KM life cycle may be explained as a four-process view of KM:

a. The capturing phase deals with knowledge capture and includes e-mail, audio files, digital files, and the like.

b. The organizing phase is used to generate useful knowledge.  One can use indexing, clustering, cataloging, filtering, codifying, and other methods to do the organizing.

c. The refining phase involves contexualizing, collaborating, compacting, projecting, and data mining.

d. The transfer phase includes making knowledge available to employees via tutorials or guidelines for effective use.

15. How does a company develop trust?  Be specific

a. Trust should be built at all levels of the organization

b. Empower employees and open lines of communication between them and managers 

c. Encourage decision making by teamwork

d. Encourage management by results

e. Assess and improve employee responsibilities and accountability on a company-wide basis; eliminating unnecessary directive or barriers

f. Recognize employees through bonus programs and the like

g. Install an employee training program, especially geared for improving employee commitment to knowledge sharing

KNOWLEDGE EXERCISES

1. Suppose you were asked to do a 15-minute presentation before the managers of a     small retailer about the pros and cons of knowledge management. What would you     say? Outline the content of your talk

a. What is knowledge management?

b. How does it relate to small business?

c. Why should knowledge management be considered as a wave of the future?

d. What should the business manager know about knowledge bases and how to use them to advantage?

e. How should a business proceed to investigate the core knowledge of the business?

f. Who should be in charge of such an investigation?

2. How easy do you think it is to understand knowledge management?  Why?

It depends on the audience, level of management, and the viability of the business to become a learning organization.  In a simplistic sense, knowledge management is a process of capturing and making sense of a company’s collective expertise and talent wherever it resides—on paper, in databases, or in people’s heads.  When viewed as an investment, then it makes sense to revisit such investment and see which way it is going.

3. Search the Internet and 
SSScurrent journals for surveys that show how well companies     are adopting (or struggling with) KM.  Report your findings to class.

Students should search for the most current events or sources.  One way of making them responsible for the assignment is to ask them to turn in a one-page summary of sources, with a short paragraph on their findings.

4. How should a company assess its knowledge core?  Detail a procedure that can be     sold to top management.

a. A brief history of the firm, in terms of directions and accomplishments

b. Changes going on in the market and with the competition

c. Reasons why the firm should consider a direction toward knowledge management

d. A list of the tangible and intangible benefits and limitations and how the benefits far outweigh the limitations

e. Present a procedure to show the process of conversion to KM (knowledge identification, knowledge capture, knowledge base design, knowledge     dissemination, knowledge training, etc.)

5. What do you think distinguishes today’s knowledge age from that of the information     age of the 1980s and 1990s?

Emphasis on value-added, creativity in the way new products are built and introduced, integrity and commitment to quality customer service, and a constant search for improving the potential of the firm to succeed in an increasingly competitive and complex global environment.

6. Search the literature, including the Internet, and prepare a 3-page report on some of the problems in developing and implementing a knowledge management system.

Student will find that the main problem in developing and implementing a knowledge management system is people’s resistance to change, unwillingness to share knowledge, and the inherent lack of trust in others.  It will be interesting to see what students come up with.

7. In your own words, describe the implications that a knowledge management system     has on an industry of your choice.

In virtually all industries, one can’t help but expect improvement among coworkers via knowledge sharing.  Corporations must address how to manage their intellectual capital—the sum of knowledge of the human resources of the organization.  Applying knowledge to what we already do contributes to productivity.  In contrast, applying knowledge to what is new is innovation.  Knowledge is the key to both goals.           

8. Working with a classmate, conduct an interview or a telephone survey regarding a local business’s 

a. familiarity with KM

b. level of literacy in KM
In preparation for the interview, I’d urge the students to be well prepared, decide on the nature, sequence, and quality of each question, whether it is structured or open-ended.  I would also ask them to take 2 minutes and report their findings to class.  Class discussions and knowledge exchange can be an enriching experience. 

The initial contact should be at the vice president of operations level or higher or directed to the manager of IT of that organization.  There won’t be much to expect in a small organization, except perhaps an occasional user in the IT department.  Larger organizations should be aware of this technology and are somewhat involved in its use, especially in the core areas of production, operations, etc.  Personal interviews are also more effective than a telephone interview.

In terms of familiarity with knowledge system applications, the questions should be focused and direct.  In other words, questions like “Are you familiar with applications in your industry that use knowledge automation systems?  If yes, in what area? Etc.”  If yes, try to find out what experience (pros or cons) the organization has had in this area.  How did they build the knowledge automation system?  Did they use an off-the-shelf package?  What package? Etc.  If not, then could the organization suggest a list of journals that can be reviewed to see where in the organization’s industry are knowledge system applications used.

In terms of the level of literacy in KM, the focus is on competency the organization or the IT area has in knowledge automation systems.  This feedback can turn out to be an opportunity for the instructor to offer a one or two-day seminar on knowledge automation systems to the organization either for a fee or as a community service.  This is one way to establish an academic-industry relationship for future projects.

9. A business manager, a programmer, and a psychologist all want to become KM designers.  Which  one do you feel will have the least difficulty?  Why?  

When it boils down to the final test or decision, competency is a matter of aptitude, background, and interest.  A business manager with little or no background in IT or a high-level programming language would have greater difficulty becoming a successful KM system designer than a programmer or a psychologist.

Although programming experience, per se, is not required, a programmer with an open mind about learning a nonalgorithmic programming language will probably do well as a KM system designer.  Yet, a psychologist whose background is neither business management nor programming but with an aptitude for tapping knowledge and representing it into a knowledge base would have a good chance of doing the job well.  Psychologists have better background in cognition, which is important in knowledge capture.

Learning rule-based programming using off-the-shelf packages is not that difficult.  Whether it is a business manager, a programmer, or a psychologist, the most important criteria are ability to communicate, an open mind to learning a relatively new way of programming, and the motivation to see things done on time and done well.

10. A car dealer who has just learned about knowledge management thinks it could be      ideal for separating “tire-kickers” from serious buyers.  Would this be a typical KM application?  Why?

This question was raised in the author’s class early in the course.  The thought came to mind regarding the capabilities of KM systems and how one knows what is typical and what isn’t.  A team of students discussed the perception of tire-kickers versus serious buyers with a used car salesman.  The answer was, “I don’t know, but after I talk to a walk-in and listen to the kinds of questions he’s asking.  After a while, something tells me whether I am wasting my time (tire-kicker) or this person is really hurting for a car.  It is too difficult to explain, but I can tell you it takes a while to develop this sense.”

If one could break down the salesman’s experience into a series of rules or facts, then it is possible to represent them in a knowledge base.  As complex as it seems, it would be an interesting advisory KM system.  It is nonalgorithmic, relies on a human expert to tap the knowledge, can be built within a reasonable time frame, and is affordable.

11. Visit a small business (such as a hardware store or a bakery) and stay long enough to get a feel for the information exchanged, customer questions, and the way the business is run. Write a short report about the core knowledge of the business.  Are there knowledge workers there or just clerks?

In this assignment, it is important that perhaps students should be paired off, where one student can ask the questions and the other write down ideas, concepts, or notes.  The roles could be alternated so that each student can experience the importance of each role.  The teams should be reminded to take a few minutes after they’re done with the visit to compare notes, do online analysis, and arrive at a consensus regarding their findings, methodology, and conclusions.

12. Find cases or current information
 on trends in KM by searching the Internet.   Locate a company that is reported to have succeeded (or failed) in going the KM route.  Report your findings to class.  


I would make sure students don’t simply turn in a summary of the first case they read.  They should be encouraged to search long enough to pick a typical company out for reporting their findings in case.

13. Visit a local bank (not a branch) and identify knowledge workers.  What is unique about knowledge workers?  How do you distinguish them from regular employees?

Tellers who simply take deposits, enter them in the customer’s account, and issue a receipt cannot be considered knowledge workers.  On the other hand, if a teller negotiates a deposit, where partial payments are made to pay the customer’s mortgage, place some of the money in a CD, and where she notices that the total value of his CDs is at a point where the customer is advised to buy treasury bills or invest in funds that pay more dividends would be more of a knowledge worker.  A job where analysis and use of heuristics via technology are part of the day-to-day job is close to what is called knowledge work.
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