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THE KNOWLEDGE MANAGEMENT SYSTEM

Turning People, Process, and Technology Into Knowledge

Why Knowledge Management?
Running a business these days, even a very small business, requires more and more so-

phistication -unfortunately, not only to gain a competitive advantage, but often just to
survive. Knowledge management represents the most important set of tools yet developed
by modern management science. Today, the understanding and use of these tools is an
absolute requirement to manage any operation of any type, large or small.

Yet, knowledge management seems so abstract, so hopelessly complex, that actual use of
these new tools and systems seems an almost impossible objective for any but the mostsophisticated. .

This does not need to be the case. Our goal here, as throughout each workbook in the
Strategic Management Learning System, is to explain complex management strategies in a
way that enables them to be used as the valuable tools that they are, and by managers who
themselves are not "management experts." To achieve this purpose, we explain the con-

I cepts, then develop a set of application steps and companion worksheets so that you can

incorporate these essential processes into your own business operation yourself.
The same approach is used here with knowledge management.
Knowledge management is a process of organizing and integrating the sources and flows

of information within your business or department so that they result in answers. Knowl-
edge systems reduce the complexity ofrun- OVERLOAD
ning a business by implementing decision rules
where appropriate, and monitoring the results
through a process of deviation analysis.

Managers in the past gathered data, ana-
lyzed it, and then made decisions about the
future. Management control systems focused
on monitoring plans and making small adjust-
ments as needed to stay on track. Over the
recent past, the development and use ofMan-
agement Information Systems (MIS) has
emerged as a comprehensive approach to con-
trolling these flows of information. Unfortu-
nately, the process has effectively buried it-
self in its own success. MIS has produced so
much information that managers are no longer
able to understand what it all represents. These managers are further bombarded with a

I relentless flow of information from outside sources such as magazines, trade journals, news-
I papers, TV and radio, and, increasingly, the Internet. We are buried in an avalanche of
I information, much of which is incomprehensible.

The problem today is not only the overwhelming flood of data and information, but the
i rate of change as well. Change in the businesses internal and external environments is

occurring so rapidly that traditionallonger-term planning and control techniques simply no
longer work very effectively. By the time you see a problem or an opportunity coming,
there is no time to strategically reposition -you 're in the middle of trouble, or the opportu-
nity is no longer available to you.

The real questions are how to effectively segregate out the data and information that you
need to understand and control your operation, and to be able to position yourself and your
business unit to productively respond to change. Knowledge management represents the
tools and approaches that enable you to have the level of control over your operation that is
essential for your success.

The Business Dilemma
You have plenty of information available to help you run your business in an optimal way.



The Business
Planning Procrastinator

1. Is good on his/
her feet

2. Doesn't want to
understand that
complex "IT stuff'

3. Doesn't have
time to plan

Yet, most business managers, especially in smaller
companies, totally ignore this data and make their
decisions in a random, seat -of -the-pants manner.

Why is this true?
I. They are "good on their feet." They see

themselves as western gun fighters, being
quick on the draw. In many ways, this is
the classic definition of the entrepreneur.
But what if you can't even see the bad guy?
What if the opponent here is a howitzer four
miles away, zeroing in on your operation?

2. They don't understand, and so don't trust
complex computer driven systems. You
didn't originally understand how to drive a
car -but you learned and then thought noth-
ing of it.

3. They don't have time. The old alligator/
swamp thing -when you are up to your arm-
pits in alligators, it is hard to remember that
the objective is to drain the swamp. This
old saw applies as well- even though there
is never enough time to do it right the first
time, there is always time to do it over.

Platitudes yes, but accurate ones. Agreed, it does
seem impossible to stop emergency fire fighting
and take a more strategic action. But imagine an
actual forest fire -often the correct response is to
get out of the middle of the inferno -move away
from the center, and start a back fire to combat the
primary threat.

It is the common dilemma for all of us caught up
in the pressures of running our businesses every
day -there is no time for planning, for strategy
development. Yet, with the dynamics and pres-
Sure of change pounding our operations, it is not
only necessary, but critical that we step back and
take the time to develop and use these valuable
tools.

"Too much
information is even
worse than not
enough. "

your most important customers. You hang up the
phone, and say to your assistant: "Bring me every-
thing we have on the ACME account."

Shortly, the assistant comes through the door with
a two wheeler loaded with a similar stack of com-

puter printouts.
You are even more horrified, not yet having re-

covered from the first stack now sitting near the
comer of your desk, and say: "What the heck is all
this?"

The reply: "You said, Bring me everything we
have on the ACME account. Here it is -every-

thing."
The point -too much information is even worse

than not enough. The real problem is how to find
the right information, then contextualize it to give
it meaning and relevance.

Information management and control: What does
all of this data mean? How can it be made useful?
IBM tells us that less than 10% of all business data
is ever analyzed. Yet, the answer to virtually every
business problem is contained in various informa-
tion resources, most ofwhich are immediately and
conveniently available to any business manager,

anywhere.
How do you handle this problem? How do you

use these critically valuable resources?
The good news is that there are a great many

systems and reasonably priced support tools to use
for this purpose. Unfortunately, at the same time,
most business principals believe that these ap-
proaches are too complicated for them to under-
stand -much less use.

This does not have to be so. In fact, it must not
be so. We have created an approach we call the
Common Sense Knowledge Management System
( CS/KMS) as the practical solution to these prob-
lems. The goal of this Workbook is to help you
understand and use the CS/KMS to your advantage
in your own business operation, yourself.


