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KM as Artificial IntelligenceKM as Artificial Intelligence

D t i i G tti• Data mining – Getting more 
from the data you have already 
collected
– Pattern‐finding for discoveryPattern finding for discovery

– Pattern‐finding for profiling –
marketing surveillance fraudmarketing, surveillance, fraud
detection



KM as Artificial IntelligenceKM as Artificial Intelligence

E t t K l d i• Expert systems – Knowledge in 
a box  



KM as sharing & learningKM as sharing & learning

L i f th• Learning from the 
experiences and 
inventions of those 
on the ‘front lines’ TechnicalTechnical

• Leveraging the 
natural social SocialSocialnatural social 
practices and 
relationships of 
communities



Sharing and ‘managing’ knowledgeg g g g
• Distributing is not sharing!

– Storing and distributing are technical matters

– Sharing is a social (communal) phenomenon –Sharing is a social (communal) phenomenon 
based on a relationship involving reciprocity (and 
trust)trust)

• ‘Managing’ can mean many things
– From controlling to directing to administering to 
supervising to organizing and monitoring….

– The key issue here is control
• Who, what, why, how



Two models of knowledge sharing 
and management

experts/authorities
(knowledge authors‐producers)

content control

Everyone (potentially) an 
author, everyone a consumercontent control author, everyone a consumer

‘user‐generated content’ 
with peer‐to‐peer sharing

knowledge consumers

p p g

Administrative Communal
(‘Web 2.0’)



Two models of knowledge sharing 
and management

Which model will most likely lead 
d ?to rapid innovation?



The most common arguments 
over the communal model

• Ensuring content quality
Authority versus The Crowd (objectivity/neutrality versus– Authority versus The Crowd (objectivity/neutrality versus 
bias)

– Vetting process for accuracy?Vetting process for accuracy?

• Organizational use and value
– How can a corporation or government agency – or any  
other formal organization – manage and thus leverage the 
k l d fl d ?knowledge flow and use?



Supporting the invention and sharing of 
k l d k l diffknowledge can make a real difference...

Normandy June July 1944: The hedgerowsNormandy, June-July 1944: The hedgerows

“We had been 
neither informedneither informed 
of them or 
trained totrained to 
overcome 
them.”them.
Captain John Colby,
90th Infantry Division



Inventing solutions in the field
“…ideas generally flowed upward from the men actually 
engaged in battle.” *g g

•No solution in
the bookthe book
•No time to set 
up committees andup committees and
study the problem 
•Drawing ong
practical know-
how, learning by
d idoing
•Rapid validation
and sharing

*Michael Doubler, Closing With the 
Enemy: How GIs Fought the War in 
Europe

and sharing



H d dHow do you encourage and support 
inventiveness?
How do you then enable sharing of 
those experiences and discoveries?those experiences and discoveries?



The corporate front linesThe corporate front lines

Xerox service technicians



The need for solution creationThe need for solution creation

No solution
in the book

No one around
to help

Different
Environment

Network
Interaction

Aging Machine

Intermittent
fault

New machine



Observing work practice: the actual role g p
of knowledge in organizational life

• Necessity is the mother of invention
– Technicians frequently invent new solutions– Technicians frequently invent new solutions

– They keep cheat sheets of solutions to jog their 
memoriesmemories

– They share war stories with their local work 
( lth h i ti f l tigroups  (although migration of solutions 

between groups is slow and incomplete)

• In designing a system to help these 
knowledge workers, we realized we could 
build on their own practices



Peer review for knowledge vettingPeer review for knowledge vetting



What’s in a tip?
identifying new problems and possible solutions

i l ti t k blproposing new solutions to known problems
sharing useful workarounds, shortcuts, equipment 

difi ti d th ki d f ti k imodifications and other kinds of tinkering

Written for 
technicianstechnicians 
everywhere; 
intended forintended for 
massive 
re‐usere‐use



Knowing not only ‘what’ but ‘how’g y
• A relatively new international marine conservation NGO…

– Has organized dozens of ‘fisheries improvement partnerships’ (FIPs) 
between buyers and catchers in fisheries around the world

• Each FIP based on an organizational strategy/model, but they developed g gy/ , y p
organically and so followed somewhat different paths 

– Flat organizational structure, limited administrative resources

• Knowledge of what is going on in each partnership needs to 
be documented and available to all

F l ‘Wh t FIP i P t X i l d i ?’ ‘Wh t ll th– For example, ‘What FIPs is Partner X involved in?’ or ‘What are all the 
FIPs in the Indian Ocean?’ or ‘What FIPs include bottom trawl gear?’ 

• But equally important is the knowledge of just how each FIP• But equally important is the knowledge of just how each FIP 
was developed, how they actually brought buyers and 
catchers together g



Knowing not only ‘what’ but ‘how’g y

• But equally important is the knowledge of just how each FIP• But equally important is the knowledge of just how each FIP 
was developed, how they actually brought buyers and 
catchers togetherg

• Stories are especially valuable resources for ‘how’ knowledge 



Traditional knowledge resources:
U S A Fi ld M lU.S. Army Field Manuals



Contemporary social media and knowledge sharing

User forums

Corporate-
sponsoredp
forums

Wikis

Twitter



Th lThese manuals 
are now beingare now being 
‘wikified’!wikified !

“For a couple hundred 
th l hyears…the only ones who 

could write doctrine were the 
select few now anybody canselect few…now anybody can 
go on the wiki and make a 
change.” 



Additional/backup slides/ p



Traditional‐authoritative  versus communal knowledge 
resources: Instructions (RAPs) and tipsresources: Instructions (RAPs) and tips

*RAPs = Repair Action Procedures



Traditional‐authoritative  versus communal knowledge 
resources: Instructions (RAPs) and tips

RAP documents Eureka tip documents

resources: Instructions (RAPs) and tips

Reasoning Step‐wise diagnosis. Binary 
decision tree through yes‐no 
questions.

Loosely structured through 
Problem, Cause and Solution 
fields, with narrative 

t ti C ti lpresentation. Comparatively, one 
step from diagnosis to repair.

Authoring Written by engineering or service 
documentation groups

Written by technicians. 
documentation groups.

Philosophy of use Technicians should follow the 
documentation; documentation 
structure enforces proper

Technicians can explore the tip 
document and determine what 
aspects of the text apply to theirstructure enforces proper 

diagnostic process. Intended to 
be used only when at the 
machine for diagnosis and repair.

aspects of the text apply to their 
current problem or interests. Can 
be used in many different 
contexts, for different purposes.

Source of knowledge The engineering specifications of 
the machine.

Experience with machines and 
new discoveries made in the field 
(undocumented solutions, 
workarounds, and the like). 



Knowledge resources inKnowledge resources in 
an assembly plant:

Case record vs daily log



Knowledge resources inKnowledge resources in 
an assembly plant:

Case record vs daily log

Th l fThe value of 
stories andstories and 
narrativenarrative 
structure



TheThe 
wikiwiki


