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“knowiedge management,” and “strategic learning.” Too often, however, these are seen as separate elements of the

work that specialized librarians and information professionals do. In my opinion, it is now time to move beyond these

specific tarms to an overarching concept which includes them all. To function as effectively as possible, we must now

think in terms of “Knowledge Services.”

Krniowledge Services is the term I use to identify success-
ful information use in organizations. It enables compa-
nies {and their customers) to achieve performance excel-
lence, both in the performance of their internal staff in
achieving the corporate mission, and in the companies’
interactions with external customers. As a management
methodology, Knowledge Services links the aforemen-
tioned operational functions into an information-use
“package” that pays off for all concerned. By bringing
information management, knowledge management, and
strategic {performance-centered) learning together into
one coordinated function, overlapping benefits are real-
ized and impediments to quality information use are mini-
mized or, in an ideal situation, eliminated altogether.

It’s not hard to see why. In the first place, in today’s work-
place, information is a critical resource, and no one nowa-
days would seriously argue that the management of in-
formation and information use is an unimportant or
“fringe” activity in the modern corporation. We live and
work in an information-intense environment.

What has happened, though, especially in the last few
years, is that the workplace has moved from an informa-
tion-centric workplace to a knowledge-centric one. No one
is interested in information for its own sake anymore.
What people want now is knowledge, and what we used
to call the “information age” has become, in today’s man-
agement environment, a “knowledge age.” We now live
and work in a time in which we not only seek informa-
tion gqua information, but we take that information and
we codify it, analyze it, interpret it, and we use it to learn
something new (and, ideally, we then share what we
know with others who can use it). We have gone from
seeking information to seeking knowledge.

Additionally, for most companies, a move toward Knowi-
edge Services makes sense because its emphasis is on the
information customer {whether internal or external). We

talk a great deal about “client relationship management”
these days, but whether it’s “customer service” or “CRM,”
Knowledge Services provides our customers with better
information delivery. The customers have changed—
they’re not the same people who were seeking informa-
tion from us even as recently as a decade ago—and as
our users have changed, so have their perceptions and
expectations about information and knowledge. If we’re
going to succeed in servicing them, we’re going to have
to recognize those changes, and adjust our approach and
our programs to meet their new and different perceptions
and expectations. Knowledge Services gives us the frame-
work for doing that.

I define Knowledge Services as a management approach
to the use of information in which knowledge develop-
ment and knowledge sharing are basic to every transac-
tion and every interaction that occurs. Moving to a Knowl-
edge Services framework recognizes that the most criti-
cal asset in any group or environment is what its people
know. At the same time, by incorporating Knowledge Ser-
vices into the work that we do, we are given the opportu-
nity to establish that what we have to offer our users and
our customers is not just directicn to the information. It
is the information itself, in a context that relates to what
the customer needs to do with the knowledge he or she
wiil develop from that information.

This is a new role for specialist librarians and information
professionals, and it is one we embrace enthusiastically.
In fact, we take much pleasure i playing with the differ-
ences between “information” and “knowledge,” and of
course, being the good librarians that we are, we’ll hap-
pily provide only the information if that’s what our cus-
tomer wants. But on the other hand, in most organiza-
tions where we are employed, simply finding “informa-
tion” is much too expensive for the corporation. We’re hired
for our expertise, and what our employers want from us is
knowledge, and the tools for developing knowledge.
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And in this day and age, there reaily isn’t much room for
discussion for those whe want to piay the “knowledge
vs. information” game. This debate seems to be an on-
going one, and the philosopher-inteliectuals will argue
for days on end about how information and knowledge
are pot the same thing. Of course they’re not, but in
today’s management community, where we practice our
profession and earn our
living, the management of
information has “mi-
grated” to knowledge
management, for lots of
good reasons, as is de-
lightfully  described
Brown and Duguid’s The
Social Life of Information.
My pal Andrew Berner
sums it up best, I think,
when he refers to knowi-
edge as “information that
is used.” It’s in preparing
the information for the
using that knowledge is
developed.

So without locking our-
selves into discussions
about whether we are
dealing with knowledge or
with information, we can
accommodate a wide
range of ideas and con-
cepts. We do it by orga-
nizing informaticn man-
agement, knowledge
management, and sirate-
gic {performance-centered) learning intc the three fun-
damental components of Knowledge Services. When we
define those three components, it’s easy to see how they
all come together for the benefit of our companies and
all the information stakeholders affiliated with it
Information management is not difficuit to define, for
it’s what librarians are good at. Specialist iibrarians,
particularly, have been notably successful in Werklr-g
with scholars and engineers and theoreticians in de-
signing information management programs and systems
for the organizations where they are empioyed. For cur
purpeses, information management is defined as the
rganizational methodology that is concerned with the
acquisition, arrangement, storage, retrieval, and use of
information to produce knowiedge. It is the methodoi-
ogy that—in most cases—we have in place now. We
work on it, we improve it, and we enhance it, but for
all practical purposes, information management is our
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methodology. It’s there to work for us as we operate
within the new informaticn-intense, knowledge-cen-
tric environment,

But information management doesn’t work ail by iiself,
as we librarians are finally learning. Information man-
agement can’t stand alone, not in a
company, for it must now i

a knowledge-centric
ciude the management of
intellectual capital, or

what we call “Rnowi-
edge management,” the
second component of
the Knowledge Services
framework.

How do you define KM?
It’s gdifficult, simply be-
cause “knowiedge man-
agement” means so
many different things to
so many differen
peopie. We can struggle
toward a definition,
though, by establishing
what KM is not,
serting at the cutset that
knowiedge management
is neot information tech-
nology. Of course T is
the mechanism we use
for organizing the ele-
ments of the knowledge
management endeavor
{that’s why we call it
“ﬁnabliwg technoiogy”;,
but in the corporations
and organizations where we are empicyed, IT will net,
in and of itself, lead {0 knowledge management.

and as-

But if KM is not information technclogy, what is i#t? A
basic tenet of knowledge management, as we now un-
derstand it, is that it is about peocple. In fact, Laurence
Prusak and Don Cchen have writien a new book on “so-
cial capital” in organizations, and in discussing the book
in a recent article in The New York Times, Fred Andrews
comimented that Prusak and Cohen belong io the “hu-
manist wing” of KM. He then went on to describe {in yet
ancther useful definition) how KM is now “taking hold”
in many companies, “These companies,” he writes, “have
concluded that they possess an encormous but largely
untapped asset in the wisdom accumulated by their work-
ers gver decades of experience.” Knowledge management,
as Andrews describes it, is the attempt to spread that
wisdom throughout the company.



Within the larger management community, we now rec-
ognize that KM is not a product or a thing. It is a manage-
ment practice that is used to help a company manage
both explicit and tacit information in ways that enable
the company to reuse the information and, when appro-
priate, to create new knowledge. More than anything else,
knowledge management is an established atmosphere or
environment, a culture if
you witl, in which the de-
velopment and sharing of
knowledge—at all levels
within the company and
including all levels of
knowledge—is accepied
as the essential element
for the achievement of the
corporate mission.

That definition provides
a neat segue for describ-
ing the third component
of Knowiedge Services,
what I like to refer to as
strategic {performance-
centered) learning. In
the management com-
munity, we hear a great
deal about this sort of
thing as we think about
organizational learning,
and there’s no gues-
tion—at least in my
mind—that organiza-
tional learning is the key
to organizational suc-
cess. And I have a defi-
nition: Strategic {performance-centered) learning is the

uccessful achievement of skills, competencies, knowl-
edge, behaviors, and/or other outcomes required for
exceilence in workplace performance. What we learn
has to be application based, and it must relate directly
to how it will be used.

In my opinion, the role of strategic {performance-cen-
tered} learning is so essential to the successful informa-
tion/knowledge transaction that | have devised an acro-
nym to describe it. In a book on professional learning to
be published next year; I call it “KD/KS” {that is, Knowl-
edge Development/Knowledge Sharing), and I describe
it as “a framework for learning that embodies the highest
cbjectives of knowledge management and combines them
with the basic principies of the learning organization and
the teaching organization.”

The learning organization we know about, for the work
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of Peter Senge and of others in this field is well docu-
mented. On the other hand, in the specialized library
community, we have not heard much about the “teach-
ing organization,” but it is an important concept devel-
oped by Noel M. Tichy and Eli Cohen. It gives us a new-
and very useful-slant for the role that we play in the KD/
KS process. Here is how Tichy and Cchen put it:

“The concepts underly-
ing learning organiza-
tions are valuable. But to
suceceed in a highly com-
petitive giobal market-
place, companies need to
be able to change
guickly; their people
must be able to acquire
and assimilate new
knowledge and skills
rapidly. Though iearning
is a necessary compe-
tency, it’s not sufficient
to assure marketplace
success.

“Teaching organizations
share with learning orga-
nizations the goal that
everyone continually ac-
guire new knowledge
and skills. But to that
they add the more criti-
cal goal that everyone
pass their learning on to
others.”

The approach that I am proposing—KD/KS—builds on
the assumption that all learning stakeholders accept their
responsibility to develop, to learn, and o share both tacit
and explicit knowledge within the enterprise. As I see it,
KD/KS exists for the benefit of the organizational enter-
prise with which the learning stakehoiders are affiliated
and which provides support for their learning endeavors,
and for the growth and development of these stakehold-
ers as lifelong learners.

Now as I have structured this third component of knowl-
edge services, there are very distinct attributes to strate-
gic {performance-based)} learning. As noted, it combines
knowledge development with knowledge sharing. It pro-
vides training and learning that is specific to the work-
place, and, leading from that, it focuses on applications.
Learning for the sake of learning? Of course. We all do it,
and we relish doing it. But in our new information-inten-
sive, knowledge-centric workplace, learning is related to

june




12

doing something. This learning, based on knowledge de-

velopment and knowledge sharing, is specifically and
directly didactic.

{As an aside, be sure to watch the semantics here, and
understand what “fits” in your company. I'm indebted
to my friend Lany McDonaléd for pointing out io me
that in some organizations, “}learning” has an academic
ring to it. While most of us—educated and practicing
early in our careers as librarians—don’t have any prob-
lem with this, such phraseclogy can be eff-putting in
certain situations. If “training” or “development” is the
term your company uses to identify what 'm calliing
“strategic {performance-centered} learning,” by ali
means use the appropriate term. Whatever we dg, if
we’'re going to lead this knowiedge services effort in
our organizations, we have to describe it in terms that
fit the corporate culture.}

Is there a return on investment for introducing Knowl-
edge Services to the crganization? Of course. For a start,
we think about the benefits that accrue from the “hu-
manist” side of Knowledge Services, alluded to eariier
{in the reference to Andrews’ newspaper column). If I'm
interested in what some of these benefits are, I can come
up with a long list, including things iike putting my col-
leagues and co-workers {indeed, any stakeholders in any
information/knowiedge transfer transaction) in a posi-
tion of strength as they do their work, or the improved
efficiency, repeatability, and counsistency of information
use as it takes place in the company.

On the other hand, if I am manager in a typical crganiza-
tion, I want specifics. What I particularly want to Xknow
is how the company is either geing 1o make money or
save money by moving inte the realm of knowledge ser-
vices, which introduces the entire return-on-investment
issue that sends most librarians and other information
professionals running for the door.

“It’s just too hard to dg,” they cry, “and there’s noc way io
codify or quantify such intangibles as information and
knowledge use.”

Actually, there is, thanks to the good work of several
people in the field today. Among these, Frank Portugal’s
work (published by SLA) has identified several ap-
proaches that can be considered, including the standard
ROI and cost benefit analysis approaches adapted for an
information/knowledge-centric setting. Poriugal aisc
identifies three other approaches, and his descriptions
of the knowledge value-added methodoiogy. intranet

information o

team forums, and intellectual capital valuation provide
information managers with solid ideas and concepis that
can be adapted for many organizations. By ithinking
about some of these in a specific context, ROI for knowt-
edge services can be determined and shouid satisfy even
the most cautious assessors.

These are exciting and fuilfilling times for specialist Ii-
brarians and information professionals. If we work hard
to apply the processes {and customer-focused perspec-
tives} of Knowledge Services io the work we do, and if
we take the time and make the effort toc establish the
value of that work, we will make a difference in our par-
ent organizations. In deing so, though, we run the risk-

indeed, we will be recognized and be recruited for the

job-of leading the Xnowledge Services effort for the par-
ent organization as a whole, just as the title of this article
predicts. With Knowiedge Services, we stand o continue
our long fradition of sirength and support for the compa-
nies that employ u
do o less.

. They can ask no more, 23d we can
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