Preface

How to manageknowledgeeffectively is a questionthathasrun
throughthe literatureof the field of organizationalbehaviorfor
many years.Knowledgehasbeenexaminedfrom many angles:
how it is createdcreativity, scanninghe environment) how it is
sharednetworkanalysiscommunicatiorpatterns)andhowit is
applied (decision making, problem solving). What Tojo
Thatchenkenhasfinally donein AppreciativeSharingof Knowl-
edge:LeveragingKnowledgeManagementor StrategicChange
is to help us understanda simple processfor getting at what it
takesto actuallyimprovetheseprocesse an organization Al-
thoughthe “Appreciative Sharingof Knowledge”or “ASK” ap-
proachdescribedhereis focusedprimarily on the act of sharing
knowledge the methodologydescribedn this simplebutimpor-
tantbook canbe appliedto a wide rangeof knowledgemanage-
ment challenges and opportunities.

Many organizations have recognized the need to improve
knowledgesharingprocessesPeopleat Unilever, the consumer
productsgiant, are fond of saying“If only Unilever knew what
Unileverknew.” In everylarge,complexorganizationtheamount
of knowledgethatis actuallysharedandappliedto organizational
opportunitiesis a tiny fraction of the total knowledgethat exists
amongmembersof the firm. Of course,informationtechnology
andaccessiblelatabasebavedonea greatdealto providepeople
with accesso facts,documentandothertypesof routine transac-
tional knowledge.We might refer to this kind of knowledgeas
“know what.” While “know what” knowledgeis important,there
is anotherkind of knowledgethatis perhapsvenmorecritical to
organizationsWe mightcall thiskind of knowledgée‘know how.”



“Know how” tendsto be moreemagentandmoretacit. It is best
sharednot throughdatabasedyut via interactionsamongpeople

that involve explanations, examples, or demonstrations. Until now,
leaderdhavebeenwithoutaneffective procesdor doinganything
practicalor powerfulaboutimprovingtheamountof “know how”

that is transferred among members of their enterprise.

The ASK method described by Thatchenkery provides a simple
methodfor discoveringandstrengtheningrocesseshatalready
existin an organization for sharing “know how.” Because it is based
on an Appreciative Inquiry (Al) approach, the ASK method doesn’t
involvetheinstallationof complexIT systemr forcing peopleto
exhibitnewbehaviorgequiringtrainingor specialincentivesIn-
steadtheASK approachuncoverghingsthatpeoplein anorgani-
zationalreadydo to shareknowledgewith oneanotherandthen
seeksto involve themin experimentingwith waysto strengthen
thosenaturallyoccurringprocesses.

Thatchenkenyillustratesthe applicationof the ASK method
througha casestudyof a bankthatis concernedvith theamount
of knowledgeit is losing eachday as peopleretire or leavethe
organizationfor variousreasonslLeadersof the bankrecognized
thatin orderto competethey couldrit let the knowledgeits em-
ployeeshadaccumulatedeavethe organizationwith them.They
neededo find more effective waysto help peopleshareknowl-
edgewhile they werestill employed.Thatchenkeryexplainsthat
peoplein thebankwereacquaintedvith techniquesisedfor “ret-
rospective”learning,like the Army’s After Action Review pro-
cess, in which events are dissected to determine the causes of prob-
lems, but thatthey found thesemethodsunpopulamwith employ-
eesbecauseahey seemednorefocusedon placingblamethanon
learning.Thebankpreferredanapproactthatwould allow people
to sharewhatThatchenkerygalls“prospective’knowledgewhich



is knowledgethatthey may needto be successfuin thefuture. To
dothis,theleaderof thebankdiscoveredhattheyneededo step
asideandallow peopleto discoverfor themselvesvhat worked,
ratherthanmandatinga knowledgesharingpolicy or procedure.

Readerdooking for shortcutsneedto understandhatwhatis
importantis goingthroughthe processf discoveringthe unique
practiceghatalreadyexistandthataresupportedy thecultureof
eachorganizationratherthaninstallingan “off the shelf” knowl-
edgesharingpractice.Partof whatmakesthe ASK methodology
powerfulis that peoplegive the challengeof sharingknowledge
morethoughtandin the processf doing so,becomemorecom-
mitted to doing things that make it possible.

Sharingknowledges a perfecttargetfor theapplicationof Al
methodsecausesharingknowledgewith othersis a positiveact.
While therearethosewho arereluctantto shareknowledgewith
othersbecaus¢heyassociat&nowledgewith powe, themajority
of peoplein organizationswould readily sharewhat they know
with othersif theycould.In fact,mostarehungryto doso.Hence,
thereis positive motivationto engagen a procesdike ASK that
providesanopportunityfor peopleto berecognizedy othersfor
whatthey cancontribute.

Throughthe case, Thatchenkerydemonstratethe stepsthat
shouldbe takento applythe ASK methodolog. While the chap-
tersare short, easyreading,they still conveythe importanceof
investingtime andenegy in executingthe ASK approachLike
most other methods of changing organizational behavior, what you
getbackfrom ASK depend®nwhatyouputintoit. Theapproach
isn't hardto understandandThatchenkerynakest eveneasietto
follow by endingeachchaptelin a FocusBox with notesfor prac-
titioners that reemphasize the critical points made. While some new
languages introducedhere(l personallylove theideaof calling



internalconsultantsn this processknowledgeambassadorsthe
reader won't be put off by too much academic theory. Thatchenkery
gives enough background to acknowledge the sources of some
underlying premises but doesn’t make it a chore for readers to grasp
theessencef theASK approachThoseinterestedn understand-
ing more deeply concepts involving the social construction of
knowledgeor the building of social capitalin organizationsare
referredto theappropriateauthors.

| expectalot from this FocusBook. The needit addresseis
clear and for a change, so is the answe
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