
 



 
 

 

 

UCI 

Sustento del uso justo de materiales protegidos por  

derechosde autor para fines educativos 

 
El siguiente  material  ha sido reproducido, con fines estríctamente  didácticos e ilustrativos de los 
temas en cuestion,  se utilizan en el campus virtual de la Universidad para la Cooperación 
Internacional – UCI -   para ser  usados exclusivamente para la función docente  y el estudio 
privado de los estudiantes  en el curso Tecnología y Manejo de Información perteneciente al 
programa académico Maestría en Inocuidad de Alimentos. 

La UCI desea dejar constancia  de su estricto respeto a las legislaciones relacionadas con la 
propiedad intelectual.  Todo material digital disponible para un curso y sus estudiantes tiene fines 
educativos y de investigación. No media en el uso de estos materiales fines de lucro, se entiende 
como casos  especiales para fines educativos a distancia y en lugares donde no atenta contra la 
normal explotación de la obra y no afecta los intereses legítimos de ningún actor .  

La UCI hace un USO JUSTO  del material,  sustentado en   las excepciones  a las leyes de 
derechos de autor establecidas  en las siguientes normativas:  

a- Legislación costarricense: Ley sobre Derechos de Autor y Derechos Conexos, 
No.6683 de 14 de octubre de 1982 -  artículo 73, la Ley sobre Procedimientos de 
Observancia de los Derechos de Propiedad Intelectual, No. 8039 – artículo 58, 
permiten el copiado parcial de obras para la ilustración educativa. 

b- Legislación Mexicana; Ley Federal de Derechos de Autor; artículo 147. 
c- Legislación de Estados Unidos de América: En referencia al uso justo,  menciona: 

"está consagrado en el artículo 106 de la ley de derecho de autor de los Estados 
Unidos (U.S,Copyright - Act) y establece un uso libre y gratuito de las obras para fines 
de crítica, comentarios y noticias, reportajes y docencia (lo que incluye la realización 
de copias para su uso en clase)." 

d- Legislación Canadiense: Ley de derechos de autor C-11– Referidos a  Excepciones 
para Educación a Distancia.  

e- OMPI: En el marco de la legislación internacional, según  la  Organización Mundial de 
Propiedad Intelectual lo previsto por los tratados internacionales sobre esta materia.  
El artículo 10(2) del Convenio de Berna, permite a los países miembros establecer 
limitaciones o excepciones respecto a la posibilidad de utilizar lícitamente las obras 
literarias o artísticas a título de ilustración de la enseñanza, por medio de 
publicaciones, emisiones de radio o grabaciones sonoras o visuales.  

Además y por indicación de la  UCI,  los estudiantes del campus virtual  tienen el  deber de cumplir 
con lo que establezca la legislación correspondiente en materia de derechos de autor,  en su país 
de residencia. 

Finalmente, reiteramos que en UCI no lucramos con las obras de terceros, somos estrictos con 
respecto al plagio, y no restringimos  de ninguna manera el  que nuestros estudiantes, académicos 
e investigadores accedan comercialmente  o adquieran  los documentos disponibles en el mercado 
editorial. sea directamente los documentos, o por medio de bases de datos científicas,  pagando 
ellos mismos los costos asociados a dichos accesos. 



INTRODUCTION

The purpose of this paper is to irritate the reader – to
introduce what was called a maggot in the 18th
century: an irritating phrase or tune that just won’t
depart. The intention is to be provocative, to shake
up some of the prevailing mindsets sheltering behind
the still-damp label of Knowledge Management
before it is too late and the fundamental nature and
opportunity of knowledge and its potential for
management and realization is lost.

THE CRISIS OF WEALTH CREATION AND THE
FUTILITY OF OPTIMIZATION

Governments are struggling to meet growing
expectations for higher living standards and to
resolve the problem of funding social welfare and
infrastructure systems to deliver virtually infinite
capacity, now and in the future. At the same time,
national economies are finding it difficult to
generate the additional wealth required to meet the
costs of these growing expectations.[1]

The stable recipe for maintaining wealth has tended
to be the optimization of products and processes.
Recently, Steven Roach the high-priest of
downsizing and hollowing-out corporations chose

to publicly recant, saying that such lean strategies
were ultimately recipes for industrial extinction.[2]

Similarly, research at Cranfield reinforced the
futility of the optimization model, connecting the
loss of the ability to innovate with the adoption of a
primary strategy of optimizing existing processes or
products.[3]

Roach’s recantation hinted at downsizing and
efficiency as a betrayal of workforces by manage-
ment, a management that was unable to innovate
and so chose to optimize. The danger of focusing on
optimization of products and processes is that of
changing the basis of competition from differentiated
value to price, becoming the seller of capacity having
lost the ability to deliver New Market Values and
determine prices in the world market. The Japanese
lean approach of optimization and their approach to
R&D will not deliver the ability to create genuinely
new products, in fact through supply-chain
management, lean production acts as a brake on the
potential rate of innovation by forcing its prisoners to
compete on price and not on value.[4, 5]

DELIVERING KNOWLEDGE LEADERSHIP

When Drucker began to talk about knowledge
workers, he opened up the potential issue of how to
deliver knowledge leadership within a new world
knowledge economy where knowledge had the
potential to become the new currency.[6] At this
point, the management of knowledge workers
became a serious issue. But who are the knowledge
workers? How will we recognize them? Are they
everywhere? What we can surmise is that unlike
librarians and travel-agents, they are a minority,
possibly a very small minority, perhaps only 0.015%
of the population.[7]

If they are a small minority, they are probably
differentiated by their creativity, which being
intrinsically motivated makes them very difficult to
manage conventionally.[8] Another question
includes the source of these knowledge workers;
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where do they come from? If we return to the
futility of the optimization paradigm in promoting
innovation and New Market Values and consider
the recent trend towards managing universities as
lean education factories, the issue arises as to
whether the factory-education mindset will be able
to deliver the new knowledge workers who can
deliver real innovations, instead of just optimizing
existing products and processes as in Japan? 

Perhaps the full implementation of lean education
factory thinking will be complete when businesses
in the West have fully abandoned lean in favour of
customization to deliver high-value, low-volume,
high variety products and processes. Ultimately,
university education may become a slight disguise
for custodial campuses delaying the release of
employable workforces into a shrinking economy. If
we consider the source of New Market Values in
terms of individuals involved, it is interesting to
note that within a small sample, including Bill
Gates, Steve Jobs and Richard Branson, a common
element seems to be their lack of interest in
university education and their creative approach to
business.

An approach to framing ‘knowledge’ is to examine
the idea of knowledge and strategy. Arguably, there
are only three strategies: to lead, to follow and to
protect. A Risk and Reward Paradigm frame
demonstrates a circulation effect connecting high and
low risk and reward decisions as shown in Figure 1.

In effect, an organization can be tempted to occupy
a low risk, low reward position, exploiting and
protecting existing stable products, processes and

customers. This initially low-risk strategy evolves
into high-risk strategy over time through
competition driving the organization into selling
capacity as a commodity. The organization can
delay dropping out of the Paradigm Frame at this
point by developing Key Account Management or
partnership approaches to mask the decline in its
product.[10]

Alternatively, the organization can face its crisis and
choose to move into introducing New Market
Values by deliberately choosing to innovate
through doing something different which initially is
high-risk, with potentially high reward. In time, this
high-risk and reward strategy stabilizes by having
introduced a market standard which can become a
low risk and has the potential for increasing as
opposed to diminishing returns. At which point,
competitors enter and copy, and the cycle begins
again. The basis of this kind of thinking, knowledge
leadership is illustrated within a variation of the
Johari window in Figure 2.

In this modified Johari window, knowledge
leadership exists in terms of that which is known
which has a potentially high strategic impact and is
known only to your organization. What is public
domain or known to others but has high strategic
impact requires co-operation, if only to manage the
timing of its impact; and that which is of low
strategic impact and only known to you can be
shared or exchanged (possibly with academics).
Taking both diagrams in combination, the
competitive and time-based nature of knowledge
leadership becomes evident. In effect a CEO’s
responsibility is to be continually aware of the state
of knowledge leadership within the organization
and continually evaluating the organization’s
inventory of knowledge with the potential to deliver
market leadership, readiness to exploit it, timing for
release and potential lead-time before a competitor
reverse-engineers the product or process.
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LANGUAGE AND LIMITATIONS

When we consider the problem of the knowledge
worker in terms of delivering innovative products
and processes, the word knowledge increasingly
becomes detached from its etymological base of
knowing things, or being knowledgeable, or having
a good memory, or knowing secrets that grant
political power. The question of definition becomes
important. It is impossible to detach the meaning of
words from their context and from their purpose. It
is this problem of language, context and purpose
that determines the limitations of current thinking
about knowledge and its management.

There is an apocryphal tale concerning the Chinese
Civil Service entrance examination in the time of the
Ming Emperors. Apparently candidates were given
a room containing a chair, table, writing
implements and materials and directed to write
down everything they knew. It was not unknown for
candidates to starve to death in the process. The
content of the past is not really the form of
knowledge that will help us to compete.

Benjamin Whorf demonstrated that the Eskimos have
dozens of words to describe snow. Whilst Whorf’s
theory was that language determines or strongly
influences thinking, it is more probable that language
users develop highly differentiated terms to describe
aspects of their environment when such special
language is necessary in order to survive within a
hostile environment.[12] In other words, for those of
us who only see snow in winter and can remain
insulated within heated, four-wheel drive vehicles,
‘snow’ remains a static, blanket term. Whereas arctic
warfare specialist tend to approach the specialized,
differentiated jargon of the Eskimo with dozens of
precise terms needed to be understood in a time
dimension, because to misunderstand the state of
snow as it was, as it is, and as it is going to be, within
a continuum of ‘snow’ is essential. To get it wrong
meant you were dead. Essentially, we can use a non-
specific term like ‘knowledge’ because at the moment
it is not important.

A brief overview of prevailing Knowledge
Management mindsets indicates at least four
themes selling old products under a large banner of
modernity. In other words, like all modern fads, the
consumer is conditioned to believe that the future
can only be reached through consumption of this
product which is being exploited as a kind of open
brand containing many products and services.

1. Holistic Groupware. This involves networked
computers to access expertise and
databases across an organization – to
conduct dialogues and can include ‘smart’
software.

2. Financial. The consideration of intellectual
property within the balance-sheet – this can
include the value of databases.

3. Human Resource. This is tending to allow
the explicit return of viewing people as
commodities in terms of what is described
as tacit or explicit knowledge. In other
words, what people know makes them an
asset. HR people are confused by not
understanding how people learn, how little
their repertoires can be influenced and an
uncritical assumption that individuals have
infinite learning capacity.

4. Knowledge-Based/Expert Systems. This is seen
as knowledge, but is purely a thin disguise
for a convergent data patterning system that
enables a data-search to connect with a
restricted repertoire of old decisions.

These approaches are confused through the
involvement of computers as a redemptive, modern
technology based around old content thinking
about past events. However, something interesting
is happening. We are beginning to see a shift in
focus from content to process-thinking, and we also
have to come to terms with the possibility that if we
are thinking about knowledge for competitive
advantage, we have to shift from thinking about
knowledge in terms of the past and begin to think
about knowledge in terms of the future. This future
process-thinking is very difficult to do if trained in
the traditional academic model of research, and if
individuals continue to think that knowledge is
something that is put into boxes.

THE DIKT LEARNING PROCESS

So far, the competitive nature of knowledge in
terms of value and time shows us that knowledge is
not a static commodity, and its value lies in its
exploitation to deliver New Market Values or
expectations by destabilizing existing positions of
competitive products in terms of entry to market
and relative value. Similarly, as Peter Drucker
observed, it is too easy to confuse data with
knowledge and information technology with
information.[13] If de Geus was right, and the only
true competitive advantage lies in ability to learn
faster than the competition, then the nature and
relationship of certain key words including
knowledge, technology, data and information needs
to be understood.[14]

Figure 3 connects these words within a transitional
process. Let’s begin by looking at the first transition
between data and information, perhaps the most
fundamental transition and certainly the most
difficult to manage within the DIKT learning
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process.[15] In essence, data exists in infinite volume
and variety, but its transition into information
remains problematical, as anyone knows who has
attempted to teach Statistical Process Control to
either senior executives or shopfloor operatives.
This transition is difficult because we confuse data
and information. Within the media and everyday
business, they tend to be treated as the same thing.
This means that we have professors of information
technology who are really professors of data
technology.

We confuse the meaning of the word ‘information’
with being informed. Similar confusion exists in
articles about ‘information overload’ stresses being
caused through the Internet.[16] The overload stress
that is being discussed is due to the difficulty
individuals have in processing the variable-quality
data available on the Internet and turning it into
usable information. In other words, we don’t have
time to make sense of it all and therein lies the clue
as to the meaning of information. Information only
exists when we can either see or create patterns or
structures within the field of data. This information
is highly contextual and defined by the means of
collection, the media of presentation and the
purpose involved.

The next transition from information to knowledge
is defined by an approach that begins with the
context of what is known about the past and with a
style of thinking about the future as a process that
identifies opportunities for delivering New Market
Values. This transition involves a creative technique
that takes an existing pattern or structure in an
existing form of thinking and locates that pattern
within a new, contrasting context or deliberately
reverses its flow or direction.

Useful examples include the development of the
Stealth fighter technology from a dense, Russian
technical paper that predicted how to calculate

geometric configurations to
control electromagnetic reflections.
A Lockheed mathematician read
the paper to its end and realized
that translating this thinking to the
defensive radar-systems context
meant that the apparent size of an
object could be reduced by
manipulating the shape of the
attacking aircraft.[17] Another
example includes Richard
Branson’s approach to attacking
markets by reversing the con-
ventional logic that says avoid
highly-developed markets with
virtual cartel management where
the costs of entry are high.
Branson realized that over time,

new niche customers are always emerging within
such a stable market and if this group is targeted
through New Market Values, the existing stable
cartels can be destabilized and profitable fragments
can be picked off.

Two interesting examples of future knowledge as
opportunities that are currently under development
include the use of Product Data Management
systems out of their original engineering context
and the application of Supply-Chain methodologies
out of their original automotive context and with a
reversal of original direction away from supplier to
customer.

Financial services organizations are working on
developing Product Data Management systems to
allow the decomposition of product features across
a range of existing offerings to create new product
offerings specifically customized to offer novel
combinations that meet evolving customer
expectations. Similarly, the reversal of Supply-
Chain Management Technology through 180
degrees to create a new approach which can be
tentatively described as Customer Portfolio
Management. Customer Portfolio Management is
about reversing the tendency of Supply-Chain
Management strategies to commoditize supplier
products, sub-assemblies or processes by adopting
the perspective of the supplier to quantify the risk,
devaluation of value, the farming of profit, and the
requirement to develop strategies that lead to a
more balanced portfolio of customers.

The final, difficult stage of the process is the
exploitation of knowledge as an opportunity within
the form of an application or a technology. This
final phase involves the organization in developing
stable processes and a culture that is the product of
learning to overcome a series of crises to stabilize
the technology that delivers the products that create
new expectations in the market. The DIKT learning
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process is time and value-based. Over a period of
time, the leading technology introduces the new
standard, this becomes an opportunity or form of
knowledge for emulators, which over time becomes
information as the patterns become obvious and
finally it becomes public domain and taught in
universities.

Creativity is essential to this process: creativity to
adopt new perspectives in order to recognize or
create new patterns, creativity to play and reverse
these patterns within contrasting contexts, and
finally creativity to manage the process of learning
through anticipating and solving the problems of
implementing the technology in a stable form. But
this creativity requires creative people with
different approaches to their creativity.

THE INNOVATING STEREOTYPES

Unfortunately, creativity is very largely intrinsically
motivated, whether involved in optimizing to
improve performance or innovating to create new
expectations. If we understand the largely intrinsic
nature of motivation behind creative behaviour and
if we connect this understanding or information
with the DIKT learning process, then it becomes
essential to understand the nature of these
‘Innovating Stereotypes’ which combine to deliver
new technologies.[18]

Over a period of years, an intriguing and
misleading statistic of 80% has been ascribed to the
failure-rate of systematic change programmes.[19] It
is noticeable that the content of serious books about
implementing change in organizations is largely
taken up with how to manage project programmes
or concurrent projects.[20] Why is this? The
Innovating Stereotypes were developed to explain
this problem of failure and repetitive presentation
of information on how to implement.

The Innovating Stereotypes consist of three essential
stereotypical behaviours that are essential for
organizations to continue to innovate. The model does
not suggest that there are three discrete populations,
but that individuals have different predispositions
toward all three crude behaviours. The Innovating
Stereotypes can loosely be described as populations
who must interact to deliver successful innovating
performance. These populations are described as
Creators, Implementors and Stabilizors.

Creators introduce ideas that create instability
within the organization, Implementors develop
these ideas into workable systems and Stabilizors
manage that system to optimize and reduce process
variation. At this point, one can see that lean
production/optimization is very much a Stabilizor

Technology. Unfortunately, Stabilizors tend to end
up running the business and because of their
Stabilizor-orientation, they tend to drive the sources
of instability (both useful and damaging) out of the
business. Similarly Stabilizors tend to reinforce the
existing formula for business success. Once the
Creators have been expelled by the Stabilizors, the
Implementors lose their purpose and are left with
only two choices: either to become pseudo-
stabilizors or to join consultancies.

A useful illustration of the model and the
interactions of the stereotypes lies behind the story
of the arrival of Graphical User Interface technology
pioneered by Xerox’s Palo Alto Research Center,
and delivered by Steve Jobs of Apple.[21] Xerox set
up its Computer Systems Laboratory, as insurance
against the paperless office, under Bob Taylor who
filled his flat organization with Creators whose only
task was to come up with new ideas and turn them
into stable prototypes. Unfortunately, Taylor’s
introverted Creators found it impossible to translate
their technologies into the world of the Xerox
Stabilizor executives.

In December 1979, Steve Jobs attended a
demonstration and recognized the opportunity that
the prototypical Graphical User Interface technology
offered. He had a context for application and a
hunger to deliver a stable, customer-friendly
technology. Jobs demanded another demonstration
and returned with the Apple programming team.
Apparently within one hour, Jobs’ team understood
the implications of the technology and within another
hour had spotted the mistakes and suggested
improvement. Jobs was lucky to see the CSL PARC
demonstration developed by the Xerox Creators,
whose technology was a stable prototype. Jobs came
along and acted as Implementor developing GUI as
an Implementor Technology via LISA (the 16-bit
microprocessor, bit-mapped display, a mouse for
controlling the on-screen cursor and a keyboard that
was separate from the main computer-box). LISA
failed, but was itself an Implementor prototype that
led to the stabilized technology that enabled the
Apple Macintosh that introduced the new standard in
computing by delivering New Market Values.

Jobs’ success lay in his ability to bridge the gap
between Creators and Stabilizors. All three
stereotypes are interdependent. Between the future
thinking of the Creator (what could be), sits the
now-thinking of the Implementor (how to make it
happen, now) and the Stabilizor’s measurement of
today’s performance in terms of the past. The
explanation for the high failure-rate of systemic
change programmes lies in the Stabilizor’s role in
commissioning the change programme. Being a
Stabilizor, the future can only be imagined in terms
of the past. Stabilizors will always be disappointed
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with their purchase of change because they want
something they cannot have: which is change
without change. Having driven their own source of
change out of their business in order to optimize it,
they attempt to purchase a step-change technology
that contradicts their existing culture and the pain
of attempting and failing to change is traumatic.

The explanation of the high content of serious
change literature being identical lies in the inability
of Stabilizors to absorb the lessons from change
programmes since these imply continual instability.
A contributor is the expulsion of Implementors who
burnt their political bridges in fighting to implement
the unsatisfactory change programme and have to
leave the Stabilizor-dominated organization, or have
realized their Implementor nature. These change
books are popular with Stabilizors because they
remain data, and are not translated into information
of knowledge in the form of opportunities. In other
words, Stabilizors cannot learn how to change which
means that they have to outsource their
Implementors through consultancies.

IMPLICATIONS

Firstly, beware the optimization paradigm trap.
This leads to commoditization that will kill the
organization, whatever the market is, be it
commercial or educational.

Secondly, understand how to develop and manage
the Innovating Stereotypes. Understand that
managing diversity is not about race, gender, sexual
orientation, age or height, but about understanding
these stereotypes, their limitations, their different
creative behaviours and managing their interactions.

Finally, remember that the ability to create
knowledge about the future and learning to
implement it quickly in the form of a technology is
the core organizational competence. A fundamental
step toward this future process thinking is to
demonstrate purpose by introducing purpose-correct
language into the organization through applying
DIKT thinking and consistent use of DIKT terms. ❑
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