PAGE  
Knowing  1

	· 
· 
· 
· 
· 
	· 
· 
· 
· 
· 
	· 
· 
· 
· 
	· 
· 
· 
· 
· 
· 
· 
	· 
· 
· 
· 

	· 
	· 
	· 
	· 
	· 















Knowing
by Alex Bennet

Knowing encompasses three critical areas. The first is a thorough and deep understanding of ourselves, i.e., our beliefs, goals, objectives, values, limitations, internal defenses, and strengths and weaknesses of thought and action. By knowing ourselves we learn to work within and around our limitations and to support our strengths, thus ensuring that the data, information, and knowledge coming to us is properly identified and interpreted. The second critical element is that of knowing others. The third critical area is that of “knowing” the situation in as objective and realistic manner as possible, understanding the situation, problem, or challenge in context. In the military this is called situational awareness and includes areas such as culture, goals and objectives, thinking patterns, internal inconsistencies, capabilities, strategies and tactics, and political motivations. The current dynamics of our environment, the multiple forces involved, the complexity of relationships, the many aspects of events that are governed by human emotion, and the unprecedented amount of available data and information make situational awareness a challenging but essential phenomenon in many aspects of our daily lives.

“Knowing” can be loosely defined as seeing beyond images, hearing beyond words, sensing beyond appearances, and feeling beyond emotions. It focuses on methods to increase individual sensory capabilities and increase the ability to consciously integrate these sensory inputs with our tacit knowledge, that knowledge within each of us that is created by past learning and experiences but cannot be put into words. In other words, it is knowledge gained from experience that resides in the unconscious mind. We don’t know everything that we know. 
The rapid pace and uncertain directions of the fast-changing world can be viewed as a nonlinear, dynamic, complex world in which predictability is rare if existent at all. If we accept this hypothesis, then clearly decision-makers can no longer rely on the logic of the past to make future decisions. As we move away from predictable patterns susceptible to logic, decision-makers must become increasingly reliant on their “gut” instinct, an internal sense of “knowing” combined with high situational awareness. Knowing then becomes key to decision-making. The mental skills honed in knowing help decision-makers identify, interpret, make decisions, and take appropriate action in response to current situational assessments.

This construct of knowing can be elevated to the organizational level by using and combining the insights and experiences of individuals through dialogue and collaboration within teams, groups, and communities. Such efforts significantly improve the quality of understanding and responsiveness of actions of the organization. It also greatly expands the scope of complex situations that can be handled through knowing because of the greater resources brought to bear---all of this significantly supported by technological interoperability. 

Organizational knowing is an aspect of organizational intelligence, the capacity of an organization as a whole to gather information, generate knowledge, innovate, and to act effectively. This capacity is the foundation for effective response in a fast-changing and complex world. Increasing our sensory and mental processes contributes to the “positioning” understood by the great strategist Sun Tzu in the year 500 B.C. when he wrote his famous dictum for victory: Position yourself so there is no battle (Clavell, 1983). Today in our world of organizations and complex challenges we could say “Position ourselves so there is no confusion.”

By exploring our sense of knowing we expand our understanding of ourselves, improve our awareness of the external world, and increase our skills to affect internal and external change. Knowing offers a framework for developing deep knowledge within the self and sharing that knowledge with others to create new levels of understanding. Since each situation and each individual is unique, this framework does not provide specific answers. Rather, it suggests questions and paths to follow to find those answers.

Principles of Knowing
Along with the changing environment, there were a number of recognized basic truths that drove development of Knowing: The Art of War 2000 for the Department of the Navy, the first treatment of this concept of knowing (Bennet, 2000). These basic truths became the principles upon which Knowing is based. 

· Making decisions in an increasingly complex environment requires new ways of thinking. 

· All the information in the world is useless if the decision-maker who needs it cannot process it and connect it to that decision-maker’s own internal values, knowledge, and wisdom. 

· We don’t know what we know.

· Each of us has knowledge far beyond that which is in our conscious mind. Put another way, we know more than we know we know. (Much of our experience and knowledge resides in the unconscious mind.)

· By exercising our mental and sensory capabilities we can increase those capabilities.

· Support capabilities of organizational knowing include organizational learning, knowledge centricity, common values and language, coherent vision, openness of communications, effective collaboration, and the free flow of ideas and people.

The Cognitive Capabilities
The concept of knowing focuses on the cognitive capabilities of observing and perceiving a situation, the cognitive processing that must occur to understand the external world and make maximum use of our internal cognitive capabilities, and the mechanism for creating deep knowledge and acting on that knowledge, the self as an agent of change. See the graphic entitled “Developing the Concept of Knowing” linked to the previous page for a visual representation of this process. Each of these core areas will be discussed below in more detail.

The cognitive capabilities include observing, collecting and interpreting data and information, and building knowledge relative to the situation. The five areas we will address are: noticing, scanning, patterning, sensing, and integrating. These areas represent the means by which we perceive the external world and begin to make sense of it.

Noticing
The first area, noticing, represents the ability to observe around us and recognize, i.e., identify, those things that are relevant to our immediate needs. We are all familiar with the phenomenon of buying a new car and for the next six months recognizing the large number of similar cars that are on the streets. This is an example of a cognitive process of which we are frequently unaware. We notice those things that are recently in our memory or of emotional or intellectual importance to us. We miss many aspects of our environment if we are not focusing directly on them. Thus the art of noticing can be considered the art of “knowing” which areas of the environment are important and relevant to us at the moment, and focusing in on those elements and the relationships among those elements. It is also embedding a recall capability of those things not necessarily of immediate importance but representing closely related context factors. This noticing is a first step in building deep knowledge, developing a thorough understanding and a systems context awareness of those areas of anticipated interest. This is the start of becoming an expert in a given field of endeavor, or situation.

A classic example of mental exercises aimed at developing latent noticing skills is repetitive observation and recall. For example, think about a room that you are often in, perhaps a colleague’s office or a friend’s living room. Try to write down everything you can remember about this room. You will discover that despite the fact you’ve been in this room often, you can’t remember exactly where furniture is located, or what’s in the corners or on the walls. When you’ve completed this exercise, visit the room and write down everything you see, everything you’ve missed. What pictures are on the walls? Do you like them? What personal things in the room tell you something about your colleague or friend? How does the layout of furniture help define the room? (These kinds of questions build relationships with feelings and other thinking patterns.) Write a detailed map and remember it. A few days later repeat this exercise from the beginning. If you make any mistakes, go back to the room again, and as many times as it takes to get it right. Don’t let yourself off the hook. You’re telling yourself that when details are important you know how to bring them into your memory. As your ability to recall improves, repeat this exercise focusing on a street, a building, or a city you visit often. 

Scanning
The second area, scanning, represents the ability to review and survey a large amount of data and information and selectively identify those areas that may be relevant. Because of the exponential increase in data and information, this ability becomes more and more important as time progresses. In a very real sense, scanning represents the ability to reduce the complexity of a situation or environment by objectively filtering out the irrelevant aspects, or environmental noise. By developing your own system of environmental “speed reading,” scanning can provide early indicators of change. 

Scanning exercises push the mind to pick up details and, more importantly, patterns of data and information, in a short timeframe. This is an important skill that law enforcement officers and investigators nurture. For example, when you visit an office or room that you’ve never been in before, take a quick look around and record your first strong impressions. What feelings are you getting? Count stuff. Look at patterns, look at contrasts, look at colors. Try to pick up everything in one or two glances around the room. Make a mental snapshot of the room and spend a few minutes impressing it in your memory. As you leave, remember the mental picture you’ve made of the room, the way you feel. Impress upon yourself the importance of remembering this. This picture can last for days, or years, despite the shortness of your visit. Your memory can literally retain an integrated gestalt of the room. Realize that what you can recall is only a small part of what went into your mind.

Patterning
The third area, patterning, represents the ability to review, study, and interpret large amounts of data/events/information and identify causal or correlative connections that are relatively stable over time or space and may represent patterns driven by underlying phenomena. These hidden drivers can become crucial to understanding the situation or the enemy behavior. This would also include an understanding of rhythm and randomness, flows and trends. Recall the importance of structure, relationships, and culture in creating emergent phenomena (patterns) and in influencing complex systems.

A well-known example of the use of patterning is that of professional card players and successful gamblers, who have trained themselves to repeatedly recall complicated patterns found in randomly drawn cards. To learn this skill, and improve your patterning skills, take a deck of cards and quickly flip through the deck three or four at a time. During this process, make a mental picture of the cards that are in your hand, pause, then turn over three or four more. After doing this several times, recall the mental picture of the first set of cards. What were they? Then try to recall the second set, then the third. The secret is not to try and remember the actual cards, but to close your eyes and recall the mental picture of the cards. Patterns will emerge. After practicing for awhile, you will discover your ability to recall the patterns---as well as your ability to recall larger numbers of patterns---will steadily increase. As you increase the number of groups of cards you can recall, and increase the number of cards within each group, you are increasing your ability to recall complex patterns.

Study many patterns found in nature, art, science, and other areas of human endeavor. These patterns will provide you with a “mental reference library” that your mind can use to detect patterns in new situations.

Sensing
The fourth area, sensing, represents the ability to take inputs from the external world through our five senses and ensure the translation of those inputs into our mind to represent as accurate a transduction process (the transfer of energy from one form to another) as possible. The human ability to collect information through sensors is limited because of our physiological limitations. For example, we only see a very small part of the electromagnetic spectrum in terms of light, yet with technology we can tremendously expand the sensing capability. As humans we often take our senses for granted, yet they are highly sensitized, complex detection systems that cause immediate response without conscious thought! An example most everyone has experienced or observed is a mother’s sensitivity to any discomfort of her young child. The relevance to “knowing” is, recognizing the importance of our sensory inputs, to learn how to fine tune these inputs to the highest possible level, then use discernment and discretion to interpret them. 
Exercise examples cited above to increase noticing, scanning, and patterning skills will also enhance the sense of sight, which is far more than just looking at things. It includes locating yourself in position to things. For example, when you’re away from city lights look up on a starry night and explore your way around the heavens. Try to identify the main constellations. By knowing their relative position, you know where you are, what month it is, and can even approximate the time of day. The stars provide context for positioning yourself on the earth. 
Here are a few exercise examples for other senses. Hearing relates to comprehension. Sit on a park bench, close your eyes and relax, quieting your mind. Start by listening to what is going on around you---conversations of passersby, cars on a nearby causeway, the birds chattering, the wind rustling leaves, water trickling down a nearby drain. Now stretch beyond these nearby sounds. Imagine you have the hearing of a panther, only multidirectional, because you can move your ears every direction and search for sounds. Focus on a faint sound in the distance, then ask your auditory systems to bring it closer. Drag that sound toward you mentally. It gets louder. If you cup one hand behind one ear and cup the other hand in front of the opposite ear, you can actually improve your hearing, focusing on noises from the back with one ear and noises from the front with the other. How does that change what you are hearing?

Next time you are in a conversation with someone, focus your eyes and concentrate on the tip of their nose or the point of their chin. Listen carefully to every word they say, to the pause between their words, to their breathing and sighs, the rise and fall of their voice. Search for the inflections and subtle feelings being communicated behind what is actually being said. When people are talking, much of the meaning behind the information they impart is in their feelings. The words they say are only a representation, a descriptive code that communicates thought, interacting electrical pulses and flows influenced by an emotion or subtle feeling. By listening in this way, with your visual focus not distracting your auditory focus, you can build greater understanding of the subtleties behind the words.

There are many games that accentuate the sense of touch. An old favorite is blind man’s bluff; more current is the use of blindfolding and walking through the woods used in outdoor management programs. Try this at home by spending three or four hours blindfolded, going about your regular home activities. At first you’ll stumble and bump, maybe even become frustrated. But as you continue, your ability to manage your movements and meet your needs using your sense of touch will quickly improve. You will be able to move about your home alone with relative little effort, and you’ll know where things are, especially things that are alive, such as plants and pets. You will develop the ability to feel their energy. Such exercises as these force your unconscious mind to create, re-create, and surface the imagined physical world. It activates the mind to bring out into the open its sensitivity to the physical context in which we live.

Integrating
The last area in the cognitive capabilities is integration. This represents the top-level capacity to take large amounts of data and information and pull them together to create meaning; this is frequently called sense-making. This capability, to pull together the major aspects of a complex situation and create patterns, relationships, models, and meaning that represent reality and allow us to make decisions, is one of the most valuable cognitive capabilities for leaders in the ICAS. This capability also applies to the ability to integrate internal organization capabilities and systems. 

In Summary
These five ways of observing represent the front line of cognitive capabilities needed to assist all of us in creative and accurate situational awareness and building a valid understanding of situations. To support these cognitive capabilities, we then need processes that transform these observations and this first-level knowledge into a deeper level of comprehension and understanding.

The Cognitive Processes
Internal cognitive processes that support the capabilities discussed above include visualizing, intuiting, valuing, and judging. These four internal cognitive processes greatly improve our power to understand the external world and to make maximum use of our internal thinking capabilities, transforming our observations into understanding. 
Visualizing
The first of these processes, visualizing, represents the methodology of focusing attention on a given area and through imagination and logic creating an internal vision and scenario for success. In developing a successful vision, one must frequently take several different perspectives of the situation, play with a number of assumptions underlying these perspectives, and through a playful trial-and-error, come up with potential visions. This process is more creative than logical, more intuitive than rational, and wherever possible should be challenged, filtered, and constructed in collaboration with other competent individuals. Often this is done between two trusting colleagues or perhaps with a small team. While there is never absolute assurance that visualizing accurately represents reality, there are probabilities or degrees of success that can be recognized and developed.

Intuiting
The second supporting area is that of intuiting. By this we mean the art of making maximum use of our own intuition developed carefully through experience, trial-and-error, and deliberate internal questioning and application. There are standard processes available for training oneself to surface intuition. Recognize that intuition is typically understood as being the ability to access our unconscious mind and thereby make effective use of its very large storeroom of observations, experiences, and knowledge. 
Empathy represents another aspect of intuition. Empathy is interpreted as the ability to take oneself out of oneself and put oneself into another person’s world; in other words, as the old Native American saying goes, “Until you walk a mile in his moccasins, you will never understand the person.” The ability to empathize permits us to translate our personal perspective into that of another, thereby understanding their interpretation of the situation. Such intelligence is clearly advantageous in warfare. An aspect of intuition is “mind mapping.” This is a tool to visually recognize relationships from discrete and diverse pieces of information and data. In addition to providing a systems interpretation as discussed earlier, mind mapping can also be used to trigger ideas and dig deeper into one’s intuitive capability to bring out additional insights. 
Valuing
Valuing represents the capacity to observe situations and recognize the value underlying their various aspects and concomitantly be fully aware of your own values and beliefs. A major part of valuing is the ability to align your vision, mission, and goals to focus attention on the immediate situation at hand. A second aspect represents the ability to identify the relevant but unknown aspects of a situation or competitor’s behavior. Of course, the problem of unknown unknowns always exists in a turbulent environment and, while logically they are impossible to identify because by definition they are unknown, there are techniques available that help one expand the area of known unknowns and hence reduce the probability of them adversely affecting the organization. 

A third aspect of valuing is that of meaning, that is, understanding the important aspects of the situation and being able to prioritize them to anticipate potential consequences. Meaning is contingent upon the goals and aspirations of the individual. It also relies on the history of both the individual’s experience and the context of the situation. Determining the meaning of a situation allows us to understand its impact on our own objectives and those of our organization. Knowing the meaning of something lets us prioritize our actions and estimate the resources we may need to deal with it.

Judging
The fourth supporting area is that of judging. Judgments are conclusions and interpretations developed through the use of rules-of-thumb, facts, knowledge and experiences, and intuition. While not necessarily widely recognized, judgments are used far more than logic or rational thinking in making decisions. This is because all but the simplest decisions occur in a context in which there is insufficient, noisy, or perhaps too much information to make rational conclusions. Judgment makes maximum use of heuristics, meta-knowing, and verication. Heuristics represent the rules-of-thumb developed over time and through experience in a given field. They are shortcuts to thinking that are applicable to specific situations. Their value is speed of conclusions and their usefulness rests on consistency of the environment and repeatability of situations. Thus, they are both powerful and dangerous. Dangerous because the situation or environment, when changing, may quickly invalidate former reliable heuristics and historically create the phenomenon of always solving the last problem; powerful because they represent efficient and rapid ways of making decisions where the situation is known and the heuristics apply. 
A related aspect of judgment is that of meta-knowing. Meta-knowing is knowing about knowing, that is, understanding how we know things and how we go about knowing things. With this knowledge, one can then go about learning and knowing in new situations as they evolve over time. Such power and flexibility greatly improves the final judgment and decisions made. Meta-knowing is closely tied to our natural internal processes of learning and behaving as well as knowing how to make the most effective use of available external data, information, and knowledge and intuit that which is not available. An interesting aspect of meta-knowing is the way that certain errors in judgment are common to many people. Just being aware of these mistakes can reduce their occurrence. For example, we tend to give much more weight to specific, concrete information than to conceptual or abstract information. (See Kahneman et al. (1982) for details.) 
A third aspect of judgment is verication. This is the process by which we can improve the probability of making correct judgments by working with others and using their experience and “knowing” to validate and improve the level of judgmental effectiveness. Again, this could be done via a trusted colleague or through effective team creativity and decision-making. 
In Summary
These four internal cognitive processes---visualizing, intuiting, valuing, and judging---work with the five cognitive capabilities---noticing, scanning, patterning, sensing, and integrating---to process data and information and create knowledge within the context of the environment and the situation. However, this knowledge must always be suspect because of our own self-limitations, internal inconsistencies, historical biases, and emotional distortions, all of which are discussed in the third area of knowing: the self as an agent of change.

The Self as an Agent of Change
The third area of knowing---the self as an agent of change---is the mechanism for creating deep knowledge, a level of understanding consistent with the external world and our internal framework. The self as an agent of change also takes this deep knowledge and uses it for the dual purpose of our own individual learning and growth and for making changes in the external world. 

Deep knowledge consists of beliefs, facts, truths, assumptions, and understanding of an area that is so deeply embedded in the mind that we are often not consciously aware of the knowledge. To create deep knowledge an individual has to “live” with it, continuously interacting, thinking, learning, and experiencing that part of the world until the knowledge truly becomes a natural part of the inner being. An example would be that a person who has a good knowledge of a foreign language can speak it fluently; a person with a deep knowledge would be able to think in the language without any internal translation and would not need their native language to understand that internal thinking. There are ten elements we will discuss here. Five of them are internal: know thyself, mental models, emotional intelligence, learning and forgetting, and mental defenses; and five of them are external: modeling behaviors, knowledge sharing, dialogue, storytelling, and the art of persuasion.

Internal Elements
Alexander Pope, in his essay on man
, noted that: “Know then thyself, presume not God to scan; the proper study of mankind is man.” We often think we know ourselves, but we rarely do. To really understand our own biases, perceptions, capabilities, etc., each of us must look inside and, as objectively as possible, ask ourselves, who are we, what are our limitations, what are our strengths, and what jewels and baggage do we carry from our years of experience. Rarely do we take ourselves out of ourselves and look at ourselves. But without an objective understanding of our own values, beliefs, and biases, we are continually in danger of misunderstanding the interpretation we apply to the external world. Our motives, expectations, decisions, and beliefs are frequently driven by internal forces of which we are completely unaware. For example, our emotional state plays a strong role in determining how we make decisions and what we decide. 
The first step in knowing ourselves is awareness of the fact that we cannot assume we are what our conscious mind thinks we are. Two examples that most of us have experienced come to mind. The first is that we frequently do not know what we think until we hear what we say. The second example is the recognition that every act of writing is an act of creativity. Our biases, prejudices, and even brilliant ideas frequently remain unknown to us until pointed out by others or through conversations. Consciousness is our window to the world, but it is clouded by an internal history, experiences, feelings, memories, and desires. 
After awareness comes the need to constantly monitor ourselves for undesirable traits or biases in our thinking, feeling, and processing. Seeking observations from others and carefully analyzing our individual experiences are both useful in understanding ourselves. We all have limitations and strengths, and even hidden agendas, that we must be aware of and build upon or control.

Part of knowing ourselves is the understanding of what mental models we have formed in specific areas of the external world. Mental models are the models we use to represent our own picture of reality. They are built up over time and through experience and represent our beliefs, assumptions, and ways of interpreting the outside world. They are efficient in that they allow us to react quickly to changing conditions and make rapid decisions based upon our presupposed model. Concomitantly, they are dangerous if the model is inaccurate or misleading. Because of the current rapidly changing environment, many of our models quickly become outdated. We then must recognize the importance of continuously reviewing our perceptions and assumptions of the external world and questioning our own mental models to ensure they are consistent with reality (Senge, 1990). Since this is done continuously in our subconscious, we must continuously question ourselves as to our real, versus stated, motives, goals and feelings. Only then can we know who we are, only then can we change who we will be.

The art of knowing not only includes understanding our own mental models, but the ability to recognize and deal with the mental models of others. Mental models frequently serve as drivers for our actions as well as our interpretations. When creating deep knowledge or taking action, the use of small groups, dialogue, etc. to normalize mental models with respected colleagues provides somewhat of a safeguard against the use of incomplete or erroneous mental models. 

A subtle but powerful factor underlying mental models is the role of emotions in influencing our perception of reality. This has been extensively explored by Daniel Goleman (1995) in his seminal book Emotional Intelligence. Emotional intelligence is the ability to sense, understand, and effectively apply the power and acumen of emotions as a source of human energy, information, connection, and influence. It includes self-control, zeal and persistence, and the ability to motivate oneself. To understand emotional intelligence, we study how emotions affect behavior, influence decisions, motivate people to action, and impact their ability to interrelate. Emotions play a much larger role in our lives than previously understood, including a strong role in decision-making. For years it was widely held that rationality was the way of the executive. Now it is becoming clear that the rational and the emotional parts of the mind must be used together to get the best performance in organizations. 

Much of emotional life is unconscious. Awareness of emotions occurs when the emotions enter the frontal cortex. Subconscious emotions play a powerful role in how we perceive and act, and hence in our decision-making. Feelings come from the limbic part of the brain and come forth before any related experiences that created them. They represent a signal that a given potential action may be wrong, or right, or that an external event signals danger. Emotions assign values to options or alternatives, sometimes without our knowing it. There is growing evidence that fundamental ethical stances in life stem from underlying emotional capacities. These stances create the basic belief system, the values, and often the underlying assumptions that are used to see the world---our mental model. From this short treatment of the concept, it is clear that emotional intelligence is interwoven across the ten elements of the self as an agent of change.

Creating the deep knowledge of knowing through the effective use of emotional intelligence opens the door to two other equally important factors: learning and forgetting. Learning and letting go---in terms of “filing” away or putting away on the bookshelf---are critical elements of the self as an agent of change because they are the primary processes through which we change and grow. They are also the prerequisite for continuous learning, so essential for developing competencies representing all of the processes and capabilities discussed previously. Because the environment is highly dynamic and will continue to become more complex, learning will be more and more essential and critical in keeping up with the world. 
Since humans have limited processing capability and the mind is easily overloaded and clings to its past experience and knowledge, “letting go” becomes as important as learning. Letting go is the art of being able to let go what was known and true in the past. Being able to recognize the limitations and inappropriateness of past assumptions, beliefs, and knowledge is essential before creating new mental models and for understanding ourselves as we grow. It is one of the hardest acts of the human mind because it threatens our self-image and may shake even our core belief systems. 
The biggest barrier to learning and letting go arises from our own individual ability to develop invisible defenses against changing our beliefs. These self-imposed mental defenses have been eloquently described by Chris Argyris
 (1990
). The essence of his conclusion is that the mind creates built-in defense mechanisms to support belief systems and experience. These defense mechanisms are invisible to the individual and may be quite difficult to expose in a real-world situation. They are a widespread example of not knowing what we know, thus representing invisible barriers to change. Several authors have estimated that information and knowledge double approximately every nine months. If this estimate is even close, the problems of saturation will continue to make our ability to acquire deep knowledge even more challenging. We must learn how to filter data and information through vision, values, goals, and purposes using intuition and judgment as our tools. This discernment and discretion within the deepest level of our minds provides a proactive aspect of filtering, thereby setting up purposeful mental defenses that reduce complexity and provide conditional safeguards to an otherwise open system. This is a fundamental way in which the self can simplify a situation by eliminating extraneous and undesirable information and knowledge coming from the external world.

The above discussion has identified a number of factors that can help us achieve an appropriate balance between change and our resistance to change. This is an important attribute: not all change is for the best, yet rigidity begets antiquity. This balance is situational and comes only from experience, learning, and a deep sense of knowing when to change and when not to change the self.

This section has addressed the self as an agent of change through internal recognition of certain factors that can influence self-change. Another aspect of change is the ability of the self to influence or change the external world. This is the active part of knowing. Once the self has attained deep knowledge and understanding of the situation and external environment, this must be shared with others, accompanied by the right actions to achieve success. 
External Elements
The challenge becomes that of translating knowledge into behavior, thus creating the ability to model that behavior and influence others toward taking requisite actions. Role-modeling has always been a prime responsibility of leadership in the government as well as the civilian world. Having deep knowledge of the situation the individual must then translate that into personal behavior that become a role model for others to follow and become motivated and knowledgeable about how to act. Effective role-modeling does not require the learner to have the same deep knowledge as the role model, yet the actions and behaviors that result may reflect the equivalent deep knowledge and over time creates deep knowledge in the learner---but only in specific situations. This is how you share the effectiveness from learning and thereby transfer implicit knowledge.

Wherever possible, of course, it is preferable to develop and share as much knowledge as possible so that others can act independently and develop their own internally and situation-driven behavior. This is the reason knowledge management and communities of practice and interest require management attention. Since most deep knowledge is tacit, knowledge sharing can become a real challenge.

A third technique for orchestrating external change is through the use of dialogue. Dialogue is a process first originated by David Bohm (1992) to create a situation in which a group participates as coequals in inquiring and learning about some specific topic. In essence, the group creates a common understanding and shared perception of a given situation or topic. Dialogue is frequently viewed as the collaborative sharing and development of understanding. It can include both inquiry and discussions, but all participants must suspend judgment and not seek specific outcomes and answers. The process stresses the examination of underlying assumptions and listening deeply to the self and others to develop a collective meaning. This collective meaning is perhaps the best way in which a common understanding of a situation may be developed as a group and understood by others. 
Another way of creating change and sharing understanding is through the effective use of the time-honored process of storytelling. Storytelling is a valuable tool in helping to build a common understanding of our current situation in anticipating possible futures and preparing to act on those possible futures. Stories tap into a universal consciousness that is natural to all human communities. Repetition of common story forms carries a subliminal message, a subtext that can help convey a deep level of complex meaning. Since common values enable consistent action, Story in this sense provides a framework that aids decision-making under conditions of uncertainty.
 

Modeling behavior, knowledge sharing, dialogue, and storytelling are all forms of building understanding and knowledge. Persuasion, our fifth technique, serves to communicate and share understanding with others a specific conviction or belief and/or to get them to act upon it. To change the external environment we need to be persuasive and to communicate the importance and need for others to take appropriate action. The question arises: When you have deep knowledge, what aspects of this can be used to effectively influence other’s behavior? Since deep knowledge is tacit knowledge, we must learn how to transfer this to explicit knowledge. Nonako
 and Taguichi
 (1995) and Polyani (1958) have done seminal work in this area. Persuasion, as seen from the perspective of the self, gets us back to the importance of using all of our fundamental values, such as personal example, integrity, honesty, and openness to help transfer our knowing to others.

Application
Knowing is an aspect of the self that we need and use every day of our lives as well as in nebulous, complex situations that are not easy to understand. Such a situation is that of competition. In preparing for warfare, senior leaders spend a great deal of time understanding the psychology of the competitor, their strengths and weaknesses, and potential opportunities and threats. At the same time, leaders carefully consider the strengths and weaknesses of their own company forces and, from the competitor’s viewpoint, the potential opportunities and threats they may recognize and take advantage of. Another way of looking at this is that the senior leaders try to develop context empathy of the marketplace. By this is meant an empathetic understanding of the context in which the competition will be waged to allow the use of intuition, insight, and feelings to better anticipate potential market situations. Leaders often listen to subject matter experts, have dialogues with research consultants and use computer modeling with sensitivity analysis to better understand the possible strategies and outcomes of the competition. Through such processes they develop specific strategies for using their own strengths to overwhelm the competitor’s weaknesses while protecting their own weaknesses, all the while studying the customer and the marketplace. 

In today’s world, scenarios could be developed with worst-case situations analyzed from the perspective of what could go wrong. In the most thorough preparation, a focus search for known unknowns during the competition evolution and contingency planning for possible unknown unknowns would be investigated. This preparation obviously includes training, exploration, feedback, and learning both about the objective context and evolution of the competition and the subjective development of the leaders’ perception and development of their emotional and unconscious capability for effective decision-making. While rarely thought of in this context, such preparation as just described in fact prepares them for the art of knowing. A very important feature of anticipating and “knowing” the competitor is a deliberate review and questioning of the major beliefs, assumptions, biases, conclusions, defense mechanisms, and feelings that went into the preparation for their market thrust. This introspection provides insight into how leaders might have distorted their own understanding and perceptions of the anticipated situation. 

In essence, the preparation for battle starts early so that its anticipated evolution cannot only be reviewed and anticipated, but there is time for the leaders themselves to personally live through the evolution of the anticipated competition. This act of living through the process before it begins allows internal development in each leader of the knowing, intuitive competency, building the unconscious capacity to make quick decisions during the fog of complexity and competition.

Value Added
Taken together, the five observables, four processes, and ten elements of the self as an agent of change, represent the factors that can create deep knowledge, understanding, and effective actions, all necessary to obtain the real benefits of knowing. Each of these factors is related to many of the others, and hence it is the integrated capability built up over time through learning, awareness, and constant self-change that creates the power of knowing so important to decision-making in a turbulent business environment. In summary, knowing:

· Builds situational awareness through deep understanding, having a large insight into the situation and its implications in a turbulent environment.

· Reduces complexity by developing defenses against information and knowledge saturation and by being able to identify leverage points in the situation.

· Cultivates discernment and discretion to enable one to prioritize information and take appropriate action.
· Empowers decision-making through improved knowledge, a clear focus on the objectives, and the recognition of alternatives at the point of action.

· Supports knowledge superiority in terms of competitive advantage through building the individual’s capabilities to create deep knowledge and share it with others. 
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