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Introduction 
 
This article presents the reflections produced by analyzing a specific four-year long 
experience on using methodologies of ―knowledge sharing for collective creation‖ in 
Latinoamerica.  
  
The process was methodologically developed by Sulá Batsú, a Self-Managed 
Cooperative of Professionals (www.sulabatsu.com) and supported by Bellanet´s 
(IDRC) Regional Office in Latin America (www.bellanet.org). The thoughts presented 
are based on the reflections Sula-Batsu´s members have regarding this experience. 
During these years, knowledge sharing for collective creation was put to test as the 
differentiated methodology. 
 

Knowledge sharing for collective creation.  
 
Currently, knowledge has become one of the most important production factors. 
Knowledge is inherently human, therefore it has always been used by people to 
produce, reproduce and improve their material and non material conditions. However, 
there’s a difference in this epoch when knowledge has become the raw material in 
productive processes.  
 
Information and communication technologies play a fundamental role in these new 
wealth generation processes since they constitute the space where diverse types of 
knowledge come in contact to develop the productive process.  
 
Taking into account this context there’s a strong drive towards setting into motion 
mechanisms to ―capture‖ knowledge. This is the root of knowledge management 
proposals that seek to develop virtual spaces and automated systems (such as data 
bases) to ―organize‖ the knowledge of the people from an enterprise, a productive 
process or social group. 
 
Vis-à-vis this approach, an alternative proposal has developed that questions the 
concept of ―knowledge management‖ stating that: 
 
 

 When knowledge is made explicit it becomes information. Information can be 
managed, that is, captured and organized in storage devices and disseminated 
in different digital and traditional formats.  

 

                                                 
1
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Costa Rica and hosted by the cooperative Sulá Batsú.  
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 Information is an input for individual and collective knowledge processes that’s 
integrated by people and social groups to develop new knowledge. 

 

 The knowledge found in the experiences of people and social groups is called 
tacit knowledge. It can’t be stored nor captured, it can only be shared and 
exchanged by the interaction between people. This can be done using digital 
means or face-to-face, the key is in the sharing. It also has the characteristic of 
being intangible, unlike the knowledge that is made explicit and becomes 
information. 

 

 Until now, tacit knowledge has not been given much value, it hasn’t been 
prioritized in productive processes nor in formal educational processes. 
However, rural, aboriginal and excluded communities have used mainly tacit 
knowledge for their own development, survival and resistance. 

 

 Since tacit knowledge finds its expression in the experiences of people and 
social groups, it can’t be captured and it can’t belong to anyone but the person 
or group who has lived it. Hence, it had not been of interest to those who only 
seek the production of capital. However, like it was mentioned previously, in the 
current context knowledge gains a fundamental role as a merchandise and raw 
material. So this type of knowledge has drawn the interest of large productive 
processes and they’ve tried to establish mechanisms that make tacit knowledge 
as explicit as possible to be able to own it. 

 

 However, given the particular condition of tacit knowledge, it’s impossible to 
make it explicit, much less possess it. 

 

 
Only information can be managed. Knowledge can’t be transferred, captured or 
managed; it must be shared, by the interaction of people, be it using digital means or 
face-to-face.  
 

 
 
 
 

The methodological design 
 
Sharing processes based on interaction require a specific methodological steering that 
has the following starting points:  
 

1. A clear definition of the topic on which people want to create collectively and 
develop new knowledge.  

2. The information and knowledge that the people who’ll interact bring with them.  
3. The passions that the topic generates in the groups who’ll interact.  
4. The power relationships that exist between participants.  
5. The characteristics of the group, such as age, roles, functions, identities, etc. 
6. The time available for the interaction. 

 
Once these group characteristics are recognized the methodological process is 
designed, which basically aims at creating collectively new knowledge on a specific 
topic, based on the experiences of the participants. A basic assumption is that new 
knowledge is not the sum of the individual knowledge in the group, that the interaction 
gives a fundamental added value creating synergies and mixing subjectivities. 



 
In the table, we can see different examples of processes where Sulá Batsú have tested 
the methodology. Could be processes to create, to reflect or to increase technical 
knowledge. 
 
 

 
Knowledge Sharing For Collective Creation Methodology  

Examples of processes 
 

Type of process Creating Reflecting Technical 

Process objective To create a concept, 
methodology or 
approach based on the 
experiences of all 
participants. 
 
 
 
This objective is 
strongly related to the 
idea that all 
participants have 
valuable experiences 
to create, de-construct 
or re-construct 
concepts.  

To reflect about a 
problem or situation 
that affects the 
participants in the 
activity.  
 
 
 
This objective is closely 
tied to the fact that 
people have very few 
spaces or possibilities 
to reflect collectively 
about the problems that 
affect them.  
 

To increase the participants´ 
technical knowledge by 
establishing interaction 
between people who have 
worked in a specific topic 
and the participant’s day to 
day reality.  
 
This objective answers to 
the principle that regardless 
of how much technical 
―expertise‖ a person has, 
her/his knowledge can 
always be questioned when 
it faces different realities. 

Sharing objective To interact with people 
who have diverse 
experiences related to 
the topic at hand to 
create new ideas and 
concepts based on 
those experiences. 
 
 

To dedicate a space for 
listening, proposing 
interpretations and 
stating doubts that arise 
from the participants’ 
experience.  
 
These activities need 
not end with a specific 
proposal. Moreover, the 
participant integrates 
new visions –different 
from his/her own—
regarding the same 
situation.  
 

 

Learning objective Participants will have a 
new interpretation and 
a different 
understanding of the 
topic under discussion.  

At the end of the 
session, participants 
will have new 
perspectives that 
question their own 
understanding of a 
specific topic.  
 

Participants will question 
their own expert technical 
knowledge on a specific 
topic.  
 

 
Another key aspect is that the knowledge generated through sharing processes is 
expressed both in tacit and explicit knowledge, of which only the latter can be 
documented. However, there’s also a high added value on the tacit knowledge that 



participants take with them which can’t be captured or measured. This tacit knowledge 
is expressed, for example in attitude changes, new relationships, well-founded opinions 
and overall strengthening of the social movement. Hence, many results are not 
tangible.  
  
 
The thematic support team 
 
The methodological team, in this case Sulá Batsú, doesn’t always know in depth the 
topics that the knowledge sharing process will be about. Therefore, it’s necessary to 
conform a thematic support team, with people who have broad expertise on the topic at 
hand. In this sense, we don’t necessarily resort to people with academic expertise, we 
prioritize hands-on experience.  
 
We define with this team the level of knowledge the sector has, the key milestones and 
issues to be faced and we also review the learning objectives designed by the 
methodological team.  This consulting team is specially important in technical topics. 
 
 
 

 
Each process of knowledge sharing for collective creation is unique, even if it has the 
same knowledge objectives as another process. The group that created and interacted 
will never be the same as another group.  
 

 
Discovering the passions and knowledge that each group brings 
 
This is one of the most important challenges in knowledge sharing methodologies 
because it’s very frequent for these elements to be unknown until the interaction with 
the participants begins. In general terms, the working agenda should start off with an 
activity that allows the methodological team to get to know this aspect. 
 
Hence, the initial agenda can’t be completely structured and it’s probable, sometimes 
absolutely necessary that it changes once we know the group in depth.  This issue was 
very difficult to understand for many people who are used to having strict agendas pre-
designed before the activity begins. However, it’s fundamental to have open and 
flexible agendas that allow potentiating the group’s own baggage over what has been 
pre-designed. We understand this implies an important transformation in the traditional 
structure of collective processes.  
 
It’s also clear that in order to achieve this successfully the main facilitator and her/his 
support team must have: a) Flexibility, to transform the process in short time, which 
requires knowing very well the methodologies, the techniques and their use, b) 
Capacity to improvise oriented towards the achievement of the knowledge objectives 
proposed, c) High skills for ―reading‖ the group and its dynamics. 
 
 
Making the interaction "horizontal" 
 
Knowledge sharing for collective creation processes have as a basic condition the 
―horizontality‖ between participants. This means that all conditions, including the venue 
or space, must be established so that participants feel they have equitable conditions in 
which they can bring their personal experiences for the topic under discussion.   
 



 
The sessions for collective creation brought together, for example, managers with 
underlings, directors from the administration councils and representative figures with 
their associative base, people who had a long history within the social economy sector 
with younger generations who had the expectation that new spaces could open up, 
technical staff with policy-makers and producers, men and women. It was crucial to 
establish conditions that allowed this great diversity of interests, expectations and 
visions to interact in horizontal conditions. 
 
In this sense, we learned that collective creation has a different limit that varies for 
each group. This point is precisely reached where there can’t be good conditions for 
―horizontality‖, hence people can’t participate equally in the process of construction.  
 
In order to achieve the most benefit from the potential conditions of horizontality it’s 
necessary to guarantee that a) Every participant actually has something to contribute to 
the topic under discussion, b) Every participant is passionate about some aspect of the 
topic, c) Every participant knows and approves the sharing conditions. 
  
 

 
Sharing Conditions 

 

 The more knowledge is shared, the more it grows. 

 Knowledge can’t be transferred, only shared. 

 Everyone in the group has valuable knowledge and experiences related with 
the topics that summoned the gathering. 

 The diversity of experiences and opinions must be respected to promote 
sharing. 

 Every participant has knowledge on the topic under discussion, hence the 
contribution of each person is equally valuable.  

 In this group, on the topics that summoned us, either there’s no experts or we’re 
all experts.  

 It’s acknowledged that the inputs and contributions of others transform and 
increase both individual and collective knowledge.  

 It’s acknowledged that time is one of the scarce resources, hence it’s important 
to respect the time assigned to speak. We have clear that the additional time 
taken up by one person is inhibiting the participation of others and hinders the 
interaction process.  

 

 
 
There are two aspects that are important to highlight, regarding the sharing conditions. 
The first one is the issue of experts. In general, it’s a common belief that learning 
processes happen when one or more experts make speaker presentations on specific 
topics. In the methodological approach we’re proposing, we give value and prioritize 
the expertise that’s built upon everyday experiences, which is usually not emphasized 
in traditional educational processes. 
 
The second issue we face has to do with the extent of time people are given to speak. 
In general terms, in collective processes there’s always a few people who monopolize 
the speaking cue, either because they hold positions of power that makes it seem 
legitimate or because they consider themselves experts in the topic under discussion. 
Usually, these people don’t participate in the processes of collective creation, 
establishing a clear distance between themselves and the rest of the participants. The 



knowledge sharing rules say that for every 3 hours of interaction the maximum amount 
of time for an individual to speak should not go over 20 minutes. Although there’s 
flexibility, this is considered a golden rule.  
 
The distribution and design of the physical space should also support the process of 
―horizontality‖. For example, up to the extent possible, there should not be a main front 
table for the speakers. The people who are going to speak or present can do so from 
their seat with the rest of the participants. Facilitators should also locate themselves 
among the participants. 
  
 
Giving value to tacit knowledge  
 
One of the values that this approach to knowledge sharing for collective creation poses 
is giving tacit knowledge a new value, because in general terms it has been 
downplayed in both productive and formal education processes.   
 
This is a way of recognizing that the knowledge on which the development of many 
local communities, specially the ones that are most excluded by the economic 
processes, has a fundamental value. Aspects such as the oral tradition that have been 
so important for the development of our identity gain a higher ranking in this 
methodology. Also, the knowledge that can be measured in documents is given the 
same level of importance as the one people carry with them in their personal 
experiences. This approach inevitably calls attention to the issue of property over 
knowledge, which will be left for discussion in another moment. 
 
 
The sharing techniques 
 
One of the main misinterpretations is thinking that this methodology is no more than 
applying certain techniques. As we’ve stated, the important issue is creating a 
knowledge process where different techniques are then integrated and linked together 
throughout the process to achieve the expected development of concepts and skills. 
 
The criteria for selecting techniques is based on three elements: the creation objective, 
the group’s conditions and the interaction possibilities that exist at a given time.  
 
Since this article is focused on discussing the methodology, we won’t highlight the 
details of each technique we’ve used along the different processes. These can be 
consulted in the website of Sulá Batsú (www.sulabatsu.com) and in future publications.  
 
However, as an example we briefly present a table to summarize some of the 
techniques that we’ve used during this year.  
 
 
 

Techniques Methodological Objective  

After Action Review Review, evaluate or give feedback to an action that was 
already performed.  

Peer Assist Design an action 
Consult peers on a decision and a proposal.  

Storytelling Recuperate an experience by making a story.  

Open spaces with 5 
variations 

Multiple purposes, such as unveiling the knowledge and 
passions the group arrives with. 
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Create and discuss topics that are born from the 
group’s interests 
 

Making newspapers Build a vision 

Puzzles Summarize what was learned 

Life lines Create proposals from referents and visions that are 
very different 

The knowledges and the 
passions 

Establish the previous knowledge and passions the 
group has, regarding a specific topic 
 

Graphic representations Document and organize the collective creation  

Sketches Document and organize the collective creation 
 
Also used to loosen up and rest from the sharing 
process  

Cross-questioning 
between groups 

Develop questions on key topics,  carry-out a healthy 
examination of oneself as well as others.  
 

Creating based on the 
other group 
 

Complement visions and proposals  

Nuclear fusion Move from individual to collective in the process of 
creating a proposal.  

Digital Life stories Recover the local knowledge processes and local 
knowledge content using ICT´s 

 
 
The cyclic process and the points of saturation  
 
 
Another characteristic of knowledge sharing processes is that they have saturation 
points. These points have two main motives; the first one refers to the moment when 
the group is tired of the sharing process. Although the activities are very entertaining 
and the techniques used are dynamic and fun, there’s also an important intellectual 
fatigue, specially in collective construction. This type of saturation must be detected by 
the methodological facilitator who should immediately interrupt in order to not affect the 
knowledge process. 
 
The second saturation point refers to when the group’s contributions become repetitive. 
This means that most of the knowledge the group brought with it has already been 
integrated. Knowledge sharing processes work like a spiral, describing several circles. 
When this saturation point is reached the group starts becoming repetitive because all 
of the inputs have been integrated in the collective creation. The methodological 
facilitator should also detect this point and integrate new elements to the creation 
process. There are several ways of bringing new perspectives into the knowledge 
process, one of them is mixing-up the groups, another is integrating new participants, 
also telling a story that presents an experience or developing an interrogation process. 
We’ve also used what we call thematic facilitators to relief saturation points due to the 
cyclic condition of knowledge sharing. Thematic facilitators are people that have ample 
experience in the topic under discussion, or who have reflected upon it and can bring 
new elements into the group process. 
 
 
The knowledge sharing team 



 
One of the main problems this processes have is that they can be very expensive, due 
to the amount of people required to conduct them.  
 
In average, a good facilitator may conduct a maximum of 15-20 people in this type of 
process. Likewise, the facilitator in each group needs a support person responsible for 
documenting all the proposals as well as the group process.  
 
 
In short, for each activity it’s necessary to have:  
 

 A main facilitator who has the responsibility of threading together the knowledge 
process. Among other things, this means making sure that each activity is 
related to the next and that the process of collective creation and the 
conceptual growth of the group is taking place. This person is also responsible 
for ―reading‖ the whole group, redefining the agenda and the dynamics 
according to his/her appreciation and reorganizing groups and methodological 
facilitators according to the development of the process. The main facilitator 
also does the general recapitulations and designs the whole process, before, 
during and after the formation event. This person is in charge of the facilitating 
team, throughout the whole activity. 

 

 Methodological facilitators, who will conduct each working group and are 
responsible for conducting the collective creation process. They must know very 
well the techniques and be clear on the creation objective. Also, they must 
summarize their group’s work in order to integrate it with the others in the team 
of facilitators, which meets as much as necessary. The working groups are 
constantly changing, according to the techniques that are being used.   

 

 Thematic facilitators are people who have specific experiences in the topics 
under discussion. They must be willing to form part of the collective creation 
process and step away from the role of the expert who comes to make a 
speaker presentation and ―transfer‖ her/his knowledge to others. They must be 
willing to participate when they’re required to relief the saturation points. 

 

 The people who document are key, since due to the techniques that are used, 
the process is just as important as the outcomes. In general, it’s very difficult to 
find good note-takers who can also be in charge of documenting the whole 
process using video, photography, elaborating schemes, etc. It’s necessary to 
have at least one person per break-out group and on their shoulders rests the 
possibility of truly documenting the outcomes of the process that was carried-
out. 

 

 The logistic coordinator is another key person in the process. She/he makes 
sure that all work spaces have conditions for ―horizontality‖, required to carry 
out the sharing process. The logistic coordinator is also responsible of making 
sure that the materials needed to do each technique are available at the right 
time for each methodological coordinator. This person is also responsible for 
collecting all the materials created by the documenters.  

 

 A person responsible for designing and producing the materials that will be 
required. Sometimes, due to the level of improvisation and re-scheduling 
necessary in these processes, material must be produced suddenly and on the 
spot. Materials can be either printed, digital or occasionally include 
development of multimedia or web production, as was the case in the Inaugural 



Plan, for which we had a production unit on site. At other times, we’ve only used 
large clipboards.  

 

Facilitation Guides 
 
In order to carry out the knowledge process under this methodology, three 
guides must be previously developed: 
 
A facilitation guide that threads together the knowledge process with the tools 
and techniques to be used. It also leads the coordination between facilitators 
during the whole process. Before the event, there’s always a workshop with the 
facilitators to review methodologies and processes.  
 
A guide for the thematic facilitator, where we outline the role of the people who 
will contribute on specific topics, as well as the type of participation they’ll have, 
highlighting their contribution to the sharing and group process. 
 
A guide for participants, in which we describe how we expect the process of 
interaction, learning, conceptual and practical growth to develop with the people 
who’ll be involved in the activity.  
 
A material’s guide is used to link the production of materials with the knowledge 
process.  
 


