How to Develop a
Knowledge Management Strategy:
A Practical Workflow

* Goal: turn scattered, person-dependent
knowledge into a managed organizational asset frezener -

* A KM strategy: documented, executive-
sponsored, defines ownership, flow, and success

* Not a tool purchase, wiki rollout,
or one-off documentation project

ASSESS DESIGN BUILD LAUNCH MEASURE SUSTAIN
* Workflow: assess, design, build, o 4 A _
launch, measure, sustain : : :

A
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¢ Deliverables: vision, use cases, operating model, k )
standards, roadmap, metrics -

* Your role: decision-makers and
contributors, not passive attendees



Why KM Strategy Matters Now
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@ - Knowledge loss costs the U.S. an estimated n - Replacements in knowledge-intensive roles
$1.3 trillion annually gy need 8-12 months to full productivity
g - Average knowledge worker tenure: Q - 70-80% of enterprise knowledge is tacit
only about 4.1 years and never written down
q s oG RRpRI LG Oloum,dally - Al assistants and RAG deployments
searching for known information .
underperform without governed,
high-quality knowledge
00 - 42% of institutional knowledge sits LT .
C-O—J with individual employees




Baseline Assessment:
Mapping Knowledge, People, and Gaps

Knowledge audit first: inventory
intranets, drives, wikis, Slack,
personal Loom libraries

Identify which stores people
actually trust and use daily

Flag critical knowledge domains by
strategic importance, departure risk,
replaceability, frequency

Map where knowledge lives and
how it flows between teams
and handoffs

Baseline maturity with APQC's
five levels: Initiate, Develop,
Standardize, Optimize, Innovate

Use lightweight methods: interviews,
surveys, content audits,
self-assessment workshops

Prioritize gaps by business impact,
risk, and feasibility
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Design: Vision, Principles, and Priority Use Cases

| vision )
A single, trusted knowledge ecosystem that helps

our people find, trust, and apply knowledge to
solve the right problem faster.
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People-centered Trust by design Make it easy Reuse by default Ethical and secure
Design for how Ensure quality, Reduce friction with O.rganiz_e: for Protect pri\facy,
people work. provenance, and intuitive, seamless ~ findability, follow policy,
accountability. experiences. interoperability, and use Al
and reuse. responsibly.
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PRIORITY USE CASES FOUNDATIONAL ALIGNMENT & SCOPE
@ - Write a KM vision specific enough to fail at
= | =
(F-’rr:;r:{ﬂ | v— - Draft 5-7 principles as real design rules
é b
Other i? - Pick 3-5 priority use cases with fast, measurable value
Considered i
Use Cases :
® - Set scope deliberately and name what is out of scope
(QDC% - Align with L&D, data governance, and Al initiatives




Operating Model: Roles, Governance, and Incentives

OWNERSHIP @ (
LAYERS @

i

Three ownership layers:

Executive Sponsor executive sponsor, KM lead,

A Sets vision, priorities, and ensures resources domain owners
EXECUTIVE

Content owner: accountable
for accuracy; steward: tends
taxonomy and reviews

SPONSORSHIP /]_\

KM Lead & Steering Committee

v Defines policy, standards, and resolves cross-cutting issues

GOVERNANCE ST e T e e e L et e~ i ' —with-a- -
e i 5 N c% o | Governance Council | Federated-with-a-strong

center governance wo rks

t (/=) | Smallcouncil decides cross-cutting
e best at scale

taxonomy and conflict calls

____________________________________________________________

Keep RACI Consulted
column small; unnecessary
consults delay reviews
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OWNERSHIP

& STEWARDSHIP Domain Owner Domain Owner Domain Owner :
Accountable for Accountable for Accountable for 000 Smr:}[I governance (?ounC|I

content quality and content quality and content quality and C(Y) ) decides cross-cutting
: FOFES ERcTage coverage taxonomy and conflict calls
8) Steward Steward Steward : .
: Tends taxonomy Tends taxonomy Tends taxonomy Embed contribution in
and reviews and reviews and reviews . ’ .
: - - A recognition, objectives,
i : : I and incentives

KN?:‘:I(I)'\E,DGE m Knowledge Content
Trusted, findable, and reusable



Content and Taxonomy: Structuring Knowledge for Reuse

® Define the content lifecycle:
create, review, approve,
publish, maintain, retire

® Build taxonomy and metadata
standards before scale,
not after

REVIEW.

® Set minimum fields: owner,
audience, scope, dates, source

® Use authoring templates so
contributors focus on substance

® Decide what to document
and what to leave tacit

MAINTAIN

® Prevent content debt: retire
stale content, merge duplicates

_PUBLISH



Technology and Tooling: Enabling
Findability and Flow

PERMISSION-AWARE RETRIEVAL

® Map tool categories against strategy: (
knowledge base, wiki, intranet, enterprise i
ge ba enterp BER SO Analytics ar!d . &
search, Al assistants, communities 0 |:| ] [l Health Monitoring
® Technology is step four, not step one — . A
strategy and governance come first 4
: Al Assistance
® 2026 stack has four layers: repository, |
search, Al assistance, analytics Layer

® Prioritize interoperability, permission
inheritance, and data portability over
lock-in —>

\
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® (Govern Al assistants: require source
citation and human review before scaling

® Test platforms for permission-aware
retrieval, freshness flags, conflict
detection, and audit trails




Roadmap: Sequencing the Build and Launch

FOUNDATION PILOT SCALE OPTIMIZE
‘ Establish the groundwork, Run a focused pilot in Expand to additional teams Refine, standardize, and
align stakeholders, one department to learn, and functions using what continuously improve for
L and prepare to pilot. measure, and adapt. we've learned. sustained impact.
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Start Pilot Department Gate A Few Teams Measurable Outcome Company-Wide
(~3 months) Next in 12-18 months Adoption
* Phase the work: foundation, pilot, scale, optimize ‘

Quick wins in six months; measurable outcome in 12-18 months

n

Pick pilots with clear measures, a named owner, willing co-designers

Plan change, communications, and training up front; name local champions

Sequence dependencies: content owners, IT, L&D, legal, business leaders

Staged pattern: one department (~3 months), a few teams, then company-wide
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Measurement: Metrics That Prove Value

-

. LEADING INDICATORS
q ——= Search success

—=o (Contribution rate

L) — Freshness
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. LAGGING BUSINESS OUTCOMES

—= Onboarding speed
Resolution time
—=o Deflection

—= Satisfaction
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Track leading indicators first: search success, contribution, update rate, freshness
Lagging outcomes confirm results: onboarding speed, resolution time, deflection
Frame metrics around budgeted outcomes: cost avoided, productivity, quality
Avoid vanity metrics: logins, page views, article counts prove nothing

Build 2-3 simple ROI models: deflection, time-to-competency, resolution savings

Measure monthly and quarterly; show trends, not snapshots




Common Pitfalls and
How to Avoid Them

- Tool-first thinking: buying
platforms before strategy,

i\é § governance, and metrics

- No executive sponsor:

NOPEINY W5 % budget fights and mandates
5 &\ get lost
| - Skipping governance: content
peesErEs T ages, ownership blurs, trust
i_\ collapses in 18-24 months
5 - Centralizing too much:
: one team collapses; federate
i\ ownership by domain
- Measuring activity, not outcomes:
logins and article counts fail
\ i\ at budget season

- Treating KM as a project,
w not a program: launches

&\ decay without curation

rQa_' - Ignoring tacit knowledge
and incentives: unrewarded

contribution stops




First 90 Days: A Practical Action Plan
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Days 0-14 l |
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Days 15-45

Days 46-75 ‘

Days 76-90

 Days 0-14: Align
stakeholders, pick one
executive outcome, .
confirm sponsor and

decision rights

* Days 15-45: Run
baseline assessment,
inventory knowledge
stores, instrument
your metrics

L@

£ Days 46-75: Launch

first pilot use case,
assign domain
owners, set review
cadence

* Days 76-90: Present
early results with
executive dashboard,
define scale plan

Role actions: leaders drive, operations map gaps, L&D embed, owners own domains

Readiness checklist: problem, targets, sponsor, pilot, owners, content plan



Sustaining the Program: Continuous

Improvement and Maturity

Treat KM as an operating
function with a fixed review rhythm

Quarterly program reviews, monthly
operations reviews, annual maturity
reassessment

Re-run maturity assessments
every 12-18 months; aim for Level 3

Keep governance alive: risk-tiered
reviews, retirement rules, freshness
flags, ownership audits

Re-audit when the organization
restructures or adopts new
Al capabilities

Grow from consistency to compounding
value: quality, decisions, replication,
preserved expertise
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@ » Common thread: embedded capture, domain ownership, shared standards
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Workshop: Build Your KM Strategy on One Page

- Exercise 1 (20 min):
draft vision using the
audience-knowledge-
action-benefit pattern

Exercise 2 (20 min):

pick three use cases; score
impact, risk, feasibility;
name one quick win

Exercise 3 (20 min):

sketch operating model —
sponsor, KM lead, domain
owners, stewards, governance
council

Exercise 4 (20 min):
set two outcome metrics
with baseline and 30-day
instrumentation plan

Debrief:

share drafts, flag cross-functional
dependencies, commit to three
actions this month

Take-away template:
vision, scope, three use cases,
roles, metrics, 90-day milestones

7

VISION STATEMENT
Audience - Knowledge - Action - Benefit

e e e e e ————

i i e s e e

~

Ve

THREE PRIORITY USE CASES
Score: Impact — Risk — Feasibility
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Next Steps, Resources, and Course Close

.Q—0—>

Y Assess Design
— > Deliverables: Deliverables:
Assessment findings KM strategy, blueprint,
and baseline and roadmap
ISO 30401
Continue with
ISO 30401, APQC =

maturity levels, and
current KM priorities
research

COMMITMENT
CHECKPOINT

Name one action and
one metric to keep
our progress visible.

Build Launch Measure Sustain
Deliverables: Deliverables: Deliverables: Deliverables:
Content, taxonomy, Communication plan KPls, insights, Governance, continuous

and workflows and training and reports improvement plan
APQC 2026 Trends
Continue with Continue with
ISO 30401, APQC B ISO 30401, APQC
maturity levels, and maturity levels, and
current KM priorities current KM priorities
research research

e o o o o

Workflow recap: assess, design, build, launch, measure,
sustain — plus each stage's deliverables

Continue with ISO 30401, APQC maturity levels, and
current KM priorities research

Run maturity assessments annually, review on cadence,
retire unused content, report quarterly

Commitment round: name one action for the next 14 days
and one metric to track

KM succeeds as a sustained operating capability,
not a one-time launch event



PersonWise.

PersonWise - Al digital-human course platform

Scan the code or click anywhere to watch this course live, with voice Q&A

personwise.ai/t/8e3eb6c5/public


https://personwise.ai/t/8e3eb6c5/public?entry_surface=public_courseware_pdf

