How to Overcome
Knowledge Management
Challenges: A Practical Workflow

® - Organizations lose time, repeat mistakes,
and slow onboarding

- Knowledge sits fragmented, stale,
or hard to find f

e - KM in practice: capture, organize,
share, apply, maintain
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® - The cycle: Diagnose, Design, Capture,
Curate, Distribute, Adopt, Measure, Improve
® - 2026: Al speeds retrieval, but trusted

content and ownership still decide success

® - Qutcome: repeatable rhythm that cuts

search time, duplication, and decay
5. Distribute



Why Knowledge Practices Break Down

documents, low findability, Needs Can Actually Use
inconsistent answers, knowledge loss
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- 2026: information silos top barrier,
then time constraints, unclear
KM strategy

- Duplicate content, stale What the Organization What Employees
|
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DEBT GAP

= Only ~25% rate KM processes
mostly effective; enterprise search
rated somewhat effective

- Most organizations use or plan Al,
but adoption and change
management lag

" KNOWLEDGE DEBT |
COUNTER

- Root causes: ownership gaps,
weak taxonomy, tool sprawl,
no incentives




The Practical Workflow at a Glance

A repeating cycle: Diagnose — Design =

Capture = Curate - Distribute -
Adopt - Measure = Improve

Diagnose what is actually broken
before buying tools

Design governance, roles, and
standards real teams can enforce

Capture at the point of work; curate
ruthlessly; distribute where work
happens

Adoption is change management;
measure leading indicators against
business outcomes

Start small: one domain, one
measurable pain point, then scale
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Diagnosing Weak Knowledge Practices

- Start with evidence: search queries, FIVE-DIMENSION
DIAGNOSTIC SCORECARD

tickets, onboarding time, duplicates

- Score five dimensions: findability,
accuracy, ownership, freshness, usage

- Map knowledge flows: where it is
created, stored, needed, and breaks

- Locate maturity stage: tribal, static,
managed, optimized, Al-augmented

- Ask hard questions: can one departure
erase a critical answer?

- Prioritize the top three pain points
with measurable business impact
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Designing Governance, Roles,

g_n_d_ Content Standards

- Minimum viable governance: one
owner per domain, review cadence,
escalation path

- Assign fit-for-team roles: content
owner, steward, SME, contributor,
reviewer, approver

- Lightweight RACI: one accountable
owner; keep consulted and
informed small

- Content standards that reduce
friction: templates, metadata,
naming, controlled vocabulary

- Tier decision rights by risk: fast
low-stakes edits, sign-off for
high-risk content

- Choose technology by workflow
need, not vendor hype
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DOMAIN

REVIEW CADENCE
Regular reviews keep
content accurate

and relevant.

STAKEHOLDER
REVIEW
Consult the right

people at the
right time.

ESCALATION PATH

Clear path to resolve
issues and remove
blockers.

HIGH RISK

MEDIUM RISK
Peer review and
steward sign-off.

LOW RISK
Fast, low-stakes edits
with owner approval.

Formal review and
approver sign-off
required.




Building Findability: b
- Taxonomy, Metadata, and Content L|fecycle

e Organize by user tasks and USER TASK-BASED TAXONOMY METADATA FACETS (TAGS)

uestions, not the orq chart
9 9 9 Owner

) @ Audience
® Use 5-9 top-level categories;
avoid excessive nesting @ Product
e
® Tag consistently: owner, audience, . @ e
product, type, status, review date T Ty e 7 gt
Information ~ Problem  Product  Understand Support Review Date

e Curate ruthlessly: merge, archive,

or retire outdated and duplicate CONTENT LIFECYCLE
content

® Run the create-review-update-
archive-delete lifecycle, cadence s — o —
by risk

CREATE REVIEW UPDATE ARCHIVE DELETE
® Use analytics: zero-result searches A A A A :
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and low helpfulness signal fixes
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Capturing Knowledge Without .
Creating Content Debt

@
Incident Investigation & Knowledge Applied & Project
Occurs Debrief Captured Shared Closeout
Capture key facts Elicit what happened, Capture lightweight Share with the Capture decisions,
at the point of why, and what knowledge with right people in the lessons, and
work. mattered. context and owner. right way. closeout insights.

Capture at the point of work: incidents, closeouts, customer calls, process changes.

e Use lightweight methods: templates, expert interviews, decision logs,
screen recordings, after-action reviews. 3:
o —

e Apply just enough: capture the minimum reusable content with owner,
review date, audience.

Use structured elicitation: critical incident prompts, scenario questions,
decision rationale probes.

e Record trigger, evidence, exception, and escalation path,

not just the polished procedure. KNOWLEDGE DEBT COUNTER

¢ Validate elicited knowledge with peers and intended users
before treating it as authoritative.

Lower debt.
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Distributing Knowledge Through the Right Channels

° KNOWLEDGE CHANNELS ® - Match channels to moments of need:
search, chat, in-app guidance,

frontline access

: .a @ @ @ - Replace email and meetings—make

the knowledge base the default
Search Chat In-App Training Communities

Cildaice source of truth
: : 00 B Mix formats: quick answers, how-tos,
. : : : : ATy videos, checklists, decision trees,
: ; J runbooks

- Embed knowledge in workflows so
people don’t leave work to find it

- Prefer accessibility over
comprehensiveness for mobile
and deskless workers

- Treat retrieval as a contract: weak
evidence routes to a human,
not a guess




Driving Adoption
and Participation i

o - Adoption is a change management
(6 (B problem, not just communication

‘ - Ample, transparent information
builds commitment most efficiently

-
______
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‘ ~ Champions and leaders model
the behavior you want to see

| - Reduce contribution friction;
simple forms, templates, recognition

‘ - Embed knowledge into onboarding, : Ny - =7
kickoffs, and incident response - S
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Measuring Impact with the Right Indicators

Tie every metric to a business
outcome, not activity counts

Use three layers: operational counts,
leading indicators, lagging outcomes

Leading: search success,
contribution rate, update rate, freshness

Lagging: ticket deflection, resolution
time, onboarding speed, satisfaction

Give each metric an owner and
a clear action threshold

Speak leader language: time saved,
costs avoided, quality improved

Drop vanity metrics that change
neither behavior nor results
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8—) @ Time saved

OPERATIONAL COUNTS

What is happening
Activity and volume metrics

&

LEADING INDICATORS

What predicts success

Early signals that influence
future outcomes

2

LAGGING OUTCOMES

What the business achieves

Results that reflect impact
and performance

Ci} Costs avoided
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@ Quality improved
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Improving Continuously and

Avoiding Common Pitfalls

- Run quarterly knowledge reviews:
keep, fix, or retire

Q

1. Diagnose

- Feed measurement insights back
into diagnosis and design

- Fix ownerless content and
approval queues that block
contributions

The Eight

Stage %

Knowledge 3. Create
Cycle

- Outdated content fuels confident
Al errors at machine speed

D © ¢

@ - Use helpfulness ratings, zero-results,
2, and tickets as correction triggers

515 - Keep governance proportional;
overbuilt rules kill contribution



Applying the Workflow: A 30-60-90 Day Action Plan

0-30 DAYS 31-60 DAYS 61-90 DAYS

Diagnose & Prioritize Strengthen & Standardize Scale & Optimize
SRR PR TR
- Days 0-30: pick 2-3 - Days 31-60: add 6-10 - Days 61-90: formalize
high-impact scenarios, scenarios, tighten governance, review cycles, expand to
run diagnostics, fix synonyms and taxonomy more teams, report KPIs
assign owners
e )\
° WIRE DELIVERY INTO REAL SURFACES °
o B e [ ] [ e ()
: Agent Workspace Portal HR Case Form Chat :
S
r A
- Track simplest analytics: search success, assisted resolutions,
self-service solves, overdue reviews
@ - Close with a one-page scorecard, lessons learned, and next cycle plan
@ - Wire delivery into real surfaces: agent workspace, portal, HR case form, chat
X 4




Common Pitfalls and How to Avoid Them
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Buying a tool before defining
who it serves and who
maintains it

Leaving ownerless content live
instead of reassigning,
quarantining, or retiring it

Making every trivial edit pass
through the same heavy
approval path

Optimizing for document
volume over findability,
usefulness, and reuse

- Treating Al as a shortcut

around weak content quality
and governance

Using one-size-fits-all review
intervals instead of risk-based
cadences

SETNTF R ER I =T )

Define who it serves and
who maintains it before
investing in a tool.

Reassign, quarantine,
or retire content—
don’t leave it ownerless.

Right-size approvals so
trivial edits follow a light,
fit-for-purpose path.

Optimize for findability,
usefulness, and reuse—
not just volume.

Use Al responsibly within

strong content quality
and governance.

Adopt risk-based
cadences for review
and renewal.
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Key Takeaways and Next Steps

e - The workflow is a cycle: diagnose, design,

capture, curate, distribute, adopt,
measure, improve.

® - Governance and ownership are the most
common missing pieces in weak KM
practices.

® - Adoption depends on reducing friction
and reinforcing the behavior leaders
want to see.

® - Measurement should connect leading
indicators to business outcomes, not
just count activity.

e - Start small: one domain and one
measurable pain point, not a company-
wide overhaul.

® - Next step: pick one diagnostic
dimension and run a two-week audit
before planning.
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Pick one eturn to the f
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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/cd3e7e5e/public


https://personwise.ai/t/cd3e7e5e/public?entry_surface=public_courseware_pdf

