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​Executive Summary
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Organizations face a critical challenge as an aging and highly experienced workforce transitions to a smaller, less experienced cohort. In today’s global knowledge economy, where basic resources are universally accessible, competitive advantage increasingly depends on what an organization knows and how effectively it applies that knowledge to achieve operational goals. Simply accumulating or curating knowledge is insufficient, however; the right knowledge must be embedded in the value chain that drives organizational objectives.

This edition describes a knowledge audit process as a foundational step in identifying the knowledge required to execute tasks and activities essential to operational success. The audit provides a structured approach to:

	Align knowledge with organizational goals by analyzing workflows and isolating activities necessary for achieving objectives.

	Build actionable knowledge inventories for recruitment, training, AI integration, and job aids.

	Enhance workforce capability through targeted onboarding, task-specific training, and just-in-time knowledge delivery.

	Leverage AI tools and automation to safely and effectively augment task execution.

	Foster a culture of knowledge sharing through leadership, trust, and reciprocity rather than direct incentives.


Key benefits of implementing the audit process include reduced onboarding time, improved safety, increased efficiency, and the ability for less experienced staff to perform higher-level tasks. The book also addresses common obstacles to auditing and offers mitigation strategies for them.
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​Introduction
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Since the first edition of this book in 2013, many new political, economic, and technological realities have emerged. The core principles of the book have remained remarkably relevant, but needed to be expanded to include the emergence of Artificial Intelligence (AI).

The AI as manifested by Large Language Models (LLM) is currently in an economic bubble that is highly likely to burst. However, that will probably not be the end of it, and although some of the players will change, we are likely to see the technology find use cases in which it makes business and practical sense. Those organizations who experiment with it now, adopt a principle of curiosity, and continue to evolve their processes, are likely to see their efforts rewarded with more efficient processes, greater effectiveness, and increased capabilities as they find use cases for the technology that add value.

With a steadily aging workforce that is larger and more experienced than the cohort taking over from it, identifying the knowledge required to execute operational goals has become essential to protecting organizational capability. In a global knowledge economy in which basic resources are available to all competitors, it is increasingly what an organization knows and how it puts that knowledge to work that distinguishes it from adversaries and provides competitive advantage. Merely controlling or curating a vast amount of knowledge, however, does not add value if that knowledge is not an integral part of the value chain that leads to achieving operational goals. 

The knowledge audit is a foundational step in understanding what knowledge is needed to execute the tasks and activities in the value chain and will improve the efficiency and effectiveness of operational processes.

This book focuses on knowledge as it relates to achieving organizational objectives, and focuses on the discovery, curation, and use of knowledge that a worker needs to execute at the task level. The primary audiences are business leaders and operational managers entrusted with putting knowledge to work.

Starting with the introduction of the basic theme of a practical audit process focused on the organization’s goals, the book provides a coherent method to identify the knowledge required by the activities leading to the achievement of organizational objectives.

The audit process detailed in this book enables the reader to identify and onboard staff with the right knowledge, create training that is work oriented and results in task-specific knowledge transfer, identify and utilize appropriate Artificial Intelligence (AI) tools, and to create job aids that improve efficiency by reducing wasted time and enabling less experienced staff to take on higher-level tasks. This shortens onboarding time, and increases work safety, effectiveness, and efficiency, 

Identification of agreed high-level goals, combined with analysis of business processes enables the audit to isolate the workflows that are individually necessary and collectively sufficient to achieve operational goals. Identifying the activities within the critical business processes makes it possible to create knowledge inventories for recruitment, training, AI tools, and job aids that result in the achievement of the business objectives by supporting operations at the task level. 

The audit process described in this book examines workflow activities, and methods to capture the knowledge requirements for safely selecting and using the tools, materials, and utilities required to perform workflow activities. The guidance in the audit process also addresses the execution of steps in performing activities, and the knowledge needs of the worker that are represented in the sequence, pace, and execution of steps. Obstacles to auditing are discussed, as well as methods of mitigating potential obstacles.

Many organizations use role-based job descriptions for hiring. As a result, job descriptions are often vague and insufficiently specific, with esoteric and unverifiable requirements that do little to select people with the required knowledge for the role. The audit process builds a requirements inventory for hiring that is directly task-related and testable. Metrics to monitor recruitment effectiveness are discussed in this book, as well as selection criteria/parameters, locating candidates with the required knowledge, and appropriate measurement methods.

Because of unfocused curricula, learning programs often do not translate to on-the-job performance improvements, or measurable effects at a task level. Blended learning and layered learning approaches that specifically target task-specific training are discussed in this book, as well as the requirements for the knowledge needs of specific tasks. The testing of training efficacy is discussed, as well as measurement of training contribution to operational effectiveness. 

Just-in-time knowledge is a core knowledge management method of providing the knowledge required to execute a task to the right person, at the right time, and in the right way. Job aids bolster knowledge at the time of execution, or provide knowledge in preparation for an activity. Job aids, as discussed in this book, can also provide knowledge that cannot, or should not be remembered, such as critical quantities, ratios, sequences, or situations in which memory cannot be trusted.

AI tools can augment workers by automating some time-consuming and tedious tasks, and provide basic text, algorithms, or tables that are edit-ready, and which can shorten the time required for a worker to complete tasks. Identifying exactly which tasks can be augmented by AI, and which tools to use, is an important component of using AI safely and effectively. 

Knowledge sharing is an essential component of obtaining the value of an audit, and since knowledge sharing is discretionary to a significant degree; cultural change and leadership are addressed. The ineffectiveness of direct rewards for knowledge sharing point to a need for evolving a knowledge sharing culture, and therefore key topics discussed in this book include knowledge sharing motivations, managers as leaders, modelling desired knowledge sharing behaviours, trust, and reciprocity. 

The long-term purpose of a knowledge management audit is to improve operational use of knowledge to achieve organizational benefit. Continuous improvement principles should be considered to build the knowledge processes into “how business is done”, rather than just during the audit. A further consideration of continuous improvement is establishing measurement and vigilance processes, and for periodic updates to the recruitment, training, AI adoption, and job aid inventories.



Chapter References
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​The Knowledge Audit
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With constant competitive and cost pressure, knowledge, and the central role it plays in organizational execution, has never been more critical to the survival of an organization. Therefore, one of the first and most critical parts of a coherent knowledge management strategy is a robust audit of knowledge needs and knowledge assets that add to the value chain.

However, many knowledge audits are predominantly technology-focused and have limited use other than inventory the technologies used. By focusing instead on knowledge as a part of a business value chain, and the knowledge needs of critical business processes, the output can be put into immediate effect to improve hiring, align training to work, and increase productivity by reducing wasted time and mistakes in the value chain. 

Several approaches to knowledge audits exist in terms of scope. Some audits attempt to be exhaustive and to create a comprehensive inventory of  ‘... what knowledge exists, who has it, where it is, how it moves and how it is managed.’ This book offers an approach that focuses on only the knowledge required by an organization to achieve stated business objectives, and which can be shown to be part of a value chain stretching from worker to business objectives. In this way, we would need to look at knowledge assets that are individually necessary, and collectively sufficient to achieve business objectives.

Without losing sight of the organizational objectives, the audit process will examine workflows, activities, tasks, and the knowledge required by a worker, to carry them out. Figure 1 represents the associated concept map of the deconstruction of the value chain from organizational objective, to their source in the steps found within tasks.
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Figure 1 Deconstruction of Achievement: From Objectives to Steps

Focusing on the “essential knowledge that is required to support organizational goals and improve performance” makes the process of auditing more relevant, and enables faster intervention to improve performance. It does so by guiding the reader backwards through the value chain, starting with the agreed organizational objectives, to the critical path of the business processes involved. The business processes will be examined by analysing existing workflows, observing work in progress, and through interviews. Closer examination of the workflows will reveal the underlying activities involved, the tasks that the worker performs, and any steps within those tasks.

The first step in the audit process will be to introduce the process to senior management, to select a specific business objective as the target, and to examine the business processes that lead to the achievement of the selected objective. 

In order to address this milestone, interviews with management will attempt to identify and clarify:

	The chief operational objectives 

	The key business processes required to achieve the objectives

	The activities that comprise those business processes


The outputs of the audit include:

	A recruiting inventory to refine job descriptions and selection processes;

	A training inventory to make training more work-related; 

	An inventory of AI tools that can be used to automate previously manual knowledge-work tasks or activities.

	A knowledgebase inventory to provide job aids that improve on-the-job performance; and


The primary ROI of the audit process lies in two areas:

	Shorter ramp-up time for new hires or transferees, as measured from the time of initiation of the recruitment process to meaningful productivity on the job, resulting in lower costs and faster achievement of objectives; and

	Improved operational capability as measured by the metrics in use for the business process selected, resulting in better performance at lower cost through better use of knowledge.
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Figure 2 Process Chain: From People to Objectives

This book will help the reader to trace how workers create value by putting knowledge to work in executing activities that make up the critical workflows required to achieve business objectives (Figure 2).

A central theme of the audit process is to focus



	Knowledge Audit Plan
Composed of a project plan template (see appendix 3) and a communication plan (see appendix 2).

	Knowledge Audit Team
The appointed audit leader, manager of the department(s) involved, subject matter experts (SMEs), workers (actors), executive sponsor, and administrative support members.

	Knowledge Audit Methodology
The activity-based knowledge audit model outlined in the critical activity-based knowledge audit template.

	Knowledge Audit Interviews
Facilitated sessions with workers, SMEs, managers, and support staff.

	Knowledge Audit Inventories 	Recruitment Knowledge Inventory;

	Training Knowledge Inventory; 

	AI Tool inventory

	Job Aid Knowledge Inventory;
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