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Process of Knowledge Use 

Define the process of knowledge use, creation, amendment, retirement – workflow (and why this is 

important for each person to follow) 

What is the workflow? 

Mapping and documenting the process of knowledge creation, use, amendment and retirement, which we 

call the workflow-is one of the critical parts of your knowledge sharing journey. This workflow is the way 

that knowledge sharing becomes part of your organization’s culture. It is critical to ‘doing things right’. 

The workflow for knowledge sharing is not always going to be a crisply laid-out process diagram. Some 

organizations draw on knowledge in ways that are not documented or change substantially, depending on 

the situation. For organizations with well-defined workflows, like customer support, a process diagram will 

be useful to show the changes, but it is not required. 

Workflows share the following elements 

1. Triggers

2. Search

3. Create

4. Improve

Triggers 

The driver for all knowledge sharing is a need, a need to draw on the knowledge of the larger organization. 

The first step in defining your workflow is to find what triggers your team to look for or update knowledge. 

Some obvious triggers are 

1. A customer calls.

2. A colleague stops by your cubicle to ask a complex question.

3. A student has an appointment to register for classes.

4. An employee has a question about company benefits.

There are other triggers, as well, that are less obvious. 

1. A new version of a procedure is released.

2. A product or service is retired.
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For most of us before a knowledge sharing program, these triggers prompted a search of various 

repositories (email, shared documents, online communities, paper memos) or a conversation with a 

colleague or superior. The workflow for knowledge sharing begins with these triggers and sends your team 

through three different moments or processes. 

Search 

The first, and most important, part of the workflow is the search. Rather than going to one of the 

traditional repositories or experts, the first step after trigger is search. The Consortium for Service 

Innovation, in their Knowledge Centered Support (KCS) practices guide, has a mantra for this first moment 

– search early and search often. The process of searching uncovers the knowledge of the entire 

organization in a simple, straight-forward way. 

Searching continues in a looping pattern until the search has been refined enough that the team member 

can distinguish what he or she was looking for, from the knowledge repository (which we will call the 

knowledge base or KB). The team member will search until  

1. The question is sufficiently differentiated from other similar 

questions. 

2. Who the knowledge applies is completely described, given the 

question or need. 

3. The team member has found knowledge that applies to this 

particular need. 

Create 

The second part of the knowledge sharing workflow is the creation. If a team member gets to trigger and 

goes through the searching process, finding nothing that truly fills the need, then he or she begins creating 

a knowledge article immediately. 

The knowledge article should be written as the need that triggered the workflow is fulfilled. If the need 

trigger is a customer question, then the article should build and grow as the question is answered. If a new 

procedure is the need trigger, then the article on the procedure should be available even if the procedure 

is changing frequently. Another mantra from the Consortium for Service Innovation is appropriate here: do 

not wait to create. 

Creating a knowledge article immediately serves three purposes. First, it ensures that ALL of the 

appropriate knowledge is captured. If a team member waits until the end of a day or until the need that 

triggered the knowledge is fulfilled, then he or she is less likely to create it. Priorities shift and time 

pressures have our team members going a completely different direction. Second, it helps create better 
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knowledge articles. The details of the need that triggered the workflow and how the team member 

responded to it are important parts of the article. Waiting until later will make both less vivid in the team 

member’s memory and lead to mediocre articles. Moreover, waiting loses a critical component of the 

article: the words that were used to describe the need, which should form the basis of the description/title 

of the knowledge article. Third, it makes the incomplete knowledge available to other members of the 

team, who might find themselves searching for that same knowledge. 

Improve 

There are two situations where the knowledge sharing workflow will end in improving an existing article. 

The first is the most straight-forward, where a team member, in the process of fulfilling a need, happens to 

find knowledge that applies to the need, but needs improvement (content or style problems, for example). 

If a team member has gone through the searching process and found an article that applies to the 

situation, but contains an inaccuracy or error, then the article must be corrected immediately. The 

knowledge of the organization is owned by the entire organization, so improvements are the responsibility 

of the whole team. This approach to improving knowledge is the most efficient possible, as changes are 

only incorporated in articles that are used to fulfill a need trigger.  

The second situation that leads to improvement is a need trigger where the team member knows there is 

some existing knowledge that need to be changed or updated. In many teams, processes, procedures, and 

alerts change frequently. In the case of a need trigger where the fulfillment requires updating knowledge, 

then the process is simple – update the knowledge article. Extremely changeable environments, like 

Human Resources where changes to governmental and organizational regulations occur frequently 

throughout the year, will use this moment of the workflow frequently. Rather than sending email updates 

that are ignored or buried in overstuffed inboxes, team members update the appropriate article, giving the 

entire team just-in-time access to the corrected information. 

Why is the workflow important? 

The workflow is important because it focuses the team on “doing things right”. It provides guidance on 

how to incorporate knowledge sharing into what the team does every day-responding to need triggers by 

leveraging everyone’s knowledge. It also provides consistency to responses to specific need triggers. 

Finally, it greatly enhances the chances that the team member will not waste time looking for knowledge in 

the wrong repositories or using incorrect or outdated knowledge. There is one repository for just-in-time 

knowledge and the workflow ensures that the team makes the most out of the knowledge repository and 

improves it continuously. 
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