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 Introduction 
In today’s dynamic and rapidly evolving business environment, effective knowledge 
management is critical to maintaining a competitive edge, ensuring compliance, and 
improving organisational efficiency. As a Document Control Manager, I have observed first-
hand how the strategic handling of information and knowledge directly impacts the success 
of both day-to-day operations and long-term objectives. 

With ongoing shifts in government policy and industry regulations, the need for a well-
structured and responsive knowledge management system has never been greater. The 
workplace must continuously adapt to these changes while maintaining the integrity, 
accessibility, and security of vital information. 

This document presents a strategic action plan focused on the systematic collection, storage, 
and implementation of knowledge across the organisation. The plan aims to enhance 
operational efficiency by making knowledge more accessible, reducing duplication of effort, 
supporting informed decision-making, and fostering a culture of continuous improvement. 

Through a detailed evaluation of existing practices and the development of a knowledge 
management framework, this plan will outline key actions and measurable performance 
indicators that align with business goals. The outcome will be a more agile, informed, and 
collaborative workplace, prepared to meet the challenges of an ever-changing professional 
landscape. 

Evaluate the Concept of Knowledge Management 

 2.1. What is Data? 
Data refers to raw, unprocessed facts, figures, and symbols that by themselves have no 
context or meaning. It can take many forms such as numbers, text, images, dates, or 
measurements and is often collected through observations, surveys, transactions, or sensors. 

In a workplace setting, data might include values like employee IDs, dates of document 
revisions, the number of files uploaded, or timestamps of project milestones. On its own, data 
doesn’t provide insights, it requires organisation and interpretation to become useful. 

For example, a list of document version numbers is just data. But when analysed and placed 
within a framework—such as identifying trends in document updates—it begins to form 
information. 

In knowledge management, data is the foundational building block. It must be captured 
accurately and securely to enable the transformation into useful information and, ultimately, 
actionable knowledge. 

 2.2 What is Information? 
Information is data that has been processed, organised, or structured in a way that gives it 
meaning and relevance. Unlike raw data, information provides context and can be used to 
support understanding, decision-making, or action. 
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For example, knowing that "Document X was last revised on 10th April 2025 by John Smith" 
is information and it combines data (names, dates, actions) into a meaningful statement that 
can be used to track version control or verify compliance in a document control environment. 

In the workplace, information is essential for communication, reporting, and workflow 
efficiency. When data is categorised, summarised, and interpreted—often through systems 
such as document management software—it becomes useful to stakeholders across the 
organisation. 

In knowledge management, information serves as the bridge between raw data and valuable 
knowledge. It allows individuals and teams to make informed choices based on accurate, 
timely, and relevant content. 

 

2.3 What is Knowledge? 
Knowledge is the result of interpreting, analysing, and applying information based on 
experience, context, and understanding. It is what people use to make decisions, solve 
problems, and take action effectively. 

Unlike information, which is static, knowledge is dynamic and it involves human input, critical 
thinking, and judgment. In a workplace context, knowledge might include knowing the best 
way to manage document version control, how to ensure compliance with regulatory 
standards, or how to train new staff in document handling procedures. 

There are two main types of knowledge: 

• Explicit Knowledge – This is formal, codified knowledge that can be easily 
documented and shared, such as policies, manuals, and databases. 

• Tacit Knowledge – This is informal, experience-based knowledge that is often harder 
to capture, such as personal expertise, insights, or professional intuition. 

In a knowledge management system, the goal is to capture both types of knowledge, make 
them accessible, and encourage their use throughout the organisation to improve efficiency 
and innovation. 

2.4 The DIKW Model (Data–Information–Knowledge–Wisdom) 
The DIKW model is a widely recognised framework in knowledge management that illustrates 
the transformation of raw data into wisdom through structured processing and 
interpretation. Each level of the model builds upon the previous one, helping organisations 
understand how to manage and leverage their knowledge effectively. 

1. Data 

Data is the raw, unorganised facts collected from various sources. It has no meaning on its 
own and requires context to be useful (e.g., a list of document revision dates). 
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2. Information 

When data is processed, organised, or structured, it becomes information. It provides 
meaning and relevance to the data, allowing for basic understanding (e.g., knowing which 
documents were updated and when). 

3. Knowledge 

Knowledge emerges when information is further analysed and applied through human 
insight, experience, and expertise. It enables informed decision-making (e.g., understanding 
why a document was revised and how that impacts compliance). 

4. Wisdom 

Wisdom is the ability to make sound judgments and decisions based on deep understanding 
and accumulated knowledge. It involves foresight and ethical consideration (e.g., using trends 
in document control to predict future compliance risks and proactively mitigate them). 

The DIKW model helps organisations map how information flows and is transformed, ensuring 
that valuable knowledge is captured and applied effectively to achieve strategic goals. 

 

 

Tedeschi (2019). 

2.5 Relationship Between Individual and Organisational Knowledge 
The relationship between individual and organisational knowledge is central to effective 
knowledge management. Both forms are interconnected, and leveraging this relationship 
allows organisations to innovate, adapt, and improve performance. 

Individual Knowledge 

Individual knowledge refers to the skills, experiences, insights, and expertise possessed by 
employees. This includes both: 

• Explicit knowledge – such as training certifications or documented processes, and 
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• Tacit knowledge – such as problem-solving approaches or intuition gained from years 
of experience. 

As a Document Control Manager, for instance, individual knowledge might include an in-
depth understanding of regulatory document compliance or the most efficient way to manage 
complex document workflows. 

Organisational Knowledge 

Organisational knowledge is the collective understanding and capability of the organisation, 
captured through systems, processes, and culture. It includes policies, databases, manuals, 
and shared best practices that enable consistent performance across teams. 

The Relationship 

• Individuals create, apply, and share knowledge within the organisation. 

• The organisation must have systems and a culture that encourage capturing this 
knowledge, especially tacit insights that are often lost when staff leave or change 
roles. 

• Knowledge becomes a shared asset when individual insights are documented and 
made accessible across the organisation. 

An effective knowledge management system supports this relationship by: 

• Promoting collaboration and knowledge sharing. 

• Providing tools for capturing and storing both tacit and explicit knowledge. 

• Ensuring that individual knowledge contributes to organisational learning and 
strategic growth. 

This relationship is key to maintaining continuity, fostering innovation, and building a resilient 
and informed workforce. 

3.1 Establishing a Business Case for the Collection and Distribution of Knowledge 
A compelling business case for improved knowledge management within the workplace, 
particularly in document control can be built around the issue of slow turnaround times for 
document approval. In environments where time-sensitive documentation supports project 
delivery, compliance, or commercial contracts, delays in approvals can result in costly project 
overruns, miscommunication, and reputational risk. 

 

Current Challenges 

Currently, turnaround times for document approvals are often extended due to: 

• A lack of clear visibility into document status or ownership. 

• Inconsistent understanding of approval procedures across departments. 
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• Repetitive questions due to undocumented knowledge or process gaps. 

• Inaccessible or poorly organised supporting information. 

These bottlenecks affect productivity, project timelines, and the organisation’s ability to 
respond to changing client or regulatory demands. 

Knowledge Management as a Solution 

By collecting and distributing key process knowledge, including workflows, approval matrices, 
frequently asked questions, and document templates, the organisation can significantly 
reduce delays and improve approval turnaround times. 

Key benefits include: 

• Increased Approval Efficiency: With clearly documented procedures and 
expectations, approvers can act faster and with greater confidence. 

• Fewer Errors and Resubmissions: Access to consistent guidelines and previous 
examples reduces common errors and clarifications. 

• Improved Accountability: A shared knowledge base provides transparency in roles 
and responsibilities, helping to identify and eliminate bottlenecks. 

• Faster Onboarding for New Approvers: New staff can quickly learn approval 
processes through standardised knowledge resources, reducing dependency on 
others. 

• Better Use of Digital Tools: Knowledge sharing can support the full use of document 
control platforms like Asite or ACC, helping users understand features like automated 
workflows or notifications. 

Return on Investment 

Reducing document approval turnaround times by even 20–30% can lead to significant time 
and cost savings across projects. It enhances client satisfaction, ensures smoother project 
handovers, and builds a more agile organisation that can scale without sacrificing control. 

3.2 Creating, Storing, and Implementing Knowledge (with SECI Model Application) 
In the context of document control, knowledge management is not only about storing 
documents, it's about capturing how processes work, how decisions are made, and how 
people interact with systems. The SECI model (Socialisation, Externalisation, Combination, 
Internalisation), developed by Nonaka and Takeuchi, offers a valuable framework for turning 
individual expertise into collective organisational knowledge and embedding it into document 
control workflows. 

1. Socialisation (Tacit to Tacit) 

This is the sharing of tacit knowledge—unwritten, experience-based knowledge—between 
team members. In document control, this might occur when: 
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• A new document controller shadows a senior colleague to learn how to handle 
complex approval workflows. 

• Team members informally discuss workarounds for client portal errors or how to 
speed up re-submissions. 

• A lead controller shares tips on interpreting different contractors’ naming 
conventions. 

This stage is essential for transferring operational insights that are not written down but are 
critical to daily tasks. 

2. Externalisation (Tacit to Explicit) 

In this phase, undocumented personal knowledge is translated into formal processes. For 
example: 

• A controller documents a previously informal escalation procedure for stalled 
approvals. 

• The team creates a visual workflow diagram showing step-by-step how to upload 
documents to ACC or Asite. 

• Lessons learned from previous projects are written into guidance documents or 
checklists. 

This reduces reliance on individuals and builds consistency across the team, especially useful 
for training or covering absences. 

3. Combination (Explicit to Explicit) 

Here, different sources of documented knowledge are combined into new, more effective 
systems or guidance. Examples include: 

• Merging client-specific document naming standards with internal metadata 
requirements into one unified template. 

• Combining feedback from various teams into an updated document submission policy. 

• Creating a master approval matrix that includes both internal and external 
stakeholders. 

This is common when standardising procedures across multiple projects or aligning to new 
contractual obligations. 

4. Internalisation (Explicit to Tacit) 

This stage is where individuals absorb documented knowledge and begin applying it 
intuitively. For instance: 

• After repeated use, a document controller no longer needs to refer to a workflow 
guide—they automatically follow the process. 
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• Staff members attend regular training and, over time, handle more complex 
submissions confidently and independently. 

• The team begins to act on embedded knowledge (like SOPs and KPIs) as part of routine 
behaviour. 

This helps build a culture of competence, reduces errors, and improves efficiency across the 
document control team. 

 

By applying the SECI model in document control, knowledge becomes fluid, moving from 
individuals to systems and back, ensuring that no critical insight is lost. It allows document 
control teams to: 

• Capture informal know-how. 

• Build structured guidance. 

• Keep procedures relevant and aligned. 

• Empower team members to perform effectively without constant supervision. 

This structured approach not only supports document quality and approval efficiency but also 
prepares the business to scale and adapt as policies, clients, and technologies evolve. 

3.2.1 Creating Knowledge 
Knowledge creation involves capturing both explicit and tacit knowledge from across the 
organisation. For document control, this includes: 

• Document approval procedures. 

• Naming conventions and file standards. 

• Change control protocols. 

• Lessons learned from past audit findings or project reviews. 

• Workflow process maps or step-by-step approval guidance. 

This knowledge can be gathered through: 

• Interviews with experienced team members. 
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• Process reviews and audits. 

• System usage data and approval logs. 

• Frequently asked questions from users and approvers. 

3.2.2 Storing Knowledge 
Once created, knowledge must be stored in a secure, accessible, and user-friendly format. 
Best practices include: 

• Using centralised platforms such as SharePoint, ACC, or Asite. 

• Creating a structured folder hierarchy for easy navigation. 

• Tagging content by project, department, or document type. 

• Version controlling knowledge assets to ensure relevance and accuracy. 

For example, a central repository that stores approval workflows by project type allows new 
users to quickly understand expectations and reduces dependency on verbal explanations. 

3.2.3 Implementing Knowledge 
Implementation involves integrating knowledge into daily workflows so it becomes part of 
standard practice. This can be achieved by: 

• Embedding guidance and links within document control software. 

• Training users during onboarding and system refreshers. 

• Setting up automated notifications or reminders based on documented workflows. 

• Regularly reviewing and updating knowledge content as systems or processes evolve. 

When knowledge is implemented effectively, approvers and users no longer rely on informal 
communication or guesswork and decisions are quicker, errors are reduced, and turnaround 
times improve measurably. 

3.3 Defining Current Knowledge Assets Within the Workplace 
In order to improve knowledge management and document control efficiency, it is essential 
to first identify and define the current knowledge assets that already exist within the 
workplace. Knowledge assets are the resources that store or represent organisational 
knowledge, whether they are formal documents, systems, or people with specific expertise. 

Types of Knowledge Assets in Document Control 

1. Process Documentation and Procedures 

o Standard Operating Procedures (SOPs) for document submission and approval. 

o Version control guidelines and document naming conventions. 

o Compliance checklists for project handovers or audit preparation. 
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2. Digital Systems and Platforms 

o Document Management Systems (e.g., ACC, Asite, SharePoint) that store 
structured data and track document workflows. 

o Approval matrices embedded within platforms or stored in reference 
documents. 

o Email templates and automated workflow instructions used for issuing and 
receiving approvals. 

3. Project and Historical Records 

o Lessons learned from previous projects, including root cause analyses of 
delayed approvals. 

o Archived project folders and closeout reports, which may reveal inefficiencies 
or best practices. 

4. Human Capital and Expertise 

o Experienced team members who understand project-specific requirements or 
client preferences. 

o Document controllers or coordinators who have developed informal 
workarounds or process improvements. 

5. Training Materials and Onboarding Resources 

o Induction packs or user guides for using document control systems. 

o Internal FAQs or “how-to” sheets addressing common issues (e.g., how to 
escalate a stuck approval). 

Why Mapping Knowledge Assets Matters 

Defining these assets provides a clear picture of where valuable information resides and 
highlights opportunities to improve accessibility, consistency, and usage. For example: 

• If many approval steps are only known by one team member, that’s a risk. 

• If multiple versions of the same workflow exist in different formats, it leads to 
confusion. 

A full inventory of knowledge assets allows organisations to streamline document control, 
reduce redundancy, and ensure critical knowledge is not lost but rather centralised and 
leveraged. 

3.4 Creating Key Performance Indicators (KPIs) for Knowledge Management 
Establishing clear and measurable Key Performance Indicators (KPIs) is essential for 
evaluating the effectiveness of a knowledge management strategy—particularly in document 
control, where delays or errors can directly impact project delivery and compliance. KPIs help 
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monitor how well knowledge is being captured, accessed, and used, and whether 
improvements in document processes are leading to faster, more accurate approvals. 

3.4.1 What Information Is Required by the Business 
To develop relevant KPIs, it’s important to first identify what information the business needs 
to operate efficiently. In a document control context, this includes: 

• The average time taken for document approvals. 

• The number of overdue documents. 

• The rate of document rejections due to non-compliance or errors. 

• Frequency of document revisions and associated turnaround. 

• Access and usage rates of knowledge resources (e.g., SOPs, templates, workflow 
diagrams). 

These metrics reflect how well knowledge is being applied and how efficiently the system 
operates. 

3.4.2 Sample KPIs for Knowledge Management in Document Control 
Key Performance Indicators (KPIs) are essential tools for assessing how effectively knowledge 
is being managed and applied within a document control environment. In a role where timing, 
accuracy, and compliance are critical, KPIs provide measurable insight into both the efficiency 
of document processes and the impact of shared organisational knowledge. 

Below is a breakdown of specific, knowledge, focused KPIs tailored to a document control 
setting: 

KPI Description Knowledge Relevance Target/Goal 

1. Average 
Document 
Approval 
Turnaround Time 

Measures the time taken 
from submission to final 
approval. 

Reflects the team’s 
understanding of workflows, 
correct metadata usage, and 
proper formatting. Shorter 
turnaround times suggest 
that knowledge (such as 
approval routes and 
document standards) is well 
understood and applied. 

< 3 business 
days 

2. Percentage of 
Documents 
Approved on 
First Issue 

Tracks how many 
documents are accepted 
without revisions or 
rejections. 

High first-time approval rates 
indicate effective application 
of procedural knowledge and 
accurate use of templates 
and client standards. 

> 90% 
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KPI Description Knowledge Relevance Target/Goal 

3. Number of 
Revisions Due to 
Non-Compliance 

Counts how often 
documents are returned 
because they do not meet 
project/client specifications. 

Frequent rework highlights 
knowledge gaps or 
ineffective dissemination of 
standards and expectations. 

< 5% 

4. User 
Engagement 
with Knowledge 
Systems (e.g., 
SOPs, Training 
Portals) 

Measures how often staff 
access knowledge resources 
like standard operating 
procedures or document 
control guidelines. 

High engagement suggests 
strong integration of 
knowledge-sharing culture. 
Low engagement could 
indicate unclear 
documentation or lack of 
awareness. 

Increasing 
month-on-
month 

5. Onboarding 
Time for New 
Document 
Controllers 

Assesses how quickly new 
team members reach 
productivity. 

Shorter onboarding periods 
reflect effective training 
materials, well-documented 
processes, and easily 
accessible knowledge. 

Within 2–3 
weeks 

6. Number of 
Document 
Upload Errors 
Detected 

Tracks errors such as 
incorrect metadata, wrong 
formats, or misfiled 
documents. 

Reduced errors indicate good 
understanding and 
application of knowledge 
embedded in document 
control standards. 

< 2% of total 
uploads 

7. SOP and 
Document 
Management 
Procedure 
Review 
Frequency 

Monitors how often internal 
knowledge assets are 
reviewed and updated. 

Regular updates ensure that 
knowledge reflects current 
practices, contractual 
obligations, and system 
changes. 

Quarterly or 
project-end 
reviews 

8. Response 
Time to 
Document 
Queries or 
Requests 

Tracks how quickly the 
document control team 
responds to internal or 
external queries. 

Fast, accurate responses 
reflect strong knowledge 
recall and effective 
document retrieval systems. 

Within 24 
hours 

9. Rate of 
Compliance with 
Naming 
Conventions and 
Metadata Rules 

Measures adherence to file 
naming and indexing 
standards. 

Demonstrates the success of 
training and clarity of 
documentation on 
procedural requirements. 

> 95% 
compliance 
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KPI Description Knowledge Relevance Target/Goal 

10. Document 
System 
Downtime or 
Access 
Interruptions 

Assesses the availability and 
reliability of 
knowledge/document 
platforms (e.g., ACC, Asite). 

Accessibility is a core 
element of knowledge 
management—if knowledge 
isn’t available, it can’t be 
used. 

< 1% 
downtime 
monthly 

These KPIs don't just monitor performance, they reflect how well knowledge is shared, 
applied, and managed within the team. A high-performing document control function is a 
direct result of: 

• Clear and accessible guidance (explicit knowledge). 

• Consistent training and internalisation of processes (tacit knowledge). 

• Effective use of systems and platforms (technical knowledge). 

Tracking these indicators ensures that knowledge management is not abstract, but 
actionable and continuously improving. 

3.4.3 Systems to Protect Confidentiality, Integrity, and Availability of Information 
In addition to performance, KPIs should also support information security principles: 

• Confidentiality: Monitor access control logs and ensure only authorised users view 
sensitive documents. 

• Integrity: Use version control audits to verify documents are not altered without 
authorisation. 

• Availability: Measure system uptime and document retrieval success rates to ensure 
knowledge is always accessible when needed. 

By aligning KPIs with operational goals and security standards, organisations can create a 
feedback loop that continuously improves both knowledge management and document 
control processes. 

4.0 Conclusion 
In a modern workplace where regulatory expectations are high, project timelines are tight, 
and digital systems are constantly evolving, knowledge management stands out as a vital 
component of organisational success. This strategic plan has explored the concept of 
knowledge management in detail, with a focused lens on how it directly supports and 
enhances the document control function—particularly in terms of reducing turnaround 
times for document approvals. 

As a Document Control Manager, I experience firsthand the challenges of inconsistent 
processes, undocumented procedures, and knowledge silos that can create significant 
bottlenecks in workflows. These issues not only delay critical document approvals but also 
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compromise the organisation's ability to maintain compliance, meet contractual deadlines, 
and operate efficiently across departments. 

By understanding and applying the DIKW (Data, Information, Knowledge, Wisdom) model, 
we can better appreciate how structured data can be transformed into meaningful 
knowledge that informs decisions and actions. This transformation is essential to improving 
document handling processes. The relationship between individual and organisational 
knowledge is also key.  Staff expertise must not only be recognised but also captured, 
standardised, and made accessible to others to avoid knowledge loss and promote 
consistency. 

The development of a strategic framework for knowledge management, built on the 
principles of collection, storage, and implementation provides a clear roadmap for 
continuous improvement. For instance: 

• Creating structured SOPs and workflows ensures process clarity. 

• Storing knowledge on accessible, centralised platforms promotes consistency and 
accountability. 

• Implementing knowledge through staff training, embedded system guidance, and 
performance monitoring ensures that it is actively used rather than passively stored. 

Further, defining Key Performance Indicators (KPIs) tailored to document control, such as 
average approval times, rework rates, and engagement with knowledge systems gives the 
business a measurable way to track progress and identify areas for further refinement. 

The value of this approach extends beyond the document control department. By aligning 
document efficiency with wider business objectives, such as quality assurance, compliance, 
and timely project delivery, knowledge management becomes a catalyst for strategic 
success. 

In conclusion, embedding a strong knowledge management culture is not merely about 
documentation, it’s about enabling people to do their jobs more effectively, supporting 
informed decision-making, and reducing operational friction. When done correctly, it 
creates a smarter, faster, and more resilient organisation ready to adapt and thrive in a 
constantly changing environment. 
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