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Opening т 30 min
Reframing KM strategy as a living story.
AI as partner, not propуu~ШċƚШ fќƚШĦŸŰŰĲĦƣŔƻĲШƣŔƚƚƨĲЮ

Exercise 1: Story in Place т 30 min
~ċƓШǃŸƨƖШŸƖŊċŰŔǍċƣŔŸŰќƚШƚƣƖċƣĲŊŔĦШŰċƖƖċƣŔƻĲЮ
Identify drivers, tensions, and opportunities. What are you 
trying to achieve? What are your goals? Use AI to explore your 
market.

Exercise 2: Understanding Your Knowledgeт 30 min
How is your knowledge different than that of competitors? 
What classes of knowledge do you need to leverage? How 
might that knowledge be applied better or more effectively to 
achieve organizational goals?

Break т 10 min

KM + AI Imperatives т 20 min
Why AI without KM is brittle.
u~ќƚШĲƻŸũƻŔŰŊШƖŸũĲШŔŰШ fШŊŸƻĲƖŰċŰĦĲШċŰĬШƚĲŰƚĲ-making.

Exercise 3: KM Strategy Development т 40 min
Use AI to explore approaches to knowledge management for 
your industry and set of challenges. Use AIs collaboratively 
and iteratively.

Exercise 4: Prompt & RAG Lifecycle т 40 min
Build a KM-aligned prompt and retrieval approach.
Define creation, validation, and retirement cycles.

Break т 10 min

Exercise 5: Story-Driven AI Blueprint т 50 min
Co-create an AI-enabled KM strategy storyboard.
Align people, processes, and systems with purpose.

Thinking About the Future т 30 min
An introduction to scenario planning and how it works in 
strategies large and small.

Wrap-Up т 20 min
Synthesize insights and common patterns.
KM makes AI legible. How do you turn your strategy into a lived 
narrative.
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Reframing Strategy



Should be:
I act 

strategically 
therefore I 

am.



What is Strategy?
A knowledge management 
strategy is the framework by 
which the knowledge basewill 
be built, from initial concept to 
company-wide execution. It is 
the roadmap that outlines the 
goals and how to achieve them, 
and which aligns everyone to 
the task at hand.

https:// tettra.com/article/what -is-a-knowledge-management-strategy/

https://tettra.com/article/best-knowledge-base-software/


What is Strategy? Strategy is a coherent pattern of 

action that consciously intervenes in 

the ongoing evolution of the 

organization.

Strategy is how you plan to achieve a goal.

Resource 
allocation

Unique system 
of activity Achieve a goal

KM: We are here.



Goal: Dominate the Commercial
Military Satellite Market

Know more about our 
customers than our 

competitors

Leverage our 
Knowledge of 
Commercial Satellites
иQuality
иCapability
иCost

Create a Customer 
Intelligence System
иMeeting Notes
иCorrespondence
иPreferences
иPersonal Insights



Interviews
Focal Issue
Understand the Current 
Purpose and Vision
Defined Obstacles and 
Challenges

Uncertainties
Driving Focus
Market Dynamics

Scenario Framework
Scenario Narratives

Define Implications
Identify Options
Option Planning and Contingencies
Explore innovation
Identify Early Indicators

Develop an Early Warning 
System 
Track Early Indicators

Chose a Strategic Position
Place Bets
Establish Partnerships and Lobbying 
Strategies to Reduce Uncertainty

A strategic conversation is a learning 
loop of perception, conceptualization, 

decision-making, and action.

Strategy is a coherent pattern of 
action that consciously intervenes in 
the ongoing evolution of the 
organization.

An organization is a 
community with a common 
purpose, which exist in a 
strategic conversation.

Start Here
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"Leaders establish the vision for the future 
and set the strategy for getting there; they 
cause change. They motivate and inspire 
others to go in the right direction and they, 
along with everyone else, sacrifice to get 
there." 
John Kotter, Harvard



The Making of Strategy

Diagnosis
SWOT  + What 

obstacles or challenges 
must the organization 
overcome to meet its 
strategic objectives?

Strategic
Objectives

Practical and 
Feasible

Recognizes

Your advantage

Coherent
Actions

What things must we 
do to overcome our 

obstacles or 
challenges on the way 

to achieving our 
strategic objectives?

Guiding
Policy

What policy 
framework must be 
in place to allow us 

to execute our 
strategy?

Novel
Approach

Novel, context-
aware approach to 

problem solving

Focuses

On the most 
promising 

opportunities.

Avoid

Spending time and 
money in areas 

where you cannot 
win.



The Elements of a Strategic Plan



A Unique Value Proposition

Execution

A technology plan

Best practice improvement

Agility

Flexibility

Innovation

List of 
aspirationsA vision

Restructuring

Mergers/Consolidation
Alliances or Partnerships

Outsourcing

Downsizing

A Strategy 
ŔƚШŰŸƣв

A Strategic 
Plan



Context: Diagnosis and Evaluation
иHuman capital
иOrganization
иKnowledge

Capabilities

иFinancial
иPhysical
иIntangible

Resources

иOperational
иCustomer management
иRelationship management
иInnovation

Processes

иTechnology Management
иCommunications
иProductivity
иProfits

Other

иMix
иSatisfaction
иLoyalty
иValue chain
иValue proposition

Current Customers

иPolitical
иRegulatory
иSocial
иTechnology
иEconomic

Environment

иCompetitors (established and emergent)
иSubstitute products
иSupplier strength
иBuyer strength

Industry

иDirection (growth/retreat)
иAbsolute size
иNew markets (as percentage of size)

Market

иWho
иStrengths, Weaknesses
иStrategies
иObjectives

Competitors

In
te
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E
xt

er
na

l



An organization is 
always in the act 

of becoming



"The essence of 

strategy is 

choosing to 

perform activities 

differently than 

rivals do.ò

 

Dr. Michael Porter



Public Sector Versus 
Commercial Strategy



Differentiating Strategy

Focuses on profitability, competitive 
positioning, and shareholder value.

Core Strategic Objectives

Focuses on customer-ĬƖŔƻĲŰШљŢŸĤƚЯњШ
optimizing products/services for market 
demand and growth.

Jobs to Be Done (JTBD)

More agile capital deployment, using 
market signals and investment 
strategies to prioritize growth areas.

Resource Allocation

Maximizes societal impact, equity, and 
long-term policy goals.

Core Strategic Objectives

ĬĬƖĲƚƚĲƚШĤƖŸċĬШƚŸĦŔĲƣċũШљŢŸĤƚЯњШƚƨĦőШ
as safety, infrastructure, and welfare, 

often balancing conflicting stakeholder 
needs.

Jobs to Be Done (JTBD)

Driven by budget cycles, legislative 
approvals, and public accountability, 

limiting rapid resource shifts.

Resource Allocation

Public Sector Commercial Sector



Public Sector: Strategic Realities

Maximizes societal impact, equity, and 
long-term policy goals.

Core Strategic Objectives

Highly risk-averse due to public scrutiny 
and political consequences; innovation 

is slow and requires consensus.

Risk Tolerance and Experimentation

Operates in a monopoly or oligopoly 
structure where competition is limited 
and driven by policy rather than market 
forces.

Market Forces and Competitive Dynamics

Prioritizes sustaining innovations (e.g., 
incremental policy changes) due to 
political risk and regulatory frameworks.

Innovation

Measures success via policy 
effectiveness, public service impact, 
and compliance with legal mandates.

Performance Metrics

Driven by budget cycles, legislative 
approvals, and public accountability, 

limiting rapid resource shifts.

Resource Allocation



Unique Value Proposition

Libraries stand against censorship 
efforts, ensuring access to diverse 
viewpoints and protecting the right 
to read without restriction.

Defenders of Intellectual Freedom
By maintaining and providing 
access to a wide array of 
cultural and historical materials, 
ũŔĤƖċƖŔĲƚШƚċŉĲŊƨċƖĬШƣőĲШŰċƣŔŸŰќƚШ
diverse heritage against 
potential political biases.

Preservers of Cultural Heritage

Serving as safe spaces, libraries 
offer resources and support 
during times of political and 
social uncertainty, fostering 
community cohesion.

Community Resilience Hubs
Libraries offer unbiased, factual 
information, countering 
misinformation and supporting 
informed citizenry, especially crucial 
during politically polarized times.

Nonpartisan Information Providers

Libraries provide essential 
digital literacy programs, 
bridging the gap for individuals 
affected by reduced federal 
support for technology 
education.

Digital Literacy Advocates
Libraries serve as inclusive spaces, offering 
programs and services tailored to 
underserved populations, ensuring 
equitable access to information and 
opportunities.

Supporters of Marginalized Communities

Library Value 
Propositions

2025



Libraries: 
Obstacles &
Challenges

Top Ten 
Challenges 
Facing U.S. 

Public 
Libraries

Funding Cuts 
and Financial 

Instability

Censorship and 
Book Bans

Public 
Perception and 
Political Attacks

Community 
Engagement 
Challenges

The Role of 
Libraries in 

Digital Equity 
and Access

Staffing 
Shortages and 

Labor Concerns

Technological 
Adaptation and 

Funding for 
Modernization

Security Threats 
and 

Harassment of 
Librarians

The Rise of 
Misinformation 
ċŰĬШxŔĤƖċƖŔĲƚќШ

Role in 
Combating It

Shifts in Public 
Policy Affecting 
xŔĤƖċƖŔĲƚќШ ĤŔũŔƣǃШ
to Serve Diverse 
Communities



Exercise 1: Story in Place
30 min

Á~ċƓШǃŸƨƖШŸƖŊċŰŔǍċƣŔŸŰќƚШƚƣƖċƣĲŊŔĦШŰċƖƖċƣŔƻĲЮ

ÁIdentify drivers, tensions, and opportunities.

ÁWhat are you trying to achieve? What are your 
goals?

ÁUse AI to explore your market.
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Knowledge Obstacles For Retail
Fragmented data estate. POS, e-commerce, loyalty, CRM, 
supplier portals, and store ops live in islands. Batch 
integrations hide latency, inconsistencies, and gaps that 
derail real-time decisions.

Shaky product truth Item masters, attributes, rich content, 
and images diverge across PIM, DAM, and vendor feeds. 
Small errors (size, fit, care) cascade into returns and support 
load.

Identity fog. One customer across web cookies, app IDs, 
email, and loyalty numbers rarely resolves cleanly. Consent 
versions and marketing preferences drift.

Inventory ambiguity. љ ƻċŔũċĤũĲШƣŸШƚĲũũњШƻƚЮШљċƻċŔũċĤũĲШƣŸШ
ƓƖŸůŔƚĲњШƻƚЮШљċĦƣƨċũũǃШŸŰШƣőĲШƚőĲũŉЮњШÉƣŸƖĲ-level accuracy and 
shrink blur omnichannel promises.

Tacit knowledge loss. Associate know-how, visual-merch 
tips, and workaround lore stay local. Attrition and turnover 
erase it.

Content sprawl/ PDP copy, help articles, policy docs, 
training, social repliesуduplicated, off-brand, and out of 
ĬċƣĲбШƚĲċƖĦőШĦċŰќƣШŉŔŰĬШƣőĲШũċƣĲƚƣЮ

Supplier blind spots. Vendor performance, compliance, 
and sustainability data are partial or late; onboarding lacks a 
standard data contract.

AI without guardrails. Chatbots and copilots hallucinate 
specs or policies when the source corpus is a mess; no 
retrieval policy, no evaluation harness, no red-team culture.

Governance drag. No single owner for taxonomy, 
definitions, and retention; metrics fight (e.g., marketing vs. 
operations) blocks shared truth.

Privacy and policy risk. ÅĲŊŔŸŰċũШƖƨũĲƚШы]?ÂÅо9ÂÅ ЯШťŔĬƚќШ
data, returns data) collide with personalization ambitions; 
retention and deletion are uneven.

Measurement myopia/ Over-indexing on short-term 
conversion hides knowledge value: fewer returns, faster 
training curves, lower contact rate.



Why AI Needs KM



fќƚШÅŸũĲШŔŰШÉƣƖċƣĲŊǃ
AI as a Strategic Component
AI as a visionary element in the strategy articulation.

The Strategy for the Use and Deployment of AI
What is our AI Strategy?

AI to Help Execute Strategy
AI as a tool to accomplish strategic goals.

AI to Support the Strategic Dialog
AI as a tool for research, challenge and insightуa partner in 
the ongoing definition of the organization as it evolves.
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AI and KM: Needs and Opportunities

Guardrail 
Management

LLM 
Discoverability

Context Model 
Management

Prompt 
Collaboration and 

Sharing

LLM Model 
Management & 

Retirement

New Knowledge or 
Lack Thereof

RAG and 
Knowledge Graph 

Management
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Guardrails
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The Impact of Unguarded Guardrails

29

Á Guardrails are often (almost always) opaque to 

end users

Á Too cautious

Á Cause errors

Á Can censor information

Á Guardrails can be easily bypassed

Á External Ŕmandatesŕ implemented 

inconsistently across products

Á Operationalizing guardrails can be complex. 

Á It can be difficult to keep up with legal and 

regulatory changes

Á Fine-tuning can compromise safety.
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LLM Discoverability
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LM Discoverability

33

Á Nonstandard metadata and model 
descriptions

Á The models themselves canœt be 
indexed

Á Inconsistent naming conventions

Á A vast number of models with 
varying capabilities

Á Difficulty in assessing model quality 
without extensive testing and the 
potential for misleading or outdated 
information about model 
performance
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Context Model 
Management


