Business Information Review | Antill

PROFESSIONAL ARTICLE
From knowledge repositories to knowledge infrastructure how
Al-enabled and radical knowledge management reduce cost,

risk, and knowledge loss
John Antill

1 Independent Knowledge Management & Al Governance Practitioner
Corresponding author: John Antill | john@littlecrittersnursery.com

Business Information Review, 2026, Vol. 0(0), 1-4 | DOI: 10.1177/02663821261427230

© The Author(s) 2026 | Article reuse guidelines | Journal home

Abstract

Organizations continue to invest heavily in knowledge management (KM), yet many fail to realize measurable business value. The
primary cause is not technological immaturity but a persistent mismatch between how knowledge is managed and how work is actually
performed. This article argues that meaningful cost reduction and operational durability emerge only when three elements are combined:
(1) Al-enabled knowledge management platforms, (2) Radical Knowledge Management (Radical KM) principles that give precedence to
workflow and decision logic over documentation volume, and (3) Knowledge Retention Boards (KRBs) as a structured mechanism for
capturing institutional knowledge. Drawing on applied KM practice within the broader information management tradition, the article
reframes knowledge not as static content but as operational infrastructure, capable of reducing training costs by 20-40%, mitigating risk,
and preserving expertise at scale.
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The persistent cost of the current knowledge state

Despite decades of KM and information management initiatives, many organizations continue to be trapped in a high-cost knowledge
state defined by disjointed repositories, informal expertise networks, and heavy reliance on senior staff. These fractures in knowledge
systems generate substantial hidden costs, including time lost to inefficient information retrieval and repeated clarification. While these
conditions are frequently framed as efficiency issues, their true impact resides in elevated operational risk and avoidable cost.

This state reflects the accumulation of knowledge debt: the gap between what an organization must know to operate effectively and
what is actually accessible, current, and usable at the point of need. Knowledge debt compounds silently, much like technical debt, and
becomes visible only when triggered by attrition, regulatory scrutiny, volume surges, or organizational change (Davenport and Prusak,
1998; Wiig, 1997). At that point, remediation is disruptive, time-consuming, and expensive.

Traditional KM approaches, rooted in document-centric information management, struggle to address this debt because they focus on
completeness and storage over use, context, and decision relevance.

Why traditional KM approaches underperformed

Earlier KM initiatives often failed not because knowledge lacked value, but because it was treated as an informational artifact rather than
an operational input. Common failure modes included separation of knowledge from workflow, overemphasis on procedural
documentation, heavy dependence on senior subject matter experts (SMEs), governance models focused on ownership rather than
applicability, and metrics centered on content volume rather than outcomes (Alavi and Leidner, 2001; APQC, 2020).

As a result, KM frequently increased cognitive effort rather than reducing it. Repositories grew, adoption stagnated, and informal
knowledge networks continued to carry the burden of interpretation and decision-making.

Radical knowledge management: Designing for knowledge flow

Radical Knowledge Management responds to these shortcomings by re-centering KM on how knowledge flows through work. Instead of
asking how information should be stored, Radical KM asks how decisions are made, where uncertainty arises, and what guidance is
required in context.

Core Radical KM principles include workflow-first knowledge design, narrative capture of judgment and trade-offs, governance
through relevance and use rather than static approval hierarchies, and measurement centered on operational impact rather than repository
growth. This approach aligns KM with the realities of information use and sensemaking in complex organizations (Nonaka and
Takeuchi, 1995; Snowden, 2002).

Knowledge retention boards as continuous infrastructure

Knowledge Retention Boards (KRBs) operationalize Radical KM by providing a structured, repeatable method for capturing institutional
knowledge that would otherwise remain tacit. KRBs focus on decision rationale, boundary conditions, and experiential insight—elements
that rarely survive turnover or organizational restructuring.

Critically, effective KRB implementation treats knowledge retention not as an exit activity but as a continuous, event-driven process.
Triggers may include role transitions, process redesigns, persistent performance issues, or emerging risk exposure. When embedded into
regular operations, KRBs reduce reliance on individual experts and convert personal experience into organizational capability (APQC,
2019).
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Without Al-enabled delivery, however, retained knowledge risks becoming static, difficult to retrieve, or disconnected from day-to-
day work.

Al-Enabled KM: Supporting judgment, not replacing it

Artificial intelligence enables a shift from retrieval-based KM to contextual decision support. Al-enabled KM systems surface relevant
knowledge based on role, task, and situational context, reducing search effort and cognitive load while improving consistency of
application. In this model, Al suggests while humans decide.

Platforms such as eGain exemplify this shift through semantic retrieval, contextual recommendations, quality scoring, and assisted
authoring capabilities. When KRB outputs are integrated into such systems, institutional knowledge becomes actionable at the point of
need.

Crucially, this model distinguishes Al-assisted KM from Al-led decisioning. Al augments human judgment rather than replacing it,
while oversight structures define escalation thresholds, accountability, and ethical boundaries—an important distinction for information
professionals concerned with trust and responsibility (Floridi et al., 2018).

Governance as the risk-control layer

Applied KM initiatives consistently show that Al amplifies both strong and weak knowledge practices. Poor taxonomy, unclear
ownership, or outdated guidance increase the risk of misapplication when Al is introduced.

Effective Al-enabled KM therefore requires a governance layer that defines decision parameters, review cadences, and quality signals.
Radical KM governance emphasizes accountability through use and outcome validation rather than centralized content control. In this
model, knowledge is continuously refined based on its performance in operational contexts, aligning KM governance with risk
management and information quality assurance (ISO, 2018).

Operational impact: An illustrative scenario

Consider a service operation in which frontline staff rely heavily on senior SMEs to interpret policy exceptions. Prior to Al-enabled KM,
staff frequently paused work to seek clarification, onboarding required prolonged shadowing, and SMEs spent significant time
responding to repetitive inquiries.

Following the introduction of KRBs, decision rationale and exception logic are systematically captured. Integrated into an Al-enabled
KM system, this knowledge is surfaced contextually during case handling. Frontline staff resolve issues independently, escalation
volume declines, and SMEs shift from reactive support to proactive improvement. The result is faster resolution, reduced rework, and
improved business continuity without increasing headcount.

Translating knowledge infrastructure into financial return

The return on investment (ROI) for Al-enabled and Radical Knowledge Management emerges from the cumulative reduction of
recurring, structural costs embedded in daily operations. Evidence from KM research, performance support studies, and applied
knowledge retention initiatives indicates consistent returns across four categories.

Onboarding and training costs decline, with studies of contextual performance support reporting 20-40% reductions in time-to-
competence, driven by reduced reliance on shadowing and retraining (Gartner, 2022; Rosenberg, 2012).

Senior SME capacity is released as KRB-captured decision logic embedded into Al-enabled KM systems deflects repetitive inquiries.
Empirical KM studies indicate that SMEs often spend 15-30% of their time on repeat clarification and validation—capacity that can be
redirected toward higher-value work when knowledge is reusable (APQC, 2020).

Error, rework, and compliance-related costs are reduced, with knowledge-in-the-workflow models associated with 10-25% reductions
in repeat errors and quality findings, particularly in regulated or high-volume environments (Dalkir, 2017).

Knowledge loss risk is mitigated, reducing the likelihood and impact of disruptions that would otherwise require emergency backfills,
external consultants, or prolonged productivity loss. From an information economics perspective, this represents avoided cost rather than
speculative benefit.

Collectively, these effects reposition KM from discretionary overhead to structural cost control and risk mitigation.

Adoption through cognitive relief

Adoption is driven less by mandate than by relief. Employees engage with KM systems when those systems reduce uncertainty,
interruption, and cognitive effort. Al-enabled delivery of relevant knowledge embedded directly into workflows positions KM as
assistance rather than oversight, helping explain higher sustained use compared with traditional repositories.

The future knowledge state

In the emerging future state, knowledge functions as an Al-enabled operating layer:

o Continuously refreshed through KRBs and usage signals

o Governed by relevance, risk, and decision impact

o Embedded in workflows rather than accessed through separate portals

® Measured through operational outcomes rather than content metrics

Organizations that achieve this state stabilize performance, reduce cost, and scale expertise without proportionally scaling labor.
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Conclusion

The convergence of Al-enabled KM, Radical Knowledge Management, and Knowledge Retention Boards represents a substantive
evolution in information and knowledge practice. Rather than treating KM as documentation, this integrated approach positions
knowledge as operational infrastructure essential to cost control, decision quality, and organizational resilience.

In environments characterized by workforce volatility and growing complexity, knowledge resilience becomes operational resilience.
Al now makes that resilience both practical and economically viable.
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