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Hello and thank-you for downloading this guidebook. We’ve designed this to help you build the case 
for compliance training in your organisation. You’ll review compliance risks and costs to organisations 

which do not approach compliance with a plan, followed by the benefits and steps involved in 

implementing an online compliance training platform. 

At Tribal Habits we divide the journey organisations take in managing learning and training into three 
phases. 

Phase 1 – Induction & Compliance 
In this phase, organisations are focused on establishing a solid foundation for learning. This phase 

often also includes the initial implementation of a modern learning platform to reduce the effort of 

managing training and ensure a single-source-of-truth for learning data. The two key activities in this 

phase are: 

• Being proactive with compliance to protect staff and boost the bottom line. 

• Improving induction to engage staff, reduce rework and accelerate productivity. 

Phase 2 – Processes & Skills 
In this phase, organisations can move on to more aspirational learning objectives. With employees 

well versed in compliance procedures and initial tasks, the organisation can now use training as a 

strategic advantage: to help employees acquire the skills and knowledge to achieve organisastional 

goals. 

• Capture internal processes to ensure internal consistency and efficiency in all teams. 

• Share interal expertise – skills, knowledge, tips – to make ‘best practice, common practice’. 

Phase 3 – Customers & Stakeholders 
In this phase, a majority of organisations can expand their training horizons beyond employees – 

providing training for customers, volunteers, contractors, board members or supporters. You can opt 
to: 

• Provide training for both internal (employee) and external (other stakeholders). 

• Share (or sell) training content to customers – as product support or valuable knowledge. 

In this guidebook, let’s focus on Phase 2 and 3 – capturing and sharing important training with 

your key stakeholders (be they employees or customers). In this guidebook, we recognise that the 
investment made in capturing and sharing best practices is repaid many, many times over. Once you 

recognise the efficiency of one team operating at best practice level, and then realise you can have all 

of your teams operating at that same level of efficiency – it will be easy to establish the business case 

to invest in best practice sharing. 

Unlike issues of employee induction or compliance training, best practice sharing is a fluid solution. 

This guidebook should give you inspiration to cut a path through to capturing and sharing best 

practices in your organisation. And, of course, Tribal Habits is the perfect tool to support your plans. 

I hope you enjoy this guidebook. 

David King 

Founder  |  Tribal Habits  
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6 steps to capturing the most valuable knowledge 
from your organisation’s experts. 

Any organisation delving into training and development should first learn how to identify and 
assess training needs.  It is counter-productive to offer training to staff who do not need it or to 

just offer the wrong kind of training. A Training Needs Analysis (TNA) puts your, often limited, 

training resources to the best possible use. 

Indeed, an excellent training program should never cost your 
organisation anything.  

It should provide a positive return on your investment in the form of increased productivity, 

improved employee retention, or lower overall costs.  

Traditional TNA often assesses training requirements in a three-level hierarchical order – 

organisational needs, task or job function needs, and individual needs. That approach is fine if 
you have dedicated training staff who can organise all the various results.  

For organisations, let’s consider a more practical approach, which focuses training resources 

on precise objectives.  

 

Step 1: Determine desired business outcomes 
Before a TNA can begin, your firm needs to articulate the goal of the training. More directly - 

what are the expected business outcomes of the training? 

Training should correspond to business objectives. It’s that simple. Objectives can be specific to 

a person, department or the entire firm. When business objectives lead training needs, you will 

prevent a huge range of training problems from arising later. 

The ultimate goal of training can then be clearly communicated. This ensures that the entire 
TNA process keeps the desired outcomes in sight. It is best for a firm to answer the question: 

"How will we know that the training has worked?". Starting from this end goal will help you 

work backwards to the correct training solution. 

Examples of ultimate goals are: 

• Improve client service satisfaction ratings 

• Increase the success rates on sales proposals 

• Improve employee morale through management supervision 

• Reduce the time required to prepare client advice 
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Step 2: Determine the competencies which drive desired business outcomes  
From these identified business outcomes, there will be associated staff behaviours. These 

behaviours are a result of staff… 

1. Knowing what to do 
2. Having the capability to do it, and 

3. Having the motivation to do it 

At this step in the process, the firm should identify the desired critical competencies – 

behaviours, knowledge, skills, abilities, personal characteristics - linked to desired business 

outcomes. This is usually achieved by collecting information from subject matter experts 

within the business. 

Identifying these competencies may take the form of interviews, focus groups or surveys. 
Regardless of the method used, the data collected should result in a clear understanding of how 

critical each competency is to achieving the desired business goal.  

Think of it as a formula. If the desired result is X, what combination of 
A, B and C typically result in the outcome of X – with A, B and C being 
skills, knowledge, personal characteristics and so on.  

A rating scale is often used to assess the importance of specific competencies. For example, you 

could ask ‘How important is [competency] successful performance in [desired outcome]?’ and 

use a ranking from 1 (not at all) to 5 (extremely).  

We recommend that you focus on ratings with an average of at least four to ensure only 
competencies that are deemed critical are considered for inclusion in other TNA steps. 

 

Step 3: Identify which competencies are trainable 
Once you have identified a series of competencies which can drive desired business outcomes, 

we now need to consider if the solution is training. Not every competency can be improved 

through training.  

For example, a business development role may require staff to be outgoing and initiate 

conversations with total strangers. It may be more effective, then, to only hire people who are 

already extroverts, rather than to attempt to train introverts to be more outgoing. Similarly, it 

may be more useful to hire people with specialised knowledge, than to educate them on 
complex issues. 

You should evaluate each critical competency from Step 2 and determine if each one is 

something you expect staff to possess before entering that role.  
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In addition to recruitment, there are two other issues which should be identified and, if needed, 
addressed before selecting training as a solution. 

• Resources. Is the reason your staff are not achieving the desired business outcome 

simply due to inadequate resources? This might means that your staff are just under-
resourced and are already too busy. They lack priorities and are just struggling to keep 

up. Perhaps the staff cannot access required resources, including IT, travel or tools, to 

do the job required of them. In both cases, training will not solve their problem.  

• Remuneration. Is the reason your staff are not achieving the desired business outcome 

simply due to misaligned remuneration? If your staff are paid to achieve other 

outcomes, then they will focus on those other outcomes. This includes any key 
performance indicators. If your relationship management staff are asked to increase 

new business, but their KPIs do not include any new business metrics, then it is unlikely 

they will change their behaviours. If there is any misalignment of remuneration, then 
training will also not solve their problem. 

 

In total, the issues of recruitment, resourcing and remuneration should be identified alongside 

your competency table. What remains should provide you with a list of critical competencies 
that are amenable to training. 

 

Step 4: Evaluate existing staff competencies  
With a targeted list of competencies, you can now determine the extent to which your 

employees possess these desired competencies. The most often used methods for this are: 

• Competency evaluations, and 

• Tests or assessments. 

Competency evaluation surveys are best used to evaluate observable behaviours. This can be 

readily accomplished by taking the critical competencies from Steps 2 and 3 and having 

knowledgeable people rate the targeted staff’s behaviours. This usually means managers. 

When assessing managers or executives themselves, you can use multiple observers, including 
peers, subordinates and clients, to evaluate competency (often via a 360-degree survey). 

Competency evaluation surveys become less effective the more you have to infer unobservable 

competencies such as ability, skills and personality. Evaluation of these competencies is better 

done through the use of tests and assessments.  

There are many tests available to measure specific skills, abilities and personality 

characteristics. However, choosing the right test should be done in coordination with a testing 

professional with skill in this area. Care should be taken in selecting tests that are valid 

measures of the targeted competency. Without care, it is easy to spend considerable money on 
these assessments for results which are either vague, not relevant or don’t match your 

requirements. 

An alternative is a custom-designed assessment, especially if you want to measure specialised 
knowledge or effectiveness in a significant area of work. These can range from multiple choice 

job knowledge tests, through to elaborate job simulations. For example, an instrumental 
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approach to measuring the training needs of managers is using an assessment 
centre, comprised of different role-play exercises that parallel managerial situations.  

Once again, this can be a big spend and effort to organise, but if your desired business outcome 

is to improve management, then this assessment process might be a justified; or even required 

spend. 

 

Step 5: Determine performance gaps 
Next, individual results should then be combined to assess how many staff are in need of 
improvement in particular competencies. 

To do this, you first need to determine what constitutes a ‘performance gap’. That will vary 

from firm to firm. Some firms set higher standards than others. 

Setting that standard will provide you with an understanding of how many staff fall above or 

below that standard. Traditionally, those falling below would be considered to be in need of 

training. However, high performing staff should also be targetted for training in advance or 

extension areas. High performing staff identified in this step can also be used as subject matter 
experts for training content or delivery later on. 

 

Step 6: Prioritise your training needs 
Finally, you should aggregate the results from Step 5 with information on the performance gap 

pervasiveness. That is, you should total how many, or what percentage, of the targeted 

workforce needs the training. You should also consider the importance of the competency (see 

Step 2).  

Together, pervasiveness and importance should result in a list of training priorities. From 

there, you can start to think about how to source content for that training and the various 

training delivery methods.  
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Identifying key areas of expertise to capture and 
share.  

Whether you are managing a growing range of training topics or looking for inspiration on how 
to map out your training pathways, it’s useful to have a hierarchy or grouping of training 

streams within your organisation. So let’s review the most common training streams for 

organisations to help you define suitable streams for your firm. 

Business Development 
This stream focuses on ‘new business’ and ‘new clients’. This is often a stream which many 

professionals find challenging as they fail to recognise the ways in which Business 
Development differs from Sales. Business development is about finding new clients and 

bringing them into the sales process. The Sales stream then focuses on the conversion of new 

clients into billable revenue (among other things).  

This stream is significant for growth in a organisation – overall 
revenue, growth in new clients, business for new advisers or 
consultants, expansion into new services, development into new 
products.  

It should include both personal skills in business development, but also organisation-level 
knowledge about marketing, branding and planning.  Elements of this stream should apply to 

all client-facing professionals, while other topics in this stream may only be suitable for your 

business development teams or managers.  

Example topics in this stream include…  

• Client referrals 

• Internal referrals and cross-referrals 

• External referrals and referral partners 

• Referral marketing 

• Personal branding 

• Thought leadership 

• Business networking 

• LinkedIn profiles and strategies 

• Cold calling and telephone skills 

• Business Development planning 

• Presentation skills 

• Writing articles and blogs 

• Managing social media 

• Understanding the client journey and buying cycle 

• Ideal clients and client personas 

• Business branding  
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Sales 
The sales stream focuses on capturing opportunities – creating revenue. This includes 

converting new leads into new clients, but also repeat business, up-selling and cross-selling.  

This stream is often a struggle for many professionals who have a negative view of the concept 
of ‘sales’. They may view ‘selling’ as unprofessional. As a result, this stream must often begin 

with training which establishes a suitable sales framework or methodology which is appealing 

to those professionals and your business culture. Until your staff recognise that selling can be a 

positive experience for both the client and themselves, it is unlikely any other topics within this 
stream will be effective.  

Topics in this stream include… 

• Introduction to selling or sales methodologies 

• Building trust in the sales process 

• Listening skills  

• Questioning skills 

• Developing a value proposition 

• Closing techniques 

• Managing proposals 

• Writing proposals 

• Presenting proposals 

• Presentation development 

• Business writing skills 

• Managing client objections 

• Negotiation skills 

 

Relationship Management 
This stream focuses on the servicing and on-going relationship with clients. For professionals 

with transactional clients, this is more about excellence in execution of a transaction. For 
professionals with relationship clients, this must also include on-going relationship 

management techniques. For many professionals, this stream is about ‘work in progress’ or 

project execution. So it must cover issues of both quantity and efficiency, as well as quality and 

excellence. 

Topics in this stream include… 

• Managing client expectations 

• Conducting client review meetings 

• Repeat purchases 

• Cross-selling 

• Up-selling 

• Service excellence 

• Handling client complaints 

• Managing client portfolios 

• Referrals, references and testimonials 

• Seeking client feedback 

mailto:hello@tribalhabits.com
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• Project management 

Management and Leadership 
This stream focuses on two issues which could easily be split into two streams: the 

management of people and the leadership of an organisation. In smaller firms, these roles are 

shared. However, in larger firms, there may be managers whose purpose is people focused, 

while more senior leaders focus on business strategy.  

The biggest challenge for many organisations is that staff are often 
promoted to management positions based on their technical or 
commercial success – not their team and people skills. Great 
managers don’t always come from your strongest performers.  

In fact, strong performers can sometimes have a selfish streak, required to drive their results 

and ensure they are competitive in sales and business development. That streak can be 

problematic when their role suddenly involves people management. 

Topics in this stream include… 

• Coaching and developing staff 

• Staff delegation 

• Mentoring others 

• Discussing staff performance 

• Managing staff training 

• Motivating staff and teams 

• Recognising and rewarding staff performance 

• Leadership skills 

• Setting expectations with staff 

• Interviewing and recruitment tips 

• Managing conflict 

• Business ethics 

• Building teams 

• Change management 

• Business strategy 

 

Personal Development 
This stream is often viewed as containing all the ‘other’ topics relevant for a professional. 

However, a better way to think of this stream is that it contains the skills required for any 

professional to be effective in any role. While the streams on business development, sales, 

relationship management, and management and leadership are role specific, this stream is role 
agnostic. From support staff to senior leaders, this stream covers the essentials to operate 

efficiently and effectively. 

This stream is also important for professionals whose technical and role expertise is strong, 
but they are struggling to operate at a high level in your business. These staff lack 
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organisational or productivity skills, or may be struggling to communicate effectively with 
others. Topics in this stream include… 

• Managing time and productivity 

• Managing priorities 

• Goal setting 

• Managing email 

• Managing meetings 

• Communicating effectively 

• Decision-making skills 

• Influencing skills 

• Managing stress 

• Emotional intelligence 

 

Compliance and Technical 
Your business needs will drive the final stream in learning – compliance requirements and 

technical capabilities. As with management and leadership, you could break this into two 

streams. 

Compliance requirements vary widely between industries, driven by specific regulatory 

requirements. However, compliance streams should also address universal issues of 

appropriate workplace behaviours including harassment, discrimination and workplace health 

and safety.  

Technical requirements also vary with each industry. There will likely be some accredited 

technical training available from registered training providers. However, technical training can 

also originate from within the firm, as internal experts share best practices in the technical 
aspects of each role and industry. As a result, professionals often feel this topic is familiar to 

them and are already keen to improve on their learning. 

Topics in this stream will depend on your industry, but can include… 

• Workplace health and safety 

• First aid training 

• Injury management 

• OHS awareness 

• Privacy awareness 

• IT security 

• Appropriate IT usage 

• Risk management 

• Discrimination awareness 

• Harassment prevention 

• Workplace bullying 

• Cultural awareness 
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Determining the sources of your best training 
content. 

Broadly speaking, you have two primary sources of content for your training. 

1. External knowledge. This is knowledge ‘imported’ into your firm from an external 

source. This might be an external training provider, learning purchased online or a 

consultant who provides new knowledge or processes. 

2. Internal knowledge. This is knowledge which already exists within your firm. This is 
often knowledge from internal subject matter experts or other experienced staff. The 

knowledge may be universal (like sales skills), or it may be unique (such as internal 

documents). 

There are pros and cons to both types of knowledge, and there are scenarios where either 

could satisfy your training and learning objectives. Let’s examine both in more detail.  

External knowledge provides ready-made solutions to fill gaps 
Knowledge from an external source can be a powerful addition to your firm when used in the 

right circumstances.  

However, when used incorrectly, external knowledge can be both 
inefficient and ineffective. In this respect, external knowledge is 
riskier than internal knowledge. 

There are two major risks with external knowledge. 

• Cost. External knowledge can be expensive. You are purchasing someone else’s 

intellectual property, which may have taken years to develop.  

 

• Suitability. External knowledge may not be suitable for your firm and its needs. 

External knowledge is usually designed to appeal to a wide audience (simply to make it 

practical to manage and deliver). This is great when that knowledge has a strong match 

with your firm’s processes, culture and objectives. However, external knowledge often 

requires a high degree of tailoring by participants to ‘make it fit’. This is why many 

external training programs fail – the content requires too much adjustment to be 

effective for participants. 

External knowledge which is more industry-focused rather than firm focused, such as technical 
training often has a higher success rate. The more firm-specific the external knowledge is, such 

as client processes, sales skills or management ideas, the higher the risk of a poor fit and poor 

take-up. With a higher cost than internal knowledge, this makes the choice of external 

knowledge a riskier option. 
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That being said, there are scenarios in which external knowledge is a perfect choice. These 
include: 

• No internal knowledge. When your firm lacks internal expertise in a topic, there is no 

choice but to use external knowledge. Technical and compliance training may apply 
here, but there are some softer skills in which your firm may have no internal subject 

matter experts. 

• An effective transfer process. Sometimes the value of external knowledge isn’t the 

knowledge itself, but the process and methods in which it is delivered. The knowledge 

may not be a perfect fit, but the facilitators, delivery method, materials and coaching 

associated with the knowledge can deliver a great result. This does require highly 
developed delivery methodology from the external knowledge provider. 

 

• Needing an external voice to break through barriers. Sometimes, you just need an 

external view to help staff overcome blind spots, reluctance or assumptions. When 

attempts to provide internal knowledge to staff are not working an external voice, even 

if it is providing essentially the same knowledge, might provide a fresh approach. A 

good combination is often found by using an external speaker at a staff conference to 

‘shake things up’ and get everyone on board, followed by internal knowledge to then 

implement the ideas. 

Of course, the worst possible outcome for external knowledge is when you pay for an 

expensive external solution, only to find it suggests knowledge which already exists within 

your firm, and it is presented in a generic fashion so it fails to resonate with staff. This, 

unfortunately, is an all too common experience when the external knowledge option is chosen. 

Internal knowledge provides low cost and perfectly adapted solutions 
Internal knowledge is not without its flaws, but it is an option which lowers the risk 

considerably. This is because of two key strengths found in internal knowledge. 

• Suitability. Internal knowledge is the perfect solution for your firm. Since internal 

knowledge is developed within your firm, it provides an exact answer to your needs. 
Internal knowledge is aware of your processes and culture, it has been tested with your 

staff and clients, it can utilise existing documents and tools, and it is presented in a 

language which resonates with your staff. 

 

• Cost. Internal knowledge already exists within your firm. You have already paid for it 

through staff salaries. The only real cost is extracting the knowledge from staff and 
putting it into a transferable format that other staff can learn from. The investment is 

time. 

With high suitability and low cost, the risks of using internal knowledge are low. If training 

based on internal knowledge does not work, there is little that has been lost. With such high 
suitability, internal knowledge typically has a greater take-up and success rate. All that is 

required is the ability to identify your subject matter experts and empower them with the right 

tools to capture and share their expertise effectively.  

Internal knowledge has a wide range of scenarios where it can excel as a source of training 
content. 

mailto:hello@tribalhabits.com
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• Unique processes, tools, documents or software. If your firm has unique internal 

processes, based on tools, documents or software developed internally, then internal 

knowledge will be your only source of content. 

• Induction training. Internal knowledge is the very foundation of induction training. It 

can be used to provide new staff with access to the way your firm operates by 

communicating internal processes, company values, organisational culture and your 
firm’s value proposition. 

• Client servicing and skills. Every organisation has its differentiated methods for 

engaging with clients. This can include how to position the firm with new clients and 

manage sales processes, to how clients are on-boarded or projects are managed, 

through to the defined service levels promised to clients. Such training cannot be 

effectively supplied externally (beyond generic concepts). 

• Efficiency and administration. Within your firm, your staff will have identified the 

most efficient means to complete various tasks and use internal tools. This can be 
particularly important for service, admin or back-office staff who often do not receive 

much training. Yet within those teams, there is internal knowledge which could 

significantly reduce expenses or boost productivity. 

• Best practices. Every firm has its best practices; the tried and tested skills or processes 

which make that firm great. Best practices cannot be sourced externally. They are 

unique to each organisation and can only be found through internal knowledge. 

 

Mixing external and internal knowledge 
For many years, external knowledge dominated professional services training. Experts were 
brought in from outside to provide training and as a result, training was ‘something that 

happened to staff’. It was an event, something that staff simply attended. 

Over the last 5-10 years, new tools and technologies have allowed internal knowledge to gain 

popularity. It is often lower cost and more effective and has become even easier as software 
and platforms provide simple knowledge sharing solutions. Internal knowledge allows training 

to be an on-going process allowing staff to become involved with, or even originate, the 

training, rather than sit as a third party while the training happens around them. It allows 

improvement to be continuous. 

External knowledge remains important for some technical, regulatory and compliance issues. It 

can also fill skill or knowledge gaps or provide a fresh voice to a topic which the firm is 

struggling with. However, it is no longer the starting point. 

Instead, internal knowledge should be the starting point. Firms should ask, ‘Why can’t we 

source our training content internally?’. If there is a good reason, then external training 

becomes the fall back to supplement internal knowledge.  

If you start by looking within your firm, you might be surprised at just 
how much knowledge and expertise is available for your training 
content.  
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Creating training based on internal best practice 
knowledge. 

If your goal is to source training content from internal knowledge, there are a variety of ways 
to achieve this. Like many solutions, there are simple choices and there are robust choices.  

Determining whether you need a quick fix or a dedicated solution 
comes down to your training content and objectives. 

Let’s consider a range of options for capturing and sharing internal knowledge. 

Documents  
Internal knowledge sharing starts with documentation. Subject matter experts can create 

documents capturing their knowledge with almost no cost or training at all. Most professionals 

can use Microsoft Word to create documents with headings and images. Those documents can 

be saved and distributed via reliable PDF format. It’s quick and easy to update. 

However, documentation-based internal knowledge has some severe limits. 

• Passive. There is no interaction by the reader, so the transfer of knowledge requires a 

highly motivated participant who is comfortable learning by reading. 

• Unmonitored. It’s very hard to tell who has read a document. Tracking of knowledge 

sharing and completed training is almost impossible. 

• Static. The reader cannot contribute, cannot interact and cannot watch live movement. 

Images may be available, but that’s about it. 

• Hidden. Documents need to be accessible. Without a platform to share, categorise and 

search document content, sharing can be difficult.  

• Secure. Documentation is not secure. It is hard to track versions and documents are 

easy to share externally. 

That being said, for some forms of simple internal knowledge, short processes and some 
technical reference knowledge, this may be an effective method. 

Slides 
Slides (such as PowerPoint or Keynote) are a variation on a document. Slides can give more 

structure and, if well-written and well-represented, can be slightly easier for staff to digest. 

Slides can also be easily presented so they can be combined with some of the other sharing 

methods outlined here. 

Slides still have all the limits of documentation though.  

• They are passive and unmonitored 

• They are largely static and not easy to find 

• And they are just as unsecure 

Worse, poorly designed slides with short bullet points may be meaningless to the uninformed, 

whereas a document with complete explanations provides more context. 

mailto:hello@tribalhabits.com
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Videos 
Video recordings of your subject matter experts are a great way to capture and share 

knowledge. Videos are engaging to watch, provide more context than text alone, and can 
demonstrate techniques and skills more intuitively.  

There are many ways to capture video of your internal experts. 

• Screen recordings. This involves your internal experts recording their computer 

screen as they complete a task. Typically, they would also narrate their actions over the 

video. There are many free or low-cost screen recording options.  

• Webcam. Many computers and laptops have built-in webcams which can record simple 

‘talking head’ videos of your experts as they explain key concepts. With a simple 

background, decent lighting and good audio, this can be a quick way to capture 

knowledge on video. 

• Mobile phones. The video recording capabilities of modern mobile phones are 

amazing. With a good phone, it is easy to shoot interviews or demonstrations with your 

experts. The key to successful mobile phone recording is to ensure audio quality. If the 

phone is too far away, the audio quality can be very poor. Dedicated lapel microphones 

may be required. 

• Professional. A professional video shoot can provide high-quality video and audio, 

usually with engaging editing and titles. It can also eliminate problems of poor lighting, 

background distractions, shaky videos and so on. The only issue is cost. 

Video by itself is not a solution though. There are further limitations and challenges. 

• Design. Good video works well, but it's easy to create a terrible video. Poor audio, bad 

lighting, boring presenters, poor editing and more.  

• Size. Video files are huge. For smooth video playback, you need a dedicated video 

hosting environment capable of streaming video at high quality to multiple viewers on 

any device. Merely saving video files on a shared drive does not accomplish this. 

• Search. Videos need text documentation to allow for searches. A folder full of videos 

isn’t easy to search. Dedicated video hosting environments require text summaries of 

the videos to enable staff to locate them efficiently. 

• Editing. Videos are fixed assets. If something in the video becomes out of date, it is hard 

to remove and often impossible to replace that single piece of outdated content. This 

means videos must also be created carefully to limit future risks. 

• Time. Videos can be created quickly by experienced staff but can also become 

significant time wasting experiences. Poor videos might need to be re-recorded. Staff 

inexperienced with video presentation may require many takes. Editing videos can take 

a long time. 

• Accessibility. Videos do not work well for the hearing or sight impaired without some 

careful planning. Captions can be costly (time and money) to create for the hearing 
impaired. Videos for the sight impaired need to be carefully constructed. 

Ultimately videos are compelling but require some careful construction and an appropriate 

video hosting environment. 
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Presentations 
Presentations occur when your internal experts give a live presentation to other staff to share 

knowledge and provide training, often using slides. It might be during a team meeting, at a staff 

conference, at a regular ‘lunch and learn’, or on a webinar. In all cases, it's your internal expert 
presenting their knowledge. 

Presentations can be a great way to capture and share internal 
knowledge. While knowledge can be shared in many ways such as 
slides or videos, the value of presentations lies in the level of 
interaction they encourage.  

Other staff should be able to ask live questions to the internal expert to boost understanding 

and explain uncertainties. An excellent presenter will also engage the audience with questions 

and discussion, increasing engagement and participant rates. 

The tricky part with presentations is the presenter. Internal experts are not always great 

speakers. Too often these sessions become ineffective due to the internal expert’s inability to 

present their knowledge in a way which is easy for non-experts to understand. They may not 

effectively organise or structure their thoughts, or they may be a disengaging presenter. 

Presentations are also a ‘moment in time’. Unless the session is recorded, the effort to create 

and run the presentation is not re-usable. As discussed above, slides are often hard to 

understand on their own and asking your internal experts to repeatedly present their slides is 
inefficient.  

Recorded presentations or webinars are an option, but it is rare for a professional to actively 

engage with a long recording. Even professional TV shows struggle to engage audiences for 

more than 30-45 minutes, and that’s with TV-level budgets and staffing! Live presentations are 
amazing, but recorded presentations are often less effective. 

Presentations can involve much work for a small (or one-off) reward. 

Social media platform 
Internal social media platforms allow staff to share and exchange knowledge in a ‘close to real-

time’ or ‘just in time’ fashion. Even small firms using instant messaging platforms can enable 

staff to quickly seek out expertise from within the firm when needed. 

The beauty of social learning is that it connects the learner directly with the expert. The learner 

is also seeking information when they need it – when they are actively engaged in finding new 

skills or a new solution. They can often immediately apply this knowledge too. It creates highly 

motivated learners. 

It can, however, create a burden for your internal experts. Their time can be wasted if they are 

being asked for the same information repeatedly from multiple staff, or they face constant 

interruptions for small pieces of knowledge.  

Knowledge sharing via social learning is also ‘shallow’. It is typically short and addresses very 

specific questions rather than addressing a ‘deep’ analysis of the topic. Not all knowledge can 
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be acquired at the moment it is needed either. Sales skills, for example, need to be learnt in 
advance – you can’t stop a client meeting to quickly Tweet questions to your internal experts! 

Social learning isn’t the perfect solution, but in many cases, it can be a great supplement to 

other formats of internal knowledge. 

eLearning modules 
eLearning (online learning) is an exceptionally suitable way to capture and share internal 

knowledge. As we have discussed earlier, eLearning is an excellent delivery method for 

professionals. It is repeatable, available 24/7 in any location, and easy to monitor.  

Transferring internal knowledge into an eLearning format also improves the way that 

knowledge is captured. It provides a better structure to organise the thoughts of your experts 

than documents or slides can. It easily encompasses materials in slide and video format, but 
enhances them with more interactive elements.  

Quizzes, social learning, polls, reflection activities and assessments are easy to add to 

eLearning to boost the transfer of knowledge and measure its impact. But it’s important to note 

that this will only be an easy option if you are familiar with eLearning authoring tools. 

Therein lies the main challenge with eLearning – it’s only easy for 
those who are experts in eLearning. eLearning authoring tools (like 
Articulate Storyline or Adobe Captivate) are powerful pieces of 
software with steep learning curves.  

In the hands of an expert designer, they can result in terrific training. The challenge is that your 

internal experts are probably not also experts in eLearning design. 

To make the most of eLearning as an internal knowledge tool, you are going to need the 

services of an expert. You really only have two options here. 

A. Engage an external expert. There are many eLearning freelancers and design firms 

you can hire to develop eLearning for you. They can work with your internal experts to 

capture their knowledge and utilise any existing materials. Your internal experts 

typically need to devote a few hours to organise their thoughts, then a few hours of 
interviews and then a few hours reviewing draft modules for accuracy.  

 

B. Hire a dedicated training manager. Alternatively, you could hire a dedicated training 
manager to develop your learning content. Be certain, however, that your training 

manager is proficient in eLearning instructional design techniques. Like any role, not all 

training managers are skilled at every aspect of their industry – some are specialists in 

facilitation, others in training management, while some are expert instructional 
designers. 

As you can probably tell, developing eLearning is expensive. External experts may spend 20-40 

hours developing a 1-hour eLearning module. There will then be additional costs for templates, 

video production and graphic design. It is not unusual for firms to spend between $5,000 and 

$10,000 per eLearning module. 
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Also, you will need a learning management system to host and distribute your eLearning 
modules. eLearning modules cannot be accessed on their own like a PDF document. They 

require a hosting platform to manage users and track completion.  

A final, but important hurdle for eLearning modules are changes and updates. eLearning 

modules can ONLY be edited in the original software which developed them. Simple things like 
spelling errors require the original software (and expert who created the module) to make the 

edit, export the module and upload it back to your learning management system. 

Yet the results are impressive. eLearning offers superior training using content that is 

engaging, relevant and measurable. For firms with the budget, eLearning is a terrific way to 
capture internal knowledge.  

Knowledge sharing platform 
A final option for capturing internal knowledge is a knowledge sharing platform. These 

platforms are designed specifically for this purpose.  

They attempt to take the best parts of other options and eliminate the negatives.  

Knowledge sharing platforms (not to be confused with learning management systems or 
learning experience platforms, which are focused on administering professionally created 

eLearning) are designed for anyone to use. Any expert in your business should be able to log in 

to the platform and use the available tools to create eLearning modules about their expertise. 

The platform provides your experts with a very low learning curve with intuitive tools similar 
to those in PowerPoint or Word. The platform provides your expert with guidance, tips and 

feedback to help them structure their thoughts and capture their ideas. The entire process 

should really take no longer than it would to develop the same content in slides or documents. 

The advantages, however, are many. 

• Interaction. Knowledge sharing platforms allow your experts to easily add interactive 

elements like ‘question and answer’ moments, surveys and polls showing aggregated 

data from your firm and quizzes to test understanding. 

 

• Delivery. Knowledge sharing platforms allow your expert to focus on what they know 

best – their area of expertise. The platform then automatically transforms that content 

into an interactive online experience for your staff available 24/7 in any location. The 

platform provides all the navigation, formatting, notifications and enrolments. It’s like a 

‘training manager in a box’. 

 

• Social. Knowledge sharing platforms allow your staff to share ideas within each topic, 

contribute new expertise and compare opinions. It gives you many of the same benefits 

of social media platforms, but with a deeper, richer experience. 

 

• Reporting. Unlike learning management systems which only control users (and then 

rely on imported content), knowledge sharing platforms control both users and content. 

As a result, they can provide a wealth of data, far beyond that of any other form of 

training. This allows your firm to measure success and demonstrate RoI very easily. 
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• Updating. Knowledge sharing platforms also allow easy and instant updates to your 

content. Spelling errors can be corrected in seconds, and new knowledge (changes in 

processes, new documents) can be added into existing topics without any other 

software requirements. 

There remains a time commitment from your experts to capture their thoughts; unfortunately, 

mind-reading platforms do not yet exist! However, there is a time commitment required for 

any internal knowledge sharing option. The key is to minimise the time and maximise the 
output. That’s where a dedicated knowledge sharing platform excels. 

 

If you combine a knowledge sharing platform to cover the majority of 
your internal knowledge (including hosting videos), then you can 
efficiently utilise documents to manage the remaining simple forms 
of training and knowledge.  

 

The combination is a powerful, low-cost, high-impact solution. 

  



   
 

  
     hello@tribalhabits.com  |  tribalhabits.com  |  Page 21 

Building a culture of knowledge sharing. 

Whether you utilise internal knowledge as your primary source of training or not, chances are 
that your business utilises internal knowledge sharing in some way. It’s worth taking some 

time to consider whether this occurs through informal channels or is formalised into the very 

culture of the firm. 

Knowledge sharing is far more than just showing your colleague how to use shortcuts in the 

invoicing software. For a organisation, a knowledge sharing culture is the very essence of 

strategic advantage!  

If human capital is the primary resource for a organisation, then 
knowledge sharing – along with its identification and capture – is the 
key to leveraging that resource. 

The problem is that most organisations don’t understand what knowledge is. They confuse 

knowledge with information. In particular, they focus heavily on technical information, often at 

the expense of commercial expertise. They also tend to create an environment that rewards the 
hoarding of knowledge, not the sharing of knowledge. 

What is knowledge and how does it differ from information? 
Many organisations attempt to capture knowledge in the form of PDF documents or an internal 
information repository. By doing this, they believe that knowledge is being shared effectively. 

However, this isn’t knowledge sharing at all. 

Let’s consider the definition of knowledge from the Oxford English Dictionary: 

• Knowledge: facts, information, and skills acquired through experience or education; the 

theoretical or practical understanding of a subject. 

As you can see, information by itself is not knowledge. Information is merely ‘provided facts’. 
Knowledge is the application of that information.  

Knowledge is the context, the experience, the know-how. Every organisation broadly has 

access to the same information. What differs is their knowledge – how they use that 

information. 

Knowledge is the skill, information is merely data 
Knowledge sharing must go far beyond listing data and facts. It must capture what to do with 

that information and how to use it, both efficiently and effectively. This means knowledge 
sharing cannot occur unless it is tapping into experience and expertise. As such, knowledge 

sharing must come from within your staff, not a spreadsheet. 

Many organisations struggle with this, as they focus on the importance of technical 

information. They deal with facts, statistics, rules, regulations, and a heavy emphasis on 

compliance and safety. This daily bias towards technical information means that the broader 

issues of knowledge – including management, commercialisation, business development, 

personal skills, productivity, administration and leadership – are often overlooked. 
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So, the first step for knowledge sharing is to recognise that knowledge is far broader than 
technical information. It must encompass the entire know-how of its staff and that’s where the 

strategic advantage lies. However, given that this know-how lies within the minds of its staff, 

we encounter the second problem of actual knowledge sharing. 

Why don’t professionals naturally share their knowledge? 
Most organisations tend to promote and reward staff based on the outperformance of their 

peers. Partners who close more deals tend to receive bigger bonuses and move to more senior 

positions. This appears to send a message that professionals who keep knowledge to 
themselves can have an internal advantage over their peers. One they can use to obtain a 

bigger slice of the bonus pool, or to get ahead in the race for promotions.  

Many organisations end up creating a culture which favours the expert and encourages the 
hoarding of knowledge. 

This is precisely the opposite culture required for knowledge sharing. Not surprisingly, when 

expert staff are asked to share their knowledge with their colleagues, they are often reluctant 

to do so. What’s in it for them? Will they lose their relative advantage even though their 

colleagues benefit and the business is better off?  

KPIs often prevent a knowledge sharing culture 
By examining the KPIs often found in organisation, we expose the issue. There are usually KPIs 

for revenue, perhaps KPIs for expense management, and then typically some KPIs around 

professional development (which is largely focused on learning new technical information). 

There will also be a few KPIs around knowledge sharing. A two-hour passive webinar on a new 

tax rule will help an accountant meet their ‘training’ KPI, but a two-hour highly interactive 
coaching session on client interviewing techniques may not count towards that KPI. 

Worse, KPIs tend to emphasise the consumption of knowledge. Accountants might have to 

undertake 20 hours of training each year. However, where does the training originate? It’s 
unlikely to be from their colleagues in the form of knowledge sharing, as there is unlikely to be 

a KPI for the capture and sharing of internal expertise. 

Without any KPI to encourage professionals to capture and share their expertise, a firm’s 

training options often consist only of technical information training, or generic external 
training content.  

To be clear, external training content is not knowledge sharing it is knowledge ‘importing’. Any 

external knowledge needs to be adapted to fit the particular context of your business. External 

knowledge will never fit as well as the knowledge generated from within your business. 

This is completely different to knowledge sharing, which captures 
existing, proven expertise within your business and focuses on its 
standardisation throughout the business. 
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What is a knowledge sharing environment? 
Changing the game around knowledge sharing requires a firm to rethink the very nature of 

knowledge: 

1. Information is not knowledge. Knowledge is the know-how around that information. 
2. Knowledge sharing requires the direct involvement of those with the know-how. 

3. The creation of knowledge and training must be as important as its consumption. 

4. The recognition for collaboration must be as important as that of individual 

performance. 

Any organisation which views its expertise and knowledge as a valuable resource – a resource 

which could be a strategic advantage – needs an environment that encourages knowledge 

sharing. It requires a culture of collaboration, not a culture to worship the ‘cult of the expert’. 

Firms are advised to work backwards through the above four points, starting with individual 

recognition for sharing. People are motivated by ‘what’s in it for me’. If the only benefit for 

knowledge sharing is for others, then individual staff are unlikely to participate unless they are 

intrinsically motivated. 

Recommendations to create a culture of collaboration can include: 

• KPIs for the creation of content, knowledge and training 

• Promotion hurdles that include a demonstration of knowledge sharing 

• Internal time recognition for time spent capturing and sharing knowledge such as an 

internal ‘knowledge client’ which can be charged at external client rates 

• Hiring policies that emphasise collaboration, teamwork and sharing 

• Reward and recognition by peers and management of sharing and collaboration 

• Investment in a knowledge sharing solution to institutionalise collaboration 

• An environment that supports transparent communication and open-door policies 

Unlocking the habits in your team 
The journey towards collaboration and knowledge sharing requires changes in culture, KPIs 

and behaviour. It also requires the right tools. Utilising ‘death by PowerPoint’, passive PDFs, or 
instantly forgotten ‘lunch and learn’ sessions won’t solve the problem. 

Knowledge sharing requires a solution that’s reusable by new staff, 
readily updated as expertise develops, accessible from any location, 
allows new knowledge to be readily captured from across the firm, 
and captures knowledge on a wide range of topics in a consistent 
way. 

That’s where Tribal Habits steps in. 

Tribal Habits provides your organisation with a branded, secure, cloud platform to drive 
cultural change and create a knowledge sharing environment.  

Your internal experts can tap directly into the platform to quickly capture their knowledge – on 

any topic – in a structured and guided process. Your staff can then acquire this knowledge in an 
interactive format. 
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With Tribal Habits, staff can: 

• Be tasked with on-the-job activities to drive behavioural change 

• Contribute new knowledge to refine the topic over time  

• Demonstrate understanding through assessments  

• Provide a wealth of quantitative and qualitative feedback for the business 

Just imagine if everyone in your firm knew the best practices, proven processes and dedicated 
expertise of your top performers. How much of a difference could that make to every aspect of 

your firm’s performance?  
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Selecting the right expert staff to share their best 
practices and knowledge. 

The successful sharing of knowledge within your organisation is dependent on how you select 
subject matter experts. The staff you choose for this task will ultimately have a significant 

impact on not only what knowledge is shared, but how it is shared. As a result, it's critical to 

make a wise choice!  

Sometimes, in small teams or organisations, the choice of an expert is obvious (or even limited 
to a single person). In larger organisations, finding an expert can be harder – they are often 

unknown to human resources management or learning and development teams. 

So the choice of an expert needs thought and management. Successful 
knowledge sharing experts tend to have three common characteristics. Let’s 
begin with the first characteristic.Select subject matter experts with…Expertise 
Your experts obviously need to have expertise in the topic. However, this is not always as 

obvious as it sounds. Their ‘expertise’ should be: 

• Current and relevant, not out-dated. Their expertise needs to be relevant to current 

and future generations of staff, not the past. Some experts became experts before 

significant changes occurred in your industry (and this doesn’t only refer to IT). 

Demographic, marketplace and behavioural changes in your industry can reduce the use 
of previous expertise. You need experts who have expertise in how the topic will exist in 

the future. 

• An acquired skill, not an inherent talent. Ideally, your experts have expertise which 

they can transfer. Sometimes you have experts who are great at a topic due to inherent 

talents like personality or experience which are almost impossible for others to copy. In 

this case, your expert’s success with the topic is due to unique characteristics, not 
transferrable issues like process, insight or skill. 

• Diverse and well tested, not isolated. Ideally, your expert has a wide range of 

experience in your topic. They have developed their expertise over time or in many 

different scenarios. So their expertise is flexible enough to be used by many other 

people, and not reliant on a particular set of conditions. 

The best expertise can be replicated by others. We don’t want expertise which is 
reliant upon other conditions – historical situations, inherent talent or isolated 
conditions. The ideal is expertise which is easy to transfer and useful in the 
future.Select subject matter experts with…Time 
Your experts need to have time to capture their knowledge. 

Depending on what you are asking, capturing knowledge may take as little as 30 minutes, or it 

may take six hours or longer. It’s unlikely to be weeks of work, and their contribution can 

usually be done in parts, but it's not a trivial commitment either. 

You should be looking for experts who aren’t facing other time management problems. They 
should be: 
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• Established in their role, not starting a new role and trying to get on top of things 

• Well-resourced so they can readily do their job and not feel under pressure 

• Not undertaking too many other internal requests or non-job-related tasks 

• In a relatively quieter time of the year for their role (if that exists) 

• Available for several weeks and not away on travel or holidays 

We want experts who won't feel under too much pressure to devote some of their time to this 
knowledge capture process. Experts who are already being asked to do too much may view this 

request with annoyance. 

Select subject matter experts with…Attitude 

Some people are great at sharing. Some aren’t. We need experts who 
don’t mind sharing.  

Now, in theory, your organisational culture should reward and celebrate the sharing of 

knowledge. Perhaps this won't be an issue at all. 

However, you may still be building a knowledge sharing culture and you encounter some 
people are just not willing to share their knowledge. This usually occurs for two reasons: 

• Knowledge is power. Some people withhold knowledge as they feel their unique 

ownership of that knowledge makes them more powerful (safer, valuable). This is a 
classic cultural problem. They feel that their firm rewards those with the knowledge - 

and does not reward them for sharing that knowledge. Other staff simply like to be the 

ones with all the knowledge. In any case, these people do not make good experts. The 

problem with these experts is not just their resentment at being asked to share but, if 

they do share, they are not forthcoming with information. 

• They are not worthy. Some people withhold knowledge as they privately don’t feel 

their knowledge is anything special and are embarrassed to share their expertise. It is 

possible to coach these people to make them great experts and, for some, it becomes a 

fantastically positive experience. However, we need to be careful that they don’t share 

their knowledge in a timid way. Shared knowledge requires a degree of confidence 

behind it – you have to believe in your expertise for others to believe in it as well. 

We want experts who are: 

• Confident in their expertise 

• Comfortable sharing their knowledge 

• Can share in a passionate manner so that other people naturally want to take advantage 

of their ideas.  

At this point, all you need is the knowledge sharing platform, and you are ready to go. 
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