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Knowledge that is accurate, governed and ready for employees and AI

assistants.

Purpose
This white paper gives organizations a concrete governance model they can adopt without creating a

bureaucracy. It is designed for teams that rely on Microsoft 365, shared drives, policies, SOPs, spreadsheets,

email and employee know-how - and that want those sources to support reliable AI-assisted answers.

What is included
● A governance charter and decision-rights model

● Defined roles for owners, stewards, approvers, publishers and administrators

● Lifecycle states from draft through retirement

● Review cadences, exception handling and escalation rules

● Templates, scorecards and a 90-day rollout plan
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Executive Summary
Knowledge governance is the operating discipline that determines who is responsible for organizational

information, how it becomes authoritative, when it must be reviewed, who may access it and when it should be

retired.

Most organizations do not suffer from a lack of documents. They suffer from unclear authority. Multiple

versions exist, ownership is informal, review dates are missing, permissions reflect history rather than policy

and employees cannot tell whether an answer is current. An AI assistant can make this problem more visible

because it retrieves and summarizes what the organization already has. If the source material is inconsistent,

the assistant will surface that inconsistency faster.

Core principle

AI readiness is a governance outcome. The quality of AI answers depends less on the model than

on the quality, authority, security and maintenance of the underlying knowledge.

This model uses five governance controls:

Control Question it answers

Ownership Who is accountable for the content?

Authority Which source is considered official?

Lifecycle What state is the content in?

Access Who may view or change it?

Assurance How do we know it remains correct?

The model is intentionally lightweight. It can be implemented using SharePoint libraries and lists, Microsoft

Teams, document metadata, approval flows and scheduled reviews. The same principles also apply to other

content platforms.



Pixeldust | Practical Knowledge Governance Model 3

1. Recognizing the Governance Problem
A governance problem usually appears as an operational problem first. Employees ask the same questions

repeatedly, managers give different answers, onboarding takes too long, teams recreate documents and only a

few individuals know where critical information lives.

Common warning signs
● No one can identify the official version of a policy or procedure.

● Documents have authors but no accountable business owner.

● Review dates are absent or ignored.

● Former employees still appear as owners or editors.

● Permissions are granted individually and accumulate over time.

● The same answer changes depending on who is asked.

● Critical procedures exist only in email threads, chat messages or memory.

● Search results return obsolete documents alongside current ones.

● AI-generated answers cite conflicting sources.

Governance versus cleanup
A one-time cleanup removes obvious clutter. Governance prevents the clutter from returning. The distinction

matters: cleanup is a project; governance is an operating system. A successful governance model assigns

recurring responsibilities, embeds them into normal work and makes exceptions visible.

Decision rule

Do not publish knowledge merely because it exists. Publish it because an accountable owner has

confirmed that it is authoritative, appropriately secured and suitable for operational use.
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2. Define What the Model Governs
Governance becomes unmanageable when every file is treated the same. Start by separating governed

knowledge from ordinary working material.

Class Definition Examples Governance level

Authoritative
knowledge

Approved information
employees may rely upon to
perform work or make
decisions.

Policies, SOPs, approved FAQs,
decision trees, role guides

High

Reference
knowledge

Useful supporting information
that is not itself the final
authority.

Templates, handbooks, vendor
guides, research

Medium

Working material Drafts and collaboration files
still being developed.

Meeting notes, draft procedures,
project files

Low

Records Evidence retained for legal,
financial or operational
reasons.

Signed agreements, audit evidence,
completed forms

Separate records
policy

Recommended initial scope
Begin with the knowledge that creates the most operational risk if it is wrong, missing or inaccessible. For most

organizations, that includes HR policies, customer service procedures, financial approval rules, safety

requirements, onboarding materials, IT instructions, escalation paths and frequently used forms.

Governance charter
The charter should be one page and approved by leadership. It should state the purpose, scope, principles,

roles, minimum controls and escalation path. A practical charter can use the following commitments:

● Every authoritative item has one accountable owner.

● Every authoritative item has a review date.

● Official content is clearly distinguished from drafts and references.

● Access follows business roles, not individual preference.

● Changes to high-risk content require approval.

● Retired content is removed from normal discovery and AI retrieval.

● Exceptions are documented and time-limited.
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3. Roles and Decision Rights
The governance model works only when responsibility is explicit. Titles may vary, but the decisions cannot

remain ambiguous.

Role Primary responsibility Key decisions

Executive sponsor Provides authority and resolves
cross-functional disputes.

Scope, funding, unresolved ownership conflicts

Knowledge owner Accountable for business accuracy and
usefulness.

Approve, revise, retire, delegate stewardship

Knowledge steward Maintains content and metadata for the owner. Draft changes, organize sources, track reviews

Subject-matter
approver

Confirms technical, legal, HR or compliance
accuracy.

Approve controlled changes within expertise

Publisher Moves approved content into the authoritative
environment.

Publish, archive, apply metadata and status

Platform
administrator

Maintains technical configuration and access
model.

Libraries, groups, workflows, audit settings

AI product owner Owns assistant behavior and acceptance
criteria.

Sources, test cases, answer quality and escalation

End user Uses knowledge and reports defects. Feedback, correction requests, usability issues

RACI for the content lifecycle

Activity Owner Steward Approver Publisher Admin

Create or revise A R C I I

Approve business accuracy A R R I I

Publish authoritative version A C I R C

Review permissions A C C I R

Scheduled review A R C I I

Retire content A R C R C

Investigate incorrect AI
answer

A R C C R

R = Responsible, A = Accountable, C = Consulted, I = Informed. Each activity should have only one accountable role.
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4. The Knowledge Lifecycle
Every governed item should have a visible lifecycle state. The state determines whether employees and AI

assistants may rely on it.

State Meaning Permitted use

Draft Content is being created or revised. Editors only; excluded from authoritative search

In review Business or subject-matter validation is underway. Reviewers only; not treated as final

Approved Required approvals are complete. Ready for controlled publishing

Published Current authoritative version. Employee use and approved AI retrieval

Superseded Replaced by a newer authoritative item. Retained for traceability; hidden from normal
discovery

Retired No longer valid or needed. Archived or deleted according to policy

Under exception Temporarily published despite a known gap. Limited use with owner, reason and expiration
date

Minimum metadata

Field Purpose

Title Clear user-facing name

Knowledge domain HR, finance, operations, sales, IT or other area

Accountable owner Named business role or individual

Steward Person maintaining the item

Authority level Authoritative, reference, working or record

Lifecycle state Draft through retired

Effective date When the content becomes valid

Review date Next required validation

Sensitivity Public, internal, confidential or restricted

Audience Roles or groups expected to use it

Supersedes / superseded by Version lineage

AI eligibility Approved, excluded or conditional
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5. Review Cadence and Assurance
Review frequency should be based on risk and rate of change, not a single organization-wide annual deadline.

Risk tier Typical content Minimum review

Tier 1 - Critical Safety, legal, financial approval, security, regulated procedures Quarterly or after any
triggering change

Tier 2 - Operational Core SOPs, customer service, onboarding, role procedures Every 6 months

Tier 3 - Reference Guides, templates, explanatory material Annually

Tier 4 - Low risk Historical or rarely used reference material Every 24 months or on
demand

Trigger-based reviews
Scheduled reviews are not enough. A review should also be triggered by any event that could invalidate the

content:

● A law, regulation, contract or policy changes.

● A system, vendor or workflow changes.

● A responsible employee leaves or changes roles.

● An audit, incident or customer complaint identifies a defect.

● The organization restructures teams or approval authority.

● An AI test reveals conflicting or unsupported answers.

Evidence of review
A review should record the reviewer, date, outcome and any actions. “No change required” is a valid outcome,

but it must still be documented. For high-risk content, retain the approved change history and the evidence

used to validate the revision.

Practical standard

A document with no owner or review date should not be considered authoritative, even when the

information appears correct.
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6. Access, Permissions and Sensitive Knowledge
Knowledge governance and security governance must work together. Content should be organized so that

permissions reflect business roles and can be tested systematically.

Permission design principles
● Use groups rather than granting access directly to individuals.

● Separate read, edit, approve and administrative permissions.

● Avoid deeply nested or one-off permission structures.

● Store highly sensitive content in dedicated locations with explicit ownership.

● Review group membership on a defined schedule.

● Test access using representative user roles, not administrator accounts.

● Remove retired content from AI retrieval paths as well as human search.

Sensitivity model

Level Description Example

Public Approved for public distribution. Published website information

Internal Available to the general workforce. Standard procedures and internal
FAQs

Confidential Limited to defined business groups. Financial planning or management
guidance

Restricted Strictly limited due to legal, personal or security risk. Employee records, credentials,
investigations

AI-specific control
An AI assistant should never be used as a substitute for permission design. It should retrieve content only

through approved connectors and sources that enforce the user’s existing access. Permission testing must

include attempts to obtain restricted information through indirect questions, summaries and comparisons.
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7. Change Control Without Bureaucracy
Not every edit requires the same process. Use a change class so routine maintenance stays fast while material

changes receive appropriate scrutiny.

Change class Examples Required control

Minor Typos, formatting, broken links, clarification that does not alter
meaning

Steward edits; owner notified

Standard Procedure updates, changed responsibilities, revised forms Owner approval before publishing

Controlled Legal, HR, security, safety, financial or contractual change Owner plus designated
subject-matter approval

Emergency Immediate correction needed to prevent harm or disruption Publish with documented
exception; retrospective approval
within defined period

Exception register
Exceptions should be rare, visible and temporary. Track the content, owner, reason, risk, mitigation, approval,

expiration date and closure status. An expired exception should automatically escalate to the executive

sponsor or governance lead.

Correction workflow
● User reports incorrect, missing or inaccessible information.

● Steward verifies the issue and identifies the authoritative source.

● Owner determines whether the defect is content, permission, retrieval or training related.

● Required change is approved and published.

● Affected AI test questions are rerun.

● Reporter is informed of the resolution.
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8. Governance for AI-Assisted Knowledge
AI changes how employees consume knowledge. Instead of navigating folders, they ask questions.

Governance must therefore address not only documents but also answer quality.

AI eligibility criteria
A source should be approved for AI retrieval only when it meets all of the following conditions:

● The source has a named owner and current review date.

● Its authority level is clear.

● The content is written for the intended audience.

● Permissions are appropriate and have been tested.

● Duplicates and superseded versions are excluded or clearly controlled.

● The source contains enough context to avoid misleading excerpts.

● The organization can identify where the answer came from.

Answer assurance tests

Test category What to verify

Accuracy The answer matches the authoritative source.

Completeness Critical qualifications, exceptions and next steps are included.

Citation The source is identifiable and accessible to the user.

Freshness The answer uses the current version, not a superseded one.

Permission isolation Restricted information is not exposed directly or indirectly.

Conflict handling The assistant does not present conflicting sources as a single fact.

Failure behavior The assistant admits uncertainty and provides an escalation path.

Acceptance standard

A reliable assistant should know when the organization has not established a reliable answer. “I do

not have enough approved information” is safer than a confident synthesis of conflicting material.
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9. Governance Metrics and Scorecard
Measure whether governance is improving knowledge quality and reducing operational friction. Avoid vanity

metrics such as total document count.

Metric Calculation or evidence Target direction

Ownership coverage % of authoritative items with an accountable owner Increase toward
100%

Review compliance % reviewed by the required date Increase toward
95%+

Stale content rate % past review date Decrease

Duplicate authority rate Processes with more than one claimed official source Decrease toward
zero

Correction cycle time Median time from reported defect to verified resolution Decrease

Permission exceptions One-off or direct individual grants Decrease

AI answer pass rate % of test questions meeting acceptance criteria Increase

Unresolved conflicts Known content conflicts without an owner or deadline Decrease toward
zero

Quarterly governance review
A quarterly review should examine the scorecard, overdue reviews, unresolved conflicts, sensitive access,

expired exceptions, recent incidents and AI test results. The meeting should end with named owners and due

dates, not a general discussion.
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10. A 90-Day Implementation Roadmap
Period Objectives Outputs

Days 1-30: Establish Approve scope, charter, roles and high-risk domains.
Inventory authoritative sources and identify obvious
conflicts.

Governance charter, role assignments,
initial inventory, risk register

Days 31-60: Configure Create lifecycle states, metadata, review schedules,
approval paths and group-based access. Clean up the
highest-risk knowledge first.

Configured libraries/lists, workflows,
permission groups, pilot content

Days 61-90: Validate Run user testing and AI answer tests. Train owners and
stewards. Launch scorecard and correction workflow.

Test report, trained owners, governance
dashboard, operating cadence

Pilot selection criteria
● High volume of repeated employee questions.

● Clear business owner willing to participate.

● Manageable number of source documents.

● Visible pain from outdated or scattered information.

● Low enough sensitivity to permit rapid learning.

● Meaningful value if employees can find reliable answers faster.

Recommended pilot domains
Employee onboarding, HR FAQs, customer service procedures, IT help, volunteer operations, field procedures

and internal approval rules are common starting points. The pilot should be large enough to test the model but

small enough to complete within 30 to 60 days.



Pixeldust | Practical Knowledge Governance Model 13

11. Practical Templates
Knowledge item record

Field Entry

Title

Business process

Owner

Steward

Authority level

Lifecycle state

Effective date

Review date

Sensitivity

Audience

AI eligibility

Supersedes

Notes / known limitations

Review checklist
● Is the content still factually correct?

● Does it reflect current systems, roles and approval authority?

● Is the intended audience clear?

● Are any steps missing, duplicated or contradictory?

● Are referenced links and forms current?

● Are permissions still appropriate?

● Should the content remain eligible for AI retrieval?

● Does another document now supersede it?
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12. Governance Meeting Agenda
Time Topic

5 min Review scorecard and overdue items

10 min Resolve ownership gaps and content conflicts

10 min Review sensitive access and permission exceptions

10 min Review incidents, correction requests and AI failures

10 min Approve priority changes and assign deadlines

5 min Confirm decisions, owners and escalations

Conclusion
Knowledge governance is not document administration. It is a control system for operational truth. It ensures

that employees, managers, customers and AI assistants rely on information that has an owner, a defined

authority, appropriate access and a clear maintenance cycle.

The most effective model is not the most elaborate. It is the one the organization can operate consistently.

Begin with high-risk knowledge, assign real accountability, make lifecycle states visible and measure whether

the system is producing more reliable answers.

Final takeaway

An organization is ready to use AI for knowledge access when it can explain who owns the answer,

which source is authoritative, who may see it and how the organization knows it is still correct.

About Pixeldust
Pixeldust designs and implements secure AI Knowledge Hubs using Microsoft 365, SharePoint, Teams and

Copilot Studio. Each engagement is assessed and quoted individually based on organizational size,

knowledge aggregation requirements and licensing needs. Projects are delivered under a defined statement of

work.

askmaisy.com


