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Regarding FC of the Virginia FISERV DNA migration:

“We knew we had a big lift with the upcoming 
system upgrades and process changes. We 

needed to build systems to support this change 
and minimize the impact on our employees, and 

ultimately, our customer-ownersˮ

Pete Cypret
Chief Risk Officer, Farm Credit of the Virginias



“We need better training!ˮ
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“The way you frame a problem 
determines which solutions you 
come up with.

By shifting the way you see a 
problem—that is, by reframing 
it—you can sometimes find 
radically better solutions.”



Itʼs Not About Training –
Itʼs About Knowledge Transfer



Phone a Friend

All knowledge is stuck in peopleʼs 
heads. Training happens through 
shadowing.

1. Tribal 2. Document 3. Guide

Phone a Friend

SOPs are created, but people still turn 
to supervisors and co-workers when 
they donʼt know what to do.

Use a GPS

Employees Find & Follow digital guides 
to work confidently, consistently, and 
efficiently.

Employee Independence

Knowledge Ops Maturity Model
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Phone a Friend

SOPs are created, but people still turn 
to supervisors and co-workers when 
they donʼt know what to do.

Use a GPS

Employees Find & Follow digital guides 
to work confidently, consistently, and 
efficiently.

Employee Independence

Why are we stuck here?

Knowledge Ops Maturity Model



What is
Operational Knowledge?



Definition
Operational knowledge is the actionable 
information employees need in order to:

● Perform tasks
● Answer questions
● Troubleshoot problems



A remittance transfer provider must refund the total amount of funds provided by 
the sender, including any fees and, to the extent not prohibited by law, taxes 
imposed in connection with the remittance transfer, within three business days of 
receiving the sender’s request to cancel the remittance transfer. - 12 CFR § 1005.3

Regulatory

Operational Knowledge
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the sender, including any fees and, to the extent not prohibited by law, taxes 
imposed in connection with the remittance transfer, within three business days of 
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1. Open System X

2. Navigate to Account profile

3. Review transactions...

Operational
Knowledge

Operational Knowledge



What is different about Operational Knowledge?

Complex

Constantly Changing

Unique



What does it impact?

onboarding

supervisor
bandwidth

change
management

consistency



How to think about Operational Knowledge

Input Process Output
tools + steps



Financial Institution “Inputˮ examples

Do you have a 
program for Small 

Farmers?

I’d like to
set up auto-pay.

can I apply for a 
FLCA loan?

I need to update
my address

I want to increase
my Loan Size



Financial Institution “Inputˮ examples

Input Follow stepsRecognize Input

Can I Set up 
Auto Pay?

know what
needs to be done..

And i know
how to do it.



But that isnʼt what happens



Financial Institution “Inputˮ examples

Input ask for help
doesn’t Recognize Input 

or doesn’t know steps

Can you…?
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Teams Rely on Shadowing & Tribal Knowledge

Subject Matter Expert



A better way

Findable Followable Scannable

1  2 3



Strategy - Find & Follow

What is a Knowledge Ops Platform?

A Modern 
Knowledge 

Base +

Integrated 

Courses
Checklists and 
Decision Trees

AI Knowledge 
Capture and Rapid 

Authoring

Change 

Notifications

Platform - ScreenSteps

Reporting



Demo



Operational Knowledge Transfer

LMS

Courses on business process

and software training

SharePoint/Shared Drive

Internal Job Aids

SOPs, Training Decks

Email

Change notifications

Weekly Tips

Teams / Slack

“How do I?ˮ questions

Change notifications



Operational Knowledge Transfer

LMS

Courses on business process

and software training
Internal Job Aids

SOPs, Training Decks

Email

Change notifications

Weekly Tips

Teams / Slack

“How do I?ˮ questions

Change notifications

Capture 
bottlenecks

Not findable, 
followable, or 
maintainable

Tribal knowledge 
dumping grounds

Not findable, 
followable, or 
maintainable

SharePoint/Shared Drive



Operational Training

Courses on business process

and software training
Internal Job Aids

SOPs, Training Decks

Change notifications

Weekly Tips

“How do I?ˮ questions

Change notifications

LMS

Compliance and
skills training

Email

All other
email

Sharepoint/
Shared drive

Teams / Slack

Sales/Marketing 
presentations, Excel Files,

Legal docs, etc.

Knowledge Ops Platform

Collaboration
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Teams Rely on Shadowing & Tribal Knowledge

Subject Matter Expert
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Teams Try to Capture Operational Knowledge in Sharepoint

Subject Matter Expert
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Teams Try to Capture Operational Knowledge in Sharepoint

Canʼt find it Canʼt apply itNeeds it
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Teams Try to Capture Operational Knowledge in Sharepoint

Canʼt find it Canʼt apply itNeeds it

Knows it



1Team Business Need 1 Expert

Traditional Setup

L&D/Tech Writers

Training/
Enablement

2

3

4



1Team Business Need 1 Expert

Traditional Setup

L&D/Tech Writers
Bottleneck

2

Stop Gaps
Leads to Tribal Knowledge



Traditional Setup



System

A Knowledge Operations System

1 Identify Knowledge Gaps

2 Capture Knowledge from 
SMEs

3Refine and Approve

4Review and Certify 
Regularly



Cost Savings + Case Studies
With Knowledge Ops



Cost Savings: People

Teams Reduce required FTEs Increased Bandwidth

Escalation Teams

Trainers

Support Teams

Supervisors



What does it impact?

onboarding

supervisor
bandwidth

change
management

consistency

AI



Next Steps

https://www.screensteps.com/events/2024-summit

Customer Summit Recordings

https://www.screensteps.com/find-follow-book

Pick up the book

https://www.screensteps.com/events/2024-summit
https://www.screensteps.com/find-follow-book

