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focus. And then have everybody agree on it.
You’ll start in the morning and the next thing
you know you’re calling the wife to tell her to
have dinner without you.

Well, that’s what happened to us anyway.
At one point I remember this statement being
about 150 words long, and God knows how
many syllables. Lots of “information” this and
“facilitate” that and commas and dashes and
sentences you needed a road atlas to get to the
end of. Mission statements are often flawed
this way ... they tend to swerve into marketing
territory where they don’t belong.

We were committing the same common
sin of inclusion; we tried to sum up our mis-
sion by listing each of our activities. Couldn’t
see the forest through all those trees.

Finally, a very wise person (not me) in the
room erased the chalkboard and wrote this:

“We help people work better.”
And that was it. We had our mission state-

ment. It seemed so plain and simple, and
looking back one can easily wonder why it
took so damn long. But we came to realize
that there wasn’t a wasted syllable in that
simple sentence:

“We” meant our extended organization,
whomever that would ultimately include,
and the simple word “we” unified us all into
a single community of purpose.

“Help” implied that our ultimate goal was
located somewhere beyond our own walls,
wherever that might take us.

The word “People” humanized our mis-
sion in a way that “organization” or “enter-
prises” or “corporations” never could have.

“Work” was good because it had two
meanings. In one sense it helped focus our

attentions on our customers’professional lives
(their “work”). But it also addressed their
functional efficiency, in the same way one
says “oil makes an engine work better.”

And then there’s that “Better.” I can’t
think of a more motivational word than
“better.” Because it has no end ... you are
never finished if your purpose is to make
things “better.”

I can tell you that from that day forward,
I never once made a phone call or wrote a
proposal or contemplated a project of any
kind without asking myself: “Will this help
people work better?”

I am constantly reminded of that day
when I speak to the many truly gifted and
brilliant men and women in leadership posi-
tions of great importance while preparing
these KMWorld White Papers. Inevitably,
our conversations begin with a review of
their companies’ products and services;
that’s what they’re supposed to “plug” after
all. But very quickly, an extraordinary thing
happens: The practiced self-aggrandizing
slips away, and the conversations move into
a higher plane. Without exception, regardless
of the subject’s market niche or technology
products, these people begin to talk about
core motivations. Service. Customer satis-
faction. Empowerment. Trust.

It’s the Amazing Truth. Everyone wants
the same thing. Everyone wants to DO the
same thing. Everyone wants to help people
work better.

For example, way back in March of 
’01, the subject was “Enterprise Content
Management.” I expected a lot of talk about
“federated search technology,” XML and
web authoring, but Compaq’s Anoop Garg
instead reached higher: “We try, through our
professional services group, to bring a broad-
er view, and show the overall architecture
necessary for total employee empowerment.
Because that’s what it’s all about.”
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In Search of the
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D’ja ever have one of those dreams where
you are in a place in which you have never
been, but it seems like somewhere very fa-
miliar? Like, you are supposed to be at the
Royal Palace of India, but it looks a lot like
your mom’s house? This year’s been a lot
like that.

What I mean is, despite our best attempts
to categorize and parse this information-tech-
nology-knowledge-management stuff up into
bite-size chunks, it always comes back to the
same overarching themes. It’s like that TV
show, “The Amazing Race.” Ever see it? Six
or so pairs of contestants are given destina-
tions all over the world. Each pair has to map
their routes, find their own transportation, use
their wits to get from point A to point B. And
no matter how many variations they each cre-
ate, they usually end up at the target within a
few minutes of one another.

Creating these White Papers each month
is like that. We start out planning to focus on
a narrow slice of the information-technology
universe, and somehow we always end up in
the same place.

I was once part of an effort to create a
mission statement. The company in question
was a publishing group, with magazines,
trade shows and a growing web presence.
Our job was to try to define, in a sentence,
our company’s overall purpose in life. If
you’ve never tried to crystallize your entire
raison d’etre into a single phrase that sums up
all your activities—present AND future—
you should try it sometime. It is an extreme-
ly deceptive thing. It seems so simple. Come
up with a snappy phrase that perfectly and
succinctly brings your whole existence into
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Andy Moore has often
been a well-known
presence in the
emergence of new
technologies, from
independent
telecommunications
through networking
and information
management.
Most recently, Moore
has been pleased to
witness first-hand 

the decade’s most significant business and
organizational revolution: the drive to leverage
organizational knowledge assets (documents, records,
information and object repositories) and the expertise
and skill of the organizations’ knowledge workers in
order to create true learning organizations. He can be
reached at andymoore@adelphia.net and welcomes
feedback and conversation.

Andy Moore

By Andy Moore, Editorial Director, KMWorld Specialty Publishing Group

"Despite our best attempts to 

categorize..., it always comes back to the 

same overarching themes."
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This commitment to the human aspects of
technology has been repeated again and again
in the pages of these KMWorld White Papers:

Steve Pappas, the thoughtful founder of
the consulting firm KGain, said in November
of last year, “Wherever there’s human inter-
action, we need to amplify the quality of it.”
He was only tangentially talking about tech-
nology (the amplifier, in this case). He was
focused on the end-game; where people
interact is the center of the diamond.

Making an even more direct case for
“people” was Ryan Gorey of IBM Global
Services, who insisted that: “Companies
have ignored many of the human compo-
nents of making the ‘people systems’ work.
‘If you build it, they will come,’ doesn’t
work! What investments have been made to
increase the human capabilities, collabora-
tion and interactions that make the content
flow over that infrastructure?”

Peter Auditore, VP of Hummingbird,
nailed it when he said: “When you talk about
collaboration and knowledge sharing, you’re
into the realm of industrial psychology.
That’s why collaboration is so difficult.
People misunderstand that it’s not a technol-
ogy issue. Unless there’s a strong commit-
ment to trust and a knowledge-sharing cul-
ture, it is probably going to fail.”

So, Where Is KM Now?
That question—“Where Is KM Now?”—

was the theme this time out.
The trend toward the humanization of KM

continues. Mike Ball at SER writes in this
paper about “Knowledge Enablement Tools”:

“The perfect knowledge-enablement tool
is also one that empowers everyone—from
the individual knowledge worker who strives
to be more productive to enterprise col-
leagues collaborating on projects, from entire

organizations promoting their products to
research teams across governmental agencies
working together to safeguard the nation.
Because the need for specific knowledge is
pervasive—encompassing not just segments
of the workforce but every single individual
in some capacity....”

Last year, I wrote in this space that “KM
has reached a critical level of mass in the
marketplace, as well as a seat at the table in
high-stakes global business development.
The chasm is crossed.”

That remains true, and untrue. Because
just as “knowledge management” has
entered the books as a raison d’etre for eager
new MBA grads looking for a killer resume
cred, it’s also moving inexorably toward

footnote status. New, “hotter” trends threaten
to take its place as a flavor-of-the-month and
best-seller (non-fiction) of the week. It’s
crazy-making to those of us who watch it,
and perfectly predictable to those of us who
predicted it.

I did, and I didn’t. KM will remain—
always—as the management trend you love to
hate. I saw that coming. But what I didn’t pre-
dict was the loyalty that adherents would
come to honor it with. Knowledge-on-a-bal-
ance-sheet has not appeared, but knowledge
as a focal point of purpose and direction has.
It has changed businesses, it has changed peo-
ple and it continues to guide behemoth organ-
izations to seek the living, breathing, thinking
core of what makes their systems work. I’ve
seen it, and it’s astounding. If the accusation is
that KM is no longer a driving force in busi-
ness, you couldn’t get me to testify.

At the intersection of “caring about” what
you do and “knowing about” what you do,
KM has emerged on the caring side. It’s
sweet, it’s powerful and it’s the one thing I
couldn’t have predicted.   ❚

Andy Moore is an editor by profession and temperament, having
held senior editorial and publishing positions for more than two decades.
As a publication editor, Moore most recently was editor-in-chief and co-
publisher of KMWorld (formerly ImagingWorld) Magazine. Moore now
acts as a contract editorial consultant and conference designer.

As KMWorld’s Specialty Publishing Editorial Director, Moore acts as
chair for the current series of “Best Practices White Papers,” overseeing
editorial content, conducting market research and writing the opening
essays for each of the white papers in the series. He can be reached at
andymoore@adelphia.net and welcomes feedback and conversation.

"Without exception, people 

talk about core motivations.

Service. Customer satisfaction.

Empowerment. Trust."

A Year In (Word) Pictures
Despite our efforts to categorize, the KMWorld White Papers tend to gravitate
back toward the human angle. Here’s a review of the year thus far:

January 2002
Best Practices in Business & Competitive Intelligence
Making the case that “BI” should really stand for “Business Imagination” and
knowing yourself means knowing your business.

February 2002
Best Practices in the Healthcare Industry—The Critical Care of Information
Paperwork has erased the Country Doctor and replaced him with an information
network. How to get him back.

March 2002
Best Practices in Enterprise Content Management
The biggest trend in Enterprise Content Management is its expansion from 
production-oriented solutions, toward a more personalized, customized, personal
approach.

April 2002
Best Practices in Manufacturing—Focus on Selectica
Raj Jaswa says transforming your business is quicker than changing the 
customers’ behavior.

May 2002
Best Practices in Enterprise Portals
The enterprise portal is the best evidence we now have that a genuine fundamen-
tal shift in computing is beginning to take place. The vision is slightly outpacing
reality. For now...

June 2002
Best KM Practices in Government
How government and customer service can work in the same breath.

July/August 2002
Best Practices in Collaborative Commerce
Collaboration within your organization is the closest thing to perfection. One plus
One is way more than two.

September 2002
Best Practices in Financial Services—Focus on DST Systems
Making the case for better service as a competitive edge sharpener.



development of knowledge-based intangi-
bles, such as technological know-how, prod-
uct design, a deep understanding of customer
needs, expertise and problem-solving, and
innovation. Powerful new technologies for
capturing, storing, retrieving and sharing
information are fast becoming the building
blocks of a new knowledge infrastructure...”

Technology to support better methods of
managing intellectual assets evolved in a
somewhat disjointed manner. Document
Management, Knowledge Management,
Collaboration and Content Management
technologies all provide a piece of the puzzle,
however not necessarily in an integrated and
fluid manner. Add to this the promise of
Portal technology. In its first iteration,
Generation 1 Portals attempted to provide
content aggregation and personalization
capabilities to deliver a singular view of
enterprise content. While promising, portals
fail to live up to corporate expectations. The
cost of integrating and maintaining best-of-
breed technologies from within a portal
framework are considered to be prohibitive
for many companies. The result was a major
shakeout in the portal market. A year ago,
there were over 100 vendors claiming to be in
the “pure play” portal market. Today, there
are only a handful of portal vendors. The
market has polarized between infrastructure
vendors that bundle portal frameworks as an
integral part of their platform and ISVs that
extend their offering with a portal interface.

Customers are increasingly looking to
vendors that can provide tighter, more
seamless integration of key content man-
agement services such as document profil-
ing, version control, records retention,
collaboration, searching, structured and
unstructured information management
from within a zero footprint portal inter-
face. This inevitable convergence between
these technologies was confirmed by
Gartner in their recently published
Research Note, titled “The First Wave of
Smart Enterprise Suites,” wherein they
anticipate that “...smart enterprise suites
will emerge as an aggregation of function-

ality offered by portals, team collaboration
and content management...”

One may make a cogent argument that
the major “paradigm shift” since the ‘80s is
not technology per se, but the recognition of
the relative importance of managing intellec-
tual assets as an enterprise resource, and to
do so as effectively as organizations have
learned to manage tangible assets. By and
large there has been widespread adoption of
enterprise resource planning, supply chain
management and customer relationship
management software on an enterprise scale.
Not so with intangible assets—the collective
wisdom and best practices around which
sustainable competitive advantages lie.
While the Internet is certainly considered a
“disruptive” technology, and it has funda-
mentally re-shaped the way organizations
manage information, it has not in and of
itself made companies more competitive. It’s
the application of these technologies and the
methodologies associated with them that
provide the potential to make an indelible
imprint on how organizations leverage and
protect their renewable intellectual assets.

The increased emphasis on intellectual
assets extends to a number of concerns that
companies share today. Such concerns
include risk mitigation. In the face of
increased regulatory scrutiny, companies
are paying a lot more attention to protect-
ing their vital records by developing
records retention and disposition practices
that extend to all forms of records—paper,
digital, including e-mail, as 35% of mis-
sion-critical business data is stored in e-
mail repositories. Moreover, organizations
are starting to recognize the importance of
having an enterprise strategy for the man-
agement of content. Content resides in dis-
parate repositories, often difficult to access
from a single point of interface. A recent
Gartner analysis estimates that an average
knowledge worker wastes about $4,800
annually in tasks relating to finding, filing
and delivering information due to ineffi-
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KM in Review:
Tracing the Value of Knowledge Assets

With this white paper, we wanted to answer
the question “Where is KM now?” To look for
the answer, we spoke with Andrew Pery, the
thoughtful and knowledgeable Chief Market-
ing Officer and Senior VP of Hummingbird
Corporation. Andrew brought a philosophical
and historical perspective to the discussion, and
provided these thoughts on the cultural and
economic impact of knowledge management
in today’s business environment.

-Andy Moore, Editorial Director
KMWorld Specialty Publishing Group

Moore: Review for us the evolution of
KM, from its roots in the paper-reduction
efforts of the early ‘80s (such as workflow,
imaging, business process re-engineering)
through today. What were the pivotal
moments or major events or paradigm shifts
thus far?

Pery: Over the course of the past decade,
there has been a fundamental shift toward
increased investments in the capture, man-
agement and preservation of an organiza-
tion’s intangible assets. Such assets are
defined to encompass human, process and
relationship capital. A recent Brookings
Institute study showed that market capital-
ization of firms today consists predominant-
ly of intellectual capital assets. Another
study by Columbia University estimates that
investments in intangible assets lead to more
effective deployment of human and organi-
zational capital, which have shown to yield a
return on investment eight times greater than
a similar investment in tangible assets (such
as plant and equipment).

There is increased recognition of the
immense potential inherent in leveraging
intellectual assets. Tangible assets are sub-
ject to the laws of diminishing returns, and
ultimately are written off. Intangible assets
on the other hand are subject to the laws of
abundance and they tend to be highly
reusable, such as best practices, unique
processes and privileged relationships that
may be deployed for many purposes simul-
taneously. A recent Brookings Institute
study concludes that “...the value of products
and services depends increasingly on the
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A conversation with Andrew Pery, Chief Marketing Officer and 
Senior Vice President, Hummingbird Corporation

“The Internet has

not in and of itself

made companies

more competitive.”
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cient processes. For a company of 1,000
employees this inefficiency translates to a
$4.8 million cost annually.

Peter Drucker argues “...that knowledge
is not merely a source of competitive advan-
tage but a pre-requisite....” For Drucker,
knowledge replaces all other production fac-
tors. And the recognition of this fundamental
principle is the real potential behind KM, not
necessarily technology per se.

Moore: Of all the “technologies” you
identify as the key building blocks for KM,
(enterprise information portals; federated
search; content-, document-, information
management; business intelligence; collab-
oration) which is the most important? Which
has had the greatest success? Which has
had the least impact? Why?

Pery: It is important to recognize that no
single technology component is more impor-
tant than other components to support a KM

solution. A KM system should be viewed as
a fluid process that encompasses content cre-
ation (authoring), content sharing (collabora-
tion and expert management), searching,
management of knowledge artifacts (things
that contain information, documents, images,
web content, paper files), classification (tax-
onomies), versioning (document manage-
ment), workflow (routing), and ultimately
dissemination (which may include publish-
ing, archiving, records retention).

The market demands increased integra-
tion between these components. According
to the Gartner report, “...the vast explosion
of unstructured data is overwhelming the
management infrastructure of many enter-
prises. It is negatively affecting the produc-
tivity of individuals and the overall compet-
itiveness of enterprises.” Gartner further
states that “In fact, portal products have
been at the center of a convergence of mul-

tiple, complementary technologies, includ-
ing content management, document man-
agement, search, classification, business
intelligence, collaboration, knowledge man-
agement, workflow and e-learning....”

Moore: What do you find to be the great-
est “missing piece” when you first approach
customers about implementing KM? Is it
merely technology or an attitude adjustment?

Pery: In large part, the initial failure of
KM (in terms of hard and measurable ROI) is
attributable to the notion that it was initially
perceived as an application of technology,
rather than an infusion of best practices and
corporate culture that rewards knowledge
contribution and sharing. There are still a
number of built-in biases that preclude organ-
izations from truly benefiting from KM prac-
tices. In a captivating and poignant book by
Levine, Locke and Weinberger, titled the
“Cluetrain Manifesto” the authors captured
the principal issue in the following context:
“Modern business almost universally has
chosen a particular type of togetherness: a
hierarchy...This not only makes the line of
authority crystal clear, it also enhances the
allure of success by making it into an exclu-
sive club...” where “...It is not enough that I
succeed. It is necessary that my friends fail....”
KM best practices thrive on networks that
transcend organizational boundaries. The
hyperlinked nature of the Internet and the
technologies that now empower us to share
information in real time makes it possible to
fully leverage the collective wisdom that’s
inherent in companies, provided that the cul-
ture is there to foster it.

B2E Enterprise Information Portal Provides a single point of access to all relevant information and applications, while
also functioning as a gateway to communities of interest, best practices, etc. EIPs can
also function as a platform for knowledge networks.

Indexing of information resources and establishment and/or automation of an information
taxonomy for industry-specific or organizationally specific information.

The ability to search across all organizational structured (databases) and unstructured
(documents, records, emails, video & audio files) information sources.

Federated Search

Taxonomy, Classification and Indexing
of Information Sources

Organization and archiving of documents, emails, files, illustrations, policies, procedures,
records, audio & video files, etc.

Document/Information 
Management Systems

Enable organizations to easily create virtual project team rooms, and/or communities
of best practices by allowing team members to collaboratively develop and store doc-
uments, tasks and schedules in a secure virtual environment.

Collaborative eCommerce Application
Environments and/or Workspaces

Allow workgroups and project team members to share information in real-time.Simultaneous Collaboration

“The initial failure of KM is 

attributable to the notion that it was an 

application of technology.”

Key Building Blocks of Knowledge Management

➤



Moore: If KM is, as we always hear,
“90% about people, 10% about technology,”
how do technology vendors (who are the
usual proponents of KM-related efforts) sat-
isfy that apparent dichotomy?

Pery: Generally, vendors have learned
from the initial allure and subsequent failure
of KM as a technology. There is considerable
skepticism out there about KM as technology.
Vendors do differentiate between KM as a
practice and tools that enable it. Often a part-
nership framework is offered between
providers of KM technology and domain
experts who have skills in the implementation
of KM methodologies. In some cases, KM
tools are bundled with re-usable templates
that provide a fast start to KM projects.
Generally, it is widely recognized and accept-
ed that KM is more about people, process and
corporate culture than technology.

Moore: What advice can you give to
business managers who would like to create
a long-term strategic goal of enterprisewide
knowledge management, but are immediate-
ly driven by short-term tactical “fixes” that
can gain quicker ROIs?

Pery: Simply put, there is no instant grat-
ification associated with KM. In many
instances, ROI can only be measured in
terms of soft costs such as improved effi-
ciency and job satisfaction. In other cases, it
is measured on the basis of hard costs such as
reduced postage, travel and printing costs.
The important thing to consider is to identify
a concrete project or an area within the
organization where the potential ROI and
payback is clearly evident. It may be as sim-
ple as dissemination of corporate policies,
which is a predominantly static application.
This may be extended to a collaborative
framework where amendments to policies
are done in a virtual workspace, including
workflow steps that reduce the level of man-
ual intervention. This application may even-
tually be further augmented with an expert
management system that links experts with-
in the organization who may provide specif-
ic subject matter expertise in the develop-
ment of corporate policies. Ultimately, such
an application may be extended to an
extranet that may be accessible by partners,

contractors and other third parties. For each
step along the way, the organization should
have well defined metrics to measure the
efficacy of the project that shows manage-
ment the economic returns.

Moore: You talk about “organizational
barriers” for the adoption of KM, namely:

1. Senior management support—“Where is
the ROI?”

2. Identifying the knowledge base—“Who
really knows about this?”

3. Buy-in from knowledge workers—
“What’s in it for me?”

4. Information management and distribu-
tion—“Does this really work?”

Which of these tend to be the greatest of
all such barriers? And why?

Pery: In today’s somewhat volatile and
uncertain market conditions, technology in-
and-of itself is not a differentiator. What mat-
ters is the business value. How will the appli-
cation of KM technology help me save
money, improve process or create competi-
tive advantages? However, the application of
KM technology is not a short-term fix to
these considerations. It requires a culture
change, namely that, an organization’s intel-
lectual assets—its people and knowledge
artifacts—are as important as its tangible
assets. Lack of understanding of this dynam-
ic is perhaps the most significant “organiza-
tional barrier” for effective KM adoption.

Moore: Following on from that question,
do you approach a KM implementation from
the “top-down” or the “bottom-up” and why
does it matter?

Pery: It must be both. There must be an
overall top level executive endorsement of
the principle of a knowledge sharing culture.
But that in and of itself is insufficient. There
must be a commitment to concrete and man-
ageable projects within the organization that
start from the bottom that gains increased
adoption, which reinforces the perceived
value of a knowledge sharing culture.

Moore: Going back to the very first ques-
tion, about the evolution of KM: With that
historical perspective in mind, what are the
next steps that need to be taken to fully inte-

grate KM into the basic framework of busi-
ness practices all over the world?

Pery: There are a number of key devel-
opments that will contribute to an acceler-
ated adoption of KM practices. They are 
as follows:

◆ Convergence of document, content and
records management into a shared virtual
repository;

◆ Single point of access to document,
content, knowledge management and col-
laborative services natively from within
the portal;

◆ Seamless application integration with key
business processes such as SCM, ERM,
CRM applications; and

◆ Common metadata, user-group and license
management based on emerging platform
standards such as Web Services and J2EE.

Moore: Big Finish: Is the world any
better off because of knowledge manage-
ment? Has KM made a significant impact
on business? The global economy? The
quality of life for information workers and
consumers?

Pery: In response to this question, I am
reminded of the words of Albert Einstein who
said “Things should be made as simple as
possible, but not any simpler.” On the one
hand, KM is this elusive concept that is diffi-
cult to define and which is somewhat mal-
leable. On the other hand, KM is quite sim-
ple. It is about preserving and leveraging the
collective wisdom of an organization. But
that’s easier said than done. Are we better off
today with KM that we were 20 years ago?
We seem to be overwhelmed with informa-
tion. The average knowledge worker works
longer hours and is more stressed than 20
years ago. The answers to these perplexing
questions lie in the observations of Levine,
Locke and Weinberger in the “The Cluetrain
Manifesto”: “Business is a conversation
because the defining work of a business is
conversation—literally. And ‘knowledge
workers’ are simply those people whose job
consists of having interesting conversa-
tions...” If we were to measure KM in this
subjective and perhaps existentialist sense,
then its enduring value depends on how we
value the connections that may yield
increased job satisfaction and productivity.   ❚

Andrew Pery is Chief Marketing Officer
and Senior Vice President of Hummingbird
Corporation. He has over 20 years of marketing
and general marketing experience in the soft-
ware industry. Andrew’s experience encom-
passes product marketing, brand strategy,
mergers and acquisitions with both pre IPO
and publicly traded companies.

Andrew studied History and Political
Science at Loyola of Montreal and Law at University of London. He has
also completed post-graduate courses in Intellectual Property Law at
Franklin Pierce School of Law, Concord NH.
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“An organization’s intellectual assets—its 

people and knowledge artifacts—are as

important as its tangible assets.”

Andrew Pery

CMO



Special Supplement to October 2002 S7

edge workers and reach a far larger pool of
data, perhaps 50% to 60% of available infor-
mation in product documents, research
reports, employee records and the like, but it
attracts perhaps 20% of the traditional budg-
et for IT-related purposes.

The convergence of the two fields deep-
ens and broadens the amount of searchable
knowledge and information—simultaneous-
ly increasing the value, actionability and
ROI on the intelligence gained. In fact, the
greatest value of unstructured data comes
when it is converted to intelligence that can
then be mined, sliced and diced by tradi-
tional business tools—Business Objects®,
MicroStrategy®, Cognos®, Informatica®,
Oracle®, Microsoft®, etc. When KM and BI
converge to create NBI, the resulting intelli-
gence involves broader insights, not just raw
data. It provides trends, not just raw statis-
tics. It includes historical context, not just a
shallow examination of what’s apparent and
easily accessible. Instead of nuggets or
pockets of information from corporate data-
bases, it provides a true 360º view of atti-
tudes and behaviors, combines structured
and unstructured data, meshes solicited and
unsolicited feedback, and keeps a real-time
pulse on business.

The good news is that NBI has arrived and
it’s evolving quickly. Intelliseek’s Enterprise
Search Server™ (ESS) and BrandPulse™ are
two such breakthrough products, able to cap-
ture vast amounts of information from dis-
parate sources and deliver actionable intelli-
gence. ESS provides a universal application to
discover and capture data from hundreds of
relevant, disparate sources—the Internet,
intranets, corporate document management
systems, discussions rooms, message boards,
specialty groups, subscription sources and
others. Once information and data are cap-
tured, ESS uses state-of-the-art enterprise
tools to automatically categorize, analyze,
report, track, and generate high-quality results
ready for research, collaboration and intelli-
gence extraction. Intelliseek’s BrandPulse
product, with patent-pending text-mining
processes, extracts “intelligence,” generates
actionable alerts and creates hundreds of
reports on emerging trends, new product

ideas, brewing rumors, marketing/advertising
messages, consumer sentiment, competitive
measures and more.

NBI has the potential to capture niche
markets heretofore overlooked in traditional
BI—consumer intelligence, media intelli-
gence, intellectual property intelligence,
human resource intelligence and others.
Hard-and-fast internal company databases
can now be combined with insight-rich
unstructured data. Results can be used for
better marketing, deeper intelligence, lead
generation and merger/acquisition research.
In fact, leading clients using such technolo-
gy include In-Q-Tel, the venture funding
arm of the Central Intelligence Agency,
General Electric Capital Aviation Services
and Procter & Gamble.

Without KM, Business Intelligence is
not complete; without BI tools, KM
remains elusive. Yet with the convergence
of the two parallel universes, NBI is able to
do more with better technology, to enable
key players to make better, faster decisions
and to finally use accepted business prac-
tices and technologies to tap into a full
spectrum of information and knowledge for
profit and financial success.   ❚

Intelliseek is changing the way businesses think about, gather
and use critical information.The company creates and delivers smart-
search technology and applications that capture, track and analyze
enterprise information and consumer intelligence from thousands of
sources to deliver targeted, relevant and actionable intelligence.
Leading companies use Intelliseek’s adaptable and cost-saving solu-
tions to empower their key decision makers with comprehensive, up-
to-the-minute industry information for a variety of purposes:strategic
planning,business and competitive intelligence,cutting-edge product
development, brand marketing, and  reputation management.

New Business Intelligence
The Promise of Knowledge Management,

the ROI of Business Intelligence

As the fields of Business Intelligence 
(BI) and Knowledge Management (KM)
have evolved over the last two decades, they
have done so until recently in seemingly
parallel universes.

Business Intelligence, relying on tradi-
tional business tools and searching well
organized and structured data, has emerged
over 20 years as a well-established niche in
which information is readily accessible, most
players understand each other’s languages
and processes, and a return on investment
(ROI) is easy to define and calculate. The
KM field (now appearing to overlap with
Enterprise Content Management) has been
more nebulous. Younger by at least a decade
than BI, it revolves around suites of products,
from full-text indexing and search to infor-
mation filtering and natural language pro-
cessing. KM often presents the more chal-
lenging task because it exists without com-
monly accepted terminologies, and ROI for
such initiatives are often harder to define.

But several technological developments,
including those spurred by Intelliseek, Inc.,
are building bridges between KM and BI,
with obvious benefits. Two factors fueling
this emergence of what Intelliseek calls
“New Business Intelligence” (NBI) are the
growth of Internet information and evolving
technologies that aggregate, analyze and
report data from a variety of previously
incompatible sources. Accepted business
tools that traditionally used to find and lever-
age BI data are now crossing over into the
KM field, able to find more and better infor-
mation, make it actionable quickly and offer
the promise of greater ROI for strategic
planning, sales, decision-making and com-
petitive or strategic advantage.

The trend bodes well for any business,
agency, enterprise or brand interested in a
comprehensive 360º view from the richest
data available. In the current separate-silo
universe, BI usually has access to about 20%
of available information from databases,
online analytical processing, supply chain
management, data warehouses, and the like,
but it commands roughly 80% of the
relevent budget for business purposes. By
contrast, NBI can benefit far more knowl-

By Sundar Kadayam, Co-founder & Chief Technology Officer, Intelliseek
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Technology Group.
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many. He led the development of the first Windows-
based communications product for Unisys and DEC
enterprise systems. He created the first Universal
Communications Architecture for machine-to-machine
communications. He helped design the first
commercial hypertext systems and developed
middleware for PC-to-enterprise system integration.

During the past five years, he has focused his research
and development efforts on Internet information
retrieval and a new emerging breed of applications to
power the intelligent enterprise.
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multiple repositories—email, fax, electron-
ic documents—dramatically increasing
your speed to knowledge.

The perfect knowledge enablement tool
is also one that empowers everyone—from
the individual knowledge worker who strives
to be more productive to enterprise col-
leagues collaborating on projects, from
entire organizations promoting their prod-
ucts to research teams across governmental
agencies working together to safeguard the
nation. Because the need for specific knowl-
edge is pervasive—encompassing not just
segments of the work force but every single
individual in some capacity—the right solu-
tion is one with the flexibility to:

◆ provide direct access to all your individual
information repositories (including local
hard-drive and network-based file systems)
and formats (including Microsoft office doc-
uments, email, scanned document images);

◆ provide a centralized repository for group,
departmental, site, and enterprise-wide
sharing and dissemination of knowledge
created from both internal and external data
sources; and

◆ enable external users and customers to 
access public information (e.g., e-tailers
allowing customers and prospects to 
easily search their sites for products and
information).
The perfect solution speeds time to

knowledge so that your information assets
are just that— assets to your business rather
than obstacles to your mission-critical goals.

Choosing a Knowledge Enablement Tool
The right knowledge enablement tool

should extend beyond the capabilities of 
traditional software technologies, search
engines, keywords, or rules-based engines
and have the ability to learn by example.
Such a capability would then allow you to
show the knowledge enablement tool exam-
ples of information that meet specific crite-
ria or context, and have the tool deliver or

act on the information it finds—regardless
of form or structure. Whether the informa-
tion you need resides in paper or electronic
documents, faxes, email messages, desktop
documents or on the web, your knowledge
enablement tool should be able to find and
transform it into specific knowledge that
you can use to do your job.

As the knowledge enablement solution
learns what your key interests are, it should
have the capacity to establish dynamic, vir-
tual organization schemas that are independ-
ent of the physical structure of the original
files. Then, it could cluster related knowl-
edge around concepts and topics relevant to
you, providing a powerful representation of
your perspective—your view of the world as
it relates to areas of research and expertise.
In addition, it should allow you to compare
existing knowledge repository content to
your view.

Such a solution should also allow you to
share and/or publish your view across orga-
nizational and geographic boundaries to
facilitate the collaboration, communication,
and propagation of your expertise. By doing
so, organizational productivity increases,
access to best practices is provided, cross-
organizational expertise is shared, and les-
sons are learned from previous projects and
industry research.

For example, suppose a government
agency is responsible for just one aspect of
homeland security—monitoring and prevent-
ing bio-terrorism, an enormous task given the
increasing threat of such activity. In this case,
the knowledge enablement solution could be
taught which symptoms or diagnoses are of
interest to the agency, and then continuously
crawl the sites of hospitals, state agencies, and
other medical entities to look for the informa-
tion. Once the information is found, it can be
routed to the appropriate party. Instead of
reacting to information found after endless
hours of searching by staff members—when
it may be too late to prevent any damage—the
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The Next Evolution of
Knowledge Management

The information explosion has created a
quandary in which technological innova-
tions increase the quantity and connectivity
of information without addressing one im-
portant fact—the human capacity to process
information has remained the same. Instead
of leveraging the ability to access more in-
formation, organizations have suffered from
added costs and inefficiencies with a focus
on activity instead of results. Productivity
has dropped and quality has decreased.

However, with the right tool, it is possi-
ble to experience instant access to reliable,
valid information. The ideal solution would
eliminate the need to manually search, cate-
gorize, or index information in order to
transform it into usable knowledge, auto-
matically delivering information to you
based on your unique perspective.

Such a solution is knowledge enable-
ment—the progression beyond simple
knowledge management and the manual
organization and indexing of files into care-
fully designed schemes. A knowledge enable-
ment tool understands the meaning, content
and context of information and proactively
delivers desired information to the appropri-
ate parties. Knowledge enablement not only
overcomes knowledge management break-
downs that occur from the misclassification
of information, it enables reclassification of
documents—including the unstructured
content that makes up 80% of the informa-
tion managed by the typical enterprise. As
your organization’s knowledge and experi-
ence increases, so does your ability to
acquire the information you need.

The days of keyword- and Boolean-
based search and retrieval that return thou-
sands of results should be well behind us.
Organizations cannot afford dips in pro-
ductivity that result from employees
spending countless hours manually index-
ing and categorizing information before
they can make sense of it. What businesses
need today is a knowledge enablement tool
that automatically accesses and organizes
the intellectual capital contained across
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agency could be proactive, gaining informa-
tion in a timely manner and taking action to
thwart terrorist activity.

Pattern Matching for Accurate Results
Pattern matching is a critical component

of any knowledge enablement solution. The
ability to understand the patterns and mean-
ing in structured and unstructured informa-
tion and to access and process all types of
information based on content and context—
not keywords, phrases, or format—can mean
the difference between a successful search
and one that is fruitless. Human error cannot
be controlled when users are typing in
queries and data sources themselves fre-
quently contain errors. But you still have a
need to find information, and a solution that
incorporates pattern matching will make sure
you do find it, regardless of errors. Just like
human beings, the more information a
knowledge enablement tool is given, the eas-
ier it is for it to find the desired information.
Providing an entire paragraph—or a con-
cept—rather than simply a word or two as
search criteria provides the leverage to pro-
duce the results you desire.

Pattern matching can also help in refining
searches. You can highlight specific sen-
tences, words, or even entire paragraphs of
documents returned from a search, and the
knowledge enablement tool will use pattern-
matching algorithms to find other documents
that contain similar information. Therefore,
you can continually refine your search with-
out taking the time and energy to sift through
thousands of irrelevant documents.

A Single Knowledge Base 
for Quick and Easy Access

Another must for a comprehensive
knowledge enablement solution is a data
acquisition component with the ability to
employ multiple crawl agents for gathering
and storing information from multiple loca-
tions into a single knowledge base. Such a
feature would enable you to direct crawl
agents to acquire data from virtually any
number of data sources—including web sites,
databases, document management systems,
file servers, etc.—simultaneously, without
affecting performance.

Once information is in your virtual
knowledge base, your knowledge enable-
ment solution should allow you to see the
overall content according to your business
perspective at any given time. And, if it has
learned the meaning, content, and context of
information as it relates to you, it should cat-
egorize documents upon request and present
you with a list of all your documents—
grouping together those that are similar to
give you a complete picture of what you
have and where it exists.

Knowledge Enablement in Action
While the knowledge enablement solution

described here may sound too good to be 
true, it is in fact a reality. SER Solutions has
recently introduced SERglobalBrain™, soft-
ware that incorporates human aptitude to
deliver business intelligence rather than piles
of data. And, SERglobalBrain is available in
three different versions—Personal Edition,
Enterprise Edition, and Public Edition—to
meet the diverse access requirements of
today’s organizations.

Following are just a few sample scenar-
ios of SERglobalBrain in action.
◆ An employee at a manufacturing company

who is responsible for competitive analysis
can use SERglobalBrain Enterprise Edi-
tion to stay current on how similar organ-
izations are promoting their products. He
or she creates a learn set using in-house
documents, and requests that SERglobal-
Brain crawl competitive web sites for any
comparable information. SERglobalBrain
finds the information, compresses it for
storage into the knowledge base, and uses
its push notification to alert the employee
that new information is available.

◆ An online bookseller can use SERglobal-
Brain Public Edition to simplify searches for
its customers, who can enter phrases or con-
cepts to find the exact books they need even
when they don’t know the titles or authors.

◆ As the United States focuses its efforts on
creating a Department of Homeland Secu-
rity, it faces several complications, includ-
ing the fact that “half the federal workforce,
including those targeted for inclusion in the
new security agency, may be eligible to re-
tire in the next five years. Forty-eight per-
cent of the Federal Emergency Manage-
ment Agency, 42% of the Coast Guard, and
36% of the Customs Service will be eligi-
ble to retire by 2007, draining talent and
leaving gaps in skills and institutional
knowledge.” (Max Stier, “Homeland Secu-
rity: Mega Merger,” The Washington Post,

Page A19, June 25, 2002). If the newly
formed Department were to implement
SERglobalBrain, these workers could cre-
ate learn sets and publish their expert
views, enabling the Department to continue
to benefit from previous lessons learned and
best practices.

◆ A magazine or newspaper editor could use
SERglobalBrain Personal Edition to cat-
egorize articles on his or her C: drive for
easy access when responding to “Letters
to the Editor.”

◆ A purchasing agent responsible for procur-
ing telecommunications equipment and serv-
ices for the government could use SERglob-
alBrain Enterprise Edition to remain up to
date on the industry’s ever-changing tariffs.

Conclusion

Consider how much time the average
worker spends searching for knowledge—
anywhere from one to three hours per
day—and then think of the savings you can
realize by having the right knowledge
enablement solution do the work instead.
Increased productivity results in increased
profitability, and that’s a goal every busi-
ness seeks to achieve.

SER Solutions, Inc. is the developer of
SERbrainware™, a learning technology
that analyzes, understands, and responds to
information with human-like intelligence,
empowering people and businesses with
the knowledge required to make fast and
informed decisions.   ❚

SER Solutions, Inc., headquartered in Dulles,Virginia, is leading the
world into The Knowledge Age.The company’s core learning technology,
SERbrainware™, forms the foundation for SER’s award-winning knowl-
edge-enabled software suite, including SERdistiller™, SERiMail™,
SERglobalBrain™, SERsynergy™, eDM™, SERprocess™ and SER’s Call
Processing System™ (CPS).Over 3,000 organizations worldwide use SER’s
software to maximize workplace productivity,improve business efficiency,
and enhance customer service. Additional information on SER Solutions,
Inc.is available at:www.ser.com or by calling 703.948.5500.

“Your knowledge enablement solution 

should allow you to see the overall content

according to your business perspective.”



but few organizations manage, track and
measure that asset with the rigor that is used
to manage other organizational assets.  Any
well-run organization can tell you how many
laptop computers have been issued to its
employees.  Few can tell you which employ-
ees can build a financial model with the
spreadsheet application loaded on that lap-
top. A complete ELM solution includes the
ability to define expertise profiles as a new
knowledge artifact (and as a new asset
record). A complete ELM system should
allow these profiles to be easily and flexibly
maintained, with little incremental effort, by
leveraging the currently disaggregated infor-
mation about employee expertise in opera-
tional systems (like human resource systems
or learning management systems) and in
unstructured information repositories (like
document management systems).    

Knowledge Stewardship can be defined
as the careful and responsible management
of the knowledge assets that are of value to
the organization. Managing expertise pro-
files as an information asset is a tangible and
important step towards stewarding the tacit
knowledge and implicit expertise of a firm’s
human capital.

Extend Personal Networks
Sharing knowledge and collaborating

with colleagues is a natural behavior for

knowledge workers today. It’s the process
each of us uses when we have a question,
need advice, or aren’t sure of the best way to
solve a problem. It’s a pretty effective and
proven process. The only problem with the
process is that it is completely constrained
by the depth and breadth of our personal net-
works. An ELM solution acts an intermedi-
ary, identifying people who aren’t in your
personal network, but who have the knowl-
edge you need. With efficient inquiry or
search capabilities that make the right con-
nections between people, the ELM solution
simply provides scalability to a natural net-
working process.

A complete ELM solution must be con-
text sensitive. To increase the likelihood of
successful collaboration, the ELM solution
needs to identify a specific person who can
provide the answers or insight needed for a
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Manage the “Other Half”
of Your Knowledge

Up to 42% of the knowledge that profes-
sionals need to do their jobs comes from
other people’s brains—in the form of advice,
opinions, judgment or answers. (Source: Del-
phi Group). So, it is somewhat surprising that
so much of the focus in knowledge manage-
ment, to date, has been on implementing
processes and tools that support better man-
agement of explicit knowledge. This focus
has come at the expense of tacit knowledge—
knowledge which has not been documented
or recorded and which exists in the heads of
an organization’s people.

Stephen Denning writes that, “explicit
knowledge is the only knowledge that is vis-
ible and so it is tempting to focus on it.  And
yet we know that most of our real knowledge
is tacit.”

Enterprise Location and Management
(ELM) solutions fill a vital role in an enter-
prise Knowledge Architecture by creating
efficient, scalable and manageable processes
so people can connect and collaborate with
colleagues for answers, expertise or insight.

Extending the Knowledge Architecture
A Knowledge Architecture is comprised

of the processes, technologies, and organiza-
tional structures that support the basic build-
ing block behaviors of knowledge manage-
ment—contribution, collaboration, re-use
and stewardship—to deliver maximum lever-
age of enterprise knowledge assets.

There are five primary functions that 
a complete Expertise Location and
Management System must include to sup-
port all four of the basic building block
behaviors of knowledge management:

◆ Expertise Profile Management
◆ Expertise Location
◆ Expertise Process Automation
◆ Knowledge Capture
◆ Expertise Process Measurement

Create New Knowledge Assets
Many organizations make the claim that

“our people are our most important asset,”
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specific situation. For example, different
experts would most likely be the “right”
expert, given the answers to the following
conditions:

◆ Is the question time sensitive?
◆ Is the expert available, with capacity to

respond?
◆ Is expertise required from within my de-

partment, outside my department or both?

According to Steven Morgan Friedman,
Research Director for Basex, “In the ideal
version of an expertise software package,
there should be a very customizable set of
business rules that allow each enterprise to
send each query to the appropriate expert, or
experts as need be....”

Leverage Expertise in Action
Many companies lack the infrastructure

and business processes to match employee
inquiries to the most appropriate expert for
an answer. ELM solutions provide that core
infrastructure.  There is a challenge in for-
malizing this currently ad hoc process.
The challenge is that there isn’t just one
process.

◆ A consultant who is in the early stages of
a customer engagement...

“I’d like feedback from colleagues on
ways to approach this problem.”

◆ A sales executive trying to close a deal in
24 hours...

“I can’t close this deal without an answer
to a specific question.”

These are completely different situations,
which will trigger different interactions,
which have different needs for escalation, and
which have very different time horizons. A
complete ELM solution will provide the
power to define the entire Q&A process with
action-oriented workflows and business
rules, so that every critical question is
answered. This is necessary for effective col-
laboration, and to ensure that the system
delivers the results that will drive adoption.

Capture the Knowledge for Re-use
Many experts believe that the best source

of high value knowledge is “on the coal face”
—at the point where the work is actually
being done. Capturing the tacit knowledge
exchanged during such interactions allows
you to convert high-value tacit knowledge
into explicit knowledge with little incremen-
tal effort. Once the tacit knowledge is codi-
fied, it is another source of explicit knowl-
edge that is available for re-use.  A complete
ELM solution should allow you to utilize this
“previously asked questions” knowledge
base.  Increasing the rate at which this now -
codified experience and learning is re-used

accelerates the flow and distribution of that
knowledge throughout the organization.

A lot of the knowledge shared amongst
colleagues “on the coal face” is insight about
how a process is best executed, in practice.
When this “know how” is exchanged through
an ELM system, valuable information on
“proven practices” is uncovered.    

A common impediment to knowledge
contribution is that knowledge workers some-
times feel what they have developed isn’t
“good enough” or “finished” or “likely to be
valuable to others.” However, that same
knowledge worker will be very happy to share
the document with a colleague in the context
of a specific question. A complete ELM solu-
tion allows people to attach documents and
links in the question/answer dialogue, and
thus can be useful in unlocking a whole new
dimension in explicit content contribution. 

ELM solutions can also support increased
re-use of the existing explicit knowledge
stores.  For example, an expert who knows an
area quite well might answer a question sim-
ply by pointing the asker to a document in the
explicit content store—a document that the
asker probably wouldn’t have found without
the advice. With an ELM solution, people can
become the ultimate context-sensitive index to
explicit knowledge stores.

Manage for Results
Early in the implementation of an ELM

system, you will measure success by 
simple metrics like “number of questions
asked/answered” and “percentage of employ-
ees who have used the system.”

However, as your use of the system
matures, you will want to prove the true
business impact of use of the system. If the
system’s performance metric information
is stored in a data warehouse, you will be
able to correlate the use of the system with
improvements in the operational business
metrics that you manage, for example:

◆ Salespeople who use the ELM system have
a closure rate, on average, that is x% higher
than sales people who have not used the
ELM system.

◆ Research Teams who use the ELM system
have x% shorter “idea to design” cycles.

The information from the ELM solution
can also be used to identify a knowledge gap.
For example, if the information gathered
shows that an inordinate number of ques-
tions are being generated, by a particular
process, you know that you have a knowl-
edge gap in that area. This is critical infor-
mation to support knowledge mapping and
knowledge strategy development.

The Benefits of Managing Expertise

Expertise Location and Management
Solutions can deliver dramatic business
value into the most demanding enterprise
environments—large, complex, and con-
stantly changing.

◆Automating the process of connecting peo-
ple to share tacit knowledge increases col-
laboration, reduces cycle times and in-
creases quality of solutions.

◆ Codifying the expertise of your people, with
little incremental effort, increases the rate at
which new learning becomes part of the en-
terprise knowledge base and ameliorates the
impact of employee turnover.

◆ Augmenting explicit, published content
with human expertise puts additional
high-value resources into play, whatever
the business scenario.

◆ Collaboration is directly fostered among
knowledge workers within a business
context.

◆ Connecting the right people at every stage
during the execution of key processes—
to raise issues and quickly resolve prob-
lems—improves business performance.

◆ Best practices are identified so that all of
your people can benefit from them.

By 2005, innovation-focused knowledge
workers will represent 30 to 35 percent of the
employed workforce in developed nations.
(Source: Gartner Group). As knowledge
work becomes the dominant source of value
creation in an enterprise, it becomes increas-
ingly strategic to invest in operational sys-
tems to support knowledge worker process-
es, and manage knowledge assets. ❚

For more information on Kamoon, please visit www.kamoon.com.
If you are evaluating Expertise Solutions, log on to 
http://www.kamoon.com/freewhitepaper.htm to receive your free copy
of Evaluating Expertise Location & Management (ELM) Solutions. This fif-
teen-page document is based upon the experience of over a dozen com-
panies who are recognized leaders in knowledge management, and
includes a useful features checklist.

“An ELM Solution 

connects you with people

who aren’t in your 

personal network but

have the answers

you need.”



and organize documents. A taxonomy con-
sists of a hierarchically organized set of top-
ics that companies use to share information,
and allows users to easily locate pertinent
documents. Categorization software uses
taxonomies to consistently classify new
documents into appropriate topics that users
can browse or query. However, creating a
taxonomy that accurately reflects corporate
business practices and adds value directly to
business processes is a major challenge for
many companies.

The task of creating a taxonomy can be
daunting. Whereas Web sites are often organ-
ized using at most a few hundred topics, enter-
prise taxonomies can often contain upward of
5,000 to 15,000 nodes, as we have seen with
our customers in the oil and gas, telecommu-
nication, and news aggregation industries.
Developing such taxonomies manually is an
extremely labor-intensive effort. Stratify has
encountered situations where companies
developing taxonomies have averaged three
person-days per topic for several thousand
topics. Finally, in the absence of a neutral
analysis of a document corpus, manual taxon-
omy development can easily run afoul of
internal political agendas.

There are several ways in which taxono-
my and categorization software can simplify
the process of taxonomy development:

First, the software can provide an envi-
ronment that enables users to manually cre-
ate and manage taxonomies using a range of
editing capabilities;
Second, it can leverage previous taxonomy
investments, as well as industry standard
taxonomies, whether implemented on the
file system, as a Web sitemap, or in XML,
by directly importing them;
Third, it can automatically create topics 
(linguistically known as concept clusters),
which an information manager can modify
as needed;
Fourth, it can automatically create the hierar-
chical taxonomy relationships between topics.

Each of these approaches has its merits,
but for companies with complex document
collections requiring in-depth taxonomies
for their organization, creating a taxonomy

automatically can save significant time 
and resources.

There are several software approaches
for creating topics. Keywords can be used to
define topics, while statistical algorithms can
be used to look for broad statistical similari-
ties among documents, and form groups (or
clusters) of documents that share many sig-
nificant words or phrases. Each cluster then
becomes a sample set of representative doc-
uments for a given topic, defining it through
example. In Stratify’s experience the statisti-
cal approach yields more malleable results,
since it can better differentiate between gen-
eral topics and their more specific, granular
subtopics, such as “sports” from “basket-
ball” and “baseball”. Although there are var-
ious statistical algorithms that can be used,
the end result is the creation of topics with
associated training documents.

Categorization Methodologies
The real strength of a taxonomy is its abil-

ity to organize unstructured information and
provide a vocabulary for business users to
locate and share information in their daily
tasks. Categorization software classifies doc-
uments into a taxonomy based on classifica-
tion models. There are several algorithms that
can be used for this task. Among them are:

Statistical classifiers, which provide accurate
classification for broad and abstract concepts
based on robust training sets;
Keyword classifiers, which excel at defin-
ing granular topics within broad statistically
generated topics;
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Leveraging unstructured information is a
chronic challenge for companies competing
in today’s economy. Product development,
sales and marketing, as well as executive
planning and decision-making all depend
upon information that resides within corpo-
rate documents. However, unstructured
data—the 85% of corporate content that
doesn’t fit neatly into relational database ta-
bles—is very difficult to manage. Critical 
information is usually scattered amongst doc-
uments, emails, and Web pages. This infor-
mation resides in applications that use dif-
ferent management systems, ranging from
the file system, to high-end content manage-
ment systems. It remains a notorious fact of
corporate life that these systems cannot eas-
ily exchange information, nor do they pro-
vide users with a means to easily explore and
navigate documents from multiple sources.
As a result, decision makers remain largely
unable to leverage unstructured data to gain
valuable business insights.

Companies need a platform to establish a
shared vocabulary across disparate sources of
unstructured information. In today’s econo-
my, where execution is key to competitive
advantage, the ability to exploit critical
insights based upon the flow of unstructured
data is essential to an organization’s ability to
act quickly and efficiently. To succeed, organ-
izations must be able to de-position a com-
petitive threat sooner rather than later, as well
as identify and develop new revenue opportu-
nities. If a company cannot provide a trans-
parent view of its unstructured data, employ-
ees will not be able to consistently locate nor
share documents, thereby significantly hin-
dering their ability to act effectively.

Software to organize and manage unstruc-
tured information is available today to address
these business issues. The software must auto-
matically create and extend a taxonomy of
business topics, classify the business informa-
tion accurately, and provide human oversight
to easily review and modify the taxonomy and
ongoing document classifications.

Enterprisewide Taxonomies
An enterprisewide taxonomy provides a

shared vocabulary for companies to classify
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Source classifiers, which leverage pre-exist-
ing definitions from sources; for example,
documents from a Web site or news service
that are already categorized;
Boolean classifiers, which can accommodate
complex classification rules, as well as many
legacy information systems.

Each of these classifiers provides opti-
mum results for different use cases, which
occur in a normal document corpus and tax-
onomy. Often it makes sense to create rules
between classifiers as to when and how they
should operate. In many situations the opti-
mal use of keyword and Boolean classifiers
is to provide more granular topic distinctions
under broad-based, statistically derived top-
ics. In this case, it can be necessary not only
to create a hierarchical relationship
between topics, but also to create an explicit
rule regarding how and when a classifier
should operate based upon an earlier classifi-
cation or condition being satisfied. Stratify’s
research indicates that a parallel classifica-
tion architecture utilizing multiple classifiers
provides the best results.

Taxonomies can help companies organ-
ize disparate intranets, as well as informa-
tional resources within enterprise portals.
Likewise, taxonomies are critical tools for
new product development and competitive
intelligence, providing the real-time access
to organized information required to respond
to changing market conditions. There are
many ways users leverage taxonomy and cat-
egorization software. Examples are:

1. Related documents. Users can easily ac-
cess topics and information related to a given
document. They can also discover new rela-
tionships between topics not necessarily ap-
parent from the content of a single document.
2. Real-time classification. The software can
classify documents or textual fragments in real
time. This provides users with recommended
classifications, insights into the recommended
classifications, and the ability to manually re-
vise them within an integrated publishing
workflow process.
3. Personal agents. Agents can be easily con-
structed to notify users of new documents as
they are classified into particular topics, as well
as changes to related documents or topics.
These notices can be delivered in any medium,
such as email or wireless devices.
4. Categorized search. Taxonomies can be
transparently integrated with search engines
to deliver categorized search, which organizes
search results by topic and provides direct tax-
onomy navigation.

Although difficult, creating a taxonomy is
just the first, albeit crucial, step to leveraging
informational resources in support of organi-
zational agility. The ongoing challenge that
an enterprise must overcome is how to keep

the taxonomy accurate and up-to-date.
Because taxonomies exist within dynamic
organizational and market environments, they
must constantly change to accurately reflect
the state of informational resources as well as
organizational imperatives.

Taxonomies in Dynamic Environments
Every business encounters situations of

rapid, structural changes to content domains
(resulting from an acquisition or a new CEO
initiative), rather than an incremental evolu-
tion based upon normal business activities.
In such situations, subject matter experts
(SMEs) are hard pressed to respond quickly
and accurately to realign a company’s infor-
mational resources in support of newly
defined business objectives. To successfully
respond to such situations, SMEs require
automated support from taxonomy and cate-
gorization software.

The need to refine and enhance tax-
onomies and their associated classification
models occurs in several areas, including:

◆ Adding new topics to capture changing rela-
tionships between informational resources
being classified, reflecting new subject do-
mains that the taxonomy must accommodate;

◆ Optimizing the taxonomy structure to more
accurately reflect both the informational con-
tent as well as organizational requirements;

◆ Deleting and/or aggregating topics that are
no longer of value;

◆ Increasing topic coherency and optimiz-
ing statistical training sets to maintain or
enhance classification accuracy as content
changes over time.
Automated taxonomy software enables

SMEs to use different taxonomies and docu-
ment corpora to enhance a taxonomy. SMEs
can compare the results of an automatic tax-
onomy revision with the original taxonomy,
analyze how and why the results were
achieved, and quickly decide whether to
accept the results or amend them in any way.

In many ways taxonomy and categoriza-
tion software acknowledges and respects
SMEs’ practical understanding of content
domains. This is usually the result of inten-
sive training and ongoing familiarity and
interaction with the document corpus. It is
through this interaction that SMEs come to
gain practical familiarity with the domain,
enabling them to “intuitively” know where to
classify a document, as well as to know when
a new topic is needed.

However, it becomes increasingly diffi-
cult to maintain this level of practical knowl-
edge in the face of a high volume of docu-
ments, and next to impossible when con-
fronted with entire new corpora that must be
immediately integrated into the taxonomy.
Likewise, no single expert can maintain an
in-depth grasp of a taxonomy that numbers in

the thousands of topics. In such situations the
SME needs help to leverage his/her expertise
to efficiently manage the taxonomy.

Automated taxonomy building software
can operate on any topic, subtree, or com-
plete taxonomy to optimize training sets as
well as provide recommended taxonomy
enhancements or revisions. These results
empower SMEs to utilize their expertise to
validate the results, and tune them as appro-
priate based upon knowledge inaccessible to
the software. For instance, taxonomy man-
agers at a major oil and gas company organ-
ize much of their information based on busi-
ness processes, which are not explicitly men-
tioned within documents themselves. To
leverage this capability, SMEs must be able
to optimize the taxonomy while respecting
its established, high-level organization.

With the support of taxonomy and cate-
gorization software that automatically refines
taxonomies, organizations can quickly
realign their informational resources to sup-
port new business objectives. Entirely new
domains can be quickly added to the taxono-
my, together with classification models. This
provides users with immediate access to
newly relevant topics and their associated
documents. Personal agents can be devised
that will immediately provide data on these
new topics. These changes to the taxonomy
can also be easily integrated into existing
business applications. With these, and other
capabilities, users can immediately begin to
draw on new informational resources to
achieve new business objectives, whether it
be the swift integration of a newly acquired
company or the pursuit of a new marketing or
product initiative.

Summary

Competitive companies are increasingly
using taxonomies to organize their docu-
ments to improve critical business functions.
New advances in information theory have
made it possible to generate and maintain
taxonomies at a much lower cost. Best 
practices require automated taxonomy-build-
ing software with robust, workflow-based
administration tools, accurate classification
through parallel classifiers, and management
tools to easily refine taxonomies even for the
most dynamic corporations.   ❚

Stratify, Inc.—Discover More™

Stratify is the emerging leader in unstructured data management
software.The Stratify Discovery System is a complete enterprise software
platform that helps companies harness today’s vast corporate informa-
tion overload by automating the process of organizing, classifying and
presenting the business-critical, unstructured information that is usually
found in documents,presentations and Web pages.

Named as one of The Red Herring 100 for 2001, Stratify is head-
quartered in Mountain View, CA. For more information about Stratify,
please visit www.stratify.com.



er on the corporate network. The resulting
applets can “contain” expertise, hence pro-
tecting the novice user from making mistakes,
even if the underlying software is very com-
plex. Libraries of these custom applets are
accessible over the Intranet, allowing anyone
in the enterprise to safely and easily benefit
from even the most difficult- to-use software.

Benefits for Business Units 
and Operations

◆ A portal of corporate knowledge is en-
capsulated in libraries of custom applets

◆ “Re-invention of the wheel” is eliminated
due to the repository of past results

◆ Faster design processes are enabled, as en-
gineers no longer have to wait for an expert

◆ Best practices and standards are encapsu-
lated, hence ensuring that they are used

◆ In-house and legacy code can be made
more accessible and more usable

Benefits for Research 
and Development

◆ Experts can focus on innovation, not re-
running applications on behalf of others

◆ Long learning curves are reduced or elim-
inated for new employees

◆ Return on investment in the license costs
of commercial software is increased

◆ Return on investment in the development
cost of in-house codes is increased

◆ Knowledge can be managed and expert-
ise preserved

◆ R&D’s value to the enterprise is increased

◆ Training costs are reduced

“In spite of our success with various
advanced software tools, I am convinced
that we have only found the tip of the ice-
berg,” says Dr. Dave Davidson, a research
scientist with Solutia. “Our engineers, scien-
tists and operators still make many, if not
most of their decisions around technical
problems using less than the best available
technology. If we can get appropriate tools
into all of their hands, we might find the
whole iceberg. It is our plan to develop these
tools and propagate them throughout our
enterprise as rapidly as possible, wherever it
is sensible to do so. EASA represents an
efficient way of doing this.” ❚

AEA Technology is an international science and engineering
company,with some 2,500 employees in 31 countries in Europe,North
America, the Middle East and Asia Pacific. In the 2000-2001 financial
year, turnover was over $500 million.

AEA Technology’s main markets are transportation, utilities and
infrastructure, processing and manufacture, oil and gas, pharmaceuti-
cals, and defense.

If you have any comments,questions,or would like to discuss any
part of this paper, please contact info@easa.aeat.com.

KM for Technical Expertise

These days, companies rely on a wide variety
of software applications, from the commer-
cially available to the “home-grown,” from the
highly technical to the non-technical. While
such tools can help companies make faster, bet-
ter decisions, many of them have long learning
curves that can limit their use to small groups
of “experts.” Everyone else in the enterprise
must go through an expert if they need infor-
mation from such an application.

In addition, there is a huge amount of
corporate knowledge locked up in the form
of expertise—i.e. how to use a particular
software application to solve a particular
problem. This expertise is frequently lost.
Many companies spend a significant amount
of time and money training employees to use
an application that a former employee
already knew how to use.

Here’s a typical scenario: Someone in
your organization encounters a technical
problem. Your company has commercial or
in-house software designed to help, but the
only person who knows how to use it is busy
working on another project for the next two
weeks—or worse still, that person has left
the company.

EASA (Enterprise Accessible Software
Applications) is a new (US Patent 6,430,609)
type of knowledge management tool that
allows companies to leverage the expertise
their employees have in using software appli-
cations. A company’s experts can use EASA’s
point-and-click tools to rapidly author simple
Web-based applications and “wrap” them
around any software running on any comput-
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By Dr. Sebastian Dewhurst, Vice President, Enterprise Applications, AEA Technology Engineering Software

How Expertise Management Helps Companies to Combat “Guru Syndrome”
Knowledge management tools offer a variety of methods to capture many different types

of knowledge. Expertise, or “knowledge of how to do something”, is a facet of knowledge which
is often overlooked, yet the loss of expertise continues to cost corporations millions of dollars
a year.

Consider this: typical employee turn over is from 10% to 20%—more in some industries.This
means that an employee’s average length of stay in a job is around 5 years. So if you have 10
experts in your company, you will loose one or two by the end of the year, and they’ll take with
them 5 to 10 years of expertise.

While it’s difficult to put a value on this somewhat intangible commodity, it’s easy to 
calculate how much it will cost to replace it—if you have 100 experts, the cost to replace the
expertise you are losing could be $10M to $20M per year.

There is no magic bullet that can stem this loss completely, but EASA can help to significantly
reduce the loss of expertise which pertains to using complex software applications.

To simplify complex software tools,and to capture the  expertise of expert
users,EASA provides  fool-proof access for the novice user
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Today, most approaches for organizing
and managing unstructured data are predomi-
nantly manual. They are not scalable or capa-
ble of delivering timely and accurate informa-
tion to users. What is needed is a
comprehensive system that provides the nec-
essary infrastructure for optimizing the
process of managing unstructured informa-
tion for quick access and effective utilization.

The key to managing unstructured infor-
mation is metatext—a type of metadata that
identifies the content and context of text
data. Automatically extracting metatext from
documents allows for the implementation 
of numerous services that allow users to
quickly find and use the precise information
needed to be more effective in their jobs.

A complete solution to effectively auto-
mate the data discovery and delivery process
should include methods to:

◆ Classify all unstructured data into well-
organized business categories so it is eas-
ier to focus on what is relevant, and ig-
nore what is not.

◆ Unlock the details in the text—people,
places, things, events, actions and rela-
tionships—to gain insights previously
hidden away.

◆ Explore data with interactive visual- and
text-based browsing tools—no sifting
through page after page of mostly irrele-
vant search results. Immediately access
the precise information needed.

◆ Integrate global data—process text data
in all major languages.
The optimal solution will allow organi-

zations to garner the maximum value from

their technology and information invest-
ments by incorporating all of their unstruc-
tured data into existing systems such as
enterprise portals, document and content
management systems, business intelligence
and CRM applications.

Inxight Solutions—Complete, Powerful,
Simple Methods for Finding Information

Inxight provides enterprise software
applications for understanding and effec-
tively using unstructured data. By speeding
and simplifying access to unstructured data,
we enable customers to harness this vast
business information asset.

Inxight is the only company that gives cus-
tomers a complete and scalable solution that
addresses all the essential elements of
unstructured data management: simplified
taxonomy creation and management; auto-
matic document classification; detailed entity
extraction to create a rich metatext repository;
and intuitive and interactive visual- and text-
based browsing and retrieval. And all of
Inxight’s solutions are based on the industry’s
most powerful natural language processing of
text data in over 20 languages and more than
70 text file formats.

Inxight’s software automates the man-
agement of unstructured data, and reduces
by as much as 60% the time spent finding
vital information. Think of this as having
more time—and better information—to
invest getting products to market faster,
improving customer satisfaction, and adding
millions of dollars to the bottom line.   ❚

Inxight is the leading provider of enterprise software solutions for
understanding and effectively using unstructured information. Inxight’s
software automates the management of unstructured data and reduces,
by as much as 60%,the time spent finding vital information.

For more information about Inxight, please visit us at
http://www.inxight.com.

Maximizing the Enterprise
Information Investment

The need for fast, accurate access to precise
and relevant information has never been
more essential to the enterprise. To stay com-
petitive in today’s rapidly changing, informa-
tion-intensive environment, companies need
to improve customer service, accelerate
new products into the market, and leverage
their investments in information and technol-
ogy to add to the bottom line. To accomplish
this, enterprise workers must have the ability
to quickly and easily locate the precise infor-
mation they need, when they need it, to get
their jobs done.

We live in a world of unstructured data:
word processing documents, email, presen-
tations, intranet content, news feeds and
Web pages that make up as much as 85% 
of all enterprise information. Organizing
unstructured data—much less retrieving
what you need on demand—is a difficult
process because it requires understanding of
the human languages and the work context
of enterprise workers. The Internet and
intranet-based systems in place today, no
matter how fast or powerful, don’t provide
what businesses need to categorize, index
and manage the huge volume of unstruc-
tured data they deal with every day. And, to
add to the complexity, the volume of infor-
mation continually increases.

The challenge is to find an efficient
method for working with vast amounts of
information, a way that enables computers to
help humans find and research information.
Such a method must readily locate, ana-
lyze and organize documents based on their
context and relationships, and apply intelli-
gence and insight to the process of discover-
ing and delivering key information to users
when it’s needed.

Maximizing the Information
Investment

For companies to take full advantage of
the information that they depend on and dis-
tribute to their customers, suppliers, partners
and employees, they must implement an
integrated unstructured data management
solution that is able to search, analyze, cate-
gorize and disseminate relevant informa-
tion—in multiple languages—quickly, pre-
cisely and efficiently.

Ramana Rao is
responsible for
evaluating technologies,
providing product vision
and architecture,and
ensuring that Inxight
delivers real solutions to
customer problems.He
serves as the company’s
chief evangelist,and
heads up Inxight’s
technology advisory
council, a group of
leading technical

visionaries and practitioners who advise the company on
technology strategy and product direction.Throughout his
career,Ramana has designed and evangelized software
that extends the creative reach of knowledge
workers. At Xerox’s Palo Alto Research Center (PARC)
for ten years, Ramana performed pioneering work in
intelligent information access.He received bachelor’s and
master’s degrees in computer science and engineering
from the Massachusetts Institute of Technology.

Ramana Rao
Founder and CTOBy Ramana Rao, Senior Vice President and CTO, Inxight Software, Inc.

With Inxight Star Tree™ for data visualization,users can locate information
as much as 60% faster than with standard navigation methods.
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