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A Necessary Business Imperative? 
Knowledge Management is increasingly gaining board level attention within some companies.  These 
companies are the ones that have begun to recognise the real value of Knowledge Management and how 
it can enhance an organisation.  This white paper argues that Knowledge Management is a Necessary 
Business Imperative that has to be integrated into the very fabric of a company, and not simply a 
capability that can be ‘bought in’ as an ‘Out of the Box’ software solution.  It implies significantly more than 
the classic interpretation of knowledge management of ‘simply’ sharing knowledge1.  It means focussing 
on the knowledge required to support and enhance peoples’ business functions and aligning KM with 
business objectives and requirements.  To achieve this it is argued that much greater emphasis has to be 
given to supporting knowledge interactions between staff, or Collaborative KM (CKM) as it is called in this 
paper.  In this sense CKM is necessary for a company to: 

Ü  Remain competitive 

Ü  Adapt to a rapidly changing environment 

Ü  Be able to innovate 

Ü  Respond to the demands of e-business 

Ü  Fully capitalise and develop its people 

Ü  Support effective relationships with Suppliers, Partners & Customers 

The paper first explains the reasoning behind this assertion, and then goes on to lay out a framework for 
the reader to understand what has to be done to successfully introduce CKM into a company and/or to 
assess their company’s current capability.  In the course of laying out this framework great emphasis is 
placed on what is called ‘Collaborative’ Knowledge Management (CKM).  Collaboration is seen as an 
essential ingredient for the successful use of KM within a company. 

                                                   
1  Even this is recognised as a challenge however! 
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Remaining Competitive 

Clearly there is no ‘magic’ answer to remaining competitive, and no such answer will be attempted here.  
Rather the ability to remain competitive is seen as being greatly supported by a process of enabling and 
supporting a company’s employees to fully capitalise on it’s knowledge assets, both formalised2 and 
informal, and thus be in a position to apply human insight to situations as they arise.  This is something 
that should be happening throughout a company, at all levels, and not confined to senior management.  
To remain competitive every department and individual should be continually re-examining their work, 
seeking ways to improve and making suggestions to peers and managers about ways to improve.  
Moreover they should be recording their successes and failures in order that everyone else might benefit 
from their experience, thus ‘mobilising their knowledge assets’ and forming the basis for collaborative 
working. 

In contrast, in a company with no knowledge sharing culture or infrastructure, any ‘mobilising of 
knowledge assets’ is almost entirely confined to senior management who rely heavily on an effective 
hierarchy of reporting structures.  Such reporting hierarchies rarely support the lateral or downward 
movement of knowledge and information.  Equally, hierarchic reporting structures have a tendency to filter 
out much knowledge & information such that even senior management are denied the chance to fully 
capitalise on the company’s knowledge assets. Why do the (better) managers take the time and trouble to 
meet and talk to their employees?   

In summary the requirement is to embark on a journey that will make the company more ‘self-aware’ or 
‘reflective’ – see the following diagram.  That is to shift from being constrained and led by IT & Technology 
to being Business and People led.  To be able focus on and adapt its business objectives, giving people 
access to the formalised and informal knowledge assets that they need in order to hone their function and 
their business. To do this a business needs to understand itself in these terms through CKM and 
transform itself into Learning Organisation. 

 

 

 

 

 

 

 

 

 

                                                   
2 By formalised we mean established databases and similar, that is data that is captured and maintained 
by business applications and processes. 
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Adapting to a Rapidly Changing Environment 

There can be little doubt that our working environments are changing at an ever-increasing pace.  This 
can create deeply significant discontinuities for all forms of organisation.  Consider the production of 
personal computers.  In the early years manufacturers had well established and formalised processes for 
bringing new products to market.  These processes embodied the company’s knowledge and past 
experience and prevented it from falling fowl of many common or serious pitfalls.  The lifecycle for a PC 
has shortened to such an extent that it would now be impossible to exercise these formalised processes 
fast enough to meet the product’s window of opportunity.  The result has been a radical shake out of the 
PC manufacturing industry, with the remaining players, such as Dell, introducing radically new, Just-In-
Time, self-service PC configuration service to its customers.  This on-line configuration capability not only 
embodies all the knowledge and experiences of the old processes, but it also generates the knowledge 
required to continually adapt to market demands.  The DELL example is a particularly rich and 
sophisticated example of a company mobilising it knowledge assets in a way that reaches deep into all 
aspects of their business, from supply, to manufacture, to fulfilment, to on-line ordering via the internet 
(see the Emerging Infrastructure diagram later). 

Unfortunately one major upheaval is not the end of the story.  Change has become a continual, ongoing 
process, with significant discontinuities occurring at regular intervals.  For example the PC market is now 
experiencing a huge upsurge of hand-held and wireless devices.  What is required therefore is a flexible 
environment, combined with appropriate business processes that make a company’s knowledge assets 
more explicit and amenable to continual change.  This is the essence of CKM – unlocking and making 
accessible knowledge assets that are either embedded in prescriptive processes or carried in people’s 
minds in order that a company’s business solutions can be adapted more easily and continually. 

Being able to Innovate 

The Internet seems to have given birth to a world of innovative thought.  This combined with the speed 
with which information gets shared around the world, is creating a need for companies to become 
innovative and hence stay in touch.  Unfortunately innovation is not something that be easily ‘switched on’.  
It does seem to require the right kind of people, but an important pre-requisite is also a knowledge sharing 
environment and culture.  For a company to be able to innovate on any kind of regular basis it needs to be 
able to generate a steady stream of ideas and most importantly share these ideas amongst its employees.  
It is the bringing together of ideas and collaborative inter-working, that often ignites the innovative thought, 
with one idea solving the remaining problem of the other and vice versa or similar.  The requirement 
therefore is some form of collaborative knowledge management capability. 
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Responding to the Demands of e-Business 

Some of the issues that arise out of this e-world have been dealt with in preceding sections – the need to 
innovate and to respond to an ever-changing environment.  In addition e-Business also brings along a 
new set of problems, in particular automated, on-line processes have none of the safeguards that are 
implicit in processes that have hitherto been supported by human involvement.  Human operatives are 
incredibly flexible and adaptable, especially in direct customer interactions, and are able to deliver a 
personalised service without even realising what they are doing.  Indeed there are now reports of 
manufacturers de-automating assembly lines and replacing robots with humans, in order to speed up the 
process of change.  Humans can learn and be retrained faster than the time it takes to reprogram and 
debug automated robots.  In e-Business, however, one of the major benefits is the greatly reduced 
operating costs for the same level of business, and hence a strong desire for an entirely self-service 
capabilities.  This in turn makes it even more important for a company to be able to capture this implicit 
knowledge and consolidate it faster into the e-Business solutions.  In addition there is a strong 
requirement to be able to replicate the personalised service achieved by human operatives, into on-line 
services.  As we will see later, personalisation is also key to collaborative knowledge management. 

In addition e-Business solutions are moving away from the classic infrastructure (shown Classic 
Infrastructure diagram below) in which separate Internet, Intranet and Extranet systems are used to 
delivery B2C, I2B and B2B system.  Instead this is being replaced by a new infrastructure (see The 
Emerging Infrastructure diagram) in which the 3 separate nets are replaced by a single Supranet or 3-net 
capability, giving greater commonality and opportunity for integration, sharing and collaborative working.  
This new emerging infrastructure recognises Business Ecosystems as they really are, with Core Business 
applications or “Legacy System”, and lends itself to giving support to the entire value chain from supplier 
right through to customers. 
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Capitalising and developing people 

People are fast becoming the most important asset to many companies.  With a significant shift toward 
service industries, the pace of change, and the rate of innovation, businesses are becoming ever more 
dependent on the staff that are already effective, who know and understand the business and essential 
drive the business on a day-to-day basis.  The dependence isn’t confined to senior management, but can 
extend into all levels of the company. 

There are a number of ways in which CKM can help capitalise and develop these people: 

Ü  Support for collaborative working, even simple mechanisms like discussion groups, can unleash a 
wealth of hitherto untapped or hidden knowledge, experience and talent.  Individuals are frequently 
constrained by their current roles and responsibilities or else are buried deep in the organisation 
structure so that no one realises that they are there.  Collaborative working can cut across such 
barriers.  It can enable the formation of natural work-groups and bring to bear expertise the company 
didn’t realise it possessed. 

Ü  CKM can create an environment in which individuals’ contributions are valued and encouraged.  An 
environment that, through active participation, can create a real sense of involvement and belonging.  
Second only to remuneration packages, this is perhaps one of the biggest factors in motivating and 
retaining staff. 

Ü  CKM can create a peer to peer learning environment in which the knowledge, skills and experiences 
that are traditionally passed on only by word of mouth are captured and shared for all to benefit.  This 
has the highly desirable effect of distributing expertise around the company and thus reducing any 
dependence on particular individuals.  It has the added benefit that a genuine learning environment is 
perceived as a benefit in its own right.  

Ü  The learning environment can be augmented by e-Learning and e-Skilling capabilities, delivered 
through the same infrastructure.  e-Learning and e-Skilling will be described in greater detail later, but 
it is concerned with delivering appropriate material, on-the-job if necessary, to train and/or equip staff 
to perform their duties effectively.  Examples might include web-enabled Point Of Sale terminals to 
provide help on infrequently used functions, or to train new operators.  It might also take the form of 
wizards to enact a company process that would otherwise be impossible for them to undertake. 
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Relationships with Suppliers, Partners & Customers 

In all of the above we have been looking mostly at the internal operations of a business, and neglected the 
external relationships that are important for a successful business.  We have already seen the 
manufacturing and retail industries undertake a detailed analysis of their supply chain leading to new 
ownership models for inventory, the sharing of forecasts and plans, and the introduction of Electronic Data 
Interchange (EDI).  Various forms of outsourcing, e.g. call centres, hosting etc., mean that businesses 
now concentrate on core competencies, building relationships with other companies for the remaining 
functions.  In the e-Business world there is increased interest in B2B trading in general, with industry 
trading hubs being established for mutual benefit. 

In all these initiatives the prime points of everyday contact are addressed in depth with specific 
functionality, out of necessity, but what about the deeper relationships.  What happens when things go 
wrong?  How do the relationships respond with an ever-changing environment?  How do companies in 
such relationships continue to innovate?  All the issues that were addressed above for the internal 
organisation, are equally applicable to an external relationship.  In order to address these issues, CKM 
needs to be extended beyond the boundaries of the organisation.  The existence of business EcoSystems 
needs to be recognised.  Companies must build extranet links with their partners and suppliers, and 
likewise expect to be linked into their extranets.  Electronic data interchange of all forms needs to be 
integrated with the CKM system and vice versa.  Indeed the same principles apply to these business 
EcoSystems as apply to the internal business, but with the added complexities of 3rd party involvement, 
security and confidentiality. 

In a similar manner the relationship with customers should be examined.  CRM techniques are already 
leading to far more personalised services, which in turn are thought to increase customer satisfaction and 
retention.  The relationship needn’t end there.  Just as collaboration in the manufacturing and retail 
industries led to mutual benefit, so too can collaboration between your business and your customer.  
Indeed it could be argued that this will soon be the only way to respond to customer needs and stay in 
business. 
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How good is the company at CKM? 
We have discussed some fairly compelling reasons why a company should be interested in CKM, and we 
now turn our attention to how CKM might be achieved.  It is most important to realise that CKM has to be 
developed along two dimensions at the same time, namely 

Ü  People, process and culture  

Ü  Technology  

It is a very common mistake to think of CKM as being solved entirely by introducing appropriate 
technology.  This is most certainly not the case.  The technology is merely an enabler.  Full benefit is only 
derived when the company adopts a CKM culture and are supported by some compelling technology, as 
is predicted by the following schematic chart3.  The horizontal axis represents three generations of 
technological advancement used in the support of CKM.  These generations will be described in detail 
later in the paper, but for the moment this detail is immaterial.  The vertical axis is a simple measure of 
delivered benefit on a scale from 0 to 10.  Plotted on this chart is the cumulative benefit gained from four 
levels of development in ‘CKM Culture’.  ‘KM Out of the Box’ represents a level of development in KM at 
which a software solution is expected to deliver the entire benefit.  The other levels ‘KM Culture initiated’, 
‘CKM Culture Adopted’ and ‘CKM Ingrained in Culture’ represent increasing levels of CKM culture 
development.   

 

 

 

 

 

 

 

 

 

 

 

                                                   
3 The chart has been constructed for explanatory purposes.  Empirical data does exist yet for 3rd 
generation technology, and quantifiable measures of benefits gained are rare. 
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The chart illustrates three key points: 
1. Introducing technology on its own will lead to some benefit, but will lead to a disappointing return on 

investment, if no cultural change is introduced. 

2. Adopting a Knowledge Sharing culture, without any enabling technology, can yield some benefits, 
indeed probably more than technology alone, but again the benefits gained might be disappointing. 

3. The real benefits are to be gained from introducing appropriate technology combined with a 
programme of CKM cultural change. 

The following sections specifically address these two important dimensions. 

People, Process and Culture 

As discussed already technology alone will not deliver the full benefits of CKM.  Success hinges on 
individual people wanting to participate and share knowledge between them.  For this to happen the 
company must establish an environment or ‘market’ for knowledge sharing.  This represents a significant 
change in culture for many companies.  The following table illustrates some of people, process and 
cultural levels of development with respect to knowledge management.  The entries are indicative of the 
levels of development, since there are no ‘definitive’ levels!  Each company has its own individual needs 
and will develop in correspondingly different ways. 

It is organised into the same 4 levels of CKM culture used in the previous chart, and is arranged in a 
square matrix in which ‘progression’ goes from bottom left, anti-clockwise, to top left.  Superimposed on 
this matrix are the Boston Square dimensions of Competency and Consciousness, following the same 
direction of progression. 
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 Unconsciously Consciously 

C
om
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CKM Ingrained in Culture 

Ü  CKM is ingrained into company 
thinking 

Ü  Uses CKM measures to manage its 
business  

Ü  Knowledge assets reflected in 
company valuation  

Ü  CKM begins to extend beyond 
company boundaries  

Ü  Innovation, change & responses to 
environment become a natural 
process, supported by CKM  

Ü  On-line & on-the-job training/skilling 
seen as natural progressions (see e-
Learning & e-Skilling later) 

Ü  Seeking more sophisticated 
collaboration and role based support 

CKM Culture Adopted 

Ü  Establishes culture & sets objectives for 
knowledge sharing 

Ü  Rewards knowledge sharing & collaboration 
(CKM) 

Ü  Begins to introduce measures for CKM 

Ü  Enables CKM through business & human 
processes 

Ü  Uses simple collaboration tools (discussion, 
voting, questionnaires) 

Ü  Defined support for communities of staff 

Ü  Identifies the need for personalised and role 
based services 

Ü  Begins to develop the same CKM culture 
across the boundaries of the company 

Ü  Requires a commonality between internet, 
extranet & intranet solutions (SupraNet) to 
support business EcoSystem 

In
co

m
pe

te
nt

 

KM Out of the Box 

Ü  Value placed (wholly) on tangible 
assets  

Ü  Highly dependent upon individual skills 
& knowledge  

Ü  Highly process oriented  

Ü  Finds it difficult to introduce change  

Ü  Not aware of the real value of CKM & 
relevance to the business 

Ü  Lack of business ownership 

Ü  Gives IT department responsibility for 
CKM programme 

Ü  Seeks 'out of the box' CKM solution 

Ü  ‘Me too’ adopter 

KM Culture Initiated 

Ü  Formulates KM strategy 

Ü  Links KM into strategic direction 

Ü  Appoints a KM manager or coordinator 

Ü  Recognises intellectual capital as mainstream 
enterprise asset 

Ü  Builds a Knowledge Map of the company’s 
needs and assets, and uses this to identify 
some ‘quick wins’ 

Ü  Distinguishes between information mgt., 
document mgt., content mgt. and knowledge 
mgt. 

Ü  Introduces KM technology into company 

Ü  Publishes much information through an 
Intranet 

Ü  Recognises that everyone shares the KM 
responsibility and encourages individuals to 
publish 
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What role does Consultancy have in defining CKM solutions? 

We have already emphasised the importance of the People, Process and Culture dimension to CKM, and 
introduced the idea of embarking on a CKM Journey to transform the company into a ‘Learning Company’.  
This journey is no small undertaking and will require a substantial investment in the following in 
Consultancy combined with Change Management, Awareness and Education Programmes. 

The consultancy is probably best undertaken through an external agent since they will bring an objective 
and unbiased view of how the company currently operates and how it should operate in the future.  Better 
still use a supplier that has hands on experience of the entire development lifecycle and can therefore 
Consult, Design, Build and Operate the entire solution.    

The following diagram gives a high level view of the CKM Journey.  Importantly it starts by developing a 
sound understanding of how the business works, its knowledge needs and assets, and then identifies 
individual users, their roles, culture and knowledge requirements.  In other words there is considerable up-
front work that has to be undertaken before launching into technological matters. 

 

 

 

 

 

 

 

 

 

 

 

 

Any consultation should cover at least the following aspects 

Ü  The creation of an overall vision – it is important to establish a real sense of direction, a roadmap and 
business objectives, for the initiative and at the same time gain commitment from all levels of 
management through strong change management and awareness programmes.   

Ü  Consideration of standardised processes, both old and new, and at the same time seeking 
opportunities for integration and user centric interaction 

Ü  System Integration – understand the opportunities for system integration and formulate an overall 
integration strategy together with specific integration plans. 
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Ü  Content management – review content sources, define taxonomy and search criteria, create a content 
management strategy and define an overall data model. 

Ü  eLearning & adaptive culture – identifying users, their culture & knowledge requirements in order to 
develop a resourcing and eLearning strategy 

Ü  EcoSystem knowledge propositions – examining business partners and interactions that cross 
company boundaries.  Defining cross boundary groups, roles, views and interactions that support 
business objectives. 

Ü  Smarter working propositions – examining opportunities for smarter working that are created by use of 
the multi-channel environment and other such technical innovations. 

Ü  Community support & personalised user experience – defining community profiles for effective 
knowledge sharing in a holistic framework, and valued one-to-one relationships. 

Change Management, Awareness and Education 

Clearly the introduction of CKM into an organisation is a considerable undertaking.  It will require a 
substantial change management programme in order to drive through the planned benefits and bring 
about a change in culture in the organisation.  It will involve staff from all parts of the organisation and at 
all levels.  Senior management support and hands-on involvement will be essential. To support this 
process of change awareness programmes should be set up for each major element of the roadmap, with 
relevant staff enlisted at all levels of the organisation to act as evangelists for the change.  Similarly 
educational programmes will be needed to bring about certain kinds of changes and enable staff to 
perform their duties under new ways of working. 

Human Cognition 

There is much debate in the literature on the definition of ‘data’, ‘information’ and ‘knowledge’.  This paper 
does not attempt to address this issue, except to make the observation that human cognition plays an 
important part in CKM.  Cognition is defined as “the act or process of knowing, including both awareness 
and judgment”; or alternatively “a product of this act”.  The point is that in publishing, sharing and 
organising data, information or knowledge, whatever we want to call it, it is important to recognise the 
human contribution to the process.  It is frequently the human contribution to summarising and organising 
material that transforms a mere collection of items into something of real value that can lead to the kind of 
insight that is the goal of CKM.  For example a large collection of items on, say, subsidies available for 
farmers in the EU, presented in alphabetical order by title, has little value other than being an ordered list.  
However, if summarised and organised into types of subsidy and/or types of material, it begins to gain 
additional value, in that a user is better able to immediately apply the information contained in that list.  To 
an extent the classification of material described later in this paper goes some way to helping with this 
cognition process, but in general it requires a human contribution to affect such a transition.  The message 
therefore is that the human contribution in editing, summarising and organising material is vital to the 
success of a CKM solution. 
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e-Learning & e-Skilling 

In many senses e-Learning is a natural and specific application of CKM concepts, and a natural 
progression of simple initiatives can lead to the implementation of a very powerful e-Learning 
environment.  First of all it is quite natural to develop a skills profile database that can be used to find 
people with appropriate skills for particular projects.  To make this work effectively the skills profile 
database has to be comprehensively designed, and people need some incentive to keep their profile up-
to-date.  The former is best addressed by developing a proper classification or thesaurus of skills, one that 
is extensible and will evolve with time.  Providing the incentive is best achieved by creating a strong link to 
career progression paths.  For example role and job descriptions, together with entry-level criteria, can be 
described in terms of the skills classification/thesaurus and published on-line for easy access.  Career 
managers update individual skills profiles based on observed evidence, such as the successful application 
of a skill on a project assignment (brokered by the skills profile database), or the completion of a training 
course. If training courses are similarly described in terms of the skills classification/thesaurus then skills 
profile database can be (semi-) automated, and the same descriptions also used to construct individual 
personal development plans. The final option of delivering and administering courses on-line through the 
CKM infrastructure is then the icing on the cake in the provision of a total e-Learning environment.  The 
benefits are several-fold:  First, contact brokering is a very important component of CKM and can be 
justified in its own right.  Second, making effective use of current staff not only helps with staff satisfaction 
and retention, but it can create significant savings in recruitment and contracting.  Indeed the e-Learning 
infrastructure also has its place in processing job applications and CVs.  Finally the CKM environment will 
support and enhance the newly learned skills, making he combination an extremely powerful concept. 

e-Skilling is concerned with equipping a (knowledge) worker with the required knowledge and skills aids to 
perform a specific task at an appropriate time and place.  It strongly relates to e-Learning in that in passing 
some skills may be transferred, but the primary function is to progress with the task in hand.   E-Skilling 
can take on many forms, for example web-enabling a POS terminal may be an effective means of 
delivering context sensitive help in a situation that might otherwise require supervisory attention.  Similarly 
Wizards or Advisory Systems can take an un-skilled person through a task that could otherwise not be 
completed without assistance. 



An eKnowledge White Paper 

  

 

Page 17 of 16 

© 2001 ICL e-Innovation 

 

The Technology Generations  

The generations of technological development are not in themselves of any great interest.  What is more 
interesting are the needs that they are designed to service.  If one assumes that each technological 
advance has been driven by some underpinning requirement, then an examination of the advances should 
reveal some of the directions along which CKM is developing.  At the end of this section is a table 
summarising the three generations used in this paper.  Before that however we will examine the individual 
areas of development. 

Direction of communication 

The early focus was predominantly on the few publishing to the many.  Indeed many intranets and 
extranets are still initially based on this thought.  However it only takes one contentious or erroneous 
publication to realise the need for two-way4 communication, at least in the form of a feedback mechanism.  
The desire to provide feedback and the provision of a quick and convenient means of doing so, is a 
classic example of how a company can begin to cultivate a CKM culture.  If, on the one hand, the intranet 
provides no feedback mechanism, or merely an email address on the home page, then the company is 
sending some very clear signals along the lines: 

 “Central office knows best” 

 “We don’t value your contribution” 

On the other hand, providing a ‘comment’ button against each item of content, and supporting this by a 
genuine capability to respond to such comments, sends messages such as: 

 “Please help us improve and refine our service” 

 “We recognise the value of your comments” 

 “We would like you to share your comments” 

This one simple thought on two-way communication can transform a passive user population into an 
active one.  It will lead on to a whole range of further developments, such as discussion groups, 
questionnaires, voting, and ultimately other forms of collaborative working such as chat rooms, 
conferencing, consultation processes and so forth.  In all this two-way communication, it is imperative to 
think about who listens, and more importantly who is going to act upon any communication.  It is important 
to establish clear procedures and responsibilities behind any intranet or CKM capability, since otherwise it 
will rapidly fall into disrepute. 

                                                   
4 There is an argument for supporting n-way communications since this better reflects reality. 
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Who does the publishing? 

Following on from the point on two-way communications, it is natural to ask the question “who is doing the 
publishing”.  Frequently the initial model is a ‘few’ publishing to ‘many’.  As time progresses certain groups 
or departments are allowed to publish their own information, followed by communities of like minded 
individuals, and ultimately the entire workforce may wish to publish from time to time.  It is extremely 
important to empower users with publication rights since this is one of the primary means of encouraging a 
knowledge sharing culture. 

Publishing skills 

Any system will ultimately need to support a range of publishing skills, and for many this will require the 
de-skilling of the task.  This can be addressed through  

Ü  Supporting the uploading of information produced using certain standardised office applications such 
as word-processing, spreadsheets, and similar. 

Ü  Implementing templates and proforma through which certain standard content types can be entered. 

Both of these point to the use of some kind of underpinning content management system.   

As indicated above publishing rights are important in establishing a knowledge sharing culture.  De-
skilling, and removing barriers to publishing, is similarly very important in establishing that culture. 

Consistency of style and branding 

Certain standard types of content can be entered presented through standard template structures, thus 
providing effective control over style and presentation.  Ad hoc material can be more problematical and 
would require the issuing of document templates and defining policies and procedures that enforce the 
use of such template.  Ultimately however the problem grows so complex that a more strategic approach 
has to be adopted, and again a content management system is suggested. 

Editorial Control  

For certain complex kinds of material it may be necessary to implement proper editorial processing, 
supported by some form of workflow application.  Even the simpler kinds of material may require a 
moderator or at least some kind of librarian function.  Such applications are best built upon an 
underpinning content management system. 
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Multi-channel and Multi-media support 

There are a number aspects to multi-channel and multi-media support: 

Ü  The target device:  e.g. PCs, iDTV, Pocket PCs, PDAs, & WAP phones 

Ü  The target browser:  e.g. IE & Netscape, various WAP browsers, and so on 

Ü  The host operating system: e.g. Windows, UNIX, Symbian, Palm etc. 

Ü  The connection bandwidth: e.g. dial-up, LAN, internet, wireless etc. 

All these factors shape and govern the type of material that can be sent in response to a request.  
Adopting a standardised or corporate platform is no longer a viable solution, since this is being 
undermined user demand for mobile services on hand-held devices such as Pocket PCs, PDAs and 
phones.  3rd generation technical solutions are being built on an underpinning content management 
capability, which is described later. 

Adoption of standards 

Currently the hot areas for standards are  

Ü  Document and data exchange – this is seen as being especially important for extranet and B2B 
applications, but it is highly relevant to all aspects of knowledge management since it concerns the 
exchange of information and knowledge. 

Ü  Synchronisation – this is gaining increasing importance with the release of a whole range of new 
Pocket PCs, PDAs and similar devices. 

XML and associated standards is the dominating force in document and data exchange.  More importantly 
standards for Document Type Definitions for specific industries are being defined using XML as the 
foundation. 

SyncML is emerging in the synchronisation field. 

Content Management 

Content Management has been mentioned several times in the above discussions and a CM system 
needs to underpin any CKM system.  A CM system should provide the following: 

Ü  A repository for various forms of content material 

Ü  A platform on which to build editorial and content production applications 

Ü  Support for the delivery of common content material to multiple channels 

Ü  Integration with office applications, corporate applications and company databases. 

Of fundamental importance is the separation of content material from its presentation.  This facilitates, but 
not wholly solves, the re-targeting of common content material to a multiplicity of channels, devices and 
interestingly to personalised content pages. 
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Nature of the solution 

Over the three generations the nature of solutions has shifted from static html pages that delivered static 
content, to application centric solutions that allow more interaction and control at the user interface, to 
content centric solutions that are based on a content management capability and can deliver to a 
multiplicity of channels and devices. 

Information Overload  

As the number of publishers has grown, so too has the amount of material being published.  This, in turn, 
has resulted in a significant an information overload problem for the intended audience, leading to a 
demand to be able organise content material in more natural and intuitive ways.  There are four 
technological approaches that have been or are being adopted to address this information overload 
problem, which are covered in the following sub-sections: 

Communities or Groups 

Communities or groups are a simple and natural approach to solving (or attempting to solve) the 
information overload problem.  Users with some common interest become members of a community or 
group. Communities can be open or closed according to the needs of the community and the nature of the 
common interest.   Content material is always uploaded into the most relevant community of interest, 
usually by members of that community, and accessed by specifically selecting the community of interest.  
As growth continues, sub-communities or nested communities can be defined to further segregate content 
material. 

Paradoxically this very natural development of communities can sometimes negate the intended benefit of 
a CKM capability.  For example, in some organisations, communities are designed to reflect the 
organisational structure, and each community (= department) develops its own content material.  The 
result is essentially a collection of information silos, but in electronic form.  Even when such departmental 
communities are specifically discouraged, a large number of communities can lead to unintentional 
overlap and a consequential fragmentation of the knowledge sharing mechanisms since it becomes 
difficult to remain aware of all content of all communities.   In order to overcome this kind of problem there 
is a need to create some form of overall editorial control structure, which can oversee the creation (and 
demise) of new communities.  Another alternative or complementary approach is to introduce better 
classification of material, which will be described later. 
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Personalisation 

Personalisation is a natural progression from simple communities.  With communities on their own, the 
user still has to select and drill down through lists of communities, many of which will be of no interest to 
the user whatsoever.  With personalisation the user can configure their own home page, pre-selecting only 
the communities of actual interest.  The degree of personalisation or configuration can vary from system to 
system.  For example sometimes News items can be aggregated from a number of communities, yielding 
a single News area on the users home page. 

The approach, when tied to communities, is still rather limited, and as indicated earlier is highly dependent 
upon the choice of communities.  As the number of communities grows, so too do the confusions over 
where to find information and the potential for overlap. 

Roles 

The next stage of development, beyond communities and personalisation, is to define the roles that can 
be played within each community.  The user is required to log on and select a single role to play at any 
one time.  The basic idea is that content material and functionality can be specifically defined through 
customised home pages for individual roles, thus further reducing the information overload problem. 

It is important to distinguish between the roles that are involved in the production of material for a 
particular community of interest, and the real life roles played within a company.  For example an 
individual might be an author of material in the Health & Safety community, and be the Production 
Manager in real life.  In general Real Life Roles tend to be poorly or inadequately supported, since their 
needs tend to cut across any number of specific communities of interest. 

Classification 

We have already discussed how large numbers of communities can unfortunately lead to the creation of 
information silos.  The reason that this happens is that communities are used to both ‘own’ (the production 
of) material and ‘access’ material.  In particular an individual has to become aware of a community and 
elect to become a member of that community in order to see that kind of content.  Thus the user has to 
become aware of the community and its purpose before benefiting from its content.  The alternative is to 
classify all material as it is entered into the system, and then allow individual users to express interests in 
categories or classes of information content (rather than choosing to become members of specific 
communities).  For example if a Farmer expresses an interest in say ‘Pig Farming’, then the personalised 
home page can be defined to retrieve all material that has been classified as having something to do with 
that subject.  Communities can still be used in conjunction with classification, but now the community 
pages have more certainty of presenting all relevant material, as opposed to material generated by 
members of that community alone. 
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A distinction should be made between Indexing and Classification.  Indexing is typical used in search 
engines and document management systems.  In crude terms, indexing simply notes the words used in 
each document, and maintains index tables to quickly retrieve documents that use particular words.  
Classification on the other hand is much more semantically driven.  It is built upon one or more 
classification hierarchies or taxonomies.  Each class in the classification represents a particular concept.  
When a document is classified the words and phrases used are analysed or parsed, and ideally 
semantically linked to these concepts.  In the process thesauri may be used to map the vocabulary 
actually used to that used in the classification. The intention behind classification is essentially to capture 
and represent what documents are actually about, as opposed simply what words they happen to employ.  
Clearly much depends on the sophistication of the analysis or classification process.  If done manually it 
can be highly accurate but extremely time-consuming, if not prohibitively so.  When automated the 
accuracy can drop considerably, but the speed of processing might match the demands on the system.  

When content material is classified in this way, it opens the door to much more sophisticated 
personalisation and role support schemes.  The user would express their interests in terms of the 
concepts or classes that form the basis of the classification scheme.  Material for personalised home 
pages, or role-based home pages is then ‘selected’ according to the classifications that are deemed to be 
relevant to that page.   Importantly this overcomes one of the major problems with communities described 
earlier, in that it avoids the creation of information silos. 

An interesting extension to the idea of classification is that it needn’t be confined to the content of the 
material alone.  It can also be applied to, for example, the type of document or the type of intended 
audience.  In this way specific content pages can be defined to display specific types of document, for 
example Electronic Applications Forms, Product Sales Guides and so on, can be specifically selected by 
type for an intended purpose rather than being selected individually.  Similarly the intended audience 
classification can be used to define specific Role Based home pages and similar. 
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Access Control 

As mentioned earlier, whilst not wishing to stifle any desire to publish and share knowledge, some degree 
of control has to be exercised in order to avoid shear chaos.  Access control is required in two forms, 
access to content material, and access to functionality to create, edit, and delete material.  Typically 
groups are defined to ‘own’ content material.  Individuals become members of groups to gain access to 
material, and are assigned roles to gain access to functionality that can be applied to that content.  For 
example most groups are likely to have some form of Author, Editor, Reader and Administrator roles 
defined. 

Great confusion can arise between the groups and especially roles defined for access control purposes, 
communities or groups that define areas of common interest, and the groups and roles that exist in reality.  
This is partially caused by unfortunate and coincidental choices of names for the respective concepts, and 
more general confusions as how reality should be mapped onto a CKM capability.   

To give some clarity to the situation it is useful to distinguish carefully between the following: 

Ü  The groups, roles and individual users that are involved in the production of content material. 

Ü  The audience to whom content is being published. 

Ü  The constraints on access to content and functionality that need to be imposed, for example “company 
eyes only”, “commercial in confidence” and so on. 

The confusions arise when these coincide or overlap, and particularly when the underlying software 
makes assumptions about their inter-relationships.  Third generation systems are now making this 
important distinction. 

Collaborative working 

Simple collaborative systems such as discussion groups, voting, questionnaires, and on-line chat groups 
are becoming standard features of CKM and portal software systems.  Combined with the knowledge 
sharing capabilities these systems are tremendously powerful.  Interestingly a discussion group can be a 
powerful device for cutting across organisational boundaries and information silos, in that contributions 
can literally come from anywhere within the organisation.  Importantly they can tap into sources of 
knowledge that otherwise remain hidden behind formalised roles and responsibilities, for example 
experience from previous employment. 

It is anticipated that more sophisticated forms of collaboration will begin to be introduced.  For example 
telephone and video conferencing systems can now make available recordings, which could be stored as 
content in a CKM system.  Discussion group technology can be used to comment and discuss specific 
document that are posted in a shared repository, thus enabling an electronic consultation process.  
Shared screen technologies can be used to augment audio and video connections, and again screen 
images can be captured and recorded. 

The goal is to gradually support more and more of the natural interactions between individuals, and 
integrate this knowledge with other forms of information that are more easily captured. 
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Systems Integration 

It is important for the CKM system to be able to bring together knowledge, information and data from 
potentially disparate sources, and present it to the user in a comprehensive fashion.  The user should not 
have to visit or use a variety of separate systems in order to collect together information that is relevant to 
the job in hand and their role within the organisation.  Systems integration therefore becomes an important 
element of any CKM programme.  Typically there will be a variety of databases, document repositories 
and corporate applications that will need to be integrated to form the holistic view.  Databases and 
documents stores are ideally integrated through an underpinning content management system.  The 
architecture should be such that content can be accessed from distributed sources more or less as if they 
all came from a single data store.  This greatly facilitates the construction of personalised and role-based 
views that will be necessary to avoid information overload.  Integration with corporate and office 
applications is also required and is ideally achieved at the data level, as described above.  However some 
applications will involve an element of workflow control making them more difficult to integrate.  Individual 
integration strategies and plans will have to be formulated for these systems, 

Integration with standard office will become increasingly important.  For example email conversations are 
now commonplace in a modern office environment, and significant information exchange and decision-
making takes place via this medium.  Unfortunately however each individual is typically responsible for 
filing and extracting any valuable information for later use and at best this takes the form of a simple folder 
for each project or topic.  In addition email conversations can take place in parallel to, for example, 
discussion group threads on the same subject.  Unless an individual takes the trouble to record an email 
conversation in a discussion thread, then that conversation can be lost, and certainly bypass those that 
were not on the mailing list. 

The email example serves to illustrate and re-iterate the general principle that a CKM capability really 
needs to be integrated into and with office and corporate applications, thus providing a seamless working 
environment for individual employees who can have relevant information literally at their fingertips.   

Intranet, Extranet and Internet Solutions 

Historically Intranet, Extranet and Internet solutions have typically been implemented independently.  
However much information needs to be shared between the three nets, and much common infrastructure 
could also be shared.  The major difference between the three nets is almost entirely in terms of who is 
allowed access to what.  However this is largely a generalisation of the very same access control 
mechanisms needed to support communities, groups and roles as already discussed.  There are some 
other security issues concerned with establishing firewalls and such like, but this technology is well 
understood.  It is therefore a logical conclusion that the three nets can be supported by a common 
infrastructure. 



An eKnowledge White Paper 

  

 

Page 25 of 24 

© 2001 ICL e-Innovation 

 

Compelling technology 

This final point is a simple one.    In introducing a CKM system into an organisation, we are asking 
everyone in that organisation to put ‘trust’ into the solution that will organise and store nearly everything 
that they do and touch on a daily basis.   Unless this system is intuitive, easy to use and effective then 
users simply won’t use it!  In other words there has to be a compelling reason for the system to be used!  
Whilst this obviously applies to any piece of software used in the solution, it equally applies at all other 
levels, e.g. workflow definitions, taxonomies and classifications and so on. 

 

 1st Generation 2nd Generation 3rd Generation 

Direction of communication 

 Low:  

One-way communication - 
predominantly used to 
publish information to an 
audience of readers 

Moderate:  

Some two-way 
communication via Specific 
forms 

Discussion groups, 
Questionnaires, Voting 

High: 

Support for collaborative 
working plus forms, 
discussion, voting and 
questionnaires 

No of publishers 

 Less than 20 

Limited to specific team of 
publishers 

From 20 to 100s 

Still restricted to teams of 
publishers 

Scalable 

Potentially any number of 
publishers, not limited to 
teams of publishers 

Publishing skills 

 High:  

Requires HTML and/or IT 
skills 

Moderate:  

De-skilled somewhat by the 
use of templates 

Low: 

Use of template, proforma 
and standardised tools 

Consistency of style 

 Low:  

No real control imposed 

Moderate:  

Templates makes problem 
more manageable 

High: 

Templates and content 
management address this 
problem 

Intranet, Extranet & Internet Solutions 

 Separate:  

No capability to share 
content or control access 
from for different groups of 
user 

Separate:  

No capability to share 
content or control access 
from for different groups of 
user 

Supranet: 

3-net deployment possible 
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Multi-channel support 

 Single channel:  

PC internet browser, possibly 
browser specific 

Single channel:  

PC internet browser, possibly 
browser specific 

Multi-channel:  

Support for multiple browsers 
and multiple devices  

Nature of solution 

 Static HTML Pages Application centric  Content centric solution 

Support for communities, roles & personalisation 

 None: Moderate: 

Some support for 
communities 

Preference based 
personalisation 

High: 

Support for nested 
communities  

Separation of access and 
publication rights  

Discussion, forms, 
questionnaires & voting  

Role based personalisation  

Adoption of Standards 

 Low: Low: High: 

XML based storage and 
information exchange 

Platform independence 

 No: No: Yes: 

Platform and browser 
indendence 

Integration into office and corporate applications  

 Low: Medium: High: 

Collaborative working 

 Low: Medium: High: 

Needs to be extensible and 
integrated with other systems 

Compelling technology 

 Low: Moderate: High: 

Needs to be compelling 
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Conclusions 
This white paper has argued that CKM should be seen as a necessary Business Imperative to 

Ü  Remain competitive 

Ü  Adapt to a rapidly changing environment 

Ü  Be able to innovate 

Ü  Respond to the demands of e-business 

Ü  Fully capitalise and develop its people 

Ü  Support effective relationships with Suppliers, Partners & Customers 

A framework was presented for assessing or introducing a CKM capability into a company, in which it was 
reasoned that a CKM solution needs to be a strong combination compelling technology used in tandem 
with a significant programme of People, Process and Culture change.  Such a solution must align closely 
behind business objectives, providing highly focussed and interactive support for its end users.  It must 
build valued one to one relationships with and between all end users.  It must also span the entire 
business EcoSystem, supporting all elements of the business including suppliers, partners and customers 
as necessary.  In summary it is a fresh way of looking at your business. 

What does ICL have to offer 
ICL operates its own 2nd generation CKM system called Café VIK, which was first introduced in 1996.  
Café VIK was sponsored by the ICL’s CEO from its very conception, and is now a part of everyday life for 
all ICL’s employees in the UK and parts of Europe.  Its content is subject to continual renewal process, 
with contributions coming from all parts of the company.  The latest development include a variety of self-
service HR functions, and enhanced support for communities. 

ICL e-Innovation sees CKM, or e-Knowledge as it is called, as one of its three primary Go-to-Market areas 
alongside e-Commerce and e-CRM.  It offers scalable e-Knowledge solutions based on best of breed 2nd 
and now 3rd generation capabilities, backed up by a complete Consult, Design, Build and Operate 
capability covering the entire solution life-cycle.  This is further enhanced by the experience it can bring to 
bear from over 1000 successful e-Business projects.   

Relevant example projects include UK Post Office Counters, UK MoD (NEPG), Kingfisher Group, Lloyds 
Register of Shipping, Loyalty Management International (for Lloyds TSB and Shell Smart Card holders), 
East Lindsey District Council, Norwegian Railways (NSB), Tampere Regional Council (Finland), Nordic 
Embassies (Denmark, Norway, Sweden Finland and Iceland).  More recently work with the Ministry of 
Agriculture, Fisheries and Food generated an animated visualisation of a proposed Rural Portal, see the 
MAFF web site (http://www.maff.gov.uk/ebus/portal/visual/visual.htm). 
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