Laura Wolf:  Hello everyone, I’m Laura Wolf, North America Special Business Unit Executive, and I’ll be your host today for today’s webcast.  We will be joined today by a panel of experts who will be sharing their experiences and expertise and knowledge around expertise location and knowledge sharing and why it is imperative that you, as an organization, figure out how to more effectively capitalize on the knowledge of your workers.  

In their respective roles, joining us today, are Michael Fauscette, Group Vice President, Software Business Solutions from IDC, Louis Richardson, Evangelist and Story Teller of Social Business and Smarter Workforce from IBM.  And our last scheduled speaker, Alan Hamilton, Social Business Partner Consultant for IBM, has been called away for a family emergency.  Hopefully he’ll be able to join us, but if not, Louis Richardson will be covering for him.
Thanks for joining us today.  Depending on the study and the job classification, analysts state that employees spend between 20 and 50 percent of their day trying to locate answers, either from people or from documents and other sources of information.  And 85% of employees agree that not being able to access the right information at the right time is a significant waste of time.  I don’t think either of these outcomes are surprising, and probably many participating here can give examples in their daily work of frustrating experiences of looking through the mountains of information available to us today to find exactly what we are looking for that will help us to get our job done.  We now face an information overload dilemma.  It reminds me of the time to do an internet search and you get over a million returns.   The valuable piece of information may be buried on the third page of the results, but how many of us have the patience to go beyond the first five or ten returns.  What I really need is to understand the value of the information being presented to me.  Who has found the information valuable?  Why did they find it valuable?  What questions did it answer?  What experts have used this asset?  Now that it’s information that will help me to quickly dwindle the million returns to a manageable list.  The cost of this productivity loss was once quoted as 2.5 million per year for a company with 1,000 employees.  

Doing the math for most companies yield a staggering number.  There may be those of you who are saying, yes, but those are soft-sellers, and I would agree, but it simply means that if a project is completed on time or early, that that represents real dollars.  If it means customer service representatives are able to answer a customer’s question in less time, the result is a happier customer as well as a CSR being able to handle more calls, reducing the overall cost of the call center.  There are many examples of companies who were able to innovate faster, improve customer satisfaction, bring products to market faster all because they have addressed the last frontier of productivity—their people.  Companies have spent millions of dollars to bring productivity to their manufacturing systems, their purchasing systems, their HR systems, to their production lines, to inventory control, and just about every other system you can think of. 

While we have addressed increasing productivity of every enterprise system, we’ve not address what Andrew Carnegie called, the only irreplaceable capital an organization possesses:  the knowledge and ability of its people.  He stated that the productivity of that capital depends on how effectively people share their confidence with those who can use it.  As a result, companies are beginning to recognize the value of your employee is not so much in their internal rolodex of who and what they know, but it’s represented by how effective are they at sharing their knowledge.  

Now I’ll hand it off to Michael who will cover key IDC findings on the topic, including the current struggles to find knowledge and expertise and how this problem can be solved with the use of special technologies.  Michael?

Michael Fauscette:  Sure, thank you.  You know, the business of today is under tremendous amount of pressure from a lot of different areas, and certainly we’ve all experienced the pressures from the economy.  We see customers that want to interact and want to relate to companies in a different way.  We see employees that want to work in new ways.   They want their own mobile devices, they want to use whatever tablet computers and they want to be recognized as experts in way beyond their kind of standard box in the enterprise.  And so if you start to think about all of that pressure, it really is a time for businesses to look at and examine the way we work and really to try to come up with ways to leverage, as you just heard, the real capital and the business to acknowledge the skills of your employees.
Now, if you look at this chart, and this is something that I’ve been tracking for quite a while, actually.  The idea here, of course, is that top line, the productivity line.  You can see, from the 40s forward, has continued to increase.  Now, there’s a period of time in this up to about 2000 when that increase in productivity was really driven by systems, by technology, by automation.  And now we’re at a point when we are starting to reach the limits of what we can accomplish with automation.  But, in the 2000s we started to see other ways of doing work.  We started to see mobile technologies and cloud and new systems and new ways to do things, and people started to work in different ways.  And so, for a period of time, we see this really strange divergence.  We see that employment has started to drop off and yet productivity has continues to accelerate.  But the problem is right in this area, and frankly, I think we are reaching a crisis that is really like trying to run a sprint at a marathon distance.  You can’t continue to expect people to produce more and do more with less if we don’t come up with new ways to do that work.  We have to find ways to leverage technology past the automation into something new that really helps us take more advantage of the resources that we actually have.
Now, the elephant in the room is the data, I think.  And, you know, we watch data, we track data quite a bit at IDC, and so we call this the digital universe.  And this year we believe that the digital universe is going to exceed 4 zettabytes of information.  Now, that’s 4 zettabytes of information, then it’s even so big it doesn’t necessarily make any sense.  But what we’re saying there is, a zettabyte is a trillion gigabytes of data, so hopefully that gives you a little idea of the scale.  And that is actually 50% more than was produced in 2012.  And it’s four times the amount of data that was produced in 2010.  And in fact, 92% of the world’s data was created in the last two years.  Now, we believe that, in fact, we’ve hugely underestimated where we think this is going to go, but we know that it’s at least 50 times that by 2020.  And, because of all the new data capture and new data generation tools that come out regularly, and because of all the devices that are now starting to be connected to the internet, in fact, we’re probably grossly underestimating that data but we just don’t even have any way to know what it might accelerate to.
Now, as I give you a little different context around that, there are 30 billion pieces of data added to Facebook in a month.  Well, that’s a month, but what about in a minute?  There’s 72 hours of video added to YouTube every minute.  Now, you know, what does that mean from a person perspective?  Well, it means that you create about 1.8 million gigabytes of information in 2012, and of course, that’s accelerating, and then beyond that there was another four point million gigabytes of data created about in 2012.  So, is this useful?  You know, what’s in here?  What is all of this data?  Well, you start to look at it and try to figure out what’s useful, and you hear the term “big data”, and frankly I’ve never been a really big fan of big data because it just sounds like something that’s big and it’s data and I don’t really know what to do with it.  Well, the truth is, only about 3% of the useful information—so, not even 3% of all—but 3% of the useful information was tagged in 2012 to make it usable—put it in some context to make it actually be accurately applied to some problem or used by some group of individuals.  So, you can see, this whole picture, business change, economic pressure, people change and this growth of data, really creates a problem that frankly seems almost overwhelming to a lot of businesses today.  
Now, let’s think of it from a systematic perspective, because I mentioned before this idea that automation kept us going up that productivity curve for many, many years.  And so, I call these systems a “transaction”.  I’ve heard them called other things, you know, systems of record or whatever, but I really think of these as the engines that do stuff.  So, in other words, it’s how we buy things, it’s how you order stuff, it’s how you ship things.  And so those systems, those automated processes, and they’ve automated many, many processes.  The problem now, though, is that almost all of the work happens above that.  In other words, it happens outside the system.  There are exceptions to the processes.  And in fact, we’re moving into an age, this idea of information age, that moves away from the industrial model—what I call the make/sell model— and starts to move into a new model of work.  And if that’s true then we have all this ad hoc work that has to be dealt with.  So, how do we try to solve the problem of getting people and data and information and systems altogether around a problem when we know by survey that almost 80% of an information worker’s time is spent doing things that aren’t in the system.  So, in other words, I’ve got to find the right content.  I’ve got to get a team together around a problem.  I have to have data that’s pulled out of this 3% of useful tagged information and is actually applicable, because data, until it’s in the right context, it has no meaning—it’s not useful.  And I also have to have application systems that I can use in the specific instances to solve those kinds of problems.  
So how do I get these things together and get them working together, and especially in organizations today that have grown up around this industrial model, which in fact, has led us to operating in silos.  It leads us from organizational silos, and those are causing all kinds of problems inside of businesses today.  I mean, I was just having a conversation with a CMO the other day who was lamenting because he couldn’t get access to the customer community in the customer service organization because they don’t even talk to each other.  That seems crazy, but that’s just the way the organizations have been designed, and how do we break that silo down organizationally?  And beyond that, data is also siloed in the same kinds of ways.  So it’s locked in systems, it’s locked in multiple systems, it’s spread across the enterprise.  And people may know where that is, but how do we even know who those people are?  So the problem with all of these things being siloed and nothing is connected, and yet we’re in a world where connectivity drives everything.  You know, I like to think of the world today, really, it revolved around the three Cs.  It revolves around community, it revolves around content, and it revolved around connectivity.  And connectivity assumes that we can somehow get outside of these silos.  It assumes that we can get to the data.  It assumes that we can get to the right people, and it assumes we can do that in some sort of context.  But unfortunately our systems and our organizational processes, they just don’t support that.  They’re built on a model that’s outdated.
So if we start to look at systems, and I mentioned this system of transaction, and that—the system of transaction, those are all the systems that we really see in the enterprise today—your ERP systems, your CRM systems—things that automate transactions.  And I believe that we’ve now reached a time when we’ve pretty much automated as much as we can automate, and it’s not an absolute rule. I mean, there’s certainly little silos of work in type businesses that can continue to automate, can continue to see improved productivity based on that automation.  But the incremental gains are just so small that it’s not going to be enough to close that productivity gap.  So, if we think of that then we have new systems that are coming out, and today, we see these—and I’ll build these both up—we see systems of decision and we see systems of relationship.  Well, what do I mean?  Well, it means that we now are starting to see systems evolve that help you get information data pulled out and put in the right context so you can make a decision, and we see systems that are starting to come together to let us connect people so that we can get work done in a different way.  And those are systems of relationship, or a lot of people call those Enterprise Social Networks.  Now today, though, these systems are operating in little silos, so we’re creating new silos.  And what we have to do is create systems that in fact incorporate all of these things.  So, what we’re really trying to do is come up with a way to systematically support ad hoc decisions.  So, in other words, how do we automate those things that haven’t been able to be automated by traditional systems.  And we do that in these new ways by building systems that are built on a new model and tie together a new model and give you the capability to find people and to find data and to pull those together in some work context in real-time around a problem.  And that’s absolutely critical to getting work done today.  So I like to think of it—and I mentioned the make/sell business model before.  Well, we’re moving to a world where in fact we are in a sense and respondness model.  What do I mean by that?  What I mean is that we have to get to a place where we listen, collect information, pull that information together around some issue, get people together around that, and in real-time or near real-time, and in some work context we have to be able to respond.  And this is an iterative process and it works in almost every part of your business.  So, how can you tile these systems together and really be able to pull all the data together with the right people in the right context at the right time to make the right decision to respond, and to do that iteratively over and over.  This is the new business model, I think.  I think that businesses have to adapt to build organizations and systems that work in a sense and respond model.  That help you get people, data around the problem in the real-time, in the right context to make that decision, because that’s really what that work is.  It’s about making the right decisions and doing that in an iterative way in real-time and in a flexible and adaptable way that our traditional systems haven’t been to support.
Now, we do a lot of surveys at IDC and that’s certainly part of what analysts do.  And so I just wanted to put a couple of data slides up.  We did this survey in February and we were asking what people were doing with social tools.  So, you know, why are you using those tools for business?  And so in this slide you can see that among the top categories of how companies are starting to use these tools, you see creating awareness.  That is really about connecting people with customers.  You see sharing knowledge and contributing ideas.  That’s about connecting people, employees and perhaps partners.  You see communicate with customers.  You see gather feedback on products and services, and that’s not just customers, that’s employees and that’s partners too.  Acquire knowledge, ask questions, drive revenue generations.  So these things are tying themselves into real business activities and real numbers.  And this is a significant shift over the last few years where, I think…  When I first started doing this, and I started this survey probably five years ago—five-and-a-half years ago now.  The first answers were things that you’d probably expect.  They were all about broadcasting out into the customer world using some of these new social channels.  And now we’ve learned that that’s not what it’s about.  It’s really about community, content and connectivity and using those tools to do work in a different way.  And companies are really doing this.  It’s a real thing and it’s starting to provide real value.  Now, we also asked what specific business initiatives are you going to do with your social software in the next 12 months.  And again, with the things that came out that are pretty obvious and yet they’re really adding a lot of value is around community.  So the number one activity is online communities.  And that doesn’t just apply to employees, that doesn’t just apply to customers, it doesn’t just apply to partners.  It applies across all of those things, because again, it’s about connectivity and social learning.  It’s about tying your people together internally, it’s about sharing, it’s about growing these networks so that we can have this community generate and pull information content expertise together all around these different issues.  So, companies are doing this.  They’re doing this with these tools today, and they’re seeing real results out of it.  

So now, this number, I think, is pretty telling.  So, this is how likely is your organization to deploy enterprise social network.  And in fact what we found is 79% had already deployed an enterprise social network in North America, and 28% had more than one, and actually I sort of think that number may be low because I suspect a lot of businesses—I used to laugh and call that accidentally social.  I think it’s a grassroots thing, and some businesses have accidentally become social because some groups have brought in different tools.  The problem of course is that you can’t operate with different enterprise social networks because you just create different information silos, and that’s a problem.  So we see a huge adoption of the enterprise social network across business, companies are getting real value out of it, and now they’ve got to sit back and look at it and figure out how do we drive more productivity out of it, because that’s what we’re really talking about—how do we work differently?  How do we help employees get their jobs done better, and what does that mean?  And so I like to think of it as the employee experience.  Now, some of this is a change, and I could argue when I say that because have employee’s expectations changed?  You know, I think that employees always wanted to be valued, they always wanted to have good tools at work and all those kinds of things that we talk about.  But the truth is, our experience outside of work has led us to a different place.  We have learned to operate and work differently in our private lives, we’ve learned the value of the network, we get real value out of being on Facebook or LinkedIn or Pinterest or Twitter, or whatever it might be.  And we get used to using tools that make our life much more effective and productive in our personal life.  You know, I used to struggle to figure out a way to get that check that I got in the mail to the bank because I didn’t have time, or I couldn’t put it in the ATM, I had to go see somebody in the bank and that was really hard.  Now all I do, I turn that check over and I put it on the desk and I take a picture of it with my phone, I push a couple of buttons, and low and behold, the money appears.  It’s a different expectation of immediacy.  It’s a different expectation of being able to work in this new way.  So yes, employee expectations I think have changed, and so look at how we’re giving them the opportunity to do these same things inside the company.  So what do we have to have?  We have to have mobile experiences that let me interact with my colleagues, that let me interact with the information, that help me leverage the tools inside of the company in a different way.  They have to be mobile, they have to be flexible, and they have to be connected.  And they have to be able to connect, not just to people, because that’s really important, but also to the content.  And so now, as an employee, when I go to work, I expect that my experience there, I expect to see tools that look like my experience when I’m using those other tools that I use in my personal life to be more productive and to connect and interact and make my life better.  And so from a company perspective, we have to think of, how do we get these systems of relationships, systems of decision together and get the silos out of the way so that we can find the right employees, find the right skills, find the right knowledge, find the right content, find the right data, but not just find it, find it in the right context, because again, big data is just big and data.  It’s not important until it’s smart data, and smart data is data that is in context, in a workflow, that you can use to do something.  And I need the people to do that, and I need the data to do that, and I need it to be in the work context, and I need it to be flexible and in real-time.  So tying all those things together, that’s really what’s it about. 
So you think back to that slide that I put up about productivity gap, I think we’re in crisis.  I really do think that we’re going to have to learn how to work differently or we’re not going to be able to close that gap.  And the way to do that, from all I’ve seen, and I do work with a lot of companies that are really getting huge benefits out of being able to connect.  And I’ll give you an example of a technical company—a technology company—that I worked with that had a distributed group of workers that did game development.  And they struggled because they would get critical bits of security information, patches, to the software they were using to build their games.  And they would find out that they wouldn’t see it because it would come in their email and they wouldn’t get to it.  And email, if overwhelmed by email, means that I lose things in that stream and I don’t get back to them, and if I need to take an action off of it, I need to do something, I need to be able to get that information together.  So they tried several different solutions, some content kind of solutions, and nothing really worked for them.  And then the development team started to use an enterprise social networking tool.  And they had 400 developers scattered across six different sites, and they started to use this tool and all of them started to adopt it.  They had a great adoption, actually.  They had gotten the whole development team on there in less than six months, and they actively used the tool.  And what they found out was that, not only did they get those emergency critical information bulletins, which were very, very important, but they went beyond that.  They actually learned that in the past what they had done was storyboard game development among two or three people in one location because they couldn’t get everybody together.  It was just too hard.  Then now, with the new enterprise social network, they can actually leverage the skill of their whole team and they could do game development in a community.  So, they came up with better games faster, they were more innovative, and they attributed a significant increase in game revenue to producing better games because they were able to leverage skills across that entire network that they weren’t able to get to before.  You know, there were people in some of the remote offices that had great ideas for games and they just never were asked.  They didn’t have the capability to participate in the process.  So again, connecting people, connecting content, connecting data in that work context, they could leverage that and it could actually increase the revenue significantly—be more innovative, be more competitive, be more flexible, and just get more done with less because they had better tools to do that.  So that’s just one example, and we have a lot more.  But I’m going to go ahead and end that now and I’m going to turn it over to Louis so that he can talk a little bit more about this issue and how to resolve that.
Louis Richardson:  Thanks Michael, appreciate it.  You know, I love data.  I don’t know how you could possible look at IBM and not appreciate data.  However, as a storyteller I tend to look behind the data.  It was sometimes said that stories are kind of data with a soul, and when we consider our knowledge, what we know and how we apply that, it’s more soul than data, it’s more culture than technology.  In fact, the fact that we’re actually calling this whole section “Knowledge Sharing” is not insignificant.  Since the late 70s, and I’m dating myself here, I’ve really been dealing a lot with knowledge management.  You know, document management and online publishing, electronic content management and workflow—that whole thing.  And I can remember in previous companies where we were convinced that the solution to the problem was for everyone just to store all their files in some single content repository.  And we were focused on managing knowledge.  If we could just get a handle on every piece of content then, you know, then we would be masters of our corporate knowledge.  Well, as you know, that’s not worked well for most of us, and rarely do I walk into an organization and have them tell me, “Hey, we just don’t have enough content.”  The problem, that we all know, is that we just have way too much stuff, way too much content is available to us.  So much so, as Laura mentioned earlier, it’s almost worthless.  

So pretend for a moment I’m a new hire at your company.  I’m one of those hot new talents your HR people were able to attract, and I come to you with this question, okay?  I say, “While I was in the University I wrote a paper and it’s on a new way to work that my professors and my mentors thought was very applicable to our industry.  I’d like to post this somewhere where all the people in our company can have access to it.  So where would that be?”  Now, when I ask that question to most audiences I get an answer like, “Well, that kind of depends.  If it’s a policy thing you can ask somebody in Legal to put it in their site, or maybe if it’s a best practice HR might have a place where you could put it.  Or you could put it out on the Z drive or on my shared site or a group site, but if you do that then most people won’t have access to it.  You know, having over 30 years of experience in this area I can tell you, the way we’ve attempted to manage knowledge is broken.  It’s time we thought about a new perspective.  Let’s consider, for a moment, how we might share knowledge.  

I think there are three components to knowledge sharing.  In the first one, you need to be able to enable and to encourage this idea of open conversations.  Let’s say I have a question about the healthcare industry and I know Laura, our host today.  I know she knows a lot about the subject, so I send her an email with my question, and Laura, as she often does, she just kindly answers my question.  Now what’s interesting, only the two of us have benefitted from that exchange.  What if, instead of a transactional conversation, we had an open conversation.  Since we use the technology inside of our company, IBM Connections, I could just post that question on Laura’s profile board where she could answer it.  It’s the same amount of work, but the conversation’s available to benefit anyone else who might later have the same question.  I mean, how many times have you received a question in an email and you’ve said, “I know I’ve answered this before.  In fact, it was a great well-thought out answer—I really wrote it well—now all I have to do is go find that old email, and where was that?  What if you never had to do that again?  And having open conversations enables others, not only to gain knowledge from the exchange, but also it provides them a way to engage.  I can’t tell you how many times I’ve posed a question to someone and had someone else totally out of my consideration, add their opinion or perspective, and it’s their knowledge sharing that actually made the difference. 

Now, I’ve told this story often, and forgive me if you’ve already heard it before, but I had someone post a question on my profile page and it was a very technical question, and for anyone that knows me knows I’m not a technical person.  The question actually was so technical I didn’t even understand what they were asking.  Now, I happened to be in a four-hour customer workshop, so when I had a break I checked my iPad and I saw the question, and fortunately someone had already answered the question.  I had to assume the answer was right because John, the guy who answered the question, had thanked the person.  And so, actually, I went to John and I said, “John, why did you post that question on my profile board?  You know I’m not technical.”  And he said, “Louis, I know you don’t know but people that you know know.”  And that was brilliant.  Instead of sending an email with a question or leaving it on my voicemail, John leveraged our social network within our company to have an open conversation where his question was answered just minutes after he asked it and hours well before I even knew existed.  Now, that’s the power of having open conversations.
The second part of this is openly sharing stuff.  Every day you create content.  You have files, you have bookmarks, you have text updates.  These are all knowledge artifacts that, if you’re like most, you probably tuck away in some container.  Maybe it’s an email folder or on the shared drives, or imagine all the things you have on your computer.  A lot of it is almost like junk mail that we get.  You know, we’re not sure if we need it but we keep it just in case, and we kind of hoard it away, and our systems have allowed us to store all this stuff away.  I heard it say one time that email is where knowledge goes to die.  Now, that’s not a slight on email.  You know, it’s a great technology, it’s just a sad observation of how we’ve actually abused it by taking things and just gathering it inside of our email system in hopes of one day we might need it.  It’s interesting, I work from home and around our house these days we have a lot of grey squirrels running around.  Now, this time of year they’re busy scurrying around locating and digging and burying nuts for the winter, and what’s amazing is how they find what they stored.  Now, this is not meant to be a biology lesson, but they use reference points and they use smell.  As humans, we can try and dilate four or five points to find something.  When we’re looking for something, four or five points is about all we can handle.  A squirrel can remember 300 to 400 triangulations for every nut.  And you know that even with that highly specialized, high tuned capability, they still only locate about 26% of the nuts they store—about one in four.  So what do you think your retrieval success rate is?  When you use open sharing you actually build a culture that supports putting knowledge where people could easily access it in the open, okay?  Our social solution, for instance, supports both public and private sharing, things like confidential stuff or sensitive information, the overwhelming majority of our knowledge is really well-seated for sharing with the entire organization.  It’s really a transition and culture from, ‘why should I share this’, to a, ‘why should I share this’ thought.  So when you create something, a spreadsheet or a presentation, you automatically post it where others can leverage it.  When you find something interesting, instead of bookmarking it to your browser for you to hoard, you can actually use social bookmarks to share it with your coworkers.  And it was Laura Wolf, again, our host, who once told me—she said, “I love working at IBM because I could be as smart as you only five minutes later.”  Now that, my friend, is a testimony to a culture of open sharing. And by the way, you’re likely to have document repositories already.  Like I said, we’ve been hoarding this stuff for some time, and you may have a lot of a great valuable business content that’s in a SharePoint system or maybe in a content system like FileNet and it’s got great content.  Guess what, good news—we can actually expose those files in our social business solution, so we can actually make your existing document stores, your existing knowledge stores, we can make those (inaudible @ 0:33:20).
Now, the third piece of this, the last component I consider of knowing sharing is open gatherings.  You know, instead of thinking about knowledge being collected based on containers, let’s turn that around and think about how knowledge can be shared based on gatherings of people.  One open gathering example is that of a community.  Michael mentioned this earlier as one of the highlights of what people are using social businesses for.  These are just a collection of people that are based on a common goal like a project or a problem, or maybe based on some affinity, like they have a particular subject of interest or something.  At IBM we have communities that are based on varieties of topics.  What’s interesting is, you might not suspect this, but at IBM we have a lot of people who use Apple products—iPhones and iPads and Macs.  Well, these devices are not supported by our IBM Help Desk.  So if I were to call with an issue on my iPad I’d be told it’s a non-supported device, and you know what?  I don’t care.  We have a Mac community.  If I ever have an issue or a question about my Apple device I simply look for the answer in the community, or I post my question there, because the community is a gathering of people who have invested and interested in the Mac (inaudible @ 0:34:31).  My question will be answered most likely by someone who knows what they’re talking about—an expert.  And by the way, you’ll hear more about this in the next section.  But more likely, my issue is not unique, and it’s probably already been discussed and answered.  And if I didn’t already know that the Mac community existed, I’d just search using our social system with my question or some key words, and the Mac community would likely jump to the top as a source for the answer.  Now, interestingly enough, this webinar was actually designed and developed and facilitated through our social system.  Our coordinator created an activity as the gathering point for all the speakers.  We shared content, the notes, agendas, and all without having to email content around.  And if you ever wanted to see what other people were presenting—for instance, I’m probably going to cover for Alan in the next section.  I didn’t have to go to Alan and say, “What are you covering?”  I actually went there to the gathering place and found what he has posted and was equally able to just pick this up.
And so, another gathering that we should think about is our network.  You know, at IBM I have a network of people who I work with.  If you’re like me, your network probably extends well beyond your reporting structure or your department.  When I have a question I often just post it to my profile board where my network has access.  (inaudible @ 0:35:46) the technical question I used previously.  A network becomes an extension of your knowledge.  Now I’ve been doing a lot of work lately with HR professionals around the topic of social work, and it’s becoming more important for talent managers to be able to view, not only the individuals in the organization, but the extent of their networks as well.  Your ability to build and leverage a network is rapidly becoming essential to you being successful in the organization.  So, share knowledge.  Have open conversations.  Openly share what you create, what you find, and build and support open gatherings.  It’s not about what you know, it’s about what you share.  

So now let’s take a look at the topic of expertise.  More and more executives are recognizing that the people are the most important asset in their company.  Now, think about this scenario, okay?  Tonight, all of the data that your company owns disappears—all of it.  Now, if you’re using IBM technologies for disaster recovery I know that can’t happen, but just pretend with me for a minute, okay?  All of your files and your databases, everything is gone.  Would your company be able to survive?  Now, when I asked that question more executives respond by saying, “Um, yeah, we’d survive.  I’d be really difficult.”  And I ask them what they’d do, and they’d say, “Well, first we’d get our people together and we’d begin recreating the things that we need to do business.”  Now, turn it around and I’ll ask this next question.  Okay, so tonight, after you leave your office, all your employees, including you—your board of directors, everyone associated with your company, they disappear, never to return.  Would your company be able to survive?  And most executives confirm that in that case the company would likely fold and go under.  I know it’s an extreme example, but think about how much emphasis we put on creation of the data and how little emphasis we sometimes put on the creator, the experts.  

To really effectively leverage expertise in your organization, there’s a couple of things you should consider.  First, you need to be able to recognize your experts.  I want you to think right now about an expert that you know—someone you consider an expert.  Someone you’ve gone to on a previous occasion for some special insight or answers.  Now, think about how you discovered their expertise.  Was it just in a casual conversation?  Maybe it was through a recommendation from somebody else.  Was it by chance?  Whatever brought them to your attention, you now have this go-to person for a specific topic or area of expertise.  Now, consider this.  How many other people in your organization might also benefit from knowing who this expert is?  Their expertise and knowledge are powerful tools.  Now what’s interesting is that we deployed social business systems within organizations.  The embedded social analytics that we have in our system has actually allowed companies to discover the experts in their companies.  Now, what’s interesting and it might not surprise you, but many of the most valuable experts are not people that are clearly visible on the company org chart.  Now, these are often line personnel or field representatives or maybe support technicians who spend their time on the phone, and on a daily basis when they’re supporting expertise throughout the entire organization.  And we found that many of these people are considered unsung heroes.  Sometimes even our managers are unaware of the impact they’re having on the success of the organization.  So how do you go about recognizing an expert.  Now, one of the ways that we do is through the use of tags.  Now, many of us with kind of social tools are familiar with the concept of tagging something like a piece of content.  You know, a sales presentation for the Acme Company might be tagged in Sales and then the word Acme.  But tags can also be applied to people.  For instance, I mentioned earlier that Laura knows a lot about healthcare.  Let’s say I’m on a conference call with a healthcare customer and I discover Laura.  She’s presenting her ideas and I recognize that she’s really an expert in this area.  Our culture has it for me to go to Laura’s profile and I tag her with the word “healthcare”.  Now it’s likely others may have already tagged her as well, in which case my tag is just another endorsement of her expertise.  And what’s interesting, Laura is made aware of this tag when this tagging takes place and she can remove any that she feels are inappropriate.  For the most part, tags are a way for people to recognize your knowledge.  And by the way, Laura also likely to participate in our healthcare community where she might post blogs about her experiences and observations.  She might also post files on the social network on the topic which she’s tagged as being related to healthcare.  All of these factors contribute to our ability to recognize Laura as an expert on healthcare.  And by the way, the more Laura’s files and social contributions are downloaded, they’re liked, they’re commented on—the more leverage she is as an expert, that brings us actually to our next point—building trust.
Everyone has an opinion, and everyone is entitled to their opinion.  The problem is that many people’s opinions may not be based on any particular level of experience.  Now, I love being in a social business because I really enjoy seeing the insights of people we consider on the fringe.  Their perspective to me is very creative and it’s often a catalyst to bring about a new idea.  But on many occasions I’m looking for a direct answer—some sage advice that’s going to help me in some particular situation, and for that I want an expert.  Now, expertise is one of those things that isn’t achieved instantaneously—it’s a long process.  And for some time I’ve kind of used this acronym “pact”, P, A, C, T to describe the process.  And a pact by definition is an agreement or some compact between two or more parties or nations for their mutual advantage.  It’s kind of a win-win situation.  So if you look at the word pact P, you must first become a person of interest, okay?  People have to know you, who you are, and why they should invest any time in getting to know you.  So that’s the first one, you’ve got to get people’s attention—you’re a person of interest.  The A is next you become an associate.  People, once they find you, they may want to add you to their network, they may want to follow you.  They may begin to feel comfortable with you and your expertise, which brings us to the next part which is C.  That’s when you become a credible source.  So this is where people begin to look for you for specific views and opinions.  They begin to value your ideas but then, and only then, can you achieve what is the final part which is T where you become a trusted advisor.  This is the highest level, okay?  And this position is reserved for true experts.  This is when you’ve proven yourself to be interesting and relevant and (inaudible @ 0:42:09) trust to be essential—to be essential to your customer, essential to your network of people.  And to get to this point you’ve got to gain trust, you’ve got to gain respect.  You’ve got to be sincere.  You’ve got to be truthful, dependable.  You’ve got to be knowledgeable, okay?  And this trust can take a long time to build, and it can also take no time to destroy.  If you’re just dishonest or rude or devious, that can destroy things in an instant.  For this reason experts should be known by their network, by those who trust them, which bring us to our next point—finding expertise.  How do you find them?  

So if you have a lot of experts in your organization, they’re probably experts in areas that you didn’t even know there were areas.  I think it’s interesting, while serving as a Secretary of Defense for U.S., a guy named Donald Rumsfeld once said, “There are known knowns—things that we know that we know.”  And then he said, “There are known unknowns, that’s to say there are things we know that we don’t know, but then there are also unknown unknowns.  These are things we don’t know we don’t know,” which I love that because every day I find experts I didn’t know and ideas I wasn’t even aware of.  Let’s say you find yourself in some new territory, it’s a new project or a new topic and you have a need to find an expertise in your organization.  You might not even know enough to formulate a good question.  Where do you even start?  Now, because you don’t know them doesn’t mean they don’t exist, so by leveraging a social business system like ours, your experts are ready and available to be discovered.  Just like in our previous section where we talked about knowledge, you might search for knowledge and you could similarly search for an expert.  Because we use our own technology within IBM, I have a number of ways to find expertise.  All of them leverage our social system.  For instance, on our corporate internet there’s a search bar at the top for me to find content, ideas and even people.  If I’m looking for someone, let’s say, in California who can assist me with some project that uses Java, for instance, I would just enter the words “California”, “Java”, and maybe the word “architect” which takes me to the profile of an architect on the West Coast who’s perfect for this need.  And after all, it’s not just about finding the person either.  A lot of the value in an expert is their reputation.  What have others thought of their work and their assistance?  I mean, using a social system, I can easily access a person’s file, their posts, their comments, etc.  And from there I can see how their ideas were received and valued by others.  Their credibility is available to me.  I mean, if you want to think about the way you…  Say, you find a book and purchase online.  I mean, you do a search and you find a book; you look to see who the author is, are they an expert?  But almost immediately our eyes go to the review section.  How many times have you looked for a book and upon reading the reviews you decide to purchase something else or to go with some other reader’s recommendations?  Similarly, the value of an expert can be determined by the recommendations of others.  And the last thing you want to do is, if you’ve got experts and they have good information you want to preserve their expertise.  Your experts, as you can imagine, are probably some of your most busy people, so whatever you do it needs to be easy for these people to contribute their ideas and offer their expertise.  It needs to be part of their normal work.  They need to access this from their normal business functions and applications, so it’s important that your experts don’t see this contributing of their expertise and their knowledge as something else they have to do.  They already have enough to do.  And if you do this right, if you embed this within your intranet, if you embed this within your portal, if you embed this within your communication systems like your email systems and inside of your browsers, if it’s done right your experts will end up being your biggest champions for your social business efforts because they will receive the largest benefit from it.
Now, many companies today are facing an issue of an aging workforce.  I’ve heard it sometimes referred to as the “silver tsunami”.  I was with a company recently who shared that more than 40% of their employees were going to be retiring in the next five years, okay?  So their challenge, like yours, might be to gather and preserve the expertise and knowledge before it walks out the doors.  If you put in a social business solution and do it now you can begin to capture the conversations that are very rich in knowledge and expertise.  At IBM we’ve been using this concept for quite some time.  We have individuals in our organization that are known as Distinguished Engineers.  Now, these are the people at the top of the expert heap.  Now recently one of our very Distinguished Engineers, she retired.  And what’s interesting is, when she retired her profile, her one profile presence, it went grey yet all of her content, what she created, her opinions, her comments, all of that is still available to us and still very valuable and used.  I mean, even today when I’m looking for something of value, I may find some content that she created and commented on, and that’s a value to me.  Now granted her expertise may wane over time, but for now her knowledge has been preserved and it’s available for those of us who still want to leverage her expertise.  So the next time you have some nagging question and you’re having difficulty finding the right person, think about how you recognize your experts.  How do you go about building trust?  How do you find them and how do you actually preserve their knowledge, and hopefully you’ll remember this discussion we’ve had about how your business would benefit from being able to locate expertise via a social business system.
So now I’d like to pass this back over to Laura, our host, for the final portion of our webinar.

Laura Wolf:  Thanks Louis.  Appreciate it.  So what we thought we’d do now is I kind of wanted to just throw out a question to each of you.  You each have experiences working with many, many customers as they began their journey down this road with social technologies.  So, Michael, I’m going to ask you and Louis the same question and that is, what are some best practices that you would share with our audience and participants here on how to get started?  Michael?

Michael Fauscette:  Sure, thank you.  You know, one of the things that I see really often when I talk to companies that are using tools where they’re trying to get things going, and it actually comes up in surveys a lot too, is the how do we get people to use it, or how do we get people to use the new tool, or how do we get some real benefit out of it.  And I think there’s a couple of things around an enterprise social network that you really need to think about.  First of all, it’s not just about the technology, so you can’t just install the technology and hope that people are going to stumble across it and use it, because they really have to understand what’s in it for them, so why is it that you want people to participate and get them involved.  Do you have executives using the system?  Do you have critical information in the system?  Is there a real benefit for my job?  Is it something that I’m incented to do versus dis-incented to do.  A lot of companies have incentives that are really counter to a collaborative culture.  They’re very competitive individually.  All those things kind of really play into adoption.  But also remember that it’s not technology, it’s a processing culture too.  Technology you can install, but culture you can’t just install.  It’s a change management process that takes time.  So when you implement these tools you really have to have a whole plan around it.  How am I going to change the behavior, incent the right behavior, get people involved, because it’s a funny thing.  In a network, the network’s more valuable—the more valuable the network is because more people use it, right?  So the only way I’m going to use it is if other people use it and that’s kind of a catch-22.  So you’ve got to draw people in to get value out of it, and then that’ll draw more people in.  Those are the things I think about, and like I said, I particularly think the idea that it’s both culture process and technology and the change management plan around that.  That can really be successful driving change through an organization.
Laura Wolf:  Thank you Michael.  Louis?

Louis Richardson:  Yeah, and to follow on what Michael said, because this is so…  Well, first of all, the technology piece is important.  If you have the wrong technologies, and I think Michael alluded to the fact that people are implementing these little silos of social.  Sometimes there’s niche vendors out there that do one piece of this and not all pieces of it and as a result you end up with pockets of over here is our conversation and over here is our content and over here is our wikis and blogs or whatever, and that just becomes more of a silo issue again.  You really need to consider how you put all this together and how it’s melded all together because it’s so important for you when you go searching for this or when you go using it, you don’t have to think about, gee, where am I going to put this?  Am I going to put this on a blog or a wiki or an activity, or am I going to put it as a post in the community?  If you know that all those things are tied together such that if anyone looks for it they can find it no matter where it’s at, then you win.  And if you’re still using silos and so forth, then you’ll find some issues there.  The other piece of this is, because it’s a cultural thing it needs to be sponsored by someone in the organization who has some cultural significance or influence.  Someone at a management level who’s going to say, “We believe in this.  We are a family as a company and we want to share our ideas, and we believe that you as an individual is an important person and so we want to know your ideas and we want to hear your opinions.”  And as you reward that culture, as you acknowledge it, as you don’t go around it and discourage people from posting or embarrass them online, you have to maintain this level of trust and openness that encourages people to share their ideas, then you also will win from that.  You’ll have a more successful system.  And then lastly, a point I often make, it’s a subtle thing, but it’s kind of interesting how subtle things sometimes help. You know, don’t call the system by the system name.  For instance, our collusion is called IBM Connections, and I tell companies that we work with, do not install this and tell people it’s Connections and say we’re going to go put this in Connections, because that’s a technology.  You want to give it a name of something that’s a cultural standing for you.  We’ve had people call it their Knowledge Bank or their Insight, or whatever it is, but it’s a word.  It’s a part of a launch where you don’t, as Michael said, you don’t install it, you kind of launch this new culture, and then people can talk about it.  They can say, “Hey, that was a great presentation this morning.  Did you put that in the Knowledge Bank?”  In other words, did you put that in our place where we have our culture.  So again, just keep the technology discussion off to the side, understand that it’s there and it’s important, but really look to how you’re going to change the behavior and the working environment that people work in.  And actually, Laura, I mentioned you a couple of times in this presentation.  You’re not slouch to this. You’re out with customers every day.  What are some of the things you’d recommend?

Laura Wolf:  Yeah, thanks, Louis.  Yeah, so some of the ones that I would kind of recommend is, make sure you’re integrating it where people work.  We all work in different places, and Louis and Michael kind of alluded to this as well.  If it’s just another tool or technology where people have to go, they’re not going to do it.  So, you need to integrate it in those places where people work a lot—inside of their email, inside of that document repository, inside of their business applications where they work, right?  So that’s kind of the first one.  And I think the second one is, make sure that you’re tying it to a business initiative or a business process.  You know, don’t just have it be there for the sake of being there.  And I think my third one is—because you all did such a great job of talking about all of these—but my last one would be around content.  And that was one of Michael’s three Cs earlier, and content is king.  So, whether you’re driving content and people into this…  and when I say “content” it doesn’t necessarily have to be a document or a physical, you know, it could be a best practice.  It could be a reward and recognition.  But those are the reasons that people will come to the system.  And so content is king and I kind of always equate that to, you know, I can hype something up and advertise a great store, and you might get me in there one time, but if I get there and the shelves are empty, I’m probably not going back.  So, I think you have to give people a reason to go.  And I think that’s about it.  Any other comments from Michael or Louis?
Louis Richardson:  I’m good.
Laura Wolf:  If not, okay.  Great.  I appreciate you both participating today.  Very interactive, very great content.  And for everybody participating on the phone with us, I’d like to thank you today for participating and for taking time out of your day to hear this exciting message.  And I wanted to let you know that you’ll be receiving—probably in about 48 hours—a PDF version of today’s presentation.  And with that, I’m going to conclude and wish you all a great day.  Thank you everyone.
