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1 Introduction  
 

Implementing an enterprise-wide software tool, such as Intelligence2day® 

Enterprise, is an intensive project affecting many people as well as many 

different work processes. In order to maximize the business value of the project 

and minimize the organizational risks involved, it is advisable to approach the 

task following a structured and well tested process. With over 15 years of 

experience, Comintelli® has carried out a large number of projects and collected 

a significant portfolio of best practices insights. The purpose of this White Paper 

is to describe the project process for Intelligence2day® Enterprise 

implementations, based on such best practices. 
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2 Project Organization 
In an Intelligence2day® Enterprise project, dedicated employees from both the 

supplier and customer need to be involved. Their roles and responsibilities must 

be clear from the beginning.  

 

The overall responsibility for leading this process lies on the Supplier’s Total 

Project Manager and the customer’s Project Manager. 
 

    

Supplier roles 

● Total Project Manager  

● Design Specialist 

● IT Project Manager  

 

 

Customer roles 

● Project Sponsor 

● Project Manager  

● IT Responsible 

● Project Team 

 

While the respective responsibilities of the Supplier’s participants will be self-

explanatory in the following chapter, the Customer should assign project 

members as described below. 

 

The Project Sponsor 

The key to a successful software implementation is top management support. 

Any new tool that is introduced among employees will require some sort of 

change in behavior and working patterns. Unless such change is clearly supported 

and expected by senior executives, the project runs a severe risk of not 

attracting sufficient engagement for it to become successful and thus generate 

the expected returns businesswise. A motivated Project Sponsor is therefore 

highly recommendable. This person should be a senior executive who acts as the 

spokesperson for the project and who has the overall executive responsibility for 

the long term business success of the project.  

  

The Project Manager 

The Customer Project Manager is the key counterpart to the supplier’s Total 

Project Manager and, as such, in charge of all internal planning and 

implementation matters. He or she will ensure that all the necessary actions to 

drive the project forward are executed and will serve as the point of contact to 

the Total Project Manager. He or she will be responsible for ensuring that the 
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project progresses as planned, and will ensure to delegate responsibility for all 

action points, such as coordinating various project status review meetings and 

setting up the required IT-environment at the customer’s site.  

 

The IT Responsible 

The IT Responsible contact person handles all technical issues on the Customer 

side, including for example Single Sign On, potential integrations, network 

connection and potential server hosting. This primarily applies to projects where 

the solution is hosted on customer premises, but also if a cloud delivered solution 

is to be integrated with internal systems such as SharePoint, LAN drives or other 

environments. 

 

The Project Team 

The most successful implementations are those that are carried out by an 

engaged project team. These are 5-10 of the core users of the system, who have 

been selected as the team to support the introduction and release of the system. 

These users should recognize that they are part of a development project and 

thus be prepared to evaluate and generate input to the project with regards to 

structures, content and usability.  

 

After system release, it is the project team members who will be the “key 

ambassadors” for the full scale roll-out in the organization. Therefore, it is 

important that these project members come from different parts of the 

organization and that they have different perspectives on the forthcoming usage 

of the system and how it is intended to support the daily business activities of 

the organization. 
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3 The Set-Up Project Process 
The Intelligence2day® Set-up Project is undertaken in six modules, as shown 

below, and it all commences with the Project Start-up meeting. 

 

 

3.1 Project Start-up meeting 

First and foremost, each project starts with a two-day on-site meeting at the 

customer’s location. This project start-up meeting is one of the most crucial 

parts of the project. It encompasses a master planning session for the project as 

well as workshops to kick-start all parallel modules. During the planning session 

the Total Project Manager, together with the Customer Project Manager and his 

or her team (when applicable including IT), discuss and review all the steps of 

the forthcoming project as well as all action items that need to be performed. A 

key point on the agenda is to revisit the customer’s original purpose of the 

system investment, to ensure that all expectations are aligned prior to project 

take-off. The result is compiled into an action list with clear responsibility 

assignments, and is then used as basis for discussion during the weekly project 

meetings.  

 

During these two days, the Project Governance, the Mapping, the System 

Initiation and Configuration and the Training Modules (as described below) are 

started. The foundation for the project will be set and the outcome is the 

following four draft specifications: 

 

● Taxonomy Specification (defines in detail the topic map and 

classification automation rules/algorithms for guided search and 

analytics)  
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● Source Specification (defines in detail which sources that are to be 

connected for automatic content retrievals, both external and internal) 

● Design Specification (defines in detail dashboard design, user and role 

management, access rights etc.) 

● IT Specification (defines in detail any integrations and/or migrations if 

applicable, graphical design specifications, corporate identity 

requirements etc.) 

The final session of this onsite meeting is to agree on a project time plan in 

which each of the critical action points will be identified and planned, in order 

to enable a system release on the set date. 

 

3.1.1 Customer’s preparation for the Start-up meeting 

Due to the amount of topics that will be covered during the start-up meeting, it 

is recommended that the Customer prepare by conducting interviews with 

multiple users of the forthcoming system, in order to have enough information to 

clearly define the configuration of Intelligence2day®.  During such interviews, the 

interviewer should seek to uncover and understand user specific factors that will 

serve as input to the start-up meeting workshops. The following is a non-

exhaustive list of questions that may be covered during the interviews. 

 

 

1) How individuals and communities work with strategic information today? 

a. How is it collected? 

b. How is it stored? 

c. How is it shared? 

d. How is it analyzed? 

2) What information is needed to make strategic decisions within the 

organization? 

3) What information/insights is produced based on collected information? 

4) How individuals connect to desired expertise today and how they would like 

to do that after the system is released.  

5) Review of current and desired sources, both internal and external. 

6) How do users wish to use the system for sharing, reporting and analysis 

purposes?  
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Often some of these persons are the early adopters of the new system and 

important influencers in the process as well as the customer’s project team. 

Consequently, these interviews are both information collection exercises and 

expectation  setting exercises. Setting expectations at the right level is 

important for a successful software implementation. Therefore, having a clear 

system purpose to communicate to the users will greatly assist the launch of the 

system. This will allow the users to understand what is expected from them, and 

what they can later expect from the system.  

 

The information collected during the interviews (including background 

information such as key companies, markets and regions, products etc)  is to be 

sent to the Supplier’s Total Project Manager for review in preparation for the 

start-up meeting, to be used as input for the creation of the draft taxonomy and 

design. 

 

 

3.2 Project Governance 

 

The Supplier’s Total 

Project Manager will 

administer and manage 

the project from start to 

finish, to ensure 

successful completion. 

The main role of the Total Project Manager is to support the Customer Project 

Manager with advice on how to most successfully complete the project. The 

Total Project Manager will lead the project start-up meeting, participate in all 

timeline critical meetings, be responsible for updating time plans and actions 

reports and producing documentation. Throughout these meetings, the Total 

Project Manager will highlight what is most important for the Project Manager to 

address and follow up on. 

 

As part of the Project Governance, the Total Project Manager will oversee all 

project quality issues. As a minimum, the Total Project Manager and the 

Customer Project manager will meet (via web meeting) on a weekly basis for 

planning and follow-up. 
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3.3 Mapping 

The Mapping module 

contains all activities in 

which the Customer’s 

requirements are mapped 

and specified in 

preparation for the system 

configuration. The workshops are undertaken during the start-up meeting. 

Following immediately as a next step is the Review phase. 

 

 

3.3.1 Taxonomy Workshop 

The first workshop during the start-up meeting is the Taxonomy Workshop. The 

purpose of this workshop is to create a taxonomy (or topic map) that defines the 

key information requirements and areas to be monitored. The workshop is 

started by a short presentation on taxonomy development and taxonomy 

management, illustrated in Intelligence2day®. A draft taxonomy based on the 

customer’s preparation input is used as a starting point and a study case, in order 

to get the participants familiar with the concept of taxonomies and topics.  

 

During the remainder of the workshop, participants spend time going through all 

the 1st level topics and their 2nd level topics in order to agree on changes, 

deletions and additions to the structure.  

 

People to be invited to this workshop include: 

● Key Stakeholders 

● Producers and consumers of information 

● Decision makers 

● Subject matter experts 

 

The best results is obtained when a mix of the people/roles mentioned above is 

present during the workshop, somewhere between 6-10 people including or in 

addition to the project team. A taxonomy workshop takes between 4-6 hours 

After the workshop the results are summarized and this summary then becomes 

the starting point of the Topic Review, leading to the final Taxonomy 

Specification.  
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3.3.2 Source Planning 

The vast majority of all Intelligence2day® Enterprise systems involve automated 

retrieval of content from other sources. Such sources can be commercial content 

providers, RSS feeds, e-mails, newsletters or any internal content such as LAN 

disk drives, Microsoft SharePoint sites, Lotus Notes installation, Active Directory, 

automated feeds to and from CRM systems, intranet sites and so forth. All such 

integrations with regards to content retrieval, migration or indexing need to be 

covered. The Supplier and Customer will jointly make a plan for the connection 

of the identified information sources and make sure that they comply with 

Intelligence2day® standard content retrieval protocols. 

 

  

3.3.3 System Design Workshop 

The second major start-up workshop focuses on different ways of working within 

Intelligence2day® Enterprise. Depending on the customer’s defined system 

purpose different ways of working with, and setting up, the system are more 

suitable than others. Different use cases are essentially varying combinations of 

three system factors:  

● Roles – What the user can do in the system? 

● Access Groups – Who should have access to what information? 

● Dashboards – How should the information be filtered to meet the user’s 

needs? 

   

Based on experience, Comintelli has defined a number of suggested approaches 

to the system design, depending on different customer purposes and 

preferences. With the particular Customer’s project/system purpose in mind, 

Comintelli will initiate an open discussion around the pros and cons of each way 

of working, guiding the Customer towards the way, or combination of ways, that 

suits the Customer best. The outcome of this session is a draft Design 

Specification document. This document includes a listing of the roles, access 

groups and dashboards the Customer will start with upon release. After release, 

these can be revised and improved over time.  

 

 

3.3.4 IT Configuration workshop 

This workshop (if applicable) is usually held in parallel to the workshops 

described above. The supplier’s IT Project Manager,  together with the 
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Customer’s IT responsible, will discuss, and plan for, any forthcoming 

connectors, integrations, security requirements etc. that may become a part of 

the final configuration. In a cloud delivery project, IT involvement is usually 

limited but if the project involves e.g. on-premise installation and/or major 3rd 

party integrations, the IT representatives from both parties will be heavily 

involved to ensure that the IT environment is accurately prepared and 

implemented.  

 

Major systems to integrate with should have been specified already in the 

original project specification but can be further added, detailed and specified 

during the Mapping module. Project time needed for integrations depends 

entirely on the number of integrations and the complexity of the respective 

requirements. 

 

 

3.3.5 Review 

The review is an iterative process in which all outcomes from the Start-Up 

meeting are processed and refined jointly by Customer and Supplier until the 

four specifications for final configuration, described above, are agreed upon. 

During the review phase the initiated system is often used as a test bed for all 

these different iteration areas but at the end, when all specifications are ready, 

the system is completely reset and the final configuration is implemented.   

 

The taxonomy review covers the overall structure of the taxonomy that has 

been discussed. Thus, the objective is to send the taxonomy to subject matter 

experts and have them add the additional level of granularity, in addition to the 

key words for the classification rules used for the automatic classification of 

information in the system.  

 

The source review covers all sources, their connectivity and compatibility with 

Intelligence2day® Enterprise, in order to secure a common understanding of the 

Source Specifications. 

 

The design review is usually a rather short iteration, as most of the design 

matters tend to be concluded during the design workshop, but still, an iteration 

of the documents leading to the Design Specification needs to take place. 
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The IT review is often performed as a series of tests with regards to the 

integrations and configurations discussed and agreed upon during the IT 

Configuration Workshop.    

 

The outcomes of the reviews are the final Taxonomy Specification, the final 

Source Specification, the final Design Specification and the final IT Specification, 

which will be used to finally configure the system. 

 

 

 

 

 

 

 

 

 

 

 

 

All the steps and workshops in the Mapping module 

 

 

 

3.4 Initiation and Configuration 

 

The Initiation and 

Configuration module 

adapts Intelligence2day® 

according to the 

specifications developed 

during the Mapping module. 

 

3.4  

3.4.1 System Initiation 

Intelligence2day® Enterprise is made available to the Customer in a default 

version in accordance with the Customer’s License. This occurs prior to the Start-

up meeting, in order for the project to be able to use it use as a training tool as 
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well as a test-bed during the different workshops.  The Supplier will create the 

user accounts, access groups, system roles and permissions for the Customer 

Project team. 

 

3.4.2 The “draft system sand box” 

After the Start-up meeting, the system will remain in a status of a “draft system 

sand box” for some time as the review phase progresses (see above). Taxonomy, 

Design, Sources and other connectors will be iterated and tested until agreed 

upon in the final specifications. The next step is that the system will be reset 

and finally configured according to the four agreed specifications. 

 

3.4.3 Final Taxonomy Set-up 

The taxonomy will be cleared and the final taxonomy, as specified in the 

Taxonomy Specification, is installed and left as such until system release. 

  

3.4.4 Final Source Connection and Integrations 

The Supplier will connect information sources as specified in the Source 

Specification. The Customer is responsible for ensuring that all information 

sources do comply, or can be made to comply, with Intelligence2day® standards 

protocols. Depending on the scope of content to be retrieved into 

Intelligence2day® Enterprise, the connecting of such sources can take anything 

from a few hours to a week or more. 

 

As with the taxonomy setup, initial source connection starts after the system 

initiation, in order to provide the project team with a working staging 

environment. When the Mapping project has specified the final source list, all 

content will be cleared, the specified sources finally connected and fine-tuned 

and the system set to start retrieving content in preparation for the later 

release.    

 

3.4.5 Final Layout and Design 

The draft sand box system is delivered with a very basic adaptation to the 

Customer’s graphical profile and within the limits of Intelligence2day® 

Enterprise’s standard graphical variables. The system can, however, be finally 

designed according to many graphical specifications, if required. The Supplier 

will configure the system design (user interface and dashboards) according to the 

Design Specification. The Customer will provide the Supplier with all corporate 



                         

 

 

www.comintelli.com 

 
 Copyright Comintelli 2016 S-125-L    14(19) 

 

 

 
WHITE PAPER – Implementing Intelligence2day® Enterprise   

 

 

 

 

        

 

 

branding (e.g. logos, fonts, color palettes) required to create the agreed design 

and layout.  

 

3.4.6 Testing 

Following the steps above, the Technical Project Manager and the IT contact will 

carry out a final technical testing of the system, focusing on the functionality 

and operability of connections and integrations. Once they jointly approve that 

the set-up is technically completed, the Customer Project Manager and some 

core members of the project team will be asked to perform final operational 

readiness testing of the system. This team should focus on testing the compliance 

with the specifications developed during the Mapping module and take note of 

any deviances from the agreed functionality description. Should any such errors 

be identified, the Supplier will resolve these errors in preparation for system 

release. 

 

 

 

 

3.5 Customizations 

 

The Initiation and 

Configuration module 

always follows the path 

of non-customized 

private cloud delivery, 

until the testing phase is about to start. From that point in time, any potential 

Customizations are developed and, if agreed to be an on-premise installation, 

the system is migrated to the customer’s internal IT environment. This procedure 

normally involves an increase in IT communication and security matters. For that 

reason, it is recommended that customizations are done after the initial time 

and project plan. Separate Statement of Works (SOW) should be used to describe 

customizations that are required. 

All the steps in the Initiation and Configuration module 
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3.6 Handover to Support and System Release 

 

The final actions to be 

taken in the setup 

project are to ensure a 

smooth handover from 

the Supplier’s project 

organization to the 

Comintelli Support Center and to make sure that the system is successfully 

released to all users.  

3.5  

3.6  

3.6.1 Handover to Support 

When the set-up of the system is ready the system will be handed over to the 

Comintelli Support Center for continued maintenance and support. 

 

The Supplier will introduce the Customer to the process of System Maintenance, 

including support meetings and access to the Supplier’s web-based support 

system and Help Desk. Support meetings (usually web conferences), during which 

the support office runs checklists on the post project progress for the Customer, 

are initially held biweekly and as time progresses, less often. When the Customer 

feels that the comfort level of managing the system has become sufficient, 

support meetings might be held on a quarterly basis, but not less frequently. 

Comintelli support office will manage the scheduling of such meetings in order to 

make sure to be, together with the Customer, on top of any foreseeable change 

or issue, so that this can be addressed before it might become a problem.  

 

3.6.2 System Release 

System Release means that the system is made available to the first group of 

regular users and is fully operational (in accordance with the initial project 

specifications).  

 

The System Release is not primarily the end of the Set-up Project – it is, rather, 

the beginning of the business usage that should render the desired return on 

investments.  
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3.7 Training 

 

Training refers to all 

activities and deliveries 

during the project that 

are specifically aimed at 

building system 

competence and insights 

within the customer organization in general and within the project team in 

particular. It is Comintelli’s objective to teach the Customer all functionality 

within the system, so that the Customer has full ownership of the system.  

 

Training is thus the fourth module that commences during the Start-Up meeting 

and it will continue as an iterative process throughout the set-up project. The 

training module contains two defined components;  

● scheduled training sessions  

● documentation 

 

The majority of the training will focus on the different functions of the system 

and how to execute actions such as finding and sharing information, as well as 

setting up alerts and finding experts. 

 

Scheduled training will be delivered in short sessions during the full length of the 

project, most often in conjunction with the weekly project governance meetings.  

 

The Customer’s project team will be asked, prior to each session, to review one 

or more short videos presenting the functionality to be addressed in the 

particular session. In this way, each session becomes more of an interactive Q&A 

discussion. Further, the training process will not only convey administration and 

usage skills to the participants, but also serve as a check and alignment of 

expectations.  
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When finalized, the training will have covered the following areas: 

● System Configuration - This section deals with all the settings in the 

system and is primarily aimed for the forthcoming System Administrators 

● System Administration - Covers the more ongoing and regular  tasks that 

need to be addressed in the system, such as: 

• User Management 

• Topic Management 

• Feed Management 

● User Functionality Training - What functionality the end user will 

primarily use, such as how to find, share and distribute information. 

Focus will also be on how to teach the end users how the system works. 

 

During the training module only the project team will participate in the training 

sessions. The Supplier’s team will adopt a “train-the-trainer” approach, in order 

to make the project team ready to undertake internal training after the set-up 

project is finalized. 

 

There are a large number of documents supporting training as well as general 

knowledge of Intelligence2day® Enterprise. As part of the training module, the 

Supplier will provide access to, and guide the project team to the usage of, 

relevant system documentation such as manuals, help files, relevant whitepapers 

and case studies.  

 

The Supplier will share with the Customer any guidance available, or best 

practice material, to help support a successful long term launch plan for the 

system.    



                         

 

 

www.comintelli.com 

 
 Copyright Comintelli 2016 S-125-L    18(19) 

 

 

 
WHITE PAPER – Implementing Intelligence2day® Enterprise   

 

 

 

 

        

 

 

4 About Comintelli 
 

Comintelli is a leading provider of Information Access Software, with solutions for 

Knowledge Management and Competitive/Market Intelligence. Comintelli’s 

mission is to create order in information chaos by filtering information according 

to users’ specific needs. The company was founded in 1999 and is based in 

Stockholm, Sweden, with global representation through an extensive partner 

network.  

 

Customers include successful Fortune 1000 companies in more than 10 countries, 

such as AkzoNobel, Tetra Pak and UPM Kymmene.  

 

 

 

 

 

For more information, please contact: 

Phone: +46-8-663 76 00 | 1-800-485-6402 

E-mail: contact@comintelli.com 

Web: www.comintelli.com  

(Visit our Resource Center for more White papers and Cases) 
 

 

 
____________________________________________________________ 

 

Comintelli makes no warranties, either expressed or implied, in this document. 

Information in this document is subject to change without notice. The entire risk of the 

use or the results of the use of this document remains with the user. No part of this 

document may be reproduced, stored in or introduced into a retrieval system, or 

transmitted in any form or by any means or for any purpose without the expressed written 

permission by Comintelli. The names of actual companies and products mentioned herein 

may be the trademarks of their respective owners. 

 

 Comintelli AB. All rights reserved. 

 

  

mailto:contact@comintelli.com
http://www.comintelli.com/
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