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Executive summary 

ScaleWise places nearshore associates into client operations. Those associates face a recurring problem 

that has nothing to do with their ability: the knowledge they need to do the work well is scattered, 

partly undocumented, and locked inside the heads of people who are hard to reach. 

A support associate spends a meaningful share of every day searching product documentation for 

answers. An account manager inherits customer accounts with no reliable record of what was built, 

what is actually being used, or what was promised. Both problems get solved the slow way, by asking 

somebody or by working through far more material than the question requires. 

In the engagement described here, associates report that a single non-obvious answer takes anywhere 

from five to thirty minutes to locate, depending on the complexity of the question and how hard it is to 

find the information. That figure is anecdotal and self-reported rather than measured, but it is also the 

number that makes the case: an associate answering ten questions a day is spending a substantial part 

of the working week looking rather than doing. 

We designed, validated and deployed a knowledge layer to address this. It has two parts. Associates ask 

questions conversationally and get answers grounded in a defined set of sources, with citations they can 

verify. And the operational knowledge they generate gets captured into a structured record as a 

byproduct of work they already do, rather than as documentation homework nobody has time for. 

The most useful finding was that the largest component did not need to be built at all. 

The conventional approach is to copy the client's documentation into a knowledge base. We tested 

reading it live instead, at the moment the question is asked. This removed the single largest 

maintenance burden in the project and eliminated an estimated several hundred hours of initial 

curation, along with an indefinite ongoing upkeep commitment. 

Three rounds of testing were run before deployment, using real work as the input. All passed, including 

the failure cases that are most expensive in practice: fabricating an answer when the documentation is 

silent, and applying knowledge from one account to a different one. The write path was demonstrated 

end to end using a real handoff meeting transcript. Only then was the system put into daily use. 

The recurring cost is two commercial software subscriptions per associate, totaling thirty dollars per 

associate per month on annual billing at the time of writing. There is no custom software, no 

infrastructure, and no integration project. 

This document explains the design, the reasoning behind the decisions that matter, what was verified 

and how, and what remains unproven. 

The operational problem 

The engagement behind this case study places two ScaleWise associates with a business software client 

whose product is deep, highly configurable, and heavily integrated with other systems: one in technical 



  

 
 

3 

support, one in technical account management. Both sit inside larger client departments performing the 

same roles alongside the client's own staff. 

That arrangement is why the system was developed here first. The associates are ours, which means the 

design could be built, broken, and rebuilt against real work without asking a client to absorb the 

disruption of an experiment. At the same time they are not working in a sandbox. They carry live queues 

and live accounts, and they face the same conditions as everyone else in their departments. 

Two people is a small sample, and that is the point. It is small enough to observe closely and correct 

quickly, and representative enough that what holds for them should hold for the wider team. If it 

survives sustained use at this scale, the intent is to extend it to the client's own staff in the same roles, 

and from there across the department. 

Their problems turned out to be almost opposite, which was the first useful finding. 

The support associate: finding the answer 

Her work involves diagnosing issues with customer integrations, which means she frequently needs to 

know how the product is supposed to behave in a specific configuration. 

The answer almost always exists. This client is not a company with poor documentation. They employ a 

team dedicated to maintaining a public knowledge base, and that team has been productive: the site 

holds many hundreds of articles spanning every area of the platform and a good deal of the business 

process around it. By the usual measure, this is a documentation success story. 

The problem is that volume created a second problem that volume cannot solve. Cataloguing that many 

articles has produced an organizational structure that even tenured agents struggle to navigate. A 

keyword search commonly returns dozens of results, and there is no reliable signal about which of them 

contains the answer. The associate opens them one at a time, hoping the answer is in the first rather 

than the last. 

The information is all there. Finding it is the job, and the job takes between five and thirty 

minutes per question. 

A simple question resolves near the low end. A question requiring the associate to reconcile several 

articles, some of them years old, runs toward the high end. Neither is a failure of effort or ability. It is 

the arithmetic of a large, imperfectly catalogued corpus. 

When we asked what would help her most, her answer reshaped the design. We had assumed she 

needed a record of past solutions to recurring problems. She told us problems rarely repeat. When they 

do, it is almost always a platform bug that leaves her queue entirely. What she actually needed was a 

fast, reliable answer to how the system is supposed to work, without reading five articles to find it. 

The account manager: knowing what he inherited 

His problem was not knowledge at all. It was missing information that no one had written down. When a 

delivery team builds integrations for a customer and hands the account over, the account manager 



  

 
 

4 

inherits a configuration he did not design. Sometimes nothing was written down. Sometimes it was, in 

an ad hoc format that takes as long to interpret as it would to ask. And sometimes it sits on the local 

drive of the person who built it, where nobody else can reach it. He learns them by asking, or by getting 

something wrong first. 

He described a common pattern: a delivery team builds four integrations, he might help them build a 

fifth one, and a year later only two are in use. Nobody records that. The gap between what was built and 

what is actually used is invisible, and it is directly relevant to whether the customer renews. 

Why this matters commercially 

Both problems convert directly into cost. Time spent searching is time not spent resolving. Time spent 

chasing colleagues for account context is time not spent on the account. And an account manager who 

does not know what a customer actually uses cannot have a credible conversation about value at 

renewal. 

How organizations handle this today 

Before describing what we built, it is worth being accurate about what it replaces. Organizations tend to 

sit in one of two states, and they have different problems that are easy to confuse. 

State one: documentation has not kept up with growth 

This is the more common state, and it covers most companies from startup through the climb into mid 

market. Knowledge lives in the people who have been there longest. What is written down was written 

in a hurry, by different people, in different formats, in whatever tool was convenient that quarter. Some 

of it is in a wiki, some in shared drives, some in a chat thread somebody remembers, some in an 

attachment on an old ticket. 

The failure mode here is not that the answer is wrong. It is that finding it costs more than asking a 

colleague, so everybody asks a colleague. The organization runs on interruption. A handful of tenured 

people become permanent bottlenecks, and their availability sets the pace of everyone else's work. 

Onboarding takes months longer than it should because there is no path to competence except 

proximity to those people. 

Work accelerates faster than documentation discipline, and the gap compounds. These organizations 

usually know they have the problem. What they do not have is a version of the fix that survives contact 

with a busy quarter. 

State two: documentation kept up, and findability did not 

The second state is what the client in this case study reached. They invested in documentation and it 

worked. The material exists, it is maintained, and a team owns it. 

The failure mode is different and less intuitive. The corpus grew past the point where its own 

organization could carry it. Search returns too much. Nothing distinguishes the current article from the 
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superseded one. Retrieval time rises with corpus size, so the better the documentation effort performs, 

the worse the retrieval experience becomes. Success produced the problem. 

Organizations in this state are also the ones most likely to be building something like the system 

described here, and this is where the modern version of the mistake happens. The instinct is to copy the 

corpus into a new knowledge base and put a conversational interface on top of the copy. That approach 

fails for reasons covered in the next section. 

Why the distinction matters 

The two states need different first moves. An organization in state one does not have a retrieval 

problem yet; it has an authorship problem, and the priority is capture. An organization in state two does 

not need more documentation; it needs a better path into what already exists. 

Most organizations contain both at once, in different departments. Diagnosing which one a given team 

is in, before choosing what to build, is the single highest-leverage decision in a project of this kind. 

Why the obvious approach fails 

For organizations in state two, the default design is well known: gather the documentation into a 

knowledge base, put a conversational interface on top, and ask people to log what they learn. It fails for 

two predictable reasons, and both were designed around. 

Failure one: the mirror rots 

Copying a client's documentation into a knowledge base creates a second copy that begins drifting from 

the source the moment the source changes. Every product release makes the copy less accurate, and 

nothing signals which entries went stale. 

This is worse than it sounds. A knowledge base that is merely incomplete makes people ask elsewhere. 

A knowledge base that is confidently wrong makes people act on bad information. And because the 

copy inherits every error in the original while adding its own drift, the mirror can only ever be equally or 

less accurate than the source. 

A mirror can be more stale than the source. A live read never can be. 

How severe this is depends entirely on the client's release cadence, and that qualification matters. 

In the engagement described here, the client ships platform updates on a roughly monthly cycle, with 

release notes published alongside them. Configuration screens move, options are added, behaviors 

change. A documentation mirror in that environment starts degrading within weeks and has no 

mechanism to tell anyone which parts degraded. Over a year, the copy quietly becomes a liability rather 

than an asset. 

That is not universal. An operation built on stable procedures, where a document might be revised once 

or twice a year, faces a much weaker version of the same problem. There, mirroring is a defensible 
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choice and the maintenance burden is real but manageable. The rule is not that mirroring is always 

wrong. It is that mirroring cost scales with the source's rate of change, and that rate should be measured 

before the decision is made rather than after. 

What reading live actually means 

Rather than importing the corpus, the system queries the client's live documentation at the moment the 

associate asks the question, reads what it finds, and answers from it with citations. 

This addresses the findability problem directly rather than working around it. The associate's difficulty 

was never that the answer was missing. It was that reaching the answer required opening a dozen 

candidate articles and reading each one to decide whether it applied. The system does that reading, and 

it does it across all the candidates rather than in the order a search engine happened to rank them. 

The practical difference is between a search result and an answer. A search returns a list to evaluate. 

The system returns the answer with the article it came from, so the associate reads one thing to verify 

rather than a dozen to find. Associates report this reduces a five to thirty minute task to a few seconds 

of retrieval plus a minute or two of reading. 

Retrieval was accurate and citations were verifiable in testing. The entire maintenance burden of 

keeping a documentation copy current does not exist, because there is no copy. 

What remains is a thin correction layer: a small database recording the specific places where the client's 

own documentation is wrong, outdated, incomplete, or silent. These corrections are checked first and 

override the source when one exists. In practice this is a handful of entries rather than hundreds, and 

each one is a genuine finding rather than a transcription. It also accumulates into something the client 

does not otherwise have, which is a list of the specific weak points in their own documentation. 

Failure two: capture that depends on discipline 

The second failure is asking people to document things as a separate task. It works for about three 

weeks. Then a busy week arrives, logging is the first thing dropped, and the knowledge base quietly 

becomes a historical artifact. 

This is the failure that defines state one organizations, and it is why they stay in state one. Every attempt 

to fix documentation by asking people to write more documentation runs into the same wall. 

The design rule we applied is that capture must sit inside work the associate is already doing, or it will 

not happen. Two mechanisms came out of this. 

The account manager already sits in meetings that produce transcripts. Rather than asking him to write 

notes afterward, he pastes the transcript and the system proposes structured records for his review. He 

confirms or corrects, and the records get written. The effort is review rather than authoring, which is a 

different order of magnitude. 
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The support associate already documents resolutions to close her work. The structure was designed to 

match how she thinks about a problem while solving it, rather than imposing a documentation schema 

she would have to translate into. 

The design 

The system has two sources and a set of rules governing how they interact. The rules are more 

important than the storage. 

Two sources that are never interchangeable 

The first source is the client's own product documentation, read live. It answers how the product is 

supposed to work. 

The second source is a structured knowledge base holding what the documentation cannot: which 

customers exist, how each is configured, what integrations they run and whether those are actually 

used, what has happened on the account over time, and how specific problems were resolved. 

These answer different questions and are never blended. Every answer states which source it came 

from. An associate reading a response knows whether they are being told a documented fact about the 

product or an observed fact about one customer, and those carry very different authority. 

The contamination rule 

The single most important rule in the system is that neither source may be used to fill gaps in the other. 

A fact about one account is never evidence about the product. If one customer runs an hourly sync, that 

says nothing about the product's defaults or limits. Conversely, documentation is never evidence about 

an account. If the documentation describes a default configuration, that does not mean any particular 

customer uses it. 

This sounds obvious and is the easiest rule in the system to violate, because a blended answer reads as 

more complete and more confident. It was tested directly and it held. 

State and history are separated 

Records describing what is true right now are kept separate from records describing what happened. 

Account and integration records hold current state and are overwritten as things change. Engagement 

history and resolved cases are appended and never edited. This preserves the evidence trail while 

allowing the current picture to stay accurate, and it means the question of what has happened on this 

account over the past year can be answered rather than reconstructed. 

Structure that reflects the operation 

Five databases, with relationships between them: 
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Database What it holds 

Accounts Current state per customer: configuration identifiers, stakeholders, and 

the peculiarities an associate should know before touching the account. 

Integrations One record per integration. Technical health and actual usage are tracked 

as separate fields, because an integration can be perfectly functional and 

completely abandoned. 

Touchpoints Dated history of engagement events: handoffs, reviews, escalations, 

working sessions. What was discussed and what concretely changed. 

Resolution Records How a specific problem was diagnosed and solved, with the conditions 

under which the fix applies. Appended, never edited. 

Documentation Corrections Where the client's own documentation is wrong, outdated, or silent. 

Checked first and overrides the source. 

 

Two field-level decisions are worth calling out, because both came from listening rather than from a 

template. 

Separating technical health from actual usage came directly from the account manager's observation 

about integrations that were built and later quietly abandoned. A single status field would have hidden 

exactly the signal that matters most for renewal. 

Every resolution record requires a conditions field describing the scope of the fix. A solution recorded 

without its limits will eventually be applied where it does not belong, and that is a more expensive 

failure than having no record at all. 

How this is built 

The implementation uses two commercial products, both configured rather than customized. No 

software was written. 

The two components 

 

Component Product Role 

Interaction and 

reasoning layer 

A commercial large language model 

assistant, on a shared team 

workspace 

Receives the associate's question, 

decides which source it needs, retrieves, 

and answers with citations. Also 

performs structured extraction when an 

associate submits a transcript or notes. 

System of record A collaborative workspace platform 

with relational databases 

Holds the five databases. Human 

readable and human editable, so it 
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Component Product Role 

remains usable and auditable 

independently of the assistant. 

Product 

documentation 

The client's existing documentation 

site 

Read live at query time. Not copied, not 

hosted, not maintained by us. 

 

The behavioral rules described in this document, including source routing, the contamination rule, 

citation requirements, and the propose-before-writing sequence, are configured as standing instructions 

that apply to every conversation in the workspace. They are not typed by the associate and do not 

depend on the associate phrasing a question well. 

Why a general assistant rather than a purpose-built tool 

The reasoning and retrieval work is done by a general model operating under constraints, rather than by 

custom software. This was deliberate at this stage. It means the design can be revised in an afternoon by 

editing instructions rather than in a sprint by changing code, which matters while the structure is still 

being learned. It also means the recurring cost is a subscription rather than a development budget. 

The tradeoff is that a configured system has a ceiling. It cannot be embedded into another product, 

integrated into a ticketing workflow, or handed to a client as an application. Those are reasons to 

eventually build, and they are addressed in the roadmap. 

One question, one conversation 

An operating rule worth stating explicitly, because it comes from prior experience rather than from 

theory: each question or case is handled in its own separate conversation. 

Conversational systems carry context forward within a conversation. That is usually a feature. In this 

application it is a hazard, because carried context is exactly the contamination the design is built to 

prevent. A conversation that begins with a question about one customer's configuration and then moves 

to a general product question has already placed that customer's specifics in front of the model as 

apparent context. The answer that follows may be subtly shaped by an account that has nothing to do 

with the question. 

The rule is therefore that a new question means a new conversation. It costs the associate one click and 

it removes an entire class of error that would otherwise be difficult to detect, because a contaminated 

answer looks exactly like a correct one. 

This is also why the testing described later was run cold, with each question in a fresh conversation and 

no follow-up prompting. Testing under conditions gentler than real use produces results that do not 

transfer. 
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What this costs 

The recurring cost is two per-seat subscriptions per associate. Prices below are list prices in US dollars as 

of August 2026 and are subject to change by the vendors. 

 

Component Annual billing Monthly billing 

Large language model assistant $20 / seat / month $25 / seat / month 

Collaborative workspace platform $10 / seat / month $12 / seat / month 

Total per associate $30 / month $37 / month 

 

On annual billing that is $360 per associate per year. There is no license for the documentation, because 

it is read from the client's public site rather than hosted. There is no infrastructure, no database hosting, 

and no integration middleware. 

What the number does not include 

License cost is not total cost, and a document that implied otherwise would be misleading. 

There is an initial design effort: understanding how the associates actually work, defining the structure, 

and writing the operating rules. In this engagement that was a matter of days rather than weeks, but it 

is real and it requires someone who can interrogate an operation rather than just configure a tool. 

There is a smaller ongoing effort: recording documentation corrections as they are discovered, and 

revising the structure as gaps surface. This is measured in a small number of hours per month and it is 

not zero. 

The arithmetic 

At $30 per associate per month, the recurring cost is recovered if the system saves on the order of one 

to two hours per associate per month at typical loaded labor rates for this kind of role. 

Set against a self-reported baseline of five to thirty minutes per question, that threshold is reached by a 

handful of questions per week. The purpose of stating it this way is not to claim a return, which has not 

been measured, but to show that the threshold is low enough that precision is not required to make the 

decision. 

What was tested, and what happened 

Everything in this section describes testing carried out before the system was put into service. The 

purpose was to decide whether the design was sound enough to deploy at all, and the associates 

continued working as they had while it ran. 
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Three rounds were conducted, using real work as the input in every case. Pass criteria were set before 

any results were seen. The rule agreed in advance was that failure in any round would send the design 

back rather than proceed with known weaknesses, on the basis that a system associates learn not to 

trust is harder to fix than one that was never deployed. 

Round one: can it answer product questions reliably 

The support associate wrote twenty-five questions she had genuinely needed to research, from 

memory, without consulting the documentation first, along with her own answer to each. Salted into 

the set were questions we knew the documentation could not answer, which she was not told about. 

The pass bar was set in advance: correct and grounded on the answerable questions, and zero confident 

wrong answers on the salted set. 

The zero was the real test. A tool that invents a plausible answer once, which an associate then repeats 

to a customer, costs more than it saves and permanently teaches that associate to verify everything, at 

which point the tool has no value at all. Trust here is asymmetric: earned slowly, destroyed once. 

All questions passed, including the salted set. Citations were independently verified by opening each 

cited article and confirming it said what was claimed. 

Round two: can it keep two sources separate 

Seven questions, each run cold in a fresh conversation with no context and no follow-up prompting, 

each targeting a specific failure mode: a pure product question, a pure account question, a question 

where account data could contaminate a product answer, a question about a customer that does not 

exist, a question where a documented answer had been superseded by a correction, a question whose 

real answer is that no fix exists, and a question designed to reach content outside the system's 

permitted scope. 

All seven passed. Two results exceeded specification. 

On one product question, the system noted that a recorded correction applied to one product variant 

specifically, that a related variant carried similar language, and that it could not confirm whether the 

correction extended to it. Nothing instructed it to check whether corrections generalize. It inferred that 

from the structure and volunteered the limits of its own answer. 

On another, it found relevant guidance in documentation for a different product variant than the 

customer actually ran, and explicitly declined to transfer it across. That is the contamination rule applied 

at a finer grain than it was written. 

Round three: can knowledge get in 

The write path was tested with a real transcript from an internal handoff meeting where a delivery team 

transferred a large manufacturing customer to account management. It was chosen because it is exactly 

the scenario the account manager identified as his biggest problem, and because transcripts are messy 

in ways that expose weak extraction. 
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The system proposed records rather than writing them, field by field, for review. Specific behaviors 

worth reporting: 

• It refused to infer a missing meeting date, blocking the record rather than guessing. 

• It flagged a customer contact name transcribed inconsistently and asked which was correct rather 

than picking one. 

• It left the account tier blank despite the transcript repeatedly using a word matching one of the 

available options, correctly noting that a mention in passing is not a statement of the account's 

tier. 

• It distinguished firsthand from relayed information within a single meeting, noting that statements 

about what the customer wanted were secondhand even though the meeting itself was directly 

observed. 

• It reported three categories of information the structure had nowhere to put, rather than forcing 

them into the nearest field or silently dropping them. 

That last point is the most useful outcome of the round. Real data exposed three genuine gaps in the 

structure within a single meeting: project and release state, open action items, and product-fit risks that 

outlive the meeting they were raised in. None had been anticipated. All three became known after this. 

What is not yet proven 

This is a beta. Stating its limits plainly is more useful than claiming more than has been demonstrated. 

Time savings are reported, not measured 

No controlled before-and-after has been run against the associates' actual workload, so any efficiency 

figure presented as a result would be an overstatement. 

What exists is consistent anecdotal reporting from the associates using it. Their account is that questions 

which previously took between five and thirty minutes to answer, depending on complexity, now return 

in seconds and take a minute or two to read and verify. They also report a qualitative change that is 

harder to quantify: a willingness to check something they would previously have guessed at or worked 

around, because checking no longer costs a meaningful interruption. 

That second effect may matter more than the first, and it is the harder one to measure. It is recorded 

here as an observation rather than a claim. 

Baseline capture is a next step so that a real figure can eventually replace this paragraph. 

The user sample is narrow 

Since deployment the system has been in ordinary daily use rather than under test conditions, and it has 

held up. The behaviors verified before rollout have continued to hold in unscripted use: answers stay 

grounded, sources stay separate, and the system continues to decline questions it cannot answer from 

its permitted sources rather than filling the gap. 
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The limitation is who is using it. Two people, in two roles, each with a settled way of phrasing a 

question. Both have now worked with the system long enough to have developed habits around it, and 

habits mask fragility. A system that behaves well for someone who has learned how to ask is not the 

same as a system that behaves well for someone who has not. 

We do not expect this to change substantially as more people begin using it, because the constraints 

operate on the sources and the answer rather than on the phrasing of the question. But that is an 

expectation rather than a finding. A different role will ask different questions, and a new hire will ask the 

questions a tenured associate stopped needing to ask, which is precisely where an untested gap would 

surface. That is being watched deliberately as the group widens. 

Sustained capture is unproven 

The write path was demonstrated successfully. Whether it holds up across months of ordinary pressure 

is a different question, and it is the one that determines whether systems like this survive. 

Why this is called a beta 

The term is used here in a specific sense rather than as a disclaimer. 

The system is not a fixed product that was specified once and then implemented. It is a structure that 

changes as the work it supports is better understood. Every round of use so far has produced a change 

to it, and the most valuable changes came from being told directly that the design did not match how 

the work is actually done. 

The intended trajectory is expansion in scope rather than refinement of the same feature. It currently 

supports two kinds of task: answering product questions and recording account knowledge. Additional 

day-to-day tasks are expected to move into it over time, as each is understood well enough to define 

rules for. Reporting, onboarding support for new associates, and account review preparation are all 

plausible candidates, and none of them are built. 

This is therefore a system with a roadmap driven by observed need rather than by a feature plan written 

in advance. That is a deliberate choice, and calling it a beta is an accurate description of it rather than a 

hedge. 

What transfers to other operations 

The specific databases here are shaped by one engagement. The design principles are not. 

The principles 

Diagnose which state the operation is in before choosing what to build. An organization whose 

documentation never kept up with growth has an authorship problem and needs capture first. An 

organization whose documentation kept up but became unnavigable has a retrieval problem and needs 

a better path into what already exists. Building the wrong one first is the most common and most 

expensive error in this category of project. 
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Find out where the knowledge already lives before deciding where to put it. Our first design was 

substantially wrong because we made assumptions about how the associates worked. Two 

conversations with the people doing the job changed the structure fundamentally, and both changes 

came from being told plainly that our model did not describe their work. 

Do not mirror what someone else maintains, if the source changes often. Point at it instead. The cost of 

mirroring scales with the source's rate of change, so measure that rate before deciding. 

Capture must be a byproduct, not a task. If it requires discipline, budget for it failing. 

An honest gap beats a plausible answer. The rules that make the system refuse to answer are more 

valuable than the ones that make it answer well, because the cost of one confident fabrication is not 

proportional to its frequency. 

Record scope alongside every solution. A fix without its limits will be applied where it does not belong. 

How the shape changes by context 

In an operation in the first state, where knowledge lives in tenured people, the emphasis inverts. 

Retrieval is the easy half, because whatever documentation exists is small enough to handle without 

sophistication. The work is capture, and specifically capture from the people who are currently the 

bottleneck. The mechanism that matters is the one that takes knowledge out of an interruption and 

turns it into a record without asking anyone to sit down and write documentation. 

In an operation in the second state, the emphasis is where it was here. Do not rebuild what exists. 

Improve the path into it, and record only the delta: the corrections, the account specifics, the 

operational knowledge the official documentation was never meant to hold. 

The risk profile also shifts with the domain, and this changes the rules rather than the architecture. 

Where a wrong answer produces a visibly wrong result, the system can be permissive and errors surface 

quickly. Where a wrong answer has financial, regulatory, or safety consequences that may not surface 

for weeks, additional constraints become necessary: logged decisions should require approval before 

becoming precedent, official policy and internal precedent must be held distinct in every answer, and 

where a logged decision contradicts official policy, the policy should win and the conflict should be 

surfaced rather than resolved silently. 

That last rule has a useful side effect in any context. A contradiction between what people actually do 

and what the documentation says means either the documentation is out of date or someone made a 

bad call, and both are worth knowing about. The system becomes a quality signal on the organization's 

own procedures. 

The mechanics are the same across all of these. The judgment about where the risk sits is what differs, 

and that judgment is the work. 
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Status and roadmap 

The design is validated. The structure is built and populated. Retrieval is tested and in use. The capture 

path is demonstrated. 

Near term 

The priority is observation rather than construction. Specifically, whether capture holds up over a 

sustained period of ordinary work, which is the failure mode that ends systems like this and the one that 

no amount of pre-deployment testing can address. 

The build decision 

The current implementation is configured commercial software. That is appropriate while the structure 

is still being learned, and it has a ceiling. 

Progression is staged, and each stage has to earn the next. 

The first gate is six months of continuous use by the current associates without a major issue. 

Continuous use means the system operating as a normal part of daily work rather than under test 

conditions. A major issue means a fabricated answer reaching a customer, a systematic contamination 

failure, or capture lapsing to the point where the knowledge base stops reflecting reality. Clearing that 

gate means extending the system to the client's own staff in the same roles, and from there across the 

department. 

The second gate is a further six months at department scale, again without a major issue. Wider 

deployment is a materially harder test than the first, because it introduces users who did not help design 

the system, did not develop habits around it, and have no reason to be forgiving of it. Behavior that 

holds with two experienced users is not evidence that it holds with twenty new ones. 

Only after that second gate would designing a proprietary application supporting the same structure and 

the same operating rules be considered. The reasons for eventually doing so are specific rather than 

aspirational. 

• Integration. A configured tool cannot be embedded into a ticketing system, a CRM, or a delivery 

workflow. An application can, which removes the remaining friction from capture. 

• Portability. The pattern is repeatable across operations, but a workspace configuration is not a 

deliverable. An application is. 

• Control. Owning the retrieval layer allows measurement, quality monitoring, and structural change 

that a configured system cannot support. 

Building before those conditions are met would mean paying for architectural decisions before knowing 

which are correct. The staging exists to ensure that anything eventually built reflects the design that 

survived contact with real work at real scale, rather than the design that looked right on paper. A 

structure that has held for a year across a full department is worth building on. One that has held for a 

quarter across two people is not yet. 
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This document describes a live client engagement with identifying details removed. It is shared as a description of method, not 

as a reference to any named party. Pricing figures are vendor list prices as of August 2026 and are subject to change. 
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