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Digital Transformation or Digital Confusion?

Digital transformation is one of the most overused 

terms in the tech industry today. Just do a search 

for “digital transformation” on Google, you get over 

472,000,000 results, many of them with varying 

definitions, scopes and opinions. The chatter that 

revolves around this terminology can be confusing, 

and so pervasive, it’s hard for IT and business leaders 

to come to a broad understanding of what it means.

Without a shared, true understanding, driving internal 

and external initiatives can be difficult at best. CIO 

magazine listed 10 reasons why digital transformation 

fails – from culture shock, competing priorities, 

resistance to change and talent deficits – which 

explains why organizations are struggling with their 

technology efforts. In fact, a McKinsey study found 

that 70% of digital transformation initiatives fail. But 

what is the problem? Is it the technology that is faulty? 

It is rarely the technology that fails the organization, 

but a lack of true understanding of what it means 

and a broad strategic plan for a digital transformation 

journey.

So, what is “digital transformation”? Here is one of the 

best definitions I have found from CIO magazine:

“Digital Transformation is the application of digital 

capabilities to processes, products, and assets to 

improve efficiency, enhance customer value, manage 

risk, and uncover new monetization opportunities.”

Clean and simple. If you examine the four defined areas 

of focus in the definition, they could be natural header 

topics for strategic initiatives across an organization. 

Once these broad, overarching themes are in place, 

tacticians can hunt for areas where intelligent process 

automation can drive results. 

“Digital Transformation is the application of digital 

capabilities to processes, products, and assets to 

improve efficiency, enhance customer value, manage 

risk, and uncover new monetization opportunities.”

— CIO Magazine

1ephesoft.com

https://ephesoft.com/blog/
https://www.cio.com/article/3248946/12-reasons-why-digital-transformations-fail.html?upd=1592264726914
https://www.mckinsey.com/~/media/McKinsey/Business%20Functions/Organization/Our%20Insights/Unlocking%20success%20in%20digital%20transformations/Unlocking-success-in-digital-transformations.ashx
https://www.cio.com/article/3199030/what-is-digital-transformation.html


Content is Pervasive 
Content, and more specifically documents, are 

everywhere in our business life. Physical and digital 

content is part of just about every business process, 

whether it is a contract sent from a customer as an email 

attachment, a paper invoice mailed to an accounting 

department or a large volume of sales orders in a 

folder. Manual content processing slows down not 

only the process, but has a chain reaction impact 

on all downstream activities. Without automation 

technology to eliminate the manual classification of 

content and extraction of data, it is an absolute killer 

of efficiency. But yet intelligent document processing 

is missing from most digital transformation strategies. 

AI and machine learning technology that builds 

context around data is a critical and often overlooked 

component of any digital transformation initiative. 

Let’s dive into the value of content, key required 

components of technology and how content 

acquisition fits into your digital transformation strategy.

Context Driven Productivity 
Are you ever missing that one piece of information 

related to your task that would make it simple? Are 

employees hunting for data about the data and 

switching from app to app to accomplish work? Context 

Driven Productivity (CDP) is the practice of acquiring 

data, enriching it with context and amplifying the data 

to drive maximum productivity levels. So, how do you 

drive productivity with context? With the right tools, 

the answer can be simple: build value through distinct 

elements of the content value stack.

Deriving True Value of  
Your Content
 Just how valuable is your content? Most organizations 

cannot answer this question. Why? This type of 

content typically exists in an unstructured state and 

typically requires a technical catalyst to expose 

elements of value. They may have bits and pieces of 

what their documents hold, but most companies lack 

the distinct elements that make content truly valuable: 

Searchability, Classification, Metadata, Correlation 

and Context.

Understanding and having accessibility to documents 

is important because the information can hold 

insights into customers, service, trends, risks and 

opportunities. In any digital transformation effort, 

accessing previously inaccessible data and using 

it to fuel downstream processes can turbo-charge 

transformation efforts. That content data can also be 

a stepping stone to the extended content story. To 

glean maximum value from any content, all of these 

elements must be available to the organization as 

well as a single, unified solution to expose all of them. 

Here is a quick overview of each element:

Context

Correlation

Metadata

Classification

Searchability

V
a
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e
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Searchability 

Ensuring that your content is completely searchable 

makes sure the right user can find it at the right time. 

Having 30,000 scanned PDFs from your copier in 

your content services repository may be a good first 

step, but if you cannot search the content, the value 

drops significantly. However, searchability is not the 

only consideration for content value. This element 

combined with the others, creates a powerful value 

multiplier effect. 

We typically associate this element with just pure text 

searchability, which ties to human usage. Modern 

content technology platforms create a format that 

also provides enhanced capabilities to applications, 

developers and the digital workforce. Once a 

document is converted with an intelligent document 

processing engine, it goes beyond pure text and 

contains a dimensional analytic fingerprint for broad 

and extensive digital use. 

Classification 
Classification, or categorization, answers the most 

basic content value question: what is this? When the 

type of document is recognized and known, the right 

type of security can be applied, retention schedules 

can be accurately set and the workflow can be 

determined as it relates to the overall importance 

to the business. Even more importantly, adding the 

other elements of value can be applied, specifically 

tied to the content type. For a contract, knowing the 

expiration date and the terms are extremely valuable 

to the business. This type of layering of the elements 

of value can help an organization maximize document 

data usage, increase the business impact of content 

and leverage the highest possible content value.

Metadata 
Attributes (known as metadata) — the key data that 

is extracted — that define a document at a deeper 

level can be extremely valuable. Having metadata 

that is specific to a type of document extends that 

value. There is a caveat: these attributes need to 

be complete and pervasive. For example, if you 

only have vendor metadata on half of the invoices, 

the data is almost useless. Even more importantly, 

the information needs to be accurate and validated. 

Having a wrong invoice number is worse than no 

invoice number at all. Accurate metadata about a 

document drives the collection of contextual data, 

and facilitates and enables core content business 

functions:

• Where to store the document

• Security rules

• Metadata search

• Workflow

• Robotic process automation (RPA) enablement

• Business rules and actions

• Approvals and routing

• Compliance and governance
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Correlation 
There are two elements at the highest value level 

of the content elements; and correlation is the first, 

due to its complexity. Correlation is a linkage through 

structured data that ties document content together: 

the digital breadcrumbs. This can be one of the most 

difficult and manual processes an organization will 

undertake (without the correct technology). In order 

to facilitate correlation, the key steps that need to 

occur are: 

• Definition of a classification and extraction model

• A conversion from unstructured to structured data

• Content relationship mapping

• Content data enrichment (internal and external 

sources)

• Transfer into a proper visualization tool

Therefore, correlation value relies on all the above 

elements. For example, a company that is opening 

a new account and wants to see all the documents 

tied to an initial banking application will need to 

incorporate intelligent content acquisition in order to 

find correlations between banking customers, vendors 

and other possible connections and references to that 

data. Alternatively, an oil and gas entity that has a well 

failure will want to see and connect all documents 

relating to the install and safety checks on the bad 

component.

Context

We all need context in our daily lives. Without 

context, it’s difficult to make decisions. Context is 

the elusive unicorn of the content value stack, and 

where the highest business value can be achieved. 

Until recently, the technology for building accurate 

and dynamic context just wasn’t completely available. 

But today, in this day and age of machine learning, 

artificial intelligence and natural language processing 

(NLP), models can be built to establish broad context 

for your content. 

Think of context as the full and extended story 

about your content. Having details in a single view 

that not only show key document data, but also data 

from additional internal and external sources, allow 

immediate task completion or decision-making. 

An example? A life sciences company that wants 

to receive and process correspondence from the 

FDA, then process, extract, and retrieve additional 

information from other sources: their tracking system, 

an FDA published list and two internal medication 

trial databases. Now, in a single app, the user can 

evaluate the letter and make a routing decision to 

meet required deadlines. The process time is cut from 

hours to minutes. 

Context elevates productivity levels in an organization 

and optimizes automation efforts, providing users 

with timely information and an understanding of all 

the necessary data.

Now that we know about the elements of value, 

the question becomes, “How do we build a digital 

transformation strategy to unlock the maximum value 

of our document content?” The first step is to ensure 

you have the required technology in place.
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Getting Your Technical  
Resources in Shape
Extracting the full value from your content requires 

key technical components of an intelligent document 

processing platform at an enterprise scale that has 

unique requirements. Tapping into all the layers of 

content value was difficult in the past because the 

technology wasn’t available to address the top levels 

– correlation and context – of value. Let’s look at 

some key technical platform requirements.

Access for the Digital Workforce

The rise of robotic process automation (RPA) has 

been a game changer for organizations over the past 

few years. Researchers at Hadoop estimate that the 

potential savings that companies will experience with 

RPA by 2025 is between $5 trillion to $7 trillion. With 

that type of impact, every digital transformation effort 

has some level of RPA at its core. 

But the digital worker has very basic native content 

vision capabilities, with legacy Optical Character 

Recognition (OCR) being leveraged for rudimentary 

content interpretation. With the right content vision 

technology, a digital worker can start to understand 

and interpret digital content, providing enhanced 

efficiency and true automation. To allow this, a key 

requirement is an extensive web services stack, 

provided by a modern acquisition platform, allowing 

micro and macro services to expose all the layers of 

content value.

On-Premises, Hybrid and Cloud

Let’s face it, organizations are all at different stages 

of the cloud journey. The many advantages of cloud 

computing make a compelling case for most IT 

short-term and long-term plans. To provide optimum 

flexibility, applications that can support all phases of 

the journey can scale, support transition periods and 

allow for contingencies. An intelligent platform that 

can provide total transparency to the end user, while 

allowing operations in public and private clouds, is 

now a complete necessity. 

Here are some key attributes:

• Browser-based application for end-user and 

admin access

•  OpenAPI compliant services

• VM support for on-premises/installed version – 

both on Windows and Linux 

• Cloud application architecture

• Auto-scaling and burst capability

Researchers at Hadoop estimate that the potential 

savings that companies will experience with RPA 

by 2025 is between $5 trillion to $7 trillion.
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Machine Learning

Machine learning is a branch of artificial intelligence in 

which a computer generates rules underlying or based 

on raw data that has been fed into it. Machine Learning 

allows the organization to reduce configuration time, 

and learn as more and more content is processed. 

With this type of centralized learning technology, 

learned information can be shared and leveraged by 

the extended organization. The premise is that the 

system gets smarter overtime, and as intelligence 

increases, the level of automation should rise as 

well, requiring less and less human intervention for 

processing content. 

Inquiring how machine learning models work is 

advisable. Many applications use simplistic “bag of 

words” or image matching techniques work well on 

disparate documents, but are challenged with similar 

documents like invoices. Machine learning engines 

that use multiple methods to identify document types 

and data can give your organization higher accuracy 

in the long run and handle outlier document types. 

Expansion Into Correlation and Context

With correlation and context being the top tiers of the 

content value stack, accessing the value contained 

within can be a huge win for your digital transformation 

initiative. Uncovering context requires an enrichment 

engine that leverages the extracted content data 

to gather the extended content story from other 

documents and data sources. This relatively new 

concept requires deep learning and advanced 

machine learning models. 

With technology changing so fast, this list will change 

over time, but this type of foundation in your chosen 

document intelligence platform will carry you into the 

future.

Where to Plug In:  
Strategic Planning for Acquisition
With the understanding of how valuable the elements 

of capture can be and the required technical 

functions, the next step is “plugging in” your intelligent 

document processing platform into your strategy. 

The knowledge that organizations can extract from 

documents processes typically translate well to a 

digital format. What are the benefits of acquisition as 

they relate to strategic transformation initiatives?

✓ Improve Efficiency – This is the core advantage 

of implementing an acquisition solution to digitize 

document-centric processes. Having capture 

technology classify and separate documents, auto-

extract key data and then place it in a system of 

record, creates great returns on any investment. 

Typically, we can reduce the time to process by 50-

80% (be inspired by our customer case studies). These 

efficiencies can be gleaned through direct use of 

Ephesoft’s application, but can also have a multiplier 

effect when combined with other technologies 

like RPA and workflow. The higher the level of your 

content value, typically, the higher the efficiency 

gains. Even at lower levels, efficiency gains can be 

tremendous, depending on the content workflow and 

requirements.

✓ Enhance Customer Value – In this highly 

competitive digital market, creating customer-

centered processes that are fast, accurate and 

complete are essential to any organization’s success. 

Imagine if you could turn around documents 10 times 

faster than your competition, or have the data you 

need from a document instantly during a customer 

interaction. Content acquisition combined with 

the speed and scalability of the cloud can provide 

unmatched results that provide exceptional customer 
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experiences. In addition, having a full-circle view of 

your data with correlation and context, organizations 

can now access augmented customer information to 

service customers in a way that has not been provided 

before.

✓ Manage Risk – Documents are a minefield for 

most organizations. Their unstructured content can 

remain dark and hidden indefinitely without the right 

technology. Data acquisition can open up this content 

and allow the organization to identify risks around 

privacy, compliance, fraud, and many other areas of 

interest through the use of correlation and context. 

Having a comprehensive perspective of your data 

can give an organization insight into their risk factors.

✓ Uncover New Monetization Ideas – Let’s face it, 

if you have all the data, that full picture can open your 

eyes to new opportunities, as well as highlight poor 

performing areas. Tapping into the hidden information 

in unstructured content can provide deep insight 

and benchmarks that were previously unavailable. In 

addition, relieving your burdened staff of mundane 

data entry tasks and allowing them to focus on new 

areas or projects can change your organization.

Next Steps 
Are you interested in learning how Ephesoft and 

Context Driven Productivity technology can improve 

efficiency, speed up processes, help you manage risk 

and give you the data you need to run your business 

optimally? Do you want to multiply the effect of 

automation technologies like RPA and workflow with 

document intelligence? Contact us today for more 

information on your digital transformation strategy 

and next steps at info@ephesoft.com.
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