
Information & Knowledge Management
at ESO La Silla – Paranal Observatory

Raúl Cano 

IKM Program Manager at ESO (2019 to 2022)

raul.cano.argamasilla@gmail.com

Information & Knowledge Management at ESO | June 5th 2024 | EIROforum1



2

Agenda

 Goal, vision and principles

 Diagnosis

 IKM program

 KPIs for Information and Knowledge Management

 Conclusions
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Goals, vision and principles

Goals, vision and principles of the ESO Information and Knowledge Management Programme
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Goal
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To allow every employee at LPO find the right
information at the right time
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Vision

Information workflow

o Content (user & automatic generated)

o Tools (storing and making content available)

o Knowledge warehouse + ElasticSearch
clusters

o End-user knowledge services

o Global search

o Timelines

o Dashboards

…
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Principles

Findability

Improve the visibility of information and 
knowledge across ESO

Reuse

Avoid duplication of effort, using existing 
tools and knowledge

Scalability

Think globally, act locally
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Presenter
Presentation Notes
If you don’t Reuse, Greta will chase you!



Diagnosis

Assessment of status and maturity of IKM practices
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Past working groups

 Conclusions, some areas need improvement

 Interconnection among tools

 One single entry point to information

 Better guidelines and training to tools

 Place to store high level “knowledge” like emails or
presentations

 Lessons learned to be part of the culture

 …
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First IKM survey - results
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Existe muchas 
plataformas con 
información 
disgregada

Hay mucha 
información, 

pero es 
complicado 
encontrarla 

No ESO wide 
approach 

exists. 

Wikis are very 
important, but 

some have 
evolved into 

chaotic, repeated 
and redundant

Hay 
demasiados 
formularios y 
documentos 
que hay que 
llenar

Replace 
email

Redundancia
de sistemas

Wiki older 
pages are not 

maintained and 
may contain 

obsolete 
information

The tools are too 
many and not 

interconnected, 
it's a waste of 

resources.
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First IKM survey - results
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Presenter
Presentation Notes
Yearly survey on IKM
Most KPIs are based on the IKM survey
Measures
Awareness of organizational IKM [ORGANIZATION]
Performance of People related IKM [PEOPLE]
Appropriateness of tools [TOOLS AND CONTENT]
Other specific areas of IKM
Anonymous

“I HAVE HEARD YOUR FRUSTRATIONS”
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Lessons learned
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SQA wiki > Quality Assurance

Yes No I don’t know

http://sqa.pl.eso.org/wiki/index.php/Support_and_Quality_Assurance_Group
http://sqa.pl.eso.org/wiki/index.php/Quality_Assurance_and_Performance_assessment_(KPI)
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Tool ecosystem
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Yes No I don’t know
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One search engine
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Individual interviews: 36 identified projects
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IKM programme

Activities and projects delivered in the context of the IKM programme
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IKM program: overview
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Activities related to 
policies, governance 
and procedures 

Management of 
content and the update 
or creation of tools

Awareness of the IKM 
program and user 
engagement

Tools and 
content

Organization

People
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Potential IKM projects
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Knowledge transfer

Lessons learned 

Paranal reporting

Standard templates

Tickets best practices

Tracking of instrument evolution

Wiki best practices

Wiki information validation

KPIs for IKM

CCB process update

Organization Tools and content People
One search engine

Integrated schedule

|___ People schedule

|___ Other schedules

Timelog

Tool connectivity

Timeline

PARANAV - Single entry point to information

Recommended ticket engine

Findability in PDM

Web interface for visiting astronomers

Wiki interface

On-field access to information

Data visualization

PDM group lifecycle

Wiki structure

Expert directory

Publication from E-mail

Tool catalogue 

Wiki tagging system

Metadata schema

Admin information repository

CCB tool update

Personal dashboard

ESO academy

Cultural change

Communication plan

Expert talks
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Knowledge transfer procedure

 Proactively address knowledge transfer when:

 Employee retire

 Employee changes their position
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Video archive

Leveraging on Microsoft Stream

Collected, uploaded and transcribed dozens of 
videos

Searchable by text in the MS Stream platform
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Collaboration: wiki best practices
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Information and Knowledge Nuggets
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IKM wiki

http://director.pl.eso.org/wiki/index.php/Information_and_Knowledge_Management_program
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Root cause analysis dashboard (Timeline)
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Personal dashboard
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COMPASS: more than a search engine
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COMPASS main sections
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COMPASS search
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COMPASS Small Data Sets

“I keep that in a spreadsheet a document COMPASS”
We all do it.  We all have a table or two of important information related to our jobs that we 

keep either in a spreadsheet or a Word document.  But what if that information is something 
that other people in the organization could benefit from?  How do you share it and make it 

available?

The answer is COMPASS Small Data Sets

IKM status, January 2022, ESO Internal Use 28

This becomes. . .
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COMPASS API Endpoints

API Endpoints do not have the same public visibility as COMPASS’s search portal.  However, they 
are just as important because they allow other machines, applications and developers to connect 
to COMPASS, submit a request and receive the same quality of response as the portal offers.

IKM status, January 2022, ESO Internal Use 29

•https://compass.eso.org/searchapi/search

•https://compass.eso.org/timeline/details/query

https://compass.eso.org/searchapi/search
https://compass.eso.org/timeline/details/query
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COMPASS API for dashboards

IKM status, January 2022, ESO Internal Use 30
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Other IKM activities
Communication activities
COMPASS naming contest (announcements + 
surveys)
Collection of feedback for 
COMPASS, ticket dashboard, timeline

Trainings
Compass
Timeline
Tool catalogue

Working groups
Information Systems Working Group

Information Technology User Group

ITS Task Force
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Key Performance Indicators

Establishing a method to measure the success and impact of the IKM programme
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Key Performance Indicators

Organizational IKM index 

INAKI (INformation And Knowledge Index)

IKM domain scores [ 3 KPIs ]

IKM element scores [ 3 KPIs ]

IKM organizational awareness factor

Time spent [ 8 KPIs ]

Project specific KPIs [ 4 KPIs ]

IKM status, 28 June 2019, ESO Interal Use 33
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Sample KPI report

IKM status, 28 June 2019, ESO Interal Use 34



Conclusions

Results after almost 3 years running the IKM programme at ESO LPO
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Vision

Information workflow

o Content (user & automatic generated)

o Tools (storing and making content available)

o Knowledge warehouse + ElasticSearch
clusters

o End-user knowledge services

o Global search

o Timelines

o Dashboards

…
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Vision vs achievements

Information workflow

o Content (user & automatic generated)

o Tools (storing and making content available)

o Knowledge warehouse + ElasticSearch
clusters

o End-user knowledge services

o Global search

o Timelines

o Dashboards

…
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COMPASS 
CORE

COMPASS 
UI

Tool Catalogue

Timelog edition 
tool

Video libraries

…
Knowledge transfer

Lessons 
learned

MCO 
dashboard



Thank you!
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@ESOAstronomy

@esoastronomy

@ESO

european-southern-observatory

@ESOobservatory

Raúl Cano
raul.cano.argamasilla@gmail.com
http://theknowledgeargument.com

http://theknowledgeargument.com/
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