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KM – the downside of success
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How do we re-establish control and deliver true value to users?

The “runaway train” 
of content overload
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The content explosion… and the Google effect

• Content is easy to create and 
revise

• Most of it is unstructured
• It’s going to get worse

• “Digital natives” are now firmly 
in the working world…

… and now everyone expects 
to find everything in a few clicks 
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Why can’t our intranet be like Google?

• Nearly everyone hates their enterprise search!
• “I use the public “Google” to find our content, because I can’t find any of it 

using our internal search”
• “We still rely on emailing documents because we can’t find it on the intranet”

• Google isn’t set up to effectively search enterprise content

• SharePoint search is limited, and also often not tuned properly

• Users expect to find answers across different systems – “an integrated 
view of what we know”
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The promise: information richness and reach
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Richness
(in depth 

knowledge)

Reach (easy real-time access)

Traditional 
compromise –
richness only 
“in person”

New reality: rich content all 
the time – but only if you can 

find what you need … in a 
manageable format
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But “Cognitive Computing” is not yet reality in 
most enterprises…

• Tools that recognize and extract content themes, and route them to 
the right people in context

• Practical applications are costly, complex, and remain elusive
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*Source: Jeanie Daniel Duck: The Change Monster ()

However…

• Auto-classification is a practical, immediate step forward for almost 
everyone -- immediate value for managing content overload
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What is auto-classification?
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Building an effective 
taxonomy (or ontology)

Auto-tagging content 
to that taxonomy

Linking content 
together – discovery 

Better 
“Findability” 
and Insight
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Taxonomy remains the fundamental building 
block of content curation and findability
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Taxonomy means…

A common language for key concepts

Increased search precision
Enhanced content discovery
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Ontology Example:

Houston in 
Wikipedia
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Auto-classification is very different than traditional 
manual tagging
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Taxonomy – what are we 
going to call things?

Rules – what determines 
tagging?

Result

Manual

Automated

Scope limited by tagging 
workload and the setup 
of CMS tools

Judgment of tagging staff 
(or end users)

High-level categories 
for browsing, with 
questionable quality

Deep ontology with 
alternative terms, lateral 
relationships

Programmed rules based 
on occurrence, frequency, 
restrictions, etc.

Content drill-
down, enhanced 
search, related 
terms
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Huge benefits from getting this right
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• Manual classification - time consuming
• Quality/consistency challengesCost and quality

• Expose content by topic  - “spot the ROT”
• Identify sensitive/compliance content

Curation and records 
management

• Business value from combining structured and 
unstructured data across sources

Content discovery and 
integration

• Tagging helps with relevance and search refinement
• Expanded browsing to related topicsSearch effectiveness
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Example: Making sense of a huge repository
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Electric power utility - multiple facilities/locations

> 1 million documents across intranet and 
records management

Enable access for key business use cases
• Business areas
• Equipment and technical standards
• Locations
• Types of content (drawings, etc.)
• Vendors and customers

Understand what content exists and start to 
curate it

Leverage the taxonomy for useful business 
applications (adding structure)



Example: Improving patient care for seniors
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Multiple unstructured 
information sources

Content auto-classified 
against the ontology 

for “Fall Risk”

Identify individuals at 
risk and prevent 

injuries



So why isn’t everyone doing it?

• Enterprise taxonomy is “sliding” on the Gartner hype cycle 
(implementation effort?)

• Economics – number of documents, number of people to manage
• It is challenging to implement initially – so what are the lessons 

learned?
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Key challenges along the way
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Taxonomy 
development 

doesn’t happen on 
its own…

You will need active 
ongoing 

governance…
Classification runs may be 

time consuming

Classification rules require 
iterative development…

Taxonomy 
development Classification Testing Governance

The taxonomy will 
be larger than you 

think…
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Taxonomy development requires investment
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Business buy-in

SME review

Existing systems
+

Search log review
+

External models
+ 

“Concept mining”

Human 
judgment
- what’s 

important?



Open source ontologies can be helpful
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REEEP Climate 
Smart Thesaurus: 
• Links to 

synonyms and 
related terms

• Multi-language
• Multi sector
• Tagging tools



Taxonomy will be deeper than you think

• Business Functions
• Finance
• Human Resources…

• Business Functions
• Human Resources

• Benefits (..only in HR context…)
• 401K (Retirement plan, 457 plan, …)
• Health Plan (Health insurance, 

…Cigna,…Medical insurance,…)
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Depth creates more 
“evidence” for auto-

tagging

Quick to tag
Easy to browse, but 

non-specific

With manual tagging With auto-tagging



“Alternative labels” for taxonomy terms drive the rules

APQC 2018 – Iknow LLC 19



Classification rules drive auto-tagging
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FINAL rules – aggregating to create the final score

RELATIONSHIP rules – tagging based on child and related terms

METADATA rules – existing categories, folders, sites, etc.

TITLE rules – terms/synonyms in the document title

BODY rules –terms/synonyms in the document body

NEGATIVE rules – do not tag if certain phrases are found

Rollup of 
individual 
rule scores



Rules development will require iteration
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Simulated 
classification 

and SME 
review

Run full 
classification

Fine-tune 
rules, add 
evidence 

terms

Over-tagging (re-phrase, add 
restrictions/negative evidence)

Under-tagging (add synonyms, 
acronyms, metadata)

Experiment with title and body 
weightings

Re-classify 
and review

Note 
issues



Classification process may be time-intensive
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Tags are used in the search index 
only – and not added back to the 
source documents
• Simple, quick
• But does not affect underlying 

content

Tags are added to the underlying 
content repositories
• Many benefits, such as structured 

browsing and other UI features
• But, more complex to build and 

manage

Full write-back classification takes time
(~20K documents per hour)

Need to plan updates carefully! 

During indexing only “At source” or “write-back”

Alternative approaches to classification processing



Implies strong governance process…
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Ongoing monitoring

User feedback

Search logs

Tag frequency

Suggested changes to 
taxonomy and rules

Re-classification 
schedule and scope

Action planning



… and the right organizational follow-up
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KM Leadership

Curate Push Enrich Link

New and enhanced KM staff roles

What’s the 
best content 

in each 
category?

Who should 
receive it 

and when?

What 
“related 

knowledge” 
is relevant?

What can we 
share from 

other 
ontologies?



Planning an auto-classification project
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Implementation and 
testing Governance

Business 
requirements 
and pre-work

Technology 
selection

Is it worth it?
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Business case
• Volume
• People
• Use cases

Current state
• Taxonomies
• User surveys
• Search logs

Plan for ~ 6 months for a large 
enterprise

How it will be 
used (business 
scenarios)

Main taxonomy 
facets

Specific search 
functionality



Closing thoughts

• This does require investment and commitment, but…

• Challenges can be overcome, and there are many 
proof points

• Huge benefits from getting this right – for users and 
for KM professionals
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