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KNOWLEDGE DELIVERY SYSTEM





Effective Knowledge Delivery in a Call Centre Environment

A Managerial White Paper

This paper focuses on the very specific requirements that a Call Centre may require in order to effectively manage knowledge, deliver it to users, provide training based around that knowledge and establish a controlled environment for knowledge updates.

What is Knowledge Delivery and what does it mean to your organisation?

Knowledge Delivery is a key strategic decision that, if implemented effectively, can drastically improve the overall performance of a call centre. Call centres may not be effectively implementing knowledge delivery solutions to their fullest potential. A method of achieving performance improvement is to implement a Knowledge Delivery System, thereby accessing the extensive benefits that a technology application and its supporting methodologies can offer to a process driven business.

The realities are knowledge delivery can mean many different things to many different organisations. A company’s knowledge should be managed in a manner, which is customised and engineered around the way it conducts its business. Implementing the right solution can mean the difference between providing the right response to customers every time or only sometimes.

Implementing a Document Management System is merely not enough to truly satisfy a business’s knowledge management and delivery requirement. The solution in a box, that provides generic and broad knowledge architecture would nominally provide for half the required functionality. Document Management system costs are excessive and often do not provide for the very specific requirements of process driven organisations, therefore requiring additional investment to provide for the true business requirements. A Document Management System often defaults to becoming a mere repository for information with metadata, version and approval controls. 

Customer Contact Procedures

This is where it all begins. Most call centres will have documented customer contact procedures in some form or another. This is often in a series of documents that make up a complete folder of business processes. In some cases this can be hundred's, if not thousand's of documents detailing each individual customer contact process.

In a call centre environment, these folders can be unwieldy to use, hard to find, and down right impractical for Customer Service Operator's (CSO) to use while dealing with a customer enquiry. They serve training programs well however, in a real-time environment, the time it takes to look up specific information can be unreasonably long from a customer perspective. This in turn increases your Average Handling Time (AHT), a very undesirable proposition.

In addition, folders of customer contact processes can become outdated within weeks of their publication, creating almost a full-time role for one person to co-ordinate updates throughout the business. Updates would involve writing, approving, printing and distributing paper based copies to insert in the folders, resulting eventually in missed updates, and in some cases tattered and torn pages. The folder eventually gets left on the shelf never to be referred to again, its out-of-date and difficult to use. The CSO eventually begins to rely on their own memory or begins asking colleagues or supervisors for answers to difficult enquiries.

CSO's often keep their own notes of information they use regularly, making their time spent more inefficient, but as far as they are concerned, they can rely on their own information being correct. As every CSO begins to keep their own information, you begin to find that in your call centre, everyone is spending the same amount of time keeping their own information up-to-date, undoubtedly increasing your operating costs.

I don't know the answer!

Every CSO would experience the "I don't know the answer to that" situation at some time or another. This is especially the case where knowledge assets are managed badly, or training has been insufficient. CSO's who do not know the answer to specific customer enquiries could cost you double or more the normal cost to deal with the transaction or enquiry. If they don't know, they will ask someone else, wasting the time of two people rather than one, thereby increasing your AHT as well as increasing your Average Handling Costs (AHC).

Implementing a knowledge management solution, that personnel can trust to be authoritative and an easy place to find information, can make a remarkable difference to AHT and AHC, thereby introducing significant operating efficiencies to the business. It is all about enabling CSO's to help themselves. In order to achieve this you need to provide them with the tools that ensure confidence in the user, that where they are looking is the right place, the only place, and that time and time again it delivers them results.

Subject Matter Expert's

Call Centres are known for having a relatively high turnover of CSO's making retention of knowledge a difficult issue to manage, but a high priority to address. They also have many key personnel who have significant long-term experience within the organisation who remain loyal to the organisation. These personnel become Subject Matter Experts within your organisation.

This experience converts directly into knowledge and should be formally documented and shared with all CSO's, ensuring that the knowledge assets are preserved and not reliant on individuals. This is the whole point behind knowledge management. Subject Matter Expert's often know Customer Contact Processes inside-out and can easily document these for others to use. They would also know the shortcomings and where productivity improvements can be achieved in existing processes.

In addition, non-process related knowledge is also a major asset that should not be underestimated, or excluded from your knowledge architecture. This information needs to be treated in different ways to process information, and can include glossaries, news & announcements and directories.

Incremental Knowledge

Documenting your knowledge assets is never a once only event. Failure to implement strategies to maintain, update and add to the knowledge base will result in a system that eventually fails due to diminished user confidence.

An ideal solution will enable a Subject Matter Expert to make regular updates to processes and communicate this information to all personnel immediately and efficiently. Using traditional methods, a document would require modification, approval, printing, and circulating to all personnel, who might then have to study the document closely to see what changes have been made. A solution that educates the user of only the change that has been made, rather than having to read the whole document, introduces greater efficiencies in keeping your CSO's up-to-date and therefore reduces training overheads.

The solution should also enable the addition of new knowledge, or knowledge that a Subject Matter Expert might know, but has never documented. The main objective is to provide clear and simple avenues for your knowledge assets to continue to grow and provide a much broader base of captured knowledge, thereby reducing your reliance on individuals, as well as enabling more CSO’s with the same knowledge.

Making it easy to add more knowledge will increase the likelihood of capturing all your mission critical information.

Personnel Satisfaction

Well-designed interior office and general working environments that provide a clean, neat and organised physical space creates a more comfortable environment to work in. There is no doubt that a good working environment has a direct effect on personnel satisfaction.

Similarly, the way you manage and deliver your knowledge assets to personnel will also have a direct effect on personnel satisfaction. Like your office environment, if your knowledge is neat, concise, up-to-date and accessible, you are more likely to provide a more satisfying work environment.

Job satisfaction is a very important factor that drives staff retention. Badly documented knowledge or inadequate training within a call centre is a factor which contributes to low morale and personnel dissatisfaction. Personnel who have not been equipped with the appropriate knowledge, or do not have knowledge readily available to refer to are negatively impacted leading to a reduction in customer satisfaction. 

An irate customer who is being served by an inexperienced CSO leads to lower morale in personal performance, often leading to resignation or lower than acceptable productivity. Improving a CSO's ability to provide a greater level of service to your customers is a guarantee to improving job satisfaction. Everybody loves to please a customer and leave them with a smile on their face by serving them well.

Customer Satisfaction

This goes without saying, but deserves a mention in its own right. When a customer is the recipient of excellent service form a CSO, they will be satisfied with their experience with your organisation. It's not difficult for a customer to know when they are dealing with an inexperienced CSO. Effectively implementing a Knowledge Delivery System can result in an excellent consistency of customer service. The great attribute of such a system is that everyone is on equal terms for information, regardless of experience or knowledge and can operate from the same page, delivering consistent and accurate service to your customers.

Equipping a CSO with better resources to fulfill a customer enquiry reduces their handling time and increases the accuracy of dealing with the customer. In addition, sending a consistent message to customers no matter who deals with the customer is paramount to the key objectives of a call centre in the first place. Implementing a solution that leads to all CSO's giving consistent messages to customers ensures a greater level of satisfaction.

Just-in-time

Call Centres often deal with incidents that may cause an influx of calls, placing even higher demands on CSO's. This can include erroneous problems like a bad batch of bills being sent out to customers, or even a major press issue that arises in newspapers and radio, which may cause a large number of telephone enquiries. 

Call Centres don't have the privilege of quickly calling an all staff meeting to brief personnel on how to deal with situations like this. The information must be distributed efficiently, precisely and straight to the point. An electronic system of communicating these issues, on a just-in-time basis, is critical to ensure that CSO's can respond to such problems more effectively. Information related to issues like this, remains in the realm of company knowledge, and needs to be managed in a very different way to other forms of knowledge, however, should not be considered separate from other knowledge assets.

User feedback mechanisms should also be considered a critical requirement of a Knowledge Delivery System. Introducing the facilities to enable those who use the process or access the information in the system, to feedback recommended adjustments to the processes provides for the continuous improvement of your business. This is an effective empowering tool for your call centre.

Where to from here?

The issues raised in this white paper are by no means a definitive assessment of knowledge management requirements within a call centre. They merely touch the surface of many issues for consideration when developing knowledge management strategies within such an environment.

While call centre requirements are different to other environments, requirements will also differ from call centre to call centre. Attributes affecting knowledge management strategies could also include how your existing processes operate, locality, as well as the type of products or services your call centre deals with. Each call centre requires special attention in order to design an appropriate knowledge delivery strategy customised to suit the environment. 

Developing a Knowledge Delivery Strategy requires careful planning and a detailed assessment of requirements. A well thought out strategy will provide a higher likelihood of success and achieve greater levels of buy-in from your users. Management should place a similar emphasis on a knowledge delivery solution as they would a new Customer Relationship Management Solution (CRMS) or a Financial Management solution (FMS).

For additional information please go to www.livepro.com.au or to contact a consultant directly go to www.imc.net.au/contactus 
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