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Abstract 
 
Globalization and technology improvements have exposed companies to a situation with 
tough competition. In this new era companies are focusing on managing customer 
relationships in order to efficiently maximize revenues. In terms of customer relationship 
management, call centers are considered as one of the primary organizational channels 
for interacting with customers, but perhaps the greatest challenge of running a call center, 
is to ensure that customers are provided with the right information in a timely fashion. In 
this regard knowledge management has a number of practical tools and strategies for 
meeting these challenges. The purpose of this thesis is to gain better understanding of 
how organizations with entirely knowledge-based services, are using information and 
knowledge management in their call centers.  This research explores, describes and 
begins to explain how information and knowledge in call center of two biggest car 
makers in Iran is going to be managed. As in this research there are two case studies, the 
comparisons have been conducted within the each case as well as between the cases, in a 
cross-case analysis. The study found more similarities than differences between the 
companies as regards to the theories provided. It was found that companies already have 
implemented an information system in their call centers, have mostly focused on the 
management of explicit knowledge (designing, organizing and providing access to a 
knowledge base) rather than creating an atmosphere for transforming tacit knowledge of 
experts to explicit knowledge. In addition the study revealed that in both companies, 
tendencies to focus on technology rather than people and process, has obscured the real 
benefits that knowledge management can bring. 
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1      Introduction: 
 
The first chapter of this thesis will introduce the call centers, its relation with CRM 
concept and also knowledge management as one of the major sources for customer 
knowledge management in call centers.   
The brief background shows how and why knowledge has gained more interest today. 
After that, problem discussion talks about the focus in this research which is about the 
ways knowledge could be managed in call centers, then motivation, the purpose, the 
research question, delimitation and disposition of the research will be presented. 
 
1.1 Background 
 
Call centers, or their contemporary successors contact centers, are the preferred and 
prevalent way for many companies to communicate with their customers. Most 
organizations with customer contact – private companies, as well as government and 
emergency services – have reengineered their infrastructure to include from one to many 
call centers, either internally managed or outsourced. For many companies, such as 
airlines, hotels, retail banks, and credit card companies, call centers provide a primary 
link between customer and service provider. According to Ovum (2001), the rate of call 
center growth in Central and Eastern Europe, along with South and Central America 
(including the Carribean), will accelerate so rapidly that each of these regions' share of 
global call center capacity will increase from 2% of worldwide call center seats in 2001 
to 7% in 2006 (a combined increase to 14% from 4%). Much of the increased capacity 
will come from new call centers that will be designed as multi channel contact centers. 
Call centers can impact whole the firm with one phone call or email and also make 
commitments to customers on behalf of the company that can make or break customer 
relations. They hear important details about customers’ buying preferences and they 
protect the privacy of customers’ information. Although, there has been consistent effort 
to instill quality into call centers, but until now the high volume transaction-based view 
of the call center has always overshadowed the quality metric. In the last 15 years, new 
technology has made a significant impact on the call center industry. It was not too long 
ago that call center professionals used only a phone and had no desktop computer at all. 
They flipped through manuals, catalogs, or standard operating procedures to get answers 
to a caller’s questions. However, technology has put more information in the hands of 
both the call center professional and the customer. While some sort of technologies has 
enabled call centers to make quantum leap improvements, others have missed the mark 
because the industry or consumers were not ready for them yet.  
Even with all the advances in technology, the call center professional is still the key to 
the success of an organization’s customer support strategy. Never before has a customer 
had so much information about a company’s products and services. Never before has a 
customer been able to identify and switch to a competitor as easily as they can today. 
And never before has the work of call center professionals contributed more significantly 
to the satisfaction and retention of customers and revenue as a part of CRM.  
Call centers, are one of the best channels for acquiring customers information which also 
help organizations to improve all aspects of CRM (marketing, sales and services). It’s 
been proved that if an organization can convert customers’ information to the meaningful 
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knowledge, then it’ll certainly see how call centers can act as a bridge between customer 
relationship management (CRM) and knowledge management (KM).  
In this regard, three different kind of knowledge that could be gained by call centers 
through the interaction with customer are; 
 
Knowledge for customers is required in CRM processes to satisfy knowledge needs of 
customers. Examples include knowledge about products, markets and suppliers.  
Knowledge about customers is accumulated to understand motivations of customers and 
to address them in a personalized way. This includes customer histories, connections, 
requirements, expectations, and purchasing activity.  
Knowledge from customers is knowledge of customers about products, suppliers and 
markets.  
In this regard in support and customer service departments like call centers, knowledge 
management (KM) refers to the strategies and tasks associated with developing and 
delivering relevant knowledge, efficiently and quickly, to meet evolving customer and 
support needs. Effective support of knowledge management optimizes knowledge 
creation, knowledge dissemination and consequently knowledge utilization, but the fact 
that does seem to be agreed on is that different situations require different knowledge 
management strategies.  
 
1.2 Problem Discussion 
 
Call centers staff need to understand the issue or problem before they can deliver an 
accurate answer – they not only need access to answers, they need the right information 
to understand the questions that are being asked and the issues which are being posed, but 
in contrary they often use informal methods to research inquiries and deliver answers to 
customers (manuals, binders, sticky notes, case histories, etc.). Research shows that 
employees will often spend as much as 70% of their time during a call in the problem 
diagnosis phase and as much as 30% in the answer delivery phase of resolution of a 
customer issue. 
One of the key benefits of a structured knowledge base is that people in call centers can 
focus more on troubleshooting questions and minimize the diagnosis phase, enabling 
them to quickly get to the answer delivery phase of the customer experience. This is 
crucial to achieving efficiency. Since structured knowledge allows them to determine if 
he or she has properly diagnosed the customer's issue before delivering an answer, it is 
distinctly preferable to mere access to unstructured information which, by definition, can 
only help with the answer. 
However, these methods are not optimal because they do not promote knowledge sharing 
or knowledge reuse. Optimum contact center efficiency can only be achieved by 
capturing answers to previously asked questions and building structured knowledge from 
this experience. The process of building knowledge does not necessarily require the 
presence of a formal knowledge engineer or subject matter expert. A well-defined 
process and tools that enable agents to contribute knowledge are recommended. In most 
contact centers, a question, which is being asked, has usually been asked before, and most 
likely will be asked again. A knowledge management system, which is built upon 
knowledge contributed by skilled agents and based upon actual experience, will facilitate 

 2



                                            Knowledge management in call centers__________________         

efficient responses to customer inquiries by experienced and inexperienced agents alike. 
With such a system, a "new" agent has immediate access to all of the knowledge of even 
the most experience agent. Also, in case experienced agents churn out of the contact 
center, legacy knowledge has been captured in a readily usable and accessible form. 
Providing a feedback on the organization’s knowledge base systems is another role of 
call center staffs as they are the ones actually using the information in practice. By 
implementing simple feedback mechanisms the repositories of knowledge within the 
organization will be more accurate and up to date. So the flow of information is not just 
one-way and as call center employees have direct interaction with customers and the 
public, so they understand customers better than most others and will know their specific 
needs and complaints. A process must be put in place to feed this information back to the 
relevant areas within the organization, such as sales and marketing units. They are an 
invaluable source of market intelligence. By doing so it becomes possible to close the 
loop and to create an integrated knowledge culture within the organization. 
So in order to achieve optimal contact center efficiency, people in call centers need 
accurate knowledge about their organization, customers, products, services and also 
market. Embedding knowledge management into the activities of call centers changing it 
to knowledge center for the organization that serves the entire enterprise in receiving, 
recording, resolving and reporting on issues from all internal and external customers 
seems to be necessary  but how they can reach to their required knowledge? How they 
can fulfill the customers need after a call?  
To answer these questions this research focus on factors which are important for 
managing knowledge in call centers. 
Briefly, role of knowledge in call centers and its related factors high lightened. 
Furthermore call center’s functionality and impact of knowledge management   in recent 
economy shortly described. It should be remembered that neither CRM nor Knowledge 
management are not just the technology, they are so much more and organizations that 
view their customers as an assets and deliver value in terms of convenience, quality and 
positive purchasing experience are the winners in today competitive environment. (Kraus, 
2002- Ryals & Knox, 2001)  

1.2.1 Motivation 
Call centers allow a company to build, maintain, and manage customer relationships by 
solving problems and resolving complaints quickly, having information, answering 
questions, and being available usually 24 hours a day, seven days a week, 365 days of the 
year, but to keep a long-term relationship with customers having a call center is just the 
beginning. Companies that have call centers as a focus of their customer relationship 
strategy; have to know how they can satisfy customers with right information at a right 
time. Prerequisite of providing customers with fast and accurate answers is to have access 
to sources of information and knowledge. To count a few of knowledge management 
benefits in call center its enough to name, faster troubleshooting, promoting knowledge 
sharing and reuse and providing feedback mechanism which help call centers to reach to 
their optimum efficiency that leads to competitive advantages through the customer 
satisfaction, retention and company’s benefits and revenue.  
This research will investigate through the call center of two biggest car makers in Iran to 
examine how they manage their information and knowledge to support their customers. 
In fact the importance of the subject is the relation of managing organizational 
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knowledge and optimum call centers efficiency which occurs through the knowledge 
acquisition, utilization, adaptation, dissemination and  generation beside converting tacit, 
explicit and cultural knowledge to each other.   
 
1.2.2 Research Purpose  
Bear in mind all the phenomenal importance of customer services through call centers, 
and the role of knowledge management in call center’s operation, focus of this study 
would be on most important factors that have significant impact on managing knowledge. 
This research would shed light on combining to extremely important concepts - call 
centers as a part of CRM and knowledge management.  

Based on the above discussion and laid foundation, the research purpose of this study 
would be to gain deeper understanding of “Knowledge management in call center of two 
largest Iranian car makers” 

1.3 Delimitation 
There are many aspects within this research area and due to time limitation I will only 
focus on some of them. I have therefore limited this research to view the above stated 
research purpose and consequently its related research questions. Furthermore this thesis 
will be based from a two major car makers in Iran which are conducting a call center 
department for many years and have more potential to implement the fundamental of 
information and knowledge management. 
1.4 Disposition of the thesis 
This study is divided into five chapters. By now, the content of the first chapter is already 
presented and familiar to the reader, consequently, only the content of the following 
chapters will be briefly discussed below. Figure 1.1 visualizes the outline of the study. 
Figure 1.1 outline of the study 
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      Introduction 
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2. Literature Review 
In the second chapter of this thesis, theories related to this study will be discussed.  I 
review earlier studies within this research purpose area in terms of KM and its relation 
with call centers as subsets of CRM communication channels. 

 

2.1 CRM 
The origins of CRM can be traced back to the management concept of Relationship 
Marketing (RM) (Levitt, 1983).  Relationship Marketing is an integrated effort to 
identify, build up and maintain a network with individual customers for the mutual 
benefit of both sides (Senger.E, 2002). RM is of largely strategic character and lacks a 
holistic view on business processes, although they are regarded as important (Parvatiar.A 
2003).  

CRM is a process designed to collect data related to customers, to grasp features of 
customers, and to apply those qualities in specific marketing activities (Swift, 
2001).Further Swift (2001) looks it as recursive process, changing customer information 
into customer relationship through use of and learning from the information. He further 
mentioned that CRM starts from building customer knowledge and results in high impact 
customer interactions. Business and government agencies establish, manage long-term, 
resource, profitable customer relationships by using this process. Swift (2001) divides 
this process into four stages: 

a) Knowledge discovery, 

b) Market planning, 

c) Customer interaction, 

d) Analysis & Refinement. 
Figure 2.1 shows this process;  
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Swift (2001) explains each process as follows. 
Knowledge Discovery 
At this stage the customer is analyzed to identify specific market opportunities and 
investment strategies. Customer identification, customer segmentation, and customer 
prediction is done. Marketing personnel uses knowledge discovery to analyze the detailed 
customer information including historical information and customer characteristics for 
better decision-making. At this stage data warehouse is required to pre-understand 
customer buying behavior. Data warehouse provides detailed collected data about 
different customer interactions and transactions throughout the business locations. It 
transforms data into information, gives it concept to become knowledge that is useful for 
the management and planners. Data warehouse helps the organization, saves time by 
providing right message at the right time (ibid). 
Market Planning (and offer planning, Marketing planning, and Communications 
Planning) This process helps organization by providing specific customer offers and 
distribution channels, which organization uses for customer interaction and channels, 
treatment plans, and products and services. This process also enables in strategic 
communication development plans and to put the knowledge into action (ibid). 
Customer Interaction 
At this stage customer related information and offers are managed by using a variety of 
channels and front office applications, including customer care applications, sales 
applications. Customer is reached by using different interaction channels which includes 
Sales agent, retail branch, direct mail, Kiosk, Call center, Internet, ATM. The channel(s) 
that customers prefer to utilize is important. Through advanced technologies and ongoing 
introductions of technology change in the marketplace, the information about customers 
will be collected by channels. Thus, it becomes easy to deliver marketing messages and 
sales opportunities, and to handle service issues through these channels (ibid). 
Analysis and Refinement 
At this stage the organization learns about customer dialogs collected by capturing and 
analyzing data from customer interactions and refining messages, communications, 
prices, volumes, locations, approaches, and timings, and understanding specific responses 
to customer stimulus (ibid). 
 
Today CRM consider viewing the customer relationship as an investment, which is to 
contribute to the bottom line of the enterprise. The design and management of the 
customer relationship is to strengthen the competitive position of an enterprise by 
increasing the loyalty of customers (Romano, 2000; Massey et al., 2001). Leading firms, 
after gradually adopting the production, sales and marketing philosophies, are now faced 
with the challenges of a new orientation that might be termed a customer-centric one 
(Bose, 2002). At the core of this orientation there exists the necessity for developing and 
establishing long-term relationships with customers aimed at improving customer service 
and satisfaction. 
 

 

 

 

 6



                                            Knowledge management in call centers__________________         

Figure 2.2 shows the priority of different factors related to market.  

                  

                          
 

 

Companies have come to realize that in order to develop successful, long-term, 
relationships with customers they should focus on the “economically valuable” 
customers, while keeping away and eliminating the “economically invaluable” ones 
(Romano, 2000; Verhoef and Donkers, 2001). Thus, instead of treating all customers 
equally, companies are now realizing that it is more effective to develop customer-
specific strategies. CRM enables firms to deploy such strategies by managing individual 
customer relationships with the support of customer databases and interactive, as well as, 
mass customization technologies (Verhoef and Donkers, 2001). CRM, as explained in the 
relevant section below, is definitely related to the discipline of knowledge management. 
Thus, the existence of sufficient and continually updated customer knowledge is critical 
for an effective CRM system. 

CRM technology applications link front office (e.g. sales, marketing and customer 
service) and back office (e.g. financial, operations, logistics and human resources) 
functions with the company’s customer “touch points” (Fickel, 1999). A company’s 
touch points can include the Internet, e-mail, sales, direct mail, telemarketing operations, 
call centers, advertising, fax, pagers, stores, and kiosks. Often, these touch points are 
controlled by separate information systems. CRM integrates touch points around a 
common view of the customer (Eckerson and Watson, 2000). Figure 2.3 demonstrates the 
relationship between customer touch points with front and back office operations. 
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Figure 2.3 Customer touch point and front and back office relationship 

 

 
 

In some organizations, CRM is simply a technology solution that extends separate 
databases and sales force automation tools to bridge sales and marketing functions in 
order to improve targeting efforts. Other organizations consider CRM as a tool 
specifically designed for one-to-one (Peppers and Rogers, 1999) customer 
communications, a sole responsibility of sales/service, call centers, or marketing 
departments. 

CRM is about managing customer knowledge to better understand and serve them. It is 
an umbrella concept that places the customer at the center of an organization. Customer 
services is an important component of CRM, however CRM also concerned with 
coordinating customer relation across all business functions, points of interaction, and 
audience. (Bose & Sugamaran, 2003).  

CRM is an enterprise wide mindset, mantra and set of business processes and policies 
that are designed to acquire, retains and service customers. CRM is not a technology, 
though technology is a CRM enabler. 
During the years CRM was influenced by several information systems concepts, focusing 
on distinct application areas, advances in information technology (IT) had a significant 
influence on CRM, focusing mainly on the information systems layer in the past. The 
goal was to support the existing isolated approach of dealing with customer relationships. 
With the CRM philosophy aiming at creating an integrated view of the customer across 
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the enterprise, these systems were connected and today form the building blocks of 
comprehensive integrated CRM systems. While this extends beyond the use of 
information technology, IT is an important enabler of modern CRM. Apart from the 
strategy oriented concept of RM and systems oriented concepts, there are several CRM 
approaches with special focus on business processes (Schulz.T). However, these 
approaches are based on the separation of the functional areas of marketing, sales and 
service, which by itself does not provide a cross functional process view. So it is obvious  
that effective customer personalization management requires, CRM software systems 
should not only be operational but also highly integrated into the IT architecture of the 
organization. 

Figure 2.4 depicts a conceptual model of the CRM development stages. The stages are 
determined by the level of IT employed and the sophistication/integration of the 
information system used in the organization. The higher the level of IT the higher the 
integration of CRM into the organization’s IT/IS architecture and more effective/efficient 
is the management of customer relationships leading to customers’ expanded profiles and 
personalization. 
Figure 2.4   CRM development based on IT elements. 

 
 

 

According to Gefen and Riding (2002), CRM can be divided into three different types; 
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Operational CRM also known as front-office CRM, enable the streamline communication 
and involves the area where direct customer contact occur, for example a call center or 
email promotion (Romono 2003).Operational CRM attempts to provide seamless 
integration of back office transaction with customer interfaces and the majority of self-
described CRM products on the market today fall in the operational category. (Adebanjo, 
2003). 

Analytical CRM also known as back-office or strategic CRM, involve understanding the 
customer activities in the front office and enable an organization to analyze customer 
relationship through data mining (Gefen & Riding 2002; Shaw 2001). Analytical CRM 
requires to technology to compile and process refining customer-facing practices to 
increase loyalty and profitability. (Adebanjo, 2003). 

Collaborative CRM is almost an overlay (Greenberg, 2001). It is the communication 
center the coordination network that provide neutral path to the customer and 
supplier.(Schuber & Koch, 2002). It could mean a portal a partner relationship 
management application or customer interaction center.(Gefen & Riding 2002). 
According to Fayerman (2002) could it also mean communication channels such as web 
and email, voice application or snail mail. Fayermann also state that it also could mean a 
channel strategy. In other words according to Schubert & Koch (2002) it is any CRM 
function that provide a point of interaction between customer and the channel itself. 
According to Greenberg (2001) the goal in CRM is to recognize and treat each customer 
as an individual using the three types of CRM.  

2.1.1 Call Center Definition 
 
The Call Centre Association (1999) defines a call centre as ‘‘a physical or virtual 
operation within an organisation in which a managed group of people spend most of their 
time doing business by telephone, usually working in a computer-automated 
environment’’. 
Taylor and Bain (1999) defined the concept of call centers with three essential elements. 
First, the call centre is a dedicated operation with employees focused entirely on the 
customer service function. Second, those employees are using telephones and computers 
simultaneously and, third, the calls are processed and controlled by an automatic 
distribution system. This definition can be applied to a call centre where relatively low 
skilled and low paid service workers are responding to customer requests within a tightly 
controlled, heavily monitored and time-restricted system. In contrast, the definition can 
also apply to a call centre where highly skilled, highly paid knowledge workers respond 
to calls from business customers about online service arrangements. Despite the 
differences, both these types of call centres are fundamentally characterised by the 
integration of telephone and computer technologies, and one of each forms the basis of 
the data for the study. 

2.1.2 Call Center – One of customer’s interaction channels  
One of the major elements within modern CRM concepts is call or communication 
centers that in many companies consolidate the communication channels phone, fax and 
email serving a geographically dispersed client base as indicated in figure (CRM/IT 
integration). 
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According to Waite (2002) strategically, the call center is the point of entry for most 
customer communication. This is where a customer can make an inquiry or contact and 
expect a meaningful response. The processes, technology and people with the skills, 
training and motivation, all exist to serve this relationship. Once available to do business, 
a company establishes and advertises an entry point where an inquiry from a prospect or 
customer can expected to be answered. Through the telephone it can be either by a 
response via a toll-free number (a call not charged to the customer, commonly known in 
the US and UK as an 800 number) or an outbound telephone solicitation (where the 
company representative calls a customer or a prospect). (ibid) 
As communication networks provide instant links to corporate and customer locations 
around the globe, companies, both large and small, are looking at new business 
considerations and geographical areas when setting up their operations (DeLottinville, 
1994). Read (2000) explains, the call center industry is changing rapidly. In the digital 
economy the customers expect quick, efficient service whether they request a call back or 
dial a customer service representative. Today it is rare to find an industry that does not 
require a call center. In the past many dot com companies have neglected to establish 
brick and mortar call centers which resulted in lost sales and frustrated customers. As a 
result companies started to offer toll-free customer service numbers and if the company 
has not built its own call center, they have outsourced this function to third parties. (ibid) 
Waite (2002) also explains that the world has entered a sea change in connection 
technology that is bringing a shift from separate telephone, data networks and address 
identification for physical delivery, to telephony and data converging into a single 
Internet protocol-based voice and data network, broadly described as the Internet. As 
Bennington, Cummane and Conn (2000) states the usage of new technologies facilitates 
greater effectiveness and efficiency, more customers can be serviced at any one point in 
time. Customer can dial a call center and ask about a product’s features and price. If it is 
an existing customer one might want to check the account status or if the product does 
not work one can demand it to be fixed or replaced. The call center agent who takes the 
call may be hundreds of miles away, perhaps even in another country or continent. A call 
center can connect to wherever there are high-capacity phone lines. Today’s technology 
let agents sound so close, as if they are right next door.  
 
2.2 Data, Information and Knowledge Continuum  
Now before we go into the process of transforming customers’ data/information into 
knowledge which gains through call centers, we will take a look at different definition of 
data, information and knowledge. 

Data, information and knowledge can be seen as existing on a single continuum (Probst 
et al., 2000; Tsoukas and Vladimirou, 2001).  
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Figure 2.5 Data, Information, Knowledge continuum  

 
Also, many attempts have been made in the literature to define knowledge by 
distinguishing between data, information and knowledge (Wiig, 1993; Choo, 1998; 
Boisot, 2002). Various classifications of knowledge and KM models have also been 
attempted. 

Data are an ordered sequence of given items or events, information is a context-based 
arrangement of items when there are logical relations between them, and knowledge is 
the judgment of the significance of events and items, which comes from a particular 
context and/or theory (Tsoukas and Vladimirou, 2001). 

Figure 2.6 View that is commonly found, in variants, in the literature . 

 
 
 

 12



                                            Knowledge management in call centers__________________         

2.2.1 Classification of Knowledge 
 
In the literature on knowledge, there is much debate about what constitutes knowledge, 
what is data and what is information. Most literature on knowledge classifies it into two 
main categories: explicit knowledge and tacit knowledge. Explicit knowledge can be 
defined as things that are clearly stated or defined, while tacit knowledge can be defined 
as things that are not expressed openly, but implied (Choo 2000, Bloodgood and 
Salisbury 2001, Carvalho and Ferreira 2001, Herschel et al., 2001). 
So far explicit and tacit knowledge are the most widely accepted and elaborated 
knowledge classification (Nonaka, 1994). Explicit knowledge is precisely and formally 
articulated and codified in documents and databases of corporate procedures and best 
practices (Alter, 2002). Tacit knowledge is the practical wisdom possessed by experts 
that is difficult to capture, yet repeatedly demonstrated in contexts as varied as factory 
floors, research laboratories, army basis, and corporate board rooms (Crowley, 2000). 
Another major distinction of knowledge is cultural knowledge (Blackler, 1995; Snowden, 
2000; Choo, 2002).  Cultural knowledge is defined as the assumptions, beliefs, and 
values of people (Choo, 1998). However, many other classifications have also emerged, 
but they are all an extension of these basic classifications. 

A better understanding is possible by looking at Blackler’s (1995) study in which he 
identifies five classifications of knowledge, which are embrained, embodied, encultured, 
embedded and encoded: 

1. Embrained knowledge is knowledge that is dependent on conceptual skills and 
cognitive abilities. Cognition is the human capacity to perceive, interpret, and reason 
about environmental and conceptual environmental or organisational stimuli and 
meta-cognition is the capacity to think about thinking (Carayannis, 1999). This is the 
abstract knowledge or personal insight, models, systems thinking, and shared visions 
in a general account of organisation thinking. 

2. Embodied knowledge is action oriented and is likely to be only partly explicit. Such 
knowledge is acquired by doing and is rooted in specific contexts. This is known as 
‘‘practical thinking’’ or intimate knowledge of a situation rather than abstract rules. 

3. Encultured knowledge refers to the process of achieving shared understandings. 
Cultural meaning systems are intimately related to the process of socialisation and 
acculturation.  Such understandings are likely to depend heavily on language and 
hence to be socially constructed and open to negotiation. 

4. Embedded knowledge is knowledge that resides in systemic routines. Embedded 
knowledge is analyzable in systems terms, in the relationships between, for example 
technologies, roles, formal procedures, and emergent routines. 

5. Encoded knowledge is information conveyed by signs and symbols. To the traditional 
form of encoded knowledge, such as books, manuals, and codes of practice, have 
been added information encoded and transmitted electronically. However, 
information encoded by decontextualised, abstract symbols is inevitably highly 
selective in the representations it can convey. 

 

Peter Druck (1990) described knowledge, rather than capital and labor as the only 
meaningful resources in the knowledge society. Nowadays knowledge has become one of 

 13



                                            Knowledge management in call centers__________________         

the critical driving forces for business success. Organizations are becoming more 
knowledge intensive; they are hiring “minds” more than “hands”, and the needs for 
leveraging the value of knowledge are increasing.  
Quinn (1992) believes that the economic and producing power of a modern corporation 
lies in its intellectual and service capabilities instead of its hard assets. Quinn also points 
out that the value of most products and services now depends on “knowledge based 
intangibles” such as technical know-how, product design, marketing presentation, 
understanding customers, personal creativity and innovation. This view is an extension to 
that of Toffler (1990) who considers knowledge to be the source of power and no longer 
just an adjunct of money and muscle but instead the key element of power. 
On the other hand, pressure of success is forcing organizations to become more dynamic 
in their operations and adopt innovative approaches to be competitive (Arnison and 
Miller 2002). Even in e-business knowledge has become a strategically important 
resource, the way organizations interpret new skills and learning capabilities is becoming 
a key role in organizations (Sanchez 2001). 
Although there is recognition that the knowledge society and knowledge economy have 
arrived and that knowledge is the key business assets, organizations are still in the early 
stage of understanding the implication of knowledge management. (Rowley 1999) 
The recent advances in the merging field of computing and high speed communications 
have increased the organization interest in the topic of KM but still every organization 
and company has its own definition of knowledge and how it should be gathered, 
categorized and made available to employees.  
What works for one company will not work for another because organizational 
knowledge is so subjective. The one size- fits-all mentality, coupled with the tendency to 
focus on technology rather than people and process, has obscured the real benefits that 
KM can bring, according to Nir (2002). It does not help that knowledge means different 
things and often involves different kinds of technologies at different organizations. 
 

2.2.2 Knowledge Management Definition?     

 Many different definitions of KM have been published. But by synthesizing the 
explanations of the KM term from the literature (Allee, 2001a; Bassi, 1997; Beckman, 
1999; Gordon, 2000; Martin, 2000; Mayo, 1998; Nonaka, 1991; Nonaka & Takeuchi, 
1995; Nonaka & Konno, 1998; Parlby, 1998; to name a few), KM can be described as the 
process of collecting and identifying useful information (i.e. knowledge acquisition), 
transferring tacit knowledge to explicit knowledge (i.e. knowledge creation or transfer), 
storing the knowledge in the repository (i.e. organizational memory), disseminating it 
through the whole organization (i.e. knowledge sharing), enabling employees to easily 
retrieve it (i.e. knowledge retrieval) and exploiting and usefully applying knowledge (i.e. 
knowledge leverage). 

Many organizations today are putting a great deal of emphasis on the discipline of 
knowledge management. They are developing tools, systems, and awareness among 
employees that capturing and sharing knowledge is an important organizational practice. 
Knowledge management creates value when knowledge is shared and reused. While KM 

 14



                                            Knowledge management in call centers__________________         

is a systematic approach, many KM practices and strategies can be implemented without 
establishing a formal KM program. And often this is the best approach. 

The goal of KM is not to manage all knowledge, but to manage the knowledge that is 
most important to the organization. It involves applying the collective knowledge and 
abilities of the entire workforce to achieve specific organizational objectives. It involves 
getting the right information to the right people at the right time, and helping people 
create and share knowledge and act in ways that will measurably improve individual and 
organizational performance.(Bose, 2001) 

The discipline of knowledge management has three major components (Bose 2001):  

• People - who create, share, and use knowledge, and who collectively comprise 
the organizational culture that nurtures and stimulates knowledge sharing. 

• Processes - the methods to acquire, create, organize, share and transfer 
knowledge. 

• Technology - the mechanisms that store and provide access to data, information, 
and knowledge created by people in various locations.  

 

                                                                           

                                        Figure 2.7   KM three major components 

 

The People Component 

While all three elements are necessary for a successful Knowledge management venture, 
the people component is the most vital. Overall success is dependent upon people’s 
willingness to share their years of accumulated knowledge so that others can reuse it. The 
willingness to share is heavily dependent upon building an atmosphere of trust. Trust, or 
lack of it, can make or break a KM effort.  
Smaller organizations - those with fewer than 150 employees - have an easier time 
adapting to KM than their larger counterparts. Generally, employees in smaller 
organizations share information more easily because they tend to know more co-workers, 
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contact is easier and more frequent, and is most often face-to-face. In this atmosphere, 
there is a stronger sense of trust and connection to each other; thus, knowledge sharing is 
better facilitated. In larger organizations, knowledge sharing is more difficult because 
people are more apt to organize into small groups that tend to cluster their interactions 
among themselves. People across the organization are less likely to know each other; 
trust is harder to build among strangers. This does not mean that KM is impossible in 
large organizations. Rather, the organization must work toward creating an environment 
that fosters knowledge management as an organizational principle and stresses the 
importance of sharing information across organizational boundaries. Processes and 
technology become more important in larger organizations.  
Being able to trust the source of information is critical. A well-respected member of the 
organization is likely to be looked to first for information, based on his or her expertise, 
rather than a newer or younger employee. Also, studies have shown that, in general, 
people will contact their co-workers before tapping into a database or calling technical 
support staff when they need knowledge.  
The success of KM initiatives depends upon people's willingness to share knowledge and 
use the knowledge of others. The commonly held belief that knowledge is power can 
undermine knowledge sharing. Many people are reluctant to share knowledge because 
they fear they are relinquishing their power. This can translate into perceived lower 
marketability, job threat, and loss of organizational status. Low morale, conflict, and 
mistrust also act as barriers to people's willingness to share. Finally, people want credit 
for their ideas. If they suspect they will not be acknowledged, they will be more reluctant 
to share information.  
Managers must be attuned to the organizational dynamics and act appropriately to ensure 
that negativity is minimized. Organizations must create an atmosphere that encourages 
and rewards KM. Some organizations acknowledge employees who have shared valuable 
knowledge at a recognition function or in some other public venue.  

The Process Component 

Organizations create and implement processes to acquire, create, organize, share, and 
transfer knowledge. These processes include the following:  

• Performing knowledge audits to determine and locate the knowledge that is 
needed.  

• Creating knowledge maps to allow quick access to knowledge.  
• Creating communities of practice or interest to share tacit knowledge.  
• Collecting best practices and lessons learned to share knowledge.  
• Managing content to keep knowledge current and ensure that the knowledge 

being retained is relevant.  
• Telling stories to convey knowledge.  
• Encouraging learning to facilitate the transfer and use of knowledge.  
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The Technology Component 

Computer and telecommunications technology is probably how most organizations will 
choose to store and manage their information. It allows for easy access, reduces time and 
effort, and literally saves space.  

Technology provides the means for people to gather, organize, store, and access explicit 
knowledge. It can also enable people to share their tacit knowledge without being face to 
face. It can increase the accessibility of knowledge, reduce the time and effort to record 
and keep it current, and facilitate interaction with citizens, customers, and stakeholders.  

Networks and computers are able to connect people and store information that can be 
retrieved quickly. Technology can be used to research and point the seeker to a source for 
knowledge sharing. Chat rooms can be useful because of the interactivity. The 
information seeker can use the Internet to locate research documents and obtain 
information on the path to gaining knowledge.  

In summary, knowledge transfer is the process of sharing knowledge between one person 
and another. Knowledge must be transmitted and absorbed/ learned before another person 
can use it. If knowledge is not absorbed, then knowledge is not transferred. To most 
effectively transfer knowledge, it is essential to have willing givers/providers and 
interested recipients.  

2.2.3 Models of KM 

Models are used to capture the essential features of real systems by breaking them down 
into more manageable parts that are easy to understand and to manipulate. Models are 
very much associated with the domain they represent (Savolainen et al. 1995). That 
domain will define their practicing communities, modeling languages and the associated 
tools used. “A model is a simplification of reality” (Booch et al. 1999). Real systems are 
large entities consisting of interrelated components working together in a complex 
manner. Models help people to appreciate and understand such complexity by enabling 
them to look at each particular area of the system in turn. Models are used in systems 
development activities to draw the blueprints of the system and to facilitate 
communication between different people in the team at different levels of abstraction. 
People have different views of the system and models can help them understand these 
views in a unified manner. 

Many models of KM can be found in the KM literature, the most widely quoted among 
them are the ones developed by Wiig (1993), Nonaka (1994), Edvinsson and Sullivan 
(1996), Carayannis (1999) and Despres and Chauvel (2000). 

Wigg’s KM framework rests on three pillars, which represent the major functions needed 
to manage knowledge. In practice, each of these functions consists of formal 
methodologies and informal approaches. The three pillars are: explore knowledge and its 
adequacy; assess value of knowledge; and manage knowledge activity. This model has 
captured some of the useful issues that are theoretical and practical in the KM area. The 
steps associated in this model do not explain the purpose of each step. For example, the 
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model says ‘‘handle, use and control knowledge’’, it does not say why or how to control 
this knowledge. How do we handle or control tacit or cultural knowledge? This model 
also lacks an implementation framework or strategy. Also, the model is generic in nature 
without considering the differences in industry, organisational structure, culture, etc. 

Nonaka’s SECI model is the most widely discussed theories in KM literature.  
 
 
Figure 2.8, Nonaka’s SECI model 
 

 
The model was constructed from empirical evidence gathered in case studies of Japanese 
firms (Honda, Canon, Matsushita, NEC, Sharp and Kao) and aimed to elaborate a new 
theory of KM.  
At the core of the model is the distinction between tacit and explicit knowledge, and the 
dynamics of the analysis of knowledge creation through cycles of socialisation, 
externalization combination, and internalisation (SECI) cycles based on the assumption 
that knowledge is created through conversion between tacit and explicit knowledge. From 
this assumption, Nonaka proposed four different modes of knowledge conversion from: 
 

1. Tacit knowledge to tacit knowledge; (Share experiences, spend time together). 
2. Explicit knowledge to explicit knowledge; (Community based electronic discussion) 
3. Tacit knowledge to explicit knowledge; (Acquisition, processing, sharing) 
4. Explicit knowledge to tacit knowledge.(Personal experience) 
 
Nonaka explained that the first is the result of socialisation, second is the result of 
combination, third is the result of externalisation and fourth is the result of 
internalization.  The work of Nonaka is helpful in providing insight into a wide range of 
issues related to knowledge creation process and a number of specific mechanisms used 
to manage knowledge to facilitate that process. Nonaka has described in detail a number 
of mechanisms to facilitate the sharing of knowledge and the process of learning at 
organisational level. Nonaka has clearly shown the relationship between the mode of 
knowledge conversion and their contribution to the conversion of individual into 
organisational knowledge. Nonaka has presented in a simple manner the various 
dynamics of knowledge creation, distribution and management. Nonaka’s theory formed 
a basis for later improvements and continued studies. 
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However, some issues remain unclear. For Nonaka’s work, the source of codified 
knowledge does not matter or has no relevance. It seems that it does not matter if the 
effort to acquire tacit knowledge from external source or internal source is different 
(Dutrenit, 2000). Firms do not seem to need external sources of knowledge, however it 
has been stressed in many later studies that external sources (customers, market surveys, 
etc.) of knowledge is an essential element for firms in KM (Davenport and Prusak, 1998). 
Nonaka used a narrow definition of tacit knowledge and several degrees of codification 
of tacit knowledge, again it has been established by several researchers that conversion of 
tacit knowledge to explicit knowledge is possible to only a limited extent (Tsoukas and 
Vladimirou, 2001). Nonaka’s SECI model is a generic model that needs to be modified to 
fit into various industries, sizes and cultures to be able to put into practice. 

Using innovation management theory, Edvinsson and Sullivan developed the intellectual 
capital model (ICM) of a firm. This model suggests that the intellectual capital of a firm 
has four major elements, namely human capital, structural capital, complementary 
business assets, and intellectual property. The ICM model is designed to facilitate 
innovation in organisations to achieve competitive advantage. Its main character is to 
innovate and codify the knowledge, and to reuse for removing competitors’ threat. The 
ICM model is mainly concerned with the management of resources for achieving 
innovation, and commercialisation of innovation for monetary benefits. They have 
successfully identified and classified the resources into categories that lead to 
commercialisable innovations and those resources that helps improve service that add 
value to innovations. However, the ICM model has failed to accomplish the classification 
of knowledge in an organisation and to identify the way to manage the resources for KM. 
Looking at this model, we know what these resources can contribute, but we do not know 
how to make these resources contribute. The ICM model may be useful for industrial 
concerns, but its suitability for a call centre looks out of scope.  Carayannis has 
contributed the organisational cognition spiral (OCS) and organisational knowledge 
network (OK Net) models to the KM literature. The OCS model defines different 
knowledge states that are a function of two dimensions – knowledge (K) and meta-
knowledge (MK) and it consists of successive ‘‘knowledge cycles’’ where an individual 
or organisation can transit and traverse four stages of awareness or ignorance.  The OK 
Net model is an experimental test bed or technology platform for designing and testing an 
organisational KM network for the support, monitoring, capturing, measurement, and 
enrichment of organisational cognition in an eight-stage process. Table I shows the 
details of the eight-stage process of KM. 
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Table 2.1 Carayannis’s eight-stage for KM 

The OCS model is strongly rooted in cognitional learning theory, which the levels of 
learning certainly exhibits the true nature of learning process in the organisation. Once 
the current stage of awareness of the organisation has been mapped, it is possible to 
traverse the various stages to reach the desired stage. However, a key requirement is a 
database of interest/expertise profile on the human capital of the firm 
(knowledge/expertise maps/repositories) that supports the OK Net model. It is not made 
clear how this is to be created; codification of explicit knowledge itself is a difficult 
process, leave alone tacit or cultural knowledge. Another issue is determining the current 
knowledge level of the firm to map it to a stage. This exercise needs expertise and the 
process is time consuming. No guidelines are provided as to how this can be achieved. 
The whole model once implemented may provide the firm with KM capabilities, but the 
initial implementation looks like a complex matter. 

Despres and Chauvel developed a meta-model that is based on four dimensions of KM, 
namely, time, type, level and context. Based on the time dimension, an event chain from 
a linear and structural perspective can be specified. While this representation greatly 
simplifies the interconnected and multiple-causal nature of cognition, it appears to fit 
many of the issues addressed in this field. The most prominent distinction with regard to 
types of knowledge is that of tacit and explicit. Yet, there is clearly little 
acknowledgement in the field that knowledge is multiplex rather than singular. They 
suggested three levels of social aggregation to knowledge: individuals, groups and 
organisations. They also found that a deeper importance lies in the seldom realised reality 
that nothing has any meaning outside of a context.  This meta-model describes in depth 
the various dimensions of knowledge and captures the various discourses that exist in 
KM. It is possible to gain a good understanding of knowledge and the theoretical basis of 
KM. The model also successfully covers all that is relevant in literature of KM. They 
have managed to construct a theoretical framework which is basically based on the 
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findings of other researchers, but has been very successful in placing each concept 
appropriately in connection with others and is completely meaningful. However, such 
theoretical basis was not followed up with an implementation model or implementation 
plan.  This makes the meta-model good only for gaining a clear understanding of 
knowledge concepts and related management issues but renders the model less useful 
from an implementation point. The meta-model also ignores issues of industrial 
differences and culture. 

2.2.4   Knowledge Management Physical Systems  

Three kinds of physical systems are necessary for KM to be a core capability (Tiwana 
2001). These are Capture Tools, Communication Tools, and collaboration Tools. Figure 
2.9 below illustrates how these three tools support the KM activities.  

                               

 
                                                    Figure 2.9 KM Physical system        

                      

2.2.4.1    Capture Tools 

These tools help in acquiring, codifying and storing structured and explicit knowledge. 
Examples of such technologies are intelligent databases, note-capture tools, electronic 
whiteboards, and the associated DBMS. Another set of technological tools that are 
extremely effective in acquiring knowledge, through importing external knowledge, or 
generating new knowledge out of existing knowledge, is Intelligence Tools (Tiwana, 
2002). Case-Based-Reasoning, for instance, helps search a collection of previous cases 
and chooses the one closest to the case at hand. Viewing old cases may spark new ideas 
that can be applied to new cases. Collaborative Filtering generates new ideas and 
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suggestions by drawing analogies between the case at hand and the case in question. 
Meanwhile, Data Web houses aggregate data across multiple sources and give decision 
makers the ability to run complex queries for high quality information (Haag et al, 2000).  

2.2.4.2        Communication Tools 

One of the major responsibilities of communication tools is to enable viewing of 
documents irrespective of their formats, operating systems, or protocols. This is why 
Intranets, which are platform-independent, are extremely valuable for communicating 
knowledge in the organization (Tiwana, 2002). Within these intranets or other distributed 
networks, videoconferencing and multimedia capabilities should be implemented to 
capture the informal content of messages that could be lost forever or rendered 
ineffective. Knowledge maps, which are pointers to knowledge sellers, are also essential 
to establish effective communication. Knowledge maps are directories of knowledge 
sellers’ backgrounds, contact information, and expertise (Maryam & Leidner, 2001). This 
illustrates the importance of face-to-face communication necessary for people to trust one 
another when sharing tacit knowledge (Swoyer, 2000).  

 

2.2.4.3        Collaboration Tools 

Once communication tools have been set, places for actual sharing of knowledge need to 
be established. Collaboration tools promote knowledge creation and transfer through 
informal talk and discussions (Tiwana, 2002). For instance, Virtual Meetings, also 
referred to as web-conferencing, enable people in different locations to meet and share 
and view multimedia information, screens, files at the same time. Document 
Collaboration tools allow team members to instantly alter a document they are working 
on from different workstations. Alterations by any member are reflected in real-time. 
Informal Communication tools allow users to hear and see other users, in essence allow a 
real-time chat. Groupware allows users to share access to email, diaries, calendars, and so 
on. Internal messaging as well as communication with the outside world is also enabled. 
Reports and anecdotes can instantly be sent and shared by users. With interactive web 
pages, groupware also has a database environment that allows for version tracking and 
workflow. Lotus Notes, meanwhile, has the ability to replicate data between workstations 
and servers to enables remote work that needs to be conducted on the road (Edwards, 
1998).  

2.3  Relation of KM & CRM  
 
It’s been proved that knowledge management is one of the critical factors for success of 
CRM in a long-term. According to Newell (2000) the real value to a company lies in the 
value they create for their customers and in the value the customers deliver back to the 
company. Accordingly, it is important to mark that the value does not lie in more 
information and in more advanced technology. The value lies in the customer knowledge 
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and in how the company uses that knowledge to manage their customer relationships. 
Knowledge is the sole of CRM. 
Unfortunately, few companies are transforming the information to customer knowledge 
and therefore they miss the opportunity to provide value to their customer. However, 
applied in the right way, CRM is the tool that contributes to profit. If companies are 
transforming the customer data into knowledge and then uses that knowledge to build 
relationships it will create loyalty, followed by profits (Newell, 2000). 
CRM and knowledge management (KM) were once considered entirely different 
disciplines, with the two sharing little but perhaps the same data warehouse hardware and 
a vague understanding that both efforts were meant to improve business efficiency and 
customer satisfaction. It has become clear, however, that the two disciplines were really 
working toward the same goal, and that to deliver continuous improvement to business 
clients, they would have to start speaking the same language. Both approaches focus on 
allocating resources to supportive business activities in order to gain competitive 
advantages.  
To build good relationships with customers, it is necessary to serve each customer in his 
preferred way, therefore requiring the management of ‘customer knowledge” (Davenport 
eta!., 2001). Many knowledge management approaches, as presented by KM models, 
regard managing knowledge as independent of the supported business processes. 
Knowledge and its management are seen as inherently valuable, a view not generally 
shared by the process owners who have to bear the costs of the supportive activities, but 
are measured by their ability to generate revenue and control costs. In many cases the 
latter is not measured in knowledge, but in services or products (Demarest, 1997). 

CRM processes typically require not only transactional data, which can be automatically 
collected and stored in relational databases, but also a significant amount of knowledge. 
Also, CRM processes are typically complex and only structured to a certain extent.  
Hence, they can be considered knowledge-intensive processes (Eppler, M). Besides 
developing an integrated view of CRM processes, it is therefore critical to address the 
management of knowledge flows from and to the customer across all communication 
channels as well as to enable the use the knowledge about the customers.  

To achieve their goal of serving the customer, organizations which performing in CRM 
must understand and address the customer’s processes. (Österle, H. "Enterprise in the 
Information Age", in: Business Networking: Shaping Collaboration Between Enterprises, 
eds.: Österle, H., et al., Springer, 2001.)   
They therefore require three different types of customer oriented knowledge: 
 
 
 

• Knowledge About Customers 
  They need to understand the requirements of customers in order to address them. This is 

referred to as “knowledge about customers”. 
   Knowledge about customers is captured mainly by offer management, service 

management, complaint management and, if available, contract management. Main user 
processes of knowledge about the customer are campaign management and service 
management, because both processes personalize their services based on user criteria. 
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   Knowledge about the customer must be transparent within the company; however its 
dissemination beyond the border of an organization must be controlled, as knowledge 
about the customer can often be directly transformed into competitive advantages. The 
development of such knowledge is also expensive, because knowledge explication is 
taking time and attention away from the main task, i.e. serving the customer. Interaction 
management offers possibilities of gaining knowledge about customers automatically 
via electronic media. The question of how much data about the customer an enterprise 
can transform into knowledge is the critical challenge when managing knowledge about 
the customer. 

 
  

•    Knowledge For Customers 
   Customer needs must be matched with the services and products available. All 

knowledge required here can be summarized under the term “knowledge for 
customers”. 

   Knowledge for customers is mainly generated in processes within the enterprise, such 
as research and development and production. Campaign management is responsible for 
collecting this knowledge and refining it according to the customer requirements. It is 
then distributed to the other CRM processes, mainly offer management, contract 
management and service management. CRM manages knowledge transparency and 
dissemination knowledge for customers. Maintaining the balance between 
comprehensibility and precision is the main challenge when managing this kind of 
knowledge. 

 
  

• Knowledge From Customers 
   Customers gain many experiences and insights when utilizing a product or service. This      

knowledge is valuable as it can be used for service and product enhancements. This 
“knowledge from customers” must be channelled back into an enterprise. 

   Knowledge from customers can be captured in similar ways as knowledge about 
customers. Gaining knowledge from customers is based on the fact, that customers gain 
their own expertise while using a product or service and can be seen as equal partners, 
when discussing changes or improvements. This aim is not commonly understood in 
the business world and its impacts poorly researched in academia (Garcia-Murillo, M. 
& Annabi, H., 2002). 
To utilize this knowledge from “outside experts” as change agent it must be channelled 
into   the back end processes of an enterprise, such as the research and development 
process. Even so valuable knowledge from customers is mostly gained at the service 
points; an enterprise must check its CRM processes for their capability of serving 
customers. To bend CRM away from their service goal in order to capture higher 
amounts of knowledge from customers is a short sighted goal. 

    
   All three types of customer oriented knowledge will be henceforth summarized under 

the term “customer knowledge”. This model addressing CRM requirements focus on 
managing customer knowledge. In addition there are four main applications of KM 
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which could be applied to one or more of  CRM’s core processes (sales, service and 
marketing).( Kathy Harris, Esteban Kolsky, James Lundy, April 2003) 

 
Knowledge-base maintenance and access: For many enterprises, this is the first step 
into KM, and focuses on the management of explicit knowledge (designing, organizing 
and providing access to a knowledge base). Knowledge-base applications are so widely 
used in CRM that many enterprises think this is the only form of KM. These are also 
foundational applications for support, sales and marketing. 
Expertise management: These applications focus on leveraging tacit knowledge. They 
provide the capability to find and ask an expert and in doing so, to gain more insightful 
and   contextual knowledge than is available in a static document or data record. In 
CRM, this insight may prove the difference in service level between an “answer” and a 
well-reasoned response. 

   Collaboration: Facilitating the creation of new knowledge often has higher business 
benefit    than enabling better reuse or access to what is already known. Technology 
cannot discover new things, but it can improve the interaction of groups by enabling 
them to work with wider scope (for example, to include customers in the collaboration) 
or greater depth. 

   KM business applications: This final class of applications directly supports certain 
knowledge focused processes. Among the applications most relevant to CRM are e-
learning and business intelligence. 

 
2.3.1 Role of KM in call center 

 
Given that call centers are a fundamental weapon for customer relationship management, 
it appears prudent to illuminate the variables of consequence in call center excellence. To 
put it simply, if we are going to build them and run them we probably should know what 
makes them successful. 
Whether it’s an agent responding to a customer inquiry, or a customer using self-service, 
knowledge users need efficient access to the right data, information or "knowledge" in 
order to obtain fast, accurate, and consistent answers. The information accessed by either 
audience can be "knowledge," that is, information that has been collected, quality assured 
and formatted for optimal search and retrieval; or it can be unstructured "information," 
that is, existing data and information found in document repositories, data warehouses, or 
as disparate information accessible on a network. 
In order to achieve optimal contact center efficiency, it is crucial to understand that 
"information" does not truly become "knowledge" until human experience is applied to it 
through usage, and the only way to do this systematically and efficiently is to construct a 
true knowledge base; transforming information into a structured format. 
Another subject of considerable relevance is the management of customer service. One of 
the major challenges is the provision of the right knowledge for call-center staff to handle 
inquiries in an adequate timeframe. To address this challenge, the best way is to have 
projects for the implementation of supporting knowledge management tools. Another 
future challenge is the use of multiple communication channels to address customer 
service needs. Nowadays, most companies looking for a way to show further potential to 
exploit self-service technologies with the aim of increasing service quality and decreasing 
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service costs. Using these technologies will raise the question of how to synchronize 
different communication channels to ensure consistency towards the customer.   

True Knowledge Management tools allow the contact center to capture and categorize 
relevant information and make it readily available for retrieval by either agents or self-
service customers. Two contact center realities compel this conclusion: 
 
1. Agents need to understand the issue or problem before they can deliver an accurate 
answer. Agents not only need access to answers, they need the right knowledge to 
understand the questions that are being asked and the issues which are being posed. 
Agents will often spend as much as 70% of their time during a call in the problem 
diagnosis phase and as much as 30% in the answer delivery phase of resolution of a 
customer issue. One of the key benefits of a structured knowledge base is that agents can 
focus more on troubleshooting questions and minimize the diagnosis phase, enabling 
them to quickly get to the answer delivery phase of the customer experience. This is 
crucial to achieving efficiency since structured knowledge allows the agent to determine 
if he or she has properly diagnosed the customer's issue before delivering an answer; it is 
distinctly preferable to mere access to unstructured information which, by definition, can 
only help with the answer. 
2. Agents need access to proven answers. Agents need fast access to accurate, proven 
information in order to provide consistent service. Agents often use informal methods to 
research inquiries and deliver answers to customers. However, these methods are not 
optimal because they do not promote knowledge sharing or knowledge reuse. Optimum 
contact center efficiency can only be achieved by capturing answers to previously asked 
questions and building structured knowledge from this experience. The process of 
building knowledge does not necessarily require the presence of a formal knowledge 
engineer or subject matter expert. A well-defined process and tools that enable agents to 
contribute knowledge are recommended. In most contact centers, a question, which is 
being asked, has usually been asked before, and most likely will be asked again. A 
knowledge management system, which is built upon knowledge contributed by skilled 
agents and based upon actual experience, will facilitate efficient responses to customer 
inquiries by experienced and inexperienced agents alike. With such a system, a "new" 
agent has immediate access to all of the knowledge of even the most experience agent. 
Also, in case experienced agents churn out of the contact center, legacy knowledge has 
been captured in a readily usable and accessible form. 
 
 2.3.2 KM and Call Center’s efficiency 
 
The literature provides evidence that service quality of call centers has an integrating role 
between the organisation and its customers. This integrating role is due to service quality 
being the outcome of internal organisational policies and practices, and fundamental in 
the service sequence that leads to customer value, satisfaction and loyalty (Cronin et al., 
2000; Heskett et al., 1997; Storbacka et al., 1994; Zeithaml et al., 1996). 
Feinberg et al. (2000) found that the operational factor in call centres that was most 
significantly related to caller satisfaction was the percentage of calls closed on first 
contact. This reinforces the effect that achieving an outcome can have on customer 
responses, a finding previously recognised in other industries (Powpaka, 1996). In 
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contrast with Feinberg et al. (2000), Burgers et al. (2000) explored customer expectations 
of service consultants and subsequently developed a scale for the person-to-person 
component of call centre quality. Another important issue that emerges from the literature 
in relation to customers’ attitudes to call centre operations is response times, total service 
time and queuing systems (Davis and Heineke, 1998; Gilmore and Moreland, 2000). 
However, it is common for contact centers to measure efficiency through the 
implementation of certain metrics; most often average handle time, first call resolution, 
escalation rates, and training costs and call deflection. Below is the brief description of 
these metrics; 
 
  
Average Handle Time 
Structured Knowledge enables agents to answer inquiries quickly and to avoid time spent 
searching, evaluating or trying incorrect or unnecessary avenues of troubleshooting or 
questioning. Unstructured information on the other hand typically requires extensive time 
to search, read, evaluate, select and retrieve solutions. Use of unstructured information 
alone can, in many environments, add to overall handle time. 
 
First Call Resolution 
Structured Knowledge provides the correct problem diagnosis and therefore the correct 
answer at the time of the initial query. Thus, agents have an advantage because the 
answers have already been reviewed in a quality assurance process. Conversely, agents 
relying solely on unstructured information run the risk of presenting inaccurate or 
untested solutions. The usefulness of unstructured information in this context is generally 
limited to experienced (level 2 or level 3) agents who are researching unique issues off-
line, certainly not while a customer is waiting on the phone. 
 
Escalation Rates 
Structured Knowledge has the advantage of being a known and proven solution, likely to 
resolve the issue. This eliminates the risk of attempting unproven or inappropriate 
solutions, minimizing the need for escalation. Unstructured information may or may not 
have the correct solution, and may encourage, rather than minimize, the need to escalate 
to level 2 or 3 agents. If such an escalation occurs, and is not captured in a knowledge 
base, it is likely to be repeated, often resulting in increased costs and unnecessary 
customer frustration. 
 
Training Costs 
Structured Knowledge developed by experts or experienced agents, analyzed and quality 
assured, is considered proven and tested before it is published in the knowledge base. 
Having a robust knowledge base with proven solutions reduces the amount of 
information an agent must commit to memory before being deployed. Thus, training time 
is reduced. By contrast unstructured information is inherently unreliable, and has not 
been quality assured. It is risky to give an untrained agent access to unreliable 
information, expecting them to do "quality assurance on the fly." 
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Call Deflection 
Structured Knowledge, based upon a validated and quality assured knowledge source, 
allows an organization to extend access of the knowledge base to customers or end-users 
via Web self-service. When a properly structured knowledge base is deployed for self-
service, there is a high degree of confidence that the customer will find the correct answer 
quickly and easily, and minimal chance for an unsatisfactory customer experience. 
 
 
2.3.3   Knowledge Management Model for call center 
 
A KM model used in this research is based on Tsoukas and Vladimirou’s (2001) finding.  

Figure 2.10 KM model for call center.  

                             

 
At the core of the model is personal knowledge classified into tacit, explicit and cultural. 
At the outset are the various roles associated with knowledge and KM is achieved by 
identifying and managing these roles efficiently in an organisation. Organisational 
knowledge creation takes place between three levels: individual, groups or teams, and the 
organisation (Despres and Chauvel, 2000; Dutrenit, 2000). New knowledge starts with an 
individual, and is shared among the groups or teams and is finally transformed into 
organisational knowledge (Nonaka, 1994).  To be organisational rather than individual, 
Carayannis (1999) suggested that learning and knowledge must be accessible to others 
rather than the discoverer. A brief description of each item will present in this part to 
explain and define the meaning of elements which have been used in different layers of 
the model. 
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Figure 2.10 shows some measures to facilitate the application of the KM model within 
the five roles of knowledge. With this understanding, it is envisaged that the application 
of KM in a call centre would be viable. 

 

 
       Figure 2.11 ( Tsoukas & Vladimirou 2001) Measures to facilitate KM in call centers                     
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Personal knowledge 
 
Explicit knowledge. This is the knowledge that is usually articulated and stored in the 
printed and electronic media. Providing quality customer services in call centers require 
the employees  to have a good explicit knowledge not only of products and services, but 
also of procedures, rules and regulations of sales and after-sales including data protection 
act and consumers’ legal rights . Since in most contact centers , calls are normally vivid 
and dynamic in nature, every staff, especially in the early months after starting his/her 
job, acquires, learns and develops a unique ‘‘knowledgebase’’ that varies from others. 
This ‘‘knowledgebase’’ is developed by a combination of information available from 
training manuals, computer systems, procedure manuals, company rules and regulations, 
personal notes, photocopies, etc. Employees or advisors in call centers who utilize the 
information to serve customers, must convert these information into knowledge and put 
them into action. So they must interpret the information to match the requirements of the 
situation while their action would be the result of their interpretation. This real situation 
mimics the suggestion by Davenport and Prusak (1998) that knowledge is derived from 
information as information derives from data. By repetitive use, staffs internalise this 
knowledge and discover faster and more efficient ways of serving the customer, resulting 
in improvised knowledge (Tsoukas and Vladimirou, 2001). They not only memorise the 
location of the information, but also create short cuts and personal notes for future use. 
Most employees in call centers rely heavily on their personal notes, photocopies, leaflets, 
etc. apart from using the formal information system provided by the company. In also 
happens that employees in call centers share information informally between themselves 
during breaks and other leisure activities. This informal information sharing usually does 
not involve the team leaders and ultimately goes unnoticed at the management level. 
There must be a way of sharing this knowledge in a formal ways in call centers that 
enable to speed up the learning process in the organisation to achieve quality customer 
service in a shorter period. Otherwise management may be unaware of many problems 
that exist in the operations, sales and after-sales functions. 
 
Tacit knowledge. This is the knowledge that is difficult to articulate and capture in 
documented format. This is knowledge that is developed through experience and can be 
understood only through participation and observation (Nonaka, 1994). Although it is not 
possible to convert all tacit knowledge into explicit knowledge because some knowledge 
is so deeply embedded that it is completely non-transferable (Grant, 2000), it has been 
claimed that some of it is convertible into explicit knowledge. 
Interpreting a customer query is the first task for a call center’s staffs or advisors, and it is 
not an easy one. Most customers are not straightforward in their queries; instead they 
start their questions with abstract details of context and may or may not come to the 
point. The employees usually rely on their experience and instinct in such a situation. It is 
like diagnosing the disease without seeing the patient. So it is the responsibility of 
advisors to probe the matter deeply by asking leading questions, and asking these 
questions require expertise. This kind of expertise is acquired only through practice and 
experience. This knowledge is tacit. To understand tacit knowledge, one has to observe 
how it is used, the expertise of an advisor in call center in handling a difficult customer, 
the expertise of a technical support advisor in solving a technical fault, etc. These are 
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knowledge or expertise normally gained by advancing the explicit knowledge, i.e. 
conversion of explicit knowledge into tacit knowledge.(Internalisation - Nonaka, 1994). 
This knowledge, that is so difficult to articulate and codify, is the knowledge that is 
essential to the organisation in value creation, resulting in better customer services. But 
absence of KM efforts in most call centers has resulted in loosing these valuable skills 
and knowledge developed through years of experience. When each of the staffs leave, 
they walkout with these skills and it is not possible to measure how much of these skill 
can be retained or lost, but it is certainly possible to retain these skills by transferring it to 
the existing employees. Every new employee brings with him new skills, every leaving 
employee leaves with the skills he/she learned in the organisation, it is the management’s 
duty to see this drain of organizational knowledge is minimised. 
 
Cultural knowledge. Cultural knowledge is the knowledge generated through the beliefs 
and value system that exists in an organisation. Like tacit, locating cultural knowledge is 
difficult. Only through careful observation can one distinguish such knowledge.  
 
Various roles of knowledge 
 
Knowledge acquisition. Knowledge is acquired in various ways. It could be started at the 
induction programme for new employees in call centers, however at this stage it has to 
bear in mind that the new recruits already possess knowledge acquired from external 
sources such as educational institutions, previous employers, etc. This knowledge, which 
the new recruits brings with them, even though may not be directly relevant to the 
organisation, are convertible to organisational benefit, e.g. previous customer service 
experience. Through induction programmes and trainings, the customer services advisors 
continues this acquisition process but with a focus relevant to the organisational context. 
Information made available through ICT, manuals, memos, e-mails, etc. provides the 
supporting environment to enhance this acquisition processes in their work. The sources 
of acquisition has no limits, it could be from other superiors, customers, advertisements, 
magazines, newspapers, television, etc. Knowledge acquisition also involves storing this 
knowledge in a convenient format for future retrieval. However, conversion of tacit 
knowledge into explicit has its limitations, and they can only be shared to some extent.  
 
Knowledge utilisation. The ultimate purpose of knowledge is to get it utilised for some 
purpose. The process of utilisation takes place when knowledge is put into action by call 
centers personnel’s during a customer query, or it is utilised by team leaders to manage 
customer service advisors, or utilised by management for decision making or policy 
making. 
Knowledge utilisation results in knowledge increase, by gaining expertise and insights.  
Call center personnel learns through experience on how to deal with a particular type of 
enquiry efficiently.  First, frequent use of the information helps him/her locate the 
information faster as he/she becomes more aware of the location in which the information 
resides. Second, they will anticipate the reaction from the customer-based on experience, 
and is able to respond accordingly as he/she would have devised his/her own methods of 
dealing the customer through trial and error. Knowledge is useless if it is not utilised. 
People do not just passively receive knowledge; rather they actively interpret it to fit with 
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their own situation and perspective (Nonaka, 1998). Utilisation of knowledge increases 
the expertise in a domain of action, and the user becomes an expert through repetitive 
practice 
Knowledge adaptation. Knowledge always leads to changed behaviour, e.g. the call 
centers people modify their action with experience, and this is obvious in many ways. A 
simple example would be that all call centers’ employees have to follow certain 
procedures while dealing complaints based on the nature of complaints. They get this 
information from the complaints procedure manual. They also have to interpret the 
situation and adapt these rules to respond according to the situation. 
An optimized knowledge delivery process leverages the natural inputs and interactions 
involved in identifying and resolving a question, quickly and effectively bridging the gap 
between what a customer or support agent knows and the best information available at 
any point to satisfy the evolving context of the question.  An optimized knowledge 
development process provides inherent input to expand and extend the system to meet 
evolving business needs, both by stimulating content creation and by providing visibility 
into customer and product trends. 

The key tasks in support knowledge management relate to the gathering, structuring and 
delivery of content to meet specific support needs. A robust system must be capable of 
defining a valid support context for knowledge, pulling in all relevant sources from 
across the organization, and driving improvements through views into customer and 
product trends. Tasks include: 

• Creating a knowledge base: a structured support-specific view into high-value content 
- Integrating auxiliary resources into the support experience when relevant 

• Jumpstarting knowledge creation for new issues, products, areas of focus 
• Leveraging incoming information to drive knowledge development 
• Developing knowledge workers and knowledge assets 
• Getting clear visibility into trends, opportunities and issues in knowledge 
• Developing relevant self-help knowledge interactions 
• Relating product knowledge to the customer context 
• Creating effective interfaces to elicit and scope customer needs 
 

Knowledge distribution. When knowledge is shared in the organization to achieve an 
organizational goal, the knowledge is distributed. Sharing of knowledge takes place in 
two ways – formal and informal. Formal sharing usually takes place through official 
channels like meetings, discussions, e-mail, web-postings, memos, etc while informal 
sharing takes place inside or outside the office during breaks, time out, etc. Deliberate 
management attempts can improve the knowledge sharing functions in the organisation. 
These measures can include community of practice, quality circles, buddy training, etc. 
  
Knowledge generation. Knowledge generation is closely interrelated with all the other 
roles. The process of knowledge generation draws extensively from the existing 
knowledge base, i.e. transformation of explicit, tacit and cultural knowledge to new 
knowledge. It is a function of prior knowledge as it is of received inputs (Wiig, 1993). 
When management tries to resolve an issue by finding a solution, it results in knowledge 
generation. To find a solution, the management should have thorough knowledge of the 
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problem. Similarly, the solution may also be found by call center employees, this is also 
considered a type of knowledge generation. Once a solution has been found and 
implemented successfully, the new knowledge can be made available organizationally by 
the management. Such practice will enable continual shift in the culture within an 
organization as new knowledge is diffused in an organisation. 
 
2.4  Position of research related to literature  
 
By building a frame of references we can conceptualize the research question and answer 
to that. Based on the literature review and problem discussion presented in the previous 
chapters, the frame of references will constitute a base for analyzing the collected data 
which is related to the elements of all research questions. As there are several theories 
mostly in a form of case study works and best practices within the area of knowledge 
management, focus is also on the elements which are mentioned by previous researchers 
in common and can cover the purpose of this research in appropriate way. 
 
 
 
2.4.1 Research questions 
 
Conceptual framework explains the most important things to be studied. In this regard 
and based on the existing literature, theoretical observations and evaluations of the 
knowledge management, (Nonaka, Tsoukas and Vladimirou’s,Bixler,Daven 
port,Ruggles, Skyrme & Amidon, Oluic-Vukovic, Snowden, 1998)  the following 
research questions has been defined and developed based on research purpose mentioned 
in the introduction: Knowledge  management  in call centers of two largest Iranian car 
makers. 
 
A model proposed by Oluic-Vukovic (2001) outlines five steps in the knowledge 
processing chain: gathering; organizing; refining; representing; and disseminating. This 
model covers nearly a complete range of activities involved in the organizational 
knowledge flow. It closely resembles information life-cycle processes. 
First, the "gathering" step has been separated into three different processes, each of which 
is distinct from the other: discovery, acquisition, and creation of knowledge. Based on the 
Tsoukas and Vladimirou’s model we focus on knowledge acquisition in order to shape 
the frame for later references in data analysis chapter. 
Acquisition involves bringing knowledge into an organization from either internal or 
external sources. The creation of new knowledge may be accomplished in several ways. 
First, internal knowledge may be combined with other internal knowledge to create new 
knowledge. And secondly, information may be analyzed to create new knowledge. This 
is adding value to information so that it is able to produce action. One example of this 
knowledge creation process is competitive intelligence. Technologies are useful at this 
stage because they can facilitate the creation of new knowledge through the synthesis of 
data and information captured from diverse sources (Oluic-Vukovic, 2001). 
Regarding the call centers conditions, sources of acquisition has no limits; it can be from 
other superiors, customers, advertisements, magazines, newspapers, television, etc. The 

 33



                                            Knowledge management in call centers__________________         

question basically addresses this specific issue of how call center staffs could obtain their 
required information and convert it to knowledge. So the first question could be shaped 
as :   
 
RQ1. How knowledge could be acquired in call centers? 
 
A variety of authors have proposed theories, or models, of the way in which knowledge 
utilization works. Paisley (1993), for example, contrasts two models that he labels as the 
diffusion model, which emphasizes the disseminator of information, and the information-
seeking model, which emphasizes the roles of users in seeking solutions. Wingens (1990) 
notes that one of the first major utilization studies in the field of sociology (Caplan, 
Morrison, & Stambaugh, 1975) divided existing theories into three major categories: 
knowledge-specific theories, policymaker constraint theories, and two-
community theories. According to Wingens and others, the latter theory, which focuses 
on the gaps in culture, need, and belief between the two “communities” of researchers 
and users, remains “the most prevalent theory to be found in utilization research”. 

There are at least some major changes to consider as Paisley (1993) notes, “Many of the 
problems that challenge knowledge utilization have changed little since the 1960s and 
1970s. However, the communications environment of knowledge utilization has changed 
dramatically”. The proliferation of electronic communications, in particular the 
widespread use of personal computers, has given rise to a number of new questions and 
issues about equity, access, and effectiveness. In addition, perspectives about the process 
of knowledge utilization have shifted in important ways. Edwards (1991) points out, 
“Today the complexities and the dynamic, transactional aspects of knowledge utilization 
have become more widely recognized”. Hutchinson and Huberman (1993) describe the 
changes since Havelock’s (1969) research-development-dissemination-evaluation model 
“cast the flow of knowledge as a one-way process”  
No single theory or model has gained ascendancy. In fact, Wingens (1990) asserts that: 
The state of the art of theory-building in knowledge utilization has remained on a low 
level and is, at best, mediocre. There is no elaborate utilization theory, let alone one that 
has proved its explanatory power by empirical testing.  By the way the cycle of 
knowledge management is neither complete nor successful if no efforts are made to 
ensure the use of stored and shared knowledge which means knowledge utilization. 
Today’s pressure is to deliver cost-effective support that is seamless and consistent to the 
customers or employees. To accomplish this, we must capture the knowledge that exists 
in everyone’s head — before those heads disappear!  To deliver a consistent, quality end-
user experience that improves the support organization’s image, perception and value 
proposition, we must utilize knowledge repeatedly — before the customers go elsewhere 
or employees throw up their hands in frustration. To deliver against committed service-
levels, we must get the maximum return from deployed resources and investments — 
before the demand overburdens supply and causes frustrated customers and professionals. 

So, the value proposition is to create knowledge that is usable and scalable; meaning the 
more people that use it — regularly — to solve their problems or answer their questions, 
the more valuable it is. How?  
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This second question would address this selection issue and we will try to grasp an 
understanding of this choice to answer:  

RQ2. How knowledge could be utilized in call centers? 

Being prepared to develop a number of little facilities or applets to customize and manage 
the day-to-day activities of call centers which can be integrated into the current online 
systems, to provide a seamless solution for users seems necessary step for utilizing 
required knowledge.  
The advantage of using the facilities and applets is that they capture the knowledge of the 
call centre into small practical and customized interfaces that are quick and easy to use. 
This can lead to third question which describes the customization of knowledge in call 
centers.  
 
RQ3. How knowledge could be adapted regarding the call centers requirements? 
 

Knowledge sharing is a complex process involving the contribution of knowledge by the 
organisation or its people, and the collection, assimilation, and application of knowledge 
by the organisation or its people (Hendriks 2004; Huysman & De Wit 2002). Four key 
perspectives on knowledge sharing are codification, personalisation, community, and 
power. 

Codification proposes that certain types of knowledge (explicit knowledge) can be 
codified and stored, and later retrieved, reconstructed, and assimilated by receivers 
(Hansen et al. 1999). Critics argue, however, that explicit knowledge cannot represent the 
valuable tacit knowledge that receivers often need (Tsoukas 2003) and reduces learning 
opportunities (Swan et al. 2002). In personalisation, knowledge sharing is interactive 
(Hansen et al. 1999), facilitating meaning negotiation and stimulating knowledge 
creation, knowledge integration, and learning (Koschmann 1999; Swan et al. 2002). 
Community perspective, knowledge exists only in terms of the community which 
produces, shares, and applies it (Wenger et al. 2002). A fourth perspective conceives 
knowledge sharing in terms of the power thus transferred.  Sharers may hoard knowledge 
in order to preserve status and position (cf. Husted & Michailova 2002; Hall 2004). 
Plato’s view was that power should be shared according to the prevailing hierarchy so as 
to maintain the most apt leaders (Quinn 1998). However, Freire advocates non-
discriminatory sharing in pursuit of social equality (Freire 1985). In organisations, 
management of power issues can reduce such filters and enable more democratic 
distribution of knowledge. A range of Information, communication facilities are available 
to support knowledge sharing – for example, portals, intranets, email, and groupware. 
Such technologies can provide access to stored knowledge, connect sharers and receivers 
for sharing and collaboration (e.g. communities of practice), and support business process 
improvement. An intranet is an example of a popular knowledge technology, with 
receiver difficulties including search and navigation, low quality content, 
information/knowledge overload, knowledge silos, and insufficient context (Edwards & 
Shaw 2004; Kautz & Mahnke 2003; Stenmark & Lindgren 2004). 
Knowledge sharing involves the transfer of knowledge from one (or more) person to 
another one (or more). Knowledge sharing is often a major preoccupation with 
knowledge management and is frequently addressed in the literature. Not only most 
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organizations abandon the idea that all knowledge should be documented, but they should 
also be ready to implement different methods for sharing different types of knowledge 
(Snowden, 1998). 
Although knowledge can be acquired at the individual level, to be useful it must be 
shared by a community, often described as a community of practice. For instance, if there 
is only one person knowing organizational rules and procedures, such rules and 
procedures would be useless and meaningless. On the other hand, rules and procedures 
emanate from communities and exist precisely to regulate group activities. Knowledge 
sharing is then crucial when new employees arrive and others quit. The management of 
information does not really focus on information sharing and is more oriented toward the 
control, preservation, and retention of information. One can also argue that the usefulness 
and the meaningfulness of information do not depend as much on its collective 
consumption or sharing: its individual consumption and use can be very effective from an 
organizational point of view. In fact, too much distribution of information can   lead to   
information overload which can paralyze all the activities. 
The primary goal of knowledge management for call center staff must be to effectively 
disseminate knowledge from central management, out to all branches and centers. Of 
course this is more than just sending out information. Delivering the information is one 
thing, getting staff to act upon it is quite another. Thus the focus is on communicating 
knowledge, whereby the staff take on the updated information and processes being 
disseminated.  
As mentioned before a communications infrastructure can easily deliver information, it 
can also easily overload call center staff with a flood of information. With little available 
time, staffs are then unable to keep up. The knowledge must be disseminated in a form 
that is tailored for the specific needs of front-line staff which means brief, concise and 
clear communications. The next research question would go into describing this 
important issue. 
 
RQ4. How knowledge should be disseminated through people in call centers? 
 
Knowledge generation is closely interrelated with all the other roles. The process of 
knowledge generation draws extensively from the existing knowledge base, i.e. 
transformation of explicit, tacit and cultural knowledge to new knowledge. It is a function 
of prior knowledge as it is of received inputs (Wiig, 1993). When management tries to 
resolve an issue by finding a solution, it results in knowledge generation. To find a 
solution, the management should have thorough knowledge of the problem. Similarly, the 
solution may also be found by call center employees, this is also considered a type of 
knowledge generation. Once a solution has been found and implemented successfully, the 
new knowledge can be made available organizationally by the management. Such 
practice will enable continual shift in the culture within an organization as new 
knowledge is diffused in an organization. This issue will be discussed by asking: 
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RQ5. How knowledge could be generated in call centers?  
 
In addition to above questions which rise and extract from outer layer of the proposed 
model , items reside in the inner layer of the model (tacit, explicit and cultural)also will 
place in the frame of references to give the capability for more detail analysis and from 
different  knowledge management perspective. 
 
2.4.2 Frame of references 
 
According to Miles and Huberman (1994) a frame of reference is explaining either 
graphically or in narrative form, the main things to be studied and the presumed 
relationship among them. As the Tsoukas and Vladimirou’s (2001) model suggest, there 
are five main components of knowledge management related to functionality of call 
centers: knowledge acquisition, knowledge utilization, knowledge adaptation, knowledge 
dissemination and knowledge generation. After reviewing different models and theories 
by other authors it can be noticed how they point out the importance of blending and 
aligning these components. The conceptualization will be based mainly on this model and 
will be discussed for selecting the most suitable and relevant theories for each research 
question for developing the frame of reference. 
 
Acquiring knowledge in call centers 
 
The first research question i.e. “how knowledge could be acquired in call centers?”  As 
explained earlier, deals with the acquisition part of Tsoukas and Vladimirou’s                              
model. Knowledge is considered to be “the information needed to make business 
decisions”(Philip Crawford-Oracle). A company’s value depends increasingly on 
“intangible assets” (Karl Erik Sveiby) which exists in the minds of employees, in 
databases, in files and in myriad documents. Knowledge management technologies 
capture this intangible element in an organization; and make it universally available. The 
most widely used method of mapping the knowledge of a domain is to use an ontology 
describing such a domain. Ontology’s can act as an index to the memory of an 
organization and facilitate semantic searches and the retrieval of knowledge from the 
corporate memory as it is embodied in documents and other archives. There are many 
real-world examples where the utility of ontology as maps or models of specific domains 
has been repeatedly proven. 
Some of the most important issues in knowledge acquisition are as follows (Nick Milton 
2003) 

• Most knowledge is in the heads of experts  
• Experts have vast amounts of knowledge  
• Experts have a lot of tacit knowledge  

o They don’t know all that they know and use  
o Tacit knowledge is hard (impossible) to describe  

• Experts are very busy and valuable people  
• Each expert doesn’t know everything  
• Knowledge has a ‘shelf life’ 
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Putting the base of knowledge acquisition on Tsoukas and Vladimirou’s model the 
following factors should be considered in order to acquired proper knowledge in call 
centers; 

• Recruitment procedure 
• Train to impart IT and customer services knowledge 
• Internal consulting or mentorship 
• Periodical knowledge assessment and feedback 
• Buddy training with experts 
• Promote customer service oriented culture 
• Periodical pooling diary notes 
• Encourage to acquire knowledge from external source 

 
Using knowledge Storage and Retrieval support 

 
• ICT and Electronic Media: Intranet and internet 
• KM software, knowledge database, groupware, etc 
• Print Media; Manual, Notes, Magazine, News papers, Journals, etc. 
• Providing space for informal and formal gathering 
• Internet cafes 
• Learning rooms. 

 
Utilizing knowledge in call centers 
  
The ultimate purpose of knowledge is to get it utilised for some purpose. The process of 
utilisation takes place when knowledge is put into action by personnel’s  during a 
customer query, or it is utilised by team leaders to manage customer service advisors , or 
utilised by management for decision making or policy making. 
Knowledge utilisation results in knowledge increase, by gaining expertise and insights.  
Call center personnel learns through experience on how to deal with a particular type of 
enquiry efficiently.  First, frequent use of the information helps him/her locate the 
information faster as he/she becomes more aware of the location in which the information 
resides. Second, they will anticipate the reaction from the customer-based on experience, 
and is able to respond accordingly as he/she would have devised his/her own methods of 
dealing the customer through trial and error. Knowledge is useless if it is not utilised. 
People do not just passively receive knowledge; rather they actively interpret it to fit with 
their own situation and perspective (Nonaka, 1998). Utilisation of knowledge increases 
the expertise in a domain of action, and the user becomes an expert through repetitive 
practice. 
 
Adapting knowledge in call centers 
 
Knowledge management should be able to adapt and mold to the business requirements 
of the organization, even as those requirements change. Knowledge always leads to 
changed behavior, e.g. the call centers people modify their action with experience, and 
this is obvious in many ways. A simple example would be that all call centers’ employees 
have to follow certain procedures while dealing with problems based on the nature of 
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problems. They get this information from different procedure manuals. They also have to 
interpret the situation and adapt these rules to respond according to the situation. 
Regarding the model we described in literature the following items should be considered 
for adapting knowledge into call centers. 

• Strict monitoring of procedures and rules of customer service. 
• Encouraging call centers staff to suggest new service oriented practices. 
• Review of implementation of new process  
• Managing the changes using change management experts 

 
Disseminating knowledge in call centers 
 
Understanding the practice of knowledge sharing within organizations is a serious 
concern for organizations of today. More and more, organizations become aware of the 
necessity to stimulate circulation of knowledge.  
The aim of this step is to transfer knowledge to the right place, at the right time, with the 
right quality. This means that the knowledge arrives in the right context - i.e. where value 
is created. Sharing can take place in many ways, knowledge can be added to databases or 
distributed via documents. This is the so-called “stock approach”: people make 
knowledge available in such a way that other people can find it. But most knowledge can 
best be transferred from one person to another by direct interaction via collaboration, 
workshops, coaching, apprenticeships etc. This transfer of knowledge directly between 
people can be called the “flow approach”. 
Once an organization begins to share knowledge, and learning becomes part of the way 
business is done - it becomes readily apparent that individual people drive this process. 
The value of someone who shares knowledge is much greater than someone who has 
knowledge and only shares it in a tactical basis as requested or worse yet keeps it to 
himself. 
In every organization employees spend much time to accumulate their personal 
knowledge for enhancing their performance in the organization, and thus the organization 
should foster an atmosphere that emphasizes sharing knowledge and innovation 
explicitly. If employees do not feel that they are encouraged to share the existing 
knowledge in the organization, they may refuse to participate in the implementation of 
knowledge management system. As a result, employees will be hindered from sharing 
information, and the necessary knowledge acquisition becomes difficult. 
On the other hand organisational members in general can share knowledge more easily 
among themselves than with people outside the organisation. However, in large 
organisations where it is impossible to know every fellow employee, people tend to 
gravitate towards those who are similar in a professional sense. So by making users for 
example in call centers aware of peers who not only share an official job description but 
also have accessed the same information or authored similar documents, the networks of 
practice discussed earlier can be established.  
Trust between call center’s staff also improves the chance of knowledge sharing. The 
human resources department can play a role in building trust among staff so that they can 
share knowledge. Sounds simple, but asking team members to share their knowledge can 
be a challenge, as employees are often the most difficult sources to document; perhaps 
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they feel that sharing what they know will make them expendable, or that their 
knowledge on any given subject is what makes them unique. 
Sharing of knowledge takes place in two ways – formal and informal. Formal sharing 
usually takes place through official channels like meetings, discussions, e-mail, web-
postings, memos, etc while informal sharing takes place inside or outside the office 
during breaks, time out, etc. 
Knowledge dissemination according to the model requires following factors to be 
considered; 

• Create communities of practice 
• Encouraging sharing personal stock of knowledge 
• Encourage customer service advisors to note down new knowledge for future use 

and sharing 
• Remove bureaucracy at all levels 
• Encouraging call center’s staffs to talk about errors and mistakes. 

 
Generating knowledge in call centers 
 
There are many ways to generate new knowledge. At the personal and team level, it is 
often as a result of social interaction, i.e. through training, learning by doing, joint 
problem solving or brainstorming. At the departmental or organizational level, innovation 
processes are typically aimed at creating new knowledge for products and services while 
improvement activities focus on internal processes and procedures. Creation can take 
place within the research & development function, through the establishment of expert 
groups, such as so-called Communities of Practice (CoPs), by the recruitment of experts 
and by buying another company. Always people have to bring in their existing expertise 
their explicit and tacit knowledge, in order to create new knowledge. However, new 
solutions and other great ideas are often not recorded for reuse or learning. It is therefore 
critical to examine how best to store such knowledge. 
So, as Wiig (1993) stated, knowledge generation is closely interrelated with all the other 
roles. The process of knowledge generation draws extensively from the existing 
knowledge base, i.e. transformation of explicit, tacit and cultural knowledge to new 
knowledge. It is a function of prior knowledge as it is of received inputs.  
When management tries to resolve an issue by finding a solution, it results in knowledge 
generation. To find a solution, the management should have thorough knowledge of the 
problem. Similarly, the solution may also be found by call center employees, this is also 
considered a type of knowledge generation. Once a solution has been found and 
implemented successfully, the new knowledge can be made available organizationally by 
the management. Such practice will enable continual shift in the culture within an 
organization as new knowledge is diffused in an organisation. 
Based on the Tsoukas and Vladimirou’s model, knowledge in call centers could be 
generated as follows; 

• Encourage employees to solve practical issues 

• Encourage innovative behavior for customer services 

• Implement reward systems for innovations and practical solutions 
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• Create a community of practice, space for brain storming and documentation 

 
2.5 Emerged frame of references 
 
In this section our emerged frame of references will present. The figure               
visualizes the frame of reference, showing the five related parts of knowledge 
management in call centers and their interdependency. 
 

                                     RQ1:  Knowledge acquisition  

• Recruitment procedures 
• Train to impart IT and customer services knowledge 
• Internal consulting or mentorship 
• Periodical knowledge assessment and feedback 
• Buddy training with experts 
• Promote customer service oriented culture 
• Periodical pooling diary notes 
• Encourage to acquire knowledge from external sources 
Knowledge Storage and Retrieval Support 
• ICT and Electronic Media: intranet and internet, KM software, knowledge 
databases, groupware, etc. 
• Print Media: Manuals, Notes, Magazines, Newt papers, Journals, etc. 
• Providing space for informal and formal gathering 
• Internet cafes, Learning rooms

                                     RQ2:  Knowledge utilization

• Job rotation 
• Formal discussions 
• Temporary team leader assignment 
• Customer service advisor participate in solving practical issues.

                                     RQ3:  Knowledge adaptation  

• Manage change using change management experts 
• Review of implementation of new practices 
• Encourage customer service advisors to suggest new service oriented practice 
• Strict monitoring of procedure and rule in customer service field

                                     RQ4:  Knowledge distribution  

• Create community of practice  
• Allow to observe experts in action 
• Encourage sharing of personal stock of knowledge, notes. 
• Encourage customer service advisors to note down new knowledge for future 

use and sharing 
• Encourage customer service staffs to talk about errors and mistakes 
• Remove bureaucracy / Create cross bounder’s team 

                                     RQ5:  Knowledge generation

• Encourage employees to solve practical issues 
• Encourage innovative behavior for customer services 
• Implement reward systems for innovation and practical solution  
• Create community of practices, space for brain storming and documentation.  

  
                                                                        Figure 2.12 Frames of references 
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In addition to above frame that helps for analyzing KM from activities perspective, other 
frames which could be considered as a reference , in order to give more depth to the 
research and enable the assessment to be done from different perspectives, are as follows; 
 
 Different level of social aggregation happens through three level; Individual, team or 
group and organizational . (Despres & Chauvel 2000). 
Figure 2.13 Despres & Chauvel organizational learning model 
 
          Individual level                    Group level                     Organizational level 

       

   
is frame gives the capability of analyzing the learning processes in participating 

onaka’s SECI model presented in 1990, described the ways knowledge created and 
ing 

naka’s SECI Model 

                    

Th
companies. While the ultimate aim is for knowledge management to be fully 
‘institutionalised’ or in other words, so embedded in the way your organisation does 
things, so intrinsic in people’s day-to-day ways of working, that nobody even talks about 
knowledge management any more – they just do it 
 
 
N
transferred will help for assessing the results of this research from knowledge transferr
perspective. 
Figure 2.14 No
 

 
Socialisation: Process of sharing tacit knowledge to others. 

 explicit knowledge. 
 

Externalisation: Process of conversion of tacit knowledge to
Combination: Process of diffusion of explicit knowledge through communication.
Internalisation: Process of embodying explicit knowledge to tacit knowledge. 
 

         Integration  
    

  Interpretation and   
sense making  
    

    Integration and 
institutionalization 
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The Basic Factors for Effective KM  

knowledge management, many factors may play 
important roles. However, some of those are out of influence of the organization while 

important role in how KM function is being implemented in 
organizations (Smith & McKeen, 2003). As McDermott (1999) notes, four KM 

ip  

s manageable only when leaders embrace and foster the dynamism of 
knowledge creation. Top management acts as the providers of “ba” for knowledge 

ed to acquire facts and techniques. People learn through 
participation in communities of knowledge by embodying their particular perspectives, 

For successful and viable outcomes of 

some are internal and can be arranged. Ability to deliver desired service paradigms, 
ability to act timely, capabilities of employees, innovativeness, work levels links to 
strategy and direction, ability to create, ability to solve unexpected issues, effectiveness 
of enterprise systems, procedures and policies are some of those factors (Wiig, 1999). 

The role of culture 

Culture plays an 

challenges domain involves human interactions. These are technical, social, managerial 
and personal. The sum total of individual knowledge can be collective knowledge by 
developing a culture that values knowledge sharing and knowledge creation. It is 
accepted that organisational learning culture is important for knowledge creation (Bhatt, 
2000).  

Leadersh

Knowledge i

creation while “ba” can be considered as a shared space that serves as a foundation for 
knowledge creation (Nonaka & Konno, 1998). Lack of support from senior management, 
specifically visionary, moral and fiscal resources, KM efforts cannot be successful. Top 
management must realise that knowledge needs to be nurtured, supported, enhanced and 
cared for. What they should consider for enabling knowledge creation is to think in terms 
of systems and ecologies which can provide for the creation of platforms and cultures 
where knowledge can freely emerge (Nonaka & Konno, 1998). 

Learning & Participation 

Learning cannot be limit

prejudices and practices. Knowledge work is dominated communication, deliberation, 
debate and negotiation. Knowledge is created as practitioners see the logic of each other’s 
thinking in communities who have common interests (Lang, 2001). To facilitate learning, 
the culture of the organization must nurture a climate within which learning and 
knowledge are highly valued, empowerment of individuals, motivation to questions are 
required. Leadership is crucial for such a culture. Building trust to encourage sharing and 
experiential learning of tacit knowledge is the responsibility of leadership (Stonehouse & 
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Pemberton, 1999). For achieving KM benefits, a corporate learning strategy should be 
developed (Coulson-Thomas, 2000) 

 

Strategy 

dge management strategy is simply a plan that describes how an organisation 
will manage its knowledge better for the benefit of that organisation and its stakeholders. 

s provides the foundation for how an organisation can 

ieve that 

A knowle

A good knowledge management strategy is closely aligned with the organisation’s 
overall strategy and objectives. 
One of the means for driving the success of KM is to have a clear and well-planned 
strategy (Liebowitz, 1999). Thi
deploy its capabilities and resources to achieve its KM goals. While several strategies for 
implementing KM have been suggested in the literature (O’Dell et al., 1999;Liebowitz, 
1999; Soliman and Spooner, 2000), a suitable one should be well adjusted to the situation 
and context of the organisation in hand. In order to attach more significance to a KM 
strategy, it should support an imperative business issue of an organisation. There seems 
to be common agreement in the literature that it has to be linked or integrated with the 
enterprise business strategy (Zack, 1999; Cook, 1999; Maier and Remus, 2002). 
Closely related to the notion of strategy, is the development of a compelling and shared 
vision for pursuing KM. It is essential that employees support this vision and bel
it will work. In addition, clear objectives, purposes and goals need to be set and 
understood by everyone involved. To further expand this, the value proposition of KM 
has to be clearly laid down in order to create a passion among management and 
employees to accomplish it. In short, all the above elements need to be carefully 
developed before a substantial investment is made to initiate a KM effort. 
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3. Research Methodology 
ure has been conceptualized in this study 

l 

 has been identified, the research objectives and questions started, 

hich follows the 
ircular pattern.   

 much the researcher knows about the problem before starting the 

 
The previous chapter showed how the literat
and provided a visual explanation of the emerged frame of reference. This chapter will 
cover the methodology used in this research. The selection of methodology is based on 
the research problem and stated research questions. Motivation and justifications for al
adopted methodological choices will be given in each section. 
 
3.1 Research purpose 
 
When research problem
it is necessary to indicate how the research objective would be achieved (Walliman, 
2001). 
According to Zikmund (2000), it is somewhat of an over simplification to state that every 
research follows the same path. Therefore, he presents the phases of the research process 
in a cyclic manner. 
 

Formulating 

 
Defining the conclusion and 

preparing the reportproblem  

Defining the new 
problem… and so 
on… Planning the Processing and 

research design  analyzing the data 

Planning a sample Gathering the 
data 

 
 
                                Figure 3.1 Phases of research process, Source: Zikmund (2000) 
 
This study follows the research process stated by Zikmund (2000) w
c
There are many ways to carry out research. Most types of research can be classified 
according to how
investigation. (Yin, 1994) According to Reynolds (1971), Patel and Tebelius (1987), 
Aaker and Day (1990), Yin (1994), Zikmund (2000), and Wiedersheim-Paul and 
Eriksson (1999) there are three classifications of research available when dealing with a 
research problem: exploratory, descriptive, or explanatory. 
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Exploratory study should be designed by stating a purpose and stating the criteria to 
judge the exploration successful (Yin, 1994). Zikmund (2000) states this type of research 

rman, 

iven set of events. Trying to 

ll centers. Though existing theories can be found related to certain 

l & Tebelius, 1987). 
uantitative approach 

 & Tebelius, 1987). Quantitative research 

 means of an inside perspective (Patel & 

s thesis is to gain a better understanding of 

is conducted when the researcher is very uncertain about the nature of the problem. 

Descriptive research is carried out to make complicated things understandable by 
reducing them to their component parts (Bernard, as referred by Miles and Hube
1994). Zikmund (2000) elucidates descriptive research as, when the research problem is 
known but the researcher is not fully aware of the situation. 

Explanatory research approach could also be used when the study aim to explain certain 
phenomena from different perspectives or situations with g
explain or analyze a strategy that resulted in the particular action would classify a study 
as an analytical/explanatory study (Yin, 1994). Zikmund (2000), states that this type of 
research requires sharply defined problems, even though the uncertainty about the future 
outcomes exists. 

This study would describe and explain how companies manage their information and 
knowledge in ca
aspects of the investigated area, there are certain area which lack research, therefore, this 
study would be exploratory. As the endeavor is to describe the discovered patterns of the 
research area, this research will primarily be descriptive. Hence, it would be apt to 
mention that this study would be exploratory and descriptive. 

3.2 Research Approach; Quantitative VS. Qualitative Approach 
 
The research approach is often either quantitative or qualitative (Pate

electivity and distance to the object of research characterize a qS
whereas a qualitative approach is characterized by nearness to the object of research 
(Holme & Solvand, 1991). Both approaches have their strengths and weaknesses and 
neither one of the approaches can be held better than the other one. The best research 
method to use for a study depends on that study’s research purpose and the 
accompanying research questions. (Yin, 1994) 
 
A quantitative approach implies the search for knowledge that will measure, describe, 
nd explain the phenomena of our reality (Patela

is often formalized and well structured. Quantitative research is usually associated with 
the natural science mode of research, data is quantitative, obtained from samples and 
observations seeking for relationships and patterns that can be expressed in numbers 
rather then words. (Tull & Hawkins, 1990) 
 
Qualitative research is the search for knowledge that is supposed to investigate, interpret, 
nd understanding the phenomena by thea

Tebelius, 1987). Furthermore, Yin (1994) states that qualitative methods are often related 
to case studies, where the aim is to receive thorough information and thereby obtain a 
deep understanding of the research problem. 
As a result of these explanations, this research is based on qualitative approach. The 
research questions posed will provide answers that cannot be quantified or measured in 
numbers. Moreover, since the purpose of thi
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how companies manage their knowledge in call centers, a qualitative study is the method 
that suits it best. 
 
3.3 Research Strategy 
 
With the focus at qualitative research as a general approach the focus now turn to the 

able to collect the data. According to Yin (1994) there are five 
rimary research strategies, in the social sciences: experiments, surveys, archival 

osed to historical, events. 

research strategies avail
p
analysis, histories, and case studies. Each strategy has its own advantages and 
disadvantages depending on three conditions: 
• The type of research question posed. 
• The extent of control an investigator has over actual behavioral events. 
• The degree of focus on contemporary, as opp
             

 
Table 3.1 Research strategy 
  
Since all of the questions in this research are the “how” type questions so it makes the 

method a natural choice. The components of a knowledge 
anagement regarding call center issues i.e. knowledge acquisition, utilization, 

 other entity while the latter 

selection of case study 
m
adaptation, distribution and generation, acts as the variables while there are no control on 
how these may change with respect to different call centers. 
Yin (2003) also states that a case study can involve single and multiple case study 
methods. The former method makes it easy to study an individual entity or organization 
in itself without making any possible comparisons with any
has much to do with comparisons and that is why it is called as multiple-case study. 
Miles and Huberman (1994) explain that the use of multiple-case study adds to the 
richness and validity of the findings. In this particular research, the latter fits more as an 
investigation of two different companies is intended, while putting them into comparisons 
for the same questions. The multiple-case study method will help to compare the results 
from each case and conduct a cross case analysis which validates the results. 
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3.4 Data Collection Method 
 
According to Yin (1994) there are six sources of evidence that can be the focus of data 

: documentation, archival records, interviews, direct 
bservations, participant-observation, and physical artifacts. Each of these will be briefly 

collection for case studies
o
explained in table 3.0. 
 

 
Table 3.2 Data collection sources 
 
Due to the fact that this research is conducting as a qualitative case and not a quantitative 

s can not be considered as a source of evidence. 
ocumentation, direct observations and participant observations are also ruled out as 

case study, archival record
D
possible sources of evidence got this study, due to limitations regarding security and 
privilege.  Furthermore there was the same limitation to use the technical operations, and 
therefore physical artifacts have not been considered as a source of evidence. This leaves 
the choices with just one sources of evidence, which were interviews. 
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According to Patel and Davidson (1994) there are three kinds of question methods: 
Questionnaires, telephone interviews, and personal interviews. 
The type of interview that was used in this thesis was personal interview. When 

onnel 
g the process of handling 

nalysis is not simply a matter of classifying, categorizing, coding or collating data. 
, it is about the reconstruction or representation of social phenomena 

offey and Atkinson, 1996). Material collected through qualitative methods is invariably 

alyze and why. Two general strategies are 

conducting the interview for the case studies, respondents included the pers
involved in managing or those who had been active in enablin
the customer service operations especially in call centers. I have chosen to conduct this 
type of interviews due to time and resource limitations. An interview guide developed 
from the frame of reference was sent to the respondents over e-mail before conducting 
the interviews. The choice of respondents was based on the managerial post and the 
knowledge of the field of activities. This provided a firm base to the data gathered. The 
same interview guide was used to conduct, two with each company. Though the 
interviews were face to face the respondents were allowed to talk freely with the 
interview guide as a base. Notes were taken throughout the interview and the interview 
guide followed, except when the respondent wanted to add something further to a 
particular topic. Each interview lasted for approximately 1 hour. 
 
3.5 Data Analysis 
 
A
Most fundamentally
(C
unstructured and unwieldy. A high proportion of this data is based on text, consists of 
verbal transcriptions excerpted from discussions and interviews as well as field notes or 
other written documents. The qualitative researcher has to provide some coherence and 
structure to this unmanageable data. As well as he/she should retain good hold of the 
original accounts and observations from which the data is derived (Ritchie and Spencer, 
as referred by Huberman and Miles, 2002). 
Yin (2003) states data analysis involves examining, categorizing, tabulating or otherwise 
recombining the collected data. Every investigation should have a general analytical 
strategy in order to determine what to an
suggested. The researcher can either follow the theoretical propositions that lead to the 
case study or develop a descriptive framework to organize the case study (ibid). When 
analyzing the data collected from the interviews, the intentions were to find answers 
connecting to the earlier stated research questions. This research presents a multiple-case 
study, and therefore, the comparisons will be conducted within the different cases and 
theory as well as between the cases, in a cross-case analysis. Miles and Huberman (1994) 
explain that a qualitative data analysis focuses on data in the form of words. They 
conclude that the data analysis process to be consisting of three concurrent flows of 
activity. The first activity is called data reduction and involves the process of selecting, 
focusing, simplifying, abstracting, and transforming the data. The purpose of this kind of 
activity is to organize the data so that final conclusions can be drawn and verified. The 
second activity is termed as data display and involves the consideration of the reduced 
data and displaying it in an organized, compressed way so that conclusions can be more 
easily drawn. The third and last activity termed as conclusion drawing verification is 
deciding what things mean, checking the regularities, patterns, explanations, possible 
configurations, casual flows and propositions. Miles and Huberman (1994) highlighted 
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the use of with-in case analysis and cross-case analysis for qualitative data while 
conducting multiple case studies 
 
Within-case Analysis 
 
According to Eisenhardt (as referred by Huberman and Miles, 2002) analyzing data is the 

ry from case studies, but it is most difficult and the least codified 
art of the process. The importance of within-case analysis is driven by one of the 

o overcome the draw backs of within-case analysis; for example: leaping to conclusions 
being overly influenced by vividness or by more elite respondents, 

noring basic statistical properties or inadvertently dropping disconfirming evidence; the 

ach case will be compared 

he best way to gauge the quality of the research is to check it on two basic criteria i.e. 
ty refers to how the research has been conducted within the 

utlined measures i.e. if it has measured what it was supposed to measure. Chisnall 

heart of building theo
p
realities of case study research; a staggering volume of data. The volume of data is all the 
most daunting because the research problem is often open-ended. Within-case analysis 
can help researchers cope with this overflow of data. This type of analysis involves 
detailed case study write-ups for each case. These write-ups are often simply pure 
descriptions, but they are central to the generation of insights. Because they help 
investigators to cope early in the analysis, process, with the often enormous volume of 
data. However, there is no standard format for such analysis. In fact, there are probably as 
many approaches as the problems addressed and the researchers. The over all idea is to 
become intimately familiar with each case as a single stand alone entity. Within case 
analysis may also allow specific patterns of each individual case emerge before the 
researcher push to generalize the patterns of cross-cases. Last but not the least, this 
provides the researcher to a rich familiarity with each case that in-turn accelerates the 
cross-case analysis. (ibid) 
 
Cross-case Analysis   
 
T
based on limited data, 
ig
cross-case analysis is used. The key to better cross-case analysis is counteracting the 
above mentioned draw backs by looking at the data from different angles in many 
divergent ways. One way can be to select specific dimensions and then to look for within-
group similarities coupled with inter-group differences (ibid). 
Through a within-case analysis the data will be reduced according to each research 
question, where the cases will be compared against the frame of reference. Further, the 
data will be displayed through a cross-case analysis where e
against another. Finally, conclusions from these analyses will be drawn based on the 
patterns of similarities and differences identified, answering each research question based 
on the analysis.  
 
3.6 Validity and Reliability 
 
T
validity and reliability. Validi
o
(1997) also explains validity as the way a specific research method measures what it is 
intended to measure. In order to ensure the validity of this research study , the questions 
formulated in the interview guide by the help of the available literature mentioned in the 
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second chapter of this study. For the data collection, it was made sure that the selected 
respondents play an important management role within the company and have proper 
knowledge about the topic.  Since the interviews were conducted based on face to face, 
short discussion about the project presented to interviewers – in addition to brief guide 
sent before by email- in order to ensure they understand each question and have ample 
time for the interview. Moreover, any unclear answers or confusing remarks were 
clarified simultaneously. During the interviews I also wrote down some notes. These 
notes were both answers and reflections that came from the respondents. Furthermore, to 
increase the validity it was made sure not to ask leading questions or to comment on the 
answers from the participants. 

 
Table 3.3 Validity and Reliability 
 
Reliability is concerned with whether alternative researchers would reveal similar 

imilar study (Saunders, Lewis and Thornhill, 2003). 
ccording to Sekaran, (2000), the reliability of a measure indicates the extent to which 

information conducting a s
A
the measure is without biased and hence offers, consistent measurement and across time. 
Yin, (2003) indicates it is important to remember that reliability is not measured, it is 
estimated. There are two ways that reliability is usually estimated, test/retest and internal 
consistency (ibid). Sekaran, (2000) explains that the reliability coefficient with the 
repetition of the same measure on a second occasion is called test-retest reliability. 
Simply put, the idea behind test-retest is that you should get the same result on test 1 as 
you do on test 2. Regarding the test/re-test issue, this study measured the responding 
companies with the use of interviews, which were intended so seek out patterns of 
correlation .In order to make this study relatively reliable, the latest and most relevant 
theories have used to provide a brief overview of the research problem, develop the 
research questions, and to design the interview guide. The theories used were current and 
appropriate for the research study. Continuous quality checks have been carried out at 
every stage of the research to make sure the research is continued in the proposed way 
presented.  
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4. Data Presentation 
 collected from the two companies “Irankhodro and 

dy will present. The presentation will begin with the 
troduction to each one of companies and continues with presenting the data collecting 

AN KHODRO was founded with registered capital of 100,000,000 Rls. on 18 Aug., 

 is a public joint stock company with the objective of creation and management of 

ter 43 years, they continue to design and manufacture automobiles and buses as 

mdadKhodro Iran Co. began its activity with the aim of spreading services to cars and 
try from March 2000. This company is honored to 

resent all its services to the esteemed customers in the least possible time and according 

ssional 

lace; the car 
ad towing cranes for repairing.  

parts by company courier at the 

•  

•  and injured ones of damaged car to any requested place.  

 
In this chapter, the empirical data
Saipa” which involved in this stu
in
from them. Here the interview will be used to complete an image from these two cases.  
 
4.1 Iran khodro 
 
IR
1962.  
It
factories to manufacture various types of vehicles, parts, selling, and exporting of them.  
Now af
the largest vehicle manufacturer in the country, and try to supply for domestic demand , 
penetrate into world markets, go deeper into locally parts manufacturing, and eventually, 
to realize the highly objectives of the Islamic Republic of Iran. 
IRAN KHODRO is the largest vehicle manufacturer company in Iran, having an average 
share of 65 to 70 percent of domestic vehicle production. Registered Capital of IRAN 
KHODRO by the end of the Iranian fiscal year 1381(March 20, 2003) was Rls. 
2,404,687,500,000 for 2,404,687,500 shares, each 1000 Rls. In 1997, IRAN KHODRO 
broke the record in the 30 years history of production of the company by producing 
111,111 units of various passenger cars and vans. Furthermore, the company was able to 
improve the quantity and quality of its products remarkably. The company was also able 
to receive the certificate of ISO 9001 compliance from RWTUV, Germany.  
 
4.1.1 EmdadKhodro’s call center 
 
E
it’s passengers in all over the coun
p
to the International standards with establishing a powerful mobile network group. 
For any reason, in any place and any time of day and night that a car is out of order 
technically, with  calling the call centers,  personnel assistants make hurry to help you in 
either by guiding you step by step on phone or by sending you one of the profe
technician in its least possible time. Not necessarily coming to workshop, assistances will 
be presented and your car will be checked and repaired in place and in time. 
The most important services they deliver are as follows: 

• Car inspection & eliminating probable defect.  
• In the case that elimination of the defect of car is not possible in the p

will be transferred to nearest repair shops by Emd
• Supplying and sending car’s required spare 

earliest possible time.  
Presenting other required car services (such as technical inspection, washing, oil
& tire replacement)  
Transferring passengers
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ition, Emdadkhodro In add Iran Co. provides it’s partners other services such as 

con lt  
trusteeship till the end of their car’s to be repaired, excursion and travel guide, credit card 

een focused on customer satisfaction as a 

and mobile teams and standard 

 

ion 

n center 

Interviewees selected for the study were chief executive officer and his assistant manager 
of Emdadkhodro which have more than five years of experience in their position.  

he CEO and the assistant Manager of call center services department were interviewed.  
ervice is central to the success of 

e company in the long term strategy. As this helps the company being cost efficient, 

su ing for buying car, car submission to owners of defected & damaged cars based on

offering, establishing member club, offering car insurance services ( individual, car body, 
robbery & fire,…) with least price, establishing automobile race, aerial assistance by 
Emdad parachutist in impracticable regions. All partners are dispensed with payment of 
many charges such as the cost of car inspection, defect finding & transferring car or 
accident casualties. They have been used ADAC from Germany and AAA from USA as a 
model for implementing their service plan.    
In their basket of services they also provide some insurance and emergency services, 
supplying spare parts and peripheral equipments, accomplishing some particular service 
plans through the whole country. They’ve b
main target with scientific approach and considering qualitative and quantitative 
development plan to bring forward emergency services. 
They use a large numbers of service stations, emergency centers, agencies, engineers and 
technicians to do their enterprise operations all over the country. Company tries to serve 
customers in its shortest possible time by using fixed 
emergency services. 
All countrymen may obtain Emdadkhodro membership with an amount payment for 
annual subscription and make advantage of Emdadkhodro Iran co. assistances. 

EmdadKhodro’s current projects are as follows; 

• Comprehensive financial systems 

• Call center expert system 

• Maximizing customer satisfaction 

• Decreasing costs 

• Development of relief workers locat

• Customer receptio

• Development of relief workers’ tools 

• Implementing GPRS 

 

 
 
4.1.2    How they acquire knowledge in call center? 
 
T
According to the respondents at company, customer s
th
that is why they were really careful in this matter. 
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The office that offers customer services via call centers located in the Tehran. The 
customer contacts the call center in case of need and the customer support staffs help 
resolve the problem. The call can be further transferred to specialized personnel 

echanics. The reason being the fact, the 

l be teaches to personnel. 

pon request based on different fields 

depending on the nature and technicality of the problem. In order to make it easy for the 
customers to contact customer support a hotline is offered. The call centers help the 
company maintain the customer service levels by the important function of solving the 
problem at question first hand while at that same time doing it in an efficient manner and 
a way that should satisfy the querying customer. 
The respondent regarding the methods of knowledge acquisition by call centers’ staffs 
stated that; basically, from the start they have a short training course for all new staffs 
which mostly are selected from professional car m
company wants to shape its customer services via call centers with a certain predefined 
routines and rules and don’t want to create a big fuss about the wrong answers which may 
given to the customers.  
They also mentioned that in addition to training the theory of repairing cars  like Paykan, 
Pegeuot 405, Pegeout 206 and Samand , working with the software which will be used 
during the answering wil
Call center’s staff will enter all the information about customer such as date/time, code of 
error, date of purchase, guaranty time, service level regarding customer’s registration 
card and so one. Software will generate a report u
which will be use for further decisions and activities. Company has an intranet which is 
using to provide all staffs with new rule and information regarding their job. In addition 
to information that could be retrieved from database, all staff uses some service manual, 
repair flow chart, manuals, paper, internal magazine, notes. No external source of data 
has been considered formally to use with staffs. Company use some experts to create 
practical manuals, flow chart, web based routines to help call center staff for rapid error 
determination and recovery. Call centers’ staffs have no access to internet as a resource 
of external information acquisition. No internet café, learning rooms and space for formal 
or informal meeting and transferring of private experience and knowledge has been set up 
yet. 
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4.1.3 How knowledge utilized in call center? 
 
When inquired about the way knowledge utilized in company, as respondents replied 
they initially started extracting information from reports that come out from information 
system and their database.  Although the software is basically a simple management 
information database but the report could be generated by different categories and 
formats to give the manager a framework of future decisions. However, all staffs in call 
centers also could benefit from this ability to consolidate, categorize and distribute 
unstructured information. (Software ability) 
In addition, new staffs always start their job under the control of one experienced 
employees (team leader) in order to use all the knowledge and experience of previous 
staffs but this sort of trainings are short-term and not more than a week. 
In respond to question of whether there is a formal discussion from team leaders for other 
staffs in order to utilize the knowledge of experts, answer was completely negative.  
Another issue commented by responder was that no job rotation has been organized 

either between staffs nor between team leaders. Company has not implemented these 
sues as there is not any certain policy to apply them. 

.1.4 How knowledge could be adapted regarding the call center’s requirement?  

re efficient and avoid of non significant data 

evel managers in 

ually 

ity of advisors”. CEO pointed out. 
nyway so far they have not set up any program for monitoring the procedures and rules 

n
is
 
4
 
The respondents stated that the try to adjust what they get from customers or callers has 
been the main focus of their job from the beginning, as they never want to add useless 
information to the database. So the current software developers and also all the 
employees try to save what exactly they need as a data or information. In addition feed 
back of what they send to the production or technical managers in factory as a data, helps 
them to make the data gathering process mo
to be saved in company. On the other hand respondents also claimed that “Company 
always try to implement new practices, for example after starting the job we noticed that 
we have to provide a special service for our special customers like high l
public sector, then we added a VIP field to our database system to be able to recognize all 
these sort of customer in order to give them better and faster services”. Experts us
monitor the activity of staffs, and recommend whatever they need to do their job more 
efficiently.  “Changing the rules and routine for improving the customer service is a 
constant process in our office which is the responsibil
A
in their call centers unless asking advisors to review the rule randomly. 
 
4.1.5 How knowledge distributed in call center? 
 
While responding to the issue of information distribution, the assistant manager agreed to 
the fact that fear of losing job is a strong emotion and it must be dealt with directly and 
honestly. The issue of sharing private knowledge if it threats your job and position 
security then would become big challenges in organization. We have to tell the staff 
clearly and with conviction why they should share their information and knowledge. 
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Explaining how the efficiencies will allow them to contribute in new ways that add 
higher value to the organization. We should put some perspective on this reality such as, 
“this will enable us to operate in a stronger and more profitable way.” 
We use intranet to share information and new rules for call center staffs. He stated that 
they’ve never set up any informal or formal community, to let the employees have chance 
to share their experience and knowledge to each other. This is a weakness when people 
never find a chance to share what they have learnt in friendly meetings. We just focus on 
manuals and repair routine chart which is distributed to all staffs, because of time 

mitation. If there is a need for some changes it comes from the report that software 
ng to move to the paperless system 

r better information transferring but it’s a future project, but we expect to be capable to 

e. In some sorts of 

ring Company at its inception) was 
stablished in 1965. Having developed notably in the course of years, it changed its name 

mpanies collaborating directly or Indirectly  with Saipa  Company  as  the  

rs Khodro 

li
generate and not the experience of staffs. We are tryi
fo
provide the online information for faster and more precious decisions. No encouragement 
system for sharing personal knowledge or talking about errors and mistakes has been 
organized so far.  
 
4.1.6 How knowledge generated in call center? 
 
The respondents state that knowledge generation is the job of our experts and advisors 
and no staffs in call center has enough time to investigate for this issu
problem when we have no clear solution, we ask our advisor to investigate around the 
trouble and find a solution. Once the solution has been found and implemented 
successfully the new knowledge can be made available organizationally by the 
management. 
So far we have not had any system to encourage or reward staffs to create or innovate a 
new way for their job because this is not a rule in our firm. They always try to use 
previous knowledge exists in manuals; papers and software have been prepared by 
advisors. No community of practice to generate new knowledge has been created in the 
company. 
   
4.2 SAIPA Co. 
 
Saipa Company (known as Citroen Car Manufactu
e
to Saipa  Company (literally, the  Iranian  Corporation  for  Automobile  Manufacture)  in 
1975. Including  the  fairly  large  number  of  its affiliates, the company actually 
constitutes a whole group -the Saipa Group. The Saipa  Group is  currently  
manufacturing  a  full  range  of   both  passenger cars such as Xantias, Prides, Nissan 
Maximas and commercial vehicles. The Saipa  Group  consists  of  a  fairly  large  
number  of  co
parent  company. Below is a list of Saipa subsidiaries/affiliates categorized on the basis 
of the nature of their activities: 
 
Final Assembly Manufacturers 
Saipa 
Pa
Saipa Diesel 
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Zamyad 

ecurity Glass Industrials 

ign and Engineering Companies 
Saipa 

n Center (AIRIC) 

ercial and Service Companies 
aipa 

k Trading 
 

ars has been working hard to give a significant boost to its 
cturing of high quality passenger cars and pick-ups. The consequent 

sembly of the two-cylinder Citroen mini 

tion of small passenger cars, “Nasim” and “Saba” which are 4-door 
r cars respectively, and the 2-ton load capacity pick-ups called “SAIPA 24” for 

mpany with more new 

dro which has become a subsidiary of SAIPA is the leading manufacturer of 
 Iran. The most common SUV is Nissan Patrol which was manufactured using 

ced completely in Iran. 

AIPA  

n call center unit to answer the customer’s calls and serving them mostly in 
rgent situations. They also response to the customers’ critics and suggestions. 

 
Major Parts and Components Manufacturers 
Mega Motor 
Iran Heavy Dies 
Saipa-Press 
Sane 
Saipa Malleable 
Plasco kar 
Saipa Azin 
Indamine Shock Absorber 
S
Shetab- Khodro 
 
Research, Des
Sazeh Gostar 
DESCO 
 
Automotive Industries Research and Innovatio
SAICO 
AETES 
 
Comm
Emdad Khodro S
Saipa Yada
Rayan Saipa
 
 

ast 30 yeSAIPA for the p
bility in manufaa

achievement can be traced from the original as
an” to the manufacturing of “Renault 5” and “Renault 21” and passenger car “Dyi

the producpresently 
nd 5-dooa

the local and export markets. Today SAIPA is the Iranian co
han any other company. models t

Pars Kho
UVs inS

Japanese parts but is now being produ
 
4.2.1 Emdadkhodro S
 

cts as a maiA
u
Their objectives have been defined as follows; to design, supply and provide services for 
all their products (passenger cars) in all cities and roads of Iran. 
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Started their services on 1382, with just a few employees for round the clock and 7 days a 
week job, now have more than 30 person working in call center, answering the calls, 
guiding the customers and when there is no way to help by phone call the nearest relief 
department to send their technician and mechanics where the car has been stopped. 
The customers’ calls are received from all over the Iran on issues mainly related to car’s 

r inbound communication 
andling. Based on their dedicated operation, computer-utilizing employees receive 

 those calls processed by an automatic call distribution  
ystem. Communication technology plays a critical part in this process, work is 

lity of the 

d the financial manager 

nowledge acquisition also involves storing this knowledge in a convenient format for 
t Information System to record the calls 

nd its related factors like; customer Id, calling time and date, symptom of problem, error 

mentorship in addition to using ICT facilities have been covered in Emdadkhodro saipa. 

problem. Every agent has a computer with a number of application software and a head 
set for talking to customers. The management has also provided each agent with e-mail. 
The call center is centralized, specialized in operating fo
h
inbound telephone calls, with
s
automatically allocated to telephone operators to minimize waiting time and increase the 
speed of service. Level of down time can be continuously measured and the qua
interaction between the service provider and the customer can be assessed by reports 
generate by software. In this research chief executive officer an
who both have long years of experience in Saipa and were involved in the constructing of 
Emdadkhodro Saipa and its call center facilities are interviewed.  

 
4.2.2 How knowledge acquired in call center? 
 
The CEO and the Financial Manager of call center services department were interviewed.  
According to the respondents, knowledge is acquired in various ways in their office. 
They always try to recruit those new employees who already possess knowledge related 
to this job. Through the trainings courses for new employees,   they continue the 
acquisition process with a focus relevant to the organizational context. Since the calls are 
so vivid and dynamic in nature, every call center staff, especially in the first weeks, 
acquires, learns and develops a unique ‘‘knowledgebase’’ that varies from other staffs. 
This ‘‘knowledgebase’’ is developed by a combination of information available from 
training courses, manuals, computer systems, procedure manuals, company rules and 
regulations, personal notes, photocopies, etc. These tools provide the supporting 
environment to enhance this acquisition processes in their work. Nevertheless, the 
sources of acquisition are mostly from internal resources. 
K
future retrieval. Organization uses a Managemen
a
codes, responder name, possible component to be used, and so on. After the job 
fulfillment again they fill other MIS records like the time of error recovery, quality of 
job, technician behavior … in order to analyze the activity of their group in terms of 
customer satisfaction. At the end of every three months they provide a report to the 
factory to show how many calls have been recovered and then get a statistical feed back 
for further service improvement. 
According to what respondents described information for call center constitution in 
EmdadKhodro Saipa, has been gathered mostly from other foreign sources like ADAC 
Germany and also from Irankhodro. 
Comparing with the frame of references the recruitment procedures, training and internal 
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Also using printed media to help employees for further knowledge acquisition is a normal 
routine but other factors like periodical knowledge assessment, encouraging staffs to gain 

s staffs to locate the information faster and become 

d error. 

 in customer service processes. 
emporary team leader assignment happens but not in order to help the knowledge and 

ers which change within the weeks and 
ifferent shifts as scheduled and again not in order to help for better knowledge 

ines base on what they get from 

he respondent then pointed out that they have divided their customers into different 
osition or managers of the 

ecause the more organization knows about customer preferences 

knowledge from external sources, buddy training with experts and promoting customer 
service orientation culture have not developed so far.     
 
4.2.3   How knowledge utilized in call center? 
 
Regarding the three areas of utilizing knowledge in call centers which are, putting into 
action by call center’s staff during the customer query, or utilizing by advisors to guiding 
the group and utilizing by management for decision making, respondent claimed that first 
frequent use of information help
aware of location in which information resides. The second user which are our advisors, 
use their experience to devise the best method for querying based on the previous 
reaction of customers through trial an
Finally managers utilize proper knowledge gain from statistical information come out of 
reports which software generates to make the better decisions. Feedback of the report will 
comeback through the call center to be utilized by staff.  
Job rotation has not been set as a normal routine in the department in order to utilize the 
idea of experts but every six months there is a formal meeting to review the procedures 
and routine and to see if some changes must be done
T
information utilization. There are three team lead
d
utilization. Study in this area shows that the advisors  have the  major responsibility of 
knowledge utilization and  employees have not been involved in this area yet.   
 
4.2.4 How knowledge could be adapted in call center?  
The respondents claimed that adapting information to what their customers need is an 
importance issue and they try to break down the information from customers to the useful 
fields to be used later. 
Respondent also stated that as software could not accept any extra fields of data so what 
exactly enters in the database is all that they need as knowledge in point of using software 
systems. In addition their advisors try to change the rout
software reports and monitoring the procedure and rules to implement the required 
changes. So what is really happening there is somehow a kind of data riddling. Then 
apposite changes base on the gathered data and feed back of previous changes will be 
implemented in department. He further told that Emdadkhodro Saipa always have a long-
term view for their customer services in order  to get the best possible return on 
investment. They aim to keep full control of the interaction with their customers and 
monitor what they can get from them as information since they need to react fast to their 
customers’ demands. 
T
category. VIPs are those who have the important stated p
factory gain faster and better services if they face a problem. This information is gained 
from the factory. However all the gathered information from and about customers are 
especially important b
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the better and more efficient can cover the customer expectation. In Emdadkhodro Saipa 
this is the role of advisors to manage the changes of rules and procedures they also 
review the implementation of new practices but not in a periodical manner. 
 
4.2.5 How knowledge could be distributed through call center? 
 
Respondents claim that the most effective dissemination channel for information and 
knowledge in our office is local network and intranet. Call centers’ staffs need direct and 
rapid access to information and this can only occur by using all features of technological 
capacity to disseminate information simultaneously and inexpensively through our local 
network. They also mentioned that in order to enhance the dissemination of information, 

rmation and 
nowledge. Respondent also added that “we always encourage the staffs to share their 

en accepted so far I 
an say that there is only a few piece of knowledge which transfers in this way. No 

 
formal channels as by other venues but it doesn’t bring them any organizational benefit. 

ains have been set so far. We know 
ieving superior performance and competitive advantage is dependent upon both the 

ability of our workers to use the knowledge we can provide them and continually 

they have undertaken a number of activities, including establishing an information center, 
creating databases,  providing specialized assistance s, using electronic media, 
telecommunications, manual, papers, magazine for targeting new and previous customers 
in its best dissemination methods. 
By their very nature, intranets reflect a knowledge management strategy by providing a 
centralized approach and a common architecture for managing information and 
knowledge. Based on the same Internet technology software and applications, it provides 
a common electronic platform for capturing, storing, and sharing info
k
information and knowledge with others but as the culture has not be
c
formal or informal community has been created for knowledge sharing because of load of 
our job and number of calls that every person should handle, so there is not enough time 
to spend for these sorts of things. Also we have not organized any system to encourage 
staffs to talk about errors and mistakes because this role has been transferred to advisors. 

 
4.2.6 How knowledge generated in call center? 
   
According to respondent’s idea their ability to create knowledge from collected 
information and to take action upon it is the basis for their company; however, to 
generate useful knowledge they have to invest in different places like experts, software 
and hardware platforms. Opportunities for satisfying customers with right information at 
the right time needs good support both from managers and employees. It means in terms 
of encouraging employees to solve the practical issues and to use innovative ways for 
customer services, company have to set some rules and procedures which are not exist 
yet. 
Respondents also stated that after generating the statistical reports out of information 
collected in our information system , our advisors try to generate some practical 
knowledge but we can not ask our employees to innovate new ways of customer services. 
For many of our staffs, access to external sources of new knowledge regularly does not 
exist, because of lack of time and load of their job. However, individuals may learn from
in
No reward systems for whatever knowledge staffs g
ach
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improving strategic use of information to gain insights into the new issues which make 
uncertain environments, but still we have not applied any knowledge creation 
atmosphere. Accelerating rates of change and extreme complexity require that the call 
center staffs completely assess and clearly understand the potential opportunities and 
competitive threats that are constantly created. Therefore, one of the organizational keys 
to keep its market share is to facilitated knowledge creation and uses of information by 
generating insights from the volumes of information. 
 
4.3 Data Analysis 
 
In this section the data will be analyzed within each case by comparing to the previous 
theories mentioned in the conceptual frame of reference. The data will then be analyzed 
across the two cases. The analysis will follow in the same structure as the research 
questions. To begin with, a within-case analysis for each case will be presented 
individually. In the end, a cross-case analysis will be presented where the cases will be 
compared against each other in order to detect and examine common patterns as well as 
variances. 
 
4.3.1 within -Case Analysis for IranKhodro 
 
In this part the within –case analysis of EmdadKhordo (IranKhodor) will be presented. 
Hence the data obtained from the organization will be compared with the frame of 
reference. 
 
Knowledge acquisition in Emdadkhodro  

s proposed by Oluic-Vukovic (2001), knowledge acquisition is one of the three 

lso how to use the repair flow chart. 
either rewarding system nor any formal / informal rooms exists to encourage staffs to 

 the company has started to use some 
ifferent facilities for knowledge acquisition by call centers’ staffs show the importance 

nd out 
mpany has not concerned about them, shows that those items that need more 

trategic view are mostly ignored. For example as periodical knowledge assessment 
 and customer service oriented culture need 

ompany to create a community of practices and also support of leadership they all have 

 

 
A
different processes which come under the gathering knowledge process chain. Based on 
their theory “gathering" step has been separated into three different processes, each of 
which is distinct from the other: discovery, acquisition, and creation of knowledge.  
Emdadkhodro uses both local network/intranet, manual and papers to help staffs gain 
whatever knowledge they need related to their job. In addition they have set up training 
courses for all new staffs to teach them how to respond a call and follow the customer 
query and a
N
acquire knowledge from each other. Though
d
of being up to date for giving a good services to customers. 
Referring to the uncovered items of Tsoukas and Vladimirous’ model in order to fi
why this co
s
needs a long-term plan or buddy training
c
been ignored. When there is no plan for knowledge acquisition obviously not all required 
items will be followed.  
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Knowledge utilization in Emdadkhodro 
 
As proposed by Paisley (1993) there are two models for knowledge utilization; 
diffusion model, which emphasizes the disseminator of information, and the information-
seeking  model, which emphasizes the roles of users in seeking solutions. On the other 

e knowledge utilization comes under the using their information 
oftware but as an individual level every person tries to utilize his private knowledge that 

ssary because of formal discussion or job 
 some practical issues but no temporary team 

s theory (2001), which knowledge customization 
egarding the relevancy of the role and routine could be apply in the following condition, 

Em ts software platform to adapt information they need to convert and 
custom nt knowledge to the call center’s job. In terms of reviewing 
and es some advisors to monitor and control the 
act y call center employee 

eed to customize the information that gains from different resources but this are not 
erforming under formal rules and it’s mostly an individual job. 

s Hendriks 2004 and Huysman & De Wit 2002 pointed in their theory knowledge 
 contribution of knowledge by the organisation 

r its people, and the collection, assimilation, and application of knowledge by the 

hand Tsoukas and Vladimirou’s model show the following items which are important for 
knowledge utilization in call centers. 
 

• Job rotation 
• Formal discussions 
• Temporary team leader assignments 
• Call center advisors participation in solving practical issues 

 
 
Testing against the Tsoukas and Vladimirou’s model, it can be notice that in 
Emdadkhodro most of th
s
is the result of his experience and not nece
rotation. Anyway advisors help to solve
leader assignment occurs to help knowledge utilization.  
 
 
Knowledge adaptation in Emdadkhodro 
 
Based on Tsoukas and Vladimirou’
r

dadkhodro uses i
ize them into releva

 applying new practices Emdadkhodro us
ivit  and make some necessary changes in the routines. Every 

n
p
Due to the fact that Irankhodro uses some consultants and experts in the field of business 
and management process  in other sections that work for change management it can be in 
accordance to the frame of references that some kind of change management for better 
adaptation of knowledge and information take place in Emdadkhodro as well. 
 
Knowledge sharing in Emdadkhodro 
 
A
sharing is a complex process involving the
o
organisation or its people. Four key perspectives on knowledge sharing are codification, 
personalisation, community, and power. 
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According to Snowden1998 knowledge sharing involves the transfer of knowledge from 
one (or more) person to another one (or more). Knowledge sharing is often a major 
preoccupation with knowledge management and is frequently addressed in the literature. 
Not only most organizations abandoned the idea that all knowledge should be 
documented, but they should also be ready to implement different methods for sharing 

iffused by 
cal network or intranet but no rewarding systems exist to encourage every individual to 

erience through notes, photocopies and so on. 
lthough they try to remove any rules which act as an obstacle for information sharing 

s of starting their job. 

dro manage knowledge in its customer service 
pany had a step by step approach towards 

different types of knowledge. 
When in comes to the first area of knowledge sharing based on Tsoukas and 
Vladimirou’s model, Emdadkhodro has not prepared any facility for knowledge 
dissemination by formal community. Information and knowledge could be d
lo
share their personal knowledge and exp
A
but so far no user can share any knowledge through intranet by itself. As there is not 
formal or informal meeting between the employees in call center so no one has a chance 
to talk about errors and mistakes or suggest any new ways for doing job. 
Employees have not the chance to observe experts’ actions as a new way for knowledge 
distribution unless during the 2 or 3 week
Software generates useful reports that could be named as share knowledge resource for 
managers to make a better decision in Emdadkhodro. 
Study shows that company mostly concerns technological factors for information sharing 
and have not invested on people and the organization culture very much. 
 
 
Knowledge generation in EmdadKhodro 
 
When tested out against the Tsoukas and Vladimir’s theory for knowledge generation, it 
can be noticed that Emdadkhodro just uses some experts to analysis the reports obtains 
from information software to construct a base for its knowledge generation only in 
management level.  
In terms of knowledge generation from existing information (explicit knowledge) on 
manuals, paper or other resources like intranet , this is the responsibility of advisors not 
the staffs so, no innovative behavior for changing the customer services is acceptable by 
call center staffs. In addition as there is neither chance for brainstorming nor a 
community of practice to talk about everyday issues, no knowledge generation could be 
take place by employees.  
New solutions and other great ideas normally are not recorded for reuse or future learning 
in Emdadkhodro. 
 

ummary of the Within-Case Analysis for EmdadKhodro S
 
Table 6.0 exemplifies the way Emdadkho
unction through call centers. The comf

managing its information while its major objective is to increase its call center staffs 
efficiency at the same time provide satisfactory customer service. As Malhotra (1997) 
stated, “knowledge management caters to the critical issues of organizational adaptation, 
survival and competence in face of increasingly discontinuous environmental change.  
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Essentially, it embodies organizational processes that seek synergistic combination of 
data and information processing capacity of information technologies and the creative 
and innovative capacity of human beings”. 
The table on the next page highlights each knowledge management components related to 
call center functionality (i.e. acquisition, utilization, adaptation, distribution and 

can be noticed that the company has started managing information and 
ot exactly knowledge. While considering the processes to be managed under the name 

omer care processes along 
ith implementing some IT projects. 

generation) with respect to Emdadkhodro comparing it with the theories outlined in the 
earlier chapters. It 
n
of information or knowledge, the company chose certain cust
w
 
 
 
Table 4.1 Within-case analysis of Emdadkhodro 
 
 
 
 

                                                 Knowledge acquisition  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

                      • Recruitment procedures 
                      • Train to impart IT and customer services knowledge 
                      • Internal consulting or mentorship 
Covered         • ICT and Electronic Media: intranet and internet, KM  

                      • Periodical pooling diary notes 
                      • Encourage to acquire knowledge from external sources 
                      • Providing space for informal and formal gathering 
                      • Internet cafes, learning rooms 

     

                        Software, knowledge databases, groupware, etc. 
                      • Print Media: Manuals, Notes, Magazines, Newt papers, 
                       Journals, etc. 
 
              
 Uncovered 
         
                      • Periodical knowledge assessment and feedback 
                      • Promote customer service oriented culture 
                      • Buddy training with experts 

    

                                                 Knowledge utilization  

• Job rotation 

n solving 

• Formal discussions 
• Temporary team leader assignment 
• Customer service advisor participate i

practical issues. 

 

                                                 Knowl

• Manage change using change management 
experts 

• Review of implementation of new practices 
• Encourage customer service advisors to suggest 

procedure and rule in 
new service oriented practice 

• Strict monitoring of 
customer service field 

• Recruitment procedures 
• Train to impart IT and customer services   
   knowledge 
• Internal consulting or mentorship 
• Periodical knowledge assessment and feedback 
• Buddy training with experts 
• Promote customer service oriented culture 
• Periodical pooling diary notes 
• Encourage to acquire knowledge from external 
sources 
Knowledge Storage and Retrieval Support 
• ICT and Electronic Media: intranet and internet,  
  KM software, knowledge databases, groupware, 
  etc. 
• Print Media: Manuals, Notes, Magazines, News 
  papers, Journals, etc. 
• Providing space for informal and formal 
  gathering 
• Internet cafes, learning rooms 

 

Covered 
olving practical issues. • Advisors participate in s

 
 Uncovered 

• Job rotation 
• Formal discussions 
• Temporary team leaser assignment
edge adaptation  
Covered            
 

st new  

ule in customer  
        service field 

• Use some experts to review and advise new practices.
gge• Encourage customer service advisors to su

                  service oriented practice 
 
Uncovered 

• Manage change using change management experts 
• Strict monitoring of procedure and r
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• Create community of practice  
• Allow to observe experts in action 
• Encourage sharing of personal stock of 

, notes. 
service advisors to note 

se and 

• En  service staffs to talk about 
errors and mistakes 

Remove bureaucracy / Create cross bounder’s 

knowledge
• Encourage customer 

down new knowledge for future u
sharing 
courage customer

• 
team 

 

Covered 
• Using software all data are codified, personalized in  
     organizational level. 
    Allow to observe experts in action  

Uncovere

• Encourage sharing of personal stock of knowledge, 
             

 service advisors to note down new  
              

age customer service staffs to talk about errors   
stakes 

• Remove bureaucracy / Create cross bounder’s team 
  

d 
• Create community of practice  

     notes. 
• Encourage customer
     knowledge for future use and sharing
• Encour

                  and mi

    

                                                 Knowledge dissemination  

• Encourage employees to solve practical issues 
courage innovative behavior fo• er 

• Im  for innovation and 
practical solution  

 En r custom
services 
plement reward systems

• Create community of practices, space for brain 
storming and documentation.  

                                                 Knowledge generation  

 
 
4.3.2 within -Case Analysis for SAIP

this part the within –case analysis o

o ho

in 
c 0

ur
ode  Tsoukas a

rocedure, company carefully selec
nowledge and Information. The ad
ecreasing the cost of time and mone
is sort of new employees could bri

ther staff. 
he company is interested to use its s

f the changes that come into practi
after the reports have been analyzed. 

 
In 
the data obtained from the organizatio
 
Kn wledge acquisition in Emdadk
 
From nformation collected 

cordance to Oluic-Vukovic 20
 the i

a 1 
different ways such as , training co

l and based on them
p
k
d
th
o
T
in order to enable its advisors for furth
o

 

Cov

mployees to solve practical issues 
• Encourage innovative behavior for customer services 
• Implement reward systems for innovation and practical  

          
for brain storming  

             

ered 
• Advisors analyze both reports and existing knowledge  
• Advisors create new rules and procedure to be available 
     in documents and intranet. 
 

Uncovered 
• Encourage e

        solution  
• Create community of practices, space 
     and documentation.  
A 

f Em nce 
rame of reference. 

dr a) 

interviews n 
ormation from 

s uals, intranet, and papers. Apart from this 
nd Vladi ent 
ts the appropriate persons with enough related 
van  
y fo fs and on the other hand 
ng new knowledge and experience to be used with 

oftware system for customer information gathering 
nalyzing capabilities. It’s been shown that most 

ces happen by advisors and their recommendation 

dadKhordo (SAIPA) will be presented. He
n will be c pared with the fom

o (Saip

, employees in Emdadkhodro saipa i
theory, try to gather required inf
es, man

mirou’s model in terms of recruitm

tage o  f absorbing the qualified people is in
r training the new staf

er a
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Knowledge utilization in Emdadkhodro (Saipa) 
 
Company considers the knowledge gains from customers to be used in terms of changing 

rocedures suggests by advisors. As the objective is to satisfy customers in a better way, 

stigate new problems, errors and solutions.   

edge adaptation what expressed by the  managers 
how that all the adaptation is happening individually and there is no specific rules to 

l the staff’s action will be monitored by 
xperts and also the reports that company’s information software generate help them to 

als to suggest new service practices. 

t part of the theory, codification,   
 taking place by entering the calls and customer specification in related fields. The next 

ps of intranet and local network while 
’s the virtual community that shares the knowledge through the group of staffs. 

p
putting knowledge that acquired about and from customers in to action will help call 
centers’ staffs to locate and recover the inquiries faster than before with less time and 
errors. 
Despite the fact that knowledge utilization will increase the employees’ performance but 
in contrast to the model of Tsoukas and Vladimirou no job rotation, and team leader 
assignment applies in company for more knowledge utilization and the only item that has 
been taken seriously by the managers is to use the advisors in order to participate in 
solving the practical issues and of course there are two or three formal discussion in a 
year to inve
 
Knowledge adaptation in Emdadkhodro (Saipa) 
 
When  comes  to the area of knowl
s
force the staffs to customize the information.  Al
e
apply necessary changes in the rules. For example dividing the customers into different 
category was basically an action to adapt the customer services base on the customer’s 
importance. What really happens after that is the adaptation of behavior and activity of 
staffs to be customized with query. No awarding system has been organized to encourage 
individu
 
Knowledge distribution in Emdadkhodro (Saipa)  
 
Hendriks 2004; Huysman & De Wit 2002 proposed their theory about knowledge sharing 
based on four key perspective which is in accordance to what company is doing in some 
respects. As company uses information software, the firs
is
phase, personalization, also happens with the hel
it
In addition to information software some personal note and documentation helps the 
knowledge and information sharing between the groups but it’s not a formal routine. 
Tsoukas and Vladimirou 2001 suggest that advisors and expert monitor the action of the 
people in call center. This issue is implemented through the company from the beginning. 
No encouragement for writing down the personal notes for sharing with other staffs has 
been set up in the company.    
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Knowledge generation in Emdadkhodro (Saipa) 

ummary of the Within-Case Analysis for EmdadKhodro (Saipa) 

able 7.0 exemplifies the way Emdadkhodro (Saipa) manage knowledge in its customer 
ervice function through call centers. The company had a step by step approach towards 
anaging its information while its major objective is to increase its call center staffs 

customer service. As Malhotra (1997) 
tated, “knowledge management caters to the critical issues of organizational adaptation, 

nd the creative 

ses along with implementing some IT projects. 

 
Wiig’s (1993) theory of generating knowledge from existing knowledge base was seen in 
the company. Companies’ managers besides the advisors tries to resolve the issues by 
finding the solution based on previous collected information and reports. 

While Tsoukas and Vladimirou’s model exhibit the rewarding system for innovations and 
practical solutions, in the company there is no sign of any sort of encouraging mechanism 
to persuade the employees to put time and energy for innovation. Most of the company’s 
effort for knowledge generation is concentrated on the reports that software generates. 
For example if the report shows that too much time is spending for some tasks, advisors 
try to create another repair flow chart to reduce the customer service time for that specific 
task . 

S
 
T
s
m
efficiency at the same time provide satisfactory 
s
survival and competence in face of increasingly discontinuous environmental change. 
Essentially, it embodies organizational processes that seek synergistic combination of 
data and information processing capacity of information technologies a
and innovative capacity of human beings”. 
The table on the next page highlights each knowledge management components related to 
call center functionality (i.e. acquisition, utilization, adaptation, distribution and 
generation) with respect to Emdadkhodro (Saipa) comparing it with the theories outlined 
in the earlier chapters. It can be noticed that the company has started managing 
information and not exactly knowledge. While considering the processes to be managed 
under the name of information or knowledge, the company chose certain customer care 
proces
 Table 4.2- Within case analysis of SAIPA 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

                                                 Knowledge acquisition  

• Recruitment procedures 
• Train to impart IT and customer services   
   knowledge 
• Internal consulting or mentorship 
• Periodical knowledge assessment and feedback 
• Buddy training with experts 
• Promote customer service oriented culture 
• Periodical pooling diary notes 
• Encourage to acquire knowledge from external 
sources 
Knowledge Storage and Retrieval Support 
• ICT and Electronic Media: intranet and internet,  
  KM software, knowledge databases, groupware, 
  etc. 
• Print Media: Manuals, Notes, Magazines, News 
  papers, Journals, etc. 
• Providing space for informal and formal 
  gathering 
• Internet cafes, learning rooms 

                      • Recruitment procedures 
                      • Train to impart IT and customer services knowledge 
                      • Internal consulting or mentorship 
Covered         • ICT and Electronic Media: intranet and internet, KM  
                        Software, knowledge databases, groupware, etc. 
                      • Print Media: Manuals, Notes, Magazines, Newt papers, 
                       Journals, etc. 
 
              
 Uncovered 
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                      • Promote customer service oriented culture 
                      • Buddy training with experts 
                      • Periodical pooling diary notes 
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                      • Providing space for informal and formal gathering 
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                                                 Knowledge utilization  

 
 
 
 
 
 

• Job rotation 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

• Formal discussions 
• Temporary team leader assignment 
• Customer service advisor participate in solving 

practical issues. 

 

Covered 
• Advisors participate in solving practical issues. 

discussions • Formal 
 

Uncovered 
• Job rotation 
• ent   Temporary  team leaser assignm

• Manage change using change management 

gest 

experts 
• Review of implementation of new practices 
• Encourage customer service advisors to sug

new service oriented practice 
• Strict monitoring of procedure and rule in 

mer service field custo

Covered            
• Use some experts to review and advise new practices. 

experts 
ule in customer  

 
 
 
Uncovered 

e management • Manage change using chang
• Strict monitoring of procedure and r

                  service field 
ew  •  Encourage customer service advisors to suggest n

                   service oriented practice 

• Create community of
• Allow to observe exp

 practice  

En  service advisors to note 
down new knowledge for future use and 
sharing 

• Encourage customer service staffs to talk about 

erts in action 
• Encourage sharing of personal stock of 

knowledge, notes. 
courage customer• 

errors and mistakes 
• Remove bureaucracy / Create cross bounder’s 

team 

 

Covered 
• Allow to observe experts in action 
• Using software all data are codified, personalized in  

  organizational level. 

Uncovere

• Encourage sharing of personal stock of knowledge, 

age customer service advisors to note down new  
 future use and sharing 

       
• Remove bureaucracy / Create cross bounder’s team 

   
 

d 
• Create community of practice  

                  notes. 
• Encour

                  knowledge for
• Encourage customer service staffs to talk about errors   
     and mistakes       

                                                 Knowledge dissemination  

• Encourage employees to solve practical issues 
• Encourage innovative behavior for customer 

services 
• Implement reward systems for innovation and 

practical solution  
• Create community of practices, space for brain 

storming and documentation.  

                                                 Knowledge generation  

Cov

e 
. 

 

mployees to solve practical issues 
• Encourage innovative behavior for customer services 

tion and practical  
          

             

ered 
• Advisors analyze both reports and existing knowledge  

 and procedure to be availabl• Advisors create new rules
     in documents and intranet

Uncovered 
• Encourage e

• Implement reward systems for innova
     solution     
• Create community of practices, space for brain storming  
     and documentation.  

                                                 Knowledge adaptation  
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4.3.3 Cross Case Analysis 

 this section both the cases at Irankhodro and Saipa will be compared and analyzed in 
rder to try to investigate tendencies in respect to each research question.  

nalyzing Knowledge Acquisition 
hen analyzing the knowledge acquisition item, no much difference could be found 

etween Irankhodro and Saipa. Both organizations viewed the information and 
nowledge acquisition to increased general customer service performance to be of major 

portance.  
hen it comes to the category of training for new staffs no differences could be found 
hen analyzing the procedures of new staff recruitments. However Saipa is more 

oncerned to absorb more experienced peoples to both improves customer satisfaction 
ates and decrease its training costs. Both companies offer multiple channels for 
nowledge acquisition which are intranet, manuals, papers, magazines. In order to 
ustomers information regarding their calls to be collected, both company use 

ftware as a customers service tools and there is no difference 

egarding that uncovered items under the knowledge acquisition, both companies are 

dback routine 
ause of dependency of managers on the reports that 

 As the reports have not any facilities to show how 

anies, no informal training can occur to cover the item of buddy training 

 

In
o

A
W
b
k
im
W
w
c
r
k
c
management information so
between them. 
R
similar while they both are following a same model for knowledge acquisition. Study 
revealed that neither of them have periodical knowledge assessment and fee
in their call centers. It could be bec
generated by information software.
fast and accurate the answers are given to customers and how many calls have not been 
resolved after the first contact, they can not measure the abilities and in fact knowledge of 
the call center staffs based on common metrics. Also as there is no community of practice 
in both comp
with experts. Another item which has not been followed by neither of companies is 
customer service oriented culture promotion. Most literature on knowledge express the 
role of leadership or managers to support and deploy the culture of customer service 
orientation in organizations but no predefined strategy for this issue was seen in neither 
of organizations. The case of encouraging staffs to acquire knowledge from external 
sources could not be occurred as these companies are the main source of training and data 
gathering regarding their own products.  
 
Analyzing Knowledge Utilization  
When looking at the second area of how both companies manage their knowledge 
utilization in call centers, again no much difference could be found when it comes to 
using advisors to help the staffs to solve practical issues. Both companies have not any 
facility to shape the overall knowledge and experiences to be implemented in a formal 
way, so every individual applies its private knowledge (tacit) which has learnt by 
experience during the years of doing its job. Only in Saipa the formal discussion happens 
every six months but this is not particularly related to applying new knowledge. About 
the temporary team leader assignment, no respondents had clear answer as they don’t see 
any need to implement it. Both companies are working in 24 hours a day within three 
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different shifts and each group has its own leader to manage the activities which could 
not be assigned to another group.  

Analyzing Knowledge Adaptation  
Analyzing this category shows that both companies use experts to review and advise new 

ractices. Both use management information software to collect and customize customer 
 enquires.   

f knowledge distribution, both companies have a 

more accurate. So in terms of using ICT, 

 just letting experts to analysis the reports obtains 
t a base for its knowledge generation only in 

wledge generation from existing information (explicit 

p
information based on their calls and

Irankhodro uses change management but not just in Emdadkhodro. The respondent 
pointed out that, this is an overall plan and when it’s going to be happened in other 
departments they expect to see its influence in their office as well. By the way as the rules 
and procedures are under control and randomly being reviewed by experts, what call 
centers staffs get as a manual, papers or repair flow chart is adapted to the dynamic 
culture of company. Saipa on the other hand asks its advisors to review the reports and 
design new procedures for call center’s staffs to help them for better customer services. 
Neither of two companies has rewarding system to encourage staffs for innovation. 
Regarding to respondents view, neither of companies have considered this item in their 
long-term customer services strategy.   

Analysis Knowledge Distribution 
When it comes to the category o
strategic view of using ICT as a main tools for sharing information through the 
organization. In both call centers local network and intranet help to disseminate what 
employees need to serve customers faster and 
no differences could be found when analyzing both companies. There is no formal or 
informal community of practices in neither of companies. Advisors help to improve staffs 
performance by writing down the practical issues on manuals and routines which are 
distributing every month.   
No space has been considered for talking about errors and mistakes. In order to remove 
the bureaucracy from the office no rules has been set up in either of companies and again 
they look exactly the same in this matter.   
 
Analysis Knowledge Generation  
Both companies’ addresses this issue by
from information software to construc
management level. In terms of kno
knowledge) both Saipa and Emdadkhordo have invested on manuals, paper or other 
resources like intranet , while the responsibility has been assigned to advisors not the 
staffs to new knowledge.  
Looking at Emdadkhodro’s knowledge generation model revealed that new solutions and 
other great ideas normally are not recorded for reuse or future learning in Emdadkhodro. 
Respondent in saipa on the other hand claims that they admit all new behaviors and ideas 
that rise from staffs if they improve the customer services.  
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Summary of cross-case analysis 
mpanies fit into the explanation of the The following table illustrates the way both co

theories in the literature review.  

Table 4.3 Cross-case analysis               Cross-case analysis 

Knowledge acquisition 
Covered Items Uncovered items 

Recruitment procedures Periodical knowledge assessment and 
feedback 

Train to impart IT Promote customer service oriented 
culture 

Internal consulting or mentorship Buddy training with experts 
ICT and electronic media; Intranet, 
Information software 

Periodical pooling diary notes 

Print Media; Manuals, Notes, 
Magazines, … 

Encourage to acquire knowledge from 
external sources 

  
Providing space for informal and formal 
gathering 

Irankhodro 
/ Saipa 

   Internet cafes, learning rooms 
   

Knowledge utilization 
Covered Items Uncovered items 

Job rotation 
Formal discussion 

Irankhodro 
/ Saipa 

Advisors participate in solving practical 
issues 

Temporary team leader assignment 
   

Knowledge adaptation 
Covered Items Uncovered items 

Use some experts to review and 
advise new practices 

Manage changes using change 
management experts Ir  ankhodro

/ Saipa Encourage customer service advisors 
to suggest new service oriented 
practice 
  

Strict monitoring of procedures and 
rules in customer service field 

   
Knowledge dissemination 

Covered Items Uncovered items 
Create community of practice 
Encourage l stock of  sharing of persona
knowledge notes. Allow to observe experts in action 
Encourage customer service advisors 
to note down new knowledge for future 
use and sharing  
Encourage customer service staffs to 
talk about errors and mistakes 

Ir  ankhodro
/ Saipa 

Using software all data are codified, 
stored and shared in organizational  

level Remove b ross ureaucracy/ Create c
bounder team 
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Knowledge generation 
Covered Items Uncovered items 

Encourage employees to solve practice 
issues 
Encourage innovative behavior for 
customer services. 

Advisors analyze both reports and 
existing knowledge 

Implement   reward systems for
innovation and practical solution 

Irankhodro 
/ Saipa 

Advisors create new rules and 
procedures to be available in 

documents and intranet.  
Create community of practice, space for 
brainstorming and documentation.  

 

This table is a representation of the five compon ou 
(2001) model w oth he 
table puts up th i nce. 
On taking a glimpse of the table it can be clearly no e are nearly similar and 
no major difference could be found between com anies as compared to the frame of 
reference. The table has explaine dividual company as regards to 
the points put up in the f

 

Other KM Perspective in Irankhodro and Saipa 
 
Analyzing both companies from a KM perspective can be considered as the first step 
towards achieving KM in these service companies. beyond 
the realm of info d technology and observe the process of 
knowledge exchange in these two organizations,  

to organ  start b te of 
rganizational knowledge creation, its supportive environment and functions, and its 

 their model they state that,” organizational knowledge creation should be viewed as a 
ls is amplified and internalized as part 

ents of the Tsoukas and Vladimir
er researchers also are exhibited. Thile the theory and models from 

e comparison of both companies w th reference to the frame of refere
ticed that ther
p

d each option of the in
ce.  rame of referen

 Thus as a first step, I looked 
rmation, communication an

izational learning. I will
to see how individual learning gets
y trying to analyze the current staconverted in

o
retention in the organization. As a second step, utilizing the Nonaka’s SECI model helps 
to analyze the process of transformation from tacit knowledge to explicit knowledge and 
vice versa. 

As its mentioned in literature review and frame of references, Despres & Chauvel 2000, 
defined different level of social aggregation which happens through three level; 
Individual, team or group and organizational . 
 
In
process whereby the knowledge held by individua
f an organization’s knowledge. o

In this regard, call center staffs in both companies, acquires, learns and develops a unique 
‘‘knowledgebase’’ that varies from other staffs especially in the first two to four weeks. 
This ‘‘knowledgebase’’ is developed by a combination of information available from 
training courses, manuals, computer systems, procedure manuals, company rules and 
regulations, personal notes, photocopies, etc.  Then they utilize what they’ve gained to 
serve customers. They convert this information into knowledge by putting them into 
action. They interpret the information to match the requirements of the situation and also 
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the customer’s reaction. This real situation proves that knowledge is derived from 
information as information derives from data. By repetitive use, the call center staffs 

 
t 

 personal 
aking”. Thus, employees in both 

 

 

internalize this knowledge and discover faster and more efficient ways of serving the
customer, resulting in improvised knowledge (Tsoukas and Vladimirou, 2001). They no
only memorize the location of the information, but also create short cuts and

otes for future use which implicate the term “sense-mn
companies, rely heavily on their personal notes, photocopies, leaflets, etc. apart from
using the formal information system provided by organization. 
In the second level of knowledge transfer, call center staffs in both companies share their
information informally between the members of the same team during breaks and other 
leisure activities. This informal information sharing does not involve the team leaders and 
ultimately goes unnoticed at the management level. So what we see here is that no 
integration in its real meaning is happening and if there were ways of sharing this 
knowledge in a formal way, it would be possible to integrate this significant knowledge 
into the everyday activities in order to speed up the learning process and also future usage 
retrieval. As its clear when knowledge could not pass the second level, no space can be 
created for organizational knowledge level which helps the organization to achieve 
quality customer service in a shorter period; furthermore it can help to keep them as 
documents for future retrieval.  
Table 4.4 – Knowledge exchange and learning process  
 
  Companies 
                          

   Individual level 
      Interpretation 

      Group level 
       Integration 

   Organization level 
   Institutionalization 

IranKhodro              +                -                     - 
Saipa              +                   -                - 

 
Now with respect to the theory of knowledge creation and transformation, stated by 
Nonaka’s as a SECI model, both companies will analyzed.  
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Socialisation is the process of sharing tacit knowledge through shared experiences.  Both 
companies enable the conversion of tacit knowledge through informal interaction that 
happens between individuals everyday. Employees are proximate physically and can hear 
and observe how other colleagues act upon customer requests. So apprentices work with 
other experienced staffs help new persons to learn not just through language but by 
observation, imitation and practice. This is what all interviewees expressed as on the job 
training (OJT). Thus in both companies because of their atmosphere, knowledge transfer 
capabilities in its informal ways between employees are high but communication  
between  team leaders, advisors and managers with call center staffs are limited. 

Externalisation is the process of articulating tacit knowledge into explicit knowledge 
through image, symbols and language. Training programs that take place during the first 
days of entrance for new employees in both companies shows the first phase of this 

e preparing papers, magazines, catalogs, new and reviewed repair 
ides using ICT facilities such as intranet and internet help both 

t and express their current tacit knowledge and its translation 
to comprehensible forms that can be understood by others. Answers to the questions 

uring the interview showed that this stage is completely under control of both 

owledge 
diffusion in order to transfer the new knowledge directly to others usually never happens 

yees to access the knowledge 
realm of the group and the entire organization. So what is happening through the 

 

process. Furthermor
charts by advisors, bes
organizations to documen
in
d
companies and they have predefined rules for this matter.   

Combination is the process of converting explicit knowledge into more complicated and 
systematic sets of explicit knowledge. Both companies use this key issue as a 
communication and diffusion processes and the systemization of knowledge. By 
capturing and integrating new explicit knowledge from what they have gathered either by 
reports from management information software or advisors and staffs experience which 
might also involve collecting externalized knowledge from inside or outside the company 
and  combining such data together they get ready for the next phase. Explicit kn

in any of companies while there is no presentation or meeting for this issue. But editing 
or processing the explicit knowledge in this stage and making it more usable through the 
documentation, plan and report is what usually take place instead of direct knowledge 
transfer.  
 
Internalisation is the process of embodying explicit knowledge as tacit knowledge. This 
issue in Irankhodro and Saipa’s call centers often occurs when explicit knowledge is 
practiced by employees, or given context from an advisors ‘experience. Learning by 
doing, training and exercises allow both companies’ emplo

internalization in Irankhodro and Saipa is first, explicit knowledge provided by advisors
embodies in action and practice of call center staffs. Second, during the process of 
embodying the explicit knowledge, this experiment helps to trig the learning by doing 
processes for staffs and new concepts or methods can thus be learned. 
Following table illustrate how both companies fit into this theory and its explanation. 
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Table 4.5 Knowledge transfer model 
 
                                  Nonaka’s SECI model for knowledge transfer  
 
Companies Socialisation Externalisation Combination Internalisation 

 

 

Irankhodro 

+Informal  interaction 

+ Proximity(Observation) 

+ On the job training 

- Limited formal 
interaction 

+ Publishing 
advisor’s idea. 

+ Documentation 

+ Renew repair 
charts by advisors. 

+ Combining 
gathered data 
systematically 

+ Indirect diffusion 

- No presentation or 
meeting for direct 
knowledge transfer 

+ Advisors 
experiences 
embodies into action 

+ Learning by doing  

 

   

 

   Saipa 

+Informal  interaction 

+ Proximity(Observation) 

+ On the job training 

- Limited formal 
interaction 

+ Publishing 
advisor’s idea. 

+ Documentation 

+ Renew repair 
charts by advisors. 

+ Combining 
gathered data 
systematically 

+ Indirect diffusion 

- No presentation or 
meeting for direct 
knowledge transfer 

 

+ Advisors 
experiences 
embodies into action 

+ Learning by doing 
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5.0    Findings and Conclusions 
 this section the findings of this study will be presented.  The research questions would 

e stated and will try to answer each question with the help of findings originated after 
e data was analyzed. The conclusions will assist in responding to the research purpose 

nd finally, It will state general conclusions that can be drawn from the study along with 
plications for management, theory and further research. However the conclusions 
awn from this study are only derived from two cases and the inputs from the 
spondents are based on their perceptions, hence the conclusions cannot be treated as 
refutable. 

.1 Knowledge Management implementation in call center 
he research has revolved around an area that has been termed as one of the most 
rogressive in terms of its adoption by firms racing for gaining competitive advantages in   
arket. Organizations these days realize that if they want to stay competitive that’s not 

ossible without getting proper knowledge about their Product, Services and Customers.  
 successful knowledge management initiative within a call center can reduce agent 

ledge-powered problem resolution 
petent sooner than they otherwise 

 knowledge be acquired in call centers?  

 of knowledge acquisition 
h there were some few 

irical data analysis showed that both companies are following 

ample both companies help their call centers’ staffs to 

In
b
th
a
im
dr
re
ir

 

5
T
p
m
p
A
training time and speed new employee ramp up. Know
enables agents to become more confident and com
would, without a KM practice. By having access to a knowledge base, new staffs and 
customer service agents can get answers to common questions without having to 
constantly ask experts or other more experienced agents. Customers and end-users benefit 
from faster problem resolution, and experienced agents can focus on solving more 
challenging problems.  
In the following section, we discuss the findings related to each research question (RQ) 
as disclosed during the study.  
 
5.2 How can
 
The study revealed that both companies identify the importance
for customer service staffs through call centers. Althoug
differences in the particular ways for collecting required knowledge, strategy used (for 
customer service information gathering) by the participating companies in the research 
was nearly the same. The empirical data found that both the companies had extended 
their key customer support processes by investment on Information Communication 
Technologies. 
As stated by authors like Davenport (1998) Knowledge access is only the beginning as 
seen at both companies’ lots of processes apply in order to utilize the acquired 
knowledge. 
The two companies had distinguished reasons to acquire knowledge in customer service 
section which shows that companies are aware of benefits of supporting customers with 
right information at a right time. 
Findings from the emp
similar model and tools for knowledge acquisition which is adapted to what Tsoukas and 
Vladimirou suggested. For ex
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acquired related knowledge to their job by manuals, papers, magazines and intranet. 
t knowledge, tacit knowledge of 

xperts would be transferred to new staffs by training courses in both companies, 

a culture that values knowledge sharing and knowledge creation. It is 

ng systematically between different groups and people in both companies 

 rotation or temporary leadership assignment to motivate other persons for 
e.  

statistical 

 Both companies are aware about the benefits of utilizing expert’s knowledge in their 
field of customer services but no strategic view has been set up in order to perform 

n. For example through the job 

Regarding Nonaka’s SECI model, in addition to explici
e
although this is not the periodical phenomena and only occurs during the beginning of 
staff’s recruitment.  
In the core of the Tsoukas and Vladimirou’s model there is a kind of knowledge which is 
called culture and is defined as the assumptions, beliefs, and values of people. Culture 
plays an important role in how KM function is being implemented in organizations Smith 
& McKeen, 2003). The sum total of individual knowledge can be collective knowledge 
by developing 
accepted that organisational learning culture is important for knowledge creation (Bhatt, 
2000). No evidence of considering this part of staff’s knowledge as a useful knowledge 
for transferri
were found.  
Findings for RQ1 can be summarized as follows: 

• The participating companies do recognize benefits from knowledge management 
implementation in order to increase the customer satisfaction for after sales services but 
there is still a need to promote the customer service oriented culture in the area. 

• It can be concluded that they need more strategic view on the all aspects of knowledge 
acquisition because still no awarding system, space for formal or informal meetings and 
other facilities to encourage staffs to use different sources in a formal way exist.  

• Both companies are heavily relying on IT facilities as a solution instead of enabler.  

 

5.3 How can knowledge be utilized in call centers?  

 
The research demonstrates two interesting findings regarding knowledge utilization. The 
first finding is that both organizations have very similar method to leverage knowledge in 
the customer service section. For example both companies are using advisors to solve the 
practical issues and every individual try to apply what has learnt by experience while 
there is no job
transforming tacit knowledge to explicit knowledg
As stated by Nonaka (1998), people do not just passively receive knowledge; rather they 
actively interpret it to fit with their own situation and perspective (Nonaka, 1998). In both 
companies there are only advisors that are responsible to interpreting the information that 
call center staffs collect from customer calls. It means that advisors use the 
reports to review the call centers activity and also to implement new practical solutions 
for those parts that they see the bottle necks. Findings related to this question can be 
summarized as follows; 

•

the process of putting this knowledge into actio
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rotation and formal discussion it is more likely to utilize information and knowledge 
has been gained by all staffs.  

5.4 How can Knowledge be adapted in call centers? 
It can be identified from the study that both companies use some experts to review and 
advise new practices. Using the Tsoukas and Vladimirou’s model, we saw that 
IranKhodro has started using experts for change management to improve the business 
processes and as the respondent in Emdadkhodro claimed they suppose that there will be 
some changes in their procedures of customer services too, but in Saipa still they don’t 
have such plan. In terms of strict rules for monitoring the procedures and rules neither of 
these two companies have a certain plan and all their activities regarding this issues is 
limited to the reports that comes from information software. 
The findings not only show how both companies focus on their management information 

cus
exi
in o
Findings for this question could be summarized as follows; 

ptation through call centers as a 

g the activities of call center 

ressed by Hendriks, Husman & De Wit 2002 were; 
egarding this theory both 

ompanies cover the three first items in action. While using software to collect 

n related fields. Personalisation also happened through the intranet and 

 to Snowden 1998, both companies use knowledge documentation which is 
happening under the control of experts and advisors. However the research shows that the 

software for adaptation of required information in call centers  but also how the choice is 
the same for two companies. It means they can not find any other facility to adapt the 

tomer information into their requirements unless using their advisors opinion. No trust 
st between managers and staffs in call centers to let and encourage them to act freely 
rder to customize their services. 

 
• The companies in the study consider knowledge ada
critical issue. 

• A general information and knowledge adaptation based on customer enquiry is the 
responsibility of advisors and not staffs. 

• Processes which involve some changes in rules and procedures will apply by change 
management experts from the higher management level and not separately in every 
department. 

• Neither of two companies have the strict rule for monitorin
while all the controls are limited to the reports of management information software.  

 

5.5 How can knowledge be distributed in call centers?  
 
The four key perspective which exp
codification, personalization, community and power. R
c
customer’s data, all the information are codified by entering the calls and customer 
specification i
local network in both companies and these two provide the sharing facility for knowledge 
through the groups. In terms of accommodation into Tsoukas and Vladimirou’s theory 
both companies are using advisors to write down new knowledge to be shared and used 
in the future. Neither of them have an encouragement system to persuade staffs to talk 
about the common errors and mistakes. 
In accordance
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companies are not taking any consideration into setting up a community of practices for 
better knowledge distribution through out the groups even in an informal ways.  
 
Finding for this question could be summarized as; 

  The companies in the study try to centralize the source of information distribution by 

unication, deliberation, debate and negotiation. 

required. 
eadership is crucial for such a culture. Building trust to encourage sharing and 

onsibility of leadership (Stonehouse & 
emberton, 1999). For achieving KM benefits, a corporate learning strategy should be 

dy 
applied to keep the history of peoples activity in call centers but there is no specific 

in the theories of Tsoukas and Vladimirou 
were found to be realized by the participating companies as well but because of some 

 
 •
implementing information, communication technology while they are carefully try to 
keep the previous methods like using manuals, magazines, papers and personal notes. 

 •  Constructing a community of practices through the call centers and creating a friendly 
space to let the staffs share their experience and knowledge and talk about their errors 
and mistakes doesn’t seem to be a critical issue for neither of companies while it has an 
important role for knowledge dissemination in theories. Learning cannot be limited to 
acquire facts and techniques. People learn through participation in communities of 
knowledge by embodying their particular perspectives, prejudices and practices. 
Knowledge work is dominated comm
Knowledge is created as practitioners see the logic of each other’s thinking in 
communities who have common interests (Lang, 2001). To facilitate learning, the culture 
of the organization must nurture a climate within which learning and knowledge are 
highly valued, empowerment of individuals, motivation to questions are 
L
experiential learning of tacit knowledge is the resp
P
developed (Coulson-Thomas, 2000) 

•   Logging and documentation is a normal rules in both companies which is alrea

procedures to share these information through the groups and it just can be consider as a 
private information repository. 

 

5.6 How knowledge could be generated in call centers?  
 
The study found out that the companies use existing information to create the necessary 
knowledge in different ways. Based on the Wiig’s theory, transformation of explicit 
knowledge is happening through both companies by advisors who review and revise the 
current processes and information. In terms of tacit knowledge transformation in to 
explicit knowledge which will be happen through the process of externalisation again 
both companies are using a same method. All the new staffs in addition to attending in 
the briefing courses would start their job under supervision of   previous staffs and learn 
what they have to do as a call center staffs. 
The importance of facilities are mentioned 

difficulties regarding the cultural issues, no rewarding process exist to encourage staffs 
for working on collected information in order to create new knowledge. Innovating 
practical solutions is the job that’s been assigned only to experts and advisors. 
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Knowledge is manageable only when leaders embrace and foster the dynamism of 
wledge needs to be nurtured, 

sider for enabling knowledge 

ent and training process to help new staffs 

 
ompanies in terms of managing their information in call center and converting them to 

center performance. The study 
ration but slight differences 

gards to their positioning and market situation in the particular 

 regard both companies have mainly focused on the 

n the other hand both companies are using experts to gain insightful and contextual 
nowledge more than what is available in documents or data record in their call centers, 

tematic approach while they provide the capability to find and 

knowledge creation. Top management must realise that kno
upported, enhanced and cared for. What they should cons

creation is to think in terms of systems and ecologies which can provide for the creation 
of platforms and cultures where knowledge can freely emerge (Nonaka & Konno, 1998). 
 
Finding for this question could be summarized as follows; 
 
• Both the companies identify the significance of the creating knowledge in relation to the 
call centers performance. 

• Both the companies monitor the recruitm
catch the necessary knowledge. 

• Both the companies have some difficulties regarding the cultural issues for knowledge 
generation which do not let the staffs to be directly involved in knowledge generation. 

 

5.7 Overall Conclusions 
Going back to the research purpose of the study which try to analyze the “Knowledge 
management in call centers of two largest Iranian car makers” It could be seen that the 
study has been beneficial in describing the activities revolving around the participating
c
significant knowledge for better customer service and call 
oincided with the majority of literature selected for considec

were noted mainly because of the nature of the study and the specific situation of the 
individual companies as re
industry selected. The companies stated that information management has not only 
helped to improve their bottom-line but indeed enhanced their stride towards offering 
better customer service. In this
management of information they gather from customers which is a foundational for their 
activities in term of customer support. 
O
k
both companies have a sys
ask experts to improve their service levels from just giving the simple answer to a well-
reasoned response. But in neither of companies, management information software they 
use is able to provide statistical reports about some basics elements that help to measure 
the activity and efficiency of people such as the average handle time for call responses 
and first call resolution. 
They also agreed to the fact presented in the theories that knowledge management 
definitely involves applying the collective knowledge and abilities of the entire 
workforce to achieve specific organizational objectives. It involves getting the right 
information to the right people at the right time, and helping people create and share 
knowledge and act in ways that will measurably improve individual and organizational 
learning process and company’s performance. This emphasizes the fact that between the 
three major components of knowledge management, people are the most important one 
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that organizations have to focus on, as they are the main resources of knowledge in the 
today’s organizations. Hence the study revealed that although the participating companies 

 to managing customers and company’s information and knowledge 
s shows a better business performance, it also presents significant new 

still some other important  issues like culture, proper 
s ered. 

ent have to be kept in mind in order to blend its 

information which 

have invested a lot on using experts and advisors and also modern technological facilities 
but because of lack of some basic elements required for effective knowledge management 
implementation, like; strategic view, convenience culture for knowledge sharing and 
leadership involvement, what is really happening in participating companies ,  is more 
likely a sort of information management rather than knowledge management.    
 
5.8 Implications 
As a final point, based on the findings of the research study, I would like to propose 
implications for management, policy makers and practitioners. Implications for theory as 
well as further research would also be presented. The research investigated how two 
companies manage information and knowledge through call centers in order to enhance 
their after sales services towards achieving competitiveness. Though, the study has tried 
to generalize these implications, but it is obvious that the conclusions and implications 
cannot be considered incontestable. 

5.8.1 Implications for Management 
The findings highlight many facts that can be seen as tips for companies wondering about 
how to manage their knowledge especially in their call centers. The management 
implications are made to help the participating companies as well as other companies 
which have call centers as one of the customer services and relation channels. As the 
findings put force the choice for formulating the correct method, it can be challenging as 
well as need to be molded to the situation of the company at question. 
While the choice
through call center
management challenges. Some specific challenges that may be faced by the firm’s 
decisions to manage their information and knowledge such as, training and using external 
sources for knowledge acquisition, selecting the right process for utilizing what’s been 
collected as information , customizing knowledge to be used in different circumstances, 
creating formal spaces like community of practices for knowledge dissemination and 
creating useful knowledge included, but these are not limited to what have been 
mentioned and as study has showed 
leader hip and strategy should be consid
Key reasons for the knowledge managem
benefits with the over all business goals of the company. As the area of study was 
customer services through call centers those goals could be shaped as knowledge about, 
from and for customers. While it’s clear that, in order to stay ahead companies not only 
need to meet customer expectations but exceed them. 
The ever changing technology is compelling companies to always be aware of the 
developments, and at the same time adapt their process for managing 
could benefit from the advancements without causing any disruption to the ongoing 
operations. Companies need to carefully analyze the shifting boundaries of call centers in 
order to manage their customer service functions through a call centers with the most 
recent tools and facilities. The study indicates that companies need to understand that just 
collecting some information and distributing them through the extremely important 
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business process, like customer service does not solve all the customer service issues. 
Once, information gathered, the company needs to continuously analyze the possibilities 
of further enhancing the level of customer service through the circulation and articulation 
of different sort of knowledge (Nanoka SECI’s model). As the study implicates, 
maintaining a control on all of the business processes based on strategic view , creating 

ching a critical level, 
 overview on the flow and structure of the knowledge. 

mployees decrease their use of them and the risk of 

 one size- fits-all mentality, coupled with the tendency to focus on 

a big mistake in terms of KM implementation.  

 The study has 

dy. 
Moreover, time limitation hindered me from conducting this study in the other car 

an atmosphere that nurture the climate within which knowledge and learning highly 
valued , seeking cooperation of all staffs , make staffs aware of knowledge management 
benefits,  providing space for informal and formal discussion, in addition to more 
leadership involvement  can be an appropriate way of doing this. 

5.8.2 Implications for Theory 
The concept of KM is not new as I have mentioned before, but the combination of using 
KM in call centers is relatively new. As this study is looking at this combination in a 
wide but focused perspective, it is considered to contribute to the theory surrounding KM 
in call centers. 
The fitness of the theories involved in this research is presented in the analysis part. 
Much of the theories on the subject cover the collected data, but some considerations are 
raising questions. 
Both of the investigated companies had a view on KM by emphasizing on the technology 
while keeping their organizations atmosphere open for most informal interaction between 
people. In this regards as it showed both companies in terms of knowledge transformation 
are acting well while in organizational learning process neither of them are perfect. This 
mode, showed a larger development of the KM in the company. This is not mentioned in 
the theories, and thereby considered as a contribution to the research area. 
Further, the development of ICTs and KM tools needs a given strategy in obtaining and 
controlling the growth of information storage. There are a risk of rea
where the organization loses the 
Otherwise, there are a risk that e
abandons in the end. This is nothing brought up in the theory, but worth to notice. 
Another point is that majority of the authors have been of the opinion that what works for 
one company will not work for another because organizational knowledge is so 
subjective. The
technology rather than people and process. So reaching to the point that implementing a 
predefined KM method and following a same model even in the same industry always 
leads to success is 
This section has explained the main points where the theory is of another view. It also 
presents my small contribution to the theory, although many of the areas are covered by 
the proper theories. 

5.8.3 Implications for Further Research 
This research was conducted keeping the companies’ perspective in mind.
taught and helped to describe how the participating companies have carried out their 
organizational knowledge through call centers. Since the customers’ perspective was not 
an area to be studied and I assumed that no attention was paid to what the customers had 
to say about the outcomes of managing knowledge. So, the recommendation to 
researchers would be to consider the customers’ perspective for this same stu
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manufacturer in Iran’s market as with more than two samples can make the study more 
interesting and create more substance to compare and cross-analyze. A wider selection of 
samples originating from different industries could enrich the study even more. This 
study revolved around five components of knowledge management in call centers, the 
theory of organizational learning processes and knowledge conversion model which all 
highlighted in a research firm of references. A similar study regarding the involvement of 

 
 
 
 

some other different business processes can also be considered that would provide with 
more results regarding the vastness of this area. 
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Appendix A: Interview Guide  
anaging knowledge in Call centers  

espondents  
rankhodro(Emdadkhodro): CEO / Assistant Manager  

AIPA (Emdadkhodro): CEO / Financial Manager  
nterview Guide  
. Company’s Profile 

M

R
I

S
I
1  

 Name of the respondent and position  
 Company Name  
 Years of Operation  
 Products/Services 
. Knowledge acquisition 

>
>
>
>
2  

 How does your company and your employees in  call center  acquire their require information 
nd knowledge ? (RQ1)  
 Do you have any recruitment procedure to employ only experienced people? Do you have any 
aining courses for new staffs? Are there any advisors or experienced people to help the new 
mployees with strict observation? Do you encourage staffs to acquire knowledge from external 

sources?  Do you use ICT facilities to help the employees for better and faster information and 
elp the knowledge acquisition process? 
ting to help staffs for knowledge exchange? 

>
a
>
tr
e

knowledge acquisition? Is there any printed media to h
Is there any learning room or a place for informal mee
 
3. Knowledge utilization 
> How does your company and your employees in call center utilize their acquired knowledge? 

ders or staffs to help for knowledge 
utilization? Do you have any periodical formal meeting within your company for formal 

ctical problems? 

n

(RQ2) 
> Have you set up any job rotation between team lea

discussion? How the experts help for solving the pra
 
4. Knowledge adaptatio  

ployees based on information gathered in your data ware 

perts to review the rules and to propose new routines? Do you normally 
entation of new proposed practices? Do you encourage your 

t new service oriented practices? 

tion

> How do you adapt the activities of em
house ?  
 > Do you use any ex
review the implem
advisors/personnel  to sugges
 
5. Knowledge dissemina  

.Knowledge generation  

> How do you share knowledge between people in your organization? (RQ4) 
> How knowledge is being shared through the organization? 
> Is there any community of practice / any encouragement for staffs to share their knowledge 
with each other and advisors to note down and document new knowledge? Any space for staffs to 
talk about errors and mistakes? 
 
6  

d information to create the new knowledge ? (RQ5)  

services issues? Do you have any reward system to encourage for innovation and practical 

> How you use the gathere
> Do you encourage people to solve the practical issues or this is just the task of advisors and 
managers? Do you encourage any innovative behavior from employees’ side regarding customer 
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solutions?   
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