CKM STRATEGIZING

This part examines how organizations strategically align with the external and internal environments in order to be efficient, responsive, responsible, and ultimately to achieve a sustainable competitive advantage (SCA). It is composed of two chapters: 1) setting a Customer Knowledge Management (CKM) strategy (Figure P1.1) as a holistic business model to deal with dynamic, complex, and competitive environments, and 2) spotting environmental drivers for CKM that address the nature of the business environment, and its role in driving CKM. Both chapters explore concepts, issues, and trends surrounding CKM and its environmental drivers. 
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Figure P1.1: A Schematic Diagram for the CKM Framework

SETTING A CKM STRATEGY


INTRODUCTION
In today’s dynamic business environment, change is omnipresent.  Organizations have to develop sound change management strategies in order to counter the same. Transition to knowledge-based economies made establishment of effective knowledge management (KM) mechanisms within companies crucial to achieve business competitiveness. This chapter addresses background concepts, critical issues, and future trends related to the blueprinting of CKM as a knowledge-based strategy for anticipating and meeting customers’ needs profitably. Crafting CKM requires a set of activities, i.e. plan, design, build, and implement, which seek to create or leverage the firm’s distinctive core competencies (DCCs) in order to attain a sustainable competitive advantage (SCA). 

This chapter advocates the premise that successful businesses are those that have both vision and commitment to make that vision a reality.  The vision might be customer-oriented, e.g. the strategy is CKM, the processes include CKM value chain primary activities (capture data from customers, create profiles of customers, compose knowledge about customers, maximize value for customers, measure return on relationships with customers, and master the learning throughout CKM change), and CKM value chain support activities: reorganizing people, reconfiguring processes, and retooling Information and Communication Technologies (ICTs).

CONCEPTUAL FOUNDATINS

This section covers background concepts related to competitiveness strategies, viz. strategic thinking, strategic planning, and tools for strategic planning. 

Strategic Thinking

Attaining SCA requires the development of an effective business strategy.  The prerequisite to the development of an effective business strategy is logical, critical, dynamic, and creative thinking. The basic problem in the search for SCA is how to determine from which resources, competencies, or core competencies SCA may originate.  The answer to how firms would propose, analyze, and select strategic actions is through strategic thinking (Swift, 2001). 

Strategic thinking, as illustrated in Figures 1.1, 1.2, and 1.3, is a creative and dynamic synthesis that involves three dimensions (Boar, 1994; Swift, 2001):

1. Time:  People think across different timelines (past, present, and future).

2. Substance:  People think between the concrete and the abstract.

3. Concurrence:  People may think about one or more issues simultaneously.

Most of the time, people engage in point thinking to solve daily problems, wherein all problem solving efforts converge on one point. In point thinking, an average person, or a mundane thinker, thinks uni-dimensionally (one issue in concrete terms in the present) (Figure 1.1).  In contrast, strategists think dynamically within the thought bubble of the three strategic dimensions (Figure 1.2). Since the combinations of strategic ideas are boundless, strategic thinking is a very powerful way to develop deep and far-reaching insights, rather than tactical and short-term views, about problems and to solve them in novel, unanticipated, and creative ways.  SCA is born and nourished from this kind of thinking (Swift, 2001).

When faced with hyper-competitive business environments, more advanced strategic thinking needs to be added. A strategist thinker may adopt four-dimensional dynamic thinking about multiple issues in multiple dimensions, at higher levels of abstraction and detail over time (Figure 1.3). The thought bubble may be extended to a fourth dimension of linear logic versus paradoxical thinking (Board, 1994): 






Figure 1.1: Mundane/Ordinary Thinking Model 

Source (Figures 1.1, 1.2, and 1.3): Adapted from Swift (2001). Accelerating Customer Relationships: Using CRM and Relationship Technologies, NJ: Prentice-Hall. 







Figure 1.2: Three-Dimensional Dynamic Strategic Thinking Model









Figure 1.3: Four-Dimensional Advanced Strategic Thinking Model

· Logical/linear thinking: relates to the logic of solving daily problems using common sense, deductive/inductive reasoning, and concern for economies of time, cost, and effort to problem solving.  Daily life applauds the logical, the economical, and the utilization of common sense.  For example, customer teams may engage in extensive and exhaustive linear logic justification (i.e., cost/benefit exercises) to convince decision makers to approve Customer Relationship Management (CRM) technologies, i.e. Data Warehouse (DW).  While cost-conscious capital budgeting methods are appropriate for things that are readily cost-justifiable (things that are concrete, obvious, and known to all), strategic vision has been the required ingredient to create it.  In the CRM example, the cost and benefits are often dispersed across wide gaps of time and space (Swift, 2001). 

· Lateral/paradoxical thinking: hyper-competition and intelligent counter-measures cause strategic paradoxical actions to take place by taking creative and paradoxical actions that are contrary to routine business sense.  When a linear logic action evolves into a reverse of itself or of opposites, such as an advantage becomes a disadvantage, and doing the reverse of what linear logic would dictate.  As business competition migrates from industrial economies of scale to ICTs, CRM achieve optimal results when used as weapons of competitive advantage to discover new things that were never known or thought about before.  When the weaponry shifts to ICT fighting, CRM becomes subject to strategic paradox and must be excessively utilized and leveraged in order to create new opportunities and achieve maximum benefits (Swift, 2001).

Strategic Planning

Business organizations must always be prepared to respond creatively to marketplace dynamics through strategic planning that leads to business actions.  Strategic planning is is equal to direction plus focus (concentration of effort) plus perseverance (constancy of purpose) plus adaptability (flexibility).  Business actions are of no strategic interest if they do not lead to the development of an advantage (Swift, 2001).  The process of strategic planning involves systematic examination of opportunities and threats in the business environment to identify or create opportunities that need to be exploited and the threats that need to be avoided by matching resources and capabilities to the changing environment (Johnson et al., 2005). 

Development of a strategic plan is based on the firm’s mission, and requires policies, programs activities, processes, and resources to carry out strategies. The core of the strategic planning process is to identify what your organization can do best and about making choices between competing priorities.  This means creating or utilizing existing DCC in order to create a SCA. The process of strategic planning commonly ends with the development of a set of performance targets and measures of success, i.e. key performance indicators (KPIs) and critical success factors (CSFs), tracking and learning from progress in performance, and striving  for high improvement in outcomes. 

Mintzberg et al. (2005) offered the ‘Ten Schools of Thought’ model that can be used to categorize strategy development. They discuss prescriptive (the first three) and descriptive (the last seven) schools which follow:

· The Design School (Strategy as a Process of Conception) is the most influential view of the strategy-formation process.  In this process, the internal situation of the organization (strengths and weaknesses) is matched to the external situation of the environment (threats and opportunities).  Major limitations of the school are:  a) simplification may distort reality, b) strategy has multiple and complex variables, and c) weak in dynamic environments.

· The Planning School (Strategy as a Formal Process) is discussed in the third chapter.  A rigorous set of formal steps are taken, such as formal procedure, formal training, and formal analysis.  Major limitations of the school are:  a) strategy can become too static, b) the risk of ‘groupthink’, and c) development of strategy from the ivory tower of top management.

· The Positioning School (Strategy as an Analytical Process) is similar to the planning school which made strategic development into a science.  It places the business within its industry and economic marketplace and looks at how the organization can improve its strategic positioning within that industry. The school’s major limitations are:  a) strategy becomes too systematic and rigid, and b) focus is on hard (economic) facts, neglecting culture, power, politics, and social elements of the organization.

· The Entrepreneurial School (Strategy as a Visionary Process) introduces the first descriptive school of strategy development.  The school stresses the most innate of mental states and processes - intuition, judgment, wisdom, experience, and insight. The visionary process takes place within the mind of the charismatic chief executive or founder of an organization especially in its early or difficult years.  Major limitations of the school are:  a) may blind leaders to potential unexpected dangers, b) may be difficult to find the right leader with the right qualities, and c) leadership becomes an extremely demanding function in this school of thought.

· The Cognitive School (Strategy as a Mental Process) sees strategy as a cognitive process.  It concentrates on what is happening in the mind of the strategists and how they process patterns and process information. Strategies emerge as concepts, maps, schemas, and frames of reality.  Stresses the creative side of the strategy process.  Major limitations of the school are:  a) low viability beyond the conceptualization stage, b) not very practical to conceive high-level thoughts, and c) not very useful in guiding collective strategy development.

· The Learning School (Strategy as an Emergent Process) suggests that people learn over time about a situation as well as about their organization's capability to deal with it. Management pays close attention to what works, and what doesn't work.  Strategies emerge in small steps, as organizations adapt, learn, and incorporate these 'lessons learned' into their overall action plans. This school questions severely the basic assumptions and premises of the design, planning, and position schools of strategy development.  It is applicable in strong complex and dynamic environmental conditions, as well as in professional organizations.  The school’s major imitations are:  a) could lead to having no strategy or just doing some tactical maneuvering, b) not as useful during crises as in stable conditions, and c) taking many incremental steps may not necessarily add up to a sensible ground strategy.

· The Power School (Strategy as a Process of Negotiation) is an overt process of negotiation between power holders within the company and/or between the company and its external stakeholders.  This perspective is particularly useful in understanding strategic alliances and joint-venture decisions.  Major limitations of this school are:  a) politics can sometimes be divisive, b) uses a lot of energy, c) causes wastage and distortion and is costly, d) can lead to having no strategy or just doing some tactical maneuvering (muddling through), and e) overstates the role of power in strategy development.

· The Cultural School (Strategy as a Collective Process) is the reverse image of the power school.  Strategy formation is viewed as a fundamentally collective and cooperative process that is developed as a reflection of the organization's corporate culture.  Emphasizes the crucial role that social processes, beliefs and values play in decision-making, strategy formation, and resistance to strategic change.  Major limitations of the school are:  a) can feed resistance to change and can be misused to justify the status-quo and b) gives few clues on how things should evolve.

· The Environmental School (Strategy as a Reactive Process) unlike the other schools that see the environment as a factor, the environmental school sees it as an actor.  Seeing the strategy as a response to the challenges imposed by the external environment, this school merits a detour on the strategy safari.  It positions environment alongside leadership and organization as one of the three central forces in the process.  The school’s major limitations are:  a) the frequently vague environmental dimensions make it less useful for strategy formation and b) denial of real strategic choice of organizations in strategy formation is unrealistic.

· The Configuration School (Strategy as a Process of Transformation) is an "all of the above" strategy formation school that offers the possibility of reconciling and integrating the messages of the other schools.  It is a process of transforming the organization from one type of decision-making structure into another.  It is important to note that there are two complementary sides to this school, structure versus strategy.  One describes states as configurations (more descriptive), whilst the other describes the strategy-making process as transformation (more prescriptive). The key to successful change management is to sustain stability and success, or at least adaptable strategic change.  However, the stability period is occasionally interrupted by a need for transformation.  In order to be able to manage that disruptive process without destroying the organization, a sort of stable, balanced transformation (dynamic equilibrium) in organizational change is needed. 

An organization can be described in terms of some stable configuration of its coherent clusters of characteristics and behaviors in a particular type of context, and so serves as one way to integrate the perspectives of other schools.  Examples of configuration are planning in machine-type organizations under conditions of relative stability, and entrepreneurship organizations under dynamic configurations of start-up and turnaround.  But if organizations can be described by such states, then change must be described as rather dramatic transformation from one state to another.  Nonetheless, these two very different practices and perspectives complement one another and so belong to the same school.  The limitations of this school are:  a) the existence of several, not just a limited number of, valid configurations, and; b) if the reality is being described by using configuration, then reality is being destroyed in order to explain it.

Strategic Planning Tools

One of the most important strategic planning tools that may be used by the ‘Design School', as well as in other schools that emphasize the role of external/internal environment in their formation, is the SWOT (Strengths, Weaknesses, Opportunities, and Threats) analysis (Andrews, 1971). Analysis of strengths and weaknesses is used to analyze internal environment strengths and weaknesses (i.e., structure, culture, as well as resources and competencies in such areas as marketing, finance, research and development, operations and logistics, human resources, and ICTs).  The external audit of opportunities and threats analyzes macro environment opportunities and threats (i.e., socio-economical, technological, and market environment) (Figures 1.4, 1.5, and 1.6).

A SWOT analysis is a powerful strategy planning tool employed to identify strategic options available to organizations to meet objectives and to maintain sustainable growth.  This analysis helps to match organizational resources, capabilities, and distinctive competencies to the competitive environment in which a firm operates.  Organizations seek to cultivate their strengths and avoid exposure from their weaknesses.  External opportunities need to be exploited with internal strengths. Further extension of the SWOT analysis can be conducted (Figure 1.7) by incorporating two additional factors:  performance against competitors and importance of competitive factors for customers (Martilla and James, 1977; and Slack, et al., 2006).
Figure 1.4:  SWOT Analysis Matrix

Source: Adapted from Weihrich (1982).  The TOWS Matrix - A Tool for Situational Analysis, Long-Range Planning, 15 (2), 52-64.
	
	Opportunities (O) 
	Threats (T)

	Strengths (S) 
	S-O Strategies Pursue opportunities that are a good fit to the firm’s strengths. 
	S-T Strategies Use strengths to counter threats.  

	Weaknesses (W) 
	W-O Strategies Overcome weaknesses to pursue opportunities.
	W-T Strategies Overcome weaknesses to counter threats. 


Figure 1.5:  Strengths-Weaknesses Intersections with Importance-Performance Ratings  
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Figure 1.6: Opportunities-Threats Intersections with Probabilities of External Conditions 
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Figure 1.7: Importance-Performance Priority Quadrants

Source: Adapted from Martilla, J. & James. J. (1977). Importance-Performance analysis, Journal of Marketing, 41 (1), 77-79.
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	Quadrant III:  Overdoing
	Quadrant IV:  Not Important




The key to a successful SWOT analysis is to be realistic.  In looking at organizational strengths or weaknesses, one should evaluate their strengths relative to those of other competitors, and also face any unpleasant truths regarding their weaknesses.  For example, if all competitors offer on-line customer-care services, then a competitive advantage may be downgraded to a competitive necessity. Carrying out a SWOT analysis is often enlightening in terms of putting internal weaknesses or shortages into perspective, pointing out what needs to be done to attract and retain potential customers.  However, a SWOT analysis should be used with some caution, as it is a normative model that can help in diagnosing current customers' situations as is rather than a prescriptive model that suggests what ought to be done.

Despite the fact that strategic planning is considered crucial to a successful utilization of corporate DCCs and the achievement of a SCA, it has come under severe attack.  Mintzberg (1994) argues that strategy has set out to provide uniformity and formality when none can be created, and that strategy is not the consequence of strategic planning but the opposite - its starting point.  Strategy, to him, is sensitive to the management process which is intuitive and humane, based on immediate responses.  He argues that we must re-conceive the process by which strategies are developed by emphasizing informal learning and personal vision and the roles that can be played by planners.  He emphasizes the creative and spontaneous, the right-side of the brain rather than the left side with its predilection for analysis and rationality.  Instead of seeing strategy as the elevation of rationalism, Mintzberg (1994) sees strategy as being deliberately, delicately, and dangerously implanted as a potter making a pot. He advocates the notion that strategy cannot be planned because planning is about analysis and strategy is about synthesis.  He believes that strategy is more likely to emerge, through a kind of organizational osmosis, than be produced by a group of strategists sitting around a table believing they can predict the future.  That is why, he asserts, the process has failed so often and so dramatically.  He diagnoses the failure of strategic planning as the failure of formalization, and adds that we are fascinated by our ability to program things, identifying formalization as the fatal mistake of modern management. 

Although strategic planning is useful, it is not essential to every organization in every context.  It is beyond imagination that business organizations operating in fast changing and complex environmental conditions would categorically give up strategic planning.  Instead, a dynamic, creative, and less-formalized strategic planning process is likely to replace conventional strategic planning in the future. More discussion on this point is provided in the ‘Future Trends’ section of this chapter.

CRITICAL ISSUES

This section discusses the critical competitive strategy development issues; namely, strategic positioning, leveraging competitiveness strategies, reconciling competitiveness strategies, balancing bases of competitiveness, and sustaining competitive advantage. 

Creating Difficult-to-Imitate Competitive Strategies

As today’s business organizations exist and operate in environments that are rife with turbulence and uncertainty, it is becoming imperative for them to adapt to changing environments by developing long-term scenario plans and innovations that enable them to strategically position themselves in the marketplace. In the real business world, strategic issues are numerous, complex, and may involve trade-offs among pros and cons of different strategic choices.  Strategic positioning is about matching a company’s strategy to a company’s situation in order to exploit core competencies that differentiate a company from its competitors and create a competitive advantage. The delicate balance of vision and action in the face of resource constraints is a strategy that will allow individuals and teams to excel (Kanter, 1989). 

Strategic positioning relates to the task of matching strategy to the situation and industrial environment.  It involves consideration of the following factors related to the industry’s environment (Thompson et al., 2007): 

· The maturity stage of the industry (emerging, rapid growth, mature, or declining).

· The industry’s structure (fragmented or concentrated).

· The relative strength of competitive forces; forces that could endanger a company’s competitive position, i.e. intra-industry rivalry, bargaining power of buyers, bargaining power of suppliers, threat of new entrants, and threat of substitute products or services (Porter, 1985).

· The scope of competitive rivalry (regional or international).

Besides, matching strategy to a company’s situation takes into consideration the following company-specific categories of positions (Thompson et al., 2007):  a) firms in industry leadership positions that normally range from stronger-than-average to powerful competitive positions), b) firms in runner-up positions such as firms with smaller market shares than the industry’s leader(s), and c) firms that are competitively weak or crisis-driven.

A business strategy depends not only on its external environment but on its organizational context as well.  In order to set direction for future actions of organizations, a capstone business strategy needs to integrate many interrelated organizational components, viz. strategy, people, structure, processes, and technology that need to be in alignment or dynamic ‘equilibrium’ with each other (Scott-Morton and Allen, 1994).  A successful business strategy offers a unified approach with balanced emphasis on technology and business perspectives. Any change in one of the components would entail a need for a change in another. This alignment is considered as one of the critical factors for a successful implementation of a business strategy. 

The way people are organized in a structure should reflect and be compatible with the business strategy, i.e., when firms are transforming into a customer-oriented business, their legacy pyramid and rigid functional structures need to be given up and in turn adopt a process-centered structure.  As a result, processes and technology will have to be reconfigured in order to reflect the customer-centric strategy.  As structure, processes, and technology dynamically interact with business strategy, and strategy interacts externally with environment, there is a huge potential as well as challenge of business organizations for having a far more internal and external congruency through innovative and ongoing organizational learning and adjustment activities.

Leveraging Competitive Strategies

Competitive strategy is an enterprise's plan for achieving SCA over, or reducing the edge of, its adversaries.  Models of business competitiveness have shifted their focus from external factors related to the market to internal factors based on tangible and intangible assets of organizations. Drucker (1993) pointed out that the most valuable assets of the 21st century enterprise are its knowledge and knowledge workers.  Tiwana (2001) argued that knowledge is the only source for innovation and SCA.  Therefore, effective development, maintenance, and expansion of customer knowledge (CK) and relationships are becoming a strategic imperative for companies in virtually every industry (Park and Kim, 2003).  The salient feature of CK assets is that their competitive advantage is difficult-to-imitate.

Market-based View
Competition has been traditionally based on external environmental factors.  Porter (1980) developed his traditional market-based view (MBV) of competitive strategy to understand and analyze a firm’s competitive advantage based on its external business environment and the threats of competition.  He argues that competition in an industry is based on five forces:  intra-industry rivalry, bargaining power of buyers, bargaining power of suppliers, threat of new entrants, and threat of substitute products or services. The strategic business manager seeking to develop an edge over rival firms can use this model to better understand the industry context in which the firm operates. 

Although market requirements are important, they are usually short-lived and of different levels of importance for customers and performance against competitors in terms of providing what the customer requires.  Hill (1993) differentiated between two types of competitive factors, ‘order qualifiers’ and ‘order winners’. Order winners are the competitive factors that directly and significantly contribute to performance of the organization (i.e., quality, speed, dependability, and flexibility).  Order qualifiers are those aspects of competitiveness where the operations performance has to be above a particular level just to be considered by a customer (i.e., price).  Being great at qualifiers is unlikely to attract new customers, but being bad at them can lead to customer dissatisfaction (Salck, et al., 2006).  

Resource-based View

The roots of the resource-based view (RBV) of organizations go back to Wernerfelt (1984), Porter (1985), and Barney (1991). The RBV of the firm recognizes the importance of internal organizational resources (such as people, capital, facilities, and technology) capabilities as a principal source of creating and sustaining competitive market position.  According to this approach, resources are the main source of an organization’s capabilities, whereas capabilities are the key source of its competitive advantage (Grant, 1991).  Javidan (1998) differentiates between resources, capabilities, competencies, and core competencies based on two factors of difficulty and value. Figure 1.8 shows organizational capabilities continuum alongside usage level (operational, tactical, and strategic) and expected value. 


High 


Value 



Low

  Operational 


    Level of Usage

           Strategic
Figure 1.8: Organizational Capabilities Continuum

At the bottom end of the continuum are resources, and at the top end, distinctive core competencies.  Resources represent the ‘building blocks’ of competencies and are made up of tangible and intangible assets.  Tangible resources of a firm include financial assets as well as physical assets such as technology, machines, equipments, buildings, and facilities; whereas intangible resources include knowledge about customers or suppliers, knowledge and experience in handling process technologies, skills and expertise in research and development, and financial know-how in acquiring and raising capital.  Capabilities are the second block in the continuum and represent an organization’s ability to exploit its resources in handling business processes that cut across functional areas such as marketing, production, and finance.  Capabilities are reflected in a firm’s shared values, assumptions, and beliefs, which are manifested not only through its strategic focus, structures, and systems, but also through the management styles, skills, and behaviors of its people (Graetz, et al., 2006).  Competencies come next to capabilities in the continuum and are followed by core competencies and distinctive core competencies.  Competencies represent strategic skills necessary to create cross-functional coordination and integration of business processes. Core competencies follow next to competencies in the continuum and represent a collection of skills that are widespread across an organization and confer a competitive advantage (Javidan, 1998). 

Core competencies commonly represent the organization’s value chain and relate directly to the value-added to external customers, and subsequently to business organizations. Core competencies evolve slowly through collective learning and information sharing and are required to carry out a mission-critical business of the organization (Shoemaker, 1992; Dalkir, 2005).  At the top end of the continuum come distinctive core competencies (DCCs) that represent unique and important core competencies that enable organizations to understand their customers and deliver value-adding products or services.  DCCs enable organizations to create SCA that make them better than their rivals and help them win in the marketplace. 

In the past, economic winning was associated with inventing new products.  But in the 21st century, SCA will come more out of new processes and much less out of new products.  New products can be easily reproduced, but new processes cannot.  What used to be primary (inventing new products) becomes secondary, and what used to be secondary (inventing and perfecting new processes) becomes primary (Peppard and Rowland, 1995).

The RBV of the firm differs from the more traditional view of strategy that sees firms as seeking to create or protect their competitive position through external factors such as their control of the market by creating barriers or constraints to the threat of new competitors, bargaining power of suppliers, bargaining power of customers, threat of substitute products or services, and the rivalry among existing competitors (Porter, 1985).  By contrast, the RBV sees companies as being able to protect their long-term competitive advantage through the development of new capabilities that represent barriers to imitation, substitution, or transfer.  Barriers to automation are created through the use of scarce, imperfectly mobile, imperfectly imitable, or imperfectly substitutable resources (Slack et al., 2006).

Knowledge-based View

During the early 1990s, a number of streams of research converged to produce a new theory of the firm, viz. the knowledge-based view (KBV) of the firm.  These streams include the RBV of the firm, epistemology, and organizational learning (Grant, 2002).  Today’s world economy has shifted its focus from tangible to intellectual resources.  Although some intellectual resources are more visible than others, i.e., patents, intellectual property, etc., the majority consist of know-how, know-why, experience, and expertise that tend to reside in the head of one or a few employees (Klein, 1998; Stewart, 1997).  The only SCA that a firm achieves usually comes from what it knows, how quickly it acquires new knowledge, how efficiently it uses what it knows, and how quickly it applies new knowledge (Davenport and Prusak, 2000).  In the KBV of a firm, competitive advantage or positioning is created through knowledge-intensive competencies that maximize value-adding offerings to customers. 

The increasing dominance of knowledge as a basis for improving efficiency and effectiveness of organizations triggered many companies to find new ways of utilizing knowledge they had gained in devising or improving their business practices (Awad and Ghaziri, 2004). However, sometimes the two terms ‘effectiveness’ and ‘efficiency’ are used to refer to two different things.  Although related, the two terms can be differentiated as follows:
· Effectiveness: focuses on the success of the interactions with the external environment (doing right things), e.g., encouraging customer-centric business strategies and goals that that lead to increased creation of value-adding offerings to customers and, in turn, increased customer satisfaction and loyalty.

· Efficiency: reflects the success of the internal operations (doing things right), e.g., reducing wastage, reducing usage of resources, and improving integration and sharing of resources.
Firms need to select the competitive focus of their KM initiatives, i.e. product/service and leadership, operational excellence, and/or customer relationships, the nature of their product or services, e.g. standardized/customized or mature/innovative, and the type of knowledge used, i.e. explicit or tacit knowledge to solve problems.  For instance, in facing shrinking business cycles, organizations seek to create and exploit people, process and technology-based knowledge faster and better and maximize their profitability by having product leadership through shorter time to market and, if possible, a longer product life cycle.  Therefore, the product development cycle must shrink through delivering changeable knowledge-based capabilities and features.

The world’s economy is shifting from a traditional one towards a knowledge-based economy.   A traditional economy is known for resource scarcity, tangibility, imitability, increasing marginal cost, and decreasing marginal utility.  In contrast, a knowledge-based economy enjoys resource abundance, intangibility, inimitability, and diminishing marginal cost. Increasing marginal knowledge, unlike other resources, does not diminish with continuous usage.  Rather, it grows once split, shared, or used (Figure 1.9).

Reconciling Competitiveness Strategies 

The aforementioned views of competitiveness may not be looked at as substitutes for each other, but they represent two sides of a strategic equation that need to be reconciled.  The MBV is an externally focused (outside-in) approach to competitiveness, whereas the RBV is an internally focused (inside-out) approach (Salck et al., 2006, Greasley, 2006).  Competitive strategies must be able to meet external dynamic market requirements, and at the same time, need to continue to develop internal knowledge-based capabilities that make firms able to create difficult-to-imitate value for customers through its value chain activities. 

However, as the nature of competition nowadays has remarkably changed from what it has been before, production efficiency and the quality of products will not be the differentiator; organizations must turn to the only remaining source of differentiation:  knowledge based innovation in the design, manufacture, and marketing of products or services that customers will value. 

Kim and Mauborgne (1999) consider the market-based competition as a second-best, zero-sum strategy because it does not create sustainable long-term wealth.  On the other hand, a knowledge based value-innovation strategy is a ‘first-best’ strategy that stimulates demand by expanding existing markets and creating new ones.  Value-innovation strategy is based on knowledge-rich infinite intangible resources, i.e. know-how, know-why, learning, and skills, rather than finite resources such as physical and financial assets.  Key to innovation will be a new style of leadership, cross-functional teams and empowerment of employees, both leading to customized products (Boyett and Boyett, 1995).
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Figure 1.9: Knowledge-based Resources versus Marginal Utility

The ability to reconcile dichotomy among different views of competitiveness helps in leveraging all possible means to achieve a SCA to organizations.  In dynamic and turbulent environments, companies try to create SCA through creating knowledge-based, value-adding relationships with customers.  Many companies are migrating towards knowledge-intensive, customer-focused competitive organizations. A knowledge-based SWOT analysis of external environmental conditions and assessment of internal strengths and opportunities (Zack, 2002) should be a precondition for building a knowledge-based strategy.  Instead of basing competition on traditional factors, such as price or location, firms may start with general domains of knowledge into competitive positioning. 

Firms may start with identifying competitive knowledge positioning in line with the three ‘Value Discipline Triad’ strategic frameworks proposed by Treacy and Wiersema (1995).  Product differentiation or innovation is now being based on product/technology knowledge (an internal RBV of competition), operational excellence (internal RBV of competition) is now being based on operations knowledge, and level of trust and intimacy in customer relationships (external MBV of competitiveness) is now being based on customer/market knowledge (Zack, 2002).  However, in order to rap up the three scenarios of reconciliation among different competitive views of competitiveness, a set of three-dimensional business competitiveness scenarios that integrate market, resource, and knowledge-based views of competitiveness is developed (Figure 1.10).  Possible scenarios for reconciling different views of competitiveness include resource versus knowledge, market versus resource, and resource versus knowledge-based competitiveness scenarios.

Balancing Competitiveness Strategies 

In their pursuit of DCCs, some companies may become unbalanced in their bases of competitiveness.  Miller (1990) identified four major categories of companies according to their orientation towards competitive advantage; “craftsmen,” “builders,” “pioneers,” and “salesmen”.  The “craftsmen,” may be represented by Texas Instruments and Digital Equipment Corporation, two companies achieving early success through engineering excellence.  But once they became so obsessed with engineering details, they lost sight of market realities.  Among the “builders” are Gulf & Western and ITT, which built successful, moderately diversified companies.  However, they then developed such a fetish for diversification that they continued to diversify far beyond the point at which it was profitable to do so.  The third category is the “pioneers” like Wang Labs that was obsessed with its own originally brilliant innovations, but ended up producing novel but completely useless products.  The final group comprises the “salesmen,” exemplified by Procter & Gamble and Chrysler.  They became so concerned with high sales levels but paid scant attention to product development and manufacturing excellence, and as result, generated a proliferation of inferior quality products (Miller, 1990).














Figure 1.10: 3D Business Competitiveness Scenarios:  Integrating Market, Resource, and Knowledge Perspectives 

The delineation of a competitive priority is not always a sort of ‘either-or’ decision.  Business organizations operating in dynamic, complex, and fast-changing environments need to take a balanced focus on their bases of competitiveness in order to avoid failure in their pursuit of SCA.  Based on strategic analysis and positioning decision, companies may develop a particular base for competitiveness (core base), but coupled with other supporting bases.  For example, it is possible for one company to emphasize cost, time, and volume flexibility or emphasize quality and design flexibility.

RECOMMENDED SOLUTION:

This section introduces the proposed CKM framework as well as its building-blocks and conceptual roots. 

A Proposed CKM Framework
In order to face turbulent and competitive business environments, the development of a CKM change framework is recommended (Figure P1.1).  A framework is a brief set of ideas and assumptions for organizing our thoughts about a particular situation or event, and enables us to make sense of the world’s complexity (Alter, 2002).  It may also be looked at as a simplified and systematic approach for representing and understanding components and interrelationships among components of a certain situation or event.  A review of the literature clearly shows that there is a lack of a clear and simple conceptual framework for understanding CKM. This creates a wide variety of possibilities for understanding and implementing CKM as a concept or an approach.

CKM is conceived as a holistic business model that results from the integration of several interrelated concepts, techniques, and methodologies rooted in people, process, and technology, and is aimed at creating profitable and loyal customers. The book creates a CKM paradigm that integrates several models, theories, and methods of strategic thinking, business process reengineering (BPR), ICTs, KM, and CRM (Figure 1.11). The strategy framework may also be decomposed into a four-step high-level road map (Figure 1.12) abbreviated as Strategic Relationship Customer Management (SRCM): Strategizing, Reinventing, Capitalizing, and Mastering.
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Figure 1.11: Roots of CKM









Figure 1.12: Higher Level CKM Process Development Model
The CKM framework is introduced as a strategic change, systematic approach that seeks to answer eleven sets of questions, and examines the relevant conceptual foundations, critical issues, future trends, and a recommended solution of each:  

1. How to develop a CKM strategic change in response to business environmental pressures?  ?  

2. How to monitor environmental conditions in the context of CKM?  

3. How to change people as a major organizational enabler of CKM?  

4. How to change ICT systems to enable CKM?   

5. How to develop a customer-focused business process orientation to enable CKM?  

6. How to capture data from customers on their current and future needs? 

7. How to develop profiles of customers? 

8. How to utilize business capabilities to develop knowledge about customers? 

9. How to deliver the highest value to customers, and to ensure their loyalty and retention? 

10. How to measure return on relationships with customers? 

11. How to manage learning throughout the implementation of CKM change? 

Building Blocks of the CKM Framework

The framework is divided in 4 parts as follows:

· Part One - Strategizing:  This is the first stage in the CKM process.  It deals with diagnosing drivers for CKM in the external as well as internal environment and planning of a strategic change.  This part consists of two chapters (2 Ss): 

· Setting a CKM Strategy (Chapter 1)

· Spotting Environmental Drivers (Chapter 2)

· Part Two - Reinventing: This phase addresses the enabling role of reinvention of organizational infrastructure in successful implementation of CKM.  This level deals with reinvention of the major organizational pillars:  people, processes, and technology.  The three organizational pillars represent the CKM value chain enabling activities that transcend CKM primary activities to reflect the fact that they enable these activities, and they continue to cut across these activities in Parts (III) and (IV).  The successful integration of these pillars into a holistic CKM framework is the driving force behind successful CKM.  The three CKM enabling tools are as follow (3 Rs):

· Reorganizing People (Chapter 3):  refers to the ‘who’ element of CKM and represents a change in the human resources and organizational structure.

· Retooling ICT Systems (Chapter 4):  refers to the ‘what’ element of CKM and represents changes in the ICT infrastructure.

· Redesigning Processes (Chapter 5):  refers to the ‘how’ element of CKM and represents changes in business processes as well as CKM value-chain activities. 

· Part Three - Capitalizing:   This part is concerned with the analysis and blueprinting of CKM value chain.  CKM value chain focuses six activities (3 Cs and 3 Ms)  This level includes the following value chain activities (3 Cs):

· Capturing Data from Customers (Chapter 6):  represents the customer interaction component of CKM.

· Compiling Profiles of Customers (Chapter 7)

· Creating Knowledge about Customers (Chapter 8)

· Part Four - Mastering: This part represents end results of the implementation of CKM.  The aim is to create a customer-centric business strategy that seeks to create value for a particular customer or a particular segment of customers, with the aim of achieving a return on this value provided, i.e. winning, keeping, and expanding relationship with profitable customers.  The arrowhead at the end of the CKM value chain represents the profit margin.  This level includes the following value chain activities (3 Ms):

· Maximizing Value for Customers (Chapter 9)

· Measuring Return on Relationships with Customers (Chapter 10)

· Managing Learning throughout CKM Change (Chapter 11)
Conceptual Roots of the CKM Framework

The following contributions have participated directly or indirectly, and at various levels, to the development of the CKM framework (Figure P1.1):

· The Socio-technical Systems Model (Emery, 1959) which views an organization as a system of coordinated human and technical components (tasks, activities, and tools) that interact with each other as well as with its external environment to accomplish the organization’s purpose.

· The Environmental and Organizational Impacts of IS Model (Scott-Morton and Allen, 1994; Turban et al., 2002) whose framework is based on five organizational pillars, viz. strategy, people, process, technology, and structure, and their surrounding external environment conditions.

· The Work System Framework (Alter; 2002, 2006), the elements of the which are based on business results for customers, products and services, business processes, people, information, technology, context, and infrastructure.

· The Process-oriented KM Strategies (Davenport et al., 1996; Maier and Remus, 2003) which intend to bridge the gap between human- and technology-driven KM approaches by emphasizing process-oriented knowledge content.

· Corporate Knowledge Resources Model (Edvisson and Malone, 1997) which includes human (people), structural (process and technology), and customer relationship (data) knowledge.

· The ‘IDIC’ CRM Implementation and Management Framework (Peppers and Rogers; 1999; Peppers et al., 2004) which is based on identifying customers, differentiating them, interacting with them, and customizing offerings. The framework is supported with process, organization, technology, and culture.

· BPR Implementation Methodology (Hammer, 1990; Hammer and Champy, 2003; and Turban et al., 1999) in which key activities of reinventing are organized into three phases referred to as the 3 R’s, which include redesign, retool, and re-orchestrate.

· Customer Acquisition and Management Model (Formant, 2000) which creates a customer-oriented enterprise, by suggesting that firms move across three distinct stages of evolution and propel their growth with information-driven, strategic marketing and processes, structure and systems that are aligned with customer and prospect customer value.  The three stages of customer acquisition and management are:  identification of broad customer segments, clarification of customer needs and behaviors, and achieving intimacy with customers.

· A revised ‘DIKAR’ Model (Murray, 2000) -  the original DIKAR model prevents a ‘technology-push’ KM strategy, by starting at the ‘results end’, identifying the business results and locating KM within a demand side, not supply side, knowledge context.  The model is used in a customer context and starts with data then proceeds through information, knowledge, action, and ends with results. 

· CRM Implementation Model (Chen and Popovich, 2003) looks at CRM as an integrative approach that combines people, process and technology, and seeks to manage relationships by focusing on customer retention and relationship development.

· A Strategic Framework for CRM (Knox et al., 2003) includes five major processes:  strategy development process, value creation process, channel and media integration process, information management process, and performance assessment process.

· The CRM Value Chain Model (Buttle, 2004) identifies five primary stages: customer portfolio analysis, customer intimacy, network development, value proposition development, and manage the customer lifecycle.

FUTURE TRENDS

In this section, we discuss three expected future trends in CKM:  a shift from internally focused to externally focused strategies, a shift from conventional to creative strategic planning, and a shift from technological-based to transformational-based strategies.
A Shift from Internally Focused to Externally Focused Competitive Strategies

Today’s business competition is witnessing a shift from internal and supply-push strategies (product-based) to demand-pull externally focused strategies (customer-based), from traditional development of tangible and imitable products to the generation of difficult-to-imitate knowledge-based customization of products and services that fit customers’ needs and preferences.
Although some business organizations are still competing based on traditional factors such as product, price, physical location, and physical distribution channel, it is foreseeable that, in the future, the vast majority of business organizations would find it inevitable to shift towards customers as a crucial factor behind the achievement of SCA. 

A Shift from Conventional to Creative Strategic Planning

Strategic planning is one of the most difficult, challenging, and dynamic tasks in organizations.  The ability to plan for selection and establishment of a successful business strategy, i.e. CKM, is a process driven by creative thinking and results in innovative actions.  In the years ahead, more technology-intensive industries, e.g. the telecommunications industry, will be witnessing hyper-competition and constant turbulent changes.  A future result will be that companies will realize that, in order to be able to add value for customers, they will require systemic, dynamic, creative, innovative, and strategic thinking rather than conventional, structured, systematic, and prescriptive programming that is confined to a fixed set of processes and a fixed time interval, i.e. annually, bi-annually, or quarterly.  The adoption of non-conventional business solutions is becoming a strategic imperative in non-conventional business settings.

Creative and dynamic strategic planning requires a continuous, responsive, and intuitive learning process that articulates vision and devises solutions to enable companies to adapt to changing business requirements resulting from highly turbulent, uncertain, and competitive future environments.  Creativity in strategic planning requires not only the ability to offer new products and/or services, but also to continue to learn how, when, and for whom to create new customer value-adding offerings.  Such learning comes through integration of soft insights and experiences of people as well as hard data from the environment, and then synthesizes that learning experience into a creative vision of the firm. Furthermore, flexibility, responsiveness, and dynamism in major organizational pillars of people, processes, structure, and technology are needed in order to be able to meet discontinuous environmental changes.

A Shift from Technology-based to Transformation-based Strategies

There is no evidence of a shortage of tools and infrastructural technologies for CKM.  However, the challenge is to recognize the fact that CKM is a business strategy that will not be achieved only by putting in place a technological solution.  As it is very risky for a firm to plunge into a new CKM system without careful business strategizing,   business should be conceived as the driver for adoption of CKM, whereas ICT would be its enabler.

Although requiring high-quality customer databases or DWs in addition to other advanced ICT solutions, CKM is converging business and technology rather than being a ‘technology-driven’ solution alone. The holistic organizational transformation focus of CKM should continue to be preserved in the future.  Although business managers and their staff are the knowledge users of CKM systems and are responsible for generating knowledge about different aspects of the business and its customers, active involvement, support, and participation from senior-management levels and ICT managers are also essential for a successful implementation of KM strategy.

CONCLUSIONS

Contemporary organizations are experiencing significant changes caused by dynamic growth in the marketplace that cannot be met by traditional competitive strategies.  Price or products have traditionally been a base of competition for businesses, but today’s bases of competition have shifted towards speed, quality, flexibility, and customer intimacy.  Many organizations are realizing that a competitive position cannot be taken for granted as local and global market conditions change constantly. 

The traditional market-based view of competitive strategy is based on the firm’s external business environment and the threats of competition.  Resource-based models of the firm would argue that a firm can only achieve competitive advantage when its resources are rare and difficult-to-imitate.  In the knowledge-based view of a firm, competitive advantage or positioning is created through knowledge-intensive competencies that maximize value-adding offerings to customers. 

The long purpose of crafting a business strategy is the nurturing of long-lasting competitive advantage.  The ability of organizations to compete successfully in dynamic business environments and to maximize profitability is becoming highly related to organizational ability to leverage distinctive core competencies that cannot be easily emulated by others, e.g. the ability to continue to use CK to maximize the experience of customers through new or revised products or services.  Current competitive challenges induced by turbulent and complex business environments have forced companies to identify and create knowledge-based distinctive core competencies to secure a long-term competitive advantage, i.e. enduring relationship with customers to maximize profitability.

CKM has been introduced within the context of a customer-centric, knowledge-based holistic business change model that is designed to leverage the firm’s DCCs in order to deliver highest value for both customers and companies.  The proposed CKM framework provides a detailed, clear, accessible, and comprehensive coverage of CKM.  Unlike traditional stimulus-response relationships (i.e., product, price, place, and physical distribution), CKM considers network relationships with customers and suppliers.  Devising a strategy that is built upon enduring and profitable relationships with customers requires the creation of knowledge about customers and making intelligent decisions on the creation of value-adding products or services to those same customers.

Adoption of CKM strategic change demands changes in processes, as well as the social, structural, and technical elements of an organization.  In their effort to add value for customers, organizations may face several issues such as dealing with CKM as a business program, not just an ICT project, aligning CKM with major organizational components (people, structure, process, and technology), and emphasizing intellectual (staff) capital as much as relationship (customers) capital of organizations.

So, organizations, be they private or public sector, that want to create and sustain success in the 21st century must act in a way that continues to provide value for clients and profit to themselves through resources, i.e. knowledge, that are difficult-to-imitate, non-transferable, and immobile.  Organizations may need to shift their orientation from internal focus (products) to external focus (customers), from conventional to creative strategic planning, from a technology to ‘tech-knowledgy’ emphasis and from single to dual control of company-customer relationships.
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A Case Study of Customer Knowledge Management from a Developing Country 
Abstract

This case study aimed at developing an understanding various aspects and issues concerning the implementation of a customer knowledge management (CKM) strategy at a telecommunications company of a developing country. The CKM was composed of three major parts: Enterprise Data Warehouse (EDW), Operational Customer Relationship Management (CRM), and Analytical CRM. The CKM initiative was designed to automate and streamline business processes across sales, service and fulfillment channels. The CKM program is targeted at achieving an integrated view of customers, maintaining long-term customer relationship, and enabling a more customer-centric and efficient go-to-market strategy. 

The company faced deregulation after many years of monopoly. The company initiated a customer-centric knowledge management program, and pursued to understand customers’ needs and to form relationship with customers, instead of only pushing products and services to the market 

In order to gain an understanding of the organization as a whole and the CKM initiative in particular, twelve in-depth interviews were carried out to solicit the viewpoints of the concerned managers from different levels and functions. In addition, appropriate organizational documents and reports were consulted.

The major result of the case study was that the CKM program ended to be an ICT project. The company didn’t succeed to implement CKM as a business strategy, but as a transactional processing system and even with some problems. Several challenges and problems have been faced during and after the implementation phase. Notable among these is that the CRM project complexity and responsibilities have been underestimated, and as a result, the operational CRM solution was not mature enough to effectively and efficiently automate CRM processes, although it is a world-class product. Changing people culture was also tremendous effort and pain in terms of moving towards customer-centric strategy, policy and procedures, as well as sharing of knowledge in a big organization with lots of business ‘silos’. The resistance to change due to the mind-set of some employees posed a great challenge to the project. As a conclusion, the case study qualified to be a good case of bad CRM implementation.

Keywords: customer knowledge management (CKM), data warehousing (EDW), customer relationship management (CRM), organizational transformation, developing countries.

A Case Study of Customer Knowledge Management from a Developing Country 
INTRODUCTION
Business organizations are experiencing significant changes caused by growing dynamics of business environments.  Organizations are faced with fierce competitive pressures that come from the globalization of economies, rapid technological advancements, rapid political and governmental changes, and increase in consumer power, sophistication, and expectations as customers become more knowledgeable about the availability and quality of products and services. Such environmental challenges place huge demand on firms to remain flexible, responsive, and innovative in delivery of products and services to their customers (Drucker, 1995; Teece, et al., 1997).

The resource-based view of the firm recognizes the importance of organizational resources and capabilities as a principal source of creating and sustaining competitive advantage in market competition. According to this approach, resources are the main source of an organization’s capabilities, whereas capabilities are the key source of its competitive advantage (Grant, 1991; Davenport, 1995). Establishing an effective knowledge management capability is a challenge the 21st century organizations.
The importance of customers to business firms has created tough ‘rivalries’ among competitors over acquiring new customers or retaining/expanding relationship with current ones. In order to build good customer relations, it is necessary for companies to serve each customer in his preferred way, therefore requiring the management of ‘customer knowledge’ (Davenport et al., 2001). Customer Knowledge (KC) is increasingly becoming a principal resource for customer-centric business organizations. As a consequence, acquisition and effective usage of such knowledge is increasingly becoming a prerequisite of gaining competitive advantage in today’s turbulent business environments. 

Establishing an effective KM initiative is a challenge for most organizations. Especially difficult is the capture of tacit knowledge that resides primarily in the heads of experienced employees. Knowledge involves three overlapping factors, viz. people, organizational processes (content), and technology (ICT) and can be approached in two ways: 

· Personalization: human-based information processing activities such as brainstorming sessions to periodically identify and share knowledge.

· Codification: systematic processes for regularly capturing and distributing knowledge.

Personalization strategy is more focused on connecting knowledge workers through networks, and is better suited to companies that face one-off and unique problems that depend more on tacit knowledge and expertise than on codified knowledge. The codification strategy is more focused on technology that enables storage, indexing, retrieval, and reuse of knowledge after it has been extracted from a person, made independent of person, and reused. 
Objective and Structure of the Case Study  
This case study aims at developing an understanding of various aspects and issues related to the implementation of customer knowledge management (CKM) by a telecommunications firm of a developing country. The telecommunications company that will be referred to as Global Telecom (GTCOM) from now on seeks to move from an engineering-led organization towards a customer-centric strategy as the backdrop for implementing the CKM. The CKM initiative was designed to allow GTCOM to automate and streamline its business processes across sales and service channels. The CKM strategy was targeted at achieving an integrated view of customers, maintaining long-term customer relationship, and enabling organizational transformation from product-centric to customer-centric. 

The paper starts with providing a background to the motivation for moving towards a customer-centric organization, followed by setting of the stage to the case, and exploring the details of the case. Then, the paper describes the current challenges facing the organization, and ends with discussion and conclusions.

Methodology of the Case Study
In order to gain an understanding of the organization as a whole and the CKM initiative in particular, 12 in-depth face-to-face interviews, except 1 telephone interview, were carried out to solicit the viewpoints of the concerned managers from different levels and business functions. In addition, appropriate organizational documents and reports were consulted.

The interviews were systemically analyzed, and the result of the interviews was tape-recorded voice descriptions of the main aspects and issues when implementing the CKM initiative.

BACKGROUND AND FOREGROUND
This part of the paper addresses the background on the motivation for GTCOM to aim at becoming customer-centric, and sketches the relevant foreground corporate information. 

Background: Drivers for the Aim at Becoming Customer-Centric
The telecommunications sector in a developing country, showed a monopolistic situation over virtually all telecommunications, data transmission and Internet services for many years. As part of the government policy to liberalize different sectors, an autonomous body is established to regulate the telecommunications sector, Telecommunications Regulatory Commission by the end of 2002 issued expressions of interest for a second GSM license, and awarded a second license in 2004. The market is due to be fully open to competition in all telecommunications areas in July 2004.

Never as before has the external environment of GTCOM been so competitive, turbulent, and challenging to attract-and keep-potential customers and control costs. The delicate market position of GTCOM, due to the liberalization of the telecommunications market, has been aggravated by organizational dysfunction manifested by a strong hierarchical structure, indigenous culture, and a product-centered business. The fear was that unless GTCOM undertakes substantial change, its competitors would move ahead and it would be left lagging behind.   

In an attempt to face the challenge, the main thrust of activities in the past months was to make GTCOM more customer-friendly and efficient so that consumers will be less inclined to 'jump out of the ship' and defect to new players in the market. As a result, GTCOM decided to adopt a knowledge-based customer-centric response strategy, i.e. CKM, in order to diffuse existing business problems and exploit future business opportunities. 

The CKM initiative targets the achievement of a more integrated approach toward serving customers through a multitude of channels. By implementing the CKM project, GTCOM seeks to transform its customer-centric data into complete knowledge, and to apply that knowledge in the development of a longer-term customer relationship with customers. The complete understanding of existing customers enables GTCOM to meet current market challenges and represents a new potential market and source of gaining competitive advantage, retaining existing customers, repeating profitable sales, increasing revenue, and improving customer satisfaction.

Foreground: Corporate Context

History

GTCOM came into being as a national telecommunications shareholding company. So with a rich heritage behind it, GTCOM is working nowadays to meet the demands of the new info-communications age – the convergence of communications, computing, entertainment, mobility and information. 

As one of the country’s largest organizations, GTCOM makes a difference to people’s lives. To improve this, besides creating business and employing citizens, it commits to addressing the impoverished and under-developed sections of the community, and allocates two per cent of profits every year to educational, cultural, environmental, charitable, and social causes.

Type of Business and Products/Services
GTCOM is an integrated communications solutions provider company that offers a wide range of products in the data, internet, mobile telephony and fixed telephony market segments. 
In the Internet service provision market, GTCOM has services that include One Stop Shopping, Integrated Services Digital Network (ISDN), Messaging Switching System (MSS), Budget Internet-Access Service, and Asymmetrical Digital Subscriber Line (ADSL). In telephony, though the broadest market is fixed lines, mobile services grow ten times faster. 

GTCOM also provides a portal to mobile users, accessible by SMS text messages, WAP or Internet, delivering Internet content, information services, email and business applications. In addition, it offers a wide range of e-Commerce services to its customers.
Financial Status

The financial highlights of GTCOM showed a 4% growth rate in gross revenue in the first half of 2003 compared to the second half of 2002, and 5% growth rate of net revenue in the first half of 2003 compared to the second half of 2002. However, expenses grew up by 23% in the first half of 2003 compared to the second half of 2002, and net profit dropped to 20% in the first half of 2003 compared to the first half of 2002.

Strategic Planning
GTCOM’s vision is to be the first choice communications partner for customers in the local market and in chosen markets across the region and to serve as a role model for other communications companies. Its mission is to deliver a simple and complete customer experience -offering a full range of reliable, competitively priced communications services and solutions.  
Among their core values, it is commitment to performance improvement and efficiency in conduct, customer and employee satisfaction, and socio-economic well being of their communities. Customers have available a 24 hours call center and a customer service through GTCOM’s e-shop, an internet-based self-service facility. The corporate objectives are the following:

· Enhance customer satisfaction. 

· Deliver impressive year-on-year profit growth. 

· Increase efficiencies across GTCOM and its subsidiaries. 

· Ensure that we properly train, motivate, reward and retain its employees. 

· Protect and build upon its outstanding corporate image.
Organizational Structure
GTCOM is considered one of the largest companies in the region in terms of employees and revenue. GTCOM employs more than 2000 employees with different skills ranging from engineering, information and communication technology (ICT), business management, and support. The structure of GTCOM is rather traditional, as command structure is hierarchical and ‘functional’ in nature. In functional organizations such as GTCOM, work is conducted in departments rather than around customer-centered business processes that cut across business functions. 

The organizational structure is composed of four hierarchical levels. The top level represents the board of directors and chief executives (CEs), the second level represents the chief executive officer (CEO), the third level represents the chief operating officer (COO) for Customer Services (CS) and the COO for Support Services (SS), as well as the General Manager (GM) for Human Resources (HR), whereas at the fourth level- underneath the COO for CS and SS- come a number of Business Units, each headed by GMs, Senior Managers, or Managers. The CS units look after all types of front-office customer transactions and include a number of units, namely, Major, Business, Residential, and New Business Development Units. On the other hand, the SS units work towards supporting all customer units in offering back-office services to customer transactions and include units such as IT Support, Finance Support, Engineering Support, and Services Support Units.  
Corporate Culture 

The ability, willingness, and readiness of people to create, share, and transfer knowledge heavily depend on the corporate culture and business integration. Although many attempts have been made to encourage knowledge sharing, it seems that there is still lack of cultural preparedness for intra-departmental knowledge sharing that was aggravated by lack of business integration across different silos, which had its profound adverse effect on inter-departmental knowledge sharing. 

Knowledge-sharing culture at GTCOM has been hindered by several factors; among these are position/power differences, lack of self-confidence, fear of loss of power or position, and/or misuse or ‘no use’ of knowledge-sharing collaborative technologies. As an example of the misuse/no use of knowledge-sharing technologies, is when one employee finds hundreds of e-mails waiting for him in his ‘in-box’, simply because other employees kept on forwarding received e-mails to him whether these e-mails concern him or not. A customary practice of the ‘no use’ of knowledge-sharing collaborative systems may be evidenced by an employee who asks his boss or another colleague on how to invoke a particular computer procedure instead of searching the Intranet for retrieving such a command.

SETTING THE STAGE

This part of the paper sets the stage to the case study prior to the initiation of the CKM strategy. It provides description of GTCOM’s knowledge management (KM) context, followed by KM diagnoses, and description of the overall design of KM programs and initiatives.

Description of KM Context 

GTCOM has traditionally been product-focused and overwhelmed with supply-side issues more than customer-side and its needs. Until GTCOM made a serious effort to understand its customers better, its initiatives designed to improve efficiency and effectiveness out of the customer interface had little chance of standing in a highly competitive environment. 

The description of KM context provides an exploration of what customer knowledge is, assesses who holds that knowledge and who should hold it, and sketches the relevant organizational context.
What is CK?

CK refers to understanding customer’s needs, wants, and aims when a business is aligning its processes, products and services to create real customer relationships management (CRM). Sometimes, CK can be confused with CRM. Although there could be some overlap, customer knowledge works at both a micro and a macro level and includes a wider variety of less structured information that will help build insight into customer relationships. CK should include information about individuals (micro) that helps explain who those individuals are, what they do, and what they are looking for, and it should also enable broader analysis of customer base as a whole (macro).  Similarly, customer knowledge should include both quantitative insights (i.e., numbers of orders placed and value of business), and qualitative or insights (‘tacit’ or unstructured knowledge that resides in people’s heads). 

The aim of building up a strong body of customer knowledge is so that the company can build and manage customer relationships now and over the longer term. CRM is an interactive process that achieves optimal balance between corporate investments and the satisfaction of customer needs to generate the maximum profit. CRM emerged as an amalgamation of different management and information system (IS) approaches, and entails the following processes (Gebert et al., 2003):

· Measuring inputs across all functions- including marketing, sales, and service costs- as well as outputs in terms of customer revenue, profit, and value;

· Acquiring and constantly updating knowledge on customer needs, motivation, and behavior over the lifetime of the relationship;

· Applying customer knowledge to constant improvement of performance through a process of learning from successes and failures;

· Integrating marketing, sales, and service activities to achieve a common goal;

· Continuously contrasting the balance between marketing, sales, and service inputs with changing customer needs in order to maximize profit.

CK that flows in CRM processes can be classified into three types:

· Knowledge about customers: accumulated knowledge to understand customer’s motivations and to address them in a personalized way. This includes customer histories, connections, requirements, expectations, and purchasing pattern (Davenport et al., 2001).

· Knowledge for customers: required to satisfy information needs of customers. Examples include knowledge on products, markets, and supplies (Garcia-Murillo and Annabi, 2002).

· Knowledge from customers: customer’s knowledge of products and services they use as well as about how they perceive the offerings they purchased. Such knowledge is used in order to sustain continuous improvement, e.g. service improvement or new product development (Garcia-Murillo and Annabi, 2001).

Knowledge about customers is gathered through interactions with customers through processing of customer orders as well as through different customer interaction channels such as phone, e-mail, interactive voice recognition (IVR), fax, mail, electronic commerce, and front-office stores (Figure 1). Operations knowledge about customers, e.g., customer’s personal information and purchasing history are held in computerized operational data stores (ODS), i.e., billing and provisioning data stores, and accessed by staff of these units. For example, each time a customer makes contact with the company, the customer's needs, as well as the actions taken to satisfy these needs, represent information that may be captured and processed to benefit future customer interactions. 

The knowledge about customers should be determining what to offer, when to offer it and how much for. In the long term the company has to design new products, offer new services, compete in new markets, but even in the short term top salesman could go sick or be headhunted. Would the business know enough to keep its accounts? What companies currently know about their customers may not be sufficient in order to build and sustain stronger relationship with customers. Companies may need to put in processes and systems to gather more information and data about who their customers are, what they do, and how they think in terms of future purchasing decisions. Therefore, analytical, or deduced, knowledge about customer’s knowledge such as prediction of customer’s expectations and future-purchasing patterns, using advanced computer models and business intelligence technologies is becoming a prerequisite to establishment of strong customer relationship. 

Knowledge for customer sources relate to personal knowledge possessed by employees themselves or related to employees’ work such as corporate manuals, guidelines, memos, and meetings. Knowledge that resides in people’s heads can be extracted through person-to-person contacts or through the usage of Computer Supported Collaborative Work (CSCW) technologies, i.e., Intranets and Lotus Notes, or through e-mails.   

Knowledge from customers is another important knowledge for GTCOM that is collected through market surveys. 

Therefore, the focus of this case study will be on the most vital form of business knowledge, viz. knowledge about customers, and will be referred to as CK from now on. 

Who Holds and Who Should Hold CK?
Comprehensive CK is created though acquisition and processing of fragmented information found in files and databases specific to the particular application which was designed to process whatever transactions were being handled by the application, e.g., billing, sales, accounting, etc. Currently, each of GTCOM’s customer contact/delivery channels (e.g., phone, e-mail, fax, and store) as well as front-office departments (marketing, sales, and customer services) was operating as a ‘silo’ with its own island of automation; information from each customer contact/delivery channel was owned as a separate entity by that unit. However, with each unit having its own information, leveraging information across the myriad of customer contact channels did not carry out nor was it possible to provide a consistent customer service experience. For example, a customer may make a telephone a call centre to enquire about a transaction conducted through the website only to be told to 'call the Internet department.

Although GTCOM does have knowledge about its customers, but frequently this knowledge is in a fragmented form, difficult to share or analyze, sometimes incomplete, and often unused for business decisions. Advances in information and communication technologies (ICT) are increasingly providing GTCOM with opportunities to support customer service operations, and integrate CK through several contact/delivery channels. 

Direct users of CK are power users at customer-facing departments, viz. sales, marketing, and customer services. Managers of these departments currently hold CK, but that knowledge is often fragmented and incomplete, and should have analytical 360-degree view of customers. In addition to power users, there are other users with authorized access to GTCOM’s CK. These users are

· Basic users: operational staff at the clerical level

· Administrative users: IT people

· Executives: senior managers, general managers (GM), and chief executives (CEs)

The organizational structure of GTCOM doesn’t reflect the needs for effective utilization of knowledge resources. No special unit was found in charge of promoting KM activities and programs, where knowledge ideas can be computerized and shared across different departments. In addition, no person was found in charge of the generation, storage, sharing, distribution, and usage of CK, i.e. chief knowledge officer (CKO). 

KM Diagnosis

After describing GTCOM’s KM context, this section provides an analysis of KM situation by assessing which problems the organization is facing in generating and distributing CK, and what future directions are needed. 

KM Problems
The problem of GTCOM in creating a customer-centric business was the fact that its organizational structure was centered on multiple isolated  ‘silos’ or ‘functions’, which leads to fragmentation of customer information. Multiple ‘silos’ represent multiple obstacles that undermine full exploitation of enterprise-wide business knowledge. A ‘silo’ or ‘stovepipe’ structure is a function-based form of organization, supported with “islands” of data, which does not promote communication across departments or units. Information on customer demographics and usage behavior, for instance, were scattered among numerous databases, which forced users to query multiple systems when an answer to a simple query was required or when making a simple analysis or decision related to customers. 

CK related challenges that face GTCOM are as follows:

· Current ICT systems unable to create complex CK required by the business decision-makers for facing fierce competition.

· Increasing demand for multidimensional customer view.

· Diverse data sources and platforms, i.e. Windows, LINUX. UNIX, impeding customer data management.

Required Changes
There is a need for GTCOM to fill a gap between what it thinks customers want and will put up with, compared to what customers really want and will go to its competitors for. Management of CK requires effective capture of customer information, conversion of information into useful relationships, and efficient dissemination of knowledge to the places within the organization that need it most for decision-making. Management of CK requires the usage of processes and tools that build and distribute that knowledge. 

This requires implementation of an enterprise approach solution that relies on a single comprehensive data repository, viz. Enterprise Data Warehouse (EDW); utilized by multi-channel customer service contact/delivery points in order to achieve true enterprise data integration, a comprehensive resolution of customer service issues over any and all channels, and a single customer view across the entire enterprise containing all information about the customer, their transactions and the data they are likely to require during those transactions.

Successful management of a single customer view requires formulation of comprehensive CKM strategy that translates GTCOM’s mission and vision into a long-term customer-centric course of action. The objective of the desired CKM initiative is to capture and organize comprehensive CK, allow it to be shared and discussed, and to build customer relationships now and over the longer term. A comprehensive CKM may entail the following components:

· Identification of business/units requirements

· Readiness assessment (manpower, technology, finance, etc.)

· ICT infrastructure upgrade

· Implementation of knowledge-based technology solution

· Organizational transformation

· Cultural change

· Measurement and evaluation of performance metrics

· Change Management 

Overall Design of KM Programs and Initiatives

The intent of this section is to describe the overall KM plan that GTCOM has designed and the connection between that plan and problems/challenges as to CK, and how does ICT fit within that overall plan.

Overall KM Plan

Although GTCOM’s overall KM plan has hardly been found at a corporate-wide formal level, several KM activities were conducted but rarely being categorized under KM. On the contrary, customer-centric KM plan has been formulated, clearly articulated, and formally addressed through many formal KM undertakings. One manager clearly explained the fact that the overall KM initiatives at GTCOM were predominantly informal, fragmented, and not part of a corporate knowledge plan or strategy. In his words ‘I think we are at the stage where we need to formalize it [KM]. It [KM] is being addressed in general and informally on the basis of ideas we are linking to corporate objectives. So there is nothing specifically to say; like in the past we came with TQM, we wanted to introduce this TQM concept into the organization or process reengineering and staff like that, they would be addressed within the departments’ sections. We will say these are the targets better customer satisfaction, revenue growth, efficiency, and corporate image… So we gave the owners and the concerned people the chance to come up with the ideas, we do not go to them with the exact solution because it is them who know what is happening in their department sections, and our role is basically to explain to them to think out of the box’.

GTCOM adopted a mixture of both codification and personalization approaches in its KM activities, but the codification strategy prevailed over the personalization strategy. The following is a description of KM activities undertaken by GTCOM, grouped according to the three pillars of knowledge; people, process, and technology.

People
Job rotation is almost the only notable human-based initiative formally undertaken by GTCOM. The company placed high value on applying job rotation principles for several years now. Not only did it transfer people from the same department but transferred them into other departments or into joint ventures outside the country. One manager maintained “Engineers who are working in HR [Human Resources] and HR people that are working at marketing and we have finance people that is serving in the front office and this is the way that we have been adopting perhaps not to the degree that we would like because not every body is prepared to the challenge but 2% of our employees, that is our KPI [Key Performance Indicator], will rotate annually. And we have managed to achieve not exactly 2% but something close to that and we are happy with it, but we would like that to be expanded”. 

Processes 

Sporadic initiatives regarding the sharing of best practices and lessons learned are conducted at GTCOM. For example, the IT department holds every year an annual review of projects whereby lessons learned and selected ‘best practices’ are reviewed and distributed to the participants. The concept of best practice is also applied for customer service by developing a sort of scripting and compiling frequently asked questions, which are used at the call center as the best practice or standard proved solution for problems presented by customers. 

Voice of the customer (VOC) is a KM initiative that aimed at assessing customer satisfaction using market survey. There are so many variables that goes into it, it is huge and is carried out annually. It explores customers' feelings and level of satisfaction towards a great number of things including waiting time, accuracy of bills, the level of the knowledge and the courtesy and the attitude of our technicians, account managers, help desk, SMS news, call center staff, prices, communication, and branding. Once the VOC knowledge is captured, it will be properly disseminated and reported to the top-level executives for management actions. GTCOM has got a champion of the project, who is basically a person that looks after the survey results, ensures there is an action plan, and ensures that the action plan is implemented.

ICT 

GTCOM undertook several ICT-based KM activities. It introduced a new module called the Competency Dictionary or Performance Management Review module as part of the human resource system (HRMS). The module enables employees to use their terminals to assess their competencies from their own points of view; then, their line managers assess them again. This knowledge map allows identifying the gap between the required knowledge and the existing knowledge. The gap is used as a knowledge repository to take HRM decisions related to promotion, transfer, rotation, training, and recruitment. Finally an employee self service allows access to completed training in the last two years, application to loans and other services.

Another initiative was project portals, where every project at the company opens a session in the intranet and permits to link the financial area, the project manager and all members of the project. It allows sharing documents and exchanging e-mails. This initiative aimed at creating a collaborative environment for sharing knowledge and work in progress. Similarly, every department has a home page in the intranet to join members of the department and to spread information such as procedures, templates, reports, and folders.
Computer supported collaborative work (CSCW) solutions such as intranets, lotus notes, and document workflow systems were also utilized by GTCOM. The intranet supported knowledge dissemination in various ways. Employees heavily use e-mail and Lotus Notes for email, calendar, contacts and memos to organize meetings, events and deadlines. The IDMS covers document management and workflow and allows moving documents from one place to another when there is a need for approval, for instance. It is still used only in purchasing and in HRM for performance appraisal review, but it is planned for other areas in the company.

The CKM is a major technology-based KM program formally conducted at GTCOM. It aims at understanding the “customer’s lifetime value”, and includes three projects: the EDW, Operational CRM, and Analytical CRM projects. Details of the CKM strategy will be provided in the next part of the case “Case Description”.

Connection between the Overall KM Plan and CK Problems 
Only two from many KM activities, viz. the VOC and CKM, formally addressed KM problems. However, knowledge obtained through the VOC is not as valuable, comprehensive, and timely as knowledge about customers obtained from the CKM. Many advanced analytical features such as customer profiling, segmentation, one-to-one selling, cross-selling, up-selling, campaign management, individual pricing, risk analysis, sales prediction, loyalty analysis, and easy customization. In the words of one manager “it was not possible to bring about an integrated one single view of the customer by solely focusing on market research activities. The worry was certainly that competitors will come and we certainly have to have competitive edge over competitors, a competitive edge over the customers is our database. Nobody will know our customer behaviors, who they are, where they live, when they make the call, but us”. 

Additionally, when market researchers go and interview people to generate knowledge from customers as part of the VOC initiative, the results of interviews cannot just be taken as the right solutions. The CKM intends to make a contribution to that, but again the challenge is to analyze the CRM reports, and to extract CK the way users want when there are so many variables to consider. For example, when studying the prospectus demand for a new product, the need is to understand and make the best guess for a market demand, and if the tool isn’t used properly then wrong results might come out. 

CASE DESCRIPTION 
The desired goal of customer-centric KM plan of GTCOM was acquisition of cross-functional CK in order to help it sustain its competitive advantage in a highly competitive and dynamic business environment. The focus of this part of the case study will be on providing details of the CKM components as well as evaluation of the progress made leading to an identification of new or remaining challenges.  

The CKM Strategy

The focus of this part of the case study will be on providing an exploration of the connection between the CKM strategy and the customer-centric KM plan as well as details of the CKM components, viz. the EDW, Operational CRM, and Analytical CRM.
How does the CKM Strategy Fit within the Customer-Centric KM Plan?

In 1998/1999, GTCOM had some foresight that knowledge was key to be able to establish long-term relationship with its customers and improve profitability in impending competitive environment. In 2001, it decided to initiate the development of a three-fold CKM strategy composed of the EDW, operational CRM, and analytical CRM to be able to manage its CK resources. 

The development process of the customer-centric KM plan involved these decisions and activities:

· Transformation towards a customer-centric organization

· Organizational restructuring to align its structure with the new business strategy 

· Streamlining the value chain of most processes

· Formulating an action program or business case which involved the following activities:

· Correction and cleansing customer data (e.g., customer names, addresses, ID numbers, etc.)

· Enhancement customer contact channels.

· Establishment of KPIs (key performance indicators) include factors such as return on investment (ROI), head count reduction, speed of customer service, and response rate to customer calls. 

Although GTCOM has no solid overall KM plan, a customer-centric KM plan derived from the vision of improving customer relations has been articulated. Real customer relationships are formed through interaction and by anticipating user needs, not by providing custom products. Therefore, CRM has been adopted as an enabling strategy for the achievement of that vision. The CKM strategy will provide GTCOM with a mechanism to further understand customer behavior and anticipate customer demand for its telecoms services across all sales and service channels, and respond quickly to changing customer needs. 

The vastness and complexity of CK required in today's service operations demand advanced technology capabilities There is no doubt that today's ICT power has opened the door to a new breed of codified knowledge that can help in addressing CK problems, i.e., EDW and CRM, and it is obvious that ICT has dominated GTCOM’s customer-centric KM plan. 
CKM aims at providing GTCOM with an integrated environment to track its sales opportunities and build accurate sales forecasts, and providing an outstanding multi channel customer service and deliver speedy fulfillment of customer orders. "Service is proving to be a key differentiator in the region's increasingly competitive telecoms sector, and GTCOM's CRM initiative is targeted at achieving one integrated approach toward serving our customers through a multitude of channels." commented one IT manager. The CRM Program Manager noted "CRM is expected to give [GTCOM] a single, updated view of our client base, enabling us to create more targeted sales offerings while providing enhanced service capabilities”.

However, in light of fierce competition facing GTCOM, there is a need to do much more and much faster to increase its CK base, invest in training their staff, and take advantage of the new ICT for acquiring and disseminating knowledge throughout the company. GTCOM also needs to carefully analyze the potential costs and benefits of introducing ICT based CK programs, and adapt these ICT solutions to its KM and corporate context. Also, one needs to remember that CRM is not only a technology solution to CK problems. Rather, it is a long-term integrated strategy that combines processes, people, and structural changes.  

CKM Architecture
The CKM strategy was enabled by three ICT-based solutions: operational CRM, EDW, and analytical CRM (Figure 1). The operational CKM is composed of three layers. The first layer is customer contact/interaction channels or ‘touch points’, i.e. phone, e-mail, Integrated Voice Recognition (IVR), Fax, mail, e-commerce (EC), and person walk-in retail stores. The second layer represents customer-facing departments, i.e., marketing, sales, and customer services departments. The third layer is composed of these systems:
CRM: 
Fixed telephone line service provisioning system (replaced the old CSS- provisioning side).  

FODS1: Fixed telephone line billing (replaced the CSS- billing side)

FODS2: Internet protocol billing

FODS3: Pre-paid mobile telephone line service provisioning

FODS4: Post-paid mobile telephone line provisioning and billing
The third major part of the CKM architecture is the analytical CKM, which is composed of data marts created from the EDW, followed by analytical applications using business intelligence technology, and finally development of an integrated customer view. Data mart is a customized or summarized data derived from the data warehouse and tailored to support the analytic requirements of a business unit or business function.
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Figure 1: The CKM Architecture
EDW Project
The EDW is a subject oriented, time-variant, nonvolatile (don’t change once loaded into the EDW) collection of data in support of management decision processes (Inmon, 1996). The EDW represents a "snapshot" or a single consistent state that integrates heterogeneous information sources (data bases), and is physically separated from operational systems, and is usually used by accessed by a limited number of users as it is not an operational system. EDW hold aggregated, tiny, and historical data for management separate from the databases used for On Line Transaction Processing (OLTP). The EDW is a repository of data coming from operational legacy systems, namely, customer care, billing system (including the three customer profiles: IT, GSM, and fixed line billing), finance system, accounts receivable and others. The EDW was thought to be a strategic system and major enabler for GTCOM’s continued success in the fierce competitive environment. 

The EDW has become an important strategy in organizations, and to enable on-line analytic processing. Their development is a consequence of the observation that operational-level on-line transaction processing (OLTP) and decision support applications (on-line analytic processing or OLAP) cannot co-exist efficiently in the same database environment, mostly due to their very different transaction characteristics. 

Data warehousing is a relatively new field (Gray and Watson, 1998) that is informational and decision-support-oriented rather than process oriented (Babcock, 1995). The strategic use of information enabled by the EDW helps to solve or reduce many of the negative effects of the challenges facing organizations, reduce business complexity, discover ways to leverage information for new sources of competitive advantage, realize business opportunities, and enable quick response under conditions of uncertainty (Love, 1996; Park, 1997). 

GTCOM realized that it couldn’t continue to run business the same traditional way by using the same old ICT and the same old focus of a product-led business in a highly competitive and turbulent business environment. The competitive nature of today's markets is driving the need for companies to identify and retain their profitable customers as effectively as possible. Perhaps the key to the achievement of such an objective is the usage of rich customer data, which could be just sitting unused in a variety of databases. 

Planning and Initiation Stage 
In 1998/1999, GTCOM had some foresight that knowledge was crucial to establish long-term relationships with customers. Although the company’s leadership commitment played a key role in the implementation of the initiative, the main driver for EDW initiative was the fierce competition due to deregulation of the local telecommunications market that was announced in 2001 and took effect in 2003. 

GTCOM has its own approach for approving new business initiatives and converting ideas into concrete projects. From a business management perspective, new initiatives at GTCOM pass through three major stages. Prior to the commitment of resources and initiation of a project, GTCOM makes sure that it adds value; managers present a business case to a senior management team called the “Capital Review Board” to agree on the capital expenditures, timing and expected outcomes. The business case covers all the business requirements (BRs), prioritization of BRs, and how they fit within the corporate objectives. The requirements revolved around this open question: "What are the most important pieces of information that if you have today, would help you make better or more informed decisions?" e.g. customers’ information which includes type of customers, age, location, nationalities, sex, education and professions, and geographic distribution, and products’ information which represent historical data for all services and products. 

Then, business questions (BQs) were established. 
The BQs are documents that help in modifying the standard Logical Data Model (LDM) to meet GTCOM’s business requirements. One BQ example is “Which customers do generate most of the total traffic?
Then, BQs are carefully examined and prioritized to determine what information is needed for each BQ. Also ‘owners’ of BQs have been assigned, so that any further discussion of meaning can be conducted on a ‘one- to-one’ basis rather than a full-house meeting.

Once the EDW project was initiated, the second phase took place wherein another group, the “Project Review/Management Committee”, evaluated achievements compared to the plans approved in the first phase. When a project was completed, it was checked in terms of its deliverables, cost, and time. Since many of the KM initiatives were supported by ICT, they also followed a specific development and implementation process based on the methodology used by the IT department.

Then, GTCOM tendered the EDW system and selected a vendor, who formulated strategies and presented experiences and recommendations of processes and structures to best exploit knowledge. In the first quarter of 2001, the initial stages of the project began. To understand business processes and objectives, the vendor of the EDW redefined processes, identified key business deliverables and prioritized them into about 100 business cases, e.g. customers, products, revenue, traffic, and sensitivity analysis. The vendor played a leading role in being the main source of knowledge for GTCOM and in partnering with business units to define their business requirements. The vendor formulated some strategies, presented them to management, and came up with experiences and recommendations of how to best exploit knowledge in terms of processes and structure. At the same time GTCOM formed a committee in order to align the system to business objectives in terms of who should be getting what access, what sort of information should be going on it, and how to structure the project phases? 

Several factors have made GTCOM to choose its vendor, such as:

· Access to system documentation.

· Access to all code for analysis.

· Access to Teradata resource usage tables and performance monitoring tools in order to understand the performance characteristics of Teradata system.
Design and Customization Stage 
The EDW project is a very multifunctional and multitasking endeavor that transcends functional boundaries, e.g. technology, product, marketing, market research, and finance. In 2000, GTCOM formed different committees to oversee the first phase of the project. These were the Business Intelligence Steering Committee (BISC) representing GMs (high-level senior-managers) and Project Management Committee (PMC) consisting of the IT project manager and key business representatives from marketing, sales, back office, and customer care. There were also subcommittees looking into technical details of the system such as format of reports, quality of data, and others.

Soon, GTCOM finalized the design and started customizing the EDW and transferring information from the source systems into the EDW system. The end of 2002 witnessed the completion of the first stage called “Increased Business Value”. During the year 2003, the second Phase (“Expansion and Growth”) started. 

The high-level design of the EDW was composed of the following:

· The data warehouse itself, which contains the data and associated software. 

· Data acquisition software (back-end), which extracts data from legacy systems and external sources, consolidates and summarizes the data, and loads it into the data warehouse (Operational Side). 

· The client (front-end) software, which allows users of business intelligence, tools such as decision support systems (DSS), executive information systems (EIS), data mining, and customer relationship management (CRM) to access and analyze data in the warehouse (Analytical Side).

The design and customization process involved the following decisions/activities: 

· Customizing the standard 
· LDM of the vendor to meet GTCOM’s BRs and rules
· Designing a high-level data sourcing and architecture design to support the established BRs
· Designing data access architecture and user access points, and 

· Designing management and maintenance structure, which includes system, management, user administration, security management, backup, archive, and recovery (BAR).
Testing and Support Stage
The testing process consisted of activities such as defining the test environment, defining test cases and test data, assembling the components to be tested, executing the test, analyzing the results, correcting any problems identified, and revisions/updates to the testing process throughout the life of the project.

The support function involves a number of processes and tools that will be used to give the users the access priority adequate for them according to the Service Level Agreement (SLA).  This is done via a number of processes and tools.  

Implementation and Operation Stage

This harmonizes well with the concept of EDW, which is an interdisciplinary endeavor that needs to transcend functional boundaries i.e. technology, product, marketing, market research, and finance, and it capitalizes on shared knowledge and expertise from different business units. 

For instance, in the EDW project, senior management, IT managers, business managers, and vendor have been actively involved in the development process. Although power users are business people from various functions, an IT manager at the beginning championed the project. Soon they understood that it had to be business driven and one of the general managers was appointed as the sponsor. The technical mind-set of IT people didn’t fit the business nature of the EDW project; it was a business strategy, not just a suite of software products and represented a concerned effort in order to improve levels of customer satisfaction, boost customer loyalty, and increase revenue from existing customers.

EDW Implementation Team

The EDW project has been actively involving senior management, IT managers, business managers, and vendor in its development process. Although knowledge users are business people from various functions, an IT manager at the beginning championed the project. Soon they understood that it had to be business driven and one of the general managers was appointed as the sponsor. The technical mind-set of IT people may not fit the business nature of the EDW project; it was part of a business strategy, not just a suite of software products. 
The following roles formed up the EDW implementation team:
· Business representative: this role provides the leadership necessary for project success, facilitates the decision-making process for current and emerging business needs and requirements, as well as facilitating users’ training and project budgeting decisions. The role provides link between the business side and the IT side. While he doesn’t need to understand the details of system installation and configuration, business representative must be aware of CRM configuration and maintenance requirements. The GM for the Residential Customer Business unit handled this task.
· Executive sponsor/owner: this person is a major business player who plays both roles of sponsor and owner, provides the link between the project manager and upper management, guides funding and financing decisions, as well as decisions about when and where to deploy the CRM system. This person must understand the details of the installation, configuration, and schedule. The sponsor was the manager for the Customer Marketing unit.

· Project manager: the project manager directs the work, makes things happen, and work with the vendor. This person must understand the details of the installation and configuration, and the schedule. The EDW project manager played this role.
· Project Team Leader: the role of this person is same as that of the business representative but from the IT point of view. He/she is responsible for coordinating the IT side of the project with business needs and requirements. A database administrator handled this task. 

It has been learned from the case that the business strategy and objectives would not be achieved just only by putting in place a technological solution. In implementing EDW projects, business should be the driver whereas IT would be the enabler. Therefore, and in order to continue to keep EDW projects ‘business-driven’ rather than ‘technology-driven’, and to secure a successful adoption of EDW projects, it seems that it would be better to have knowledge/power users champion the EDW project. Active involvement, support, and participation from senior-management levels and IT managers are also essential for a successful implementation of EDW projects.

Knowledge/power users are people who are responsible for generating knowledge about competitors, external market, products, etc using the EDW initiative. Actual knowledge users of the EDW may include people from units such as sales, marketing, market research, and HRM, although potential users could include other departments such as product development, business development, operations and logistics. 

Another relevant point is a need to formally document knowledge that has been gained and accumulated throughout EDW project development life cycle, e.g. selection, planning, budgeting, scheduling, implementation, positioning, monitoring, challenges faced, lessons learned, future prospects, etc., and to make these knowledge available possibly through web-based platforms or knowledge portals.

EDW Content

The EDW is not activity-based, but rather a data-oriented system. Therefore, it doesn’t supports data capturing and processing but not business process. The data captured by the EDW relate to the following entities:

· Customers: relate to the number of residential or business customers (age groups, living areas, etc.)

· Products: represent the number of mobile or fixed telephone lines, Internet lines, etc.  

· Traffic related to the usage behavior of customers (in terms of volume, duration, and time of calls).

· Revenue referred to the amount of money generated per category of customers, products, age groups, or living areas, and

· Sensitivity analysis: derived information that results from advanced analysis of the previous components.

Many reports can be generated from the EDW. Products/Services reports, for instance, consist of the following information:

· Revenue breakdown as One Time/Recurring/Usage for each Product Family per Quarter.

· List of Customers based on the number of offers a Customer has.

· List of Customers who do have a selected Product/s but has other selected Product/s. List of Customers and the Products (leased Equipments) and the age of the Equipment.

· Sold Products in the last 12 months, in addition to Cross-Selling Reports.

· Top/Bottom N Products based on the number of Customers subscribed to those products.

· Customer Level profiling based on Bills issued, Payments, Overdue Amount, and Number of Bills with Amount Overdue.

· Segmentation of Customers based on the Average Current Charge per invoice ranges.

· Top N Rank Customers based on Revenue, Usage/Recurring/One Time Revenue by Party type.

· Revenue Growth over a period of 12 months with respect to Customer Category.

CRM Project
The operational CRM project was delivered in May 2004. The goal of the CRM project conducted by GTCOM was to be able to focus on “customer’s lifetime value”.  Typically, operational CRM has the potential to respond to customers’ priorities in terms of their value and being able to answer customers promptly and efficiently and would feed at the inbound and outbound directions into the EDW (bi-directional). To do so, the agent dealing with them would have on-line information about their identity, spending, products and services, and needs. And on the other hand, anything customers ask on-line would be captured into the marketing side straight away by the front-end’s units such as call center and customer care, and will be used for customer segmentation and profiling by the analytical CRM.

The analytical part of CRM is scheduled to start the planning phase in September 2004, and is due to be delivered in 2005. It feeds the transactional processing data into the EDW and then conducts analytical processing on these data. The analytical CRM typically includes on-line analytical processing (OLAP), data mining (DM), and business intelligence (BI). However, only the BI option has been part of the analytical CRM at GTCOM. Analytical CRM provides power users with sales cube view of their customers through slicing and dicing, back-end marketing management activities, such as campaign management and sales management; and allows users to feed on certain business rules for customer groups into the operational side, as well as predict future trends and behaviors and discover previously unknown patterns. It also facilitates marketing campaigns and surveys. The rest of discussion will be confined to the operational side of CRM.

CRM Implementation
The operational CRM development process passed through the following major decisions:

· Approval of the business case and project budget after analyzing its benefits, costs, and potential risks.

· Selection of a vendor and ICT application. The vendor was also the consulting who company managed the implementation of GTCOM’s CRM initiative, drawing on the software company's extensive expertise in the business needs of the telecoms sector.

· Integration of the old technology (CSS provisioning and billing system) with the CRM project in the transitional phase

· Identification of project implementation team members who represented major business units as well as the IT unit.

· Establishment of best workflow practices for provisioning of services.

· Mapping of customer data flow in line with the new process flow, and

· Deciding on the right time to discard the old Customer Service System (CSS), a system for telephone line provisioning and billing, and the right time to go live with the new operational CRM system, as well as deciding on the criteria of acceptance of the system from the vendor. The 

CRM Implementation Team

The implementation team of the operational CRM project included the following roles: 

· Business representative: this role provides the leadership necessary for project success, facilitates the decision-making process for current and emerging business needs and requirements, as well as facilitating users’ training and project budgeting decisions. The role provides link between the business side and the IT side. While he doesn’t need to understand the details of system installation and configuration, business representative must be aware of CRM configuration and maintenance requirements. The GM for Customer Services handled this task.
· Executive sponsor/owner: this person is a major business player who play both roles of sponsor and owner, provides the link between the project manager and upper management, guides funding and financing decisions, as well as decisions about when and where to deploy the CRM system. This person must understand the details of the installation, configuration, and schedule. The business representative was senior manager for IS Development and Analysis.
· Project manager: The project manager is the person who directs the work and makes things happen. This person must understand the details of the installation and configuration, the schedule, other team members and their contributions, and work with outside vendor. The CRM Project Manager handled this task.
· System owners: sets up and configures hardware, installs operating systems and supporting software. Different IS Specialists in charge of ODSs handled this task. 
CRM Processes
The operational CRM system automates customer-facing business processes, and unlike the EDW, it is accessed by a large number of users who operate or manage the operational systems as well as their ODSs. It automates the following groups of processes:

· Sales processes

· Service processes (both fault and complaint processes)

· Marketing processes

· Call center/contact channels processes

CRM Content

The operational CRM system captures the following types of transactional data:

· Customer demographic data 

· Service fulfillment information

· Sales and purchase data and their corresponding service order number, status, etc. 

· Service and support records
· Profitability of products and customers
· Other types of customer-centric information
Organizational Transformation 
Alongside the CKM program, GTCOM undertook an organizational transformation initiative in its quest for achievement of customer-centric business. In the year 2000, GTCOM decided that it was time to reengineer business processes by cutting out the non value-adding processes, and integrating ISs together. There were many fragmented or stand-alone systems that were doing many important things but they were not "talking" to each other. 

Starting from 2001, GTCOM foresaw the need for a transformation of the organization from engineering-led to customer-led. The end of 2002 witnessed the completion of the first stage called “Increased Business Value”. In 2003, several work teams looked at the various functions and processes for possible improvement and re-engineering. Phase 3 of the organizational development program (OD3), known as "Get Ready", was a continuation of the OD1 and OD2 that was almost paralleled with the EDW project. The OD3 mainly sought to help GTCOM face the business competition by transforming GTCOM from product-led to customer–led business. 

An outside consultant was called in to lead the organizational transformation process that was highly interrelated with the EDW system. However, the consultant faced some resistance when the issue of restructuring was tackled. Restructuring became part of the organizational politics and inertia emerged as a result.

One of the specific restructuring initiatives launched by GTCOM under the newly emerged customer-led form was to increase the cross-functional cooperation and exchange of knowledge between sales (customer-facing or front-end) and product development (marketing-oriented or back-end) divisions. These two divisions used not to maintain enough cooperation and exchange of knowledge with each other as they had a culture of “we got our own things to do; you got your own things to do”.  

As a direct response to the liberalization program of telecommunications services, GTCOM has been passing through a transitional rebalancing program that started in 2003 and is planned to continue till the end of 2005. At the beginning of 2003, the sales and product divisions were merged, and as a result shared knowledge of these two units; GTCOM has launched its new Mobile Price Plan on June 2003. That whole undertaking couldn’t have done possible in the past with all of ‘silos’ or ‘stovepipe’ structure in place. 

Following the implementation of required organizational adjustments in the transitional period, GTCOM will be operating in a full competitive environment by the end of 2005. Table (1) summarizes the major prospective changes due to the transformation of GTCOM from monopoly to full competition.

Table 1: Major prospective changes in the GTCOM’s move from a monopolistic to a fully competitive organization

	From
	To

	· Technology-push


	· Market-pull

	· Low-customer value


	· Non-tariff driven customer

	· High cost structure
	· Low cost structure (through re-engineering)

	· Back-end focused


	· Front-end focused

	· Bureaucracy


	· Meritocracy


Results 

The impact of the CKM strategy is that it offered GTCOM good financial performance results were announced during the first quarter of the year 2004. Since GTCOM transformed its business and implemented CKM, its net profits climbed to about 25.2 % against the same period of last year. This increase is attributed to a year-on-year rise in gross revenues of 5%, and a reduction in costs largely due to non-recurring exceptional items related to restructuring, which were successfully implemented by GTCOM in 2003. 

· At the financial performance side, GTCOM has done extremely well so far in its ability to meet the turbulent and competitive environment. However, at the level of operational excellence (i.e., service time, lead time, quality of service, productivity), and satisfaction/loyalty of stakeholders (customers, employees, vendor, etc.), the results were not encouraging. It faced and/or is still facing the following problems:

· System inefficiency and customer’s expectations: the operational CRM couldn’t capture basic customer data; people at network department for example could not trace the workflow of sales order processes, which in turn, adversely affected the ability to meet customer expectations.
· Workflow problems: the logical workflow of sales order processes across business units is as follows: (Sales, Network, Programming, Private Branch Exchange (PBX) between users and network, Installation, and Accounts respectively). This inefficiency would result in longer order fulfillment or service completion time, low productivity, customer dissatisfaction, and possible defect to competitors. Service delivery time now is on average 1-2 weeks, but was less than 1 week under the old CSS.  
· Testing/migration problems: during the migration/testing period which lasted for couple of days (roughly between 7 to 10 days), many data did not go through the operational CRM, as their data fields were not validated by the system. The non–validated data had to be re-keyed manually into the system. The computer system was of no use for the whole transitional migration/testing period so all costumer operations were processed manually.

· Vender’s-related problems: although it is a world-class vendor with extensive experience in ICT solutions, the vendor underestimated project complexity and responsibilities. This resulted in missing the delivery target three times, which was followed by a decision of many employees to quit their jobs.

· Ineffective change management. In addition to the projects implementations team, there was a dedicated change manager, however, its role was ineffective. The concept of change management was new to GTCOM, and it could not afford to continue funding the post, so the post was cancelled after sometime.

· Management problems: GTCOM changed the CSS system into CRM in a critical period of time when the market was liberalized. It was very dangerous to phase out the CSS system when nothing was clear on the negative consequences on operational excellence and satisfaction of stakeholders. It has also been decided to go ahead for implementation although it was known that the system was not effective and incapable of meeting the objectives of the CRM system and its KPIs.

Challenges 
Although GTCOM had made some positive moves towards changing the organization from being engineering-led to customer-led, especially in light of changes in its business environment, it still faces a number challenges with respect to the effective management of its knowledge for continued business success:

Overall KM Strategy

There was a need to formulate organization-wide formal KM strategy and programs for learning best practices and for the development for new projects. The CKM initiative at GTCOM seemed to be created and used on the basis of ‘technology-push’, introduced through vendors, rather than ‘market-pull’, as a mere response to real business need. The CKM technology components were driving, instead of enabling the CKM strategy and its KPIs. One manager admitted that “suppliers try to push their new products and then there is stage of filtering, studying, and analyzing where there are subjectivities and different opinions.” The development of an organization-wide strategy for the generation, sharing, distribution, and utilization of knowledge is imperative for GTCOM’s continued success in today’s’ competitive market. 
Although it can be said that GTCOM did a good job in putting up the infrastructure in place, they did not approached a robust business solution in terms of knowledge processes that allow exploiting the information provided by the implemented system. One manager explained, “I don’t even think we have the process to look at the customer from A to Z. I think the mistake may be [GTCOM] has made is that we have been very good in putting up the system, but even the underlying process of capturing the needs of customers hasn’t been well though of and hasn’t been implemented properly”.
Another manager argued, “Unfortunately, this is what I have to say that with respect to EDW, we have done the systems and IT side very well, but the other side of it-the knowledge aspect of it- exploiting that knowledge, exploiting that source, and also the skills aspect of the people, there is quite long way to go.”

Corporate Culture 
Corporate culture is widely held to be the major inhibitor or facilitator for creating and leveraging knowledge assets in different parts of the world. Low-trust cultures constrict knowledge flow and companies that have conducted organizational transformation or downsizing, such as GTCOM, face a particular problem in this regard. These companies need to rebuild trust levels in their culture before they can expect individuals to share expertise freely without worrying about the impact of this sharing on their value to GTCOM. Such changes require paying considerable attention to the supporting norms and behavioral practices that manifest trust as an important organizational value (Long and Fahey, 2000).

Since 2002, there has been more encouragement for internal knowledge sharing through committees as a result of transformation from a product-centered to a customer-centered business, and from bureaucratic to democratic management. This may be due to the fact that GTCOM will no longer be able to enjoy its monopoly in the market, and will have to improve its competitive position through organizational transformation and capitalizing on its core competencies, viz. CK. 

However, business pressures that were supposed to be drivers for knowledge creation, diffusion, and application, did not seem to have helped in total elimination of knowledge hoarding that still fears competition and leak of information. One manager argued, “GTCOM has certain visions along that side [CKM], it is a big project, it takes along time, needs cultural changes and stuff like that. So that is the challenge we are facing right now.”

Business Requirements

The biggest challenge to the CKM projects was the determination of corporate-wide business requirements and knowledge strategy. As there was lack of consensus on defining business requirements and goals of every business unit, there was also lack of consensus on defining data elements (e.g., good/bad customer) among business units as every unit may have its own definition of data elements.

Stovepipe Structure
Knowledge management is a cross-divisional and cross-functional intricate endeavor.  Plans to make better use of knowledge, as a resource must be built into the structure and culture of the organization in the medium term. CKM technology alone was not enough to create a competitive advantage unless it has been coupled with the necessary organizational transformation from ‘silo-based’ to ‘process-based’ structure, especially in the front-end business operations, and capitalizing on the power of the intellectual assets of people to improve the quality of delivered services while achieving better efficiency and efficacy.

The organizational structure should reflect the needs for better management of knowledge. A special business unit, or a cross-unit task force or team, needs also to be established in order to foster the concept of CKM in a formal and a holistic approach through experimentation, documentation, sharing, and dissemination of knowledge across different departments. This structural change will allow to improve performance of initiative already in place and to promote new initiative that might be needed, such as the establishment of an electronic library, ‘yellow pages’, ‘knowledge maps’, that can facilitate the buying and selling of specific knowledge created by workers in different departments within GTCOM. 

‘Stovepipe’ or ‘silo’ organizational structure hindered organizational learning among business units, as the organization, as a whole, wouldn’t know what it did know. The ‘silo’ or ‘stovepipe’ structure led to the fragmentation of activities among many departments, and resulted in the creation of physical and psychological walls separating business functions, e.g., information on mobile and fixed phones that appear to be done independently on an ad-hoc basis. The functional-based perspective in the structure of GTCOM was being over-emphasized at the expense of knowledge sharing across departments especially in customer services, which are cross functional in nature. 

The workflow of many processes of the CRM system was very slow and not smooth and streamlining process workflow of fragmented processes is still unresolved in many areas. Inter-departmental communication problems (cultural and technological) are still prevailing under the multiple-silos structure.

Business Integration

Lacking a single information repository, companies have traditionally spent large amounts of time and money writing integration programs to communicate between disparate systems. A variety of technological options exist for the implementation of CKM projects. The adopted hardware, software applications, and databases for the CKM initiative need to be compatible and operable with the existing legacy systems. The chosen IT infrastructure needs also to integrate well with other systems in the organization. Some adjustments may be required to assure a balance between systems requirements and functionality from one side and flow of business processes from the other side.

An evidence of the ineffective IT infrastructure is the lack of integration with previous technology initiative and legacy systems. There are several problems with integration. First, this complexity causes delay. Systems will rarely operate in real time resulting in delays in synchronizing information. This can cause embarrassment to companies and aggravation to customers when updates to one channel are not reflected immediately in the others.

The second issue is that it adds overhead. The integration must be implemented, administered, and maintained independently of the actual customer service applications for each delivery channel. The problem 
complexity and costs are magnified each time a change is made to a channel application.

Customer’s Expectations and Satisfaction

In addition to being inefficient in capturing some customer data, the CRM system still suffers from limited storage capacity/lack of scalability, complexity, limited processing speed, and lack of technology fitness in terms of growth and implemented capacity of the CKM projects. These shortcomings of the system could adversely affect customers’ expectations and satisfaction, as well as employees’ morale.
Power Users 
As business-wide requirements were not effectively identified, so the knowledge requirements of different business units were not being successfully transferred into data entities, and many units did not seem to be constantly using the system. It seemed that the heavy usage of the EDW system was at the marketing and sales function, as the culture in other units may not have favored the usage of the system as a source for generating knowledge. One manager maintained, “I don’t know if the finance people use it enough because they do have a SAP system, I don’t know if it is integrated with the EDW”. 

Knowledge users of major EDW systems, e.g. the EDW, at GTCOM need to be expanded to include functions other than sales and marketing, such as finance, operations and logistics, etc.

Quality of Data

Following an identification of business needs and agreeing on a definition of data elements of the system, data cleansing should be conducted before putting up EDW initiative. Otherwise, false indications and misleading information would be the outcome. Data accuracy is very critical as EDW systems retrieve data and put them in the required format, but if the raw data were not completely filtered, then the validity of the project’s information would be at risk. Poor data quality at GTCOM resulted from accumulation of a lot of data inaccuracies over the years, and there is a need for conducting an urgent work on cleaning these data.
From a technical perspective, there were great ambitions as to the capabilities of CKM systems, but the systems turned out not to be as successful as it was expected. The system over-promised but under-delivered as it was hard to be used to provide replies for basic queries due to the unavailability of some data elements in the legacy system and quality of data (some data elements were inaccurate and/or incomplete at the data source and data entry level). 

Some managers claimed that the project management has not considered some problems from the past and therefore they still continue to exist with the new systems. According to one manager, “One of the problems that has happened which we have inherited now putting this integrated knowledge-based systems together is that we know all systems had data corruption in the past, and again [GTCOM] hasn’t properly done enough work to clean that data first and then put into the system. Today, for example, [we are] suffering because [we are] basically doing analysis and generating reports and some of it is not accurate.”
The GM of HR explained the data accuracy problem in the HRMS implementation by saying, “What has happened during our trial period is that at the end of the year, I discovered that some people have got a lot of leave days, this is one of the short comings of self service because it has not been handled properly at line management level. Then I discovered that a lot of people have days of leave outstanding so I questioned and when we checked with the line managers they say oh, "I forgot to enter it", so instead of you having twenty days leave you were having sixty days leave, and I said to the person or department, O.K. all staff above 20 pay them those days in cash to do the balance and not have more than 20 days, you know it would have caused me to do the wrong decision because of lack of responsibility of line management”.

Resistance to Change
The CKM is a core business initiative that is so sensitive to the political environment within an organization. Without complete user support, CKM projects are doomed to failure. People’s mind-set and resistance to change posed a real challenge to the CKM. Some employees did not accept such a new system, as it is so advanced for them to cope up with. User’s training was not adequately provided to the right people, at the right time, and for the right duration.

There is a need for new blood as it is too difficult to find-tune the mind-sets of some employees. More recruitment and training of staff, e.g. new graduates, who are capable of absorbing or generating new knowledge, and the incorporation of knowledge creation, sharing, distribution, and usage of knowledge in the performance appraisal of employees could help in the expansion of knowledge usage. 

However, GTCOM did not have any formal mechanism for providing financial rewards to members who create, share, or use knowledge. A direct outcome of lack of financial incentives is the limited willingness of employees to contribute to the knowledge sharing, creation, and leveraging. Changes in GTCOM’s reward system could help in motivating knowledge workers to create, share, and apply knowledge.

Job Losses

The challenge of job losses was a major part of the restructuring exercise. However, one key executive maintained, “That’s not the object of the exercise, but a drop in headcount is inevitable – and I think our employees accept that. It is a fact that monopoly phone operators over the world have been forced to slim down to become competitive. [GTCOM] has a duty to its customers, shareholders and employees – and refusing to face economic facts will do no favors for anyone in the long run. In the future, job security will be related to our ability to retain customers”.                                                                                                    

Vendor’s Involvement

It seems that the focus of the EDW and CRM vendors was limited to customizing and implementation of CKM tools, but not ensuring that the process and organization elements are in place for effective management of the CKM project. Effective vendor’s role and involvement, as well as effective management of relationship with vendors is very essential to the CKM success.

Organizational Roles

The lack of structural mechanism for knowledge creation, sharing, and leveraging made it very difficult for many employees to access a particular knowledge or even to be aware that knowledge is out there and needs to be leveraged. The absence of a formal position in charge of KM in the corporate structure, e.g., chief knowledge officer (CKO), made it very hard for one group to learn from other groups outside their business functions.   The existence of a position such as CKO helps in defining a formal methodology in synthesizing, aggregating, and managing various types of CK throughout GTCOM.

DISCUSSION AND CONCLUSIONS

The challenge of competition, after many years of monopoly, is shaking off GTCOM and is forcing it to abandon the old product-led traditions of telecommunication monopoly values and, instead, focus sharply on customers and what they want- not what it thinks they should have- in order to please them an win their long-term loyalty. Focusing on customer relations is increasingly becoming a weapon used by many service-oriented firms to face business challenges.

GTCOM has worked hard to maintain its strong market position in a highly competitive and turbulent market. It has introduced CKM program that meant to optimize GTCOM’s knowledge resources, productivity, and procedures by maintaining unified and integrated customer view with greater levels of detail and accuracy. However, the CKM initiative was faced with a number of problems and challenges.

Following the implementation of the CKM initiative, GTCOM has achieved mixed results, viz. remarkable performance at the financial side but failure at the level of operational excellence at the level of customer service and satisfaction. Yet the CKM initiative has to mature into concrete corporate-wide change effort based on a clear plan and strategy still have a long way to go before being able to fully realize CKM benefits.

In light of the case findings, one learns that before launching a CKM program, there should be a clear understanding of why it is being used, and then focusing on the strategy, not the software. One needs to make sure the KM strategy is well defined and understood before looking at software to implement it. This also means changing long-established business processes and culture. 

To conclude, the CKM initiative at GTCOM has over promised but under delivered. Several factors have contributed to this failure; paramount among these is the adoption of CKM as an ICT solution, not a business strategy. The CKM program at GTCOM proved to be a “good case for bad implementation”.
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QUESTIONS:

1. Discuss the main problem(s) that is (are) facing GTCOM. 
2. What is (are) the main reason(s) behind the problem(s) of GTCOM?

3. Which one should be driver of the other: CKM technology or CKM strategy? and  why? 
4. Why did the CKM fail at GTCOM?
5. How could GTCOM’s management deal with the CKM failure in terms of future directions that might be taken? Provide your argument in support of the recommended solution.

6. What are the lessons learned from this case? (List 10 lessons)
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1. Setting a CKM Strategy





Strategizing


(2 Ss)





2. Spotting Environmental Drivers





Reinventing
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Analytical �Applications
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Operations
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View
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Data
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Reinventing
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CRM





FODS2





Service�Delivery








Marketing





Sales 





Customer


Services 





Phone





Email
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Mail
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Walk-In
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Fax





Operational CRM
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1. Strategizing





2. Reinventing








4. Mastering








SRCM





3. Capitalizing
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