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Section 1: Knowledge-Centered Support (KCSSM)

Introduction
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The Consortium for Service Innovation created and maintains Knowledge-Centered Support (KCS). The Consortium is a non-profit alliance of customer service organizations working together to solve industry-wide challenges. With the idea that knowledge is the key asset of the support organization, the Consortium began work on KCS in 1992. The goal was to improve and share best practices for capturing, structuring, and reusing knowledge. The Consortium members have collectively explored, experienced, and invested in the ideas that have become KCS. Their collective investment, estimated to be more than fifty million dollars (not counting technology acquisition), has resulted in an estimated collective savings of more than two billion dollars. 

KCS has four basic concepts: 

· Create content as a by-product of solving problems

· Evolve content based on demand and usage

· Develop a knowledge base of our collective experience to date

· Reward learning, collaboration, sharing, and improving
Over the course of four revisions, KCS has evolved and grown to become a rich methodology: a set of practices for creating and maintaining knowledge in a support environment. Unlike the traditional add-on process of knowledge engineering, 

KCS is an integral part of day-to-day operation in support centers—KCS becomes the way people solve problems and creates knowledge as a by-product of problem solving. 

While KCS is enabled by technology, KCS is primarily about people. People are the source of knowledge. KCS has proven that the best people to capture and maintain support knowledge are the people who create and use it every day—the support analysts.  

For optimum performance, KCS practices and the tools that support them must be integrated with other support and business systems, including incident management, change management, and service level management processes and systems.  

KCS is a principle-based methodology and is implemented in different ways based on the nature of the environment. This Practices Guide is intended to provide an operational description of the KCS practices and the proven techniques for implementation. Adopters may choose to enroll in classes or workshops and enlist the help of consultants as they move through their implementations, but the basic concepts are documented in this guide.

Why KCS?

There are both quantifiable and qualitative benefits to adopting KCS. Consortium members who have implemented KCS in both their internal and external support organizations are reporting dramatic improvements in incident resolution and training times, in customer satisfaction, and in analyst job satisfaction. As a result, they are realizing substantial savings in operating costs at the same time they are seeing improvements in service levels. They find they can:

· Solve Cases and Incidents Faster
· 50 - 60% improved time to resolution
· 30 - 50% increase in first contact resolution

· Optimize Use of Resources

· 70% improved time to proficiency

· 20 - 35% improved employee retention

· 20 - 40% improvement in employee satisfaction
· Enable eServices Strategy
· Improve customer success and use of web self-help

· Up to 50% case deflection 
· Build Organizational Learning

· Actionable information to product development about customer issues

· 10% issue reduction due to root cause removal

People choose to adopt KCS because they see a need to scale and extend their support capabilities, but do not have endless staffing or budget resources. 

KCS breaks through the limitations of current support strategies and enables support organizations to deliver greater value with more efficiency. The secret? Capitalizing on what they already have—knowledge. This increased value is created and managed by capturing the collective experience of solving problems and answering questions, making it reusable, and evolving it to reflect organizational-level knowledge. 

KCS takes teamwork to a new level. The organization must shift to a perspective that sees knowledge as an asset owned and maintained by the team, not an individual or a small group of dedicated content creators. The focus of the team is to capture and improve the collective knowledge—not only to solve individual customer issues, but also to improve organizational learning. 

For most organizations, the adoption of KCS represents a transformation. It requires a shift in the organization’s culture (values and focus) from:

Individual  
to
Team

Activity
to
Value Creation

Completion 
to 
Evolution

Escalation 
to
Collaboration

Content
to
Context

Knowing
to
Learning and Sharing

KCS is a journey, not a destination. We hope that the KCS V4.0 Practices Guide will provide some direction. This guide is a compilation of the proven practices of KCS, from the problem solving and individual daily workflows, to content quality management, to insights for team leadership and performance assessment. We break out the 8 practices of the KCS methodology into two reinforcing loops:

· Solve Loop (the A loop)

· Capture in the Flow

· Structure for Reuse

· Searching is Creating

· Just in Time Solution Quality

· Evolve Loop (the B loop)

· Workflow

· Content Vitality

· Performance Assessment

· Leadership


After describing the big picture of the knowledge base and the double loop process, we provide an overview of each practice area. We discuss techniques, concepts, and vocabulary and delve into usage and lessons learned. We emphasize the practical experience captured through years of work with support teams around the world, including early adopting Consortium members like, HP, Microsoft, Novell, Progress Software, QAD, Sun Microsystems, and VeriSign.

A Note on Usage and Style

In writing this document, we have made two assumptions about its use. First, although we like to read it through repeatedly, we expect that few people will read the entire publication cover-to-cover in one sitting. We have chosen to repeat a few ideas and concepts where reinforcement will improve understanding and enable each section to be meaningful when read independently. 

Secondly, we are expecting that readers will come from different environments, from customer facing support and internal help desk worlds, and from ITIL and non-ITIL backgrounds. These groups use different vocabularies. We have attempted to present the concepts generically so that they will be easily understood, and we hope our word choice will not limit comprehension.

Additional Resources

Those who are interested in more background on KCS should refer to the KCS Operational Model on the Consortium website. This brief examines the need for a knowledge-centered strategy as well as the organizing principles of KCS and its benefits.

The Consortium and its partners also offer classes and workshops to help adopters in learning and implementing KCS. These classes are held either in public sessions or in groups at an organization’s site to provide training for support analysts, KCS coaches, and managers. Most successful KCS deployments have begun with at least a few formal classes to establish an understanding of the practices and processes. 

The KCS Verified program may also be useful for assessing technology to enable KCS. Learn more about this program at www.serviceinnovation.org/kcsverified.

We are ready to start the KCS journey.

Section 2: KCS Practices and Techniques

Content is King! Knowledge is at the Heart of KCS 

KCS processes are organized into three components: Knowledge (content), the Solve Loop, and the Evolve Loop. Knowledge is at the heart of KCS. It must be timely, relevant, and good enough to be findable and usable by a target audience. The practices in the Solve and Evolve Loops are focused on creating and maintain this knowledge asset throughout the support workflow.

To make knowledge relevant and findable, knowledge is captured and structured for reuse— during the workflow and in the context of the target audience. In KCS, the search process itself generates knowledge. Each knowledge object, or solution, captures the customer issue (in the customer’s own words) and documents the experience of solving a problem or answering a question. Once captured, the solutions are improved over time based on demand and usage in the concept “reuse is review.” This knowledge maintenance life cycle continues indefinitely as the knowledge evolves.

Knowledge Assets

There are two key types of knowledge that have emerged in KCS:

1. Solutions: the collective experience of the support organization in solving problems and answering questions. Solutions can include a variety of issues: usage or “how to,” configuration, interoperability, performance, defects, procedural or diagnostic information.

2. Profiles: the people in the system. The profiles include information about who knows what. The practices around the profiles are emerging. To date, the experience with profiles has been based on manually maintained information. Longer term, the richness of the profiles must be maintained automatically by the system. Other than acknowledging the need for people profiles as knowledge assets, KCS 4.0 does not detail the structure or practices for profiles. This is work in progress and will be detailed in future releases of the KCS methodology. 
A Solution is More than Just a Resolution

Knowledge integrates the perspective of three groups: customers, support analysts, and the company or organization. The customer’s perspective includes their experience and the environment (products) of their situation. Whether it reflects a simple question or a complex problem with supporting documentation, the problem statement is the customer’s view. The support analyst’s perspective is captured in the resolution and cause (if appropriate). The analyst validates the customer’s environment information for relevance to the problem. The company perspective is represented in metadata with information such as the state of the solution, the date created, number of times the solution has been used, and the date last modified (or updated).
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The Double Loop Process

To optimize the health of the knowledge base and the capability of the organization, the KCS methodology uses double loop processes that reinforce each other. These Solve and Evolve Loop processes are the operational activities that make up the system.  
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The Solve Loop represents the individual workflow that is driven by the problem solving process. The practices within this loop are transactional. The Evolve Loop is a continuous improvement process that integrates individual-level responsibilities for resolving problems with organizational-level processes, including the responsibility to support and continuously improve the overall system. The Evolve Loop looks systemically at the content created across many Solve Loop events or transactions. 

The organization level processes of the Evolve Loop enable the Solve Loop to be effective.


Figure 3. Knowledge and the knowledge base are outputs of the double loop KCS process. The Eight KCS Practices create and reinforce the value of this knowledge.
The Solve Loop is the Individual’s Workflow

The Solve Loop includes the tactical problem-solving workflow and represents the primary activity of the analyst. Analysts capture individual resolution experiences to create a collective organizational memory. A little bit of structure in workflow helps enormously, while too much structure is disruptive. Structure increases analyst proficiency in the resolution processes, helps them solve problems faster by tapping the experience of the entire support organization, and minimizes rework by integrating quality improvement throughout the support life cycle.
There are four KCS practices that contribute to the creation and maintenance of knowledge in the Solve Loop: 

· Capture in the Workflow— while solving the problem, the analyst captures the customer’s context (their experience) as well as their own tacit knowledge (as that tacit knowledge becomes explicit in the context of use).

·  Structure for Reuse—consistent structure, simple templates, and a crisp style guide improve solution readability. We can identify existing solutions and their relevant elements quickly to reduce the problem solving cycle and assure that new solutions build on and integrate with existing knowledge.

· Searching is Creating—the words and phrases entered to search should be preserved. They are valuable content that can be used to improve existing solutions. Or, in the event a solution does not exist, the phrases used to search become the beginning of a new solution. Searching the knowledge base is part of the problem solving process. “Search early, search often” ensures that we are not solving a problem that has already been solved and that we benefit from the collective experience of the organization.   

· Just in Time Solution Quality—in the Solve Loop, as support analysts, we take responsibility for the content we interact with. The knowledge base is our collective experience. If we see something that is wrong or that we do not understand, we have the responsibility to “flag it or fix it.” If we are confident in the correction and we are authorized with a KCS license, we should fix it. If we are not confident or licensed, we should flag it. If this sense of ownership is developed, reuse becomes review. We constantly review and improve the solutions that are being used. 

A Shift in Values

For most support organizations adopting KCS, the Solve Loop practices are not natural for the support agents. Our traditional management practices have not promoted collaborative behaviors—the assessment of contribution has been focused on the individual. In many cases, assessment promotes competition, not collaboration. Stack ranking of employees, for example, encourages a competitive attitude that does not promote sharing, improving, or reusing the collective experience reflected in the knowledge base.

Support organizations create a hero mentality when they reward the “dragon slayers.” These organizations communicate a clear value proposition— “we are valued for what we know.” If the organization values people for what they know, there is no hope for the KCS process being successful. The organization must shift the value proposition to be—“we value people for their ability to learn and their ability to help others learn.” If this becomes the value proposition, then we are encouraging the behaviors of collaboration, sharing, improving and using. This value shift requires a new performance assessment model outlined in the Performance Assessment section. 

We do have good news: most support agents collaborate, in spite of the structures and practices of the hierarchical, linear organization model. 

Puting KCS to Work

The next eight practices will walk through each step of the Solve and Evolve Loops in detail. 
Practice 1: Capture in the Workflow

Technique 1: In the Moment

A major step toward KCS adoption embraces the distinctive, real time way knowledge is created and shared. Rather than being documented after the fact, solutions are created immediately and made visible to others. The capture process is integral to the problem solving process, from the first customer descriptions of their issue to the final, verified resolution. Even if the resolution is not yet known, the solutions created are visible to others, especially others working in the same product area. In this way, knowledge becomes a by-product of problem solving instead of an onerous and time-consuming additional step. The integration of the knowledge base into the problem solving process greatly reduces the likelihood that we are working on issues that are already solved or are in the process of being solved. 

Technique 2: Capture the Customer’s Context

The type of knowledge captured is different as well. With KCS, analysts seek to understand the customer’s experience before solving. This understanding requires information about both the perceived issue, in the customer’s words, and the environment or context of the problem. By capturing the nuances of the customer’s situation in the first interaction, the analyst dramatically improves the downstream searchability and relevance of the solution. Some contextual information will be relevant, some will be useless, but we can’t know for sure at the beginning of the interaction, so we try to capture as much detail as practical. 

The objective of capturing solution elements is to “frame” the customer’s situation—to capture their need, configuration, experience, and expectations as the input to the problem solving process. The overall objective is to use this input as an opportunity to grow the solution set. We use the framing information to either create the beginnings of a new solution or to evolve an existing solution to reflect a customer situation. 

Even if the customer’s perception of the situation proves to be wrong, preserving it will improve the find-ability of this content for other customers. The support analyst’s job is to capture with precision and accuracy the environment, resolution, and cause elements of the solution, not to correct the customer’s view of the problem. 

Technique 3: Capture Knowledge as it becomes Explicit

A major reason KCS emphasizes real-time capture is that the quality of information captured off-line can be poor—it is out of context. Say we ask a surgeon or mechanic to write down how to diagnose a problem. We will find their description bears little resemblance to the actual actions he or she takes in the operating room or garage. The difference is the problem-solving process. 

Problem solving relies on experience, instinct, context, and the successful processing of multiple variables or inputs at once. This implicit information is often difficult to explain, and it can be altered or interpreted if we try to recreate it later. 

However, tacit information becomes explicit in conversations, often in response to a question or demand for information. Therefore, when problem solving, we need to capture information in detail, in the moment. We need to ensure that we have fully captured the customer’s context, including tacit or implicit knowledge, so that we have a complete picture and can accurately resolve the issue.

Clarifying questions help to draw out and validate details that improve the success of research, especially the likelihood of correctly identifying a reusable solution from the collective knowledge of the organization. As Dave Snowden of Cognitive Edge says, “We don’t know what we know until someone asks us.” Most experts (and customers) do not volunteer all the information they have or know—until they are asked the right question.

By capturing context-rich information from the beginning, the whole workflow process becomes easier and more effective. When another customer reports a similar problem, we will be better able to relate to the customer’s experiences and find relevant solutions more quickly. 

Practice 2: Structure for Reuse

Technique 1: Keep it Simple 

KCS prescribes a specific structure or format, which provides context for the content, improves the readability of the solution, and promotes consistency:  Any problem or issue description can be broken down into the following buckets:

· Problem (or question)—the situation in the customer's words—what are they trying to do, or what is not working?

· Environment—what technology does the user have? Has anything been changed recently?

· Resolution—the steps required to resolve or answer the problem.

· Cause—the underlying source, if it is a problem. 

· Metadata—high-level categorization of content can really help findability, maintenance, reporting, and other processes 

By capturing the information in this solution structure at the start of an incident, we have all the information necessary to identify existing solutions and their relevant elements quickly. We reduce the problem solving cycle and assure that new solutions build on and integrate with existing knowledge.  

Ideally, as the analyst works the problem, the analyst captures, and structures, information in the correct area of the solution. Once the issue is understood and the resolution known, the analyst reviews the content captured and refines the environment and cause areas.

When using basic search technologies, this simple KCS structure can greatly improve the relevance of what people find when they interact with the knowledge base. It helps generate effective solutions that are easy to find within the delivery mechanism, easy to understand, and easy to use. For customer self-help (usually on the web), usability of the solution may be improved by including a link to documentation on basic product concepts and functionality. These links can help ground customers in the behaviors of the product. 

We discuss solution structure and solution quality in more detail in the Content Vitality section. For this technique, the key point is that consistent, simple structures help with the whole process, from search and communication to eventual solution translation into other languages.

Technique 2: Complete Thoughts, Not Complete Sentences

KCS proposes that analysts capture in the moment, in the customer’s words, so they must be able to capture at the speed of conversation. Unlike some traditional, highly structured approaches to knowledge management, KCS advocates increasing the “capture-ability” and reusability of content by making it short and succinct; complete thoughts, as opposed to complete sentences, can improve the readability. (See the Content Vitality section for more details). We are not asking the support analysts to become technical writers. 

Practice 3: Searching is Creating

Technique 1: Search Early, Search Often

Searching the knowledge base must be an integral part of the problem solving process—search early, search often. Best practice for problem capture includes searching the knowledge base in real-time, while in conversation with the customer. Once we have captured a description of the problem or question and some information about the environment (such as the hardware and software involved), we have enough context about the problem to perform a search. By searching early and getting explicit information about the customer’s situation, analysts ensure they really understand the problem before they invest time in extensive research.

Technique 2: Seek to Understand What We Collectively Know 

Searching in the problem solving process helps ensure we do not spend time and effort resolving issues that have already been solved. It also helps us solve new issues by providing access to the broader experience of the organization in solving similar problems. 

We may even discover someone else is actively working on the same or a related issue. At an organizational level, this technique is a major way the organization benefits from its investment in a knowledge base and leverages the collective experience.

Initial searches should end when the search has been refined, the problem statement is complete, and analysts have collected a few characteristics about the environment that are believed to be relevant. If at this point the search response is not providing anything that appears relevant, then we should move into the analysis phase of problem solving.

Technique 3: Search Words are Candidate Knowledge

Search words and phrases are candidate content for improving existing solutions or creating new solutions. They are especially valuable because they capture customer context. Content used for searching should be saved, updated based on search results, and become the beginning of a new solution in the event a solution does not already exist. 

Content like the problem and environment (from the basic structure) frame the solution. This framed solution should be saved in the knowledge base and submitted to the appropriate people for resolution (this process varies based on role and KCS license). A framed solution lets other analysts in the organization know that the problem has been reported. When the resolution is determined, we simply add it to the framed solution. We consider this solution complete and mark it with the state appropriate to the KCS license and confidence of the user. In the event that other open cases have been linked to this “in progress” solution, they can be quickly resolved.

The process of framing and finishing solutions draws people into using the knowledge base as the basis for problem solving. This, in turn, ensures that the collective experience of the organization is being captured and applied in the process of solving problems.

Practice 4: Just In Time Solution Quality

In the process of completing a solution (once the answer is known), we apply good judgment about what information to include in the solution object. Customers will often provide information that has no relevance to the situation, and we should be sure to cull information that ends up being irrelevant, misleading, inaccurate, or inappropriate to the audience.

Technique 1: Reuse is Review

We have discussed the capture process and the searching process. Now we will look at how day-to-day review during use can constantly improve the quality of solutions. In many organizations, up to 80% of solutions will rarely or never be reused. Of the remaining 20%, some will be reused much more often than others. Reviewing every solution is a waste of time and money. The goal is to create a culture of collective ownership—“this is our knowledge base; it represents the best we know to date.” 

In the Solve Loop, this means that support analysts are responsible for the quality of the solutions they interact with in the knowledge base. They modify and improve solutions as they reuse them to raise the solution quality with each interaction. In this way, organizations focus on those solutions that are being used. This demand-driven technique optimizes resource allocation and helps companies avoid investment in dedicated quality assurance and editorial staff. Review during reuse also helps encourage timely availability of information and avoid costly post-incident knowledge engineering.

Also, who better to validate the technical accuracy of a solution than someone who is using it to solve a real customer problem? 

If, in the process of searching, the analyst finds a solution they feel fits the problem, they should review the solution to ensure that they are confident in its relevance and technical accuracy. The analysts must exercise judgment, and they remain responsible for the quality of the advice they give. If they are uncertain about a situation, they need to get a second opinion, just as they would before KCS. The knowledge base does not remove the need for good judgment.

Technique 2: Flag it or Fix It

Within the culture of KCS, people take responsibility for what they see in the knowledge base; they follow the simple rule of “flag it or fix it.” Licensed users can clean up minor problems on the fly, or add information that enriches and evolves the solution. Solutions that are flagged need to trigger a workflow that will get the attention of a subject matter expert. These modifications, based on real usage (demand), lead to continuous, ongoing knowledge base improvement.

In the act of searching, analysts should: 

· Use It—leverage an existing solution to resolve an incident.

· Flag It—comment on a solution so that an authorized person can modify it.


· Fix It—modify an existing solution.

· Add It—create a new solution if one does not already exist.

Technique 3: License to Modify

Different users will have different levels of authority in the system. The KCS certification or licensing program links an analyst’s rights and privileges within the system to the analyst’s demonstrated KCS competency. Technology plays a critical role; the knowledge management tool must have user profiles that will support the licensing model. For more information about the technology requirements, please see the KCS Verified documentation. 

Those solutions that have been used successfully several times are good candidates to migrate to a broader audience, such as customers and support partners. Licensed users can modify the visibility of a solution to make it visible to a broader audience. Visibility is discussed more fully in Content Vitality, and roles and licensing are discussed in Performance Assessment.

Age Doesn’t Really Matter

One of the by-products of the KCS practices is improved relevance in search responses. If people are only finding relevant solutions when they search, we don’t have to worry about how big the knowledge base is or if it contains “old stuff.” In fact, we could make the case that the value of the seldom-used old solutions if ever needed is higher than the set of frequently used solutions, since the knowledge about the current solutions exists in the support analysts' heads. Imagine an issue arises about an older product, demanding knowledge that most people have forgotten or never knew. Having access to the older, seldom-referenced knowledge can be of tremendous value. 

Relevance is the key. We drive relevance by imposing a little bit of structure and then allowing the people who use the knowledge to improve it as they use it (just in time solution quality). 

Some have tried to improve relevance by reducing the number of solutions in the knowledge base. This reduction will compromise the completeness of the knowledge. If we take “reduce the number of solutions” to its extreme, we could end up with a system that has ten solutions. So long as we are only looking for one of those ten, the relevance would be perfect. This approach does not work for most organizations. The greatest value from the knowledge base comes from the complete reflection of the collective experience.

This is not to say that knowledge base cleanup should never be done. If we have search technology that returns irrelevant content, or we have processes that allow us to quickly create knowledge when needed, it is prudent to trim from time to time. This document discusses cleanup later in the context of reusing legacy content and Evolve-loop processes.  

What is important is that analysts not pre-judge whether or not they should create content based on their intuition about whether it is going to be valuable in the future. Capture the knowledge in the workflow, then let patterns of usage over time (demand) determine whether or not the knowledge is valuable.

Section 4: The Evolve Loop

The Evolve Loop (the B loop) is made up of the system-level or organizational-level processes that occur across a collection of people, events or content. This systemic view enables:

· quality improvement measures

· Creation or refinement of high value solutions based on patterns or clusters of solutions in the knowledge base

· The evolution of the individual Solve Loop practices

· continuous improvement in the system level processes that support the Solve Loop

· Root cause analysis to identify high impact improvements to the products

By looking across sets of content or events, the Evolve Loop practices—Workflow, Content Vitality, Performance Assessment, and Leadership—identify areas for improvement to make the individuals and the team more effective as well as (and perhaps most importantly) opportunities for product improvements based on the collective customer experience. In the following sections, we will discuss techniques and tools for these “big picture” improvements.

Practice 5: The Workflow Practice

The first organizational-level process includes workflow analysis and optimization. The organization is responsible for defining the optimal process and enabling it with technology. The goal is for the Solve Loop to be seamless. We strive for transparent integration of the incident administrative process with the problem solving and knowledge creation and maintenance processes. To support this process integration, there must be tight technology integration. We must integrate the incident management system with the knowledge management system. 

This integration is necessary so that the analyst can move quickly through the applications with a minimum of clicks. The workflow is a real-time problem solving and knowledge capture process; the tools, navigation, and infrastructure used to support the process must be real-time as well. Once the initial workflow is defined, it must continually be updated as feedback on its effectiveness is gathered.

Technique 1: Structured Problem Solving

The B or Evolve Loop encompasses the A or Solve Loop. Structured problem solving as a higher-level process puts some context around the practices of the Solve Loop. The Solve Loop is not intended to be a linear or sequential model. The practices operate as independent entities, and they are used as needed in responding to customer issues. The structured problem solving process provides direction on how to use the Solve loop practices in an effective way. 

In some respects, problem solving is an art. However, we have found that a little bit of structure in the problem solving process can help improve the art. The structure of the KCS solution also helps reinforce an effective approach to problem solving. 

An analogy is helpful in making this point. Consider a crime scene: the first thing the police do when a crime is reported is to preserve and record the situation. The first officers to arrive on the scene are trained to secure the area; they mark the location of the evidence and bodies and take pictures. When the detective shows up to solve the crime, they first seek to understand the situation, then begin to ask clarifying questions, and then eventually go off to do research. 

The Structured Problem Solving process involves application of the four practices in the Solve Loop. It helps the support analyst collect, organize, and analyze the information used in solving the issue. Note that there are different skills used in different steps in the problem solving process, and, as a result, different analysts may be involved in each step. 

Having explicit techniques in the workflow not only improves the problem solving process, but also creates solutions, a by-product of the problem solving process. The Structured Problem Solving Process in KCS includes two simple, yet powerful, concepts:

· Seek to understand before seeking to solve

· Search early, search often

First, we seek to understand the situation in the customer’s context, and we capture it to preserve it. Then we seek to understand what we collectively know about the issue (search the knowledge base). These concepts are not unique to KCS; Charles Kepner and Benjamin Tregoe outline these same problem-solving methodologies in The Rational Manager, as does Stephen R. Covey in The 7 Habits of Highly Effective People.

Just as in the crime scene, we start by preserving the perspective the customer has of what is happening. This is a very literal process. Next, we search the knowledge base to see if this is a known problem or to see what we collectively know about this type of situation. This idea is the “search early, search often” concept discussed in the Solve Loop. If a solution is found in the knowledge base, then we are done. If not, then we refine the search by collecting additional information from the customer. 

Searching will often result in finding solutions that describe similar situations. While perhaps not perfect for our situation, the content often complements what we know about analyzing this kind of issue. If an existing solution is not found, we start the analysis process. We tap into our problem solving experience and use whatever tools are relevant. We continue to ask clarifying questions. As we build a richer understanding of the issue, we check the knowledge base frequently. If we do not find anything pertinent to the situation already within the knowledge base, and we cannot resolve the problem, we then collaborate with others or escalate the issue for more research.

Many analysts are too quick to move to the analysis phase of problem solving. If we move too quickly into diagnostics, we are likely to jump to conclusions, stop listening to the customer, miss the fact that there is already a solution in the knowledge base, or miss the opportunity to learn from others’ experiences in solving similar problems. KCS reinforces the need for the literal step to be the first step in the problem solving process.

Managing the Conversation

Most analysts find that they will need to use multiple applications to get the job done: an incident management system that keeps track of the events, and a knowledge management system that houses the solution. It’s an important part of the KCS workflow to manage the use of these applications as we resolve each issue. We let the customer know what we are doing during each step along the way and why it is valuable. We call this “managing the conversation.” 

For instance, when there is a pause in the conversation, we could let the customer know that we are capturing their context and searching the knowledge base for additional information. 

If the information is found in the knowledge base and it is accessible, we let the customer know that the knowledge base is available for them to search.

Deal with the administrative elements at the beginning (contact initiation) and end of each contact (wrap up), not in the middle of the conversation. This approach will allow focus on the objective of problem solving.

Technique 2: Seamless Technology Integration

Technology is a critical enabler for KCS. It would be possible to follow the process of KCS using paper and pencil, but only if there were no more than two people engaged in the same room at the same time and they agreed on a filing system! Once there are more than two people participating, or we want to collaborate across different locations, we need technology. It supports the scaling of the processes to multiple people in multiple locations who are most likely working at different times. Technology and the KCS methodology allow us to collaborate independent of space and time. 

KCS can be enabled with many different technologies. The Consortium has developed a KCS Verified program to help in the tool selection process. Software products become KCS Verified by demonstrating support for the following criteria: 

· Solution object and search engine

· Supports distinction between problem content and environment content

· Search engine granularity 

· Search problem content against problem content

· Search environment content against environment content

· Ability to link/point/relate incidents to solutions and solutions to incidents

· Solution visibility management

· Solution state categories

· Search arguments are preserved as the basis for a new solution

· Reporting and metrics
· Functions at the speed of conversation

To find out which vendors’ products are certified or to get a detailed list of requirements, visit the Consortium web site at www.serviceinnovation.org/kcsverified.

Integration of Workflow and Technology with CRM, IM and Other Tools

Ideally, support technology enables the problem solving process in the Solve Loop at the speed of conversation, or real-time. Analysts become more proficient at the process, solve problems faster by using the experiences of the entire support organization, and minimize rework.

To achieve this “speed of conversation” goal, the tools being used must be integrated to enable a seamless workflow where interaction with the knowledge base and solution creation are integrated with problem solving. For example, an ideal integration between a Knowledge Management system and an Incident Management system might include the following capabilities:

· Search the knowledge base using information in the incident record to launch or refine the search

· Link an existing solution to an incident and to retrieve information from the solution, such as the resolution, to populate the incident record

· View a solution that has been previously linked to an incident, and vice versa

· Modify existing solutions in the process of reuse (“reuse is review”)  

· Create a solution in the knowledge base from information in the incident record

· Collaborate with subject matter experts relevant to the problem and quickly contact them through email or chat

The following is a prototype of an analyst’s view, or user interface, to the system. The typical service environment we see has an application user interface that most often demands the users’ behavior align to the needs of the application. For organizations in a position to adapt the user interface, we are instead proposing a user interface that aligns more directly to the needs of the user. 

The optimal environment has a tight integration between incident management and knowledge management systems such that users do not have to move between applications. However, most of the KCS adoptions have not had the luxury of starting with this kind of tight integration. Success has been achieved with very crude integrations. Don’t feel you cannot start on the KCS journey unless you have what we outline here. It is the ideal—something to aspire to as your adoption and technology infrastructure mature. 




The closed incident captures the solution, in the form of Problem, Environment and Resolution, as it was given to the customer—a snapshot of the solution. The solution continues on its life cycle based on reuse. 

Most support organizations that have adopted KCS have not had this “ideal” user interface. This level of integration should not be viewed as a requirement to get started; many have created great benefit with little or no integration between their incident management and knowledge management applications. However, sustainability of the KCS practices requires that the users see continuous improvement in the level of integration. The KCS Coaches and Knowledge Domain Experts should provide requirements to the owners of the user interface (IT) to promote continuous improvement to the design and functionality of the infrastructure. 

The workflow below shows how an individual resolution might unfold. 
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Integration With Web Portals and Online Processes

While there are compelling benefits from the adoption of KCS internally, even more value can be created by delivering solutions directly to the customer via web-based self-help. We have learned, however, that web users follow a different workflow. The web workflow takes advantage of easy access, the presence of online communities, and economies of scale.


Although the online workflow is different from the traditional call flow, the technology used for the portal must integrate seamlessly with and support the process of submitting a request for assistance to the support center (an incident). A key point in portal design is the idea of “no dead ends.” If a web user starts the problem solving process using the web-based knowledge base, but they do not find anything helpful, it is important to allow them to escalate. A “click to submit” or “click to chat” button should take them from self-help mode to the assisted mode of support and preserve the content of their earlier searches, including the documents they have reviewed. This seamless, logical transition improves the user’s experience on the web and reinforces future use of the web as the path of least resistance and best results. 

Technique 3: Closed Loop Feedback for the Whole System

A major benefit of KCS is the opportunity to continuously improve the customer’s productivity and experience. KCS creates a system of persistent learning that is based on the customer experience. Patterns and trends in the knowledge base can be used to drive documentation, product and service improvements. The Evolve Loop (a closed loop) generates insight for the whole organization. The Knowledge Domain Expert then distills the learning from the information in the system. 

Root Cause Analysis and B Loop Content

Just as the healthcare industry has moved from reactive-only services to more proactive preventive care over the last decade, many support organizations have started to supplement reactive support with preventative actions—eliminating the source of issues in the first place. This has become possible as web self service has off-loaded analyst time, making them available to spend more time identifying issues in the product for elimination by the product teams. In order to find and diagnose product-level problems, support teams perform root cause analysis. The patterns and trends of the solutions in the knowledge base are the source of information for the analysis. 

Incidents and solutions are very transactional in nature. They represent what we have learned from a customer interaction. Looking at a collection of solutions in a domain allows us to identify patterns and trends. We can assess the closeness or distance between solutions. Solutions that cluster around common themes or have similar causes represent opportunities to improve products. Removing the source of a frequently reported issue is the ultimate level of success for a support organization as it improves the customer productivity with the product.  

The Knowledge Domain Expert, product engineering, and product management must be part of the workflow and become engaged as patterns and trends in the “A Loop” content start to submerge. Through understanding the patterns and trends, we can pursue another form of intervention. Perhaps we can improve the documentation or create B loop solutions, ones that merge the experience represented in many related solutions into a single solution. This idea is discussed further under the role of the Knowledge Domain Expert and in the “Creating B Loop Solutions” technique below. (See Performance Assessment for a complete description of Knowledge Domain Expert responsibilities.)

Continuous Improvement of the Workflow and Content Standard

The closed loop nature of the workflow makes it easier to monitor and maintain its effectiveness. This is done by continually sharing best practices. Gathering the best practice feedback must be part of the continuous improvement process. Because solutions are effective for procedural information, many organizations use their knowledge base to collect information about the KCS workflow or the KCS content standard. Questions and issues about the workflow, the tools, or the content standard are captured as solutions in the knowledge base (often marked as internal use only).

For example, if we are seeing many incomplete or duplicate solutions, then we most likely have a workflow problem. The most common cause of duplicate solutions is a break down in the problem solving process; people are not searching before they create (search early, search often). Here again it is the role of the coaches and Knowledge Domain Experts to investigate these kinds of issues and work to improve the level of understanding of the KCS practices across the organization. We should also mention, relative to this example, that management can be the source of unwanted behaviors by putting the wrong metrics and goals in place (more on this in the performance assessment section), or by not revoking the KCS license when an individual’s performance slips below acceptable levels. A system of continuous improvement is critical to sustain the practices and must involve the coaches, Knowledge Domain Experts, and managers.

Early in the adoption phase of KCS, the Coaches play a critical role in refining the workflow. As the adoption matures, the organization needs to establish a way to manage a continuous improvement process. This is often done through a KCS Council (see Performance Assessment for descriptions of these roles and responsibilities). 

This continuous improvement can affect both the process and the content quality itself. For example, a software company may ask a Knowledge Domain Expert to focus on using knowledge management tools to monitor search strings, solutions found and considered, and the incident record to understand the solution process. With this insight, the Knowledge Domain Expert will be able to create high value B Loop content (see B Loop Content section).

Variations on a Theme

Process is important, but be smart about it. Success with KCS requires an understanding of the concepts such that the practices can be tuned to meet the needs of a specific environment. For example, what if we have an environment where we experience an extremely high frequency of a few problems or questions? Solutions for these problems exist in the knowledge base. Normally we would expect those solutions would make their way quickly to the web due to the high reuse. 

But what if the environment is such that web support is not an option, or just not ready yet? In this case, does the full process of capture, search, and structure make sense for these few frequently raised issues? Since the support analysts answer these issues many times a day, they know the answer, and they know it is in the knowledge base. It does not make sense to force the standard KCS workflow. In this situation, the standard workflow offers no value. 

For these frequently raised issues, we should enable an easy way for the analyst to record that they answered this question again. This shortcut is often a “quick click,” or a favorites list that allows them to quickly record the reuse of the solution. For high volume issues the important thing is to capture how often the solution is being used, so the “quick click” button needs to drive the reuse counter for that solution. 

This list of frequently provided answers may be unique to any group of analysts. There should not be more then ten items in this list. Also, our processes should include ways to update the analysts if the preferred answer changes over time. For example, if a better answer evolves, when the user hits the “quick click” button for that solution, the new information displays to update the analyst. 
Practice 6: Content Vitality

Each organization has a broad spectrum of content that contains valuable, reusable information. Historically, technical content like manuals and design documents has been very structured, often following rigid templates, and static—often only altered during product or service updates. However, as collaboration has become more real-time, valuable information is being shared in dynamic forms like instant messaging, email, and telephone conversations. [image: image4.png]Informal
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Just in time support content is typically somewhere in the middle of this spectrum. KCS provides a methodology and set of practices for consistently capturing information in a way that is both structured enough to be useful, and living enough to suit the rapidly changing environment of technical support. In addition to drawing from many content sources and creating a context sensitive knowledge base for daily use, KCS processes generate new material that may reference existing content and feed into other business content like product designs, marketing plans, field training, and documentation.

Enabling Value in the Support Process —the Practices

Knowledge has value … if we capitalize on it! Our goal is to maximize the value of what we learn in the support process. Following are some of the key content best practices that drive the value of what we learn to the whole organization:

· Capture all the solution information during the problem solving process. Rather than documenting resolutions at the end of a support case, KCS recommends capturing the solution information during discovery. The situational elements should also be collected so that the solution represents the entire experience. This practice of considering all the elements such that they can be captured provides focus on the problem-solving process and creates operational efficiencies, even when solving a new and unique problem.

· Respect the contributions of all people interacting with the knowledge. Support analysts are the primary creators and conduits of solutions through their interactions in resolving issues. However, solutions can be captured or modified whenever and wherever they occur. Customers and service partners are both in positions to capture new solutions, and their different perspectives on the environment and context of the situation can enrich the knowledge base and speed recognition of relevance. The combination of the KCS licensing model and the solution states provides a means to manage who can see and do what.

· Structure solutions for rapid reuse. Consortium members have observed that the redundancy rate for repeated problems is anywhere from 65% to 90% of total incident volume. Reusing existing solutions improves the speed, accuracy and consistency of support. With reuse taking minutes compared to new issue resolution taking hours, the efficiency improvement and positive impact on customer satisfaction is significant. 

· Structure information for sustainability. Historically, the formats used for storing information (or lack of format) have not provided flexible and effective access. As volumes of unstructured information increase, it becomes harder to find information. A simple structure enables the KCS methodology to provide a balance of process and flexibility and maintain a high level of findability.

· Solution quality is the responsibility of everyone interacting with the knowledge base. Shared responsibility for the content encourages ownership and accountability, and the solution quality practice of “reuse is review” makes high quality a practical goal.

· Patterns and trends in the “just in time” content (“A loop” content or solutions created as issues are being solved) are the basis for high value “B loop” content. B loop content includes KCS solutions that are created through the added information from reuse patterns. Based on the analysis of a collection of “just in time” solutions (usually thousands), a small number of solutions may be updated, merged, or created to improve the effectiveness of the users. Also, related solutions may be linked to each other in the knowledge base. These can be diagnostic or procedural solutions--a collection of diagnostic solutions can be linked together to create a complex diagnostic process. Based on web analytics, new solutions may be created to fill gaps in the knowledge base. The Knowledge Domain Experts analyze the collection of JIT solutions and create, edit, or link existing solutions. We call these solutions “B loop” or “high value content”. 

Implemented in everyday actions, these core ideas enable the knowledge base to deliver its full value to an organization. The next few sections provide specific techniques to help adopters understand the content structure and maintenance processes for optimizing the value of the collective experience through the knowledge base. 

Technique 1: Solution Structure

Our focus on Content Vitality begins with the content structure. A well-defined structure is a fundamental element of capturing knowledge value. With KCS, the support organization’s experience, or knowledge, is captured in the form of solutions. Solutions are transferable units of content that integrate the situation with information, analysis, and a resolution to form a standardized structure. KCS is a modular approach to knowledge. Ideally, solutions are a page or less in length. A given customer situation may use multiple solutions to reach resolution. Solutions often contain links to other more formal or elaborate information.   

Establishing a Good Format or Template

The right structure ensures that solutions in the knowledge base are findable and usable by the intended audience. Identifying the intended audience is important because the audience defines the context for the solution. Ideally, the target audience should be involved in creating and giving feedback on the solutions.

One of the key goals of KCS is to capture the context of the issue: the description of the needs and experiences of the customer in his or her own terms. To achieve both broad reuse and relevance, the reusable context for a given situation is contained within the solution and does not require an outside reference. (The complete context is also available via links to the cases that have reused the content.)

KCS recommends that solutions be presented in an easily skimmed way so that readers can quickly gauge relevance. These are the basic elements:

· Problem (or question)—the situation in the customer's words—what are they trying to do, or what is not working?

· Environment—what technology (hardware, software, network, including model and revision level) does the user have? Has anything been changed recently, such as upgrades, additions, deletions? The environment description should be as precise as possible, with standard ways to document product names and versions.

· Resolution—the steps required to resolve or answer the problem.

· Cause—the underlying cause of the problem. Customers in a recent survey highly valued the sharing of this information because it (a) helps them confirm that the resolution is relevant to their situation and (b) gives them confidence that the solution is proven and understood. The cause is also central to providing actionable product feedback to development and product management. Many times the cause is not known, and that is fine.

· Metadata— Organizational, history, and categorization data that shows whether content is in the right general domain, as well as state and usage information that helps would-be users understand how often a solution has been used (indicates confidence) and its stage in the development life cycle. .

An example of the solution structure: 

Problem 

· 404 Error when accessing a website

· Failed to connect to server

Environment

· Microsoft Internet Explorer version 6

· Microsoft Windows XP

· Microsoft Windows ME

· Microsoft Windows NT 4.0

· Microsoft Windows 2000

Resolution

1. Start Internet Explorer

2. Click on the “Tools” menu and then “Internet Options”

3. Click on “Connections”, “LAN Settings”, and then “Advanced”

4. Delete the “/” forward slash at the end of the address in the “Exceptions” box, then click “OK”

Cause  

A forward slash was added to the end of the web address that is specified as an exception in the proxy server.

History / Audit Trail

Author:  John Smith

Create Date:  14:15: 09-09-06

Modified Date:  14:15: 09-09-06

This format and these content elements can work for procedural examples as well, not just product issues (questions and problems). 

Typical case or incident records might also contain information that is customer-specific, such as entitlement and customer contact details. This information is necessary for the support process and is typically retained in the incident management system; it should not be included in the solution. The solution contains the reusable parts of the experience, not customer specific or proprietary information. 

Managers should note that structuring solution content requires explicit work to be performed that has not traditionally been part of the problem solving process. There is an initial learning curve and start-up investment as content is created and the processes are mastered. Coaching is crucial at this stage. However, once reuse becomes possible and Solve Loop practices become second nature, this extra work disappears. The time invested to get “over the hump” will be more than compensated for by the time saved in the improved problem solving process and increased reuse.

Metadata 

A simple, high-level categorization of content can really help findability, maintenance, reporting, and other processes. Generally, categorizing content with a high-level area or product group does not take any extra time during capture and does not cut important results out of searches. KCS recommends some specific metadata to enhance a solution structure and support reuse. Some examples are author, owner, date created, date last modified, number of times used, last modified, and life cycle state (discussed in the next technique). In addition, there are some specialty pieces of information that enable reuse by other engineers and customers, and even management metrics.

Organizations should feel free to add custom or optional fields to suit their industries or regulatory requirements. 
A word of caution—sometimes people go too far, over-structuring knowledge with metadata. They try to put knowledge into buckets, especially to facilitate reporting. Unfortunately, this approach sometimes camouflages the knowledge because of the labels or categories chosen. These manually classified labels have proven to have poor search-ability—they do not correspond to the way customers describe their problems. 

Predefined buckets also may limit a team's ability to detect patterns of use and linkages, an ability that becomes more important as a knowledge base grows. The good news is that tools have improved tremendously. Over the last 5 years, automated classification and search tools have made it much easier to organize content based on what that content is rather than forcing it into predefined buckets. 

When is a New Solution Necessary?

Content creation is an investment in time, which has both real and opportunity costs. When is a new solution justified? Solution creation should occur when a unique resolution is required to address a set of circumstances not yet documented in the knowledge base. We do not attempt to extend solutions to cover all possible situations that might occur. Instead, solutions should be modified or expanded based on real demand. Over time, the problems should be described in as many ways as customers will experience them. 

Support analysts should not be expected to assess the future value of a solution. If the problem or question is worth resolving, we should capture it. Our goal is to create a knowledge base that reflects the collective experience of the organization. The completeness of that experience then reflects, through patterns and trends, the customer experience. 

Generally, there should be one solution per problem. However, this is not an absolute rule, and the criteria should be developed based on experience in the environment. Solutions will evolve through use and sometimes merge or split as additional experience emerges. A single solution may include different ways to solve a problem. For example, the fix or resolution may include multiple options to work around the problem as well as a formal patch.

As we will see later, we augment this “in the workflow” solution creation with Evolve loop processes that can (for example) guide users through a number of solutions that address problems with similar symptoms.

Even though a newly created solution, or “work in progress,” may not have a resolution, it represents valuable knowledge. Work in progress solutions in the knowledge base enable others who search to discover that a problem is being worked. This process helps eliminate duplicate effort—two analysts unknowingly solving the same problem in parallel—awareness enables collaboration.

A certain level of redundancy and diversity in a knowledge practice is healthy. Redundancy becomes a problem only when it adversely affects the find-ability and usability of the content. Some examples of acceptable redundancy include:

· Solutions for the same issue but for different target audiences 

· Solutions that capture wholly different experiences but have the same resolution. If these solutions are being used and modified over time, they will merge. 

The content standard (described below) should document the criteria for unwanted redundancy.

Referencing and Attaching to Other Sources

No single content resource can hold all knowledge needed to solve all issues. A rule of thumb when creating a solution is to keep it to one page and insert hyperlinks to other solutions, specific sections of online documents (product manuals, diagnostic guides), or bug reports. The solution can act as a context-sensitive index to the other resources. This approach eliminates redundancy and the need to maintain information in several different places.

Use of links to reference documentation in solutions allows more experienced users to move quickly through the content and at the same time enables less experienced users to understand and implement a complex resolution. 

Best practice when we have multiple data sources is to provide a unified search engine. Preferences can be set in most search tools to prioritize data sources, so that the current knowledge base and preferred secondary resources are searched first. It can also be helpful to allow the support analyst the option of selecting the sources they wish to search. 

Migrating and Integrating Legacy Data

Deciding what to do with old knowledge content, multiple knowledge repositories, and disparate document management systems can become very challenging and time consuming. Our experience shows that 60%-95% of what is in the old knowledge base will never be referenced. The investment of time and money to clean, write scripts, and move old solutions is not worth it. Because the old content is most often not structured usefully or expressed in the context of the customers, a mass import of legacy content will significantly reduce find-ability. 

A better choice is to create a “demand based in the workflow” process. Let customer demand focus your attention. Pull only the content being used forward, implementing the structure of KCS. Following are some considerations that support a demand-based migration: 

· Make the old knowledge repositories read only

· Search the new knowledge base first

· If the solution is not found, search the old knowledge repositories

· Copy and restructure with additional context into the new knowledge base 
As a new product is going through alpha and beta processes, we can capture content in the context of solving real problems. Best practice is to use these experiences to load content in the support database. Reserve “how it works” information for manuals, but do not use it as the basis of the support database. Instead, focus the content in the knowledge base on how the product breaks or how to accomplish specific tasks.
Solutions can also be pre-populated in the new knowledge base during the KCS training and beta periods. We ask the students to bring their top 10 current issues to training and use these issues as examples during the training. We structure and enter the knowledge according to the KCS content standard. As these solutions are reused in the support process, they should be improved to include the customer context. During product beta cycles, we pay special attention to creating content in response to the demand of beta testers, whether or not their feedback results in a normal entry in the case management system.

Multimedia as Content

Throughout this document, we have talked mostly about solutions presented as text. However, for an audience that is less technical, how-to content, or a product that has a complex user interface, we have found it more effective to include a picture or screen shot of the product or instruction. Visual images can bridge language gaps and overcome translation issues. Voice and audio clips are also increasingly common, both for ease of comprehension and for compliance with increasing regulatory requirements for accessibility. As more customers pursue web-based support, these multimedia formats are increasingly critical and beneficial in speeding resolution.

The KCS methodology and processes remain the same, but the knowledge base and support delivery tools should be adjusted to include multimedia content. Multimedia content creation is, ideally, captured during the A Loop, and refined after the incident is closed. This area continues to evolve, so refer to www.serviceinnovation.org for potential additional guidance.

Technique 2: Solution Life Cycles

To manage the readiness of solutions, it helps to understand the life cycle solutions traverse as they mature. Knowledge is never complete; it continues to evolve until obsolete. Within this evolution, the solution life cycle is non-linear—solutions may move through the process in multiple ways.

The basic life cycle of a solution is:

· Work in Progress—incomplete; problem or question has been captured but the resolution is not known.  

· Draft—no confidence in this answer due to lack of customer feedback or any other use of this solution.

· Approved—the solution is considered complete and reusable. It has been created by a certified KCS expert or reviewed by a coach, and there is confidence in the resolution.

· Published—the solution is ready for customer or end-user consumption.

Depending on the situation, there are additional states a solution may go through:

· Review—someone has created a solution, but they are not confident in the technical accuracy, regulatory compliance, quality, structure or relationship to other solutions.

· Rework—a solution has been flagged as confusing or incomplete. 
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The review and rework states are considered optional. For example, not everything needs to go through the review state; a solution should only go through review when there is a lack of confidence in the technical or content accuracy.
The life cycle state is part of the solution metadata, along with other solution attributes. As a solution evolves and is used, reviewed, and enhanced, its state is updated. The state of the solution affects the trust users place in its accuracy, so this field is extremely important and frequently referenced.

A solution can move through the published and rework state several times throughout its life cycle. The process will vary depending on the maturity of the solution, the usage of the solution, and the experience level of the user. Due to this perpetual change, we may want to keep a copy of a solution as it existed when we delivered it to a specific customer. If we are supporting a mission-critical product or process, there are often regulatory compliance requirements that mandate capturing the situation exactly, noting the solution recommended, and explaining why. The exact solution can be preserved by copying a snapshot into the incident or by having version control for solutions in the knowledge base.

Demand-Driven Visibility and Migration

As people find and use solutions, they should improve them. As “flag it or fix it” becomes part of the culture, people are taking responsibility for the content that they interact with. This dynamic ensures the content being used is constantly being reviewed and improved. As the solutions improve and are tested through use, they become visible to a broader audience. It makes sense that this more proven knowledge should become more available across the organization, and eventually be published outside to customers and partners. Early on in the KCS adoption process, many organizations practice the concept of migrating content to the customer through a formal review process that ensures consistent quality. In a mature KCS environment, a high percentage of content publishing will happen in minutes or just in time. (See case studies on the website for examples of just in time publishing in action.) 

The life cycle state of the solution, in combination with the license of the person who is searching, determines its visibility. Most organizations have a small set of solutions that should never be shared outside the company. These solutions include things like bugs in security or solutions that require deep or proprietary technical understanding. These solutions are tagged with an attribute of  “internal use only” that overrides the visibility implied by the solution state. 

To maintain consistent application of visibility, and thus better security for the knowledge, many organizations use a Visibility Matrix. This reference document maps the audiences (internal, partners, customers) against the solution attributes that affect visibility (state, knowledge domain, special considerations) and thereby defines access rights. 

In the beginning of a KCS adoption, solution reuse counts, or demand, can help us identify the solutions that should be migrated closer to the customer by publishing them on the web. At one large networking company, for example, after three internal reuses, a solution is automatically published to the web for customer use. In another company, three reuses will trigger a compliance review before being published. Reuse counts have the added benefit of assuring a certain amount of review through reuse, increasing the organization’s confidence in the solutions’ technical accuracy.

As the KCS practices mature in the organization, a “just in time” publishing model can be adopted, so that a high percentage of the support agents are licensed to publish directly without review. This model is most appropriate when the workflow and content standard (discussed next) are well understood and have become second nature for the support analysts.

Technique 3: Developing a Content Standard

We have looked at the merit of structuring content rather than capturing it in informal notes, but how much structure is enough? How do we communicate across a support team so that everyone captures the appropriate information in a predictable format? This is the purpose of the content standard. This formal document describes decisions the organization has made about solution structure and content.   

Through years of KCS deployments, the collective Consortium experience indicates that about 70-80% of the material inside content standards is the same across large or diverse organizations, while 20-30% of the content standard is tailored to a specific team or technology.  

A content standard sets expectations for analysts by defining specific components that enable consistency and manageability. A good content standard defines the content structure and purpose of each required field, the quality criteria for a good solution, and the visibility of the knowledge. 

Here are the specific elements to look for in a good content standard:

· Quick Reference Guide—documents solution quality criteria in a one page sheet that can be kept on an analyst’s desk

· Solution Structure Definitions—list of basic elements with definitions including problem, resolution, cause, and metadata
· Good and Bad Solution Examples—measured against the above criteria
· Metadata Definitions—what metadata should be set and how they should be used

· Should include life cycle state

· Visibility Matrix—who gets to see what when
· Templates—list of templates available and directions for completing them

· Style Guide—design direction that emphasizes usability over format

· Supporting Material—format for references and links
· Vocabulary—acceptable terms for the potential audiences’ levels of expertise, voice 
· Multi-language Considerations—do solutions need to be captured or translated for multiple audiences? What languages? What are the guidelines for Global English that may simplify machine or manual translations?

· Multimedia Considerations—are there special publishing requirements? 
The content standard is most helpful when defined by a cross-functional team that will be creating solutions with it. The team should include real examples, keep the content and writing as simple as possible, and deliver a one page or index card size “cheat sheet,” the Quick Reference Guide, for desk-side reference. 

Different groups may use different content standards, but they must be careful to keep global considerations in mind.

Technique 4: Managing Content Quality

As the organization gets started with KCS adoption, the coach plays a major role in the quality of the knowledge base content by reviewing the support analysts’ workflow and solutions. The coach’s goal is to support the analysts in learning to use KCS processes, adhering to the content standard, and using the most effective problem solving process. The coach has succeeded when the analysts are efficiently and independently creating high quality solutions. A KCS competency program tracked through a Solution Quality Index is an effective way to track analysts’ skills and abilities to create quality solutions.

The competency program ensures that people understand the KCS processes and the content standard. This program contributes to the level of quality and consistency in the knowledge base. As a higher percentage of the team demonstrates that they can consistently create findable and usable solutions in the workflow, the need for a coach diminishes.

Scoring and the Solution Quality Index

Especially for large and distributed support teams, organizations must have consistent quality metrics for review and rating of solution quality and staff performance. These metrics can be customized and evolve over time, but should be consistent with the content standard for a “good solution, ” quantifiable to facilitate reporting, and shared with both the individual and management. To begin with, we suggest six basic checks:

· Technical accuracy and relevance, (this check would be performed during reuse)

· Complete problem/environment/cause/resolution description and types

· Content clarity—statements are complete thoughts not sentences

· Title assigned reflects solution content for easy recognition

· Valid hyperlinks, persistently available to the intended audience

· Metadata set appropriately

As an organization grows more comfortable with evaluating solutions, it captures and scores metrics in a Solution Quality Index (SQI) spreadsheet. The SQI is a score for people or groups based on reviews of the knowledge they have contributed for a specified period. It can be used as an indicator of the quality of the knowledge. Tangible, quantified information like this improves the quality of feedback to enhance skills development and drive improved solutions. 

This matrix can be customized to suit an organization’ requirements. A consumer product may need more emphasis on usability and formatting compared to a highly technical audience. 

Start simple. Here is an example of an SQI focused on the big six items. 

	
	
	
	Sample—Solution Quality Check List
	
	
	

	# Solutions having this type of problem
	 
	 
	7
	9
	9
	10
	10
	6
	 
	 
	 

	 
	Sol. Q Index
	 
	Solution
	Content
	Total problems found
	Total solutions reviewed
	Total possible points

	Solution creator
	
	Sol. Reviewed
	Technically Inaccurate or Irrelevant
	Incomplete Description or Type
	Poor Clarity, Compound Thoughts
	Title does not Reflect Solution
	Invalid Links
	Metadata not set Appropriately
	
	
	

	Al
	97.2%
	41
	5
	1
	0
	2
	0
	0
	8
	41
	574

	Beth
	94.1%
	41
	0
	1
	7
	2
	5
	2
	17
	41
	574

	Chuck
	85.7%
	7
	0
	3
	0
	2
	2
	0
	7
	7
	98

	Grace
	99.2%
	37
	1
	1
	0
	0
	0
	0
	2
	37
	518

	Igor
	83.8%
	15
	1
	3
	2
	4
	3
	4
	17
	15
	210

	Group Quality Index
	 
	 
	 
	 
	 
	 
	 

	 
	94.8%
	141
	 
	 
	 
	 
	 
	 
	51
	141
	1974




Over time, as our KCS adoption matures, we might add some additional or more granular metrics. 

	
	
	
	Sample—Detailed Solution Quality Check List
	
	
	

	# Solutions having this type of problem
	 
	 
	13
	32
	21
	13
	13
	8
	25
	12
	0
	1
	5
	3
	9
	21
	 
	 
	 

	 
	Sol. Q Index
	 
	Solution
	Content
	Attributes
	Total Problems found
	Total solutions reviewed
	Total possible Points

	Solution creator
	
	Sol. Reviewed
	Too thin
	Duplicate
	Incomplete
	Compound
	Mixed Environ. With problem
	Environ. Not to standard
	Resolution not complete or usable
	Wordy
	Too specific
	Cust. Can’t see Ref.
	Hyperlink incorrect
	Audience Incorrect
	Status incorrect
	Type incorrect
	
	
	

	Al
	93.7%
	41
	5
	1
	0
	2
	0
	0
	3
	1
	0
	0
	0
	0
	1
	5
	18
	41
	574

	Beth
	88.2%
	41
	0
	1
	7
	2
	5
	2
	7
	4
	0
	0
	0
	0
	3
	3
	34
	41
	574

	Chuck
	77.6%
	7
	0
	3
	0
	2
	2
	0
	1
	0
	0
	0
	0
	0
	1
	2
	11
	7
	98

	Dave
	98.5%
	37
	1
	1
	0
	0
	0
	0
	0
	0
	0
	0
	0
	0
	1
	1
	4
	37
	518

	Ed
	75.2%
	15
	1
	3
	2
	4
	3
	4
	1
	2
	0
	1
	2
	2
	0
	1
	26
	15
	210

	Fran
	100.0%
	13
	0
	0
	0
	0
	0
	0
	0
	0
	0
	0
	0
	0
	0
	0
	0
	13
	182

	Grace
	94.1%
	41
	4
	4
	0
	2
	1
	1
	1
	0
	0
	0
	1
	0
	3
	0
	17
	41
	574

	Hector
	99.2%
	56
	0
	1
	0
	0
	0
	0
	0
	1
	0
	0
	0
	0
	0
	1
	3
	56
	784

	Irene
	89.8%
	7
	0
	1
	0
	1
	1
	0
	0
	0
	0
	0
	0
	1
	0
	1
	5
	7
	98

	Joe
	95.6%
	49
	1
	2
	3
	0
	0
	0
	0
	2
	0
	0
	1
	0
	0
	6
	15
	49
	686

	Kim
	87.5%
	49
	1
	15
	9
	0
	1
	1
	12
	2
	0
	0
	1
	0
	0
	1
	43
	49
	686

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Group Quality Index
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	92.9%
	356
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	
	
	
	
	176
	356
	4984


Some key ideas to note in this example (for more details, see performance assessment section):

· Compare the number of solutions reviewed for each creator. A legitimate sample size is important. Chuck and Ed have too few solutions to be fairly weighed. 

· Fran has 13 solutions but no problems. Can the reporting be accurate?

· In the first row, the summary, organizational performance is visible. Apparently, many solutions are duplicates, incomplete, or unusable. This result could mean more group training on searching and documenting content is required.
· One contributor, Kim, is a prolific contributor, but also leads in the top three categories of problems. Special coaching is merited. 

Evolve the quality index items being scored based on experience. As an organization matures in its use and confidence in KCS, it becomes easier to pay attention to more granular or refined content considerations like versioning, global distribution, use of multimedia, measuring team based contributions rather than individual, rapid processing of feedback, or normalizing the knowledge. 

Some organizations add weights to the different review elements to reflect the relative importance of each item. See the Progress Software case study on the Consortium website for an example.

Knowledge Sampling

To maintain solution quality, a group of qualified reviewers, usually a mix of coaches and Knowledge Domain Experts, participate in a regular knowledge sampling of randomly selected solutions from the knowledge base. While the solutions are selected randomly, we recommend having a sample from each individual. 

Here is a typical process:

· Develop a checklist and scoring system

· Evaluate a sampling of solutions 

· Calculate a Solution Quality Index and develop summary reports

· Coaches provide feedback to the analysts and management

During rollout and training, the frequency of this monitoring should be weekly. It will take more time due to the high number of KCS Is. Once the organization has matured, the frequency is typically monthly and should not consume more than a few hours of time per month per reviewer. Note that what the organization focuses on for solution quality will change over time. The elements for assessment at the beginning of a KCS adoption will be more basic than those things the organization will focus on two years into the knowledge journey.

Reviewing Solutions through Use

The concept of demand-driven review is fundamental to the KCS processes. The idea that people feel a sense of responsibility for what they find in the knowledge base is critical because the cost of the alternative (that someone else owns it) is prohibitive. This sense of collective responsibility is reinforced through coaching, the competency program, communications from the leaders, the performance assessment program, and the reward and recognition program. The new hero in the organization is the one who creates value through contribution to the knowledge base, not the one who knows the most and has the longest line outside their cube. 

Internal Feedback

Judicious sharing of the SQI results can help contributors understand where to self-correct and help coaches know what to look for and concentrate on. Monthly assessments and their evolution can help managers gauge progress overall. See the performance assessment module for more information.

Customer and End User Feedback

The most powerful and valuable feedback about solutions comes from the customers or end-users. Every time they acknowledge getting value from a solution, that feedback should be visible to all the support analysts who contributed to the solution, from the creator to any modifiers. If a customer or end-user flags a solution as incomplete or confusing, that solution must be queued for rework.

In order to promote trust and transparency and to increase the credibility of the solutions, some organizations are making the feedback visible to the end-user. A ranking system can be put in place similar to sites that contain book or travel reviews to increase confidence and improve applicability. This information can feed into the triangulation model and radar charts—see the performance assessment practice for details. 

Lessons Learned: How Good is “Good Enough?”

The previous techniques have been proven through many deployments, and the Consortium has been able to validate these concepts with research. One of the major lingering concerns of implementers is determining when content is ready for publishing (customer use). With every team interested in customer satisfaction, how much time should be spent on completeness, testing, and editing? 

The Time Value of a Solution

A tenet of KCS is that knowledge base content is different and should be managed differently from other types of technical content, like documentation, white papers, or manuals. Knowledge is dynamic and needs to be created, managed, and delivered for “just in time” accuracy and freshness. One justification for this is that the value of knowledge begins to diminish 30 days after problem discovery. Unfortunately, many non KCS organizations take 60-90 days to document and release new solutions; an expensive proposition that creates content that misses a major portion of the window of opportunity.
To understand these issues better, the Consortium conducted a survey of its members’ customers. The survey participants were approximately 67% large enterprises (highly complex business production environments over 300 users) and 27% small to medium businesses (business production environments less than 300 users) from the Americas, Europe, Middle East, and Africa. The remaining 6% were consumers.

This survey assessed customer needs and quality criteria with respect to web-delivered solutions providing technical knowledge. This solution content could be in the form of known problems, technical updates, or other knowledge base articles.

Almost all of the respondents were already comfortable using web self-help, so they may be considered advanced users. Based on experience, however, we believe the results can be extrapolated to reflect knowledge base content as a whole.

Getting the Basics Right

To begin with, we examined the basic content requirement—the material that must be included in the solution. Respondents chose the following, mostly in the category of “accuracy,” as “very important.” Responses are listed in priority order with the response rate following the attribute:

· Technically accurate and relevant

· Problem and solution description

· Cause of problem

· Complete information

· Quickly found

· Clarity of content

· Valid hyperlinks

· Configuration information

· Vendor’s sense of confidence in the answer

Considered “somewhat important,” mostly in the category of “editing and format,” were:

· Compound vs. single thoughts

· Complete sentences vs. short statements

· Date created

· Correct spelling

· Grammar

· Last modified

· No duplication of information

· Frequency of usage

· Punctuation

Of “least importance”, perhaps not surprising in a technical audience, were the attributes:

· Legal disclosures

· Correct trademarks

· Date last used

Impact on Company Image

Most respondents considered editorial format somewhat important. Since the process involved in achieving editorial perfection can be time-consuming and delay access to information, we decided to assess the impact on corporate image of publishing solution information at various levels of editorial quality. The results were revealing. The majority of respondents:

· Disagreed with or were neutral to the statement: “I have a lesser image of a company that withholds support information access in order to technically validate it.”

· Agreed with the statement: “ I have a lesser image of a company that withholds support information access in order to achieve editorial perfection.”

· Agreed with the statement: “To gain knowledge faster, I would like an option to select to see support information that has not been fully validated.”

· Agreed with the statement: “To gain knowledge faster, I would be willing to take responsibility for using any of the incomplete information should there be mistakes.” Note: To mitigate risk from sharing this knowledge, many support organizations require customers to accept a disclosure button before seeing the solution.

· Would have a higher or at least the same opinion when asked: “If the support information were marked as being in draft format, what opinion would you have of a company that shared everything they know, even if it had editorial mistakes?”

Time Value Tradeoff: KCS Recommendations

From this survey feedback coupled with other experience implementing KCS, the Consortium feels confident recommending that organizations invest in content speed and accuracy over presentation and format. We should strive for timely and accurate knowledge, ensure we are investing appropriately in training, have a good balance of competencies, develop a licensing model (see the roles section in Performance Assessment), and follow the recommendations for maintaining “just in time” solution quality through a sampling process and the creation of the Solution Quality Index.

When it comes to information completeness and degree of validation, organizations must individually assess the risk-benefit tradeoff of sharing information early. The Consortium’s findings should not be used as a substitute for asking customers about their needs in this area. In our experience, the “just in time” information model has become increasingly accepted as the business community has embraced open source, monthly and quarterly software releases, and extended and open beta testing programs. Appropriate disclaimers, click-to-acknowledge interfaces, and a clear indication of solution status (confidence) are all ways to make the solution visible earlier and let the customer determine their own risk profile for the situation. 

Technique 5: Creating “B Loop” Solutions 

Two Types of Solutions

Earlier we discussed the complementary processes of the “A Loop” and “B Loop.” Each loop generates important knowledge by considering solutions at different levels. To recap, A Loop solutions are created and improved by knowledge developers (KCS I, II, or III) during the normal solve loop workflow. At the time A Loop content is created, it is difficult to judge how important or valuable it may be, but if a problem is worth answering or solving, it is worth documenting in the knowledge base for others to reuse and to contribute to the integrity of the patterns or clusters that emerge in the B loop analysis. 

Ideally, A Loop solutions are developed “just in time”, based on customer demand. A Loop solutions should follow the content standard so that solutions have common structure and are easily and rapidly identified and understood. 

In contrast, Evolve or B Loop solutions are KCS solutions with high value content. They are usually created by Knowledge Domain Experts based on patterns and trends in the A Loop content. B Loop content is considered to be of higher value because it is derived from the patterns of use, the clustering of solutions around a common theme or issue, and critical processes and procedures. B Loop content generally represents a very small percentage of the total solutions in the knowledge base. 

The usage and pattern analysis performed in the B Loop also identifies product quality and serviceability improvements. By analyzing the root causes and aggregating symptom and usage frequency data, the Knowledge Domain Expert can assemble compelling data (especially business justifications) to drive product or documentation changes based on the customer experience.

Some examples of “B Loop” content include:

· Procedural solutions or step level processes (how to do a specific thing)

· Resolution paths—a collection of linked procedural solutions that defines a complex process (procedural or diagnostic)—created by Knowledge Domain Experts to address generic or high level symptoms, especially ones that are addressed in an unwieldy number of A-loop (Solve Loop) solutions

· High impact issues (cause outages or pertain to new or strategic products)

· Solutions created to fill gaps in the web-accessible knowledge base—that is, based on web demand rather than support center demand

Solution Patterns and Clusters

A primary goal of the B Loop processes is to learn from the collection of activity and content created in the A Loop. This promotes continuous improvement of the KCS system on many levels. In order to make sense of the thousands of solutions that are typically created in the A loop, it is helpful to consider the content in subsets or collections of related solutions. These subsets of the knowledge base are known as knowledge domains. 

Knowledge domains are virtual collections of solutions about a product family or a technology or group of technologies. Knowledge domains are seldom about one product. They are not precise or absolute in their boundaries; knowledge domains often overlap. A knowledge domain is the collection of content that makes sense to review for pattern and clustering analysis. Therefore, the purpose or intent of the analysis defines the collection of solutions that is relevant.

For example, if we perform root cause analysis to identify product improvements, the collection of solutions that relate to the product family or technology is the knowledge domain. If we want to provide an account team with a profile of a customer’s experience over the past year, the collection of solutions for a specific customer’s cases is the relevant knowledge domain.

We see some predictable phenomena in looking at knowledge domains for product families or technologies:

· The frequency distribution for the reuse of solutions is always a power curve—the 80-20 rule applies to solution reuse. In many organizations, up to 80% of solutions will rarely or never be reused. Of the remaining 20%, some will be reused much more often than others.

· Within a knowledge domain, customers most frequently experience failures in a limited number of ways, perhaps five to seven high-level generic symptom categories (for example; can’t connect to the internet; PC won’t boot, cannot access hard drive)

· Generic or common symptoms have diverse causes—each of the five to seven common failure types has multiple possible causes and therefore different resolutions

· Some common causes will show up in diverse and seemingly unrelated ways—a single cause and resolution will be experienced by customers through very different symptoms

Methods for Prioritizing Root Cause Analysis

The challenge for the Knowledge Domain Expert is to look for clusters of solution that have the same or similar causes or resolutions. Commercially available data mining tools are very effective because we can point them at structured statements in the solutions (a little bit of structure to content provides a lot of value). Another way to identify high value content and the issues to focus on is to have an algorithm that measures the value of the solutions to the organization. A calculated value is based on attributes of both the solutions and the related cases. Things like frequency of use, severity, type of problem, impact of the problem, type of customer, and importance of the product can all be considered. The algorithms can become quite complex. 

Root cause and value analysis are complex and evolving areas where many Consortium members look to experts for assistance. There are great commonalities in content trends when we look across support organizations. This is an area of considerable industry activity. Some technology vendors are delivering rich analytics with their KM tools. Consultants such as OutSights, Inc. have helped to define these processes (see paper on Normalization at www.outsights.com) and David Kay and Francoise Tourniaire’s book, Collective Wisdom: Transforming Support with Knowledge, provide some direction on this topic  (see the Reference section). 

The Search for Common Symptoms 

When we examine solution reuse, we often find that a single symptom (or a small set of common symptoms) can emerge from multiple, diverse causes, each of which requires different resolutions. For example, “cannot connect to network:” could mean anything from a hardware or software failure to user error. The symptom experienced by the customer is insufficient to identify the correct resolution. Additional information is required, possibly necessitating diagnostic steps to identify the distinguishing characteristics of the failure in order to provide the correct resolution. 

A diagnostic step can be captured as a solution, and a collection of steps or solutions linked together creates a “resolution path.” OutSights, Inc., has refined the concept of the “resolution path” in their work with a number of Consortium members. (See References for more information.)

This approach is very powerful, because the resolution paths are made up of solutions (diagnostic steps or procedures) that can be reused as appropriate in multiple resolution paths. And, unlike diagnostic trees, where the support analyst has to start at the beginning and work through each step independent of what they know about the situation, the solution structure allows the analyst to enter the diagnostic process based on what they know about the problem.

A frequency distribution showing reuse of solutions is one way to identify common symptoms. The analysis of the heavily reused solutions coupled with the Knowledge Domain Expert’s knowledge about the domain brings to light the common or generic failure symptoms. The Knowledge Domain Experts then create the B loop solutions that support the analysts in determining the distinguishing characteristics that will point them to the correct resolution. While it is the responsibility of the Knowledge Domain Experts to do the analysis and create the B Loop solutions, it should not be done in isolation. The Knowledge Domain Experts should validate their observations and resolution paths with a cross-section of the support analysts who work in the domain. 
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First, the Knowledge Domain Expert identifies a cluster of A Loop solutions that relate to a generic symptom. This identification must be done from the customer perspective; how they experience the issue is what counts. For most domains, there are a limited number (5-7) of generic symptoms. The Knowledge Domain Expert then looks to understand the process by which the distinguishing characteristics of the situation can be identified, en route to the right solution. The B Loop content will eventually describe the diagnostic process in the form of a procedural solution or a collection of procedural solutions that are linked together. 

Each step in this diagnostic process is itself a KCS solution. The resolution path (the collection of linked procedural solutions) stitches these pieces of knowledge together. Computer programmers might think of this process as a series of “if…, then…” steps and the procedural solutions as reusable subroutines. 

From a solution structure view, the problem and environment information includes the distinguishing characteristics needed to take the next step. Resolution information describes how to do the procedure. Each possible outcome or result of the procedure will point the user to the next step in the process. Eventually this sequence leads to a solution that contains the resolution or workaround.  
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The Search for Common Causes

Different users may experience a single problem in very different ways. Despite a common cause, users see diverse symptoms. This situation would be likely in a software environment, where different hardware and software combinations might cause the same application glitch to behave in different ways—poor performance in one use, system crash in another. Situational variables might disguise the common cause.
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When a cluster is identified, the sum of the reuse counts and the value to the business for the collection of solutions should be considered in prioritizing the issue. The Knowledge Domain Expert should also decide if the solutions should be merged or linked. The key criteria to consider here is findability for the audience that the solution serves. While merging the solutions has many advantages for the ongoing evolution of the solution and aligns with the “one solution, one fix” concept, situations can exist where it makes sense to have multiple solutions for the same issues. 

If the symptoms and environment were dramatically different, merging the solutions would decrease findability for each respective environment. In this case, the solutions should remain for each unique environment, but should be updated to be procedural. They should include ways to validate the situation, and the resolution field for each should point to a solution that contains the resolution. As the resolution is used and improved, it is updated in one place. 
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Plugging Content Gaps Identified From the Web
“B Loop” content fills content gaps that can occur as we deliver solutions to customer via web self-help. Customers’ use of the web introduces some interesting dynamics:

· Customers will use a good web site to solve problems they would not have called the support center about (demand for support is far greater than the number incidents that come into the support center)

· When customers use the web there are issues they will not solve, but they will not submit an incident

· Unsolved customer issues represent gaps in the knowledge base (a solution does not exist) or findability issues (solution exists but the customer could not find it)  

Part of the Knowledge Domain Expert’s responsibility is to identify content gaps on the web through web analytics that captures search strings. If possible, they should create solutions that resolve customer issues that were pursued on the web and not resolved. They could also refine existing solutions based on how the customer was searching for the answer—this improves the findability. 

The B Loop content processes are critical for continuous learning, innovation and improvement. They leverage the A Loop content, create incremental value for support, and help to integrate the support organization into the overall product development lifecycle.

Practice 7: Performance Assessment

Introduction

We have talked about the need to shift the culture and values of the organization to align with the desired behaviors of collaboration and shared ownership. Culture and values are reflected in what the organization measures.  

There are often disconnects between the stated values of an organization and their metrics. For example, most support organizations talk about valuing teamwork, yet, if we look at how people’s contributions are measured, the teamwork factor is overshadowed by individual metrics. There is usually a hero mentality in the organization that rewards people for what they know and the fires they fight (whether or not those fires should have been avoided proactively with knowledge and product improvements). These same organizations will also practice “stack ranking” of employees (an exercise of ranking employees against one another), which is a linear mindset that promotes competition, not collaboration. 

Our traditional management practices for performance assessment are at odds with the KCS practices. They have taught us what does not work. Our management practices have evolved over the years from a manufacturing model. In manufacturing, we create tangible products like toasters or TVs or cars. When the output is tangible, we can count it discretely. The activity of individuals on the production line is directly linked to the outcome. “How many levers I put on the toasters” is directly related to how many toasters came off the line. In support, however, we create knowledge, relationships and customer loyalty. These are intangible outcomes, and they cannot be counted discretely. Activity in an environment of intangible outcomes is only loosely related to value.

A key lesson learned from our collective experience with performance measures is that if we put goals on an activity (such as solution creation), it will result in a corrupt knowledge base. 

We know a lot about what does not work … so what do we measure? 

This section will provide an understanding of performance assessment techniques:

· KCS roles and the licensing model

· How to assess who is creating value through triangulation 

· A scenario to show the value of some of the key measures, with example reports 

· A comprehensive list of measures, their definitions, and their uses 

KCS introduces new roles and responsibilities for the support organization that emphasize collaboration, sharing, using, and improving collective knowledge rather than individual knowledge. Rather than rewarding people for what they know, these roles help to emphasize learning and collaboration as well as contribution to organizational knowledge. Retooling the way individual and team performances are assessed reinforces these new roles.

The concept of assessing value through a process of triangulation is based on the work of Kaplan and Norton and their book The Balanced Scorecard. From this multi-perspective view, we have identified the key measures and reports and provide a scenario to show how the measures are used. 
Another characteristic of KCS is a strong emphasis on providing leadership versus traditional day-to-day management. Leadership means taking responsibility for organizational alignment and motivating the team through its performance drivers (more on this in the Leadership section). Leaders play a pivotal role:

· Define and set goals for the desired outcomes

· Ensure the tools and infrastructure are integrated and align with the workflow

· Provide analysts with visibility to performance feedback and indicators so that they can take responsibility for managing their performance 

For this scenario to work, performance measurements must be clearly linked to the strategic objectives of the company. The team should understand these objectives. The leaders can then encourage participation in the KCS processes and reward both the individuals’ and the team’s accomplishments in the creation of value in the knowledge base. 

Technique 1: KCS Roles and the Licensing Model

A Licensing Metaphor 

We have been describing two major efforts: learning to capture and structure in the workflow and practicing the Structured Problem Solving process (as described in the Workflow section). For most analysts, they represent significant changes in behavior and activities. If we use a driving metaphor, adopting KCS is like learning to drive a car. When we first started, we got a learner’s permit, and we had to have a licensed driver along as a coach. Initially, we had a great deal to think about and driving took all of our attention. We had to watch the road, other cars, our speed, and the rear view mirror. Most of us learned rapidly how to deal with all these dynamics and went on to pass a test to get our licenses. 

Earning a driver’s license gave us new rights and privileges and enabled us to drive on our own. For most of us, this represented a significant increase in our independence with a corresponding increase in our parents’ anxiety. Our parents worried about the risk and whether we would make the right decisions. Along with this increase in our autonomy came an increase in our responsibility and the need for auto insurance. Eventually, with enough experience, driving became second nature to us, to the point where we now (unwisely) attempt to do other things while we are driving, like talking on our mobile phones and doing email on our Blackberries.

Adopting KCS is like learning to drive. People learn how to do the KCS processes as they are doing their work. Like learning to drive, we can be told the concepts in a classroom setting, but only with practice can we internalize the behaviors and competency so they become second nature.

The KCS knowledge and competency model defines system rights and privileges: KCS I, II, or III. As with driving, some people will choose to progress farther, study more, and gain more advanced skills, as is the case with the KCS Coach or Knowledge Domain Expert. Performance assessment must include guidance on how, when, and whether to advance.

Note that the levels of KCS competency are not linked or related to the levels or tiers of support. Each level of support (tier 1, tier 2, tier 3) should have a mix of support agents with a range of KCS competencies. 
KCS Team

Perhaps the most difficult hurdle in adopting the KCS methodology requires changing the culture of the organization to a truly collaborative, knowledge-sharing environment. KCS identifies some critical roles to support the organization in this transition. The roles help redefine the way knowledge is created, valued, and shared. 

The critical roles for KCS are:

· Leaders—managers must become leaders. They must define the vision of what success looks like at their level of the organization, and then support the knowledge developers in deciding how the work should be done (workflow) and defining the standards for findable and usable solutions (content standard).

· Knowledge Developers—support analysts are the knowledge developers. 
· KCS I (Provisional Contributor)—basic user of the knowledge base, familiar with capturing and searching techniques and the basic concepts of KCS.

· KCS II (Knowledge Contributor)—creates, modifies, and reviews solutions for publishing to a defined audience. Usually internal users only.

· KCS III (Knowledge Publisher)—empowered to publish to an external audience. 

· KCS Coaches—change agent and KCS practice expert who supports the development of the KCS competencies and the proficiency development of KCS staff from level I to levels II and III. Generally, an analyst working part time as a coach—a “player coach.”

· Knowledge Domain Experts—responsible for identifying B-loop content based on solutions created in the Solve Loop workflow, looks after the health of the knowledge base, usually focused on a collection or domain of content, has both technical expertise in the domain and profound understanding of KCS processes.

KCS Council

Over time, there will be a need to tune the KCS processes based on organizational experience. This review and enhancement works best through a KCS Council that meets on a bi-weekly basis to discuss issues and improvements. The KCS Council is a cross functional group with global representation. The council includes the KCS Coaches, the Knowledge Domain Experts, and representatives from management. The KCS Council provides the forum for continuous improvement to the content standard, the workflow, tool functionality and integration, and the feedback and reporting systems. This critical continuous improvement sustains and optimizes KCS benefits. 

Distribution of Roles in the Organization

There are two dimensions to consider when thinking about the number and type of roles for an organization:

· The nature of the work being performed, including things like complexity, volume, and rate of redundancy in incoming incidents.

· The maturity of the existing KCS processes in the organization. 

In a start-up environment, the majority of analysts have provisional or contributor licenses, there is a coach to analyst ratio of 1:5 to 1:8, and there probably is not enough content to warrant a Knowledge Domain Expert. 

In a mature environment, the coach to analyst ratio usually evolves to something like 1:50, and knowledge domains evolve to the point where a Knowledge Domain Expert has sufficient content volume to look at patterns and trends. 
Analysts at KCS levels I, II, and III reside in each level of the support center (tier 1, tier 2, and tier 3). It is important to distinguish between KCS competency and technical depth—there is not a 1:1 correlation. For example, each support tier should have members at the KCS II and III level of competency that can create and validate solutions for the problems solved at their level. As the KCS processes mature in the organization, all but new analysts in training should be at least at a KCS II level. Ideally, the majority of the analyst population is at KCS level III. 
Evolution of the KCS Roles

The licensing model is one important part of the quality assurance model for KCS. The organization must monitor the quality of the work being done and be willing to revoke the KCS license if the quality of work slips below an acceptable level (see the Solution Quality Index section in Performance Assessment for more on this).

Figure 16 shows the typical evolution path from role to role. Not everyone is appropriate for or interested in taking the step to the next role. Anyone an organization would trust to come up with a new answer for a customer should, in time, become a KCS II. The only people who should stay a KCS I forever are call takers, dispatchers, or people you want to use knowledge, but not ever think up a new answer on their own. Use the descriptions and characteristics detailed in the next section to help identify the right people to move down the KCS path. 


KCS Roles for the Team: Detailed Responsibilities and Qualifications

The following section provides specific guidance on the type of knowledge, the skills, and, in some cases, the personality traits that are necessary for success with KCS. The Consortium and its partners offer training specifically geared to acquiring the skills for these different roles.

KCS I—Provisional Contributor 
The support agent understands the basics of KCS and knows how to interact with the knowledge base in a way that captures their experience and capitalizes on the collective experience of the organization. A KCS I must be able to recognize relevant information in the knowledge base and exercise judgment in their interaction with it. They should not use or deliver a solution that they do not understand. Since solutions in the knowledge base are created with a specific audience in mind, dictating vocabulary and level of technical content, a KCS I adapts knowledge to suit the profile of the target audience.

Upon completion of training (often web-based training or an element of new hire training), the KCS I should:

· Understand the Structured Problem Solving process (outlined in the section on Workflow)

· Accurately and consistently capture the customer’s context in the workflow

· Search for and find existing solutions

· Review and either link or flag solutions in the case workflow

· Modify their own solutions

· Frame new solutions (work-in-progress or draft) that will be reviewed or finished by a KCS II or KCS Coach

KCS II—Knowledge Contributor

The KCS II reviews (as they reuse) or finishes solutions that are framed by themselves or others, making sure the solutions adhere to the content standard. The KCS II has the capability and authority to create, modify, or validate solutions in their product area without review by a coach. They may also author and approve solutions for broad audience visibility. 

While the KCS I creates solutions that are “work-in-progress” or in a “draft” state and therefore have limited visibility in the system, the KCS II can create content that is in a “ready” or “approved” state, with broad visibility in the system. In most situations, the difference is not the visibility—internal people can see both draft and approved content—but the confidence those users should have in the content. If a solution adheres to the content standard and the support analyst is technically confident in the solution, a KCS II can put solutions that are in a “work-in-progress” or “draft” state into an “approved” state. 

The KCS II competencies are incremental to those of KCS I and involve a detailed understanding of the importance of the context of the audience, the content standard, the solution quality index, and the KCS processes. They should be able to work independently by creating well-structured solutions and be adept at enhancing others’ solutions to make them visible to a wider audience. 

KCS III—Knowledge Publisher

The KCS III is authorized to publish content to an external audience, typically on the web. In KCS environments, “publish” means making the solution visible to partners or customers. Compared to a KCS II, the KCS III takes a more global, outward view of the audience and the content. The KCS III knows the technical implications of the knowledge being published, has an understanding of what material is priority information, and has an understanding of copyrights and trademarks. The KCS III is also responsible for understanding the external audience and publishing requirements outlined in the content standard.

In determining readiness to move to the KCS III level, consider that the KCS III should receive consistently high scores on the solution quality index and have consistently positive feedback on and high reuse of solution content. They should reliably focus on the success of the team and the customer over individual success.

As KCS matures in the organization, a high percentage of the support analysts should be at KCS III. This percentage allows the “just in time” publishing of content that drives a high level of customer success with web-based self-help. 

KCS Coach

Coaches are critical change agents in the KCS adoption process, invaluable in helping people develop their KCS competencies. In the KCS environment, the Coach is successful when people are moving from KCS I to KCS II or KCS III. Although a KCS III needs very little coaching, coaches should be alert to their needs as well.

The Coach’s focus should first be on evolving an individual’s KCS skills, then, over time, shift to developing team capabilities. Although organizations recognize the need for training, they often overlook the need for effective coaching. An investment in training becomes largely wasted without the follow-up provided by a coach’s on-the-job reinforcement and support. This is especially true with KCS, which requires analysts to develop and foster a set of new work habits, not just skills. An effective coaching program will shorten adoption time. In fact, the benefits the organization will achieve are directly proportional to the time they invest in coaching. 

Coach responsibilities include:

· Promote user skill development through effective skills coaching. 

· Help the KCS I understand the problem solving workflow and how the solutions management process is integrated with the thinking process. 

· Influence users to practice good knowledge management. 

· Influence users to apply standards for creating and improving knowledge within the knowledge base. 

· Review solutions framed by the KCS Is until they reach required levels of competency. 

· Perform internal validation of solutions to ensure accuracy for the described context and adherence to the quality standards set by the organizational unit. 

· Provide ongoing feedback to users and management about organizational KCS skill development. 

· Provide feedback to the knowledge developing organization, within the defined processes, to improve solution management. 

· Develop and monitor their own coaching skills through work with head coaches. 

· Participation in the KCS Council.
The coach must have a profound knowledge of the KCS principles and processes as well as strong communication and influence skills. We have found it most effective to have coaches be part-time KCS coaches and part-time analysts (peers of those they are coaching). A few organizations have tried full-time coaches and have found that the coaches quickly lose touch with the reality of problem solving. As a result, the coaches lose credibility with those they are coaching. A good rule of thumb is for coaches to split their time equally between handling incidents and KCS coaching.   

The intent of coaching is to develop individual habits of proficiency and team performance, not simply to ensure the correctness of solution content. The quality of content is promoted through the development of individual proficiencies.

Effective coaching relies on:

· Excellent communication skills, particularly in the following areas: 

· Explaining and describing concepts 

· Providing feedback 

· Influencing to generate results 

· Understanding of support processes, tools and current knowledge management systems 

· Listening skills 

· Mindfulness of feelings

· Demonstrated ability to: 

· Manage time effectively 

· Analyze trends 

· Proactively communicate with management and user community 

· Motivate people through helping them achieve recognition 

· Deal with objections like

· Can’t capture in the workflow

· Don’t have time to create solutions

· “Dumbing down” my job

· Giving away my value

· Demonstrated commitment to the success of team members 
Lessons Learned About Effective Coaching 

Over the years, we have validated several best practices for coaches. Keep these techniques in mind during development of the KCS coaching program:

· Organizations that have invested in KCS coaching have experienced faster adoption and realized a higher percentage of the KCS benefits; organizations that have compromised on coaching have had compromised levels of benefits. 

· Coaching is a part-time responsibility, usually 20% to 50% of their time.

· Coaches are best selected by their peers and should have strong influencing skills and a passion for the KCS principles. They do not have to be technical experts.

· During the adoption phase (supporting the development of the KCS I to KCS II), the recommended ratio of coach to KCS I is 1 to 8. 

· The time requirement for coaching a KCS I should be 2-3 hours a week. It should not take more than 6-8 weeks for a KCS I to become a KCS II.   

· The coach to analyst ratio after the adoption phase (meaning the majority of the analysts are KCS level II or higher) is 1 to 50 or greater.

Knowledge Domain Expert 

As the organization matures in its use of KCS, a fourth important role evolves: the Knowledge Domain Expert (KDE). This critical role is responsible for assuring that the problems are resolved effectively and efficiently. The Knowledge Domain Expert must have both technical depth in their area of responsibility and a profound understanding of KCS. The Knowledge Domain Expert looks after the health of a collection or domain of knowledge, usually a subset of the knowledge base that aligns with their general technical expertise. To help achieve business objectives, the Knowledge Domain Expert drives the value of the knowledge by paying attention to both the quality of solutions and the effectiveness of the workflow that produces the solutions. A talented motivator, the Knowledge Domain Expert assists colleagues in the collection, storage, and distribution of knowledge within and outside the organization. He or she will help determine what knowledge is important for the organizational memory and help to ensure that mechanisms exist for assessing the patterns that emerge from the content. 
The Knowledge Domain Expert works closely with the coaches and teams who have direct responsibility for maintaining the quality and flow of content as well as product management and development. This role is instrumental in the maintenance of a coordinated worldwide team effort. This effort includes working with established teams to create standards and processes that ensure timely delivery of robust and reusable content. The Knowledge Domain Expert also contributes input toward process automation to push information externally. Their success is measured by the changing time and cost to resolve an incident.

Most organizations have multiple knowledge domains, depending on the variety and granularity of the products and services being supported. Knowledge domains are virtual collections of solutions about a product family or relating to a technology or group of technologies. Knowledge domains are seldom about one product. They are not precise or absolute in their boundaries; knowledge domains often overlap. A knowledge domain is the collection of content that makes sense to look at for pattern and clustering analysis. Therefore, the purpose or intent of the analysis defines the collection of solutions that is relevant. 

For each domain, one or more subject matter experts emerge as Knowledge Domain Experts—analysts with enthusiasm for the technology and the KCS principles and practices. They are usually level 3 experts who continue to have product-level support responsibilities, but take on additional responsibilities for the overall health of the knowledge and success of the support team. They are often excited about being able to provide development with actionable information based on a broader view of customer experience. Knowledge Domain Experts often become experts in the knowledge base tool being used and develop an understanding of the subtleties of the search technology. 

The reporting structure for this role can be designed in several ways. Consider the focus of the Knowledge Domain Expert’s role—that of creating organizational value through externalization of content outside the support organization. They will work closely with product development and product management. You may want to consider filling this role through a cross-organizational position. 

Responsibilities include:

· Ensure efficient and effective problem solving by the support team.

· Apply expertise in data mining to perform trend analysis and find the significant patterns in the data.

· Assist in the fundamental development and maintenance of knowledge base quality and flow, including the knowledge base quality methodology, solution standards, and process guidelines. 

· Develop and analyze reports on key metrics for business value of the knowledge base, such as solution reuse rates, web-enabled call avoidance, and improvements to call resolution times.

· Ensure effective knowledge base operations by monitoring related information (organizational effectiveness, resource allocation, new solution creation trends) and making recommendations to management to accommodate changing conditions. 

· Advocate for changes necessary to maintain the knowledge base as an effective tool for achieving business objectives. 

· Provide input for items that have a worldwide impact. For example, monitoring and defining the solution metadata, prioritizing enhancement requests, coordinating training efforts where feasible, and planning for upgrades and systems integration enhancements. 

· Influence product management and product development to make necessary changes needed to increase customer satisfaction and loyalty. 

· Participation in the KCS Council.

Technique 2: The Balanced Scorecard 

Measures for Individuals and Teams

Now that we understand the roles, we are ready to build goals and metrics for our team. We have found an approach based on The Balanced Scorecard, by Norton and Kaplan, to be a very helpful methodology. It proposes a number of critical concepts: 

· Link individual goals to department and organizational goals to help teams see how their performance is related to the higher-level performance of the company. 

· Look at performance from multiple points of view. The typical scorecard considers the key stakeholders: customers, employees, and the business.

· Distinguish leading indicators (activities) from lagging indicators (outcomes). 

In this section, we show examples of how we apply the scorecard methodology to establish and maintain appropriate measures for both individuals and teams:

· Leading and lagging indicators

· Triangulation—looking at things from at least 3 perspectives to see who is creating value

· Radar charts—a value foot print 

· Sample scorecards for analysts and managers

Activities vs. Outcomes

Our first important concept distinguishes between activities and outcomes. If we put goals on leading indicators (activities), we will get what we ask for. Unfortunately, the activity by itself is not an indicator of value. For example, if we set a goal for each support analyst to create 10 solutions per month, we will get 10 solutions a month. However, if we are paying attention we will notice these solutions are often created on the last few days of the month and they contain little or no valuable information (things like “fixed the customer problem”). Goals on activities do not generate the desired outcome. In fact, in a knowledge management environment, goals based on activity will corrupt the knowledge base. 

In our example, the outcome we want is a quality knowledge base or, perhaps, customer success on the web. The outcome needs to be the focus, not the activity. 

Putting goals on activities will: 

· Create unwanted results  

· Destroy the value of the indicator 

· Distract people from the real objective

· Relieve people from using their own judgment

· Make leadership look dull

· Disenfranchise people

A very helpful concept from The Balanced Scorecard distinguishes performance drivers (motivators—we cover these in the Leadership section) from leading indicators (activities) from lagging indicators (the results or outcomes). While each of these three elements is important, the role each plays in the measurement system is different. Making a distinction between them is crucial. 

We need to pay attention to the trends of the activities and their on-going correlation to the outcomes.  

· Are the activity measures heading in the right direction? 

· How rapidly are they changing? 

· Do the support analysts have timely visibility to their performance indicators?

While the distinction between activity and outcome measures is critical, we find people struggle with identifying which indicators are activities (leading indicators) and which are outcomes (lagging). Here are some helpful ways to test an indicator:

· Easy to measure—probably an activity

· Hard to measure—probably an outcome

· Easy to ‘game’—probably an activity

· Hard to ‘game’—probably an outcome

· Only measurable after the fact (when the incident is closed or at the end of the month or quarter)—probably an outcome

See the Metrics Matrix section for examples of activity and outcome metrics.

Triangulation—Who is Creating Value?

The distinction between activities and outcomes is only part of the picture. Effective performance assessment in KCS comes from the integration of three different perspectives, including trends in activities (performance over time), key outcomes (measured against goals), and the Solution Quality Index (discussed in Content Vitality). These three perspectives consider measures that are both objective (quantifiable) and subjective (qualitative) to generate a complete view of performance. 
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The concept of triangulation reflects the idea that the creation of value cannot be directly measured or counted—value is intangible. We can, however, assess the creation of value through a process of triangulation. As with GPS (global positioning system) devices that calculate our location on the earth based on input from multiple satellites, an effective performance assessment model incorporates multiple views to assess the creation of value.

We offer, as an example, a collection of measures to create an initial assessment model. Every organization must be thoughtful about developing its own set of metrics that align with their organizational level goals (documented in the strategic framework). 

The choice of measures for KCS must focus on the attributes that create value for the organization. The integration of the following dimensions creates a comprehensive view of performance, which in turn gives us confidence in assessing who is creating value and who might need attention from a coach.

An integrated view of measures includes: 

· Trends in activities and attainment of goals in outcomes

· Qualitative and quantitative

· Team and individual

Aligning to Business Objectives—Balanced Scorecard Examples

The balanced scorecard format helps ensure that we have encompassed the full range of objectives. We recommend referring to the book for guidance in the process of scorecard creation. 

To help apply the balanced scorecard process to KCS, below are two examples of scorecards based on different roles. Notice how the business objectives—Customer Loyalty, Collaboration and Teamwork, Process and Operations—are reflected and measured differently for the individual and the manager roles, and some goals—Knowledge Contribution, Employee Loyalty, and Strategic Initiatives—are role-specific.

The support agent’s scorecard reflects the level where the work really is done:


The manager’s scorecard translates between organizational objectives and analyst objectives:



Regardless of the leading indicators an organization chooses, two imperatives have emerged for the KCS performance assessment system:
· The KCS leading indicator trends must be visible to the people doing the work. 

· Goals should be set for outcomes, not for leading indicators. 

Make Trends Visible to the Analysts

Consider a driving analogy: We want to go from San Francisco to Yosemite National Park. We could reasonably expect to make the 180-mile drive in three to four hours at an average speed of 55 miles per hour (mph). Our desired outcome is to reach the destination of Yosemite in a reasonable period, but we will not know if we have been successful until we arrive. What would we need for the trip? We need a car, a driver’s license, and some gas, but a successful trip requires that we also pay attention to many other factors (leading indicators) along the way. Because we would like to average 55 mph, we want to pay attention to how fast we are going. Because we have determined three to four hours is the acceptable period, we want to be aware of the passage of time at different speeds and how much gas we have in order to avoid refueling delays. 

The dashboard in the car is very helpful in informing us about the enabling factors for a successful trip. In KCS, the trends in the leading indicators are the dashboard that let the analysts and the organization know the status of the enabling factors. They must be visible to the people who are driving the KCS system, the support analysts. 

We emphasize this visibility because we have seen multiple organizations implement KCS and not provide the support analysts with the feedback they need to adjust their behavior and create optimal results. 

Goals for Outcomes, Not Activities!

Because leading indicators are quantifiable activities, they are often easier to measure than outcomes. This creates an almost irresistible urge to put specific goals on the leading indicators list. This is counter-productive.

Consider the trip to Yosemite again. If the stated goal were solely maintaining an average of 55 mph, it could be done. But in the absence of understanding the objective, the driver will choose roads that allow him to maintain the average speed regardless of destination. We might end up in Chico! Not that Chico is a bad place; it just is not where we wanted to go.

During their KCS adoption process, we have seen organizations put goals on solution creation (everyone should create 5 solutions a week) or solution reuse (analysts will be measured on how often they reuse solutions). The goals for these leading indicators may have been met, but the quality of the knowledge base has been seriously compromised. Invalid and duplicate solutions are created, because the focus is on the activity not the outcome. Worse, emphasis can shift to gaming the system rather than generating real value. Inevitably, quality and morale suffer, management looks less competent, and the value of the knowledge is diminished.
However, the trends in the leading indicators are a great basis for insight into how effective the organization’s leadership has been in describing the purpose and benefits of KCS. If people understand why they are doing it and what is in it for them (WIIFM), the likelihood that they will participate appropriately is greatly increased. Refer to the Leadership practice for more details on motivation.
Trend Lines Matter

The second crucial idea for leading indicators is the importance of managing their trends. Performance is about results, not activities. Activities are necessary for results, but the performance insight lies in the trends of the leading indicators, not the absolute values of their numbers.

Reports should be available to the support analysts on a timely basis. They must understand how they are doing and how their performance is contributing to the group’s performance. Asking support analysts to drive the KCS system without this information is like asking someone to drive a car that has no dashboard.
A Scenario—Examples of KCS Reports

The example below is for the first six months of an organization’s adoption of KCS.  
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Solution Creation and Reuse

Solution creation will naturally lead solution reuse. As an organization approaches maturity, they will have already captured a high percentage of the known solutions, so the creation rate should drop off, and the reuse rate will continue to climb. Because of its link to product life cycles, this pattern will repeat itself with each new product or application introduced. 
Solution Life Cycle Trend

The Solution Life Cycle gives us a sense for the speed with which solutions are moving from a draft state to an approved state. Because the value of the knowledge increases as the potential audience or visibility increases, we want to make sure that there is no bottleneck in the system. Solutions in the approved state are generally visible to a much larger audience than draft solutions, while published solutions are generally available to users or customers outside the support organization.

In the chart below, we see good movement of solutions from “draft” to “approved.” Of the 9000 solutions that have been created in the knowledge base, about 7800 of them are approved or published. There does seem to be some kind of hold-up in getting solutions published—a three-month lag at least—which is out of place for a mature KCS implementation. An organization in this situation would need to make sure that it has eliminated all possible barriers to external publication.
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The Power of Participation

Participation is a leading indicator (an activity). Participation is defined as the percentage of time the support analysts use the knowledge base to solve an incident. We divide the number of incidents that have a resolution identified in the knowledge base by the total number of incidents closed. 

Participation is an important trend to watch as the organization adopts KCS. In general, a healthy participation rate for an organization is in the range of 60-80%.  

Participation indicates how often the knowledge base is being used as part of the problem solving process. This is also referred to as the “linking rate” as many organizations link solutions to incidents. Participation includes creating a new solution as well as using an existing solution. For example, if we closed 10 incidents this week, and we linked 8 solutions (created or existing), our participation rate would be 80%.  
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This organization appears to be doing well, although perhaps it has taken too long to get there. What about the individual contribution? Can we tell who is creating value? 
We must look at participation for the group as well as for the individual. 
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Here we can see there is a wide range of participation across the group. A conversation with Ed and Joe about their problem solving process would be a good idea. Because participation rate is the ratio of incidents closed to solutions identified, this view makes it hard to come up with a scenario for Joe or Ed that says they are “doing well.” Participation rate is a powerful indicator of anyone who is not playing. Again, we raise the caution that the conversation with the support agents needs to be about their understanding of KCS, problem solving process, and use of the knowledge base, not about their participation number.  

Let us consider Kim and Hector —are they the new heroes of the organization? We don’t know enough about Kim and Hector to know if they are creating value in the knowledge base or are just busy creating solutions that might be duplicates or incomplete. We need more information. 

Profiles of the Players

Each of the support analysts should have a KCS indicators profile. Below is an example of Hector’s profile. While it contains a tremendous amount of data, the combination of factors gives us a sense of Hector’s contribution. We have averaged many of the factors over a week’s time. Incidents closed, solutions linked (used), solutions created, solutions modified (improved), and citations (others using solutions Hector has created) are all represented on a per week basis. Time to resolve and first contact resolution are the monthly averages.

On the participation chart above, Hector and Kim both appear to be star performers. With the profile view, we see something different:
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Kim, on the other hand…
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Here is a great example of why a profile with multiple indicators is preferable over that with only a single measure. If we looked only at participation, then both Kim and Hector would appear to be doing very well. However, upon reviewing Kim’s profile, we see that the solution created rate represents most of her activity. She does not often modify others’ solutions and, in fact, does not reuse others’ solutions very often. The difference between solutions linked (used) and the solutions created represents solution reuse. 

In Kim’s case, we see solution creation makes up most of the solutions linked (used), which indicates relatively low reuse. Based on her citations levels, we can also see that others are not using the solutions that Kim creates. We might infer from all this that Kim is not searching for solutions before creating a new one, and that the solutions she creates are not very useful to others. A conversation with Kim is definitely in order. It may be that she does not understand the KCS processes. However, Kim may also be working on a new release or supporting a beta product, in which case her profile might represent a good contribution. 

Even with all this data, we still do not have enough information to determine who is creating value. We are missing a qualitative view (solution quality) to balance the quantitative view (activity). 

If we refer back to the Solution Quality Index we discussed earlier, we can get an additional perspective on Hector and Kim. 

	
	
	
	Sample—Detailed Solution Quality Check List
	
	
	

	# Solutions having this type of problem
	 
	 
	13
	32
	21
	13
	13
	8
	25
	12
	0
	1
	5
	3
	9
	21
	 
	 
	 

	 
	Sol. Q Index
	 
	Solution
	Content
	Attributes
	Total Problems found
	Total solutions reviewed
	Total possible Points

	Solution creator
	
	Sol. Reviewed
	Too thin
	Duplicate
	Incomplete
	Compound
	Mixed Environ. With problem
	Environ. Not to standard
	Resolution not complete or usable
	Wordy
	Too specific
	Cust. Can’t see Ref.
	Hyperlink incorrect
	Audience Incorrect
	Status incorrect
	Type incorrect
	
	
	

	Al
	93.7%
	41
	5
	1
	0
	2
	0
	0
	3
	1
	0
	0
	0
	0
	1
	5
	18
	41
	574

	Beth
	88.2%
	41
	0
	1
	7
	2
	5
	2
	7
	4
	0
	0
	0
	0
	3
	3
	34
	41
	574

	Cluck
	77.6%
	7
	0
	3
	0
	2
	2
	0
	1
	0
	0
	0
	0
	0
	1
	2
	11
	7
	98

	Dave
	98.5%
	37
	1
	1
	0
	0
	0
	0
	0
	0
	0
	0
	0
	0
	1
	1
	4
	37
	518

	Ed
	75.2%
	15
	1
	3
	2
	4
	3
	4
	1
	2
	0
	1
	2
	2
	0
	1
	26
	15
	210

	Fran
	100.0%
	13
	0
	0
	0
	0
	0
	0
	0
	0
	0
	0
	0
	0
	0
	0
	0
	13
	182

	Grace
	94.1%
	41
	4
	4
	0
	2
	1
	1
	1
	0
	0
	0
	1
	0
	3
	0
	17
	41
	574

	Hector
	99.2%
	56
	0
	1
	0
	0
	0
	0
	0
	1
	0
	0
	0
	0
	0
	1
	3
	56
	784

	Irene
	89.8%
	7
	0
	1
	0
	1
	1
	0
	0
	0
	0
	0
	0
	1
	0
	1
	5
	7
	98

	Joe
	95.6%
	49
	1
	2
	3
	0
	0
	0
	0
	2
	0
	0
	1
	0
	0
	6
	15
	49
	686

	Kim
	87.5%
	49
	1
	15
	9
	0
	1
	1
	12
	2
	0
	0
	1
	0
	0
	1
	43
	49
	686

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Group Quality Index
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	92.9%
	356
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	
	
	
	
	176
	356
	4984


Hector’s quality index is 99.9%; he consistently creates solutions that adhere to the content standard. In contrast, Kim’s quality index is 87.5% and her frequency of duplicates is very high. This number reinforces the idea that Kim is not searching before solving and creating. While her activity level is excellent, that activity is corrupting the knowledge base because of the level of duplicate solutions introduced. 

The Radar Charts—Creating a Value Footprint

The exercise we went through above requires a great deal of data and analysis with multiple charts for multiple people. A leader with a team of 15 support analysts is not likely to have the time to routinely do that level of analysis. Can we make it easier to quickly identify who is creating value and who needs help? For rapid assessment, we use a tool called the Radar Chart.
Creating a Radar Chart requires a few steps. First, we want to be sure we get a balanced view. Our key metrics should reflect:

· A combination of leading and lagging indicators (activity and outcome)

· A combination of quantity and quality 

· A combination of individual and team

· Leading indicators (activities) compared to team average (not a goal)

· Lagging indicators (outcomes) with goals
Secondly, we have to normalize the values to a common scale—for this example we will normalize to 1, so anything less than 1 is not contributing value, and anything greater than 1 is an indicator of value creation. In the case of the leading indicators (activities), we will normalize it to the team average. In the case of lagging indicators (outcomes), we will normalize the goal as 1. This normalization is based on the results of the last survey. 

We define four categories of metrics:

· Loyalty/satisfaction index (team)

· Based on surveys, team (post incident and periodic, 1 = team goal)

· Retention rate/renewal rate

· Knowledge contribution 

· Solution quality index, individual (based on sampling and scoring, 1 = team goal)

· Citations, individual (peer use of solutions, # per month, 1 = team avg.)

· Customer success on the web, team (index = of % customers using web 1st X % success)

· Process and Operations

· Cases handled, individual (# of cases handled/month, 1= team average)

· Average time to relief, individual (average minutes to provide relief/answer, 1 = team average)

· Participation rate, individual (% of cases closed with solution in KB identified (new sol or reused sol), 1 = team average) 
Where we have quantified, normalized numbers, we can create a visual representation, called a value footprint or Radar Chart.



Comparing the team averages against individual performances, we can quickly see that Hector is creating value, and Kim is not. This is a helpful way to view measures. From here, we would want to look further into Kim’s detail to see what is going on.  

Is What We Talk About Important?

Note that the eventual conversation with Kim should be about the behaviors and her process for problem solving, not about her participation numbers or the quality index. The numbers are the indicators. If the conversation is about the numbers, then the numbers become the focus. We want Kim to adjust her behavior; her problem solving process might not align with the KCS practices. If we coach her on the structured problem solving process and the solve loop practices, the indicator should reflect the change. However, if we talk with Kim about fixing “her numbers,” she can do that, but now the indicator becomes useless. 

The moral of the story here is three-fold.  

1. We cannot depend on one measure or indicator to determine the health of the KCS system or the contribution of the players. 

2. The indicators must be used along with an understanding of the nature of the environment. Assessing the creation of value requires that we have a holistic view of performance.

3. Trends in activities (leading indicators) can be very valuable, especially participation rates. But the value of the indicator will be lost if we put a goal on the activity or we focus on the number during conversations with the employees. 

Focus Shift—Adoption to Maturity

During the adoption, we want to focus on indicators for individual development, adoption of the solve loop practices, and adherence to the content standard:

· Learning

· KCS competency levels across the organization (% of the organization in each of the levels: KCS I, II and III)

· Time to KCS proficiency (number of days to reach each competency level)

· Knowledge contribution

· Solution creation rate (people are creating solutions as they solve problems)

· Solution modify rate (people are improving solutions as they use them)

· Solution reuse rate (people are using solutions they find in the knowledge base to solve problems)

· Knowledge base participation (% of incidents handled using the knowledge base)

· Solution rework rate (solution flagged as needing attention because it could not be understood or fixed by the person who found it) 

· Solution cycle time (rate at which solutions move through their life cycle)

· Solution quality index (based on random solution reviews)

· Process and Operations

· Incidents handled, individual (# of incidents handled/month, 1= team average)

· Average time to relief, individual (average minutes to provide relief/answer, 1 = team average)

As the organization matures and KCS becomes second nature for the support analysts, we shift our focus from individual measures to a balance of individual and team or collaboration measures:

· Collaboration and teamwork  

· Reputation and peer feedback

· Invitation rate (number of times invited to collaborate)

· Opt-in rate (number of times the invitation is accepted)

· Knowledge contribution—reuse by others (citations) 

· Solution quality index for the team

· Citations or feedback from customers

· Customer success on the web (index = of % customers using web first X % success)

Sample KCS lagging indicators:

· Loyalty/satisfaction index (team)

· Based on surveys, team (post incident and periodic)

· Retention rate/renewal rate

Metrics Matrix—the Whole Enchilada

The comprehensive metrics matrix below provides a snapshot of everything we have learned to date about measures. This is a work in progress. For the latest version of the spreadsheet, please visit the Consortium’s web site www.serviceinnovation.org.  

	Draft v1.0 from the Consortium for Service Innovation, www.serviceinnovation.org
	
	
	

	Measure
	Audience
	Data Sources
	View
	Use
	Comments

	
	Team
	Individual
	
	
	
	

	Activity (leading indicators)
	 
	 
	 
	 
	 
	 
	DO NOT PUT GOALS ON ACTIVITIES!

	 
	Assisted (support center)
	 
	 
	 
	 
	 
	 

	 
	Solution create/modify
	X
	X
	KM tool
	Trends
	 
	 

	 
	Reuse of other's solutions
	 
	X
	 
	Trends
	 
	Citations

	 
	Competency levels
	X
	 
	Manual
	Trends
	 
	Progress at each level KCS I, KCS II, KCS III

	 
	Participation
	X
	X
	CRM and KM tools
	Trends
	 
	# Of cases

	 
	Workflow alignment monitoring
	 
	X
	Manual—coaches assessment
	 
	 KCS Competency level
	 

	Measure
	Audience
	Data Sources
	View
	Use
	Comments
	Measure
	Audience

	 
	Currency trends (obsolete, modify)
	X
	 
	KM tool or data mining tool
	Patterns
	Knowledge Domain Expert
	Use a data mining tool that will identify patterns in the KB based on the content not based on predefined buckets (manual classification is marginally useful)

	 
	Incidents closed
	X
	X
	CRM tool
	Trends
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	Web 
	 
	 
	 
	 
	 
	 

	 
	Sessions/sign ons
	X
	 
	Web reports
	Trends
	 
	Related to technical support issues

	 
	Searches/queries
	X
	 
	Web reports
	Trends
	 
	

	 
	Page hits/views
	X
	 
	Web reports
	Trends
	 
	 

	 
	Incidents opened within 24 hours of web session
	X
	 
	Web reports and CRM
	Number
	 
	Link web session to incidents opened by individual

	 
	Average # of page views/exception
	 
	 
	Survey or usability studies
	Number
	 
	Some use exceptions/session

	 
	 
	 
	 
	 
	 
	 
	 

	 
	Community
	 
	 
	 
	 
	 
	 

	 
	Sessions/sign ons
	X
	 
	Web reports
	Trend
	 
	Trend compared to total potential population

	 
	Posts
	X
	 
	Web reports
	Trend
	 
	 

	 
	Valued players
	 
	X 
	Manual
	Trend
	 
	Number of designated "valued players" in the community

	 
	 
	 
	 
	 
	 
	 
	 

	Outcomes (lagging indicators)
	 
	 
	 
	 
	 
	 
	 

	 
	Demand based view
	 
	 
	 
	 
	 
	Whole system health—customer experience

	 
	Total demand 
	 
	 
	 
	Trends
	 
	 

	 
	Demand satisfaction by channel
	X
	 
	CRM and Web and community
	% Of total demand satisfied through each channel
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	Process (assisted support)
	 
	 
	 
	 
	 
	Support center

	 
	Time to resolve/relief
	X
	X
	CRM tool
	 
	 
	Not time to close, relief is the point at which the customer is offered an answer, resolution or work-around

	 
	Known Vs New 
	X
	 
	CRM and/or KM
	%
	Maturity level of KCS and web delivery
	Ideal = 85% new; which means most known are being solved on web or in the community 

	 
	Time to relief—known
	 
	 
	CRM
	Avg. minutes
	Indicator of effective KB
	To improve 

	 
	Time to relief—new
	 
	 
	CRM
	Avg. minutes
	Indicator of effective problem solving 
	 

	Measure
	Audience
	Data Sources
	View
	Use
	Comments
	Measure
	Audience

	 
	First technical contact resolution
	X
	X
	CRM tool
	%
	 
	 

	 
	Cost/Incident (and/or exception)
	X
	X
	CRM and financials
	$
	 
	 

	 
	
	
	
	
	 
	 
	 

	 
	Citations (Reuse by others)
	 
	 
	KM tool
	Number
	 
	Solutions created, solutions modified (citations for each)

	 
	Time to publish 
	X
	 
	CRM and KM tools
	Average minutes
	Health of the flow of content to web
	Average minutes to get customer consumable content to the web. Measured from "relief given" 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	Collaboration (assisted support)
	 
	 
	 
	 
	 
	 

	 
	Team health 
	X
	 
	Survey
	 
	Identify areas of improvement
	Trust, conflict resolution, commitment, accountability, focus on results (from "The 5 Dysfunctions of a Team" by Patrick Lencioni)

	 
	Organizational network Analysis
	X
	 
	Manual
	Network map
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	Solution Quality
	 
	 
	 
	 
	 
	 

	 
	Quality index (finished solutions)
	X
	X
	Manual
	Score
	 
	Goal set, those below quality goal risk losing their KCS license 

	 
	Framing quality index
	X
	X
	Manual
	Score
	 
	Input for coaches

	 
	Solution life cycle
	X
	 
	KM tool
	Pattern over time
	 
	States

	 
	Customer success with self-help
	X
	X
	Web and manual
	%
	 
	 

	 
	Diversity of source; internal, external
	X
	 
	CRM, KM, Web, Community
	% 
	Indicator of health of the whole system
	% Of total KB content from each source

	 
	 
	 
	 
	 
	 
	 
	 

	 
	Web Success
	 
	 
	 
	 
	 
	 

	 
	% Customer use of web first
	 
	 
	 
	%
	 
	 

	 
	% Customer success on the web
	 
	 
	 
	%
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	Community Success
	 
	 
	 
	 
	 
	 

	 
	% Posts with community response
	 
	X
	 
	%
	 
	Individual who nurtures community

	 
	Time to response
	 
	X
	 
	Avg. minutes
	 
	 

	 
	Health of community
	X
	X
	Survey
	Index
	 
	Level of trust

	 
	Organizational network analysis
	 
	 
	Manual
	Patterns
	Understanding of community interaction
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	Loyalty
	 
	 
	 
	 
	 
	 

	 
	Customer loyalty
	X
	 
	Survey
	Score
	 
	 

	 
	Renewals
	X
	X
	CRM tool
	% 
	 
	 

	 
	Employee loyalty
	X
	X
	Survey
	Score
	 
	 

	 
	Collaboration/team health
	X
	 
	Survey
	Score
	 
	 

	 
	Employee turnover rate
	X
	 
	HR reports
	%
	 
	 

	Measure
	Audience
	Data Sources
	View
	Use
	Comments
	Measure
	Audience

	 
	Community health
	X
	 
	Web reports/surveys
	Score
	 
	Online forums

	 
	 
	 
	 
	 
	 
	 
	 

	 
	Organizational Learning
	 
	 
	 
	 
	 
	 

	 
	Time to fill knowledge gaps on the web
	X
	 
	 
	Average min/days
	 
	 

	 
	% Of issues promoted by support implemented by Development
	X
	 
	Manual
	Issues promoted Vs implemented
	Indicator of health of relationship with Prod Mgmt and Dev
	 

	 
	Time to cure (time from identification to problem removal)
	X
	 
	CRM, KM and release dates
	 
	 
	Support's ability to work with product management and development/engineering to improve products based on customer experience (includes documentation)

	 
	Time to proficiency—new agents
	X
	 
	Manual
	Weeks/months
	Current compared to baseline
	New people

	 
	Time to proficiency—experienced agents, new products/technologies
	X
	 
	Manual
	Weeks/months
	Current compared to baseline
	New products

	 
	Time to equilibrium* (new release)
	X
	 
	CRM+Web+community reports and product installed reports
	Trend—exception rate per installed product per week
	New product compared to mature product
	 

	 
	 Time to adopt/install
	X
	 
	 
	Trend, install rate of new release/product
	 
	Customer confidence in support is one driver of time to adopt

	 
	 
	 
	 
	 
	 
	 
	 

	 
	Financial
	 
	 
	 
	 
	 
	 

	 
	Total support costs as a % of total company revenue
	X
	 
	 
	 
	 
	 

	 
	Support margins (contract rev)
	X
	 
	Financial systems
	%—Costs as a % 
	 
	 

	 
	Cost/exception 
	X
	 
	 
	$
	 
	Across all channels cost to resolve exceptions

	 
	Cost/relief (assisted)
	X
	 
	 
	$
	 
	Support center

	 
	Cost/relief—known (assisted)
	X
	 
	 
	$
	 
	Support center

	 
	Cost/relief—new (assisted)
	X
	 
	 
	$
	 
	Support center




Summary: Performance Assessment

Performance Assessment for KCS represents a departure from traditional management practices. It focuses on collaboration, not competition, and assesses the creation of value, not activity. Job descriptions and expectations must shift to include the capture and maintenance of knowledge in the workflow (the Solve Loop). The measures must reflect the concept of collective ownership of the knowledge base.  

Here are the key points to remember:

· Use the license metaphor (KCS I, II, III) to manage and encourage proficiency

· Align individual and department goals to the higher level company goals (strategic framework)

· Distinguish indicators for activities from measures for outcomes

· Look at trends for the activities and create goals for the outcomes

· Create a comprehensive view of performance by integrating 

· Objective and subjective measures

· Individual and team measures

· Trends in activities and attainment of goals for outcomes

· Enable timely feedback to the people doing the work

· Conversations with support analysts must focus on behavior, process, and understanding, not on the numbers (otherwise the numbers become meaningless)

Practice 8: Leadership

Introduction 

The adoption of KCS is transformational and requires strong leadership. Understanding and communicating the relevance of KCS to the organization—how KCS contributes to the organizational goals—is critical. 

To do this, we start with the organizational vision, a compelling purpose that people can relate to. Next, we create a strategic framework that links the benefits of KCS to the higher- level goals of the organization, which in turn support the compelling purpose. With the vision and framework in mind, a leader helps his team focus on what people need to accomplish, the right objectives and goals, and supports them in figuring out the how. The support analysts should own the content standard and the workflow while leadership focuses on the strategic framework, communications to promote understanding and buy in, and the performance assessment model.

The next level of detail involves developing and articulating the WIIFM—what's in it for me—for each of the stakeholders. One of the most compelling things about the KCS methodology is that it is wholly beneficial. With proper adoption, KCS benefits all the stakeholders. No one is compromised. Thinking through the WIIFM and likely objections is an important part of leadership readiness.  

Another element of the leadership model is the reward and recognition program. Most leadership teams need to rework their programs to align with the knowledge sharing, collaboration, and collective ownership themes of KCS.  

However, having all the elements of the leadership model described above is of little value in the absence of an effective communication plan. We have asked leaders whose organizations have adopted KCS what, in hindsight, they would have done differently. Most say they would have communicated more about why they are doing KCS.

Effective leaders create a healthy culture that encourages participation, individual commitment, and accountability. People need to understand their role in the context of the bigger picture in order to contribute fully. Through a well thought out communications plan, clear role definition, and a performance assessment model that rewards the creation of value, knowledge-centered organizations realize increased levels of capacity, capability, and loyalty.

In this section, we describe techniques to help leaders:

· Define organizational metrics and goals for the desired outcomes

· Capitalize on the inherent motivation factors in KCS 

· Nurture people in the collaborative environment 

· Gain buy-in and support for the KCS initiative

· Communicate, communicate, communicate

A Special Note

In discussing leadership, we talk a great deal about metrics. It can be easy to spend more time with spreadsheets than with people. Leaders need to define and understand these metrics, but their primary focus should be on creating an environment of success for employees. Knowledge management is primarily about people.

Technique 1: Alignment To a Compelling Purpose
People are much more likely to participate in a knowledge practice if they believe in the purpose of the organization. Knowledge, our life’s experiences, represents a large part of who we are as individuals; it is personal. Businesses that have a compelling purpose, one that people can connect with on an emotional level, have a stronger foundation for employee contribution of knowledge than those that do not. 
What Motivates People?

We have found two things to be effective as motivators. The first is alignment to a purpose and the second is a sense of accomplishment and recognition. Our observations in these areas are supported by independent research.  

Alignment to a Purpose and Set of Values

Alignment to a purpose is a result of understanding and caring. The purpose has to be something we care about, something we have a connection to. Motivation comes from a corresponding belief that one’s actions will make a difference in achieving that purpose.

The purpose is what we are about. The values are the definition of legitimate ways or behaviors to accomplish the purpose.

How do we get there? To begin with, leaders have to have a strong sense of ownership and personal commitment to the vision expressed in the compelling purpose and the strategic framework. The leader’s enthusiasm for the vision and values can become contagious. Two key factors will make the difference: sincerity and consistency. People have an instinctive sense about leadership’s beliefs. That sense is reinforced or weakened according to the consistency of the leaders’ behavior with the stated vision and values. Behavior that is consistent with the vision and values will resonate and create trust and buy-in. Behavior that is inconsistent with the vision and values creates dissonance.

People are inspired when they believe in what they are doing and feel good about their individual contribution and the contribution of the team. A powerful purpose has an emotional appeal. For example, if we ask the support analysts at VeriSign what VeriSign’s purpose is, they will quickly respond, “trust on the internet.” They feel a part of something that they value, it has meaning to them, and they are proud to be a part of it. 

It is amazing how many employees do not know their company’s purpose. It is also surprising how many companies have a purpose that is in no way compelling. What makes the difference? 

A compelling purpose:

· Is known by all

· Is bigger than the company itself, not self-referencing

· Is brief, clear, concise

· Elicits an emotional response

· Is a value proposition

Some examples of compelling purposes:

· Trust on the internet—VeriSign

· Saving lives, one person at a time—sanofi-aventis

· We create happiness—Disney 

Two examples of non-compelling purposes:

· To create the best video monitor in the industry—this statement is self-referencing (not bigger than self), limiting, and does not have a strong emotional appeal

· To create wealth for the shareholders 

What about money? Producing a profit for the company owners or stockholders is a responsibility of the business in a for-profit model. Delivering on a strong- value proposition inevitably produces profit. Profitability is a by-product of being good at delivering on a compelling purpose. 

The importance of alignment to a purpose may seem remote to a support analyst responding to customer requests for assistance. However, as we make the transition to KCS, we will be asking people to change how they do their work and to exercise an increasing degree of independent judgment in what they do. The degree to which individuals can understand the bigger picture not only encourages participation and gives them a sense of belonging and contribution, it also gives them a basis on which to make good decisions.      

Technique 2: Create a Strategic Framework

The strategic framework is a simple yet powerful document that links the benefits of KCS to the goals of the organization. It forms the basis for the communication plan as well as being a tool for gaining executive support for necessary KCS investments and changes. In this section, we will describe the framework and provide an example. Note that, while the document is important, equally important is the exercise of creating the strategic framework. The conversation and understanding that come from the process of creating the framework are extremely valuable for the KCS adoption team. 

Link KCS Outcomes to Organizational Goals

The KCS Strategic Framework can help organizations reduce frustration and improve engagement by linking higher-level business goals to departmental objectives. These departmental objectives are the desired outcomes that individuals and managers use to build their balanced scorecards (see Performance Assessment for more information on balanced scorecards). This continuity in goals—from big picture to team to individual—is a key success factor in deploying KCS, maintaining progress, and promoting understanding and confidence across the organization. 

The strategic framework is the foundation for a successful KCS adoption because it aligns and provides context for the key stakeholders: the business, the employees, the customers, and, often, business partners. The framework enables us to talk with executives in business terms by correlating KCS benefits to high-level business objectives. When it comes to communication to team members and others, a strategic framework provides the central messaging document.

Here is an example of a strategic framework expressed in terms of the primary stakeholders (customer, analyst, and the company) and the specific contributions of the KCS program:
Customer Focus

	Business Objective (what)
	Approach (how)
	KCS Contribution

	Customer satisfaction/loyalty


	· Improve customer productivity

· First time fix

· Shorter resolution time

· Proactive problem avoidance

· Emotional connection based on experience over time

· Know the customer, know their business

· Product quality, product relevance
	· Collective knowledge vs. individual knowledge

· Reuse of known solutions

· Reuse of similar solutions to solve new problems

· Access to knowledge base

· Identify product improvements based on customer experiences



	Trusted partner
	· Knowledgeable

· Responsive

· Creates business success
	· Accuracy and consistency of answers

· Value-added services (created with staff capacity freed up by KCS)

	Easy to do business with
	· Accessible

· Responsive

· Understands customer business 
	· Access to knowledge base

· Knowledge in the customer’s context 


Employee Focus

	Business Objective (what)
	Approach (how)
	KCS Contribution

	Employee Satisfaction


	· Create a sense of accomplishment

· Recognition

· Interesting work

· Autonomy with accountability 
	· Individual and team contribution to the knowledge base 

· Recognize problem solving skills through the knowledge base

· Less redundant work

· Right to publish (for licensed analysts)

	Employee Capabilities
	· Knowledgeable

· Responsive 
	· Access to knowledge base improves analyst confidence

· Accuracy and consistency of answers

· Increase breadth of products supported


Business Focus

	Business Objective (what)
	Approach (how)
	KCS Contribution

	Revenue


	· Customer retention

· Speed of new product adoption by customer 
	· Product quality and relevance

· Customer confidence

	Costs
	· Cost/incident

· Cost of training
	· Faster resolution time

· Reduce escalations

· Lower turnover rate

· Reduce time to proficiency of new analysts

	Profit
	· Protect and improve revenue

· Increase attach and renewal rates

· Reduce costs of support
	· Able to provide additional support with less resource by eliminating redundancy

· Offer additional services

· Deflecting issues by publishing solutions on the web



Here is how the process works. One of the most common organizational goals is customer loyalty. A big driver for this is the support experience and time to resolve (TTR). So, we need a support level metric in the customer loyalty section. 

Leaders should select the metrics that link to customer success (the desired outcome), not activities. This is the same message that we deliver for individuals, but the metrics are implemented at a group or organizational level. Some good examples of higher-level metrics that are only measured at the group level include customer usage metrics about web access and web success, as well as internal metrics like publishing to the web. If we measure the wrong things or fail to balance them well, we are likely to drive the wrong behaviors and wrong results. Measuring the wrong things at the organizational level can cause people to game the system as they would with individual metrics.

Employee Loyalty is another important factor. People management practices of employee loyalty surveys and measurements for turnover and attrition fit in here.

Operational efficiency (or cost management) is also a typical goal. We have noted the KCS factors that influence costs and contribute to profitability. However, pure cost reduction is a going out of business strategy. The business should talk about increased capacity and identify ways to increase revenue, instead of just cost reduction. (See the ROI section that follows for more detail.)

In considering organizational goals and the right outcomes to emphasize, we keep in mind our business and the support paths we provide. Can customers use their choices of assisted support, self-help, and community-based support? How will KCS enable these different paths? Which metrics can we capture? How can KCS reduce requirements for expensive channels (telephone, email) and increase use of inexpensive channels (web, forums)? It may help to think about what we measure today. What percentage of our customers uses the web first, and what percentage is successful? Now, how might these numbers look after KCS?

Keeping in mind our organization’s objectives, here are KCS-oriented measures to consider:

Process and knowledge health:

· Participation rate (%)

· Ratio of reused content to created content (%)

· Size of the knowledge base (number of solutions, internal and external)

· Knowledge base maturity (calculated percentage)

· Mix of new and known problems (%)

· Average time to relief/resolution for known problems

· Average time to relief/resolution for new problems

Since the goal of KCS is to increase and leverage the value of the knowledge, this concept has many potential metrics:

Customer Loyalty Drivers:

· Time from case open to publish solutions (to customers, in minutes) 

· Percentage of customer-consumable solutions visible to customers

· Percentage of customer success on the web (survey data)

Cost Management Drivers:

· Percentage of new vs. known issues being reported to the support center (assisted model) (manager’s goal—focus resources on solving new problems, not known problems, drive down costs) 

· Percentage of customers who use the web first (survey data)

· Percentage of Customer success on the web (survey data)

· Number of product improvements recommended to development/engineering

· Percentage of product improvements accepted

· Number of document improvements recommended to publications group

· Percentage of document improvements accepted by publications group

In this document, we are focusing on the KCS-relevant metrics. They do not replace existing management metrics, but should be integrated into them.

Maintaining Balance

In many organizations, there is tension between the goals of customer loyalty and operational efficiency. Improvements in one can starve the other. Typically, executives set goals for profitability and customer loyalty, but leave teams to determine implementation goals. Unlike traditional approaches to efficiency that can jeopardize customer satisfaction and loyalty, KCS demands a good strategic framework that reflects a healthy balance of these two goals. In fact, by implementing KCS to improve knowledge sharing, improvements such as self-service, proactive notification, and “treating known as known” can help organizations achieve both goals simultaneously.

Operational Benefits and Return on Investment Considerations 

Since most organizations need to invest money to adopt KCS, and support organizations live in a cost-sensitive climate, a normal organizational metric is return on investment (ROI). In assessing the operational benefits from KCS, we use the same stakeholders we defined above: the customer, the employees, and the business. Each will benefit differently from the adoption of KCS. The stakeholder benefits will be realized at three levels as the KCS practices become mature: 

1. Direct—operational improvements that are near term (3-9 months)

2. Applied—new ways of delivering service and support enabled by KCS—for example, using knowledge that is created to power web-based self-help (6-18 months) 

3. Leveraged—the knowledge and the capacity created by KCS enables new kinds of value-added support services to be offered (12-30 months)

We will focus on the investment and benefits of the Direct and Applied levels of KCS as these represent the most credible near term benefits. Experience has shown that while KCS is valuable across a wide range of environments, the investment required and the benefits achieved from KCS vary based on the characteristics of the environment. The key factor in determining if KCS will produce value for the stakeholders is the degree to which knowledge or experience plays a role in responding to user’s or customer’s requests for assistance.

Additionally, as we look to measure the benefits, we have to consider both quantitative (objective) and qualitative (subjective) metrics. 

Investment

Implementation of KCS requires investments in the following areas:

· Leadership and Management—Sponsorship, program resources, and management training and development
· Infrastructure and Support—Modification of existing tools or the acquisition and implementation of new tools and the integration of those tools with existing systems 
· Learning and Performance—Training and coaching for users, implementation and development of new roles in the organization   

· Solution Management—The processes and resources for content evolution 

Investments in these areas occur over the four phases of KCS adoption. These are:

· Design—Allocation of resources and decision support activities 
· Development—Initial implementation and training, getting the adoption going 
· Deployment—Institutionalizing the practices across the whole organization
· Evolution—Continuous improvement 

Together, these areas and phases make up the total cost of ownership. Calculating the total investment can be difficult because many of the resources used are not incremental to the organization. Other elements, the incremental costs, are easier to identify. Each organization will have to calculate the non-incremental costs they wish to include. Once we have the total cost, we can divide it by the number of analysts to figure the KCS investment per analyst.  

One of the most challenging cost elements to estimate is coaching. During the startup of each deployment wave, coaching represents a serious investment in analyst capacity. In most organizations, no real cost is incurred because the organization simply lives with the reduced capacity. Other organizations that are under intense pressure may not be able to suffer through even a few months of decreased capacity and must back-fill analysts during the intensive coaching phase. Leaders must make a clear statement of their plans for preserving time to coach and their willingness to pay for coaching, whether that payment comes in the form of short-term hires or (more frequently) a willingness to temporarily sacrifice SLAs or increase backlog.

Return on Investment

As we mentioned earlier, the benefits from KCS will be different for each of the stakeholders. Following is a summary of the benefits by audience:

Employee Benefits

	Qualitative
	Quantitative

	· Recognition for problem solving skills 

· Peer feedback 

· Sense of accomplishment and contribution

· Sense of autonomy (KCS II or coach)
	· Attrition rate

· Job satisfaction

· Technical scope (broadened technical expertise) 

· Development of new "knowledge" related competencies (KCS II, coaching)


Customer Benefits

	Qualitative
	Quantitative

	· Customer satisfaction/loyalty survey

· Improved experience with support (speed, accuracy, consistency)

· Customer/user productivity

· Sense of connectedness (via the web) 
	· Renewal rates on contracts

· Rate of repeat business  

· Frequency of visits to the web site, web feedback


Business Benefits 

	Qualitative
	Quantitative

	· Image and reputation:

· Good place to work

· Good company to do business with

 
	· Support cost per user/customer

· Cost per incident

· Cost of creating/maintaining content for web delivery

· Capacity

· Time to technical proficiency



Sample KCS ROIs

Following are examples of the KCS ROI in three different environments. As we mentioned earlier, we must consider many factors in assessing the ROI. The complexity of the work most closely relates to the level of benefit. The following three examples are based on real organizations, and the actual results have been validated against this model. This ROI is solely based on the Direct benefits: the improvement in the operational efficiency of the group. It does not include the Applied benefits, such as web-based self-help.
	Examples of KCS ROI
	Complexity

	 
	High
	Med
	Low

	 
	 
	 
	 

	Average Minutes To Resolve Known Problem
	10
	7
	3

	Average Minutes To Resolve New Problem
	90
	40
	15

	Average Incidents Closed Per Day
	4
	12
	44

	Estimated % of Problems which are New
	50%
	35%
	20%

	 
	 
	 
	 

	Monthly Analyst Cost (Fully Loaded)
	$9,000
	$7,000
	$5,500

	Investment in KCS Per Analyst
	$4,500
	$3,500
	$3,000

	 
	 
	 
	 

	Number of Analysts In the Group
	10
	10
	10

	Cost Per Resolution (Base)
	$107
	$28
	$6

	 
	 
	 
	 

	Average % Analyst Participation Rate
	70%
	65%
	65%

	Months to Solution Set Maturity
	8.6
	4.2
	2.1

	Average Analyst Daily Capacity at Maturity
	8.5
	18.9
	53.3

	Average Group Daily Capacity at Maturity
	84.7
	188.9
	533.3

	Analyst Daily Capacity Improvement
	112%
	57%
	21%

	Cost Per Resolution at Maturity
	$50.60
	$17.65
	$4.91

	% Improvement in Cost/Resolution
	112%
	57%
	21%

	 
	 
	 
	 

	KCS ROI
	 
	 
	 

	ROI—First 12 Months
	736%
	802%
	286%

	ROI—First 24 Months
	2450%
	1564%
	525%



The increased capacity is a function of the simple fact that it is much faster to find a solution in the knowledge base than create a new one. By consistently capturing the experience of solving problems in the knowledge base, a greater percentage of the work moves to the known category (shorter time to resolve). We find that once KCS is implemented, most organizations are surprised at the level of redundancy in their work. The 80/20 rule (80% of the inbound questions and problems have already been answered somewhere in the organization) represents a good average. 

The model forecasts the time it will take for “solution set maturity.” Maturity is when most of what the organization knows is captured in the knowledge base. Maturity is measured in months. In the examples given above, it varies from 8.6 months for an environment with complex issues to 2.1 months for an environment with low complexity. 

The assumptions used for this model are:

	245
	Work Days Per Year Average
	 

	21
	Work Days Per Month Average
	 

	8
	Work Hrs Per Day
	 

	168
	Total Work Hrs Per Month
	 

	101
	Available Work Hrs/Mo, Utilization rate 60%
	 

	288
	Available Work Min/Day, Utilization rate 60%
	 

	 
	 
	 

	 
	Fully loaded annual cost/Analyst High
	 $108,000 

	 
	Fully loaded annual cost/Analyst Med
	 $  84,000 

	 
	Fully loaded annual cost/Analyst Low
	 $  66,000 


A Few Words of Caution

KCS is a powerful best practice that initially improves the capacity of a support organization and over time creates new capabilities and benefits. At the outset, we need to consider how the increased capacity will be used and set analyst and executive expectations realistically. These are the Leveraged benefits described earlier.

While the model shows a dramatic return on investment through the reduction in the average cost per problem, the savings may not be in a form the organization can or wants to directly realize. For most support organizations, the primary cost component is labor. While the adoption of KCS can reduce the labor costs on a per-unit-of-work basis, the savings can only be realized by reducing staff. This might be either difficult or undesirable due to shift coverage requirements or diversity of the technologies being supported. Reducing staff also diminishes the longer-term opportunity to create new capabilities and value added services. 

Capitalizing on increased capacity is a tricky thing. Organizations that do not have a plan for how they will use the capacity are at risk of losing it. Incremental capacity can be absorbed by an organization without even thinking about it. In the absence of a plan, the existing work will naturally expand to fill the time.  

Having a plan for how the increased capacity will be used is also an important element of setting executive and participant expectations. Executives like to see numbers that they can track, but some of these numbers (like incremental costs) are estimates. Be selective about the numbers touted. Placing the benefits of KCS in the bigger context of organizational goals including customer loyalty is very important here, to communicate the complete value of KCS (see the section on the strategic framework). 

Of no less importance, analysts want to know that their work to adopt KCS will not be “rewarded” with a layoff notice. Show them a plan and document the executive support for implementing the future changes and, specifically, how the incremental capacity will be used.

Following are some options to consider for how the organization can leverage newly available capacity:

· Improvement in service level to users/customers without incremental cost.

· Creation of “pro-active or value-added” services.

· Increased interaction with product development teams to improve the products based on user or customer experiences.

· Higher levels of participation in product testing during alpha and beta phases of development (this participation also helps seed the knowledge base with experience about the new products).

· In an environment with increasing workload, the need for additional headcount can be reduced or postponed. 

· In an environment with flat or decreasing workload, a reduction in staff may be the right thing. KCS will enable a lower cost of support while sustaining service levels. But we must be sure the reduction in staff is feasible. 

Technique 3: Promote Teamwork

Since the foundation of KCS is capturing and improving the collective experience of the organization, teamwork and healthy collaboration are critical. While tools can enable collaboration, the behaviors and culture of the organization drive the benefits. Creating a culture of collaboration and collective ownership is the leader’s responsibility. The leader needs to ensure the environment nurtures and rewards collaboration. In our experience, most teams could use some work in this area. Even great team environments need to be monitored and enhanced to maintain quality.

Applying “The Five Dysfunctions of a Team”

Patrick Lencioni’s book, The Five Dysfunctions of a Team, calls out the hallmarks to watch for when assessing the health of the team. From his website, www.tablegroup.com, we can see the following list of issues and strategies for overcoming them:

	Dysfunction
	Strategy for Overcoming

	Absence of Trust
	· Identify and discuss individual strengths and weaknesses

	
	· Spend considerable time in face-to-face meetings and working sessions

	Fear of Conflict
	· Acknowledge that conflict is required for productive meetings

	
	· Understand each individual team member’s natural conflict styles and establish common ground rules for engaging in conflict

	Lack of Commitment
	· Review commitments at the end of each meeting to ensure all team members are aligned

	
	· Adopt a “disagree and commit” mentality—make sure all team members are committed regardless of initial disagreements

	Avoidance of Accountability
	· Explicitly communicate goals and standards of behavior

	
	· Regularly discuss performance versus goals and standards

	Inattention to Results
	· Keep the team focused on tangible group goals

	
	· Reward individuals based on team goals and collective success


In the appendix of Lencioni’s book, he offers a simple survey for assessing the health of an organization. It appears to be the best tool available. We have found it to be relevant to small teams as well as large teams. We recommend readers buy the book and use it.

With this assessment in hand, we will know our leadership goals for the year. 

Technique 4: Tap into Internal Motivators

Extensive research has been done in the area of motivating employees. The research shows that the factors that contribute to job dissatisfaction are different from those that create satisfaction and are motivating. 

We like the insight in an article published by the Harvard Business Review, “One More Time: How do You Motivate Employees?” by Frederick Herzberg. This is one of Harvard Business Review’s most requested reprints.  

Let us consider how and where Herzberg’s motivating factors contribute in KCS.

	Motivation factor
	Applications in KCS

	Achievement
	· KCS proficiency level, earning the right to publish or becoming a KCS Coach

· Creating solutions others are using

· Expanding breadth of product knowledge

· Contributing to the goals of the organization in a measurable way

· Collaborating as part of a group that is creating value for the business

	Recognition
	· Reputation based on creation of value in the knowledge base, others know you because of your solutions in the knowledge base

· Acknowledged for knowledge contribution through KCS measures and reports that are visible to the group

· Acknowledged by organization leaders as role model for others

	The Work Itself
	· Less redundancy, always working on interesting new things

· Confidence in taking broad range of incidents because the knowledge base complements existing knowledge

	Responsibility
	· Licensed to publish (KCS competency) without review by others (autonomy with accountability)

· Licensed to modify/improve content 

· Part of a team

· Collective ownership for content—“flag it or fix it”


Technique 5: Reward and Recognition Programs

To motivate the right behavior and promote KCS adoption, many companies implement reward programs. Historically, reward and recognition programs are hard to get right. In addition to frequently mistaking real motivations, these programs often reinforce activities—not objectives and desired outcomes. And they can become outdated as the work environment and culture evolve, but seldom have an end of life plan. 

We have learned a tremendous amount about what works. Recognition is a by-product of doing the right thing, and a communication tool for leaders. It does not replace leadership.

Some of the design principles of successful programs include:

· Legitimate Metrics—tied to independent feedback and customer input/surveys vs. anecdotes/opinion

· Alignment to Organizational Goals—clear, credible program purpose reinforces desired outcomes and strategic framework

· Time Constraints—clear beginning and end to draw attention and keep the program fresh and relevant, with incentives for getting started. 

· Integration into the Job—relevant to and compatible with the pace and complexity of the job

· Balance of Individual and Team Rewards—consider virtual teams and communities as well as geographical and subject matter teams

· Compatibility with People—tailored to the values, interest, and styles of individuals (don't embarrass an introvert)

· Equal Opportunity for Participation—include programs for different roles, work styles, and cultural differences

· Recognition of Diversity of Skills—good generalists are as valuable as good specialists

· Competition with Themselves—help people to measure and recognize their own achievements

Given these guidelines, most organizations develop programs to appeal to different motivational factors. Here are some motivation and reward examples:

· Challenge—Set new records for lagging indicators

· Attention—Dinner with Company CEO or Distinguished Engineer

· Affirmation—Add meaningful job opportunities or new roles, like membership in the KCS program team or trips to industry conferences or events

One key to using rewards and recognition programs effectively is to view them as part of the communications plan (see below.) These programs are one way for leaders to draw attention to new practices and priorities.

Most KCS rewards and recognition programs should have an end date. If they continue too long, they send the signal that knowledge sharing and reuse are not part of the job, but something “above and beyond” to be specially rewarded. In fact, the opposite must happen—KCS practices must be integrated into all participants’ job descriptions and formal job evaluation programs. At this point, the primary reward and recognition for doing KCS well is the same as it is for doing any other part of the job well: continued employment, good reviews, and career advancement.

Technique 6: Communication is the Key

Effective communication in today’s environment is difficult—there is a lot of competition. Some recent market research shows that in today’s world of hype a message must reach an audience 36 times before being acknowledged or absorbed. 

Across the enterprise, employees complain about a lack of communication. Specifically, employees express frustration at their ignorance of organizational goals and how their individual actions make a difference. A 2002 Gallup poll found that 70% of American and an even higher percentage of German workers were dissatisfied with their work because “they lack a sense of professional development and fulfillment that is fundamental to productive employment.” This frustration affects job performance.

Our challenge is to deliver thoughtful and well-designed messages about KCS. We must deliver these messages frequently and through different delivery vehicles.  

A good KCS Communication Plan is really a marketing plan. It should include:

· Target Audiences—Whom do we need to engage and influence in order to have a successful adoption? Typical audiences include executives, customers, product teams, and participating analysts, but could extend to include IT staff, marketing teams, and sales personnel.

· Key Messages—Different audiences (i.e., executives vs. technical) usually require different messages because they have different roles, activities, and objectives

· What’s In It For Me?—Clearly communicate relevant personal benefits, not just benefits to the enterprise as a whole.

· KCS Q&A/FAQ—As we discuss implementation, we capture the questions that are frequently asked. An easily accessible written response ensures consistent messaging.

· Overcoming Objections—We must consider the real and perceived objections for each audience and include enough detail to alleviate concerns.

· Elevator Pitch—A short (under 30) second overview of the KCS message—what KCS is and why it matters to the listener. A good elevator pitch captures the listener’s interest, makes him or her want to learn more, and creates a positive perception. 

· Delivery Vehicles—Different audiences will require different communication tools—on-line, in-person, and through corporate communication tools. We must think through the most appropriate deliverables by audience so that the message will be heard and remembered. 

· Programs and Activities for Engagement and Socialization—With messages and communication tools in mind, we need to consider how to socialize the ideas. Are there ways to create interactive conversations, solicit input, and encourage support? What sustained or individual programs or activities will reach the target audiences?

· Examples of programs:

· Meetings (all-hands, group, 1-1)

· MBWA (“management by walking around”—casual skip-level communications)

· Coaching and training

· Conference calls and web conferencing

· Themed giveaways

· Collateral and newsletters

· Email (note: electronic means should reinforce messages in other channels, but NOT be a primary communication channel)

· Bulletin boards

· Posters

· Websites

· Project Plan and Timeline—all these elements should be organized in a project plan with timeline (and appropriate budget).

Objection Handling

Raising awareness and increasing support for KCS are everyday activities for leaders. Objection handling, whether in-person or in writing, is a crucial technique. We have found several basic rules to be helpful:

· Be sensitive to the feelings behind the objection

· Acknowledge the validity of feelings; empathize

· Seek to understand the issue from the other’s perspective

· Offer an alternative perspective (don’t debate or argue)

· Use WIIFM to craft a response in their terms

With these behavioral ideas in mind, we can effectively use the “objection handling” content that is pre-prepared. We handle objections much better when we are ready and consistent. For organizations where conflict is uncomfortable or communication is limited, written objection-handling material can also proactively address concerns that people might be reluctant or unable to raise themselves.

Additional Resources

This topic is being actively explored and developed by Consortium members. There are more tools available on the www.serviceinnovation.org website, such as:

· An ROI calculator and a knowledge base maturity simulator (simple/sophisticated)

· ROI Tools—assessing the benefits and the dynamics of KCS adoption and successful web-based self-help

· Demand model—calculating demand and demand satisfaction

Summary

In order for our service organizations to deliver higher value to our customers, we must focus on the source of the value: people and knowledge. We must transition from a call-centric, transaction-oriented model to a knowledge-centric, relationship-based model. We must recalibrate our measurement systems to measure the creation of value, not just activity. We must rethink the role of information, analysts, managers, and customers to take full advantage of the knowledge that emerges from the experience and interactions of the service and support organization. 

KCS 4.0 requires many changes to an organization, but our members have demonstrated the great benefits that emerge. In this guide, we have attempted to capture the best we know to date on the techniques for embracing the core practices that make up KCS. These practices, organized in the individual-focused Solve Loop and the team-focused Evolve Loop, represent the essence of KCS—sharing and reusing knowledge to create value for the organization.

· Solve Loop (A Loop)

· Capture in the Workflow

· Structure for Reuse

· Searching is Creating

· Just in Time Solution Quality

· Evolve Loop (B Loop)

· Workflow

· Content Vitality

· Performance Assessment

· Leadership

As we work to adopt KCS, we usually discover that many mental shifts are happening. The way we think about our efforts and those of the group change:

· Focus on knowledge rather than experience.

· Emphasize Knowledge-Centered Support over knowledge engineering.

· Knowledge is best managed at the point of creation, in the context of demand.

· Linear, production line processes become a collaborative, knowledge-enabled network.

· Emphasize just in time review over just-in-case creation.

· Take individual ownership of actions and performance and have collective ownership of the knowledge base.

· Look to managers for leadership and motivation rather than direction and instruction.

Lessons Learned

During adoption, we often over-engineer workflows and content standards. They become too complicated and cumbersome. We also spend too much time converting legacy data rather than creating KCS solutions. This overhead slows down and demoralizes the participants, who are often eager to embrace new areas of knowledge and practice their newfound KCS skills. We should not dwell on the laggards who might be resisting change, but reinforce the success of the early adopters through positive support. 

Other proven success factors make a difference in KCS adoption. Perhaps the most obvious and visible one is executive commitment. Executives need to populate the strategic framework with goals that support the KCS workflow. They need to fund the infrastructure and resources and maintain support for the team while communicating (in a sustained way) the benefits, strategic impact, and progress of the KCS program. These communications, across their peers, upward to senior management, and downward to the team, provide leadership and motivate the team. 

Communication from executives and within the team should be part of a formal program to help each stakeholder group—the analysts, customers, and company—understand and support the transition. Glitches and ditches are common, and communications help manage expectations, overcome objections, and deal with exceptions. Audience-appropriate messaging through multiple communication avenues will smooth adoption and help people understand, “What’s in it for me?” Do not let the communications plan be too short or superficial—communications are central to change management and need to be both thoughtful and sustained to have a real impact.

The coaching role, new to many technical support teams, has an enormous effect. When the right people are selected (ideally, by their peers), given the time and support to coach, and rewarded for coaching themselves out of this role through the success of their knowledge developers, KCS prospers. Coaches must have strong interpersonal and influence skills as well as an operational understanding of the KCS practices.

The right metrics are based on goals for the outcomes or results and enable trend analysis for the leading indicators or activities. Do not put goals on activities. Through the strategic framework, we empower and motivate analysts (and managers) with a clear association of their individual activities to organizational goals. A balanced view of the metrics and trend analysis should enable continuous improvement and performance assessment.  

Performance assessment should focus on the creation of value by individuals and teams. It must consider both qualitative and quantitative measures and reinforce the transition from an activity-based model to a value-based model.

Another important mental shift is the attitude about the KCS deployment. The team and its enablers and stakeholders must see KCS as an organizational change, not just a tool. KCS can be assisted by technology, but is dependent far more on the changes in organizational values, interactions, and processes. Knowledge management and KCS are about people, not technology. They offer a new way to think about and manage the business of support. 

The adoption of KCS inevitably changes the nature of interaction between the levels or tiers in the traditional support model. The distinction between support levels should diminish, creating a sense of one team aligned to a common purpose. 

As we said in the introduction, the adoption of KCS represents a transformation. It requires a shift in the organization’s culture, values, and focus. It requires a balance of: 

Individual

and

Team

Activity

and

Results

Completion 

and 

Evolution

Content

and

Context

Knowing

and

Learning

Management

and

Leadership

We hope this guide has helped launch you on a voyage of KCS discovery and adoption. It reflects the collective experience and thinking of many dedicated individuals and organizations who make up the Consortium for Service Innovation.  

The journey continues. If you would enjoy being a pioneer on this adventure, join us! 

About the Consortium

Learn more about the Consortium for Service Innovation’s KCS program by visiting our website at www.serviceinnovation.org.  

The Consortium for Service Innovation is a non-profit alliance of service and support organizations. Through a process of collective thinking and shared experience, the members develop and validate innovative ways to improve customer support. This work bridges emerging academic thinking and research to tangible, tactical practices that optimize business results. 

If you or your organization would like to participate in the continuing evolution of the Knowledge-Centered Support models or other programs under way, consider joining the Consortium for Service Innovation. Information on membership is available on our website. 

Consortium for Service Innovation 

751 Laurel St. Suite #533

San Carlos, CA 70

Tel +1 (650) 596.0772

Fax +1 (650) 591.9179

Email:  info@serviceinnovation.org
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What's new in KCS 4.0?


Workflow


Integration of web portals and online processes


Root cause analysis


Continuous improvement


KCS Verified program


Integration of other tools


Content


Migrating legacy data


Multimedia as content


B or Evolve Loop Content


“How good is good enough?“ for content quality


Performance Assessment


Knowledge Domain Expert


Triangulation—“who is creating value?“


Balanced scorecards


Performance management toolkit


Leadership


Promoting teamwork











Figure 1: KCS integrates the experiences of the three stakeholders to create a Solution,


not simply a Resolution.








Customers





B loop:


Organization level


processes across many events





A loop:


The event level


Solving Problems





Figure 2: KCS health relies on nested individual (A Loop) and team (B Loop) processes.
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Capturing the customer’s context—words and phrases—helps others find relevant content when searching.





A little bit of structure helps readability.





We seek to understand before we seek to solve.





Who better to validate the accuracy of a solution than someone who is using it?





Impose a little bit of structure. Then allow the people who use the knowledge to improve it as they use it.





Figure 4: Different skills are applied at each phase in the structured problem solving process.
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Figure 5: In managing the conversation, we make our process visible so customers know we are doing


everything possible to resolve their issues.
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80% of the incident volume is related to 20% of the issues.





Figure 42: Lencioni has identified the most common maladies of modern organizations and suggested mitigations.





Use the knowledge base to collect information about the KCS workflow and content standard.





Figure 11: KCS deals directly with a subset of the content in the organization, but KCS processes�and insight can provide valuable input to product development and customer documentation.





At its core, KCS seeks to create content that is good enough to be findable and usable by a specific audience.





The solution contains the reusable parts of the experience, not customer specific or proprietary information.





Figure 12: Solutions may follow different paths through a state life cycle.





Rework





Review





Published





Approved





Draft





Figure 13: Six basic checks provide a consistent, manageable starting point for analysts and reviewers.





Figure 14: More detailed assessments inform analysts, coaches, and managers about individual and team progress.





Figure 15: The likelihood of reuse and the consequent value of a solution decrease rapidly after 30 days.
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Figure 16: Evolve Loop content can help organizations increase the value of their A Loop processes.





Figure 17: A focus on reuse counts guides B Loop content development.





Figure 18: Procedural solutions provide guidance on how to determine the distinguishing characteristics of an issue to improve the speed and accuracy in identifying the resolution.


Note that Solution F is shared or used in two different paths.





Figure 19: Resolution paths help analysts quickly navigate to the solution with the appropriate resolution or fix.





Figure 21: A common cause may appear to users as multiple symptoms.





Figure 22: B Loop content can detail the relationships between disparate symptoms and a common cause.
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Figure 23: Typical Players in a KCS Organization.
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Earning a license is a great opportunity to recognize analyst performance. 
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Figure 24: A Common KCS User Development Path.
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The benefits the organization will achieve are directly proportional to the time they invest in coaching.








The Knowledge Domain Expert drives the value of knowledge.








Goals based on activity will corrupt the knowledge base.








Figure 25: Activities are leading indicators, and goals are lagging indicators.
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Figure 26: The source of value will be different for each organization.
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Process and Operations	
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 Transaction satisfaction


 Customer retention





Figure 27: The support agent’s scorecard can include both individual and team goals.
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Figure 28: The manager’s scorecard provides a link between individual and organizational goals.
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The trends in the leading indicators let the analysts and the organization know the status of the enabling factors.








Figure 29: As competence and knowledge base quality increase, reuse rates should outstrip creation rates.





Figure 30: Regular review of solution approval and publishing rates helps managers maintain KCS momentum.





Figure 31: To calculate participation rates, we divide the number of incidents that have a resolution identified in the knowledge base by the total number of incidents closed.





Figure 32: A comparison of participation rates across an organization provides an excellent visual overview of organizational adoption.





Figure 33: Hector’s profile shows appropriate evolution in creation and linking rates.





Figure 34: Kim’s profile shows a high creation rate and a low citation rate, so Kim’s searching habits and solution quality should be examined.





Figure 35: The Solution Quality Index provides additional detail for a performance review.





Figure 36: The Radar Charts provide an easy visual tool, a value footprint, to assess value contribution.





Figure 37: Kim’s performance looks distinctly different viewed through this lens.





The conversation about performance improvement is about behavior, process and understanding, not about the numbers.








Figure 38: The Metrics Matrix offers options for different assessment measures for individual and team performance.





KCS requires strong leadership, not strong management.





“Knowledge is personal…


Business, generally, is not.” 








Figure 39: For a complete, balanced framework, we consider goals from different stakeholder views and directly map activities and results to these objectives.





Figure 40: Clear subjective and objective benefits for each stakeholder will help set appropriate expectations and guide performance evaluation.





Figure 41: Genuine results demonstrate the positive impact of KCS.





Capitalizing on increased capacity is a tricky thing.





Figure 43: Herzberg’s research reveals that sticks and carrots are not effective, motivation is a function of  how we feel about what we do (sense of accomplishment) and simple acknowledgement.  





KCS is not something we do in addition to solving problems. It is the way we solve problems.





KCS introduces a new way to  think about and manage the business of support.








If we look at how people’s contributions are measured, the teamwork factor is traditionally overshadowed by individual metrics.








Experience has taught us that any problem that is worth solving is worth putting in the knowledge base. 































































































Figure 20:  An example of a resolution path.





Figure 10: The distinct workflow of the web user should be understood when developing the integrated interface.





Figure 9: This workflow documents the activities for a typical incident.





Figure 8: An example of a closed incident with a snapshot of the solution at the time the incident was closed and a link to the solution in the knowledge base.





Figure 7: In the background, the interface is feeding the appropriate application with the appropriate information, freeing the user of the need to jump between applications.





Figure 6: A prototype of a desirable user interface that includes necessary structural elements and process enablers. The goal is to create a user interface that focuses on the needs of the user, not the needs of the application(s).  
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