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I.
8.1: Benefits of Knowledge Management

A.
Knowledge management is the process of gathering, structuring, refining, and delivering knowledge that is of value.
1.
Help desk knowledge is stored in a database known as a knowledge base.

2.
Knowledge management systems benefit both users and help desk analysts in many ways.

B.
Decreased call volume.

1.
A self-service knowledge base allows users to search for answers to their questions 24 hours a day via the Web. By providing this type of support, fewer calls are made to the help desk.

2.
Frees up help desk analysts so they can use their time and resources to solve more complex problems.

3.
Because of the speed and efficiency, more people prefer this self-service capability to contacting an analyst.

4.
There is no waiting time. A user can search for a solution as soon as a problem is detected.

C.
Shared expertise
1.
A knowledge base not only captures information and expertise, but also makes that expertise available to a broad range of individuals, from end users to support staff.

2.
It reduces the impact of employee turnover. In the past, when an agent left the help desk to take a different position, everything the agent knew was lost because it existed in the agent’s head, not in a computer database. With a knowledge base in place, agents write up solutions and workarounds to problems as they occur, and if appropriate, these solutions are added to the knowledge base.

3.
Because analysts have different knowledge levels if a user called with a problem, the timeliness of a solution would depend on which analyst took the call. With a knowledge base in place, any analyst receiving the call can search the knowledge base and find the solution.

4.
Because information included in a knowledge base is accessible to all agents, individuals can reach the same level of expertise by building on one another’s experience and knowledge.

D.
Reduced training time.

1.
When support agents are trained to effectively use a knowledge base, they quickly become productive.

E.
Reusable solutions
1.
Once a problem has been analyzed and solved, the benefits of that work are available to anyone who needs access to the information.

2.
Reusing existing knowledge lowers costs caused by repeated searches of the same topics and repeated development of the same solutions.

F.
Enriched job content.

1.
Top reasons for burnout and departure that analysts cite include having to support old products, supporting products for which insufficient knowledge is available, and having to repeatedly solve the same problems.

2.
When users can solve many problems themselves using knowledge bases, analysts can spend their time researching new and novel problems instead of responding to the same queries repeatedly.

G.
Personal empowerment
1.
The analyst is transformed from someone who provides answers over the phone to someone who creates organizational knowledge. As creators of knowledge, analysts become recognized for their abilities to diagnose and resolve problems.

H.
Continuous improvement
1.
As a knowledge base is used over time, continuous feedback from agents and users helps the system improve. Existing solutions are revised, new solutions are added, and outdated solutions are removed. This continuous evaluation increases the value and usability of the knowledge base.

II.
8.2: Characteristics of an Effective Knowledge Base

A.
Easy to use.

1.
A knowledge base must be easy to use, intuitive, possess a simple interface, and be developed with commonly accepted Web tools.

2.
The system must not place any constraints on the end user or require special abilities or training.

3.
A key to ease of use is to have strong search capabilities.

B.
Simple to maintain.

1.
A knowledge base is not useful if not kept up-to-date, so the knowledge base site must be easy to administer.

2.
Since content changes on a daily basis, information is less likely to updated frequently if the process of administration is complex and time consuming.

3.
The ability to make changes to the knowledge base must be restricted to ensure that the information is accurate and conforms to standards for quality, style, and format.

4.
The knowledge base should interact with the problem management system, so new solutions are easy to add to the system.

C.
Relevant
1.
The knowledge base must be relevant to the needs of both the help desk and the users.

2.
Relevancy is established primarily through the content of the solution, particularly the context in which a problem occurs. When the context of a situation is contained within the solution, the solution is reusable by a very wide audience.

3.
The solution’s ability to be found is as significant as its relevance. Analysts and users do not have the time to perform multiple searches leading to irrelevant answers, so solutions in the knowledge base must be categorized and prioritized relative to the details of a situation presented by a user.

D.
Accessible
1.
Access via the Web gives both users and remote staff the ability to capitalize on the available knowledge.

2.
Providing self-service support via the Web, giving customers direct access to the most up-to-date information on a 24/7/365 basis, releases analysts from resolving minor issues and allows them to focus on bigger issues.

III.
8.3: Proactive and Reactive Knowledge Management

A.
Whether to have proactive or reactive knowledge management is an important decision that must be made early in the knowledge management system development process.

1.
Reactive knowledge management.

a)
New knowledge capture is part of the problem management practice—that is, new knowledge is captured when a case is closed.

b)
It is also referred to as solution-centered support or knowledge-centered support.

c)
Example: An analyst receives a problem, is unfamiliar with the situation and does not find a solution in the knowledge base. After researching the problem, the analyst finds the answer, informs the user, and closes the case. Normally the analyst would then be available to take another call, and the problem-solving work would have been used once and then discarded. In reactive knowledge management, the analyst is aware that this solution is not already in the knowledge base, and documents the problem and the steps required to resolve it. Once the question and solution are documented, the information is available for other analysts to use.

d)
Key benefit: Lower cost of ownership. Knowledge is created as part of the support process and is immediately made available to other analysts.

e)
Disadvantages relate to quality.

(1)
Support analysts are rarely hired for their writing skills; you can expect to find grammar and spelling errors in their additions to the knowledge base.

(2)
The solution provided may not actually fix the problem. In this case, the knowledge base now contains solutions that are wrong.

(3)
It is not uncommon to have redundancy and multiple answers to the same question. If the solution was in the knowledge base but the analyst did not find it, the analyst is adding the same or a different solution to the same problem.

(4)
Introducing a quality review process for the new knowledge can overcome these disadvantages.

(5)
Reactive knowledge management leads to the development of a knowledge base that only contains solutions to known problems. The knowledge base will cover a wide variety of topics with very little depth. Sometimes depth of knowledge is desirable, such as for a new product launch, where the questions could vary widely. In this type of situation, proactive knowledge management can provide value.

2.
Proactive knowledge management.

a)
Building knowledge before you need it. The goal is to forecast potential questions and problems before they occur and build the knowledge base of answers and solutions in advance.

b)
The methodology is similar to that of software development, and includes three major phases: design, develop, and deliver.

(1)
DESIGN: Determine the requirements for the knowledge base and the way the knowledge will be organized. Forecast potential user problems — typically accomplished by researching the types of problems encountered with similar products or previous versions of the same product.

(2)
DEVELOPMENT: Answers to problems are discovered and drafted. Technical accuracy of the solutions is tested. Written solutions are also checked for format, grammar, and language.

(3)
DELIVERY: This phase of the knowledge base can then be coordinated with the release of a new product or service. It is particularly effective when a new product or a major upgrade is being introduced.

c)
A proactive knowledge base can reduce the normally high volume of calls encountered during a new product rollout. Once the product is released and the help desk starts receiving cases, the reactive knowledge management process is used to add new knowledge to the existing knowledge base. A solution must always be validated to ensure accuracy and consistency before it is added to the knowledge base.

B.
Both reactive and proactive knowledge management methodologies add value. Combining reactive and proactive knowledge management processes, along with an efficient quality review process, allows a help desk to maintain a quality knowledge base.

IV.
8.4: Components of Knowledge-Based Solutions

A.
Two kinds of knowledge are used in a knowledge-based solution: explicit knowledge and tacit knowledge. (See Figure 8.1, “Tacit and Explicit Knowledge.”)

1.
Explicit knowledge can be expressed using language and can be easily transmitted among individuals. It includes data, facts, and documents, and is stored in many different types of media (electronic, paper, microfilm, and video).

2.
Tacit knowledge is part of a person’s individual experience and is not easy to communicate to others. Examples are insights, hunches, and intuitions. Tacit experience can be passed from one person to another by close association for a long time, such as in an internship.

3.
When assessing knowledge in a help desk setting, what is important is how well it solves users’ technology problems.

4.
In the support organization, the transferable unit of knowledge is the solution. Solutions capture the experience of a problem and how to solve it.

a)
A solution is the content developed and shared between the customer and the organization; it describes all the facets of the problem situation and how it can be resolved.

b)
All relevant information needed to identify, diagnose, and resolve the same situation repeatedly is contained within a solution. Format and representation may vary, but solutions can be judged by how clearly, completely, and effectively they enable repeat situations to be solved by someone else.

c)
Solutions need structure so they can be easily found and used again. Raw data or information without sufficient structure or focus has only limited value. The framework of each solution in the knowledge base contains the four components of the problem-solving process: Situation, Analysis, Information, and Resolution. When the process is captured within this framework, it allows new problems to reuse existing solutions without having to recreate the entire process.

(1)
SITUATION: The context of the problem and, therefore, of the solution (for example, what products are being used and what the symptoms are). Solutions must contain sufficient context to communicate when the solution should be used, and to indicate the scope of the solution to those who might need it. The components of the situation are:

· Configuration/operating environment: The products used, operating system, interacting products—all the factors of a user’s environment that impact the way the product behaves.

· Symptoms/things tried: The experiences and observations of the user, as well as the actions taken by the user to address the problem.

· Goal: The task that the user was attempting to perform.

· User context: The user’s expectations regarding the functioning and performance of the product, as well as their level of technical understanding and expertise relating to the situation.

· The situation is often the first thing identified and captured as part of a help desk interaction, typically, when the user articulates the problem.

(2)
ANALYSIS: The essence of the analyst’s diagnostic process. The analyst takes the user’s description of the problem, reasons how to further test and confirm what the problem is, and determines the most effective resolution.

· Because people have varying ways of approaching and examining problems, the analysis for a given troubleshooting situation could vary considerably depending on personal insights. Analysis is the most subtle and subjective element because it refers to an individual’s reasoning and troubleshooting processes. Different styles of analysis can lead to the same correct solution, so the amount of analysis included in the knowledge base varies from problem to problem.

(3)
INFORMATION: The data required to properly interpret how to implement the solution and to understand why and how the solution functions. The support organization is the key provider of information. Information may include the following.

· Reference material: Facts pertaining to the product, the operating environment, or the technology involved. May include product documentation or supporting information that describes how the product functions.

· Language and concepts: Supporting information to help the user clearly understand the terms and functions used in the solution. Concepts related to the solution may need to be clarified to determine how the specific terms are used.

· Supporting solutions and issues: There may be other related solutions that can help the user assess the relevance of the solution.

· Support-specific actions and determinations: The observations, actions, and determinations that pertain to this solution. These may include instructions on how to perform the solution as well as how to interpret or respond to it.
· Because additional information may be required to totally understand a solution, reference to other supporting information may be necessary to provide the appropriate background to a solution. Determining what is sufficient and necessary for proper understanding and use of the solution is important.

(4)
RESOLUTION: The objective of the solution—a specific answer and response to a user problem that provides one or more methods for addressing it. The resolution may include the following:
· Fix: Specific steps and actions that remove the problem and enable the desired functionality of the product to resume.

· Workaround: Instructions that will resolve a problem, but are temporary, incomplete, or more labor-intensive than desired.

· Answer: The response to a question about how to accomplish something in the product or otherwise enhance its performance (not a break/fix scenario).

· Supporting usage information: Information that helps in the implementation or maintenance of the resolution, or that provides background to the resolution. This may also include information about the technical expertise required to effectively implement the resolution.

· If a resolution applies to too many scenarios, it will be unclear if the solution represents the most appropriate action. If the resolution is too specific, it may not be highly reusable in any but the most similar situations.

V.
8.5: Knowledge Management Processes

A.
Processes must be in place to ensure that the relevant knowledge is captured and is presented in a way that makes it usable to the greatest number of people. The knowledge management process consists of four steps (see Figure 8.2, “The knowledge management process”): Capture, Structure, Review, and Release and Maintain.

1.
CAPTURE: The first step of the process involves the identification and collection of information that will be included in the knowledge base.

a)
When creating a knowledge base from scratch, identify the information that users and the help desk staff require. Initial entries are derived from existing help desk requests. Existing call records and logs are used to discover the most frequently reported problems, which should all be included in a list of problems and solutions to be added to the knowledge base.

b)
Interview help desk staff at all levels. The problem-solving information required for a new first-level analyst differs greatly from the information used by an experienced second-level analyst.

c)
Review other information resources, such as manuals and cases stored in problem management systems, to determine which information would be of value in the knowledge base.

d)
Once a knowledge base exists, content is added, revised, or deleted as needed. When a new problem has been solved by an analyst, that analyst writes a draft of the situation, which is then placed in an existing structure.

2.
STRUCTURE: Once knowledge has been captured, it must be structured, which is the process of indexing, categorizing, and classifying information.

a)
An unstructured knowledge base is just a collection of documents in various formats. The documents contain words, but the search engine has no means of determining the context of the words. The lack of structure minimizes the ability of the search engine to provide the right answer. A search for “printing problem” will yield solutions that have nothing to do with printing because somewhere in the document the words “print” and “problem” may have been used in unrelated contexts.

b)
Unstructured knowledge does have value, but a search engine cannot search it. Most companies maintain Web sites with documentation, manuals, and other files that, when combined with a search of structured knowledge, permit a support analyst or a user to find a solution.

c)
A structure establishes relationships between pieces of information. The solutions in a support knowledge base are usually classified into different levels for easy retrieval.

(1)
The first level is broad and encompasses a grouping of products, such as software.

(2)
The second level narrows the classification down to a specific type of software, such as Microsoft Word.

(3)
The third level breaks out a component or feature, such as spell checker.

(4)
Finally, the fourth level identifies the specific error codes or addresses how-to functionality.

(5)
Proper categorization is important; broad categorization retrieves too many solutions, while narrow categorization retrieves too few.

d)
A well-defined structure ensures that solutions are easy to find and easy to implement. The structuring process is time- and labor-intensive. It requires a type of work that has not traditionally been part of the help desk analyst’s job. However, the time invested in creating this structure is more than compensated for by the time saved in finding reusable solutions. Most support organizations report that as many as 60 to 75 percent of the problems they solve either have already been reported to the organization or are a variation of a recognized problem. If three out of four problems can be solved by reusing a solution rather than by re-solving the problem, the one-time investment in structuring the solution for subsequent reuse is more than worth the effort.

e)
The final product will be of value only if it is easy to use. Once a preliminary structure exists, it should be tested with users. The logical classifications developed by the help desk staff may be too detailed for the needs of end users.

3.
REVIEW: Once knowledge has been captured and structured, it must be reviewed before it can be added to the knowledge base. The new solution must be checked to determine whether:

a)
It accurately describes symptoms, the problem, and its resolution.

b)
It is technically accurate.

c)
It follows the standard format.

d)
It is written so that the user can understand it.

e)
It is a viable alternative that does not yet exist in the knowledge base.

f)
It can be incorporated into an existing case.

g)
It can be combined with another case to form a new one.

h)
The new case would cause an inconsistency.

i)
There is a newer case already available in the knowledge base.

(1)
The content is first reviewed for technical accuracy, usually by a subject-matter expert (SME)—an individual who exhibits the highest level of expertise in performing a specialized job, task, or skill within the organization. The SME is most likely a second-level or third-level support analyst with specific knowledge of the specific content area, and is responsible for making sure that the solution is correct and that all the necessary information was collected.

(2)
If the problem can be replicated, then the solution is tested to determine if it resolves the problem. This process is called validation.

(3)
After the solution has been validated, it is reviewed for grammar, spelling, writing style, and presentation format so that the agreed-to standards are followed.

(4)
When reviewing solutions, always remember who will be using the knowledge base to minimize the possibility of including too much detail or using technical words or jargon.

· Example: A solution that says to reinstall Windows without listing the steps to accomplish this task or without providing a link to a document that describes how to accomplish it is probably not going to be very useful. It can be helpful if the solution includes captures of screens the user will encounter while following the steps listed.

4.
RELEASE and MAINTAIN: When the review is complete, the new knowledge is ready to be released. This usually involves publishing a copy of the knowledge and moving it to the Web support site where the knowledge base is housed.

a)
To be effective, data in a knowledge base must be kept current. In many companies, new products or services are being offered continually. Therefore, it is critical for users to be able to find answers and solutions for the new products and services on the support site. Regular and timely maintenance of the knowledge base is critical to success. If people repeatedly fail to find what they are looking for, they will stop using the system.

b)
To keep the knowledge base current, the help desk must receive up-to-date information in the following areas:

(1)
When problems occur that do not have existing solutions.

(2)
When new software is going to be released.

(3)
When new product purchases are planned.

(4)
When new bugs are discovered.

c)
Existing content also must be reviewed on a regular basis to determine whether it is still accurate and relevant. A knowledge base that is not maintained can quickly bog down with hundreds of outdated solutions that have not been removed. Changes are made to the existing information when several circumstances occur, including the following.

(1)
Help desk staff suggest revisions when they encounter problems using a solution during the normal course of their work.

(2)
Users contact the help desk to report a solution that is not working.

(3)
Help desk staff members become aware of changes to systems and services (through meetings, change management reports) and search the knowledge base to identify documents that will require revision.

VI.
8.6: Knowledge Base Search Methods

A.
Knowledge that has been captured, structured, reviewed, and released becomes incorporated into the knowledge base and is available to help desk analysts and to end users—if they can find it. A search is conducted to find problem solutions in a knowledge base. Studies show that the most effective methods of searching for information in a knowledge base include Keyword Search engines, Natural-Language Processing Systems, Expert Systems, and Case-based Reasoning.

1.
Keyword search engine.

a)
A basic keyword search engine is the simplest search method. Users enter several key words, click on the Search button, and the system returns a list of answers or pages that contain one or more of the words provided. The more words that matched the contents of the search string, the higher are the relevance given to the answer.

b)
This basic search method has several major drawbacks.

(1)
The search will result in a large number of documents, many of which will not be at all relevant.

· Example: A search on a term such as “Windows” will return documents about household windows, automobile windows, Microsoft’s Windows operating system, and thousands more, including all documents in which “windows” appears only once.

(2)
The underlying assumption of search engines is that a user can specify the appropriate keywords to search for related documents. Users may not be technically oriented; often they are people who simply want to ask questions in their own words and receive solutions that work. If the user cannot provide proper keywords, then the system may fail to retrieve the relevant documents, even though they are in the system.

(3)
Documents themselves can be misleading because the true meaning comes from the context in which words are used. Basic search engines do not take into account different meanings and interpretations of words in relation to context.

2.
Natural-language processing systems.

a)
A more sophisticated search capability allows the support analyst or user to enter actual phrases or sentences. These words are evaluated based on their positioning in relation to each other. An exact match of a phrase has a higher relevancy than phrases with all the same words in a different order. Natural-language processing is the easiest search method for non-technical users and is widely used on the Web.

3.
Expert systems
a)
Expert systems simulate the interaction a user might have with a human expert to solve a problem. A familiar example of an expert system is troubleshooting “wizards” of Windows. The user provides input by selecting one or more answers from a list or by entering data. The program will ask questions until it has reached a conclusion. The conclusion may be the selection of a single solution or a list of possible solutions arranged in order of likelihood. Expert systems perform a set of activities traditionally associated with highly skilled or knowledgeable humans-activities like medical diagnosis and stock market analysis.

b)
A rule-based expert system is an expert system that uses a set of rules as its knowledge base. Rules are statements of the form: if some condition is true, then do something. A rule is a concise description of a set of conditions and a set of actions to take if the conditions are true. For example, a rule might be stated as follows: If the printer is plugged in, turn it on or If the printer is not plugged in, plug it in now.
(1)
DECISION TREE: One type of rule-based expert system is a decision tree, which consists of a series of questions that guide a user to relevant solutions based on his or her responses (see Figure 8.3, “Sample decision tree”). By making a selection at each branch point, a tree diagram can help someone make a decision. In a sense, it is a very simple expert system; and it can easily be converted to a computerized system that is easier to use, faster, and automated.

· Example: A simple form of a decision tree is a diagnostic tree, in which a support analyst or user is presented with a question that helps the system identify the actual problem. The answer may lead to a solution or to another question. Diagnostic trees are an easy way to guide the user from a symptom like “I can’t print” to a problem like “I can’t print because my printer is out of paper,” which, in turn, leads to a solution. Decision trees are most effective when solving relatively simple problems.

b)
In a help desk environment, expert systems have a number of limitations, such as the following.

(1)
The process of encoding the knowledge into the system is slow, making it difficult to keep the knowledge base up-to-date.

(2)
The investment in developing the system is significant, as is the investment in system maintenance.

(3)
Expert systems are limited to certain problems, working successfully only with problems of classification that have few alternative outcomes. In addition, the outcomes must be known in advance.

(4)
Not all problems can be solved through the use of if-then statements. Many times, user problems are solved through the intuitive powers of an analyst who has a hunch about the source of the problem. Expert systems cannot accommodate knowledge that is essentially intuitive.

4.
Case-based reasoning
a)
Case-based reasoning (CBR) is frequently used to build help desk knowledge systems. These systems use past cases to solve new problems and are based on the assumption that human beings use their past experiences to try to solve problems. CBR does not try to find appropriate rules in a knowledge base, but looks for similar cases from the database of prior cases (see Figure 8.4, “Case-based reasoning”).

b)
Elements in a case-based reasoning system are the case database and an electronic “index” that efficiently searches and quickly retrieves cases that are most appropriate or similar to the current problem.

c)
If no reasonably appropriate prior case is found, then the current case and its human created solution are added to the knowledge base, thus allowing the system to learn.

d)
Cases consist of information about the problem, diagnosis, and solutions.

(1)
The problem description is the first information the help desk agent gets from the user-it is what the user subjectively perceives as being the problem and it may or may not have to do with the actual cause of the failure.

(2)
The diagnosis consists of the questions the help desk agents must ask or the information they must obtain from various sources to arrive at a diagnosis. The diagnosis contains the minimal amount of information that is necessary to diagnose the problem.

(3)
The solution contains the fault (what caused the problem) and the remedy (how to solve the problem). Depending on implementation and what statistical information is needed for further evaluation, some additional data may also be included in the case file.

e)
To be effective, a CBR system needs a good case retrieval mechanism and a good case database maintenance method. If a CBR system lacks either of these methods, it cannot solve a problem because it may find irrelevant or outdated cases.

f)
When the support analyst or user enters several words and clicks on the Search button, the system responds with a list of potential solutions. In addition, the system presents a set of questions that will help refine the search. The questions are usually ordered so that the first question relates to more of the solutions provided, as the system reasons that these solutions are the most likely to resolve the problem. Unlike with a decision tree, the support analyst or user can choose to answer any question in any order. Both the selection of questions and the answers provided impact the search results. This technology can provide a very effective knowledge base.

g)
Some CBR systems use the sentence structure of the problem description to index into past cases; some use specialized text retrieval technology; one even claims to use fuzzy logic to identify the most relevant cases.

(1)
Fuzzy logic is a rule-based technology that creates rules that use approximate or subjective values and incomplete or ambiguous data. Fuzzy logic represents more closely the way people actually think than traditional if-then rules.

(2)
Example: If a person states that 85 degree weather is hot and 40 degree weather is cold, then what is 65 degrees? The answer is “fuzzy”—it cannot be answered by responding to if-then questions.

h)
CBR systems are relatively easy to learn and use—no expensive initial accumulation and organization of the knowledge is necessary. Knowledge is accumulated in a shared-notebook format, starting with the first case handled. Dedicated staff members who re-index can often maintain these systems cases that are not being properly retrieved and remove those that are no longer relevant.

VII.
8.7: Knowledge Management Metrics

A.
When a knowledge management system is implemented in a support environment, it is necessary to add new metrics and re-evaluate existing metrics that are used to evaluate performance. For example, analysts rewarded for the number of cases they handle in a day are going to resist process changes, such as capturing the knowledge, which will lengthen the time to close a case.

1.
Development of new metrics.

a)
When analyzing the value of the knowledge management system, new measures of performance are required. Following are some examples of such measures.

(1)
Total number of solutions available.

(2)
Number of cases resolved using the knowledge base.

(3)
Percent of cases resolved using the knowledge base.

(4)
Number of times users access the knowledge base.

(5)
Number of escalations to the support center via the Web.

(6)
Most frequently searched key words in the knowledge base.

(7)
Number of solutions contributed by various teams or analysts compared to the resolution rates for those same individuals via the knowledge base.

2.
Reevaluation of existing metrics.

a)
Effective knowledge management requires not only new measurements, but also a re-examination of existing metrics and the interpretation of measurement results. Some of the metrics that need to be re-examined when a knowledge management system is implemented include the following.

(1)
Average case duration.

· When a knowledge management system is first implemented, the learning curve results in increased time for agents to handle a case.

· As the support analysts become more comfortable with the tools, and as the knowledge base contains more information, this time will begin to decrease.

· Support analysts are also being asked to do more work (capture the knowledge) when a solution is not in the knowledge base. This will extend the time spent on a case, but the time will be leveraged the next time a customer presents the same problem.

· If a self-service knowledge base is implemented, then users will begin solving more problems on their own, and the help desk will be left with the more challenging cases that may take longer to solve.

(2)
First call resolution rate.

· A knowledge management system used by analysts to solve user problems should lead to an increase in first call resolution rates since analysts answer more cases more quickly.

· When a user self-service option is implemented, the first call resolution rate may decrease since users start answering their own questions, leaving the more challenging cases for the support center.

(3)
Call volume

· As more and more users become comfortable with a Web-based self-service knowledge base, the number of calls to the help desk should decrease, and the quantum of Web site access should increase.

b)
Quality metrics help support center management identify content and process areas that need improvement or adjustment. It is also important to capture the measurements that will be used to define the project’s success.

VIII.
8.8: Barriers to Effective Knowledge Management

A.
The number one reason why most knowledge management implementations fail is because of resistance to change within the help desk organization itself. To have an effective knowledge management system, the organization must manage the change process before, during, and after implementation. There are a number of reasons why support analysts fear the arrival of knowledge management.

1.
Fear of job loss: Support professionals may believe that management is going to use the new technology to reduce staff. Support analysts tend to believe they have job security because they have critical knowledge.

2.
Fear of losing value to the organization: Many analysts believe they are of value to the organization because of what they know. They fear that if they share this knowledge with others in a public way, such as in a knowledge base, they will no longer be important to the company.

3.
Fear of change: Analysts may dislike change; they find it easier to maintain current processes and procedures than to learn new ones. Implementation of a knowledge management system is just one of many changes a help desk analyst will encounter since working in the information technology field requires the ability to cope with constant change. Technology changes so rapidly that a good analyst will constantly be reading and watching for changes in the field, as well as for ways to incorporate the new technology into the workload.

B.
New opportunities: The implementation of a knowledge management strategy offers many benefits and opportunities to support personnel.

1.
An analyst goes from being “someone who answers the phone” to being a conduit of knowledge.

2.
The job will not be just to transmit knowledge, but instead to transform it into reusable solutions. This requires an analyst to take on the role of a developer-one who creates a product (knowledge) that will be valued by users and by the organization as a whole.

3.
As solution developers, analysts become recognized for their true competency: the ability to frame, diagnose, and resolve problems. The valuable work and knowledge of the analyst is captured, recognized as a core asset, and preserved in a format that can be used to improve the productivity of the entire organization.

4.
As a result of knowledge management, the opportunities for support analysts in this new environment are greater now than they ever have been.

5.
Overall, the successful implementation of a knowledge base protects a company from the vulnerability of staff turnover, eliminates user dissatisfaction arising from poor or inconsistent responses, and improves staff motivation.

6.
Web-based access allows the knowledge base to become a tool for both analysts and users, improving the quality of service and the consistency of response. The knowledge base also significantly reduces call volume to the help desk.

7.
The cost of implementing a knowledge management solution is quickly recovered by increased productivity, reduced call resolution times, improvement in staff effectiveness, and reduction in staff turnover, recruitment, and training costs.
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