Knowledge
is Power
Effective Knowledge Management is vital to meeting
customer needs and delivering business performance.

Consumers are increasingly looking for personalised experiences, choice
over the channel(s) they engage through, and in many cases the option to
self-solve and complete fully digital journeys. Knowledge Management is
pivotal to enabling this shift and the risk of not investing in this area is often
overlooked by businesses.

Ineffective knowledge management can make it more difficult for consumers
to find information about a product/service and can curtail the journey, either
because it is too difficult to locate information about the product/service, or
because the information they are looking for is not provided.

By 2023, organisations at advanced stages of digital
transformation will find that poor customer experience is their
biggest barrier to success.

The increase in online share over the past 18 months has
sharpened the focus on the quality of product or service master
data. Poor information online results in several costly outcomes;
a high level of returns where products don’t meet expectations
based on the product description, complaints and dissatisfaction
of the service provided and a loss of future custom when
customers lose trust in a company.

The location and consumption of relevant and contextual
knowledge, by both customers and customer service agents, is
an increasingly critical component in delivering an efficient and
effective customer experience, and plays a crucial role in business
growth, profitability, and in some cases survival.
So, what are the implications for businesses that have not yet
recognised this challenge?
Ineffective Knowledge Management has a significantly negative
impact on Customer Experience, Employee Experience, and Risk
Management, impacting both the top and bottom line.
Our proprietary research shows how important it is for businesses
to fully understand their Knowledge Management challenges and
the implications on business performance.
We see three key areas in which ineffective knowledge
management strategy and execution impacts the ability of
businesses to deliver growth and profitability:
1. Poor Customer Experience
2. Employee Dissatisfaction

Knowledge Management is
the way an organisation links
its intellectual property and
its ability to provide effective
customer services. This includes
the ability to expose accurate
and timely information,
insights and knowhow about
a service or product to satisfy
customer needs, either by
sharing information directly to
the customer (e.g. via an app,
website), or through customer
service processes.

Misalignment of information shared by customer service agents
vs content on the website/app can also lead to confusion and
quickly become a source of additional customer effort and
frustration, particularly where customers are engaging across
multiple channels during their journey.
Where customers are able to locate information, accuracy is
critical, otherwise challenges occur throughout the journey as the
differences between expectation and reality become apparent to
the customer.

Cost

Poor Customer
Experience

• Additional customer
service demand
• Ineffective Digital
Marketing Spend
• High cost of returns
processing

• Decrease in customer
conversion
• Decrease in customer
up/cross sell
• Increased customer
churn

Revenue

Overlook Knowledge
Management at your
own risk

These customer experience challenges resulting from ineffective
knowledge management make it more difficult for customers to
experience their preferred journey, negatively impacting customer
satisfaction, driving up complaint volumes, and can impact both
top and bottom line.

Our research has shown that 63% of customers will abandon their
purchase if the offer, product/service information, or purchase
journey does not meet their expectations. The flipside to this, as a
digital retailer, is that if you get it right, our research shows 91% of
customers visit their favourite websites first and will keep coming
back as a first port of call because their journey is faster, easier,
more personalised and higher quality than the competition and
knowledge management plays an important role in this.

3. Increased Exposure to Risk
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Max clicks the ad and
explores lawnmower
options on the website.
He needs a rotary electric
lawnmower, which has a
cuttings collection box
attached, has easily
adjustable cutting size
and an electric start
and stop.

Resolve
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There are 90 lawnmowers
available on the website,
but Max is struggling to
find the right one due to
the lack of filtering options.
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Max has recently been
searching for lawnmowers.
Whilst scrolling through his
Instagram, an advert for
lawnmowers pops up and
catches his attention.

Max returns to the website
and spends a long time
searching for the right
lawnmower. Max can find
the technical information
he is looking for, but he
needs to go through each
option individually. After
a long time researching, he
finds what he believes is a
suitable lawnmower.

Max is required to open
an account in order to
purchase the item. This is
a lengthy process taking
up more of this time.
Knowledge Management
Overall, the retailer’s knowledge
management was poor.
Although the website provided
detailed product information,
the lack of filtering options
made it difficult to for Max to
find the product that suited him
best. Customer service agents
lacked the required knowledge
about the product pre and post
purchase to provide the support
the customer needed
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Poor Experience

There is no online webchat
facility so Max decides to
phone customer services
for help. The agent he gets
through to is unable to
guide him or recommend
a lawnmower that suits his
needs.
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The lawnmower is delivered
to Max’s house 7 days
later, longer than expected.
When Max called customer
services to ask where his
order was they couldn’t
advise him as the lawn
mower was being supplied
directly from a 3rd party
supplier.

When the lawn mower
arrives Max has a question
about assembly so he calls
through to customer services again, agent is unable
to support as they don’t
have access to the
assembly instructions.

Figure 1. Example of a customer journey from a digital retailer (buying a lawnmower online)
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Employee
Dissatisfaction
Challenges caused by ineffective knowledge management on the employee
experience can be wide ranging, including difficulty accessing contextual
knowledge, lack of awareness of new/updated knowledge, and in some cases
the need to hand off to other teams to resolve a query. In addition, with
increased digitalisation the complexity of customer interactions will further
exacerbate the requirement for employees be supported by to access strong
knowledge management practices.

These challenges can lead to frustration and disengagement
amongst agents as their personal and team performance suffers,
with further implications for attrition.
The impact does not stop at the agent. Where Team Leaders
need to spend more time resolving queries from their team born
out of poor knowledge management practices, they have less
time available to actively manage team performance, coach
individual team members, and drive engagement.
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• Agent Recruitment
• Agent Training
• Agent Efficiency

• Decrease in customer
conversion
• Decrease in customer
up/cross sell
• Increased customer
churn

Revenue

We have experienced good examples of this as part of our recent
work with leading UK financial services organisations where
we discovered that up to 70% of the call volume handled by
agents was for matters dealt with on a regular basis where the
agents were able to call upon personal embedded knowledge to
handle the customer. For up to 30% of the volume it was more
difficult for agents to rely on ingrained knowledge because of
how infrequently certain topics arose, and with an ineffective
knowledge management system that made it hard to locate
knowledge, a separate support team was required to field queries
from agents. Based on our assessment, the knowledge to respond
to over 70% of these agent queries resided in the knowledge tool,
it was just too difficult to find.

Traditionally, agents have been physically located with their
colleagues and have been able to turn around and quickly access
knowledge from colleagues. As we emerge from the pandemic
and companies start to shape their future ways of working,
effective knowledge management processes and supporting
technology is going to play an important role in supporting new
working models, boosting the employee value proposition (i.e.
being able to support employees looking for more flexibility),
talent diversity, and the overall Employee Experience.

Cost

A recent study found that customer service agents spend, on
average, 20% of their time understanding questions, searching for
correct information, and responding to the customer.

From a top line perspective, agent engagement levels play a
key part in converting, up/cross selling and retention. Looking
at the bottom line, inefficiency and attrition can lead to higher
overheads (e.g. recruitment and training of back fill staff) and
ultimately poorer margins.
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Have you got the
knowledge?

Failing to make accurate knowledge readily available to customer service
agents, and indeed direct to customers in some contexts, can be a big
challenge for businesses. As knowledge assets change over time, refreshing
this in a timely and accurate manner to customers and customer service
agents alike is critical.

Knowledge Management is often overlooked by businesses
and plays an increasingly important role in enabling
memorable hybrid customer experiences that delight
customers.

The implications of getting this wrong can be significant with
compensation/penalties for customer detriment and compliance
breaches, not to mention reputational damage with implications
that are more difficult to quantify.

From a customer service perspective, during our research several
agents referenced ineffective knowledge management processes
and tooling as the reason they have fallen into the practice of
storing knowledge assets on their desktop for ‘easy access’, as a
result these become quickly outdated and unusable.

• Customer
Compensation
• Fines

• Decrease in
customer conversion
• Decrease in
up/cross sell
• Increased customer
churn

Poor knowledge management practices can also have a
significant impact on the employee experience for agents
(and team leaders) and expose businesses to additional risk
in the form of customer detriment and regulatory compliance
breaches.
Revenue

In the Retail sector this is a growing challenge, with increasing
focus and regulation around listing of contained materials/
ingredients and traceability back to source. A good example of
this is Natasha’s law that comes into force from October 2021,
requiring food prepared on the premises in which it is sold to
display allergen information on the label.

Cost

Increased Exposure
to Risk

The implications of customer service agents accessing inaccurate
knowledge can be severe. Damage to brand reputation can
lead to lower conversion rates, increased customer churn, and
decreased up/cross sell rates. Organisations can also be exposed
to additional cost as a result of compensation for customer
detriment and potentially significant fines from regulatory bodies.

Together these factors can have a significant impact on
business growth and profitability.
In the new world of hybrid customer experiences and intense
product/service competition, are you really giving Knowledge
Management the attention it deserves?

In some cases, agents also cited there being no formal process
to catch up on knowledge updates after a period of leave, which
combined with challenges getting access to accurate and timely
knowledge directly in knowledge tooling, created additional risk
of incorrect knowledge being shared with the customer, again
exposing the organisation to risk.
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* Praesent commodo cursus magna, vel scelerisque nisl consectetur et. Sed posuere consectetur est at lobortis. Nulla vitae elit libero, a pharetra augue. Praesent commodo cursus magna, vel scelerisque nisl
consectetur et.
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About BearingPoint
BearingPoint is an independent management and technology consultancy with European
roots and a global reach. The company operates in three business units: The first unit
covers the advisory business with a clear focus on five key areas to drive growth across
all regions. The second unit provides IP-driven managed services beyond SaaS and
offers business critical services to its clients supporting their business success. The third
unit provides the software for successful digital transformation. It is also designed to
explore innovative business models with clients and partners by driving the financing and
development of start-ups and leveraging ecosystems.
BearingPoint’s clients include many of the world’s leading companies and organizations.
The firm has a global consulting network with more than 10,000 people and supports
clients in over 70 countries, engaging with them to achieve measurable and sustainable
success.
For more information, please visit:
Homepage: www.bearingpoint.com
LinkedIn: www.linkedin.com/company/bearingpoint
Twitter: @BearingPoint
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