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Abstract

Obtaining customer knowledge represents a key task across all firms given its
importance for potential competitive advantage, improving service quality and
achieving long-term relationships with agents. However, despite the fact that the
interaction between customers and frontline employees during service encounters is
considered a valuable source of customer knowledge, our understanding of the role
of frontline employees as brokers in this respect remains embryonic. The purpose
and motivation of this research are to explore the factors—namely, enablers and
barriers—that influence frontline employees’ motivation to serve as knowledge
brokers. The process through which knowledge brokers transfer customer knowledge
during service encounters is also considered important. This study further contributes
to the theory of knowledge management by formulating a valid conceptual
framework that illustrates the process of knowledge-brokering during these service

encounters.

This thesis adopted a qualitative research approach using an in-depth multiple case
study analysis. In total, 30 semi-structured interviews with different informants (i.e.
managers and employees) from three top commercial banks in Jordan were
undertaken. In addition, other data sources, including documents and observations,
were also informed the primary data collection. Contextually, Jordan’s service-
oriented economy combined with its developing nature provided a rich research

environment for exploring these issues.

The study reveals that frontline employees engage in knowledge-brokering during
service encounters transfer through three types of customer knowledge, namely,
knowledge about customers, knowledge for customers, and knowledge from
customers. Furthermore, the main findings demonstrate four critical sets of factors
facilitating or impeding knowledge-brokering during these events, i.e,;
organisational-level factors (e.g. organisational culture, organisational structure, and
organisational support), individual-level factors (e.g. job experience, prior customer
knowledge, ability to understand customer knowledge, self-efficacy, and workload),
technological-level factors (e.g. bank information system and a lack of a customer-
relationship management system) and knowledge-level factors (e.g. tacit or explicit).

It was also found that the process of knowledge-brokering during service encounters



is accomplished in two ways: knowledge-brokering for the customer and knowledge-

brokering for the organisation.

This study also reports a set of managerial implications that provide a better
understanding of the influential factors inherent in establishing and seeking to
succeed in knowledge-brokering during the course of frontline bank employees’

interactions during service encounters.

Keywords: knowledge-brokering, frontline employees, customer knowledge, service

encounters.
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Chapter One: Introduction

Chapter 1 : Introduction

1.1 Introduction

This chapter presents the background and primary focus of this research. In addition,
it discusses the significance of this research and the central issue that it seeks to address. It
also presents the research questions, aim, objectives, and context of this research.
Furthermore, it provides a brief outline of the research methodology employed and
describes the research design. Finally, this chapter provides a summary of the

contributions made by this study.
1.2 Research Background

External knowledge derived from customers, competitors, and suppliers helps to
improve service quality (Tseng, 2012). In particular, customer knowledge (CK) has
become one of the key driving forces behind achieving sustained competitive
advantages (Garcia-Murillo and Annabi, 2002; Campbell, 2003; Gebert et al., 2003;
Khodakarami and Chan, 2014) and improved service quality (Van der Heijden et al.,
2013; Tseng and Wu, 2014; Soltani and Navimipour, 2016). Customer knowledge is
a mixture of experience, value, and information created, and absorbed during
transactions and exchanges between an organisation and its customers (Gebert et al.,
2002). Besides, CK also provides a valuable opportunity for organisations to make
progress in the contemporary business environment by integrating into the
knowledge revolution. However, the obvious gap between those who ‘have’ CK and
those who do not is steadily increasing. Therefore, bridging the CK gap—the
difference between the existing CK that is actually possessed by an organisation and
the CK that that organisation is assumed to possess—is a high priority for
organisations (Tseng, 2016).

Contemporary service organisations adopt different mechanisms and channels to
obtain CK. While some organisations take advantage of the wide coverage and rapid
access provided by Web 2.0 and social media platforms such as Facebook and
Twitter to obtain CK (Chua and Banerjee, 2013; Taherparvar et al., 2014), others

have shifted from the relationship-marketing (RM) strategy to customer-relationship
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Chapter One: Introduction

management (CRM), with the aim of developing long-term relationships with
existing customers while simultaneously attracting new ones (Rahimi and Kozak,
2016). In this strategy, face-to-face direct interaction between a customer and an
organisation (i.e. an employee) during a service interaction has been hailed as
important source of not only explicit but also tacit knowledge (Melton and Hartline,
2010; Taherparvar et al., 2014; Coelho et al., 2016). Therefore, frontline employees
are considered knowledge brokers in terms of filling the structural gap that may exist
between an organisation and its customers (Van der Heijden et al., 2013). Given that
frontline employees are positioned between an organisation and its customers, they
are uniquely suited to gather knowledge, particularly during service encounters
(Santos-Vijande et al., 2016).

In knowledge-intensive organisations such as service industry, frontline employees
play a crucial role in gaining and sharing CK (Malhotra et al., 2013). Furthermore,
frontline employees also play a critical role in capturing and sharing customer
feedback, as customers consider frontline employees to be representative of the
organisations that employ them (Hu et al., 2016). Although the frontline employees
of service organisations are recognised as the first and final point of contact between
customers and organisations, little is known concerning the role of these employees
as knowledge brokers between companies and their customers. In addition, the
literature related to knowledge sharing (KS) indicates that these employees are often
unwilling to share CK within their organisations because, it is argued, sharing

knowledge is not within the scope of their responsibilities (Teh and Sun, 2012).

Indeed, most service organisations today face challenges in taking advantage of the
CK provided through frontline employees based on their interactions with customers
during service encounters (Engen and Magnusson, 2015). Furthermore, Ma and Qi
(2009) noted that the majority of knowledge about customers is explicit, whereas
knowledge for and from the customer can be considered tacit. Moreover, ensuring
effective CK brokering is still considered a challenge for organisations because most
CK is naturally tacit (Grimpe and Sofka, 2009; Ye et al., 2012; Wang, 2015), and
capturing and sharing tacit knowledge is highly difficult for employees (Berg et al.,
2014).

Nayel Al Hawamdeh 2



Chapter One: Introduction

Despite the significance of customer feedback, whether positive or negative, with
regard to improving service quality or product improvement, the literature has paid
little attention this subject (Celuch et al., 2015). In addition, KS continues to be a
problem for many organisations, as employees are still not participating to a

satisfactory degree in the process of sharing knowledge (Ford et al., 2015).

Customer-relationship management systems help organisations to gain knowledge
‘about’ and ‘for’ a customer, while personal interactions with customers remain the
primary source of knowledge ‘from’ customers (Salojarvi et al., 2010; Zhan, 2011).
More specifically, frontline service employees (FLSES) are considered the primary or
sole channel for sharing knowledge obtained during service interactions (Ye et al.,
2012; Lages and Piercy, 2012; Engen and Magnusson, 2015). Frontline employees’
role as knowledge brokers therefore helps organisations to share the knowledge
gained during service encounters; this, in turn, helps to improve an organisation’s

service and products (Rapp et al., 2014; Berg et al., 2014).
1.3 Research Problem

Many benefits accrue from the knowledge obtained during service encounters
between FLSEs and customers, including assisting a service organisation to become
more innovative (Engen and Magnusson, 2015), maintain its relationships with
customers and enhance its service quality (Tseng and Wu, 2014). Unfortunately, the
CK gap remains a serious challenge for most service organisations (Salojarvi et al.,
2010; Taherparvar et al., 2014; Wang, 2015; Zhang et al. 2015; Lam et al., 2017).
Organisations need to bridge this gap by gathering knowledge from, for and about
customers in order to maintain their relationships with them (Tseng, 2016).

Organisations frequently ignore the contributions of frontline employees to their
knowledge (Melton and Hartline, 2010; Tjan, 2012; Engen and Magnusson, 2015).
Ye et al. (2012) argued that service organisations increasingly need FSLEs’
knowledge to respond to the rapid changes that occur in customer needs and
preferences. Furthermore, organisations are all too often unaware of the CK held by
frontline employees (Engen and Magnusson, 2015), leaving such knowledge with

those employees who interact with customers (Rowley, 2002).
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According to the customer-knowledge management (CKM) literature, CK is divided
into three types: knowledge about the customer, knowledge for the customer and
knowledge rom the customer. In many cases, the focus of CRM systems has been on
knowledge ‘about’ or ‘for’ the customer; thus, obtaining knowledge ‘from’ the
customer remains a challenge for organisations. To address this, there is a need for
such entities to recognise every interaction with their customers as a potential source
of new CK (Garcia-Murillo and Annabi, 2002).

Customer knowledge can be explicit or tacit, and the best approach to gaining tacit
CK is typically through direct interaction with customers, which is essential for
developing long-term relationships with them (Nétti et al., 2006). Moreover, tacit CK
is associated with customers’ experiences with products or services (Helkkula and
Pihlstrom, 2010). Therefore, obtaining tacit CK remains challenging for most service

organisations (Wang, 2015).

However, some organisations have adopted new technologies to assist with
extracting tacit CK during service encounter interactions, such as systems that
monitor customers’ voices or body language. However, capturing and transferring
the CK generated during face-to-face service interactions remains a significant
challenge (Lam et al., 2017). Moreover, in many cases, the knowledge generated at
the frontline level is lost due to a lack of a process intended to articulate such
knowledge (Ye et al., 2012).

In many cases, the CK gathered through a CRM system will not provide service
management with the full picture of customers’ needs. Hence, the relationships
between customers and service employees remain the best channel of obtaining

critical knowledge from customers (Hansen, 2003; Zhang, 2011).

The majority of service organisations still face challenges when it comes to tapping
into their CRM systems, with several researchers having argued that such
organisations continue to fail in this regard (Garrido-Moreno and Padilla-Meléndez,
2011; Bhat and Darzi, 2016; Soltani and Navimipour, 2016). It is possible that most
CRM systems are designed to gather, manage, and share explicit CK (knowledge

about the customer), whereas most CK (such as that from and for the customer) is
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tacit (Taherparvar et al., 2014; Wang, 2015). In other words, the knowledge
generated during interactions between frontline employees and customers remains
untapped by such systems. Additionally, a CRM system’s ability to obtain all of the
necessary CK remains a significant challenge, as most such systems are exclusively
used to manage CK within an organisation; without the support of its employees, an
organisation cannot take full advantage of the customer feedback provided through
CRM systems (Campbell, 2003; Natti et al., 2006).

1.4 Research Questions

As the service sector has become increasingly dependent on knowledge, CK has
become a vital driving force, as it supports sustaining competitive advantages,
improving service quality, and managing customer relationships (Soltani and
Navimipour 2016; Khodakarami and Chan 2014; Tseng and Wu 2014; Van der
Heijden et al., 2013). Despite the fact that service organisations are able to obtain CK
from various sources, including social media and CRMs, frontline service employees
who are involved in service encounters remain a valuable source of such knowledge
(Coelho et al., 2016; Lages and Piercy, 2012). Gradually, the role of FLSEs has
shifted from focusing on the traditional duties associated with ‘customer contact' or
'service provider' positions to one that is more effective for both organisations and
customers alike (Slatten et al., 2011).

Therefore, the roles of these employees have been extended to involve more complex
duties, as they may now also function as innovators (i.e. as sources of new ideas for
services innovation), enablers (i.e. assisting customers and technology to play their
roles in co-production and value creation), differentiators (as technology is not able
to entirely replace the human touch in the service encounters) (Bowen, 2016; Coelho
et al., 2016; Lariviere et al., 2017; Motamarri et al., 2017), idea collectors
(Woisetschlager et al., 2016), and/or knowledge brokers (Berg et al., 2014).

Although a growing number of studies have examined role played by frontline
employees as knowledge brokers (e.g. Verbeke et al., 2011; Wong and McKercher,
2011; Berg et al., 2014; Rapp et al., 2014), the role played by frontline employees as

knowledge brokers remains relatively underexplored (Ye et al.,, 2012; Jang and
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Nemeh, 2017). This is understandable given the fact that the concept of knowledge-
brokering (KB) is, to some extent, relatively novel, and a comprehensive body of
literature has not yet been developed (Haas, 2015). Moreover, a comprehensive
understanding of the process through which knowledge is exchanged between
customers and organisations during service encounters and the factors that affect this
process is lacking (Van der Heijden et al., 2013; Korhonen- Sande and Sande, 2016).
Therefore, this study addresses this gap by investigating the role played by the
frontline employees as knowledge brokers and the factors that affect the process
through which knowledge is exchanged between customers and organisations during
service encounters. In light of the research gaps identified and discussed above, this

research strives to answer the following research questions:

RQ1. How do frontline employees serve as knowledge brokers between
customers and organisations during service encounters, and how do they transfer
the three types of CK?

RQ2. What are the main factors that influence the brokering of CK by frontline
employees during service encounters?

1.5  Research Aim and Objectives

This research aims to investigate the role played by frontline employees as
knowledge brokers between customers and organisations during service encounters,

as well as to identify the critical factors that influence this role.

To answer the above research questions, this study seeks to achieve the following

objectives:

e Reviewing the literature on KB, KS, CKM, and absorptive capacity in order
to examine the role played by FLSEs as knowledge brokers during service

encounters.

e Proposing a conceptual framework based on the existing literature in order to
obtain insights into the role played by FLSEs as knowledge brokers between

customers and organisations during service encounters.
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e Empirically validating the proposed conceptual framework in the context of

the Jordanian banking sector.

e Revising the proposed conceptual framework based on the collected case
study evidence, which will help service organisations to tap into their FLSEs

access to CK.
1.6 Overview of Jordan

Compared to its neighbours, Jordan is a young country. In 1921, after the end of the
First World War, the Emirate of Transjordan was established as a British
protectorate; it had previously been part of the Ottoman Empire. Thereafter, the
Emirate of Transjordan received its independence in 1946, and, in 1949, its name
was changed to ‘the Hashemite Kingdom of Jordan’ (Jordan), by which it is known

today.

Jordan is located in the heart of the Middle East; it is a small country, covering an
area of 89,213 square kilometres, with limited natural resources. Jordan’s location is
critical, as its neighbours include Iraq to the north-east, Syria to the north, Saudi
Avrabia to the east and south, and Palestine and Israel to the west; the Red Sea lies to
the south (UNDP, 2017). Jordan is a developing country, and it possesses no oil of its
own, meaning that its economy relies heavily on services, tourism, and foreign aid,
of which the US is the primary provider (BBC, 2017).

According to Jordan’s Department of Statistics (2017), the country has more than 9
million people, the majority of which are under 30 years of age. Jordan’s illiteracy
rate is 9.1%, the lowest in both the Arab world and the region (Jordan times, 2016).
While Jordan has no natural resources, its government's focus on investing in human
capital affords it a comparative advantage in both the Middle East and in the world at
large (The Jordan times, 2015). The Jordan currency is called the Jordanian dinar
(JOD); the value of the Jordanian dinar is fixed at 0.709 US dollars.

Jordan’s economy is among the smallest in the Middle East, and it is highly service

oriented. Services account for more than 75% of its jobs (UNDP, 2017), and the

Nayel Al Hawamdeh 7



Chapter One: Introduction

contribution of the service sector to the GDP was 66.2% in 2016 (Global Finance,
2017).

1.6.1 Jordan Banking Sector

Banks first appeared in Jordan in 1925, when the Ottoman Bank opened a branch in
Jordan, while, in 1934, the Arab Bank, as the first Jordanian bank, was opened in
Amman. Over the years, the Jordanian banking sector has continued to grow; in
1960, there were eight banks, but there are now 25 (Al-abedallat, 2017).

According to Jordan’s Central Bank (2017), the Jordanian banking sector consists of
25 banks, 21 of which are commercial (13 local and eight foreign banks) and four of
which are Islamic (three local and one foreign bank). The number of employees in
the Jordanian banking sector in 2015 was reported as 20,095 (Association of Banks
in Jordan, 2017).

The Jordanian banking sector is considered to be one of the main pillars of Jordan’s
economy (Al-abedallat, 2017). In addition, the Jordanian bank sector is one of the
most important parts of the country’s private sector, and it makes primary
contributions to the Jordanian economy as a whole (Al-Tamimi, 2017). Furthermore,
banks are considered to be among the largest employers in the private sector
(Association of Banks in Jordan, 2017).

The role of the Jordanian bank sector in Jordan’s economy is crucial. However,
Jordanian banks also face challenges in the form of foreign banks that became
eligible to enter the Jordan market after Jordan became the 136th WTO Member on
11 April 2000 (Al-Zyadat, 2017). Furthermore, Jordan’s economy is considered one
of the most open in the Middle East (United nation, 2017).

The banking sector in Jordan plays a critical role by contributing to the Jordanian
economy, and it is considered one of the most active and rapidly growing sectors in
Jordan. In addition, Jordanian banks also spend a great deal of money and effort on
training and developing their employees in order to ensure that they will provide a
high level of service quality to their customers compared to other Jordanian
organisations (Altarawneh, 2009).
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Jordan’s bank sector continues to play a pioneering role in serving the national
economy, which has demonstrated strong resilience in the face of the region’s
political and security challenges, as well as the economic implications of those
challenges. The impact of Syrian asylum-seekers on the economy is on-going, and
the cost of hosting the many refugees who have sought asylum has increased (World
finance, 2015).

1.6.2 Rationale for the Selection of Context and the Industry

Jordan’s service-oriented economy, combined with its developing nature, represents
an excellent research environment for exploring the phenomenon of KB through
frontline employees. Furthermore, the majority of studies of this nature have been
carried out in developed countries, resulting in a lack of research conducted in the

context of developing countries such as Jordan.

Hence, this study is expected to contribute to the knowledge management literature
and, in particular, the literature concerning the Jordanian context, as there is an
urgent need for more research to be conducted in such a country (Al-jazzazi and
Sultan, 2017).

With regard to the Jordanian banking sector, there are a number of relevant points
that prompted author to conduct this research in this sector specifically. These points

are as follows:

1- Banking organisations are used as the context of this research because they are
knowledge- intensive (Motamarri et al., 2017). Also, the responsibilities of frontline
bank employees involve fewer routine duties, and they have opportunities to be
creative (Sousa & Coelho, 2011).

2- Banks are considered to be high-contact service organisations, with frontline bank
employees engaging with many customers through highly personal interactions
(Motamarri et al., 2017). Moreover, frontline bank employees have to possess
adequate knowledge concerning services, products, and their organisations in order
to provide information concerning the technical aspects of services (Pattni et al.,
2007).
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3- There is a lack of studies investigating CK brokering in banking sectors, as the
majority of research into KB has been conducted in the organisational context of
healthcare (e.g. Gerrish et al., 2011; Currie and White, 2012; Burgess and Currie,
2013; Waring et al., 2013).

4- Jordanian banks are among the country's best organisations when it comes to
tapping into KM, and they use KM processes and activities in their daily practices
(Bourini et al., 2013). Moreover, the Jordanian banking sector is also facing intense
competition; therefore, these banks are focussing on improving their long-term
relationships with their customers in order to retain them, and they are seeking to
gain CK using the CRM strategy (Alhawari, 2014;Azzam, 2014; Awwad and Al-
adaileh, 2012). Furthermore, the management of CK in Jordanian banks requires
further research and empirical investigation (Al-Azzam,2015), as obtaining CK is
imperative for these banks to retain their customers given the open competition
between them and Islamic banks, as well as with foreign banks operating in Jordan
(Al-jazzazi and Sultan, 2017).

5- Frontline employees in the Jordanian banking sector remain the first source of
knowledge from the customer during service encounters due to the fact that the
majority of Jordanian bank customers prefer to receive bank services through face-
to-face interactions (Al-Azzam, 2015). Despite the fact that Jordanian banks have
invested a great deal of money in adopting Internet banking services, only a low
percentage of their customers utilise these services (Alnsour and Al-Hyari, 2011;
AlKailani,2016). However, Jordan’s mobile and telecommunication sectors are
considered to be among the more rapidly growing in the Middle East, but the rates of
adoption when it comes to telebanking and mobile banking by Jordanian bank
customers are still very low compared to the development of the Jordanian telecom
sector (Alalwan et al., 2017).

1.7 Research Methodology and Design

In order to fulfil the research aim and objectives, this study adopts a qualitative
research approach. A case study approach to research is considered to an appropriate

strategy when investigating a contemporary phenomenon in its real-world setting
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(Yin, 2014). As such, an in-depth multiple case study approach is adopted in this
study.

Voss et al. (2002) suggested that one approach to increasing the depth of observation
is to study a small number of cases. Initially, this study identified three case studies,
namely three organisations from the Jordanian banking sector. It was decided that
multiple case studies would provide the basis for increasing the analytical
generalisability of this study’s findings (Yin, 2014). Multiple data collection methods
are employed in this study. The primary data collection method is semi-structured
interviews; however, other data sources, such as documents and observations, are
also used. The triangulation of sources is believed to improve the overall validity and
reliability of a study; as such, this approach is adopted in this research (Yin, 2014).
Notably, a qualitative case study is considered to be a valuable research method
when attempting to ensure an in-depth and holistic understanding of a research
phenomenon (Creswell, 2009). Moreover, a qualitative content analysis is employed
in this work to investigate the role played by frontline employees as knowledge
brokers between customers and organisations during service encounters, as well as to

identify the critical factors that influence this role.

Finally, qualitative content analysis is used to gain a more in-depth understanding of
the qualitative data and to validate the proposed conceptual framework (Maylor and
Blackmon, 2005).

This research was carried out in three main stages: the design stage, the data
collection stage, and the analysis stage, with each stage having further sub-stages
(see Figure 1-1). The design stage involved reviewing the literature in order to
identify the research gap before formulating the research problem and questions.
Thereafter, the conceptual framework was developed so as to inform the research and
define the scope of this study. Multiple case studies were used to gather evidence
relating to the KB phenomenon within the banking sector. In the data collection
stage, the researcher conducted a pilot study in order to pre-test the interview
schedules and to make modifications to the main study based on the pilot study’s

results. The main case study was conducted after identifying the case study
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organisations, with the third case study allowing the researcher to reach theoretical
saturation. In the final stage, the analysis of the collected data was completed. The
analysis phase was divided into two steps, namely the within-case analysis and a
cross-cases report. Based on this analysis, the conceptual framework was revised,

and the theoretical and practical implications were reported.
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Figure 1-1: The research design
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1.8 Summary of this Study’s Contributions

This research contributes to the growing literature on KB, CKM, and KM in several
ways: First, this study contributes to the theory of knowledge management by
providing a novel comprehensive framework that provides insight into the role
played by frontline employees as knowledge brokers between customers and
organizations during service encounters, and it identifies the critical factors that
influence this role. Also, this framework empirically is validated based on cross-case
findings.

Second, this research contributes to the literature of CKM by using the lens of CKM
dimensions (knowledge about, for, and from customers), with the intention of
explain the role played by frontline employees as knowledge brokers between

organisations and customers during service encounters.

Third, this research contributes to the literature by empirically validating the
conceptual framework in a developing country, Jordan, in particular the Jordanian
banking sector; in contrast, the majority of previous studies were conducted in

developed countries and specific healthcare sector.

Fourth, this research contributes to practitioners’ understanding by helping them to
promote the role played by frontline employees in creating and sharing CK between
organisations and customers in order to improve an organisation’s services and
products. Furthermore, the revised conceptual framework of this research provides a
roadmap for Jordanian bank managers who seek to develop their frontline
employees’ role as knowledge brokers during service encounters by gaining an
understanding the main factors that influence KB by these employees during service
encounters. Also, this research can help service organisations to take full advantage
of the CK that is generated during service encounters through shedding light on the
main barriers that impede the ability of frontline employees to act as knowledge

brokers.
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1.9  Structure of this Thesis

This thesis is structured into seven chapters, following the design suggested by
Phillips and Pugh (2015), which includes four main components: background theory,
focal theory, data theory, and novel contribution. Therefore, in this thesis, the
introduction and literature review chapters cover the background theory, while the
conceptual framework chapter covers focal theory. The chapters devoted to the
research methodology and the multiple case studies address the data theory, while the

cross-case synthesis and conclusion chapters cover the novel contribution.

Chapter One: Introduction. This chapter provides a brief overview of the research
background, research problem, research context, research aim and objectives,
research methodology and research design of this thesis.

Chapter Two: Literature Review. This chapter provides a theoretical background of
the research and a critical review of the existing literature on KB, KS, CKM, and
CRM. This chapter also sheds light on the importance of the role played by frontline
employees as knowledge brokers in service organisations, in addition to discussing
the most common definitions of the terms knowledge broker and KB. Finally, the
chapter concludes by identifying a gap in the literature and presenting this study’s

research contributions.

Chapter Three: Conceptual Framework. This chapter develops a proposed conceptual
framework for the KB process during service encounters. Furthermore, the proposed
conceptual framework highlights the individual, organisational, and technological
factors that encourage or inhibit frontline employees when it comes to sharing CK

between customers and organisations.

Chapter Four: Research Methodology. This chapter presents the research
methodology used and provides a rationale for its adoption in the current study.
Specifically, the chapter outlines various research paradigms and reasoning
approaches and justifies the selection of the interpretivism paradigm and the
indicative approach. The chapter also addresses the research strategy, approaches to

data collection and analysis, and ethical considerations.
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Chapter Five: Findings. This chapter reports the main findings of the empirical
investigations of the multiple case studies. In doing so, this chapter analyses each
individual case separately within the case study analysis.

Chapter Six: Cross-case syntheses and discussion. This chapter presents the main
findings from the cross-case analysis. It also provides an in-depth interpretation of
the main findings and positions it in the context of previous literature. Based on this,
the chapter presents the revised conceptual framework.

Chapter Seven: Conclusion. This chapter constitutes the final chapter of this thesis; it
provides the conclusion of this study and its contributions as well as the theoretical
and managerial implications of its findings It concludes by discussing the limitations
of the current study and suggesting future research directions.

1.10 Chapter Summary

This chapter provided an introduction to the research background, problem, aim, and
questions of this thesis. Furthermore, this chapter provided a brief outline of the
research methodology, which is discussed in further detail in Chapter Four of this
thesis. In addition, the research design was presented, and the structure of the thesis

was discussed.

The following chapter focuses on the existing literature in the fields of knowledge
management (KM), KS, KB, CRM, and CKM. Furthermore, the discussion in the
next chapter focuses on the gaps in the literature on KB, KS, CK, and the role played

by frontline employees as knowledge brokers.
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Chapter 2 : Literature Review

2.1 Introduction

This chapter aims to review the literature on knowledge-brokering (KB), knowledge-
sharing (KS), and customer knowledge (CK) in order to shed light on the gap in this
subject. Furthermore, this chapter attempts to highlight the main factors affecting KB
through frontline service employees (FLSES) as knowledge brokers. This chapter is
divided into eight main sections. Section 2.2, which follows this section, defines the
main concepts forming the foundation of this research, namely, knowledge,
knowledge dimensions, and knowledge creation. Section 2.3 provides an
introduction to the term ‘customer knowledge’. This is followed by Section 2.4,
which presents a comparison between three approaches to CK (KM, CKM, and
CRM). Section 2.5 provides the background of KB in literature in addition to
presenting the published literature related the role of frontline employees as
knowledge brokers. Section 2.6 discusses the importance of sharing knowledge for
the success of KB. Section 2.7 highlights the gaps in the literature and presents the

research contribution. Finally, Section 2.8 provides a summary of this chapter.

The first step in this research is to review the related literature, as mentioned in the
first chapter. To this end, the ranked relevant journals in the field of management
have been reviewed in order to understand the key concepts in the research and to
identify the gap in the literature.

Based on the literature review in this chapter, the next chapter (Chapter Three)
proposes the conceptual framework of KB through frontline employees during
service encounters, and it illustrates the main factors that influence KB during

service encounters.

Indeed, before reviewing the literature on KB through frontline employees, certain
fundamental terms must be defined, including knowledge, CK, KB, KS, frontline
employees, and service encounters. This will help to provide a theoretical
background to develop a proposed conceptual framework for understanding the

phenomenon of KB through frontline employees during service encounters.
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2.2  Knowledge in an Organisational Context
Knowledge is recognised as the most valuable resource for organisations (Drucker,
1959), and it represents a particularly critical asset for organisations in today’s

economy (Nonaka and Toyama, 2005).

Knowledge is also considered a significant resource for obtaining sustainable
competitive advantages in an organisation (Nonaka and Takeuchi, 1995). Knowledge
is embedded within and created by many resources, including the organisation,
routine, system, documents, and individual employees (Alavi and Leidner, 2001).
Nowadays, most organisations are changing from traditional style of knowledge to a
more intensive style, and it is recognised that their priority for recruitment has

changed to minds rather than hands (Gomezelj Omerzel and Antoncic, 2008).

Based on the literature, numerous researchers and practitioners have highlighted that
it is fundamental to distinguish between three common concepts, namely, data,
information, and knowledge, and these are considered the best ways of
understanding knowledge; however, many scholars have arranged these terms in a
hierarchy (e.g. Chaffey and Wood 2005; Hawryszkiewycz, 2009), as illustrated in
Figure 2-1. However, the relationship between these terms not always clears. For
instance, the term ‘data’ is defined as raw numbers, facts, or symbols that exist
without any organisation in mind, while the output of organising and processing data
in certain ways is defined as ‘information’. In contrast, knowledge is more difficult
to define than data and information. Furthermore, knowledge is concerned with
identifying how information can be interpreted to create new insights into new
problems, while knowledge can be measured as actionable information in mind of
making better decisions (Spek and Spijkervet, 1997; Alavi and Leidner, 2001,
Jashapara, 2004; Hawryszkiewycz, 2009).

Some authors have argued that information becomes knowledge after it is interpreted
and given context, meaning that knowledge depends on both context and time. In
other words, without human process, context, and interpretation, information will not

transform into knowledge (Nonaka et al., 2000).
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Nonaka (1994, p. 16) summarised the difference between information and
knowledge as follows: ‘Information is a flow of messages, while knowledge is
created and organised by the very flow of information, anchored on the commitment
and beliefs of its holder’. Moreover, Beesley and Chalip (2011, p. 328) defined
knowledge as ‘information with meaning that exists within the individual’.
Furthermore, knowledge differs from information because it is not easy to process

knowledge in the same way as information (Swan et al., 1999).

High High
— 2\
Meaning Value
Knowledge
Information
NV Data —
Low Low

Figure 2-1: Data, information and knowledge

Source: Adopted from Chaffey and Wood (2005, p.224)

Various definitions of knowledge exist in the literature; thus, it can be said that
knowledge is a multi-faceted and multi-layered concept (Nonaka, 1994). Indeed,
there are various reasons for the multiplicity of views regarding the definition of
knowledge. Some of these views recognise knowledge as process or an object, or
even a state of mind (Alavi and Leidner, 2001; Yang et al., 2010). In addition to this,
the fields of research sometimes affect the view and definition of knowledge (Hicks
et al., 2002). For example, Nonaka (1994, p. 15) defined knowledge as ‘justified true
belief’, and through this definition, he focussed on ‘justified’ more than ‘true’,

whereas Hicks et al. (2002, p. 267), in the context of engineering, defined knowledge
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as ‘the ability of the individual to understand information and describes the manner

in which they handle, apply and use it in a given situation’.
2.2.1 Knowledge Dimensions

According to the KM literature, knowledge is composed of both tacit and explicit
knowledge, and these two dimensions depend on the nature of knowledge. This
classification of knowledge has been deemed the most common in KM literature so
far (Alavi and Leidner, 2001; Hawryszkiewycz, 2009).

Polanyi (1966, p. 4) stated, ‘I shall reconsider human knowledge by starting from the
fact that we can know more than we can tell’ through these words, we recognise that
Polanyi is considering tacit knowledge. Notably, other authors have modified
Polanyi’s definition to become the following: ‘We know more than we realise’

(Leonard and Sensiper, 1998, p.114)

Tacit knowledge is extremely personal and difficult to formalise, it resides in the
human mind, and it is rooted in actions, routines, and experience more so than in
words (Nonaka et al., 2000). Moreover, tacit knowledge it difficult to define and
codify, in addition to being contextual and sticky (Davenport and Prusak, 1998;
Busch, 2008). Furthermore, tacit knowledge can only be transferred or shared
through experience or social interactions (Nonaka, 1994; Hau et al., 2013), as
knowledge consists of habits and behaviours that we do not always realise (Kim, et
al. 2011), and individuals often try to hoard tacit knowledge because it is valuable

and significant from their view (Yang and Farn, 2009).

In contrast, explicit knowledge can be expressed through any language, writing, or
means of communication, and it is found in books, documents, and databases (Goh,
2002). In addition, explicit knowledge is tangible, visible, formalised, and structured.
Furthermore, explicit knowledge can be easy to share or transfer between individuals
and organisations (Nonaka et al., 2000).

In reality, tacit and explicit knowledge are not separate from one another, but rather
are complementary, where explicit knowledge is linked with know-that while tacit
knowledge is linked with know-how; in other words, explicit knowledge is more

accessible than tacit knowledge. Therefore, because of the value of tacit knowledge,
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scholars have paid far more attention to tacit knowledge than to explicit knowledge
(Alavi and Leidner, 2001).

More importantly, tacit knowledge is highly difficult to communicate to others
through words and symbols, whereas explicit knowledge can be codified (Nonaka,
1994). However, both tacit and explicit knowledge are crucial to the theory of
organisational knowledge creation and to KS as a whole. Managing tacit knowledge

in organisations is considered a significant challenge (Leonard and Sensiper, 1998)..

Hence, Table 2-1 below summarises the main differences between tacit and explicit

knowledge.

Tacit knowledge Explicit knowledge

Subjective Obijective

Knowledge of experience (body) Knowledge of rationality (mind)
Simultaneous knowledge (here and now) | Sequential knowledge (there and then)
Analog knowledge (practice) Digital knowledge (theory)

Table 2-1: Distinctions to be made between tacit and explicit knowledge
Source: Adopted from Kim et al. (2011)

2.2.2 Knowledge Creation

Knowledge creation is a human systemic process depending on the interaction
between individuals and their peers or otherwise between individuals and their
environment. Furthermore, according to Nonaka and Takeuchi (1995, p. 3),
organisational knowledge creation represents ‘the capability of a company as a
whole to create new knowledge, disseminate it throughout the organisational and
embody it in products, services, and systems’. Notably, some authors have argued
that new knowledge is the result of the continuous interaction between explicit and
tacit knowledge, which is seen to reside in the human mind (Yang et al., 2010). The
SECI model explains the process of knowledge creation However, the spiral model
refers to the way in which knowledge is created through constant interaction and

dialogue between tacit and explicit knowledge in the ‘Ba’ context (Nonaka, 1994).

The concept of ‘Ba’ refers to the context of knowledge creation. However, ‘Ba’ can

be any type of environment, whether physical or virtual (Nonaka et al., 2000). The
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interaction and conversion of tacit and explicit knowledge is demonstrated in the
SECI model in Figure 2-2 below, which is composed of four different stages of
knowledge conversion. The SECI model identifies four knowledge dimensions —
socialisation, externalisation, combination, and internalisation — which collectively

produce the acronym "SECI".

The SECI model explains how actors convert existing knowledge to new knowledge
through the social-interaction process. Moreover, the new knowledge-creation
strategies comprise socialisation, externalisation, combination, and internalisation
(Nonaka, 1994; Nonaka and Takeuchi, 1995; Nonaka et al., 2000).

Socialisation centres on converting tacit knowledge to tacit knowledge. However,
socialisation refers to the process that creates new tacit knowledge from existing tacit
knowledge, which can only happen through a range of activities, such as shared
experience, observation, practice, and imitations in formal or informal interactions
within our outside of the boundaries of the organisation. Externalisation, on the other
hand, is concerned with converting tacit knowledge into explicit knowledge using
representations, comparisons, models, and concepts through books (Nonaka, 1994;
Riege, 2005). Indeed, some scholars have claimed that the externalisation process
can be considered one of the most significant processes in knowledge creation
(Carlile, 2004).

Internalisation centres on converting explicit knowledge into tacit knowledge.
However, the combination relates to converting explicit to explicit, whereas the
combination mode explains how new explicit knowledge can be created from the
dialogue between two types of explicit knowledge, such as through the social
process using communication tools (Nonaka and Takeuchi, 1995; Nonaka et al.,
2000). In contrast, some authors have argued that knowledge can be divided into two
types: organisational and individual (Ipe, 2003).
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Tacit Knowledge To Explicit Knowledge
Tacit .y . . .
Knowledge Socialisation Externalisation
For
. Internalisation Combination
Explicit
Knowledge

Figure 2-2: Modes of knowledge creation
Source: Adopted from Nonaka 1994

2.3  Customer Knowledge (CK)

In a service organisation, one of the most critical responsibilities of top management
IS maintaining customer satisfaction (Webster, 1988), and many factors might help
the organisation to achieve this task. The organisation may also employ certain
strategies to perform this task. However, the organisation’s need to react quickly to
customer needs and to exceed the expectations of competitors forms a significant
challenge for any strategy. To this end, the organisations have to take full advantage
of CK, which includes the knowledge about, from, and for customers. Prior research
has stressed the significance of KB to help top management obtain market
knowledge (Hargadon, 2002). Furthermore, a great deal of literature has been written
about knowledge market and the role of external knowledge brokers in this
knowledge, but in contrast, far less attention has been paid to frontline employees’
contribution to the CK .

CK is a significant asset for any business (Rowley, 2002).Thus, it is imperative for
the management knows how to succeed in these three primary processes: gathering,
managing and sharing CK within the organisation (Garcia-Murillo and Annabi,
2002). Furthermore, scholars also believe that the CK helps the organisation to
develop their relationships with customers and to enhance their service quality
(Tseng and Wu, 2014). As we mentioned before, there are two types of knowledge:
tacit and explicit. However, most CK is tacit (Wang, 2015), and in many cases, it is
captured during the personal interaction between the customer and the frontline

employee. Beyond this, CK also falls into two types: knowledge about customers or
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possible customers, and the knowledge that customers hold about the organisation’s
products (Rowley, 2002).

Additionally, Garcia-Murillo and Annabi (2002) identified two other kinds of CK.
The first is the knowledge that the customer already possesses related to the service
or product, referred to as ‘customer experience’. The second is the knowledge that
the organisation needs to possess in order to help the customer to finish the

transaction related to the product or service.

Moreover, based on the customer knowledge management (CKM) approach, there
are three main kinds of CK: knowledge about the customer, knowledge for the
customer, and knowledge from the customer (Daneshgar and Parirokh, 2012).

Knowledge about customers: This type of knowledge provides organisations with
general information about their customers (Soltani and Navimipour, 2016), such as
their motivations (Gebert et al., 2003) and records of their transactions (Wu et al.,
2013). Usually, this type of knowledge concerns customer requirements and
backgrounds (Khodakarami and Chan, 2014).

Knowledge for customers: This type of knowledge involves the products and
services that an organisation provides to its customers, as well as knowledge that
helps customers to make purchase decisions and to satisfy their needs (Khodakarami
and Chan, 2014; Soltani and Navimipour, 2016). Organisations provide this type of
knowledge directly to their customers; in many cases, this knowledge affects

customers’ perceptions of the service quality (Gohary and Hamzelu, 2016).

Knowledge from customers: This type of knowledge is concerned with customer
experiences and perceptions (Daneshgar and Parirokh, 2012). In other words, this
type of knowledge refers to the customers’ view of an organisation and the products
and services (Gohary and Hamzelu, 2016). Knowledge from customers also helps
service organisations to maintain service quality (Gebert et al.,, 2003). The
interactions that occur with customers during service encounters are one of the best
sources of this type of knowledge (Garcia-Murillo and Annabi, 2002; Matthing et
al., 2004; Tseng and Wu, 2014). Overall, CK is vital to the CKM approach, and
knowledge from customers in particular is considered key to CKM (Gibbert et al.,
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2002). Gebert et al. (2003) argued that a customer’s experience with a product or
service represents the main source of knowledge from that customer and that the
optimal time and place to gain this knowledge is at the service point following the
delivery of the service. Based on the taxonomy of CK, knowledge for customer
results from knowledge about and from that customer (Daneshgar and Bosanquet,
2010). Furthermore, it also makes it possible to complete the cycle of the process of

KS between an organisation and its customers.

Customer X
Knowledge for customer (l)
Service Knowledge
Organisation Knowledge about customer for customer
(1) shared
with
Knowledge from customer “ Customer Y

Figure 2-3: Three types of customer-related knowledge

Source: Adopted with modification from Wu et al. (2013)

Drawing on the knowledge-based view and based on the literature of CK, the
distinction has been made between two types of CK, mainly, tacit and explicit CK
(e.g. Nonaka, 1994; Su et al., 2006; Zhang, 2011). Explicit CK involves all
information and knowledge related to the customer that can be captured and
transferred easily through communication tools and expressed by writing or other
available means. Furthermore, with customer-related knowledge, most of the
knowledge about the customer takes the form of explicit knowledge, such as the
customer’s background and transaction record. Customer tacit knowledge is highly
significant for the organisation because it is considered a good source of innovation

for product and service development (Su et al., 2006; Taherparvar et al., 2014).
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However, this kind of knowledge is difficult to articulate because it falls into two
types: technical knowledge, such as skills and ‘know-how’, and cognitive
knowledge, which resides in the customers’ mind and forms as the result of their
experience with products or services (Chen and Su, 2006). Hence, based on the
taxonomy of CK, the majority of important CK is tacit knowledge (Davenport et al.,
2001; Taherparvar et al., 2014), and it is unfortunately very challenging to access
and understand tacit CK (Grimpe and Sofka, 2009).

In this vein, customer needs often fall within the tacit CK form, and it remains
difficult to convert this to explicit knowledge, as the customer is often either unable
to explain or is unclear about these needs (Zhang et al., 2015). In this regard, Nonaka
(1994, p.27) stressed that ‘many dimensions of customer needs take the form of tacit
knowledge that an individual customer or other market participants cannot articulate

by themselves’.

In addition, Davenport et al. (2001) distinguished between explicit CK, which is
documented and accessible, and tacit CK, which is known, but undocumented and
unreachable.

Despite the importance of tacit CK for an organisation to innovate and to enhance
products or services, tacit CK has received little attention, and how the organisation
can gain this knowledge remains poorly understood. However, a few studies have
discussed this issue, such as Helkkula and Pihlstréom (2010), who suggested that tacit
CK can be captured through metaphor style using projective techniques to create
service ideas. Bretschneider and Zogaj (2016), meanwhile, argued that the best two
strategies for an organisation to gain tacit CK are the observation of customer action
strategy and storytelling strategy, while other methods, such as surveys, are
inadequate for capturing customers’ tacit knowledge. Beyond this, Hallin and
Marnburg (2008) stressed that social interaction is the best and only way to gain tacit
knowledge from others. Davenport et al. (2001), however, argued that, in many
cases, the CK that is critical for the organisation is embedded as tacit knowledge and
resides in the customer’s mind. Because of this, some organisations employ subtle
observation of their customers to convert this tacit CK to an explicit form, while

others utilise the ethnographic approach to capture this kind of knowledge.
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24 KM, CRM, and CKM

Based on the literature review of CK, there are three main approaches to CK and
how to manage this knowledge in order to utilise it for multiple purposes. These
approaches are KM, CRM, and customer-knowledge management (CKM). The
following sections provide a brief overview of these three approaches.

2.4.1 Knowledge Management (KM)

Compared to other management disciplines, KM is considered rather young.
Moreover, most literature on KM is dependent on contributions from other
disciplines, such as information management and human resources (Serban and
Luan, 2002; Jashapara, 2004).

Based on the KM literature, the main purpose of KM is explaining how
organisations can manage and manipulate knowledge in order to utilise it, as well as
how organisations can enhance the exploitation or exploration of knowledge (Swan
et al., 1999). Moreover, KM utilises the power of the mind to achieve efficiency and
effectiveness, and accordingly, to ensure competitive advantage and access to the
highest degree of creativity (Serban and Luan, 2002).

Huysman and Wit (2002) identified three approaches or schools of thought in the
KM field. One of the approaches considers KM to be a human-resources issue, while
another recognises KM as focussing on intellectual capital. The third views KM as
the main task of ICT managers in organisations.

The main role of KM centres on maintaining and retaining the body of knowledge so
as to ensure the objectives and goals of the organisation are achieved in the long
term (Wiig, 1997). Furthermore, one of the most widely adopted perspectives of KM
considers it to be a process: KM’s focus is on knowledge flows, linking the process
of knowledge to creation, sharing, as well as on the wider breadth and depth of
distributing knowledge (Swan et al., 1999; Alavi and Leidner, 2001).

Several definitions have been created for KM. However, some researchers and
scholars have focussed on the direct method of managing knowledge in
organisations through communication technology, while others have focussed on

indirect methods of managing knowledge through managing people in terms of how
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they possess, create, use, and share knowledge (Hislop, 2013). On the one hand, the
main purpose of KM is to transform employee knowledge into organisational
knowledge (Chow and Chan, 2008). On the other hand, some authors have focussed
on the social side of KM, and how the intellectual and social capital of individuals
can be used in order to improve an organisation’s learning capacities (Swan et al.,

1999).

De Long and Fahey (2000) suggested that knowledge exists in an organisation at
three different levels: the individual level, the group level, and the organisational
level. However, the most important level for KS and creation is the individual level,
as this is recognised as connecting the chain between other knowledge levels, and it
is also known to possess a significant impact on the overall process of knowledge
creation (Ipe, 2003).

Some authors have suggested that there exist two types of knowledge in an
organisation, namely, general knowledge and specific knowledge. The former
resides with individuals and is easy to transfer to others, while the latter is specific
knowledge, which can be found with a few numbers of individuals (Yang and Wu,
2008). However, this specific knowledge often needs someone to help share it, and

this role forms the main task of the knowledge broker.

The methods of KM can be divided into two main methods depending on the nature
of the knowledge. The first method focusses on explicit knowledge and is concerned
with helping to create and share knowledge, while the second focusses on tacit
knowledge and how knowledge can be shared through interpersonal interaction
(Choi and Lee, 2003).

2.4.2 Customer-Relationship Management (CRM)

Nowadays, most organisations strive to maintain a long-term relationship with their
customers in order to retain the competitive advantage. To this end, CRM is deemed
one of best holistic marketing strategies, as it helps organisations to gain this long-
term relationship, as well as to sustain their comparative advantage (Gebert et al.,
2003) and enhance their service quality (Tseng and Wu, 2014) through gaining CK,

such as knowledge for and about the customer.
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Customer orientation is considered the background of the CRM concept focuses on
the customer and the organisation's relationship with the customer (Chen and Wu,
2016).Moreover, the CRM literature has indicated that most organisations strive to
orient their focus towards satisfying their existing customers and developing long-
term relationships more than towards gaining new customers (Garrido-Moreno and
Padilla-Meléndez, 2011). In the CRM approach, the focus is placed on the
knowledge about the customer more than on the knowledge from the customer
(Garcia-Murillo and Annabi, 2002). In other words, CRM is an aggregate of (people,
processes, and technology) that aims to understand organisations’ customers with the
purpose of developing a long-term relationship with them by gaining their
satisfaction and loyalty (Chen and Popovich, 2003; Xu and Walton, 2005).

Garrido-Moreno and Padilla-Meléndez (p. 438, 2011) defined CRM as ‘a business
strategy that aims to establish and develop value-creating relationships with
customers based on knowledge. Using IT as an enabler, CRM requires a redesign of
the organisation and its processes to orient them to the customer, so that by
personalising its products and services, the firm can optimally satisfy customer needs

and thereby generate long-term, mutually beneficial, loyalty relationships’.

On the other hand, according to the technological view, CRM is an information
system that assists organisations in contacting customers, affording services for
them, and gathering, storing, and analysing customer information in order to provide
a complete understanding of the customers (Salojarvi et al.,, 2010). The CRM
systems also aid organisations in capturing and generating CK (Khodakarami and
Chan, 2014).

According to the literature, CRM is divided into three types based on different jobs,
namely, collaborative CRM, operational CRM, and analytical CRM (Gebert et al.,
2003).

Collaborative CRM: This type of CRM deals with all of a customer’s interactions
with an organisation (touch points), including phone, email, and SMS. The aim of
this CRM is to provide all knowledge about the customers in order to sustain

customer relationships (Wilde, 2011).
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Operational CRM: This type of CRM aims to personalise the relationship with the
customer through comprehensively tracking any customer contact with the
organisation (touch points), and it makes the customer information collected from
different sources available to all users who deal with the customers (Xu and Walton,
2005).

Analytical CRM: This type of CRM is designed to analyse the CK using multiple
analytical tools in order to provide a complete picture about the customers and to
recognise customers’ behaviour patterns (Xu and Walton, 2005). The objective of
analytical CRM is to explore potential sales opportunities, appropriate promotion

strategies, and customer segmentation (Chen and Popovich, 2003; Wilde, 2011).

As demonstrated, the term ‘CRM’ is highly complicated, as it includes multiple
aspects. Furthermore, ignoring CRM as a strategy and instead focussing solely on a
technological element is considered one of the main reasons behind the failure of

applied CRM in many organisations (Mendoza et al., 2007).

2.4.3 Customer-Knowledge Management (CKM)

The CKM approach developed as a result of combining the KM approach with CRM
strategy (Gebert et al., 2003; Gohary and Hamzelu, 2016). In general, CKM s
described as the holistic philosophy that helps an organisation to tap into their
knowledge in order to grasp the big picture about their customers (Rowley, 2002).
Overall, the primary focus of CKM is on the knowledge from the customer, as well
as how to obtain and share this knowledge (Gibbert et al., 2002).

According to Garcia-Murillo and Annabi (2002), the CKM view of CK differs from
CRM. For example, the primary focus of CRM is to gather knowledge about the
customers based on their interaction with the organisation through the use of
technology, and in many cases, the organisation’s employees are not involved in
gathering CK. On the other hand, CKM focusses on knowledge from the customers,
such as their experience, which is gathered through the personal interaction between
the customers and the employees. Furthermore, CKM identifies two forms of
exchanging CK between the organisations and the customers. More specifically, in

the CKM approach, the organisations provide the knowledge for their customers
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about the service and products. Then, the customers provide their knowledge about
the organisation’s service and products with frontline employees during service
encounters. Table 2-2 below summarises the main differences between the KM,
CRM, and CKM approaches.
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KM

CRM

CKM

Knowledge Source

Employee, team,
company, network of
companies

Customer database

Customer experience,
creativity, and
(dis)satisfaction with
products/services

loyalty schemes

Axioms If only we knew what | Retention is cheaper If only we knew what
we know than acquisition our customers know
Rationale Unlock and integrate | Mining knowledge Gaining knowledge
employees’ knowledge | about the customer in directly from the
about customers, sales | the company’s customer, as well as
processes, and Rand D | databases sharing and expanding
this knowledge
Objective Efficiency gains, cost | Customer-base Collaboration with
saving, and avoidance | nurturing, maintaining | customer for joint value
re-inventing the wheel | the company’s creation
customer base
Metrics Performance  against | Performance in terms Performance against
budget of customer competitors in
satisfaction and loyalty | innovation and growth,
contribution to
customer success
Benefits Customer satisfaction | Customer retention Customer success,
innovation,
organisational learning
Recipient of Employee Customer Customer
Incentives
Role of Customer Passive, recipient of | Captive, tied to Active, partner in
product product/service by value-creation process

Corporate Role

Encourage employees
to share their
knowledge with their
colleagues

Build lasting
relationships with
customer

Emancipate customer
from passive recipients
of products to active
co-creators of value

Table 2-2: Main differences between KM, CRM, and CKM
Source: Adopted from Gibbert et al. (2002. p.461)
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2.5  Knowledge- Brokering (KB)

According to the Oxford English Dictionary, the meaning of ‘broker’ is ‘one
employed as a middleman to transact business or negotiate bargains between
different merchants or individuals’, and the term has formerly been used more

widely, including in the senses of ‘jobber, agent, factor, commission-agent’.

Beyond this, Marsden (cited in Gould and Fernandez, 1989, p.90) defined brokerage
as a process ‘by which intermediary actors facilitate transactions between other
actors lacking access to or trust in one another’. Therefore, brokerage as a process
involves an interaction between three parties, two of which are real parties while the
third is the broker between them (Gould and Fernandez, 1989).

However, Fernandez and Gould (1994), in their brokerage typology, claimed that the
broker’s role at the individual level can be divided into five types, namely,
coordinator, itinerant, gatekeeper, representative, and liaison. Furthermore, they
argued that the individuals are able to perform any combination of these roles

concurrently.

1. Coordinator: The actor who works as a broker between two actors from his
subgroup. In this type of brokerage, the broker’s role is linking and

exchanging information between two peers (Shi et al., 2009).

2. Cosmopolitan (itinerant broker): The actor who works as a broker between
two actors belonging to the same subgroup, which he does not belong to.

3. Representative: The actor who works as a broker between external actors
and his own group, which he represents and acts on behalf of. Shi et al.
(2009) suggested that the broker’s role in this type of brokerage is that of a
delegate acting on behalf of his peers to negotiate and exchange information

with outsiders.

4. Gatekeeper: An actor who works as a broker between his group and the
outside, and he possesses the privilege of deciding whether to allow or
prevent access to an outsider. Thus, the gatekeeper (broker) and the receiver
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are from the same group, while the source of information belongs to a

different group.

5. Liaison: An actor who works as a broker between two or more actors that are

not connected to each other and all of whom come from different groups.

Therefore, the central role of the broker is to facilitate the flow of information
between two other actors who are not directly connected with each other, according
to the Fernandez and Gould (1994) topology of brokerage. In this vein, Pappas and
Wooldridge (2007), in their study focused on the boundary-spanning role of middle
managers, viewed brokerage roles in an organisational context, as those boundary-

spanning roles bridged internal organisational members and external stakeholders.

Even though the notion of brokerage had been used in literature as early as the
beginning of the 19" century, the concept of KB only emerged in the 1990s (Haas,
2015). However, knowledge broker could refer to an individual, organisation,
technologies, or objects that enable the knowledge of one community to be shared
and used by another (Waring et al., 2013). Additionally, some authors have
suggested that the knowledge broker’s role is to support the learning and
development of new environmental management technologies in organisations (von
Malmborg, 2004). However, Ward et al. (2009) argued that knowledge brokers play
a vital role in the organisation in terms of managing various activities relating to the
use of translating knowledge, as well as transferring knowledge into action, which
occurs through filling the gap between knowledge creator and knowledge user. In
other words, in some organisations, the knowledge broker works as a knowledge

manager to fill the gap between researchers and decision-makers.

Most of the literature on KB came from a private sector that used the KM approach
to understand the spread of knowledge between and within organisations (Ward et
al., 2009). After a while, KB was adopted in the public sector as well. For example,
Oldham and McLean (1997) suggested three different approaches to KB in the
public sector, as identified in the literature:

Nayel Al Hawamdeh 33



Chapter Two: Literature Review

1. Knowledge management: This approach refers to managing the activities of
the knowledge-transfer process between knowledge user and knowledge

creation.

2. Linkage agents: In this approach, the knowledge broker aims at improving
the relationship between knowledge creation (researchers) and knowledge
user (decision-makers). Additionally, this approach focusses more on
involving the decision-maker in the research process in order to ensure that

such research is turned into reality.

3. Capacity builders: This refers to the tools that augment knowledge access by
providing training to knowledge users. Thus, this approach focusses on
helping the decision-makers through reviewing their shortcomings with
respect to interpreting research results in order to increase their ability to

understand and use research evidence.

Loew et al. (2004) presented a new model for KB as face-to-face communication,
explaining the main role of the knowledge broker in organisations to be centred on
providing assistance when others need such. However, in their study, reference was
made to the preconditions that must be available in a knowledge broker. For
example, the broker must be available and accessible when needed, and he or she
should possess the knowledge needed to solve problems faced by the employees.
Furthermore, he or she must be connected to other knowledge brokers in the
organisation, as this network allows the knowledge broker to be assisted in problems

outside of his or her area.

A knowledge broker can be defined as an individual that can recognise the structural
holes in their own work and, accordingly, can create trust between parties. However,
trust is considered key to this role (Kidwell, 2013). Giannakis (2008), meanwhile,
argued that a knowledge broker is an optimal solution to transferring knowledge
between organisational units and can be harnessed to transfer ‘good practices’ in the

organisation.

Furthermore, the knowledge broker’s most crucial role is to bridge the gap between

research and real-life practice. However, KB appears in literature across three
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categories: capacity builders, knowledge manager, and knowledge agents
(Holzmann, 2013). The knowledge broker plays a significant role in transferring
knowledge from the sender to the recipient. However, this role is carried out through
a group of activities, such as acquiring new knowledge, integrating new knowledge,
adapting research results, disseminating research results, and creating links
(Hammami et al. 2013).

Some researchers have used the structural holes theory in an effort to explain the role
of the knowledge broker (e.g. Hargadon, 2002), while Burt (2004, p.438) argue that
‘people who stand near the holes in a social structure are at higher risk of having

good ideas'.

Beyond this, KB is considered one of the solutions to support KS when cognitive
differences exist between a knowledge holder and knowledge seeker. For example,
Waring et al. (2013) stated that professional groups are often unwilling to share
knowledge when such might threaten their position or uniqueness. However, the
challenge of knowledge brokers is centred on accessing professional boundaries and
supporting KS. Furthermore, knowledge brokers need to build connection between
organisation actors and, accordingly, need to integrate the know-how of one group

with another.

Knowledge-based practices are diffused through three strategies: central
administration, brokering, and organic diffusion. However, organisation managers
can promote knowledge diffusion through the knowledge-broker role to overcome
the challenge of the formal structure, which often inhibits KS (Lupton and Beamish,
2014).

Hargadon (1998) focussed on KB at an organisational level. He stated that a
knowledge broker is an intermediary organisation linking knowledge between
knowledge sources and knowledge users by providing innovative solutions. He
further argued that organisational culture is the most critical factor affecting the KB
process. In addition, Hargadon (2002) also explained that the knowledge broker
helps to reuse knowledge by acquiring and exploiting existing knowledge and

creating new knowledge after using existing knowledge as raw material.
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The knowledge broker organisation works as a window to link organisational
learning with innovation, transforming old knowledge to become a new innovative
product, process, and service. Knowledge brokers, through working within several
actors, gain access to the ideas, artefacts, and people that reside within one domain,
yet may be valuable in others. Moreover, the knowledge broker makes it possible to
overcome the cognitive constraints present in organisations, such as specialised

language (Hargadon, 2002).

In this vein, it is stated that knowledge brokers work to make the correct knowledge
available to the right people at the right time (Hargadon, 2002). The primary role of
the knowledge broker involves collecting knowledge from certain domains and then
sharing this knowledge with others in order to provide solutions to problems faced
by the organisation (Hargadon, 1998).

Moreover, the success of the broker’s role depends on his or her ability to see the
opportunities that other actors might not. However, KB mostly translates into how
individuals or organisations use old knowledge to create new knowledge in order to
achieve innovation (Hargadon, 2002). Boari and Riboldazzi (2014), in their study,
focussed on the knowledge-broker’s behaviour as an actor, where the knowledge
broker plays different roles in an organisation, namely, gatekeeper, coordinator,

representative, and liaison.

The role of the knowledge broker in the modern business world not only centres on
moving knowledge, but also on producing new knowledge. The literature on KB
presents two opinions: on the one hand, there is the transfer of knowledge from one
place to another, while on the other, the knowledge broker exchanges knowledge
between different places. Therefore, the knowledge broker mainly produces new
knowledge (Meyer, 2010).

Most studies of KB have explained the knowledge broker’s role as bridging the gap
between two unconnected actors, such as individuals or organisations. Moreover,
knowledge brokers may be an organisation or individuals. Furthermore, prior studies
on knowledge brokers have largely focussed on the role of knowledge brokers in

transferring knowledge (Hammami et al., 2013). However, if the broker and
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receiving partners possess social capital, this means more KS between the two
actors. In this vein, Kim et al. (2011) argued that the knowledge broker’s primary
role is to connect people who are searching for knowledge to those people who

possess this knowledge.

Conklin et al. (2013) divided the activities carried out by knowledge brokers in the
health services sector into seven different types of activity: creating relationships,
promoting mutual understanding between actors, facilitating knowledge exchanges,
facilitating social interaction, developing interaction between groups, helping to
overcome the problems impeding knowledge transference, and participating in
analytical tasks. However, some authors have argued that the knowledge broker can
also reduce the cognitive gap present between communities that use different

languages and concepts (Delmestri and Walgenbach, 2005).

Kim et al. (2011) suggested that the knowledge-broker system transfers tacit
knowledge as a substitute to an organisation’s human knowledge broker in an effort
to minimise misunderstanding between knowledge seekers and knowledge experts.
Michaels (2009) discussed the KB strategies that explain knowledge brokers’ roles
in facilitating the exchange of knowledge between researchers and policymakers.
Specifically, she suggested six KB strategies: informing, consulting, matchmaking,
engaging, collaborating, and building capacity. Table 2-3 below presents the main
intents for these strategies in the context of decision-making.
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Strategies Intent
Inform Disseminate content
Consult Seek out known experts to advise on problem

delineated by party seeking counsel

Matchmaker Identify what expertise is needed, who can
provide it, and the best ways to make the
connections

Engage One party frames the discussion through terms of
reference and for the life of the required
decision-making process, involves other parties
in the substantive aspects of the problem on an
as-needed basis

Collaborate Parties jointly frame the process of interaction
and negotiate substance to address a distinct
policy problem

Build capacity Parties jointly frame the process of interaction
and negotiate substance with the intent of
addressing multiple dimensions of a policy
problem while considering what can be learned
from doing so that is applicable to implications
of the issue, future scenarios, and related
concerns

Table 2-3: A spectrum of KB strategies
Source: Adopted with modification from Michaels (2009, p.997)

These strategies aid in the decision-making process, where the main role of the
knowledge broker involves transmitting necessary information. The knowledge
broker could reduce the cognitive gap between communities using different
languages and concepts (Michaels, 2009). However, Yang (2007), indicated that the

leader of an organisation plays many roles, one of which is knowledge broker.

Several authors have investigated the relationship between KB and innovation, in
addition to discussing the effects of KB on organisation innovation (Hargadon, 2002;
Cillo, 2005; Kimble et al., 2010; Waring et al., 2013; Boari and Riboldazzi,
2014).For instance, Abbate and Coppolino (2011) insisted that the role of a
knowledge broker is highly significant for open innovation in organisations.
Furthermore, they also explained how the knowledge broker facilitates interactions

between organisations in an effort to co-create knowledge.
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Many organisations have also used knowledge brokers to transfer knowledge across
geographic boundaries, thus engaging in boundary-spanning (Johri, 2008). Some
authors have referred to this strategy as external KB, arguing that the main role of
boundary-spanning is transferring and sharing knowledge from one place to another.
Beyond this, the knowledge broker also contributes to organisational learning by
transferring knowledge between organisational units (Pawlowski and Robey, 2004).
Waring et al. (2013) suggested that the key challenge facing knowledge brokers is
how sticky knowledge in organisations can be accessed and shared. In their work,
Pawlowski and Robey (2004) distinguished between the knowledge broker and the
boundary spanner, wherein they considered knowledge brokers to be a third party
facilitating the knowledge transfer, and the findings of their study revealed that IT
professionals in organisations play the role of a knowledge broker. According to the
KB literature, there are various definitions of a knowledge broker, especially in
regards to different backgrounds, such as health care literature, business literate,
innovation literature, KM, and marketing literature. Table 2-4 below provides select
definitions of the terms ‘knowledge brokers’ and ‘knowledge-brokering’ from the

different areas.
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Author

Definitions

Hargadon and
Sutton (1997)

Knowledge broker: Third parties who connect, recombine, and transfer
knowledge to companies in order to facilitate innovation.

Hargadon (1998)

Knowledge broker is an intermediary organisation linking knowledge
between knowledge sources and knowledge users through providing
innovative solutions.

Sverrisson (2001)

Knowledge broker might be individual or organisation that facilitates
knowledge creation, knowledge-sharing and utilising knowledge.

Jackson (2003)

Knowledge broker: ‘A proactive facilitator who connects people,
networks, organisations and resources and establishes the conditions to
create something new or add value to something that already exists’.

Lomas (2007,
p.131)

Knowledge-brokering: ‘All the activity that links decision-makers with
researchers, facilitating their interaction so that they are able to better
understand each other’s goals and professional cultures, influence each
other’s work, forge new partnerships, and promote the use of research-
based evidence in decision-making .

Rolls et al.
(2008,p.31)

Knowledge-brokering: ‘The process of connecting people, building
relationships, uncovering shared needs, and sharing knowledge and
evidence that improve role effectiveness’.

Meyer (2010,
p.118)

‘Knowledge brokers are people or organisations that move knowledge
around and create connections between researchers and their various
audiences’.

Waring et al. (2013)

Knowledge broker might be an individual, organisation, technologies, or
objects that enable the knowledge of one community to be shared and
used by another.

Kidwell (2013)

Knowledge broker: The individual that can recognise the structural holes
in their own work and, accordingly, can create trust between parties.

Casey et al. (2013,
p-4)

‘The knowledge broker role refers to key functions undertaken by
caregivers around the transfer of information between the medical tourist
and facility staff or others’.

Venkitachalam and
Bosua (2014, p.403)

‘Knowledge-brokering was identified as another essential role that linked
people to each other during certain knowledge seeking and sourcing
activities’.

Werner et al.
(2015)

‘Knowledge brokers include influential individuals with a large reservoir
of knowledge they can transfer’.

Table 2-4: Selected definitions of ‘knowledge broker’ and ‘knowledge-brokering ’
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As revealed in the previous table, there is no single consensus on a uniform
definition of KB, and Haas (2015) argued that the definition of ‘knowledge broker’
itself still is not clear. For example, Dougherty (1992) provided a general view of
KB through defining it as the process that aims to connect knowledge seekers with
knowledge senders. By contrast, some researchers have considered KB to be the
process that links knowledge creators to knowledge users in order to improve
innovation (Hargadon, 1998, 2002), while others have used KB in order to express
the process of knowledge translation that aims to change research into practice (e.g.
Ward et al., 2009; Dobbins et al., 2009, Gagnon, 2011; Kramer and Wells, 2005;
Lomas, 2007). Furthermore, KB has sometimes been used to describe a set of objects
that aim to facilitate knowledge transference between communities or within
organisations (e.g. Pawlowski and Robey, 2004). Meanwhile, some of the
researchers have viewed knowledge brokers as the individuals who capture and share
knowledge between two parties (e.g. Verbeke et al., 2011; Kim et al., 2011; Rapp et
al., 2014; Berg et al., 2014). Still other researchers have limited the knowledge
broker’s role solely to individuals possessing high levels of experience and skills,
such as IT professionals or persons who connect actors in the communities of
practice (Wenger, 1998, Pawlowski and Robey, 2004).

2.5.1 External and Internal KB

Literature of KB distinguishes between two kinds of KB based on the belonging of
knowledge broker to the group he facilitates transfers knowledge for them, namely,
external and internal KB (e.g. Cillo, 2005, Currie and White, 2012; Berg et al.,
2014). Based on this typology, external knowledge brokers are the actors who
transfer knowledge between knowledge users and knowledge generators, but they do
not belong to the knowledge users’ community. In contrast, internal knowledge
brokers transfer knowledge from out the organisation and between actors in the same
communities. However, most of the existing literature has focussed on the role of

external rather than internal knowledge brokers (e.g. Hargadon, 1998, 2002).

That being said, a few studies have discussed internal KB. For example, Cillo (2005)
addressed market knowledge being obtained through internal actors, as illustrated in

Figure 4-2. In addition, Waring et al. (2013) focussed on the internal broker role in
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the healthcare context, more specifically on the types of knowledge broker roles in
intra-organisational and structure positions. Moreover, they investigated how the
structural position and relationship of the broker influence KS. Beyond this, Berg et
al. (2014) investigated the impact of specific genes on the role of salespeople as

internal knowledge brokers selling new products.

Market
knowledge

generators H

Market
Internal knowledge users
knowledge

broker

Figure 2-4: Internal knowledge broker

Source: Adopted with modification from Cillo (2005, p.405)

Cillo (2005) suggested four types of internal knowledge broker roles based on their
activities in an organisation, the nature of the knowledge, and the cognitive distance
between actors. These typologies are as follows:

Information broker: In this typology, the knowledge broker transfers information
between two different actors from a similar context, and they often used technology

tools like an intranet network.

Knowledge coder: This type fits with two actors from two different contexts. The
actors do not possess the same cognitive background, and the cognitive distance is

clear between them.

Integrated knowledge broker: This model is appropriate for sharing highly

complex market knowledge within an organisation.

Pure knowledge broker: An organisation requires this type of broker when the
cognitive distance between actors is substantial and the knowledge is highly

complex.

2.5.2 Frontline Service Employees (FLSESs) as Knowledge Brokers
According to Melton and Hartline (2010.p.413),” Frontline employees are employees
of the service firm, who have regular contact with customers'. Currently,

organisations are operating in turbulent and highly competitive environments. Thus,
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there is a great deal of dependence on KB and KS. Intellectual capital theory
suggests that knowledge workers play a significant role in the KM process
(Edvinsson and Malone, 1997). Thus, in many instances, frontline employees serve
as knowledge workers through direct interaction with customers or end users of the
product (Rogers et al., 1994). In many cases, frontline employees have even been
considered the first source for gaining knowledge and, subsequently, sustaining a
competitive advantage in service organisations (Loveman, 1998). The position of the
frontline employees as boundary spanners and their constant interaction with
customers during service encounters gives them the ability to understand customer
experiences and to serve as a good source of ideas concerning develop organisation

services (Melton and Hartline,2010).

In many cases, the customer’s experience with the service organisation is even
limited to the interaction with the frontline employee as a service encounter (Bitner
et al., 2000). Moreover, in service organisations, the frontline service employee is all
too often the only chain linking the customer to the organisation (Coelho et al.,
2016; Lages and Piercy, 2012). Besides, the frontline service employee acts as a
boundary spanner between the organisation and their customers, and most of his or
her work time is often spent interacting with the customers to this end (Coelho et al.,
2016; Karatepe et al., 2006).

According to Van der Heijden et al. (2013 p.517), ‘FSEs are important knowledge
brokers between customers and the firm, because the nature of their job gives them
an ideal position from which to access, filter, and translate sticky knowledge
possessed by dispersed customers’. This interaction between customer and frontline
employee is called a service encounter, and this could occur through face-to-face
meetings, over phone calls, or Internet contact (Bitner et al., 2000). In addition, the
interface between frontline employee and customer in service organisations
generates new tacit knowledge (Kumar et al., 2014). Table 2-5 below
chronologically analyses recent research that investigated the role of frontline
employees in sharing CK between customer and organisation. These studies have
argued that frontline employees work as knowledge brokers between the

organisation and customers, and most of these studies have focussed on the
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willingness of the frontline employees to report the customers’ feedback to the
organisation. In addition, some of these studies have focussed on the main factors
that influence bottom-up learning. However, none of these studies have provided a
comprehensive framework for KB through frontline employees during service

encounter.
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The study The study’s objectives Type of study The main findings

Hu et al. (2016) In their study, they | Empirical: survey | There are some factors that affect the
investigated the main | instrument, 332 frontline | willingness  of  frontline  service
factors influencing the | employees from major | employee’s to share the customers’
frontline service | Taiwan restaurants. feedback after service delivery with their
employee’s  willingness organisation. The service climate and
to transfer customer perceived organisation support have a

feedback from service
encounters  to  their
organisation.

positive effect on the willingness of
frontline service employees to share
negative customer feedback with their
management.  Furthermore, frontline
employees that possess an internal locus
of control demonstrate a greater
tendency to share negative customer
feedback  with  their  organisation
compared to those possessing an external
locus of control.

Engen and
Magnusson (2015).

Their study focussed on
providing a more in-
depth understanding of
the role of frontline
employees as boundary-
spanners in the service
organisation’s
innovation processes.

Empirical: qualitative
single case study through
22 interviews.

In many cases, the interaction between

frontline employees and customers
during  service  encounters  was
considered to be sources of the

innovation. In addition, middle managers
played a critical role in driving frontline
employees to act as innovators through
their role as a gatekeeper for flowing
knowledge between an organisation and
the frontline employees.

Walsh et al. (2015)

The aim of this study was
to develop valid
willingness to  report
complaints (WRC) scale
across  cultures and
countries.

Empirical: survey
instrument included two
countries (Germany and
the US).

In addition to the prior factors that
affected frontline employees’ willingness
to report customer complaints to direct
supervisors based on the WRC scale of
Luria, Gal, and Yagil (2009), this study
added some factors that affect WRC, such
as supervisor knowledge, role ambiguity,
and job satisfaction.

Berg et al. (2014)

The impact of specific
genes on internal
knowledge-brokering
and selling new products
through salespeople.

Empirical: interview and
survey.

The biological traits influence the
behaviour and quality of internal
knowledge-brokering through the
salesperson help organisation to develop
a new product.

Rapp et al. (2014)

Critical review of the
challenger sales
approach.

Review of literature and
conceptual review.

Salespeople work as knowledge brokers
who obtain knowledge about customers
and products, in addition to
communicating  with  customers to
discover their needs and striving to
satisfy their needs through organisation
products.
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Lages and Piercy
(2012)

The aim of this study was
to investigate the
individual and
organisational  factors
considered to be
influential factors for
frontline service
employees to generate
ideas for service
improvement.

Empirical: survey
instrument, 740 frontline
employees from fast-food
outlets and restaurants in
the UK.

The capability of the frontline employee
to read the customer’s need is the
primary factor leading to generating
ideas for service improvement. Also, this
study found that there is no direct effect
of the perceived organisational support
by frontline employees on their ability to
create  new ideas for  service
improvement.

Ye et al. (2012)

The aim of this research
was to understand the
mechanism of capturing
the frontline employee’s
knowledge generated
during routine  daily
work and to articulate
this knowledge to update
knowledge for improving
performance work
through the frontline
learning process.

Empirical: survey
instrument, 398 frontline
employees and 56
managers in a US
healthcare organisation.

The frontline learning process (bottom-
up learning) falls into three distinct sub-
processes: knowledge generation,
knowledge articulation, and knowledge
update. The finding of this research
focussed on the impact of the workload
and employee goal convergence between
quality and productivity, and it suggested
that a moderate workload will help the
frontline learning process.

Verbeke et al.
(2011)

The drivers of sales
performance.

Review of literature and
meta-analysis.

The job of salespeople tends to be crucial
for an organisation, especially when the
salesperson becomes a knowledge broker
who transfers knowledge to the customer.
Thus, the salesperson needs cognitive
conditions to act as a knowledge broker
to absorb knowledge and transfer this
knowledge to the customer.

Wirtz et al. (2010)

Their study aimed to
investigate the impact of
relational and structural
social capital on the
frontline employees’
willingness to  report
knowledge from the
customer (unsolicited
customer feedback) to
the organisation.

Two studies (semi-
structured in-depth
interviews and a quasi-
experiment).

The relational and structural social
capital demonstrated a positive impact
on the frontline employees’ willingness to
share positive knowledge from the
customers for evaluation purposes, as
well as to share negative knowledge from
the customers for service improvements.
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Homburg et al.
(2009)

The aim of this study was
to investigate the
accuracy of frontline
employees’ perception of
(customer need
knowledge).

Empirical: mixed method
(qualitative study with an
in-depth interview,
quantitative data through
the questionnaire), with
Triadic data using three

The long relationship between the
frontline employee and the customer
helps the frontline employees to more
accurately capture the customer’s needs
(customer need knowledge), while
significant difference in ages between the

levels (customers, | customer and the frontline employee will
employees, and | reduce the accuracy of the frontline
managers) in German | employee’s perceptions of (customer
travel agencies. need knowledge).

Luria et al. (2009) The primary focus of | Empirical: mixed | The organisational citizenship behaviour,

their study was on the
factors that impact the
willingness of frontline
service employees to
report customer

methods, two qualitative
studies (critical incident
and extended interviews)
and a quantitative study
(survey instrument, 180

service climate, and worker
empowerment affected the willingness of
frontline employees to report the
customer complaints.

frontline service
employees).

complaints to managers.
Moreover, this study
tried to answer the
question of why frontline
employees decide to
report or not report
customer complaints to
management.

Table 2-5: Select studies that discussed the role of frontline employees in transferring CK

The frontline service employee is largely the best source of information about the
customer, and he or she is recognised as the best one in the organisation to
understand the customer’s problem and to uncover the customer’s needs (Ellinger et
al., 2007; Lages and Piercy, 2012). In addition, some scholars have considered
FLSEs to be a valued source for customer feedback (positive or negative) and the
perception of service quality (Hu et al., 2016; Bowen, 2016).Also, most of this CK

concerns the customer’s needs and how to enhance service quality (Ye et al. 2012).

According to Wong and McKercher (2011), frontline employees may act as
knowledge brokers and, more specifically, as gatekeepers. However, their study
focussed solely on the external role of KB, with consideration paid to the role played
by staff at a tourist information centre in sharing knowledge with new tourists as a

KB activity.

In many cases, in the service market, knowledge on reactions and customer

expectations is still tacit knowledge. Thus, it will not be clear after the service has
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been delivered, but instead appears during service delivery. As such, the only person

who can obtain this knowledge is the frontline employee during the service delivery.
2.6 Knowledge-Sharing (KS) and Knowledge-Brokering (KB)

Literature reviews indicate a lack of consensus between KM authors regarding the
distinctions between KS and KB. Therefore, based on the literature, KS and KB are
viewed as overlaying processes. For example, some authors have considered KS to
be part of the KB process (e.g. Hargadon, 2002), while others have viewed KB as the
process that aids KS (e.g. Cillo, 2005). Indeed, the roots of disagreement between KS
and KB stem from a lack of consensus between KS and knowledge transferring in
the first place. Many authors (Goh, 2002; Serban and Luan, 2002; Chow and Chan,
2008; Massingham, 2014; Caimo and Lomi, 2014; Lefika and Mearns, 2015) have
used KS and knowledge transferring concepts interchangeably with one another.
However, some of the literature has begun differentiating between KS and
knowledge transferring. For example, Ipe (2003), and Wang and Noe (2010) argued
that the concept of KS often explains the process occurring between individuals,
where the outcome of this process is transferring knowledge between two parties
involved. KB, meanwhile, is the human force that facilitates the transfer of
knowledge between knowledge creators and knowledge users, and the success of KB
depends on the sharing of knowledge between knowledge creators and the
knowledge broker, as well as between the knowledge broker and knowledge user.
For example, Hargadon (2002) considered KS to be a significant process of KB.
Furthermore, Cillo (2005) argued that the knowledge broker is a major player in the
process of sharing knowledge. Beyond this, prior studies have suggested that the
boundary-spanner position of frontline employees between organisations and their
customers affords them the privilege of either inhibiting or encouraging the sharing
of CK between organisation and customer (e.g. Verbeke et al., 2011; Tortoriello et
al., 2012; Hu et al., 2016). However, despite the critical role knowledge brokers play
in sharing knowledge, the literature has paid little attention to investigating this role
(Waring et al., 2013).

This section aimed to review the literature of KS in order to distinguish between KS

and KB, as KS is considered an essential component for the success of KB during
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service encounters. However, due to the lack of literature on the factors that affect
KB, this research used KS literature in order to explore the main factors that might
influence KB through frontline employees during service encounters.

Knowledge is not a product that can simply be captured, moved, shared, and
exchanged through context (Fernie et al., 2003). However, one of the greatest
challenges facing organisations involves how sharing knowledge can be encouraged
(Hong et al., 2011). Beyond this, Hendriks (1999) argued that KS involves a
relationship between at least two actors; one possesses the knowledge and the other

seeking to garner this knowledge.

KS is recognised as one of the processes involved in the comprehensive concept of
KM in an organisation (Cabrera et al., 2006). Furthermore, KS is one of the most
compound processes in the organisation—especially between individuals within an
organisation. Its success depends on the relationship between individuals (Ipe, 2003),
and facilitating KS is a vital element for increasing productivity (Pan et al., 2015). In
fact, KS is considered the most critical process amongst KM processes, as it can help
the firm to improve performance through transferring knowledge between employees
and creating new knowledge (Zhang et al., 2014). In addition, KS is also a highly
complex process, owing to the fact it comprises a set of behaviours and that
knowledge is embedded in the human mind (Chow and Chan, 2008). In addition, KS
is a broad concept and includes the sharing of both tacit and explicit knowledge at
the individual, group, and organisation levels (Small and Sage 2006). Accordingly,
KS has received a great deal of attention from researchers and practitioners as a
possible tool for enhancing organisations’ innovative performance (Calantone et al.,
2002). Furthermore, KS has also been recognised as important for employee

performance.

According to Hawamdeh (2003, p. 81), knowledge-sharing (KS) refers to ‘the
communication of all types of knowledge, which includes explicit knowledge or
information, the “know-how” and “know-who”, which are types of knowledge that
can be documented and captured as information, and tacit knowledge in the form of

skills and competencies’. However, KS in a virtual context is more difficult owing to
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the dependence placed on information communication technology (Staples and
Webster, 2008).

Lin (2007a, p. 136) defined knowledge-sharing (KS) as ‘social interaction culture,
involving the exchange of employee knowledge, experiences, and skills through the

whole department or organisation’.

Despite the fact that KS is considered a primary source of combative advantage for
organisations (Hackney et al. 2008), KS also remains a significant KM dilemma
nowadays. In fact, due to the complex nature of KS processes, there are two
approaches centred on the management of KS in organisations: the engineering
approach, which focusses on how management leads KS, and the emergent approach,
which involves social nature (van den Hooff and Huysman, 2009).

Indeed, KS is deemed a multifaceted process at the organisational level, as it consists
of a set of functions in organisations, including ‘capturing, organising, reusing and
transferring experience-based knowledge that resides within the organisation, and
making that knowledge available to others in the business’ (Lin, 2007b, p. 316).
Beyond this, KS at the individual level also helps employees to garner knowledge
from each other in order to best complete their job (Lin, 2007b). Because of this, KS
is also a social dilemma in an organisation (Yang and Wu, 2008). Furthermore, Ipe
(2003) insisted that KS between individuals in an organisation is considered a

phenomenon and is a highly complex method.

2.6.1 Factors Impacting Knowledge-Sharing (KS)

Indeed, the effect of KS in organisations is highly complicated. This complexity
stems from many causes, one of which is the construct of KS, which consists of a
group of factors affecting KS as well as one another (Yang and Wu, 2008).

Wang and Noe (2010) conducted a systematic review of KS and identified five areas
of KS research: the organisational context, interpersonal and team characteristics,
cultural characteristics, individual characteristics, and motivational factors. In
addition, prior research has suggested that numerous factors affect KS; however,
many authors have focussed on organisational culture as a significant factor affecting
KS (for example: Kim and Lee, 2006; Lin, 2008; Seba and Rowley, 2010; Seba et
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al., 2012). Others have focussed on national culture (for example: Wei et al., 2008;
Siau et al., 2010; Zhang et al., 2014; Kivrak et al., 2014) and organisational structure
(for example: Kim and Lee, 2006; Al-Alawi et al., 2007; Chen and Huang, 2007;
Lin, 2008; Friesl et al., 2011; Seba et al., 2012) as significant factors. Still other
studies have discussed organisational climate (for example: Taylor and Wright, 2004;
Chen and Huang, 2007; Amayah, 2013). Such studies are concerned with the impact
of social capital dimensions on KS (for example: Chow and Chan, 2008; Hau et al.,
2013). There are also researchers who have centred their analyses on the influence of

top management support (for example: Lin, 2007; Fey and Furu, 2008).

Based on KS literature, various studies have focussed on the factors affecting KS
behaviours. For example, Lin (2007b) identified three main factors affecting KS:
organisational factors, individual factors, and technology factors. Additionally, some
authors have suggested that there are three main groups of factors that foster KS in
an organisation, namely, the organisational, individual, and knowledge levels (Yang
and Wu, 2008).

Ipe (2003) identified four main factors affecting KS between individuals in
organisations, and these factors also influence each other because they are all

interconnected. These are as follows:

1. Knowledge nature: There are two types of knowledge, namely, tacit
knowledge and explicit knowledge. However, individuals face many
problems when sharing tacit or explicit knowledge, but when sharing tacit
knowledge, such problems are clearer due to the nature of tacit knowledge.
Furthermore, the value of knowledge is crucial for KS simply because when
individuals realise the value of such knowledge, they sometimes tend to hoard
it.

2. Motivation to share: Individuals, by nature, are not likely to share their
knowledge without robust motivation to do so. Notably, there are two types
of motivation for sharing knowledge at the individual level:

e Internal motivations factors, such as considering knowledge to be

power and reciprocity between individuals.
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e External motivation factors, such as relationships with recipients and

the rewards for sharing.

3. Opportunities to share: There are two channels for sharing knowledge,
namely, formal instruction and informal instruction. However, the knowledge
that is shared using the formal channel is most often explicit knowledge,

whereas tacit knowledge is usually shared through an informal channel.

4. Culture of the work environment: The organisational culture is considered the
most significant factor affecting KS at the individual level. Moreover,
organisational culture affects KS by defining the type of knowledge to share
and how it should be shared. Furthermore, organisational culture is also
known to impact the social interactions between individuals in the

organisation.

2.6.2 Knowledge-Sharing (KS) Barriers

The KS literature has revealed that KS, as a process, faces many barriers that prevent
the dissemination of knowledge. Indeed, some studies have argued that there are four
sets of barriers known to inhibit KS or transferring: the nature of the knowledge, the
nature of the sender, the nature of the recipient, and the nature of the context in
which knowledge takes place (Szulanski, 1996). Furthermore, Hendriks (1999)
suggested that the barriers to KS can be categorised into three main barriers:
temporal distance, physical distance, and social distance. Szulanski (1996),
meanwhile, argued that there are three major factors posing a barrier to KS: the
weakness of the recipient’s ability to absorb knowledge, casual ambiguity concerning
the knowledge itself, and a difficult relationship between the knowledge sender and

the knowledge recipient.

However, Disterer (2001) argued that there are two sources of KS barriers in
organisations: individual barriers and social barriers. Riege (2005), by contrast,
claimed that KS practices sometimes fail to achieve their goal in delivering the right
knowledge from the right sender to the right recipient at the right time because of
three main groups of barriers: organisational barriers, individual barriers, and

technology barriers, with the majority coming from individual barriers. In addition,
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many of the barriers are not separate from one another, but are instead predominately
interlinked with other barriers (Kukko, 2013).

2.7  Literature Gaps and Potential Research Contributions

Based on the review of literature related to KB, CK, KS, and frontline employees,
some significant gaps have been identified. The identification of these gaps is
considered motivation to conduct more empirical research in order to achieve a better
understanding of CK brokering through frontline employees. The following

paragraphs discuss these major literature gaps.

First, frontline employees are considered powerful resources in organisations for
gathering external knowledge, more specifically, knowledge of the market and the
customer (Lages and Piercy, 2012; Engen and Magnusson, 2015; Tang et al., 2015).
However, where such knowledge is shared with back-office employees, the role and
process of frontline employees as knowledge brokers to capture and share CK during
customer interface remains underexplored and empirically limited (Ye et al., 2012).
Hence, the role of the frontline employees as knowledge brokers between the
customers and the organisation requires more investigation (Berg et al., 2014).
Moreover, there is also a paucity of research concerning how organisations
encourage the employees to manage and share CK to meet customer needs and
enhance service quality (Korhonen- Sande and Sande, 2016). In addition, the role of
frontline employees as knowledge brokers sharing knowledge within the organisation
still needs more empirical research (Woisetschlager et al., 2016). Furthermore,
FLSEs as boundary spanners between customers and organisations play a pivotal
role, which helps the organisation to gain CK, but in spite of this, little attention has
been paid to this role (Van der Heijden et al., 2013). Beyond this, little attention has
been paid even to the frontline employees’ vital role in translating new ideas
generated from customer interaction, and much of the focus has instead been given to

the top management and R&D departments (Radaelli and Sitton-Kent, 2016).

Second, in terms of the KB literature, most attention has been paid to the relationship
between KB and innovation (for example: Hargadon, 1998; Hargadon, 2002; Cillo,
2005; Kimble et al., 2010; Waring et al., 2013; Boari and Riboldazzi, 2014; Hsu and
Lim, 2014; Tortoriello, 2015). Moreover, much of the literature pertaining to KB has
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focussed on knowledge translation. In other words, a great deal of attention has been
paid to the role of knowledge brokers in transferring scientific research into actions
(for example: Lomas, 2007; Gagnon, 2011). However, we know very little about the

concept of KB in the context of service encounters.

Third, the review has also revealed that little effort had been made towards providing
a comprehensive framework to explain KB through frontline employees, or the
factors that influence this role. In addition, only a few studies have addressed the role
of frontline employees as knowledge brokers, as illustrated in Table 2-5, which

displays the main studies that discussed this role.

This research responds to the identified literature deficiencies regarding CK
brokering through frontline employees during service encounters. By doing so, based
on the literature review, this research proposes a conceptual framework to explore
the phenomenon of CK brokering through frontline employees as well as the main

factors that influence this role.

This research contributes to the literature of KB, KS, CKM, and AC at an individual
level. Additionally, the proposed conceptual framework being empirically tested
discusses the role of FLSEs as knowledge brokers that transfer knowledge between
the customer and the organisation during service encounters. Moreover, while most
of the previous researchers have discussed the frontline employee’s role as
knowledge brokers for the customers (e.g. Rapp et al., 2014; Berg et al., 2014;
Verbeke, et al.,, 2011), this research extends these studies by investigating the
frontline employees’ role as knowledge brokers for the organisation through
capturing and sharing knowledge from the customers to the organisation during

service encounters.
2.8 Chapter Summary

This chapter aimed to provide a theoretical background for this research by
reviewing the literature on KB through frontline employees during service
encounters. The literature review covered different kinds of literature, namely, KB,

KS, CK, and literature on the role of frontline employees as knowledge brokers
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between organisations and customers. This chapter also presented the significant

gaps identified in the literature, which shed light on the importance of this research.

Based on this review, the following chapter (Chapter Three) provides the proposed
conceptual framework for KB through frontline employees during service

encounters.
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Chapter 3 : Conceptual Framework for Knowledge-
Brokering (KB) during Service Encounters

3.1 Introduction

The previous chapter provided a critical review of the literature on customer-
knowledge brokerage through frontline employees. This review highlighted the
urgent need for a comprehensive framework to better understand the role of frontline
employees as knowledge brokers and to identify the main factors that influence this

role.

A conceptual framework is ‘the system of concepts, assumptions, expectations,
beliefs, and theories that supports and informs your research’ (Maxwell, 2008 p.
222). Furthermore, the conceptual framework allows the researcher to connect the
research at hand with the existing knowledge (Saunders et al., 2009). Miles and
Huberman (1994) argued that the conceptual framework must build upon theories,
the researcher’s experience and the objective of the research in order to link together
the different components of the research. The conceptual framework includes the
researchers’ thoughts regarding the research phenomenon and it forms a tentative
theory of what is going on in the research phenomena (Maxwell, 2008). Thus, in
qualitative research, the conceptual framework helps researchers to describe the
relations in their research, and it includes what they want to study, as well as the
main factors, variables, and constructs of the study. Hence, a conceptual framework
can be expressed through narrative style or graphically, primarily through a figure. In
addition, the conceptual framework also helps researchers to define the scope of their
research and it provides them with a frame from the range of the study. Beyond this,
the conceptual framework also assists researchers in deciding what data should be
collected to conduct the research.

Therefore, this chapter provides a proposed conceptual framework of customer KB
during service encounter. Specifically, this conceptual framework explains the
process through which customer knowledge (CK) is transferred from and to

organisations via employees as knowledge brokers. The framework also identifies
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the main salient factors that enable or hinder the frontline service employee in

capturing and sharing CK during service encounters.

By building on the literature of KM, KB, KS, CKM, and absorptive capacity, this
research attempts to understand knowledge brokerage through frontline employees.
The proposed conceptual framework describes the role of frontline employees as
knowledge brokers that capture and share three kinds of CK between organisation
and customers during service encounters. Hence, the proposed conceptual framework
is underpinning on the assumption that frontline employees during their interaction
with the customers able to capture and sharing tacit and explicit CK. Furthermore,
the individual absorptive capacity will also help the frontline employee to capture,

assimilate and share this knowledge with customers and organisation.

The remainder of this chapter is organised into five sections. The following section
(3.2) provides an overview of the theoretical foundations for this research. The third
section (3.3) develops the proposed conceptual framework for KB through frontline
employees and identifies potential factors that influence this role. Section (3.4)
discusses the main proposed factors that influence KB during service encounters.

The final section (3.5) summarises this chapter.

3.2  Theoretical Foundations

The prior research has employed several theories to understand the phenomenon of
sharing and transferring CK between organisations and customers. However,
understanding remains limited concerning the successful role of frontline employees
as knowledge brokers between customers and organisations. This research applies
two well-known theories, organisational knowledge creation theory and absorptive
capacity theory, at the individual level to explain the role of frontline employees as

customer-knowledge brokers during service encounters.

3.2.1 Organisational Knowledge Creation Theory

Knowledge management literature acknowledges that individuals in an organisation
are the base of the creation of new knowledge. For example, Nonaka (1991) argued
that individuals, such as frontline employees, are the source of new knowledge, and

the ability of the organisations to sustain competitive advantage depends on
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managing the creation of new knowledge. Moreover, new organisational knowledge
is the results of the continuous interaction between explicit and tacit knowledge
(Nonaka, 1994).

According to Nonaka et al. (2006, p. 1179), the organisational knowledge creation
theory is ‘the process of making available and amplifying knowledge created by
individuals as well as crystallising and connecting it with an organisation’s

knowledge system’.

Therefore, based on this theory, the individual is the source of all knowledge in an
organisation (Erden, et al., 2008). Knowledge conversion is the process that
demonstrates the interaction between tacit and explicit knowledge that lead to

creating organisational knowledge (Nonaka and Takeuchi, 1995).

Furthermore, according to Nonaka and Takeuchi (1995, p. 3), organisational
knowledge creation is ‘the capability of a company as a whole to create new
knowledge, disseminate it throughout the organisational and embody it in products,
services, and systems’. Notably, some authors have argued that new knowledge is the
result of the continuous interaction between explicit and tacit knowledge, which is
seen to reside in the human mind (Yang et al., 2010). According to them, knowledge
creation is a human systemic process depending on the interaction between
individuals and their peers or otherwise between individuals and their environment.
By contrast, the spiral model refers to the way in which knowledge is created through
constant interaction and dialogue between tacit and explicit knowledge in the ‘Ba’

context (Nonaka, 1994).

The concept of ‘Ba’ is the context of knowledge creation; however, ‘Ba’ can be any
type of environment, physical or virtual (Nonaka et al., 2000). Nonaka and Takeuchi
(1995) offered the SECI model which has become the foundation of knowledge
creation theory. They suggested four ways that knowledge types can be combined
and converted, showing how knowledge is shared and created in the organisation.
The interaction and conversion of tacit and explicit knowledge is demonstrated in the
SECI model (Figure 2-2), which is composed of four different stages of knowledge

conversion. However, the SECI model explains how actors convert existing
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knowledge into new knowledge through the social-interaction process. Moreover, the
new knowledge-creation strategies are made up of socialisation, externalisation,
combination and internalisation (Nonaka, 1994; Nonaka and Takeuchi, 1995;
Nonaka et al., 2000).

As mentioned in the preceding chapter SECI model express the four processes that
lead to creating knowledge within an organisation. Hence, two of these processes
include changing the same kind of knowledge which tacit to tacit or explicit to
explicit, while other two process related to change knowledge to another type such as
tacit to explicit or explicit to tacit. The process of converting tacit knowledge into
tacit knowledge through the shared experience termed as Socialisation, while
Combination process describes converting explicit knowledge into more complex
explicit knowledge. On the other hand, externalisation process is concerning to
turning tacit knowledge into explicit knowledge, as well as internalisation process
includes changing explicit knowledge into tacit knowledge (Nonaka and Takeuchi,
1995; Nonaka et al., 2000).

Moreover, Nonaka et al. (2006) argued that creating knowledge through the
interaction between the two types of knowledge must be conducted in context
combines this process, and they called this context ‘Ba’. Thus, this research proposes
that the service encounters in the organisation are the context of customer-knowledge
creation because it is mainly the touch point between the customer and the service

organisation.

Building on the previous research, this research proposes a conceptual framework to
investigate the role of frontline employees as knowledge brokers in service
organisations through creating and sharing three kinds of CK between customer and
organisation. In addition, the interaction between the frontline employees and their
supervisors or colleagues on one side and with customers on the other will lead to
converting tacit and explicit CK between organisations and customers. This research
utilises the SECI model from organisational knowledge creation theory (Nonaka,
1994) to explain the frontline employees’ contribution as knowledge brokers in
creating new CK based on the interaction between the frontline employee and the

customer during service encounters.
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Thus, this research argues that during the service-encounter process, the frontline
employees provide the service to the customers who provide their feedback regarding
the quality of service, their expectations about the service, and their suggestions.
Most of the CK is tacit knowledge such as unspoken customer feedbacks and latent
customer needs (Ye et al., 2012; Wang, 2015). The new tacit customer knowledge is
created through the personal interaction (face-to-face) between the customers and
frontline employees during service encounters. Thus, based on SECI model,
socialisation process is the result of the interaction between two kinds of tacit
knowledge.

3.2.2 Absorptive Capacity Theory

Cohen and Levinthal (1990) are the first authors to coin the term ‘absorptive
capacity’ to explain an organisation’s ability (R&D) to gain and utilise external
knowledge to support its innovation process. The theory of absorptive capacity
explains the organisation’s ability to evaluate, assimilate and apply external
knowledge in order to sustain its innovation process (Zahra and George, 2002; Tsali,
2001, Cohen and Levinthal, 1990). According to the absorptive capacity theory, the
cognitive structure at the individual level is crucial for the ability to assimilate and
utilise external knowledge in the organisation. This is because the prior-related
knowledge is considered as one of the essential conditions for the success of the
absorptive capacity process, such as for recognising, assimilating and using the new
knowledge (Cohen and Levinthal, 1990).

Absorptive capacity has been suggested to consist of two parts: realise absorptive
capacity and potential absorptive capacity (Zahra and George, 2002). Based on this
argument, the absorptive capacity process comprises four dimensions: acquisition,
assimilation, transformation, and exploitation knowledge. The acquisition and
assimilation dimensions are related to the potential absorptive capacity, while the

transformation and exploitation process are related to realise absorptive capacity.

Most absorptive capacity research has focussed on the organisation level or business
unit rather than the individual level (e.g. Zahra and George, 2002; Tsai, 2001; Cohen
and Levinthal, 1990). This is despite the fact that the foundation of organisational

absorptive capacity is the individual absorptive capacity, which thus depends on the
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ability of the individual’s absorptive capacity (Roberts et al.2012; Cohen and
Levinthal, 1990). Lowik et al. (2017, p.1323) defined individual absorptive capacity
as ‘an individual’s activities to recognise, assimilate, transform and exploit new
external knowledge’. The amount of attention that has been paid to individual
absorptive capacity remains insufficient to understand the contribution individuals

make to organisation absorptive capacity (Tortoriello, 2015).

According to the literature, a relationship exists between knowledge transfer and
absorptive capacity. More specifically, transferring knowledge to individuals
increases their absorptive capacity, while a lack of absorptive capacity creates
barriers for transferring knowledge (Alavi and Leidner, 2001). In contrast, the
relationship between knowledge-sharing (KS) and absorptive capacity has
demonstrated mixed results, with some scholars argued that absorptive capacity
positively affects KS (e.g. Kang and Lee, 2016), while others indicated that high
levels of absorptive capacity impede KS (Oliveira et al., 2015).

Moreover, Minbaeva et al. (2003) indicated that absorptive capacity comprises
ability and motivation, and greater levels of absorptive capacity, including higher
levels of ability and motivation, will lead to higher knowledge transfer. Lichtenthaler
(2009) argued that absorptive capacity eases KS because high levels of absorptive
capacity make individuals better able to understand and integrate knowledge from
different sources. On the other hand, Lowik et al. (2017) found individual absorptive
capacity regarding the capture and use of external knowledge to be influenced by
three factors at an individual level, namely, prior knowledge diversity, external
network diversity and a bisociative cognitive style. The organisation can increase the
absorptive capacity of their employees through human resources practice, such as
training to increase ability and a rewards system providing motivations (Minbaeva et
al., 2003).

However, in the case of frontline employees as customer-knowledge brokers, the
absorptive capacity comprises three dimensions, namely, the ability to recognise,
assimilate and apply CK during service encounters. Therefore, this research argues

that the prior knowledge about an organisation’s services and products may help
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frontline employees to serve a customer well and to gain new CK that leads to

developing a long-term customer relationship.

In addition, KS between customers and frontline employees during service
encounters also helps them to gain new CK from customers, while if the frontline
employees do not seem able to recognise or assimilate this knowledge, this will

affect KS with their organisations (Oliveira et al., 2015).

Overall, this research argues that the frontline employees’ absorptive capacity to gain
CK consists of three dimensions: their ability of to recognise, assimilate, and use CK

during service encounters.

3.3  Development of the Conceptual framework

This research proposes a conceptual framework to explain how frontline service
employee act as knowledge brokers between the organisation and the customers
during service encounters through sharing three kinds of CK. Furthermore, this
conceptual framework focusses on the individual, organisational and technological
factors that might encourage or inhibit the frontline employees’ success in fulfilling

their knowledge-broker role.

In this vein, the proposed factors that may affect the frontline service employees’
ability to act as knowledge brokers have been drawn from the literature on KS due to
the lack of studies discussing customer-knowledge brokering through frontline

employees.
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Self-Efficacy Workload Organisational Organisational Organisational
Support Culture Structure
Individual-Level Factors Organisational-Level Factors

Knowledge from
customer KS KBFO KS

Knowledge about
customer

Organisation

management

KS Knowledge for the
KS customer

KBFC

Service encounters

Organisation’s information
system

Technological-Level Factors

Figure 3-1: Customer-KB through frontline employees during the service encounters

Notes: KS = knowledge-sharing; KBC = knowledge —brokering for the customers; KBO = knowledge
brokering for the organisation; CK = customer knowledge; FLSEs = frontline service employees
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The conceptual framework demonstrates the flow of CK from the customer to the
organisation, and vice versa, from the organisation to the customers through the

frontline service employees.

The rest of this chapter is dedicated to explaining potential factors that might
influence customer-KB through frontline employees. The literature review in
Chapter Two highlighted the need for further investigation into the potential of
frontline employees to act as knowledge brokers to capture and share CK between
organisation and customers. As discussed earlier, the employees’ participation in
sharing and brokering CK remains insufficient for organisations. In addition, this
research attempts to provide a conceptual framework for deeper understanding the
main factors influencing frontline employees in acting as knowledge brokers

between customers and organisation during service encounters.

In addition, after the literature review of frontline service employees and KB, some
unanswered questions still remain, such as, how is CK transferred from the customer
to the organisation during service encounters through frontline employees as
knowledge brokers, and what are the main factors that influence customer KB

through frontline employees?

Therefore, this chapter represents the conceptual framework that explains the
frontline employees’ role as knowledge brokers to transfer CK to an organisation
based on the CKM approach, which focusses on three types of CK. Further, Chapter
Six provides the revised conceptual framework based on the empirical investigation

of three organisations.

Although many studies have discussed the role of frontline employees in transferring
knowledge from the customer to an organisation, the majority of attention has been
paid to examining the willingness of frontline employees to share CK (e.g. Hu et al.,
2016; Walsh et al., 2015; Wirtz et al., 2010; Luria et al., 2009). Moreover, some
studies have focussed on the role of frontline employees as knowledge brokers for

the customers, mainly involving the transfer of knowledge about the service or

products to the customers (e.g. Berg et al., 2014; Verbeke et al., 2011). Hence, the
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frontline employees’ role as knowledge brokers for the organisations still needs more
empirical investigation. For example, Rapp et al. (2014) argued that salespeople
today act as knowledge brokers for customers because they are acquiring knowledge
of the customers’ needs and then satisfying these needs by providing the products to

them. Thus, this type of KB focusses on external knowledge.

3.4  Proposed Factors that Influence Knowledge —brokering (KB) during
Service Encounters

The literature review of KS suggested that there are three main sets of factors at three
levels that influence of KS namely, organisational-level factors, individual-level

factors and technological-level factors (e.g. Lin, 2007b; Yang and Wu, 2008).
3.4.1 Organisational-Level Factors

Based on the literature on KS, certain very important factors at the organisational
level have been highlighted to have a major influence on KS, namely, organisational
structure (Kim and Lee, 2006; Chen and Huang, 2007; Lin, 2008; Seba et al., 2012),
organisational culture (Kim and Lee, 2006; Lin, 2008; Seba and Rowley, 2010), and
organisational support (e.g. Al Saifi et al., 2016a; Lin, 2006; Fey and Furu, 2008).

Organisational Structure
According to the organisational-structure literature, there is no universal definition
for this concept, with some authors defining organisational structure as ‘the recurrent

set of relationships between organisation members’ (Donaldson, 1996, p. 57).

Organisational structure affects KS in traditional organisations (Lee and Al-
Hawamdeh, 2002; Chen and Huang 2007; Lin, 2008; Seba et al., 2012). As revealed
in the literature, several studies have found the relationship between organisational
structure and KS to be highly complex. The work of Lin (2008) analysed the impact
of three factors believed to influence KS amongst organisational units, namely,
organisational-structure  characteristics  (formalisation,  complication, and
centralisation), organisational culture, and inter-unit interaction. In addition, the
author also adopted the non-linear fuzzy neural network model to verify the

hypotheses of the research.
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Varied and mixed results have been identified in studies examining the relationship
between organisational structure dimensions and KS. For example, Willem and
Buelens (2006) conducted a study centred on the influence of organisational
characteristics on interdepartmental KS. Their findings indicated that informal
coordination in public organisations does not lead to higher KS intensity, although it

was seen to lead to more effective KS.

Chen and Huang (2007), meanwhile, conducted research in South Korea and found
the social interaction of a less formal and decentralised organisational structure to be
more positive (Kim and Lee, 2006). The sample of the research comprised five
private organisations and five public organisations, with the findings from their
questionnaire revealing that the centralisation and formalisation of organisational

structure positively affected KS.

Willem and Buelens (2009) studied the impact of organisational structure dimensions
on KS. Their findings revealed no indication that the hierarchy affected KS, and they
also found no proof to suggest that less formalisation and centralisation leads to more
KS. On the other hand, they did find evidence indicating that decentralisation

(horizontal coordination) positively affected KS.

Amayah (2013) conducted a study on the determinants of KS in a public-sector
organisation. The findings indicated that organisational structure affected KS in the
public sector. Moreover, the organisation’s structural characteristics (formalisation

and centralisation) were deemed to be significant barriers to KS.

‘The high interaction between employees who work at the same level can
enhance the personalisation of their social interactions. This can give rise to tacit
and explicit knowledge-sharing. The hierarchical distance between top managers
and frontline employees can inhibit explicit and tacit knowledge-sharing’. Al
Saifi, et al. (2016b, p.314)

However, this research argued that organisational structure influences customer-KB
through frontline employees during service encounters. Moreover, this research
proposed that the hierarchical organisational structure impedes the frontline

employees’ role as knowledge brokers between the organisation and the customers.
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Organisational Culture

Yang (2007, p. 532) defined organisational culture as ‘shared values, beliefs or
perceptions held by employees within an organisation or organisational unit’.
Similary, Deshpandé and Webster (1989, p. 4) defined organisational culture as ‘the
pattern of shared values and beliefs that help individuals understand organisational

functioning and thus provide them with the norms for behaviour in the organisation’.

Numerous studies have considered organisational culture to be one of the most
significant factors affecting KS (McDermott and O’dell, 2001; Lin, 2008; Seba and
Rowley, 2010; Amayah, 2013). For example, Kim and Lee (2006) argued that the
primary challenge organisations face when developing KS is building an

organisational culture that promotes employees’ KS capabilities.

In addition, Al-Alawi et al. (2007) conducted a study in public and private
organisations, and they found organisational culture to be a critical factor influencing
KS. In addition, based on the KM and KS literature, some authors have also
investigated the impacts of organisational culture on KS. For example, Lin (2008)
conducted a study to explore three types of organisational culture, and the findings
indicated that an innovative and supportive culture positively impacts KS. Cavaliere
and Lombardi (2015) discussed the impact of organisation culture, focussing on
innovative culture, competitive culture, bureaucratic culture, and community on two
dimensions of the knowledge process, namely, donating and collecting knowledge.
Markedly, their findings revealed that innovative, community, and bureaucratic
culture positively affect knowledge donating; however, there was no significant
relationship found between knowledge collecting and innovative, community, and

competitive culture.

Several studies have suggested that social or mutual trust between individuals is one
of the factors that influence the success of KS. Furthermore, social trust in an
organisation improves interactions between co-workers, and this leads to sharing
knowledge (Chow and Chan, 2008). In this vein, an organisational culture that
supports trust between employees will encourage KS. Likewise, Al-Alawi et al.’s
(2007) empirical study of the impact the organisational culture on KS found

interpersonal trust between employees to significantly influence KS.
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Most of the prior studies have also stressed that when employees trust each other;
this eases the flow and sharing of knowledge (McDermott and O’dell, 2001).
Continuing this, a lack of trust is considered one of the main barriers for sharing

knowledge between employees (Riege, 2005).

However, this research argues that organisational culture influences customer KB
through frontline employees during service encounters. Moreover, this research
proposes that an organisational culture that encourages KS and learning supports the
frontline employees’ role as knowledge brokers between the organisation and the

customers.

Organisational Support

Based on the previous studies, Yavas and Babakus (2010, p. 224) defined
organisational support ‘as a set of enduring policies, practices, procedures and tools
that diminish the demands of the job and/ or assist employees in achieving their work
goals and stimulate their personal growth/development’. According to Rhoades and
Eisenberger (2002), fairness, supervisor support and organisational rewards and
favourable job conditions are the most common factors which express the
organisational support based on the employees' view. Moreover, according to the
literature, there are many aspects of organisational support that support KS, such as
training, system rewards, and recognition of employees’ efforts (Bartol and
Srivastava, 2002; Cabrera and Cabrera, 2005; Lin and Lee, 2006; Al Saifi et al.,
2016a).

In this vein, Lin (2007b) found that the top management support of the employees
has tremendous power to encourage the KS process in an organisation. Additionally,
some authors have argued that management support is crucial and can even be
considered the most significant factor of systematic KM (Gomezelj Omerzel and
Antoncic, 2008). Furthermore, Cavaliere and Lombardi (2015) indicated a strong
relationship between top management support and the two dimensions of the KS

process, namely, collecting knowledge and donating knowledge.

Some studies have also argued that knowledge brokers will be more efficient in

dealing with customer needs if they receive feedback from their managers (Agnihotri
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et al., 2014). Chen and Cheng (2012), for instance, argued that when mangers afford
the employees the opportunity to express themselves and make a contribution as a
knowledge broker, this will encourage them to share their knowledge with the

organisation.

Moreover, providing rewards to the employees based on their efforts represents a
type of organisational support. According to Bartol and Srivastava (2002), rewards
could be extrinsic, such as monetary or non-monetary incentives, or it could be
intrinsic, such as enjoyment obtained from performing the task itself. Indeed, most of
the KS literature has suggested that giving rewards to individuals significantly
influences their KS behaviour (e.g. Bartol and Srivastava, 2002; Ipe, 2003; Cabrera
et al., 2006; Lin et al., 2009; Lin and Huang, 2010). Economic rewards are one of the
most popular extrinsic motivations that organisations offer in order to reward
employees’ proper behaviour (Hung et al., 2011). Several studies have found that
economic rewards have a significant impact on KS behaviour (e.g. Bartol and
Srivastava 2002; Kankanhalli; 2005). More specifically, some studies have suggested
that economic rewards significantly and positively influence individuals' KS
behaviour (Hung et al., 2011). In contrast, some research suggested that economic
rewards have a negative impact on KS behaviour (Bock et al., 2005).Meanwhile,
still, other researchers have suggested that the lack of rewards can be considered a
barrier to sharing knowledge (e.g. Weiss, 1999; Riege, 2005; Singh Sandhu et al.,
2011). On the other hand, the literature review has also presented mixed results
across studies discussing the effects of intrinsic or extrinsic motivation on KS. Some
such studies have recognised intrinsic or extrinsic motivation to positively affect KS
(Al-Alawi et al., 2007; Lin et al., 2009). Meanwhile, still other studies have
identified no positive effect of intrinsic or extrinsic motivation on KS (Lin, 2007,
Seba et al., 2012). Furthermore, according to the study carried out by Hau et al.
(2013), which sought to distinguish between the impacts of motivational factors on
tacit and explicit KS intention, it was found that intrinsic motivational factors, such
as reciprocity and enjoyment, have positive effects on employees’ KS intention.
Further, these factors demonstrated more positive effects on tacit than on explicit

knowledge intentions.
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However, in contrast to previous studies, Hau et al. (2013) identified that distinctions
could be made between the effects of extrinsic motivation such as reward on sharing
two types of knowledge, revealing that organisational rewards have a negative effect
on employees’ tacit KS intentions, whereas there are positive impacts on their

explicit KS intentions.

Overall, this research argues that organisational support, such as system rewards and
recognition, influence KB through frontline employees during service encounters.
Moreover, this research proposes that providing rewards and recognition will
encourage frontline employees to engage in KB during service encounters.
Conversely, a lack of organisational rewards and recognition when they are capturing
and sharing knowledge from customers will inhibit KB through frontline employees.

3.4.2 Individual-Level Factors

The literature of KS has identified several factors at the individual level that
influence KS. The essential factors include having the time to share knowledge (e.g.
Riege, 2005; Kukko, 2013) and the self-efficacy of individuals (Cabrera and Cabrera,
2005; Hsu et al., 2007; Lee Endres et al., 2007).

Self-Efficacy
According to Wood and Bandura (1989, p. 364) self-efficacy refers to ‘concerns
people’s beliefs in their capabilities to mobilise the motivation, cognitive resources,

and courses of action needed to exercise control over events in their lives’.

Self-efficacy is considered a self-motivator for individuals, and it functions through
the individual’s judgement of their capabilities to perform some action in order to
gain some level of performance (Bandura, 1986). Furthermore, individual with a
high level of confidence in the value of their knowledge will be more willing to share
this knowledge (Bock and Kim, 2001; Cabrera and Cabrera, 2005; Lin, 2006). Self-
efficacy has a direct positive effect on KS for the individuals (Hsu et al., 2007).
Similarly, previous studies have supported self-efficacy’s positive effect on the job
performance of frontline employees in service organisations (Karatepe et al., 2006).
In addition, Lee Endres et al. (2007) revealed that possessing high self-efficacy helps

employees to share tacit knowledge.
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Overall, this research argues that self-efficacy influences customer KB through
frontline employees during service encounters. Moreover, this research proposes that
high levels of self-efficacy will help frontline employees to engage in KB during
service encounters, while low self-efficacy will inhibit frontline employees in acting

as knowledge brokers between the customers and the organisation.

Workload and Lack of Time

Based on a review of the KS literature, several studies have suggested that high
workload and a lack of time is among the individual-level factors considered a
barrier to sharing knowledge (e.g. Bartol and Srivastava,2002 ; Huysman and De
Wit, 2004; Riege, 2005; Hew and Hara,2007; Singh Sandhu et al., 2011; Seba et al.,
2012; Kukko, 2013). Additionally, some studies have argued that most often,
frontline employees face high workloads during the service encounters, and thus do

not have the time to capture and share knowledge (Lam et al., 2017).

Moreover, Lam et al. (2017) argued that most service organisations face a problem
with obtaining instant information about their customers because they use ‘mass
services’, which means the number of employees serving the customers is miniscule
compared to the number of customers being served. Furthermore, Ye et al. (2012), in
their study of bottom-up learning in marketing frontlines, found that the workload of
frontline employees influences their ability to capture or learn CK during service

encounters, with high workloads inhibiting frontline employees’ learning.

Accordingly, this research proposes that a lack of time due to frontline employees’

high workloads during service encounters influences customer KB.

3.4.3 Technological-Level Factors

Literature of KS has suggested that technology, and particularly information systems,
play a critical role in facilitating KS within organisations (e.g. Alavi and Leidner,
2001; Rhodes et al., 2008). Moreover, Al-Alawi et al. (2007) in their empirical study
found that the existence of information systems increased KS success. Simiarly, Kim
and Lee (2006) found that user-friendly information applications significantly
influence employees’ KS capabilities. Likewise, Lin (2007b) discussed the impact of

information and communication technology (ICT) use on the KS process and found
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ICT to have a positive effect on collecting knowledge. Conversely, several studies
have considered the lack of information systems in the organisation to be a barrier to
sharing knowledge (e.g. Riege, 2005; Kukko, 2013). Therefore, this research
supposes that technology factors, such as the availability of appropriate ICT in the
organisation, influences the frontline employees’ role as knowledge brokers during

service encounters.

In summary, the main argument in this research is that frontline employees work as
knowledge brokers for the customer and the organisation. Of course, this argument
has been built on some assumptions. For instance, while the previous knowledge-
brokerage definitions highlighted that the central job of the knowledge brokers is to
link the knowledge sender to the knowledge user, in practice, the customer and the
organisation are considered both knowledge sender and user at the same time. Hence,
in the first place, customers need to obtain knowledge about the service and products
(knowledge for the customer). Similarly, the organisations’ management needs to
gain CK (knowledge about and from customers). Thus, based on these
considerations, the frontline employees are considered knowledge brokers for the

organisation and the customers.

Primarily, this research draws on the definition provided by Rapp et al. (2014) and
Van den Berg et al. (2014) concerning the role played by frontline employees as
knowledge brokers. As a result, we define the role of frontline employees acting as
knowledge brokers during service encounters as involving the acquisition of
knowledge from and for the customer in order to identify both expressed and
unexpressed customer needs in order to provide the product(s) and/or service(s) that
can address such needs. In addition, this role includes two kinds of KB, namely, KB
for customers (providing customers with knowledge about the service and products)
and KB for the organisations (providing the organisation with knowledge obtained
from customers concerning their experience and feedback about products and

services).
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3.5  Chapter Summary

Based on KM and CKM approaches, frontline employees play a critical role in
capturing and sharing three kinds of CK, and in particular, knowledge from
customers. This is considered the primary source of innovation, allowing for
organisation services and products to be improved and for long-term relationships
with customers to be developed. The role of frontline employees as knowledge
brokers includes facilitating the transfer of CK between an organisation and their
customers. Therefore, the aim of this research is to investigate the role of frontline
employees as knowledge brokers between customers and organisation during the
service encounter, as well as to identify the most important factors that influence this

role.

To this end, this chapter has proposed a conceptual framework to explain the role of
frontline employees as knowledge brokers through facilitating the sharing of
knowledge for and from a customer during the service encounter. The literature
review in Chapter Two concerning KS and KB revealed that there are three sets of
factors that may influence customer KB. The first set of factors stem from the
organisational level (organisational structure, organisational culture, and
organisational support). The second set includes the individual-levels factors (self-

efficacy and workload), while the third set involves technology-level factors.

Overall, building on the literature review of the phenomenon of KB provided in
Chapter Two, this chapter has discussed a proposed conceptual framework for
customer KB through frontline employees. The following chapter (Chapter Four) of
this thesis discusses the research methodology adopted in this study and the
justifications for the adopted interpretivism research paradigm.
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Chapter 4 : Research Methodology

4.1 Introduction

This chapter is concerned with the research methodology that was employed in the
present study in order to collect and analyse the data so as to answer the research
questions. This chapter discusses the main aspects and foundations of scientific
research namely, research philosophy stances (i.e. ontology, epistemology and
axiology), research paradigms (interpretivism and positivism), research approaches
(inductive and deductive) and research methods (qualitative and quantitative).
Thereafter, the chapter provides the rationale for adopting the interpretivism
philosophy, inductive approach, qualitative method and multiple case study strategy
in this study. The chapter also presents the main data collection sources and data
analysis technique that were used in this research. The chapter goes further to details
the quality criteria in the qualitative research and the procedures that were adopted to
ensure the attainment of the research quality. Finally, the chapter explains the ethical

considerations that were taken throughout the stages of the study.

4.2  Research Philosophy

The research philosophy is critical aspect when embarking on research as it
encompasses important assumptions pertaining to the way in which the researcher
views the world. There are three main assumptions in research philosophy: ontology,
epistemology and axiology (Saunders et al., 2009; Collis and Hussey, 2009).
However, any research should be constructed on bases, with some such bases are
observable, such as methods and techniques, whereas other bases are latent, such as
the philosophical assumption (Lee and Lings, 2008; Myers, 2013; Easterby-Smith et
al., 2015). Indeed, it is thought by many that philosophical foundations provide the
underpinning assumptions for a study. In many cases, based on the philosophical
view, the researcher can conduct and design the research (Tadajewski, 2004).
Additionally, the philosophical research issue is critical to the researcher, with

philosophical assumptions affecting the entire research project. More precisely, some
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basic issues, such as epistemology, will help the researcher to understand his own
role when it comes to the research methods and research design, which, in many
cases, are based on the researcher’s past experiences (Easterby-Smith et al., 2015;
Blumberg et al., 2014). Moreover, it is critical for the researcher to clarify his own
role in the study process, based on the research philosophy assumptions (Wilson,
2010). Lee and Lings (2008) argue that, before conducting a study, the researcher
must acquire certain tools in an effort to understand the research construct. These
tools essentially refer to the ‘ologies’, which include four elements, namely
ontology, epistemology, axiology and methodology. In reference to this view,
Easterby-Smith et al. (2015) point out that there are four rings in the trunk of the

research tree: ontology, epistemology, methodology, and methods and techniques.

4.2.1 Ontology Stance

The ontology stance is an assumption pertaining to the nature of reality and our view
of the social world, whether an external view (objective) or an internal view
(subjective) (Wilson, 2010). Thus, when adopting an objective view, the central idea
concentrates on the researcher being entirely separate and distinct from the research,
whereas the essential point of subjective view concerns the role of the researcher as
pivotal in the research, which depends on what the researcher thinks. Furthermore,
the objective view is centred on the measurement of social phenomena, whilst from a
subjective view is focused on the meaning of social phenomena (Holden and Lynch,
2004).

Ontology, as previously explained, distinguishes between the meaning of ontology in
natural science and social sciences (Collis and Hussey, 2009). Thus, ontologies in
natural sciences have been discussed through reference to realism and relativism.
Hence, advocates of realism hold the view that there is a single truth, and we can
reveal the facts; they also believe that we cannot access the facts directly, and
therefore must use observation to ascertain them. In other words, the key concepts
are external and concrete. Conversely, relativism advocates maintain that there are
many truths, and that the facts are based on the researcher’s own view (Easterby-

Smith et al., 2015). The ontology with social sciences adopts the same argument
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when it comes to natural sciences; indeed, with the relativism position, there is no
single truth, which depends on the perspective of the researcher and his/her view of
the truth. Hence, the nominalism position in social sciences claims there to be no
truth, with the facts merely products generated by humans (Easterby-Smith et al.,
2015).

Overall, ontology is related to our beliefs regarding the reality of the world’s
research, and whether this world is independent or dependent of our view of it (Lee
and Lings, 2008). Moreover, the advocates of the positivist approach claim that
reality in no longer one reality in the social world (Collis and Hussey, 2009).
However, some researchers have explained the term ‘ontology’ as based on
distinguishing between two terms, namely objectivism and subjectivism (Wilson,
2010).

4.2.2 Epistemology Stance

The Epistemology stance is associated with the theory of knowledge and the way in
which we can gain such knowledge, as well as what may be seen to embody valid
knowledge (Pierce, 2008; Wilson, 2008; Myers, 2013; Easterby-Smith et al., 2015).
The epistemology stance is extended to cover the nature of the relationship between
the researcher and that being researched (Collis and Hussey, 2009), and further
reflects the notion around the proper knowledge used to develop knowledge in the

social world (Bryman and Bell, 2015).

Tadajewski (2004, p. 312) pointed out that ‘epistemology is branch of philosophy
concerned with the nature of knowledge, specifically how knowledge about
knowledge is possible and concerns the study of criteria that delimit what does and
does not constitute warranted knowledge’. Therefore, epistemology must follow
ontology owing to the cornerstone of epistemology being the possibility of
knowledge relating to the knowledge (Baker and Foy, 2008), as well as what we can

think about reality and our own view regarding such reality (Lee and Lings, 2008).

4.2.3 Axiology Stance
Unlike ontology and epistemology, axiology is not a common term when discussing
research philosophy. However, axiology is centred on the purpose of conducting the
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research and what the researcher seeks to do or achieve in the research (Lee and
Lings, 2008). Moreover, the keystone in axiology assumptions is the value of the
researcher and the effect of this value on the process of the research. Thus, when
adopting the positivism approach, the researcher has value-free (Wilson, 2010); this
is in contrast with the interpretive approach because the researcher is inevitably
involved with what he or she investigates and researches, where their value will have

an effect on the research process (Collis and Hussey, 2009).

4.3 Research Paradigm

The term ‘research paradigm’ refers to a set of research philosophical assumptions
that provides a guide to the way in which the research must be conducted (Collis and
Hussey, 2009) and the way in which the social phenomena must be studied
(Saunders et al., 2009). Furthermore, the research paradigm includes the
philosophical backgrounds that provide researchers with directions and rules that
lead to the completion of scientific research. According to scholars, there are
different research paradigms of which positivism and interpretivism paradigms are

the most common (Collis and Hussey, 2009).
4.3.1 Positivism Paradigm

This paradigm, to begin with, was developed and used in natural sciences, but
subsequently employed in social sciences (Blumberg et al., 2014). The central
assumption of the positivism paradigm is that the reality is independent of us, with
the purpose of research to explore theories through the use of empirical investigation
(Collis and Hussey, 2009). Moreover, in business research, researchers adopt the
positivism paradigm focusing on testing theories in an effort to understand or
increase the prediction of a social phenomenon, (Orlikowski and Baroudi, 1991).
Additionally, Bryman and Bell (2015) point out that the positivism approach is the
epistemological position that applies methods from natural sciences to research
phenomena in social reality, with great interest paid to observations more than
theory. The main idea in positivism position is that the social world exists externally
from the researcher’s thought, and that the only way of investigating the social world

is through objective measurement and facts. Furthermore, following this approach,
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the researcher plays an independent role in the objective analysis of the social
phenomena (Easterby-Smith et al., 2015; Blumberg et al., 2014).

4.3.2 Interpretivism Paradigm

The interpretivism paradigm emerged as a result of shortcomings in the positivism
paradigm. One of the main shortcomings of the positivism paradigm is that the
researcher being unable to isolate the research actors from their social context, with
the investigators, in many cases, a part of what is under investigation, meaning their
own concerns and views tend to be inherent in their research (Collis and Hussey,
2009). Some writers have referred to interpretivism as social constructionism
because the reality is socially constructed and the meaning of the social world comes
from the people living there (Easterby-Smith et al., 2015). Therefore, there was a
need to adopt a new research philosophy for the observation of social phenomena
through the use of the subjective interpretation of actors in the social world. More
precisely, the critical thought adopted through the interpretivism approach is
standing on the strong link between the researcher and what is being researched.
Accordingly, through the interpretivism approach, the researcher is interdependent of
the social world and the social phenomena of the research (Wilson, 2008), which
means the researcher’s interests will affect the way in which the research is

conducted (Blumberg et al., 2014).

However, the main argument posed in the interpretivism paradigm is based on the
idea of the subjectivity of people as people are known to create their own
understanding of a phenomena based on their interactions with the world. Thus, this
paradigm rejects the objective (Orlikowski and Baroudi, 1991) and paid attention to
the interpretation of people in relation to the world, rather than the reality of such
(Green and Thorogood, 2014).

Myers (2013) argues that interpretive researchers lean towards investigating the
meaning in context, with the aim of the interpretive research centred on explaining
the phenomena in their context because the researcher is unable to isolate the
phenomenon from its context. Indeed, this approach is very helpful for theory-

generation; however, it is recognised as more time-consuming when compared with
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a positivist approach (Easterby-Smith et al., 2015). However, the backbone of the

interpretivism paradigm is that social reality has been influenced by our perceptions;

in other words, social reality is more subjective than objective. Thus, what the

researcher has in his or her mind is not distinct from social reality, meaning the

cognitive background of the researcher will affect the research (Collis and Hussey,

2009). Table 4-1 below highlights the main differences between the positivist and

interpretive paradigms.

Philosophical
assumption

Positivism

Interpretivism

Ontological assumption (
the nature of reality)

Reality is objective and
singular, separate from the
researcher

Reality is subjective and
multiple, as seen by the
participants

Epistemological
assumption (what
constitutes valid
knowledge)

Researcher is independent of
that being researched

Researcher interacts with that
being researched

Axiological assumption (
the role of values)

Research is value-free and
unbiased

Researcher acknowledge that
research is value-laden and
biases are present

Rhetorical assumption

(the language of
research)

Researcher writes in a formal
style and uses the passive
voice, accepted quantitative
words and set definitions

Researcher writes in an
informal style and uses the
personal voice, accepted
qualitative terms and limited
definitions

Methodological
assumption (the process
of research)

Process is deductive

Study of cause and effect
with a static design
(categories are isolated
beforehand)

Research is context free

Generalizations lead to
prediction, explanation and
understanding

Results are accurate and
reliable through validity and
reliability.

Process is inductive

Study of mutual simultaneous
shaping of factors with an
emerging design (categories
are identified during the
process)

Research is context bound

Patterns and/or theories are
developed for understanding

Findings are accurate and
reliable through verification

Table 4-1 : Assumption of the main paradigms

Source: Creswell (1994 and 1998), cited by Collis and Hussey (2009)
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4.3.3 Justifications for the Use of the Interpretivism Paradigm in the Current

Research

In the previous sections, the main research paradigms have been discussed including
their ontological and epistemological assumptions. The following sections provide
various rationales underpinning the adoption of the interpretive paradigm so as to
meet the aim of this research.

As mentioned above, the main idea in the interpretive paradigm is that reality is
based on the way in which people perceive it, rather than through objective or
external factors (Easterby-Smith et al., 2015). The interpretive paradigm refers to the
ways used in order to understand the phenomena from the view of the participants in
the real world due to the inability to separate the phenomena’s knowledge from its
context (Lee and Lings, 2008). Moreover, Myers (2013) argues that the positivism
paradigm is unsuitable when studying social phenomena in organisations, whereas
the interpretive paradigm is the paradigm considered most suitable when striving to
achieve in-depth understanding of the phenomena. Furthermore, the interpretive
paradigm is the best approach when striving to understand the complexity of the
phenomena in the social world and providing subjective interpretations of the views

of people concerning the phenomena (Blumberg et al., 2014).

As discussed in chapter one, this research aims to investigate the role of frontline
employees as knowledge brokers between customers and organisation during the

service encounter, as well as to identify the critical factors that influence this role.

Hence, the interpretive paradigm is recognised as the most appropriate paradigm in
this study as the emphasis is placed on understanding the phenomenon of KB during
service encounters from the perspective of individuals in the service organisations. In
other words, this research adopted the interpretive approach owing to the fact that the
main aim is centred on understand the meaning of phenomena in their context.
Furthermore, due to the limited literature on KB during the service encounter, this
study does not seek to test hypotheses or theory; therefore, the interpretive paradigm

is viewed as being the most appropriate paradigm for this research.
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4.4  Research Approach

Blumberg et al. (2014) affirm that the place of theory use in research depends on the
reasoning approach of the research. Thus, the research process will be different
depending on whether the researcher uses inductive or deductive reasoning
approach. Hence, the most common approaches in research methodology are
inductive reasoning and deductive reasoning. Accordingly, the two approaches can
be differentiated based on various aspects as it has been provided by many
researchers. In the deductive approach, the researcher observes facts in order to
answer any ‘why?’ questions (Blumberg et al., 2014), and begins from the top down;
in other words, from broad to narrow (Myers, 2013). Under this approach,, the
researcher starts with a theory that is related to the research topic and develops a set
of hypotheses to explain the phenomenon being investigated. Furthermore, the next
step is centred on testing these hypotheses empirically (Collis and Hussey, 2009).
Hence, the deductive research is grounded in logic, with the conclusion built on logic
rather than on observations (Ghauri and Grgnhaug, 2010). Overall, the researcher in
the deductive approach begins with theory and hypotheses, which lead the process
through to data collection (Bryman and Bell, 2015).

In contrast, in the inductive reasoning approach, the researcher begins from the
bottom and progresses up through the collection of data, before attempting to analyse
and interpret the results based on theories (Myers, 2013). In addition, following the
inductive approach, a general conclusion can be drawn so as to develop theory from
the empirical observation. Thus, unlike the deductive approach the inductive
approach moves from a narrow to broad explanation (Collis and Hussey, 2009), with
the product of the inductive approach a theory (Bryman and Bell, 2015). Otherwise
stated, the researcher will begin from observations and then carry out the research so
as to conclude with a new theory or contribution to existing theory (Wilson, 2010).
In this vein, Ghauri and Grgnhaug (2010) point out that, in the inductive approach,
the first stage is observation before gathering the findings and outcome of the

research, notably through the process of theory-building.
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The researcher is attempting to examine KB during service encounters in services
organisations. Hence, the researcher will begin by gathering data from literature
pertaining to knowledge brokering. He will then empirically investigate the
phenomenon in the context of services organisations. In light of this, the present
research is based on the inductive approach, meaning that the researcher will start
with a general approach before adopting a more specific method. Thus, Table 4 -2

highlights the main differences between the deductive and inductive approaches.

Deductive Inductive

The researcher starts from broad to narrow The researcher starts from narrow to

“top- down” general “ bottom-up”

The researcher starts with a theory or some The researcher stats with empirical data

hypotheses that he or she wants to test from which he or she wants to build a
theory

Confirmatory Exploratory

Table 4-2 : Comparison between the deductive and inductive approaches

Source: Adapted from Myers (2013, p.23)

45  Research Methods

The management of the research methodology depends on the ontology,
epistemology and axiology (Lee and Lings, 2008). The research methodology is
associated with the research process and includes various methods of research
(Collis and Hussey, 2009). The cornerstone of any research is answering the research
question. Thus, in order to answer the research question, a sustainable method with
the propensity to assist in finding the data for the research is necessary (Myers,
2013). According to Easterby-Smith et al. (2015), research methods include the
individual techniques used for gathering and analysing research data. Some
researchers use qualitative and quantitative expressions in an effort to refer to the
research strategy (e.g., Wilson, 2010; Bryman and Bell, 2015). In this view,
qualitative and quantitative research methods are recognised as the most popular

types of research methods (Myers, 2013). However, there is a difference between
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qualitative and quantitative methods, with the use of one method depending on many
different factors, including the research purposes and research questions (Maxwell,
2012).

45.1 Quantitative Methods

Quantitative research methods have been used in natural sciences to investigate the
natural phenomena. However, the quantitative methods became widely adopted in
social sciences with the aim of examining social phenomena through the use of
survey methods and other tools (Myers, 2013). In the quantitative methods, numbers
and statistical tools are recognised as the main means that represent the optimal way
of explaining phenomena; thus, the focal point in any quantity strategy is the use of
numerical analysis for this type of research (Wilson, 2010; Myers, 2013). In
addition, through a quantitative method, the researcher uses controlled measurement
to analyse the data, (Ghauri and Grgnhaug, 2010). On the other hand, some
researchers have paid attention to the distinguishing quantitative strategy from other
strategies, such as qualitative strategy. Thus, the hidden label is the approach of the
study as the majority of the deductive approach is a quantitative strategy when
conducting this type of research. In many cases, the quantitative research builds upon
a deductive approach, with theory used from the outset (Ghauri and Grgnhaug,
2010). Therefore, in any deductive approach, the researcher begins with theory
before generating hypotheses for the collection of data. Consequently, numerical
analysis is used to refute or validate the research hypotheses (Wilson, 2010).

Green and Thorogood (2014) argue that the best way of distinguishing qualitative
from quantitative approaches is through the central aim of the research and in line
with the research question. Thus, if the research question begins with a word such as
‘why’, ‘how’ or ‘what’, such questions would lead to a qualitative approach. On the
other hand, if the research question begins with words such as ‘how many’, such as
that of this case, the quantitative approach will be considered most suitable in

answering these questions.
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4,5.2 Qualitative Research Methods

Creswell (1998, p. 15) defines qualitative research as ‘an inquiry process of
understanding based on distinct methodological traditions of inquiry that explore a
social or human problem. The researcher builds a complex, holistic picture, analyses
words, reports detailed views of informants, and conducts the study in a natural
setting’. Therefore, the qualitative research is very appropriate to capture the
complexities of the phenomena in the social world as it provides the researcher with

excellent quality of data-generation and in-depth findings (Pierce, 2008).

The qualitative research methods are adopted in the social sciences in order to assist
the researcher in studying social phenomena. There are some types of qualitative
research methods including grounded theory, action research and case study (Myers,
2013). Most of the qualitative researches are based on the inductive approach, where
the theory will be the outcome of the study (Wilson, 2010). According to various
writers, the easiest way of distinguishing between qualitative and quantitative
methods depends on the form of data to be collected in order to answer the research
question. In the qualitative approach, essential data will be in words and text format,
whilst in the quantitative method, data is numerically in nature. Easterby-Smith et al.
(2015) argue that qualitative and quantitative research methods can be distinguished
based on the philosophical assumptions, such as epistemology and ontology
positions, as in some cases, both methods might use both text and numerical formats.
In general, the qualitative data comes from three primary sources: in-depth
interview, direct observation, and written documents (Patton, 2002). Table (4-3)
provides a summary of the main differences between the qualitative and quantitative

research.
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Characteristics

Quantitative research

Qualitative research

Origins

Natural science

Social sciences

Philosophic roots

Positivism

Interpretivism

Research design

Deductive, Systemic

Inductive, Flexible

Contribution to theory

Theory testing ,seeks
explanation and universal
laws

Seeks explanation and solutions

Researcher Observer , outsider Participant, insider
Researcher’s attitude Obijective Subjective , empathetic
People are regarded as Obijective Subjective

Research questions often Why How or What

starts with

Location Research centre or Field based

laboratory

Samples or cases

Random ,large, focus on
universes

Non-random, small, focus on
minorities

Focus The individual The group
Records Frequency Social meanings
Data Numeric concept indicators | Non-numeric concepts

Data collection

Surveys and structured,
guestionnaires

Personal interviews

Represented by

Tables and charts

Transcripts

Analysis Statistical Non-statistical
Generalisability High Non claimed

Costs High Low

Findings Nomothetic (general lows) | Ideographic ( specific to

historical and culture context)

Table 4-3: Comparison between the Quantitative research and Qualitative research

Source: Adopted with modification from Pierce (2008, p.43)
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4.5.3 Justifications for Choosing the Qualitative Research Method

In this research, there are various reasons underpinning the use of the qualitative
method for this investigation. Firstly, based on the literature of the research
methodology, the main reason behind the use of the qualitative method is the
objective of the research and research problem (Ghauri and Grgnhaug, 2010).
Creswell (1998) has pointed out that, in the first place, the nature of the research
question is the most important determinant when selecting which method should be
adopted in the research. More specifically, when the research question begins with a
word such as ‘why’ or ‘how’, a qualitative approach is more appropriate. In the
present research, the question posed begins with ‘how’, with the main objective
centred on understanding the KB phenomena and the ways in which CK are

generated during services encounters and transferred to the organisation.

Secondly, the qualitative method is mainly used when there is a lack of literature
pertaining to the research topic, with the research aiming at generating or otherwise
developing theory rather than merely testing theory (Bryman, 2016). Therefore, in
this research, a qualitative method is applied as a result of the paucity of literature
related to KB through frontline employees during service encounters.

Thirdly, the qualitative method is considered to be the most suitable method in the
case of the indicative and exploratory research, as well being the best way of
establishing more about social phenomena if the objective of the study is to dig more
into the phenomena (Ghauri and Grgnhaug, 2010). Moreover, the qualitative method
is appropriate when the aim of the research is to study individuals in their natural
setting (Creswell, 1998). Furthermore, the qualitative research method is recognised
as the ideal approach when the research is conducted in order to investigate topics
such as social, cultural and various aspects of people or organisations (Myers, 2013).
Therefore, since the objective of the current study is to investigate the role of
frontline employees as knowledge-brokers during service encounters so as to transfer
CK between the organisation and customers the qualitative approach is more
suitable.

Nayel Al Hawamdeh 86



Chapter Four: Research Methodology

Finally, qualitative research is the best choice when the research problem needs to be
explored, with the variables cannot be simply identified and the theories not
available to describe the phenomena under the investigation (Creswell, 1998).
Indeed, in this research, the focus is on identifying the main factors affecting the role
of frontline employees to act as knowledge-brokers during service encounters
because, based on the literature, KB during service encounters require more

attention.

4.6  Research Strategy

The research strategy serves as a research plan that guides the researcher in the
completion of the research (Matthews and Ross, 2010). Therefore, after deciding on
the research method for the research, the researcher has to determine which research
strategy will be used as it provides the researcher with directions concerning research
design (Creswell, 2009). Moreover, the researcher has to choose a research strategy
that will facilitate answering the research question and meeting the research
objectives. According to the business research methodology literature, there are
several research strategies in social sciences, including case study, experiment,
survey, action research, grounded theory, ethnography and archival research
(Saunders et al., 2009). Thus, in the following sections, the case study is discussed as

a research strategy used in this research.

4.6.1 Case Study

The case study strategy is considered a research approach to investigate the
phenomena and it is more than a method of gathering qualitative data because it
helps the researcher to capture multiple perspectives concerning the phenomenon
under investigation in its natural context (Blumberg et al., 2014). Thus, it is suitable
for exploratory or explanatory research (Myers, 2013). However, based on the
literature of social sciences research, the case study approach is widespread for
collecting data in the interpretive research, positivist research and critical research
(Myers, 2013). According to Yin (2014, p. 16), ‘a case is an empirical enquiry that
investigates a contemporary phenomenon within its real-life context, especially when

the boundaries between phenomena and context are not clearly evident’. In this

Nayel Al Hawamdeh 87



Chapter Four: Research Methodology

respect, Myers (2013, p. 78) has pointed out that ‘case study research in business
uses empirical evidence from one or more organisation where an attempt is made to
study the subject matter in context. Multiple sources of evidence are used, although
most evidence comes from interviews and documents’. Thus, the case study might be
designed to analyse the phenomena of an organisation, group of people, or individual
(Wilson, 2010).

Indeed, the case study approach is very helpful when the aim of the research is to
study the phenomena in its natural setting and there is no ability to quantify this
phenomenon (Yin, 2014; Myers, 2013; Ghauri and Gregnhaug, 2010). The case study
approach is used either with exploratory or descriptive alike, and might be designed
to answer more than one type of research question, such as exploratory and
descriptive, or analytic (Blumberg et al., 2014). Also, the case study approach is the
most appropriate in testing or building a theory (Maylor and Blackmon, 2005).Most
of case studies fall into three types: exploratory, explanatory, and descriptive (Yin,
2014).

In the same vein, the research problem and research question are considered the
major determinant to selecting the case study as the research strategy. The case study
strategy is beneficial when the research’s aim is to answer ‘how’ or ‘why ‘questions,
when the researcher is not able to control the phenomena in its context in the social
world, and when the boundaries between the phenomena and their context cannot be
defined (Yin, 2014). Furthermore, case studies help to contribute to knowledge

through the use of empirical evidence in real life (Myers, 2013).

However, the case study research has various advantages, although there are also
disadvantages. The primary benefit of the case study research is that it allows the
researcher to investigate the contemporary phenomenon in its real context when the
researcher aims to gather a rich understanding into the context, despite not being able
to control the context (Yin, 2014; Saunders et al., 2009; Eisenhardt, 1989).
Moreover, the case study research is a flexible methodological approach, and is used
to investigate the phenomena in the real-life context, and is therefore not the only
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method for gathering information. The case study research is also beneficial for

developing theory (Blumberg et al., 2014).

On the other hand, the main disadvantage of the case study research, particularly in
business settings, is the difficulty in terms of gaining access to the organisations
under the study. The case study research has also been criticised for the lack of
control of the researcher the situation during the completion of the case study
research (Myers, 2013). In addition, the case study research is recognised as a
challenge for the novice researcher in terms of focusing on the most significant
issues in particular with the huge amount of data produced during the case study in
mind of theory-development. Hence, the completion of a case study research is most
time-consuming in terms of preparing and analysing the data when compared with
other research strategies (Eisenhardt, 1989; Myers, 2013). The case study research is
the same as other qualitative methods that have been greatly criticised concerning the

ability to achieve the quality criteria.

4.6.2 Types of Case Study

The case study is used to collect data for qualitative or quantitative research,
although it may be considered as the most common strategy in qualitative business
research (Maylor and Blackmon, 2005; Myers, 2013). In general, case study design
might comprise only one case study (single) or otherwise several case studies
(multiple) (Eisenhardt, 1989). According to the case study literature, the case study
design is divided based on two major factors, namely on the scope of cases and on
the type of analysis. Thus, the case study based on the scope can be single or
multiple cases whereas based on the approach of analysis; it can be holistic analysis
or embedded analysis. The holistic analysis is associated with a single unit of
analysis, which can be an individual, an organisation or any entity experiencing the
phenomena. On the other hand, the embedded analysis involves multiple units of
analysis and it is focused on more than one unit of analysis. For example, the focus
might be centred on more than one level within an organisation (Wilson, 2010). Yin
(2014) divides case studies into four types: single case design (holistic), single case
study (embedded), multiple case designs (holistic) and multiple case designs
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(embedded). However, there are some single case studies adopting a multiple case
study analysis. More precisely, in this design of single cases, the researcher focuses

on a single case study and uses a subcase of analysis (Maylor and Blackmon, 2005).
4.6.2.1 Single and Multiple Case studies Design:

Using single case study design is recommended in different situations. For example,
Ghauri and Grgnhaug (2010) point out that a single case study is beneficial and
fitting when the research aims at testing and building a theory. Case study design is
appropriate  when the researcher tests long-standing theory (Wilson, 2010).
Moreover, it is the best choice for the researcher when the case is considered a
unique case for the phenomena under research. Yin (2014) recommends the
completion of a single case study design for a pilot study prior to embarking on the
main study.

On the other hand, according to Maylor and Blackmon (2005), the multiple case
study design is considered an appropriate design if the aim of the research is
concerned with various features across cases, as well as the replication of evidence
between cases, which will increase the validation of cases. Furthermore, the multiple
case study design is suitable for a non-unique case study, and the use of more than
one case study must be justified as every case study should help the aim of the
research in many cases (Ghauri and Grgnhaug, 2010). However, multiple case study
designs will help the researcher in the use of the cross-case study analysis so as to
make the research more robust in terms of theory-building (Yin, 2014).

Hence, the use of multiple case studies enables a researcher to achieve literal
replication through the completion of similar cases whilst predicting similar results
or theoretical replications through the selection of different cases and predicting
different results (Blumberg et al., 2014). In other words, a multiple case study
approach is appropriate when the research aims at predicting similar results amongst
replications or showing different findings, but for expected, explainable reasons
(Ellram, 1996). In many studies, the results of multiple case studies are more robust
when compared with that derived from a single study; this also helps the researcher

to provide a generalisation of the results (Blumberg et al., 2014). Furthermore, the
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strategy of a multiple case study design is a valuable option when the research seeks
to compare the findings from the first case with other cases in order to complete a
generalisation based on these findings (Saunders et al., 2009). Indeed, Yin (2014)
has communicated a preference for the completion of a multiple case design rather
than a single case design owing to the fact that the multiple design helps the
researcher to demonstrate direct and theoretical replication, with the findings coming

from more than a single case seen to be more convincing.

However, the selection of cases is based on replication logic and not on sampling
logic (Blumberg et al., 2014). Moreover, replication logic is considered to be the
main rationale behind the decision to adopt the multiple cases studies design, either
for literal or theatrical replication, because sampling logic is not acceptable when
completing a case study research (Eisenhardt, 1989; Yin, 2014). In addition, the
choice of a multiple case study design can achieve logical replication through the
separate analysis of each case, notably a ‘within cases analysis’, based on the

proposed conceptual framework.
4.6.3 Purposeful Sampling

Purposive sampling is ‘the fundamental principle for selecting cases and individuals
in qualitative research’ (Bryman, 2016, p. 420). Purposeful sampling (judgemental)
allows the researcher to select cases that will help to answer the research question,
especially when there is a small sample, as in the qualitative case study research
(Saunders et al., 2009). Purposive sampling is quite often used in the qualitative
research when the researcher uses the theoretical framework based on existing social
theory (Boeije, 2010).

Thus, the purposive sampling strategy was applied in the selection of case studies in
this research as it allows selecting information-rich cases for in-depth investigation
(Patton, 2002). More specifically, a purposive sample has been used to select
Jordanian banks as case studies. Banking organisations are recognised as high-
involvement industries and knowledge-intensive establishments. Moreover, banks
are seen to be high-contact service organisations, with frontline bank employees

dealing with many customers through highly personal interactions. In addition, in
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knowledge-intensive firms, such as banking organisations, the service is most
commonly the result of the interaction between frontline bank employees and
customers during service encounters. Overall, the bank’s service encounters are
considered to be the best place for the creation and brokering of CK between
customers and the entity. Therefore, in the present work, the multiple case studies
approach has been selected across three large commercial banks in Jordan in order to
achieve the replication logic through investigating KB during service encounters in

each bank.

The researcher conducted initial contact with potential case study organisations, and
further sent invitation letters via email to 21 commercial banks in Jordan, followed
by a telephone call to explain the aim of the research and in the hope of gaining
access to the banks (See Appendix I1).

Furthermore, Marshall (1996) argues that the random sampling technique is not
suitable for qualitative research as it is not an effective way of investigating a
complex phenomenon in real life, with qualitative researchers in many cases coming
to realise that there are some informants seen to be more valuable than others. In this
regard, purposive sampling is considered more appropriate for qualitative research,
whereas theoretical sampling is commonly used for generating theory from data, as
in the grounded theory approach (Boeije, 2010). According to the writers, most often
in qualitative research, there are two different sampling levels, namely sampling of
context and sampling of participants (Bryman, 2016). Furthermore, as has been
mentioned previously, the purposeful sampling approach was adopted in order to
select the most productive case studies that will help to answer the research question.
Moreover, purposeful and snowball sampling techniques were also selected in order
to choose the interview’s participants for each case study. In fact, the snowball
sampling technique is commonly applied when the researcher is experiencing
difficulty in identifying participants in the desired population (Saunders et al., 2009).
Quite often, through a snowball sampling technique, the key informant might be able

to recommend potential candidates for interview (Marshall, 1996).
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However, in this research, the snowball sampling technique was adopted for the
selection of participants in each bank after conducting the first interview with one
manager from top management; this was decided in mind of ensuring access to the
bank, with other participants recommended. Moreover, the number of sample was
identified during the interview progress, with additional interviews not carried out
when data saturation was reached and when no additional themes could have

emerged from new interviews.
4.6.4 Number of Case Studies in a Multiple Case Study

There is no agreement regarding the ideal number of cases to be included in a
multiple case study design in the current literature. For example, some researchers
pointed out that there is no optimal number when conducting a multiple case study
design because the critical point of deciding the number of cases is reaching
‘theoretical saturation’ (Eisenhardt, 1989). Theoretical saturation occurs when the
researcher reaches a situation where new information does not emerge when
collecting new data (Maylor and Blackmon, 2005). In other words, the researcher
refrains from adding additional case studies when no new insights can be obtained
that differ from that collected from previous cases (Eisenhardt, 1989). However,
Maylor and Blackmon (2005) suggest that the proper number of multiple cases must
be no less than two cases and no more than eight cases, whereas Perry (1998, p. 794)
contends that ‘the widest accepted range to fall between two to four as minimum and

ten, 12 or 15 as maximum’.

Therefore, in this research, three case studies were carried out as this was the point at
which theoretical saturation was reached. As Eisenhardt (1989, p. 545) states,
‘researchers should stop adding cases when theoretical saturation is reached’.
Additionally, this number falls within the optimal range suggested in the current

literature.
4.6.5 Justifications for the Use of a Case Study Strategy in the Present Work

In this research, the emphasis is placed on studying the phenomena of KB during
service encounters in services organisations. Thus, it was not possible to isolate this

phenomenon from its context as KB is socially constructed in the organisational
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context. According to Yin (2013), in most explanatory cases studies, the research
questions begin with ‘how’ or ‘why’. In this vein, it is notable to highlight that the
research question posed in this study is ‘How do frontline employees serve as
knowledge brokers between customers and organisation during the service

encounters in order to transfer three kinds of customer knowledge?’.

Ghauri and Grgnhaug (2010) suggest that if the research approach is inductive and
the aim of the study is to provide a general explanation, the optimal design for such a
research is a multiple case study design. Therefore, the present study adopts an
inductive approach, where the aim of the study is centred on investigating the role of
frontline employees as knowledge brokers between customers and organisation
during the service encounter, as well as to identifying the most critical factors that
influence this role. By so doing, and for these reasons, the best way of gathering data
is through a multiple case study design. Maylor and Blackmon (2005) reported that
one of the reasons underpinning the use of a similar multiple case study design is the
ability to carry out a replication approach. Furthermore, this approach can help the
researcher in analysing the differences and similarities between the cases and using
‘cross-case’ analysis, as well helping to answer the research question; this increases
the overall validity of the data collection method and the value of the research (Yin,
2014). Therefore, in this research, the multiple case study design was employed by
gathering data from three banks in Jordan so as to investigate the role of frontline
employees as knowledge brokers between customers and organisation during the

service encounter, as well as to identify the critical factors that influence this role.

4.6.6 Case Study Protocol

Yin (2014) points out that in the case study research, researchers should understand
the case study protocol, especially when using a multiple case study design. The case
study protocol aims at helping the researcher to control the contextual environment
of the research, which could help to ensure the completion of multiple cases with the
same design, despite the different circumstances (Perry, 1998). Moreover, a case

study protocol serves to guarantee the consistency of the case study when the
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researcher gathers data from different sources (Eisenhardt, 1989). The protocol is
also recognised to help the researcher to prepare in advance for data collection
procedures and assists in increasing the reliability of the research findings through
giving the researcher directions that enhance results (Yin, 2014). In other words, the
case study protocol works like a road map in its ability to assist the researcher in the
completion of the case study (Perry, 1998). Thus, it is more than interview questions,
and contains general rules and producers that guide the researcher throughout the
data collection stage (Dubé and Paré, 2003). Furthermore, Gibbert et al. (2008) add
that having a case study protocol will improve the quality of the case study research
owing to its ability to show the way in which the entire case study has been
conducted. In essence, the case study protocols with a case study database are the
two tools able to ensure reliability in the case study (Yin, 2014).

Therefore, in this research, the case study protocol was developed in order to ensure
the completion of multiple case studies in line with the same procedures and in mind
of improving the research quality criteria, such as reliability. Hence, the main part of
the case study protocol is the interview protocol, which helps the researcher to
ensure the same guide of interview questions is followed in each interview (see

Appendix I11).
4.7 Data Collection

The qualitative findings are obtained based on the collection of three different types
of data, namely: in-depth interviews to gain insight into people’s experiences (i.e.
through their direct quotations; direct observations (i.e. through a detailed
description of observations); and the analysis of the written documents (Patton,
2002). Maylor and Blackmon (2005) further note that the use of more than one
source for gathering data in the case study is recognised as both helpful and valuable
in answering the research questions, with these resources also increasing the quality
of the case study. Importantly, all case study scholars emphasise that a case study
needs to be based on multiple sources of evidence in order to achieve validity
(Blumberg et al., 2014). Yin (2014) suggests six different sources of evidence in the

case study research: field interviews, documentation, archival records, direct
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observations, participant-observations, and physical artefacts. The use of multiple
sources of evidence in the case study research assists the researcher in overcoming
the weaknesses associated with one approach with the strong points of another
(Blumberg et al., 2014). Therefore, in this study, three sources of evidence, namely
semi-structured interview, direct observation and documentation, were employed in

order to gather as much evidence as possible.

In this research, a triangulation strategy was employed throughout the data collection
process, triangulation is a process of using a combination of evidence from
individuals, data sources or methods of data collection in order ensure the overall
accuracy of the study: in this case, information does not come from one source
(Creswell, 2002); hence, Patton (2002) points out that the use of multiple data
sources, such as the combination of interviews, observation sand document analysis,
is recognised as a type of triangulation. Triangulation falls into four types, namely
data method, data sources, theoretical triangulation and the triangulation of

investigators (Krefting, 1991).

The current literature has emphasized the need for importance of using and
triangulating several sources of data in the case study research (Saunders et al.,
2009). For example, Triangulation in social research is a helpful strategy that
improves the overall quality of the research. Moreover, the triangulation logic helps
the researcher to overcome bias when using a single data source. Yin (2014)
recommends the application of triangulation during the collection of data and not
only the use of an individual source of evidence as the main strength of the case
study comes from the use of multiple sources of evidence to investigate the

phenomena under study.

The pilot interview is seen to be beneficial prior to conducting the main data
collection stage as it allows the researcher to gather feedback pertaining to the
research topic, which is useful when posing questions (Griffee, 2005). Moreover,
Barriball and While (1994) argue that carrying out a pilot interview schedule
provides researchers with valuable experience, and therefore, it is considered as a

good training before completing the main data collection process. Furthermore, a
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pilot study is recommended as it can help to identify practical problems that could
arise as a result of research procedure, which helps with designing a case study
protocol (Van Teijlingen and Hundley, 2001). Thus, in this study, a pilot study was
carried out through the completion of three interviews with bank managers in order

to improve the case study design, interview schedules and questions.
4.7.1 Interviews

An interview is considered as a core tool for data collection in social sciences.
Interview is a conversation between two parties, mainly the communication between
the interviewer (researcher) and the interviewee (respondent) via a face-to-face or
virtual meeting (via telephone or internet) (Matthews and Ross, 2010). Similarly,
Ghauri and Grenhaug (2010, p. 126) define an interview as ‘face-to-face verbal
exchanges, in which one person, the interviewer, attempts to obtain information or
opinions or beliefs from another person, the interviewee’. There are three ways of
conducting an interview, such as by email, telephone or in-person (personal

interview).

In qualitative research, many methods help a researcher to collect and generate data,
such as interviews, observations and fieldwork, focus groups and document use (Lee
and Lings, 2008; Myers, 2013). Indeed, interviews are recognised as the most
popular and well-known tool in this regard, and is recognised as the best way of
collecting in-depth data due to it being a flexible method for data collection (Lee and
Lings, 2008). Moreover, the use of interview leads to understand the view, opinion
and experiences of the respondent through words (Easterby-Smith et al., 2015).
Furthermore, in-depth interviews help the researcher to garner rich answers from the
interviewee regarding their own perspectives in relation to the phenomena under
study (Lee and Lings, 2008). .

4.7.1.1 Interviews Types

Easterby-Smith et al. (2015) point out that research interviews fall into three types in
terms of structure: highly structured interviews, unstructured interviews, and semi-

structured interviews. However, Lee and Lings (2008) affirm that in-depth
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interviews might be unstructured or semi-structured, suggesting that structured

interviews are not considered in-depth.
Highly Structured Interviews (Survey Research):

In this type of interview, the interviewer asks the same questions across all
interviewees, adopting the same tone of voice, with the interview questions seen to
be short and direct (Easterby-Smith et al., 2015). Thus, it is suitable if the researcher
has a large number of questions outlined on an interview sheet as the respondent will

not take a long time to answer the questions (Wilson, 2010).

In many cases, this type of interviews is used in quantitative research more than in
qualitative research (Lee and Lings, 2008). Furthermore, structured interviews are
associated with a positivism paradigm; through such a type of interview, all the
questions are planned beforehand. This means that questions cannot be modified
during the interview or after an interview with other interviewees (Collis and
Hussey, 2009). Moreover, the respondents are not allowed to pose additional
questions regarding the topic of the research or in line with the questions asked in
this type of interviews (Wilson, 2010). Therefore, the reliability of this type of
approach is very high in comparison with other types of interview (Baker and Foy,
2008).

Unstructured Interviews:

Some researchers refer to this type of interview as an informal or non-direct
interview (e.g. Baker and Foy, 2008) that is relatively similar to general
conversation, with the answer to one question, in many cases, leading on to the next
question (Pierce, 2008). In this type the interview commonly begins with broad
questions that are not direct to the research topic (Wilson, 2010). Accordingly, the
researcher does not prepare questions in advance but rather asks questions during the
interviewee based on the discussion (Collis and Hussey, 2009). The aim of this type
of interview is to give the respondent the freedom to give opinions and their own
individual perspective on the research topic. Thus, the role of the interviewer in the
unstructured interview is merely leading the discussion through the introduction of

the most important points of interview questions (Ghauri and Grgnhaug, 2010). It is
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believed that this is very useful for the first phase of exploratory research because the
aim of the researcher is to gain extra information regarding the research (Baker and
Foy, 2008).

In contrast with other types of interview, unstructured interviews are considered
costly with respect to time, with the researcher commonly facing difficulties in
keeping the interview focused on the topic at hand whilst keeping the interviewees
on track (Collis and Hussey, 2009). Moreover, the analysis of this type of interview
is difficult because some of the interview content might expand onto other topics,

with too many themes identifiable through one interview (Wilson, 2010).
Semi-structured Interviews:

The semi-structured interview can be linked with qualitative research, and it is
considered the best approach when a researcher is keen to gather in-depth data
regarding the behaviour or experience of the interviewees. Additionally, semi-
structured interviews are located between highly structured and unstructured
interviews. In this type of interview, the interviewer prepares some questions and
might ask various probing questions depending on the discussion and interviewee
answers during the course of the interview (Lee and Lings, 2008). In other words,
semi-structured interviews are a mixture of open-ended and closed questions, with
the interviewer has a discussion guide and flexibility to ask extra questions to obtain
additional data from the interviewees. Thus, the validity of this type of interview is
greater than in the case of a structured interview because the respondent can express

their opinion with freedom and using their own words (Baker and Foy, 2008).

Number of scholars has suggested different situations that favour the use of semi-
structured interviews. For example, Lee and Lings (2008) point out that semi-
structured interview is an appropriate method when the researcher has a theoretical
framework, which helps the researcher to garner useful information for collecting
data. Moreover, semi-structured interviews are suitable when gathering data from
multiple case studies. In addition, semi-structured interviews give the researcher a

greater advantage when there is a need to draw a comparison between cases (cross-

Nayel Al Hawamdeh 99



Chapter Four: Research Methodology

case analysis) as the researcher asks the same questions of all respondents, notably in

contrast to unstructured interviews.

Given the merits of semi-structured interviews discussed above, this research
adopted semi-structured interviews. In this research, a conceptual framework has
been built based on the literature of KB and KS. In addition, a qualitative approach
and multiple case study design have been adopted in mind of gathering data from

services organisations.

4.7.2 Observation

Observation is one of the major three ways in which primary data can be collected
from the field of qualitative research (Saunders et al., 2009). Observation, concerns
any observable human experiences or organisational processes within the context
(Potton ,2002). Myers (2013, p. 137) simply defines observation as ‘watching other
people from the outside’. In addition, this supports the researcher in obtaining data
from the social world through observing people in their normal environment (Lee
and Lings, 2008).

In many cases, in the qualitative research, the data gathered through the interview
method alone is recognised as incapable of providing complete understanding in
regards the phenomenon under investigation. Thus, researchers quite often use
observations as a method to achieve more in-depth value from the fieldwork (Myers,
2013).

Based on methodology books, scholars have distinguished between two types of
observation based on the role of the researcher in the observation process, namely
direct (or non-participant) and participant observation (Mayers, 2013; Yin, 2014;
Collis and Hussey, 2009). In non-participant observation, the researcher might only
observe what people are doing without being involved in observation. Direct
observations are appropriate if the research question aims at investigating what has
happened in a real setting. Through this method, the researcher needs to pay
attention to what goes on and must record actions in order to analyse observations in

the future (Fitzpatrick and Boulton, 1994). In the participant observation, on the
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other hand, the researcher participates in the observation and not only acts as a

passive observer (Collis and Hussey, 2009).

It has also been suggested that observations can also be differentiated based on
whether it is structured or unstructured. In the structured observation, which are used
in the positivism research when the role of the researcher is limited to record certain
observations and behaviours. On the other hand, following the unstructured
observations, the researcher observes all actors’ actions and behaviours (Mulhall,
2003). Using the above two classification criteria (i.e. role of researcher and the
degree of structure), scholars suggested that direct observation (non-participant) and

participant observation can be either structured or unstructured observation.

In this research, direct observations were used in combination with semi-structured
interviews and documentation as they are most common in qualitative business
research and do not require long periods of time in participant observations.
Therefore, the researcher employed direct observation (non-participant observation)
to observe the KB process during service encounters and to observe organisational
culture, as recommended by Yin (2014). By so doing, the researcher visited several
branches in each of the three case study banks and spent some time observing the
daily work of the branch and the frontline bank employees during service
encounters. This was done after gaining permission to take field notes during the
completion of interviews, which played a major role in facilitating the observation of
the phenomena of KB. Moreover, the researcher attended some of the different
training workshops provided to frontline bank employees in the virtual branches, but

notably as an observer and not a participant.

4.7.3 Documentation

Document is another source of data, which refers to the pre-existing data that have
been generated by someone other than the researcher, with such data also used in
qualitative and quantitative research (Lee and Lings, 2008). In this vein, Bryman
(2016 p. 567) points out that ‘documents constitute a very heterogeneous set of
sources of data, which include personal documents, official documents from both the

state and private sources and the mass media’. In case study research, the
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documentation which provides explicit evidence is used to support evidence from
other sources, such as interviews and observations (Myers, 2013; Yin, 2014). In
many different situations, document reviews will help the researcher to understand
what goes on in an organisation and will provide further enlightenment regarding the
phenomena under study (Bryman, 2016). Thus, organisation documents may adopt
the following forms: newsletter, mission statements and meeting minutes, job
definitions, annual reports and internal policy documents, for example (Lee and
Lings, 2008).

In the present research, several different types of documentation were used as
secondary data in order to support the primary data gathered from the interviews and
field observations. For example, organisations’ websites and annual reports were
reviewed in mind of garnering knowledge pertaining to the organisation background.
Moreover, documents published by the Central Bank of Jordan were used as
supplements regarding the competitive position and background of those banks
involved in the research. Furthermore, some of the documents used in the training
workshops provided to frontline bank employees have been used so as to improve
their ability to transfer knowledge throughout the service encounters.

4.8  Data Analysis

Data analysis in qualitative research refers to the process of searching and organising
data evidence, such as the interview transcript, field notes and other evidence that
helps the researcher to increase overall understanding of the data and to display the
findings (Bogdan and Biklen, 1998). In general, there are two fundamental activities
in the analysis of qualitative data; these activities are focused on segmenting and
reassembling data (Boeije, 2010). Hence, the data analysis process encompasses
various sub-processes, namely working with data, organising data, divided data into
manageable items, synthesising data, searching for patterns, determining what is
important, and what data can to be communicated to others (Bogdan and Biklen,
1998).

According to Myers (2013), the qualitative data analysis approach helps the

researcher to recognise the meaning of data, the key themes in the data and the
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contribution of the data to the knowledge. Nevertheless, the process of the qualitative
data analysis is an interactive process involving three overlap activities: data
reduction, data display and conclusion drawing and verification (Miles and
Huberman, 1994). Data reduction is related to the process of decreasing and
organising the data through several activities, such as sorting, focusing, coding,
transforming, and summarising the data so as to help with drawing the final
conclusion. Data display is related to the activities concerned with drawing and
showing data conclusions from a large volume of data, which is commonly done
through the presenting of charts, graphs, networks and matrices. The activity of
conclusion-drawing and verification is concerned with drawing logical meaning

from the evidence based on the data.

The analysis of qualitative data is deemed a complicated process because of the vast
size of qualitative data (Collis and Hussey, 2009; Myers, 2013), with no uniform
technique adopted for analysing qualitative data (Saunders et al., 2009). For
example, according to Myers (2013), there are two ways of interpreting the
qualitative data, either through a top-down or a bottom-up analysis. Thus, the top-
down approach refers to analysing the data relying on the literature of the research,
whereas in the bottom-up approach, the researcher uses concepts generated from the
data collected. On the other hand, Maylor and Backmon (2005) divided qualitative
data analysis into two styles, namely structured and unstructured analysis: structured
analysis is similar to the top-down analysis whereas unstructured resembles the
bottom-up analysis. However, according to scholars, there are several techniques for
analysing qualitative data: grounded theory, analytical induction, series of event,
critical incidents, hermeneutics, conversation analysis, discourse analysis, narrative
analysis, metaphorical analysis and content analysis (Bryman, 2016; Blumberg et al.,
2014; Collis and Hussey, 2009; Myers, 2013; Maylor and Backmon, 2005).

4.8.1 Unit of Analysis

The unit of analysis is a vital step in the research design and is very relevant for all
parts of the research process, which refers to the level and objects researched
(Blumberg et al., 2014). In the current study, bank employees were employed as the
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focal unit of analysis in this research to investigate the role of frontline employees as
knowledge brokers between customers and organisation during the service

encounter, as well as to identify the critical factors that influence this role.
4.8.2 Qualitative Content Analysis

In general, content analysis refers to any attempts made in relation to qualitative data
reduction in order to identify the core meanings of data (Potton, 2002). Content
analysis is ‘a research technique for making replicable and valid inferences from
texts (or other meaningful matter) to the contexts of their use... and it provides new
insights, increases a researcher understands of particular phenomena or informs
practical actions’ (Krippendorff, 2004, p. 18). The main reason behind content
analysis technique use is the reduction of the size of data to a manageable amount
and textual analysis data alongside other forms of evidence (Blumberg et al., 2014,
Flick, 2014).

Based on the research methods literature, two types of content analysis have been
used to understand the meaning derived from the content of data, namely
quantitative and qualitative (Graneheim and Lundman, 2004; Hsieh and Shannon,
2005). The quantitative content analysis technique is employed to test hypotheses in
deductive research through counting the manifested text (Zhang and Widemuth,
2009). However, qualitative content analysis is concerned with more than counting
words as in traditional quantitative content analysis; rather, emphasis is placed on the
latent content (Graneheim and Lundman, 2004). Qualitative content analysis has
been commonly used in qualitative research and refers to the subjective
interpretation method used to analyse text data through a systematic process using
coding and themes to understand the phenomena under investigation (Hsieh and
Shannon, 2005). Hence, content analysis has been used widely in analysing

interview transcripts in the case study research (Patton, 2002).

Therefore, qualitative content analysis was used in this work to investigate the role
of frontline employees as knowledge brokers between customers and organisation
during the service encounter, as well as to identify the critical factors that influence

this role.
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In addition, qualitative content analysis has been used to gain more in-depth meaning
of the qualitative data. Maylor and Blackmon (2005) recommend the use of
qualitative content analysis when the researcher’s emphasis is placed on searching
out underlying themes. Moreover, according to Hsieh and Shannon (2005), there are
three approaches to the qualitative content analysis: conventional, directed and
summative approach. The directed approach is a structured process and is considered
the most appropriate when the aim of the analysis is to validate the conceptual
framework about the phenomenon. Therefore, in this research, the directed
qualitative content analysis approach was implemented in an effort to validate the
proposed conceptual framework. Moreover, in the directed content analysis
approach, prior research and the conceptual framework concepts are used as initial
coding (Maylor and Blackmon, 2005). Despite the qualitative content analysis being
based on deductive interpretation in validating the conceptual framework (Zhang and
Waltemath, 2009), the inductive interpretation has also been used in our analysis to
allow new patterns that previously did not exist in the conceptual framework to
emergent. However, quite often in practice, the researcher combines elements of the
inductive and deductive approaches during the analysis of qualitative data (Saunders
et al., 2009). Furthermore, most researchers use a combination of inductive and
deductive approaches during the analysis to gain the full advantages of qualitative

content analysis (Drisko and Maschi, 2015).
4.8.3 The Process of Qualitative Content Analysis

Despite there being no standardised procedures for analysing the qualitative data,
there are three groups of processes employed for analysing qualitative data:
summarising meaning, categorising meaning and structuring meaning (Saunders et
al., 2009). On the other hand, the qualitative content analysis process includes three
main stages: data preparation, data organisation and findings reporting (Elo and
Kyngés, 2008). Moreover, Zhang and Waltemath (2009) provide eight steps to the
qualitative content analysis process. These steps were followed throughout this

analysis process as follows.
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1-

4-

Data Preparation:

The qualitative content analysis deals with different sources of data, but in
the written text format prior to starting a process of data analysis. Thus, in
this research, all audio interviews were transformed to written text through
transcribing each interview and then translating the interview text from
Arabic to English. Thereafter, a back translation technique was applied
through an independent assistant to test the overall accuracy of translation, as

recommended by Douglas and Craig (2007).
Defining the Unit or Theme of Analysis:

Overall, the coding process is the first step in the process of qualitative data
analysis (Bryman, 2016). Therefore, the coding unit refers to a part of the text
that will be coded during the analysis of the content. In the qualitative content
analysis, the individual themes are most often used than in the quantitative
content analysis, which considers words, sentences or paragraphs (Zhang and
Waltemath, 2009). Thus, in this analysis, emphasis has been placed on
looking for any text that expressed the idea of themes, even if through a
single word or chunk of text (An example is presented in Appendix (V)
concerning the open coding stage).

Categories Development Scheme Coding:

Categories and a coding scheme can be produced from the data, theories or
literature, and might be devolved in an inductive or a deductive way. Hence,
most often, the deductive way is used to generate the initial code from the
conceptual framework, with the inductive method then used to modify the
conceptual framework (Miles and Huberman, 1994). Therefore, the deductive
approach was used to produce the initial codes based on the conceptual
framework, whereas the inductive approach was applied in order to allow any
new themes to appear from the data.

Coding Scheme Testing:
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Zhang and Waltemath (2009) recommend that the coding scheme be tested
through a sample of coding in the early stages in order to validate the coding
scheme and check consistency. Hence, if consistency is low, the researcher
needs to revise the coding scheme so as to achieve sufficient consistency.
Thus, after coding the first interview as a sample, consistency was checked,

with improvements made to the coding rules.
Complete Texting Coding:

The coding scheme applies to the entire text after achieving consistency in
the coding sample, which means the opportunity for new themes and
concepts to emerge, and the addition of new codes to be implemented into the
rest of analysis, becomes present (Zhang and Waltemath, 2009). Indeed, in
the coding stage, the coding of the rest of the interviews was carried out
based on the first codes generated in the first interview, with new codes

added as needed if a code was found not to exist in the first interview.
Coding Consistency Assessment:

In this stage, the testing of the coding scheme needs to be carried out after
coding all the interviews and, in particular, in mind of new codes that have
been added after the coding sample (Zhang and Waltemath, 2009). Therefore,
after completing the coding for all interviews, the consistency was checked
for all codes in order to correct mistakes and ensure consistency at the level

of all interviews.
Draw Conclusions from the Coded Data:

This is the most important step in the analysis process, which includes
making sense of the categories or themes so as to identify links between the
categories through shedding light on patterns and testing the categories for
the data as a whole (Zhang and Waltemath, 2009). In this research, a within-
cases analysis was applied for each case in order to extract meaning from the
categories or themes at the level of the case, as Yin (2014) recommended

prior to conducting a cross-case analysis.
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8- Methods and Findings Reporting:

In the final step of the qualitative content analysis, the researcher needs to
explain and report on the analysis procedures applied during this process.
Miles and Huberman (1994) point out that the third fundamental activity in
the process of qualitative data analysis is the way in which the conclusions of
the interpretations are presented, whereas presenting the findings of the
qualitative content analysis is considered a difficult step in the process as a
whole (Zhang and Waltemath, 2009). Thus, in this research, attention was
directed towards explaining the procedures of the qualitative content analysis
used to analyse the data, with a cross-case synthesis following the within-

cases analysis carried out in order to represent the findings of the research.
4.8.4 Qualitative Data Analysis Software

In recent years, Qualitative Data Analysis (QDA) software has been used widely to
facilitate the analysis of qualitative data (Bryman, 2016). The purpose of the
software program is to assist the researcher in managing and organising the data
analysis process with efficiency (Flick, 2014). Therefore, QDA software does not
automatically analyse the data. as in the case of quantitative computer software.
Nonetheless, it does help with various actions, such as data storing, coding and
retrieval, as well as comparing and linking (Patton, 2002). Despite there being
several QDA software programs available, the main focus is centred on coding the
text and retrieving the codes to link the text with themes (Bryman, 2016). However,
it remains that the use of QDA software helps the researcher to reduce the time of
analysis, increase the quality of the research, and improve the overall validity of the
analysis process (Flick, 2014). In this vein, Myers (2013) recommends that
researchers use QDA software when completing a qualitative research—and, more
specifically, when the content analysis technique is applied. Hence, QDA software

makes qualitative content analysis more manageable (Zhang and Waltemath, 2009).

4.8.5 Using NVivo 11

NVivo software is commonly used in qualitative data analysis and helps the

researcher in multiple tasks, namely managing data, managing ideas, querying data,
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visualising data and generating reports from the data (Bazeley and Jackson, 2013).
Furthermore, NVivo software is a useful QDA software dealing with large volumes
of data and has the ability to count words, connect phrases and segments and deal
with several types of data, such as text, audio and video (Blumberg et al., 2014).

In this study, NVivo 11 was used to perform a systematic analysis and assist in
organising the process of coding the transcribed data stemming from the semi-
structured interviews, documents and observations. Importantly, the auto-coding
feature was not used in the coding of the transcripts of the interviews; this was
decided against because the auto-coding feature does not help with semi-structured
interview questions, nor does it help the researcher in conducting a qualitative
content analysis and reflecting on interpretations of the data. NVivo software does
not analyse data in the place of the researcher, but rather it helps the researcher in
identifying a link between the data and retrieving data quickly so as to reduce the

time of the analysis process, whilst also ensuring transparency in the analysis.
4.8.6 Quality of the Research

The quality of the qualitative research refers to the extent to which the research
findings and conclusions convincingly describe the social phenomenon under study
(Boeije, 2010). Historically, the achievement of rigour in qualitative research is
considered challenging more so than in quantitative research (Krefting, 1990). The
main criticism concerning qualitative methods is relating to the frequent inability to
reach or achieve rigour when compared with quantitative methods (Sandelowski,
1986). Furthermore, based on the research methods literature, there is no consensus
in relation to the criteria to be used when testing the quality of the qualitative
research (Rolfe, 2006). For example, according to Bryman (2016), there are three
primary criteria representing the quality of social research, namely reliability,
replication and validity; Maylor and Blackmon (2005), on the other hand, use four
criteria for assessing the quality of qualitative research, namely reliability, validity,
credibility and generalisability. Yin (2014) points out that the four concepts used to
test the quality of any social research apply to case study research as well, namely
trustworthiness, credibility, confirmability and data dependability. Rolfe (2006)
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argues that the lack of agreement regarding the criteria for testing the quality of
qualitative research is owing to the absence of a unified methodology and theory in

the qualitative research.

Guba and Lincoln (1994) have adopted various labels when referring to the quality
criteria in the qualitative research from those used in quantitative research, such as
trustworthiness, confirmability, dependability, credibility and transferability.
However, despite there still being a lack of consensus pertaining to these criteria, the
decision was made to adopt the Maylor and Blackmon (2005) criteria in order to
judge the quality of the research. Thus, these criteria deal with four sets covering the

most common criteria: reliability, validity, credibility and generalisability.
4.8.6.1 Reliability

Generally, the reliability concept is concerned with the overall replicability of the
research findings when other studies have used the same procedures (Ritchie et al.,
2013). According to the framework of (Maylor and Blackmon, 2005, p. 363), the
level of reliability is defined after answering the following question, ‘Would it be

possible for the work to be repeated and obtain the same or a similar result?’.

Furthermore, reliability in a case study research refers to the ‘operations of a study,
such as the data collection procedures-can be repeated, with the same results’ (Yin,
2014, p. 46). Unlike quantitative studies, which lead to a higher level of reliability,
qualitative research would be challenging to repeat in an identical way whilst
achieving the same results (Maylor and Blackmon, 2005). Therefore, the main idea
underpinning reliability criteria is the minimisation of biases and reduction of errors
in qualitative research (Sandelowski, 1986; Dubé and Paré, 2003). Hence, ‘the
reliability of findings depends on the likely recurrence of the original data and the
way they are interpreted’ (Ritchie et al., 2013, p. 272).

However, reliability in the qualitative research can be achieved initially through
gathering accurate data recording and completing a transcription of the interviews
(Lewis, 2015). Moreover, Yin (2014) provides various tactics that can help a
researcher to achieve a high level of reliability in regards the case study research. He

suggests the researcher uses the case study protocol and generates a case study
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database. Hence, these tactics ensure that the same results are obtained if the

research is repeated in the same steps whilst using the same data.

In this inquiry, a case study protocol was applied in order to ensure that the same
procedures could be used across all study cases. Specifically, a case study database
was generated for each case study through recording and transcribing all interviews,
as well as documenting all steps of the field investigation. Thus, the case study
database was developed using the NVivo program in order to group all raw materials
of the three case studies into one place, namely interviews audio, interview
transcripts, field notes and interview analysis material, in much the same way as

coded data.
4.8.6.2 Validity

The validity criteria are concerned with the accuracy of the researcher to explain the
phenomenon under study, as perceived by the study population. Thus, it is related to
the research methods used, the quality of the analysis process, and the interpretation
of data (Ritchie et al., 2013). Maylor and Blackmon (2005) point out that when
needing to evaluate the validity of the qualitative research, there is a need to answer
various questions, such as, ‘Does the work reflect the reality of the issue or situation
being investigated?’ In the same vein, Yin (2014) used the label of construct validity
to refer to validity, suggesting that the use of multiple sources of evidence,
establishing a chain of evidence and reviewing the draft of the case study report by
respondents increases the overall validity inherent in the case study research. In other
words, the main idea underpinning the validity criteria is the need to ensure all

elements are examined, from the right data to the right source.

Therefore, in this study, a number of procedures leading to increased validity and
quality of the research were applied, with the interview questions reviewed and
revised alongside academic staff on two different occasions; once prior to the
conduction of the pilot study and a second time before the main data collection stage

in the fieldwork.

The full information relating to the study was provided to the interviewees through

invitation via email before conducting the interview. Moreover, the sample was
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provided with participant information sheets, which included complete information

relating to the purpose of the study and the procedures of the meeting.

The researcher applied the triangulation of the qualitative data sources in the
research so as to enhance the overall validity of the study and accordingly reduce
bias. As suggested by Patton (2002, p. 556) in regards the use of triangulation in
increasing the overall validity of the qualitative research: ‘Four kinds of triangulation
can contribute to verification and validation of qualitative analysis’. Thus, in the first
place, the researcher used multiple sources of data (interview, observation and
organisation documents published on the website). Moreover, the researcher
collected the data from a different point of view within the same organisation.
Hence, the semi-structured interviews were conducted across three levels: at top
management level; at middle-manager level (branch manager); and at the frontline

employees’ level.

In addition, after generating the first draft of each case study report, the researcher
has contacted (using email or telephone) with key informants to review the report

and to seek their feedback about the report.

4.8.6.3 Credibility

Credibility in qualitative research is associated with how vivid and accurate the
description of the phenomenon may be seen to be (Beck, 1993). Whereas positivist
researchers use internal validity labels, interpretivists use credibility concept in order
to check that their study measures what is intended (Shenton, 2004). In other words,
credibility criteria are concerned with the way in which the researcher presents the
findings, with the credibility of the qualitative research is quite often related to the
researcher’s overall ability and efforts (Golafshani, 2003). Maylor and Blackmon
(2005) argue that the researcher is able to achieve credibility through ensuring that
the way the findings are presented will lead to the impression that they are well

grounded.

The use of the quotations of informants helps to increase overall credibility in the

findings of the qualitative research (Beck, 1993). Lee and Lings (2008) recommend
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the inclusion of raw data when writing up the results, such as direct quotations from
the research participants, so as to clarify the views of the respondents and not only
focus on the researcher’s own interpretation. Moreover, according to Fisher (2001, p.
601) ‘use of verbatim quotations in the findings of the reports assists the reader in
establishing the trustworthiness of the research, and therefore allows the reader to

assess Whether the findings may be transferable to their practice’.

In this research, direct quotations from interviewees were used whenever the need
was required to support some argument in within-case study reports for each case
study. This was done in order to highlight the robustness of the findings. Moreover,

multiple sources of data were used to increase the credibility of the research findings.
4.8.6.4 Generalisability

According to Maxwell (1992, p. 293), generalisability in the qualitative research
‘refers to the extent to which one can extend the account of a particular situation or
population to other persons, times, or setting than those directly studied’. Yin (2014)
adopted the external validity label to refer to the generalisability criteria in the case
study research, whereas Guba and Lincoln (1981) used the term ‘transferability’
instead of ‘generalisability’. Thus, generalisability or external validity refers to the
extent to which the findings of the research are generalisable in any case using the
other research methods. Maylor and Blackmon (2005) considered the generalisability
criteria in terms of how the findings apply to the world beyond the context of the
investigation. In this vein, Maxwell (1992) distinguishes between two types of
generalisability in the qualitative research, namely internal generalisability and
external generalisability. The former is involved with the generalising of the findings
within a community that has been observed as part of this community, whereas
external generalisability is related to generalising the results to other communities.
The lack of generalisability in the qualitative research is recognised as the greatest
criticism of this research as the qualitative research was not designed to be
representative in terms of statistical generalisability, such as through quantitative

research (Pope et al., 2000).
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Indeed, in this study, the need to increase the overall generalisability of this research
is necessary. Thus, replication logic was applied through the completion of multiple
case studies, as per Yin (2014) suggests, so as to improve the external validity
(generalisability) in the case study research.

49 Ethical Considerations

In general, research in social science is a human practice, with the ethical principles
needing to be afforded high attention from researchers owing to the central concept
in qualitative research being that of trust (Boeije, 2010). In other words, the
researcher must be able to morally defend the way in which the research was
conducted when faced with all parties involved in the study (Blumberg et al., 2014).
McNabb (2008, p. 20) interrelates the research ethics with doing the right things, and
defined the research ethics as ‘the application of moral standards to decisions made

in planning, conducting and reporting the results of the research studies’.

In the qualitative research, the respondent has several rights that must be protected.
Thus, Blumberg et al. (2014) suggest that, in order to protect these rights, the
researcher needs to take into his account three actions throughout the process of the
research design, namely give details about the benefits of the study, clarify

participants’ rights and protection and obtain informed consent.

Therefore, in this research, the recommendations outlined by Blumberg et al. (2014)
were followed in regards the three procedures during study design so as to ensure the
protection of the rights of the interviewees in the research. In the first instance, the
researcher has obtained ethical approval from Brunel College of Business, Arts and
Social Sciences Research Ethics Committee (see Appendix ) prior to conducting the
pilot study. Secondly, during any contact with organisations’ management, the
researcher needed to ensure the participants’ information sheet was attached with the
invitation email and letter (see Appendix Il) in order to ensure the benefits of the
study and rights of the participants during the interview were explained. Thirdly,
before all interviews, the researcher provided the participant with a consent form
(see Appendix IV) in order to ensure their acceptance of conversation recording

using audio tape and to communicate their rights during and following the interview.
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Confidentiality or anonymity is considered the most important requirement in
qualitative research, especially when conducting interviews. Thus, the readers of the
research report should not be able to identify which organisation or which persons
participated in the researcher (Flick, 2014). Therefore, in this research,
confidentiality and anonymity were achieved through the following actions. Before
starting field work, so as to facilitate the process of obtaining access to organisations,
the researcher got letter—from Brunel Business School (see Appendix I1). Following
the collection of the data, the researcher committed to the following: firstly, only the
interviewer had the right to access the audiotape, as well as all information gathered,
coded and anonymised; secondly, the transcript was carried out and checked by the
researcher so as to ensure accuracy and confidentiality; third, all information shared
with the researcher during the interview was kept strictly confidential, with any
information relating to the interviewees, such as names and addresses, removed.
Importantly, in regards this final consideration, the real name of the organisations

remained anonymous and were replaced with X, Y and Z.
410 Chapter Summary

In this chapter, the researcher has provided an introduction to the research
philosophy assumptions, methods and techniques, and research methodology. In
addition, the discussion has focussed on the research methodology to be employed in

this research.

The researcher employed an interpretive paradigm and applied a qualitative approach
using multiple case study strategy in order to investigate the role of frontline
employees as knowledge brokers between customers and organisation during the

service encounter, as well as to identify the critical factors that influence this role.

Furthermore, in this chapter, a justification of the reasoning behind the use of the
interpretative underlying epistemology, qualitative approach and case study for data
collection has been put forward. Furthermore, the data analysis technique used to
interpret the data was discussed in consideration to the data gathered through the use
of the semi-structured interview, non-participant observations and documentations.

Hence, in this chapter, the quality and rigour criteria underpinning the qualitative
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research were highlighted, with light shed on the main actions implemented in order

to reach a high level of quality in the research.

At the end of this chapter, the importance of the ethical considerations were
considered and shown, alongside the main actions employed in this research during
the processes of research design, data collection, data analysis, and findings

presentation.
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Chapter 5 : Multiple Case Studies: Analysis and Findings

5.1 Introduction

In the previous chapter, we discussed the research methodology and the justification
for utilising the qualitative approach and case studies design to conduct this research.
The purpose of this chapter is to present the finding of the data analysis of the three
case studies of the top three Jordanian commercial banks. This data was collected
primarily through the semi-structured interview with the Jordanian bank’s managers

and frontline employees.

This chapter has been broken down into three main sections. The following section
of this chapter provides the ‘within-case analysis’ and descriptions analysis of the
three cases based on the semi-structured interviews, documents, and observations.

The third section in this chapter provides summary of this chapter.

5. 2 Case Studies Analysis

The rest of this chapter has been allocated to provide the analysis and findings of the
empirical data collected from the field using the semi-structured interviews,
documents, and observations for the three case studies in the Jordanian banking
sector. To this end, following sub-sections present an introduction to each case as
well as the analysis and findings, as recommended by Yin (2014) with respect to the
multiple-research design. Hence, the main reason for using the multiple-case studies
design was to achieve replication logic by using three case studies, as well as to gain
more robust and generalisable results through cross-case analysis (Benbasat et al.,
1987).

The analysis of each case separately is called ‘within-case analysis’ (Miles and
Huberman, 1994). This means that an individual case study is analysed in a way that
is isolated from the rest of the other cases and without trying to bring evidence from
other cases the researcher is investigating (Maylor and Blackmon, 2005). The main
reason to use within-case analysis is to deal with each case individually in order to

reduce the high volume of data from multiple-case analysis, as Eisenhardt (1989, p.
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540) recommended that ‘within-case analysis can help investigators cope with this
deluge of data’. Hence, the within-case analysis offers a complete description of each
case (Creswell, 2009).

To this end, each case-analysis report provides the background of the case and the
organisational position of the individual who participated in this research. Then, it
presents information concerning CK that is created during service encounters. In
addition, each within-case analysis report also presents the interpretation of the
findings concerning the role of frontline bank employees as CK brokers. This
analysis further attempts to highlight the factors that inhibit or motivate frontline
employees to capture and share CK from the customer to the organisation during
service encounters in Jordanian bank sectors. All three of the cases utilise the same

format, as presented in Table 5-1 below.

1 > Case study background

Customer knowledge(CK) in the organisation
Knowledge for the customer

Knowledge about the customer

Knowledge from the customer

00 0 Vv

w
Y

KB during the service encounter

Factors impacting KB through frontline employees:
Individual-level factors

Organisational-level factors

Technological-level factors
Customer-knowledge-level factors

v|o o o o v

Case Summary

Table 5-1: Case analysis format
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5.2.1 Case Study 1: X Bank

Background and Overview

X bank was founded in the 70s of the last century as a public shareholding limited
company, and the primary focus of the bank was to provide housing financing. Over
time, X bank changed to become a comprehensive commercial bank, and it is one of
the most successful banks in Jordan, with the capital of X bank reaching USD 355
million in 2017.

In this vein, X bank possesses the largest branch network in the local banking sector
with more than 130 branches in Jordan, as well as the largest ATM network with
more than 225 ATMs spread throughout Jordan. The X bank group includes 55
international branches in Palestine, Syria, Algeria, the United Kingdom, and
Bahrain, as well as representation offices in Irag, the United Arab Emirates, and

Libya.

X bank is considered one of the most important banks in Jordan’s economy.
Furthermore, X bank is the second largest bank in Jordan in terms of net profit and
the number of employees (Central Bank of Jordan, 2017), with more than 2,400
employees in Jordan. The net profit of X bank amounted to about 183 million dollars
in 2016, and the management of X bank has achieved constant progress in increasing
bank profitability since 2009, as illustrated in Figure 5-1. In this vein, X bank has
also received the award for best bank in Jordan in 2016 according to the Banker
Middle East Magazine.

X bank is one of the leading banks in the Jordanian banking sector. For example, X
bank is the first bank in Jordan and the Arab world to launch savings account prizes
for their customers (in 1977), open a branch for children (in 1993), and adopt mobile

banking services (in 2014).
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Net- Profit of X bank
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Figure 5-1: Net profit for X bank in the last 10 years

Source: Annual reports of X bank

In the first case study, 11 semi-structured interviews were conducted in this bank
across three levels: first, at the top management level; then, at the middle manager
level (branch manager); and finally, at the frontline employees’ level. In addition, we
also used documentation and direct observations of frontline bank employees as
sources of evidence besides the interviews, as presented in Table 5-1. Yin (2014)
recommended using multiple sources of evidence to aid triangulation and to increase

the strength of the case study data collection.
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Participant | Hierarchal level Gender Years of Interview
(code) experience | duration (min)
R1 Top management M 21 21:20

R2 Top management M 19 19:24

R3 Middle management M 16 37:30

R4 Middle management M 25 42:50

R5 Middle management M 17 30:38

R6 Middle management M 18 37:22

R7 Middle management M 12 25:33

R8 Middle management M 13 17:07

R9 Frontline bank employee | M 5 18:18
R10 Frontline bank employee | F 4 23:39
R11 Frontline bank employee | M 6 21:05

A sample of the documents: The bank’s website, the bank’s annual report,
archival records, a report from the Central Bank of Jordan, and the publications
of the Jordanian Banks Association.

All the middle managers who participated in this research work both on the

front line and as branch managers (sales and service managers).

A sample of the observations: The interactions between the frontline bank
employees with customers during service encounters. In addition, the researcher
considered the frontline bank employees’ communication with their branch

manager regarding the capturing, creating, and sharing of CK.

Table 5-2: Interviewees and other sources of evidence (X bank)
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Customer Knowledge (CK) at X Bank

In service organisations, knowledge creation and sharing most often takes place
during the interaction between the customer and the frontline employees. Therefore,
the CK during the service encounters in X bank fall into three kinds, namely,
knowledge about the customer, knowledge for the customer, and knowledge from
the customer. In X bank, CK is essential for the CRM strategy, and it is crucial for
facing the high level of competition in the Jordanian banking sector. The head of
marketing and product development in X bank made the following comment:

R2: ‘The customer is the most important one in the service sector. Thus, the service
organisations always seek to satisfy the customer needs in order to keep a long-
term relationship with them. In this vein, the organisation primarily focusses on the
customer, and it needs to know what the customer needs. This is not just for existing
customers either, but for the potential customer as well, because we are facing

fierce competition in the banking sector. Hence, nowadays, if the customer does not
find what he needs in your bank, he will move to other competitors’.

The main attention in X bank goes towards the knowledge about the customer and
the knowledge for the customer during the service encounter, because the frontline
bank employees have to gather the knowledge about the customer, such as gender,
background, education level, and transaction history. The frontline bank employee is
also obligated to provide knowledge about the bank’s services and products for the
customer during service encounters, but gathering knowledge from the customer
through frontline employees still requires more attention. One of the branch sales

and services managers commented the following:

R8: ‘In our bank, we are sharing knowledge about the service and products, and
sometimes we are sharing the knowledge about the customer needs during our
formal and informal meetings. Also, we have to record all the transactions that
occurred with the customers during the service encounter or other interactions into
our database, but sometimes, in an informal way, the customer asks about some
services or needs, and for various reasons, our frontline employee does not report
this information to the management’.

Interpreting the interviews revealed that the management in X bank does not receive
the full CK created during the interaction between the frontline employee and the

customer. According to the head of retail banking services and products,

R1: ‘During the service encounter with the customer, a vast amount of knowledge is
exchanged between the customer and frontline bank employees, but unfortunately,
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very little of this knowledge moves up to the bank’s management with respect to
unmet customer needs or poor service quality’.

The frontline bank employees deal with all three types of CK during the service
encounters, while the knowledge ‘about’ and ‘for’ the customer are the most-shared
knowledge during service delivery. Obtaining the knowledge from the customer
during the service encounters remains the main challenge facing the bank
management, because most often, the knowledge from the customer takes the form
of tacit knowledge. One of the branch sales and services managers stated the
following in this regard:

R4: ‘The frontline employees are working directly with the customers, and they
work to provide the knowledge about the services and products to the customers
during the service encounter. Moreover, they are able to gain some information

and knowledge regarding the customer’s feedback and suggestions, but quite often,
this knowledge remains in the minds of employees’.

A similar comment was made by one of the frontline bank employees. He referred to
the importance of transferring knowledge to customers during the service
encounters:

RI10: ‘In our bank, we are sharing knowledge about the service and products with
customers and our co-workers, and sometimes, we are sharing knowledge about
customer needs during our formal and informal meetings. Also, we have to enter all
the transactions that occurred with the customers during the service encounter into
our information system, but sometimes, informally, the customer asks about some

services or needs, and for various reasons, not all the frontline employees report
this information to the management’.

The management of X bank understood the importance of obtaining the three kinds
of CK in order to sustain their competitive advantage and to improve their service
quality. Unfortunately, knowledge about the customer and knowledge for the
customer are the main forms of knowledge being sharing during the service
encounters in X bank, while knowledge from the customer still has not received as

much attention from the frontline bank employees and management.
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Knowledge-brokering (KB) during the Service Encounters at X Bank

The interpretation of data from X bank indicated that KB during service encounters
through X bank’s frontline employees is an integrated process consisting of two
main processes: KB for the customers and KB for the organisation, as illustrated in
Figure 5-2.

Axial Code Selective Code Key Theme

Frontline bank employees in
X bank are very professional,
and they are  usually
transferring knowledge about
the bank’s services and

products to the customers |5 KB for the customer >
during the service encounters,
and they try to help the
customers to understand the
advantages of such services
and products.

- KB during service
In some cases, the frontline

bank employees in X bank are
transferring the customers’
feedback and suggestions to
the  bank’s  management
through the bank’s |2 KB for the —
information system or to the organisation
branch’s  managers. The
frontline bank employees are
more apt to transfer feedback
that helps them to improve the
work during the service
encounters in  order to
eliminate the problems that
reduce the achievement of
targets required of them.

encounters

Figure 5-2: KB during service encounters at X bank
Service encounters in X bank are still the primary venue for exchanging knowledge
between the customers and the organisation, as most of X bank’s customers prefer
face-to-face interaction. Therefore, frontline bank employees play a critical role for
the organisation and customers because they have regular contact with the
customers, and they furthermore represent the face and voice of the organisation for
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the customers and the voice of the customer for the organisation during service
encounters. One of the middle managers reported the following view:

R4: ‘I agree with the importance of ICT in the service organisations, but in many
cases, the customer prefers to contact the bank through face-to-face interaction;
therefore, the bank’s information system is not able to capture the feedback from
the customer during the service encounter. Also, most of our customers do not like

to use the new application via mobile or Internet banking. Thus, the customer still
depends on the frontline employees during the service encounters’.

The role of the frontline employee in transferring knowledge for and about the
customer during service encounters is pivotal for the organisation and the customers,
because in many cases, the frontline employees are the only link between customer

and organisation.

In X bank, the frontline bank employee is considered one of the main sources of
knowledge about and for the customer. The frontline bank employees work as
knowledge brokers in two ways (for the customer and for the organisation), but their
role as a knowledge broker for the customers is more obvious. Mainly, they help the
customers to learn about the bank services or products, and they are ready to provide
the customer with knowledge about the service. In addition, if the customer needs to
know anything, he or she will ask the frontline employee about it; thus, in this case,
the frontline employee must have the answer and the ability to help the customer to
know as much as possible about the service and product, which was confirmed by
interviewees:

R2: ‘we have highly professional frontline employees compared to other employees

in service organisations. Thus, | argue that they are working as knowledge brokers

for customers because they know the services they provide to customers very well
and the majority of our employees are internal customers as well’.

R10: ‘The capturing and saving of CK during service encounters is one of the tasks
required from the frontline bank employees because we use the bank system to
conduct most of the customer transactions. Thus, transferring knowledge about
customers is considered an essential job of us’.

The X bank frontline employee needs to share knowledge in two ways: from the
organisation to the customer and from the customer to the organisation. Furthermore,
these employees are highly professional compared with other banks’ employees, and

they perform multiple tasks for the bank customers during service encounters. In
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addition, it has been observed that in X bank, the customer can finish all of his or her
transactions through contact with one frontline employee, and the customer does not
need to visit more bank employees to accomplish these transactions, unlike other
banks. This was confirmed by one of the branch sales and services managers:

R5: ‘In our bank, the frontline employees provide a variety of services for the
customer during the service encounters, and the customer can get all of those

services through contact with just one frontline employee. In addition, the frontline
employees also need to engage in cross-selling during the service encounter’.

All managers in this bank who participated in this study argued that the frontline
bank employees have the capability to act as knowledge brokers through transferring
CK from and for the customer. For example, the head of retail banking services
suggested the following:

R1: ‘Indeed, our frontline employees act as knowledge brokers because they offer
knowledge for the customer about the service and products, in addition to

transferring the customer’s needs and suggestions that have been raised during the
service encounters to the bank’s management’.

In X bank, the frontline bank employees are accustomed to transferring CK for
improving service quality to their manager or through the information system using
the intranet or Microsoft Outlook within the bank system. In addition, the frontline
bank employees in X bank focus on transferring the knowledge from the customer
about any complaint regarding the quality of service provided to them, because the
frontline bank employee is the first one to receive the customer feedback after
service is delivered. For example, the one of the middle managers reported the
following:

R4: ‘I remember that day when | was working as a frontline employee (teller). I had
a long queue of customers waiting for a service encounter. One of the customers
was chatting with me about the problem of the long line, and he gave me an idea of
how we could reduce the waiting time for the customer based on his experience
with banking sectors overseas. This is a kind of knowledge from the customer that

will help the organisation to improve the service quality, and the performance as
well’.

The X frontline employees have many options for reporting customer feedback
(knowledge from the customer) to the organisation. Specifically, they can transfer
this feedback either through the bank’s information system or to the direct manager.

In addition, there is a new initiative in X bank to share knowledge within the branch
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through conducting meetings every month with the employees in order to discuss the
bank services and products and to share knowledge about the organisation and
customer feedback, and they called this meeting the ‘knowledge meeting’. The entire
frontline bank employees interviewed emphasised that the bank’s management
provided all of the tools that help to share knowledge within X bank.

RI11: ‘We have a database to store all information about the customer and his
transactions, so if the frontline employee wants to contribute to this database, he is
able to do that, and he has the right to view the information about the customers
during the service encounter. On the other hand, we have a scheduled meeting on a
monthly basis at the branch level, and we call this meeting the “knowledge
meeting”. In it, our employees have the opportunity to exchange their knowledge

about the service and products in order to update their knowledge with the latest
knowledge in the organisation’.

The previous quotations demonstrated that the frontline bank employees share three
kinds of CK during service encounters within the bank, and they do this through

formal and informal meetings and through the use of the bank’s information system.

Factors that affect CK brokering through frontline bank employees at X bank

The analysis of the data collected from X bank indicates that the role of frontline
bank employees as knowledge brokers in X bank, with regard to sharing CK between
the organisation and customers, is not as it should be. Thus, the analysis reveals that
a set of factors inhibit the frontline bank employees in acting as knowledge brokers
between the bank and the customers during service encounters. The analysis of the
interviews also suggests that four main sets of factors affected KB during the service
encounters through the frontline bank employees, namely, organisational factors,

individual factors, technological factors, and factors related to the nature of CK.

1. Organisational-Level Factors
The frontline employees of X bank face many barriers that impede them in
successfully serving as knowledge brokers for the organisation and the customers.
The analysis of data reveals that at X bank; certain organisational factors influence

KB through frontline bank employees, as illustrated in Figure 5-3 below.

The main barrier stems from the traditional organisational view of the role of

frontline service employees, which limits this role solely to delivering the service.

Nayel Al Hawamdeh 127



Chapter Five: Multiple Case Studies: Analysis and Findings

The analysis of the data reveals that KB for the organisation through the frontline
bank employees is still not of great importance for X bank’s management.
Furthermore, the frontline bank employee’s role as knowledge broker for the
organisation is considered a voluntary task and is not compulsory for them, while
KB for the customer is a required action as part of the provision of services to
customers during service encounters. One of the middle managers commented the

following:

R8: ‘Capturing and sharing knowledge from the customer is not a mandatory task
for the front bank employee, and if he is unwilling to act in this role, no one can
force him to do so, while the frontline bank employee has to share the knowledge
for the customer during service encounters’.

A similar comment was made by one of the frontline bank employees, who

explained why they do not engage in KB for the organisation:

R10: ‘Some of our frontline employees do not share their CK for many reasons;
sometimes, they feel this knowledge is power for them, and because of this
knowledge, the organisation still needs them. Also, they believe that they will gain
some rewards because of this knowledge’.
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Axial Code

Selective Code

Key Theme

When the frontline bank employees perceive
organisational support, they will be more apt to engage
in KB during service encounters, and in particular, to
transfer and capture knowledge from the customer
during service encounters, because doing so is voluntary
work.

The X bank employees argue that receiving (moral and
financial) rewards will encourage the frontline
employees to act as knowledge brokers for the
organisation, as the current system’s rewards only
encourage the frontline bank employees to work as
knowledge brokers for the customers during the service
encounters.

1>

Frontline employees at X bank need training that
supports them in acting as knowledge brokers for the
organisation. Lack of training that helps the frontline
bank employees to capture and share knowledge from
the customer during the service encounter is impeding
KB.

Organisational
support

Mutual trust between the frontline employees and bank
management encourages the frontline bank employees
to engage in KB during service encounters, particularly
from the customer to the organisation.

An organisational environment that fosters KS and
learning encourages frontline bank employees to
engage in KB, while market culture encourages KB for
the customer more than for the organisation.

Organisational
culture

>

Such  organisational  structure  dimensions  as
centralisation, standardisation, and formalisation
influence KB during service encounters. These
dimensions lead to a lack of flexibility in dealing with
customers during the service encounters, and the
frontline bank employees are not able to capture and
share knowledge from the customer to the organisation.

The middle managers at X bank do not have the
authority to reward frontline bank employees when they
serve as knowledge brokers to the organisation.

>

Organisational
structure

Organisational
-level factors

Figure 5-3: Organisational-level factors that impact KB during service encounters at X bank
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During the interview with one of the managers at X bank, the researcher asked about
management’s role in gaining the full advantage of frontline bank employees as
knowledge brokers. The manager in question summarised the organisational factors

that affect KB during the service encounters:

RS: ‘Indeed, I think that the organisation can encourage their frontline employees
to capture and share the knowledge from the organisation to the customer and from
the customer to the organisation. Also, the organisation can achieve that through a
package of procedures, such as training programmes, reward systems (moral and
mandatory rewards), adopting the organisational culture that supports frontline
employee to be freer to gain and share knowledge within the organisation and with

customers, adopting organisational support for the frontline employee, and
spreading justice among organisation employees’.

Organisational Culture

The organisational culture is crucial for KS within the organisation. Indeed, when the
organisation appreciates employees who share their knowledge within the
organisation, this will encourage them to act as knowledge brokers to transfer

knowledge between the organisation and the customers.

The market culture dominates the culture of the X bank because of the high
competition in the banking sector between the local and foreign banks that work in
Jordan. The management of X bank maintains growth in profits compared to other
banks, as illustrated in the annual reports. The competition among employees in X
bank has increased due to the market culture and because of monetary incentives

being linked at the individual level to achieve the bank’s targets.

RY: ‘In our bank, there is high competition among our employees regarding
achieving the organisation’s targets because the bank’s management links the
rewards to the achieved targets. Indeed, our bank’s management raises the targets

every year, such as increasing the bank’s customers and sales. Thus, our employees
always try to gain these targets in order to receive extra rewards’.

The internal environment of X bank is vital for KS and KB through the frontline
bank employees during service encounters. Thus, if trust exists between the
employees and their organisation, this will be reflected in the behaviour of the
employees in the organisation and during contact with the customer as well. During
the interview with the head of retail banking services and products in X bank, the

following comment was made:
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R2: ‘The trust between the employees and within the organisation will give the
employees the ability to feel free to discuss the information about the customer or

the customer’s complaints about the service without fear of reactions from the
management’.

The majority of the participants from X bank argued that an organisational culture
that creates trust between the employees and bank management will encourage the
frontline employees to serve as knowledge brokers in two ways during service
encounters, namely, for the customer and for the organisation. In other words, the
trust between the employees and the organisation is crucial for maintaining the good
relationship between them, and this will facilitate the sharing of knowledge
concerning the customers’ needs, services, and products between the frontline
employees and managers. For example, one of the branch sales and services
managers in X bank commented the following:

R7: ‘High trust between the frontline employees and their managers encourages the
frontline employee to act as a knowledge broker to bring the knowledge about and

from the customer to their managers, because they trust their managers to mention
their contribution to the top management in order to gain rewards’.

X bank encourages employees to learn about everything new, and it provides a high
quality of training over the year for all employees. In addition, they also have a long-
term plan to develop the organisation and employees. Hence, X bank’s frontline
employees feel free to report about anything they think might help the bank’s
management and bank customers.

RI: ‘The employees in X bank can learn something new every day, and the
management of X bank provide all new training programmes about the new

services or technology adopted in our bank. Furthermore, X bank has also created
a culture of competition between the employees and the corporation as well’.

The analysis of the interviews and the observation reveals that the organisational
culture in X bank encourages the frontline employees to share knowledge about the
service and products with the customers during services encounters. Furthermore, X
bank’s management of encourage KS between the bank employees through formal
and informal methods.

R9: ‘KS is crucial in a service organisation. We used to conduct meetings every
month for all branch employees, and we call this meeting the ‘knowledge meeting’.
Also, we discuss our understanding about the service and products, and we try to
update our employees’ knowledge with anything new about the organisation,
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services, and products’.

The management of the X bank realises the importance of KS within the
organisation, and it focusses on encouraging the employees to share knowledge
about their experiences of the organisation and the customers through scheduled
branch-level meetings at the bank. The interpretation of the data collected from X
bank reveals that the organisational culture that supports KS and learning play a
critical role in encouraging or impeding KB through the frontline bank employees

during service encounters.

Organisational Support

The majority of the interviewees from X bank suggested that organisational support
is critical for encouraging frontline bank employees to act as knowledge brokers.
These employees work in stress-filled environment, and any organisational support
will help them to fulfil their job and to act as knowledge brokers through capturing
CK and transferring this knowledge to the customers, and from the customer to the
organisation. Most of the interviewees confirmed this, including one of the branch
sales and services managers:

RS8: ‘Organisational support is very important in service organisations because the
service employees are more prone to burnout and high workload during service
encounters. Thus, the frontline employee needs organisational support to keep
working in the first place. Hence, if the employee receives a sufficient amount of
organisational support to act as a knowledge broker, this support will encourage
him to do this job very well. Moreover, when the employee perceives organisational

support, he will work harder to meet the organisation requirements for transferring
knowledge to the customer and from customer’.

The interpretation of the data indicates that when frontline employees perceive
organisational support, they will be more active in capturing CK and transferring this
knowledge to the organisation. Conversely, the absence of organisational support
will reduce the loyalty of frontline employees, and they will not care about their
organisation or share their knowledge about or from the customers.

R6: ‘Organisational support is imperative for service employees because the
frontline employee needs this support to feel that his organisation has his back and

that if he does something well for the organisation, they will help him to keep doing
so. All of this will encourage the frontline employee to be more active’.

Despite how important the knowledge from the customer gained through frontline

Nayel Al Hawamdeh 132



Chapter Five: Multiple Case Studies: Analysis and Findings

bank employees is for improving service quality during service encounters, the
management of X bank has not afforded proper importance to frontline employees as
valid sources of this knowledge. However, they foster frontline bank employees to
gather knowledge about the customer and to provide knowledge for the customer,
but gaining knowledge from the customer during service encounters still lacks a

clear strategy in X bank.

RY: ‘Indeed, we use the bank intranet to provide our suggestions about how to
improve the service quality based on our contact with the customers during service
encounters, but unfortunately, most of the time, they ignore these suggestions. Also,
when they provide new products or services, they do not take our feedback
beforehand’.

As indicated by the majority of participants, the absence of organisational support
impedes frontline bank employee in acting as knowledge brokers, particularly in
capturing and sharing knowledge from the customer. The employees will be more

active in transforming CK when they perceive organisational support.

In this vein, most of the middle managers whom participated in this research
suggested that providing rewards for frontline bank employees when they transfer
valued knowledge from the customer to the organisation is crucial for encouraging
this behaviour. In addition, having a clear reward system for KB from the customers
to the organisation will encourage frontline bank employees to act in this capacity.
For example, one of the branch sales and services managers commented the

following:

R4: ‘Rewards are the principal motivation for the employees to do their job, also,
the presence of two types of rewards is vital for employees. These rewards will
encourage the frontline employee to act as knowledge brokers because the rewards

are considered a power that makes the employee work hard to gain benefits for the
organisation and for themselves as well’.

The management of X bank linked rewards with performance and with the achieved
targets. Hence, the employees in X bank earned monetary rewards based on their
performance. Because of this, they believe that sharing knowledge about the
customer and for the customer will help the frontline bank employees to complete
their job during service encounters and then achieve the bank targets in order to gain

the rewards. Evidence for this statement was found in the interviews with X bank’s
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managers. For example, the head of retail banking services and products commented
the following:

RI1: ‘In our organisation, we use reward systems to encourage employees to
improve their performance. To this end, we are comparing between target
performance and achieved performance to reward the employees. Thus, | believe

that the reward system will help the organisation to encourage the frontline
employee to share their knowledge’.

The management of X bank used to provide annual rewards to their employees when
they provided valuable suggestions that helped the bank to improve its performance,
reduce costs, and improve service quality. Surprisingly, there are no obvious rewards
for employees that capture and share knowledge from the customer during service
encounters. One of the branch sales and services managers commented as follows:
R6: ‘Indeed, in our bank, when the employee raises an idea or suggestion to help
improve the performance or reduce costs, the bank’s management rewarded him.

However, these cases are very few, because our organisation focussed on the
performance of the branch as a whole’.

This lack of rewards provided to employees when they capture and share knowledge
from the customer is viewed as one of the barriers that inhibit frontline bank
employees in acting as knowledge brokers during service encounters, and in
particular, for the organisation. One of the X bank’s frontline employees argued the
following:

RI11: ‘I think that if the organisation links the knowledge contribution of the
frontline employee to a reward system, this will encourage the frontline employee

to act as a knowledge broker to transfer knowledge from the customer to improve
service encounters’.

The interpretation of the data suggests that two types of rewards (financial and
moral) are vital in X bank for encouraging frontline bank employees to capture and
transfer knowledge from the customer, though the employees prefer financial
rewards such as monetary rewards more than moral rewards.

R2: ‘In our organisation, we are using the two kinds of rewards, mainly, monetary
and moral. We also have an annual ceremony to reward the best branch and the
best employee who demonstrated good performance and contributed to the

organisation’s knowledge. However, I have noted that in many cases, the
employees prefer to gain monetary rewards rather than moral rewards’.

A similar comment was made by one of the frontline bank employees:
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RI10: ‘Without a doubt, in our environment, we prefer the monetary reward, though
the moral rewards are essential as well. Thus, when the employees are earning
both rewards, they will be very proud and active in serving the customers and the
organisation. The moral rewards are crucial besides the monetary bonus because
the employees will realise that the management acknowledges and respects their
efforts in the organisation, and this will give the frontline employee more
satisfaction’.

The interviews confirmed that a lack of rewards hinders frontline employees in
serving as knowledge brokers during service encounters, while the presence of such

rewards encourages the employees to fulfil their role as knowledge brokers.

Organisational Structure

The majority of participants in X bank argued that the frontline bank employees’ role
as knowledge brokers during service encounters is affected by the organisational
structure. The analysis of the interviews, documentation, and observations from X
bank reveal that centralisation, formalisation, and standardisation comprise the main

organisational structure dimensions at X bank.

The high degree of centralisation and formalisation in X bank inhibits KB during
service encounters because the frontline bank employees do not have the direct
contact with top management they need in order to deliver their knowledge, and
because of high centralisation, middle managers lack the freedom to provide rewards
to frontline bank employees. Evidence of this was obtained through the interviews.
For example, one of the branch sales and services managers indicated the following:

R3: ‘The organisational structure influences the frontline employees in acting as
knowledge brokers for the organisation. In particular, the communication with top
management is considered a challenge for most of the bank employees. Therefore,
the centralisation design affects the role of a knowledge broker. | believe that the
tall organisational structural impedes the frontline employees’ role as knowledge
brokers because in many cases, the knowledge will freeze in their level. For this
reason, the frontline employees feel down, and they will not try to act as knowledge

brokers because they do not find the support from the organisation and their voice
will not reach to top management’.

In X bank, the working instructions are strict, and the bank employees do not possess
the authority to change these instructions. Therefore, the employees claim that the
high centralisation, formalisation, and standardisation of the organisational structure

in X bank does not encourage them to engage in KB during the service encounter.
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The majority of the participants from X bank’s middle management indicated
lacking rewards for the frontline bank employees when they transfer knowledge
from the customers to the bank’s management because of the organisational

structure.

R8: ‘In our organisation, the effect of the organisational structure is obvious on the
authority of branch managers, and the employees, as well. For example, if the
branch manager wants to reward any employees for acting as knowledge brokers,
he needs to get the acceptance of top management. Moreover, our frontline
employee does not have direct contact with top management to transfer CK to
them’.

R9: ‘However, at the end of every year, our top management rewards every
employee who made a good suggestion for our organisation. On the other hand, |
think the organisation can encourage the frontline employees to act as knowledge
brokers more if they empower the branch manager to reward the frontline
employees when they contribute to the organisational knowledge’.

The frontline employees of X bank face challenges in transferring knowledge from
the customer to the organisation because some of the middle managers still work as a
chain between the employees and the bank’s management based on the
organisational structure. Figure 5-4 illustrates the summary of the sources of
evidence that indicate how organisational-level factors affect KB during service

encounters in X bank.
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Figure 5-4: Summary of the sources of evidence that identified the organisational-level
factors that affect KB during service encounters at X bank

Figure 5-4 above illustrates the main sources that suggested organisational factors
affect KB during service encounters at X bank. The majority of the participants
suggested that the organisational culture, organisational support, and organisational
structure comprise the main organisational factors that inhibit or encourage frontline

bank employees to serve as knowledge brokers during service encounters in two
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ways.

2. Individual-Level Factors

Through investigating the individual factors that affect the KB of X bank’s frontline
employees during service encounters, it was found that the workload during service
encounters, the absorptive capacity at the individual level, and self-efficacy either
impede or encourage KB for the organisation and customers, as illustrated in Figure
5-5. For example, one of the middle managers at X bank suggested that KB during
service encounters is not successful because of certain factors:

R8: ‘In many cases, our frontline employees are facing some barriers that prevent
their role as knowledge brokers during service encounters. For example, high
workloads will weaken this role, as will a lack of training and skills or a lack of
awareness about the service and organisation. Also, it is sometimes not easy to

obtain knowledge about the services from the organisation database, and this
inadequate experience will affect things as well’.
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Axial Code

Frontline bank employees with high self-
efficacy are more apt to engage in KB
during service encounters. In contrast,
employees with low self-efficacy about CK
do not prefer to act as knowledge brokers,
and they do not share CK within the
organisation.

Selective Code

Key Theme

Self-efficacy

Possessing adequate knowledge about the
bank’s services and products is a
prerequisite  for the frontline bank
employees’ successful KB during service
encounters. Prior CK also helps the
frontline bank employees to act as
knowledge brokers for the customers and
then to identify a gap in the CK in order to
act as knowledge brokers for the
organisation.

Prior CK

Experienced employees of X bank are more
ready to work as knowledge brokers for the
customers, and they are also more capable
of capturing and sharing knowledge that
bank management demands from the
customers.

Job Experience

The ability of frontline bank employees to
understand CK from either the organisation
or the customers during the service
encounters plays a critical role in
encouraging or inhibiting KB during

Ability to understand

service encounters. CK

X bank’s frontline employees do not have

enough time during service encounters to

capture and transfer knowledge from the

customers to the organisation. The high Workload

workload  during service encounters
impedes KB through frontline employees.

Individual-level
factors

Figure 5-5: Individual-level factors that impact KB during service encounters at X bank
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Workload at Service Encounters

In X bank, frontline employees work in the mass-services setting because this bank
possesses a significant market share of Jordanian customers. This forces the
employees to deal with a large number of customers during peak days, such as
paydays at the end of the month. Many of the middle managers and frontline bank
employees who participated in this study claimed that the high workload is one the
barriers that inhibits frontline bank employees in acting as knowledge brokers during
service encounters. The frontline bank employees are not able to capture and share
knowledge from the customer when they are serving a large number of other
customers during service encounters. The interviews confirmed this effect on the
employees’ role as knowledge brokers. For example, one of the branch sales and
services managers commented the following:

R4: I think that the primary barrier is the heavy workload at service organisations,
because the most of these organisations have adopted the mass-service approach in
order to reduce operating expenses. For example, in our organisation, some of our

frontline employee serve and meet more than 200 customers daily during service
encounters’.

Continuing this, frontline bank employees are paying more attention to providing the
customer with knowledge about the services and the bank products. In addition, the
frontline bank employees most often work under pressure because they must deal
with a large number of customers and long queues during peak hours. Thus, their
focus shifts more towards fulfilling the customers’ requests rather than reading the
customer or capturing knowledge from the customer about the service quality.

R7: ‘The role of the frontline employees as knowledge brokers concerning the
transfer of knowledge from the customer to the organisation is not efficiently
practised at our bank for many reasons. For example, our frontline employees are
dealing with a large number of customers during service encounters, and their
main concerns are achieving the organisation’s target, such as a certain number of

credit cards. Thus, they pay most of their attention to serving the customers and to
gaining new ones’.

The findings indicate that the high workload during service encounters at X bank
impedes KB through the frontline employees. Additionally, the high workload’s
impact on KB for the organisation is more apparent because the frontline bank

employees’ role as knowledge brokers for the customer is considered part of their
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job during service encounters.
Prior Customer Knowledge

In X bank, the frontline employees’ prior knowledge about the services and products
Is the main prerequisite for their ability to act as knowledge brokers for the
customers and the bank. Possessing experience and adequate knowledge from the
organisation about the services and customers will help the employee to capture and
share the new knowledge from the customer. Conversely, lacking prior knowledge
about the services, products, and customers will impede their role as knowledge
brokers, as suggested by most of the interviewees in X bank.

R4: ‘The frontline employees are able to act as knowledge brokers to gain and
transfer knowledge from the customer to the organisation as long as they possess
the knowledge about the organisation’s products and services. In other words, the

frontline employees can succeed in fulfilling their role as knowledge brokers if they
know their work well’.

Job Experience

The experience of X bank’s frontline employees helps them to be more able to act as
knowledge brokers for the customers and then for the organisation, because more
experience makes them more able to define and fill the gap in the customer’s
knowledge. The majority of the participants stressed that frontline bank employees
with adequate experience are keener to engage in KB during service encounters. For
example, the head of retail banking commented the following:

R1 ‘Having the experience is very beneficial for frontline employees when acting as
knowledge brokers. Because when they possess more knowledge about the
organisation and the service, they will able to transfer knowledge from the
organisation to the customer. Also, in this case, they will have the opportunity to

develop the right relationship with the customer and, based on what they can
understand, the needs of the customers as well’.

Most participants from X bank indicated that having prior CK, including knowledge
about the customer and knowledge for the customer, supports frontline bank
employees in capturing and sharing knowledge from the customer to the bank’s
management. Conversely, lacking prior CK is considered a barrier to successful KB

during service encounters.
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RI10: ‘The main barrier that frontline employees face in acting as knowledge
brokers is the heavy workload at work and during service encounters. In some
cases, the employees also lack the adequate knowledge about the services and
products, and that will make them less able to understand new knowledge from the
customer and transfer this knowledge to the organisation. Thus, a lack of prior
knowledge will make the frontline employees tend not to work as knowledge
brokers, as their self-confidence will be very low’.

Ability to understanding Customer knowledge

The frontline employees’ ability to understand three kinds of CK, namely,
knowledge for the customer, knowledge about the customer, and knowledge from
the customer, will encourage them to engage in KB in two ways(for the organisation
and for the customers):

R8: ‘On the other hand, the role of frontline employees as knowledge brokers for
the organisation (transferring knowledge from the customer to the organisation) is
affected by some barriers, such as lack of motivation, lack of reward, lack of ability

to understand what the customers need, high workload, and lack of self-confidence
concerning the knowledge they hold’.

Self-Efficacy

The majority of the interviewees from X bank stressed that the frontline bank
employees who possess high levels of belief in their CK (knowledge for the
customer) are more able to act as knowledge brokers for the customer. Moreover,
when frontline bank employees have high levels of belief in their CK (knowledge
from the customer), they will be keener to act as knowledge brokers for the
organisation. Interviewees such as the head of retail banking services and products
stressed this point:

RI: ‘Indeed, there are some barriers that impede that role such as the lack of
accreditation of the knowledge from the frontline employees with respect to the
knowledge generated from the customers during the service encounter. Also, the

lack of self-confidence of the frontline employees is inhibiting the frontline
employees to share the new knowledge from the external environment’.

Conversely, the interviews also confirmed that frontline bank employees who
possess low self-efficacy about their CK usually do not engage in KB during the

service encounters, and in particular, KB for the organisation.
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R2: ‘In many cases, if the frontline employees do not have self-confidence or they
do not have trust in their knowledge, they will prefer not to share their knowledge
because they will be afraid of consequences of sharing not-suitable knowledge.
Thus, they are sometimes trying to avoid reinventing the wheel .

The analysis of the data reveals that the frontline employees’ level of self-efficacy
plays a critical role in encouraging or impeding their role as knowledge brokers

between the customers and the bank’s management.

Figure 5-6 below presents the main sources that referred to the individual-level
factors that affect KB through frontline bank employees during service encounters.
According to most of the X bank interviewees, the high workload during service
encounters inhibits the employees in engaging in KB for the organisation and for the
customer, because they prefer to serve the customers in order to achieve the bank’s
targets and to obtain rewards. Additionally, the absorptive capacity of the frontline
bank employees influences the success of KB during the service encounters. Beyond
this, the frontline bank employees who possess prior knowledge, good experience,
and the ability to understand CK are also more likely to engage in KB between the

customer and the organisation.
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Figure 5-6: Summary of the sources of evidence that identified the individual-level factors
that impact KB during service encounters at X bank

R8

R7

3. Technological-Level Factors

Interpreting the data gathered from X bank through interviews and observations
during the fieldwork reveals that the existing information’s system, and the absence
of a CRM system at X bank, are considered technological barriers for KB, as
illustrated in Figure 5-7 below. In addition, the findings also indicate that obtaining

CRMs will support X bank’s frontline employees during their interaction with the
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customers through allowing them to receive up-to-date knowledge for the customer

and about the customers.

Axial Code Selective Code Key Theme

X bank’s information system helps the frontline
employees to provide knowledge about the customer
and to acquire knowledge for the customers during |=>
service encounters.

X bank’s frontline employees are using bank emails
and telephone to share knowledge generated during |5,
their interaction with customers during service
encounters.

The job of frontline bank employees is not fully

automated at X bank, and they still need to spend L Bank’s
some time engaging in handwritten work for the new Information
customers during service encounters. -
system Technology-level
> factors

X bank’s information system does not offer full
knowledge about and for the customers to the frontline |=»|
employees during service encounters. In addition, the
bank’s information system does not let the frontline
employees store the CK created during service
encounters.

Using the full CRM-system package at X bank will
support the frontline bank employees in acting as
knowledge brokers for the customers and for the
bank’s management. The participants from X bank = Lack of CRMs |5
argued that using CRMs will supply the frontline bank
employees with the full knowledge about and for the
customers, and this will help them to better understand
the knowledge from the customers.

Figure 5-7: Technology-level factors that impact KB during service encounters at X bank
X bank has provided several e-channels for their customers, such as ATMs, Internet

banking, mobile baking, and a call centre. Six years ago, the management of X bank
updated the bank database about customers through implemented a new information

system. The information system at X bank is critical for the success of the entire
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bank’s transactions. In addition, the frontline bank employees use the bank’s
information system during service encounters to accomplish all customer
transactions and store all the knowledge about the customers. Beyond this, they also
use the system to acquire knowledge for the customer in order to deliver the bank
services and product to the customers.

RI10: ‘In our organisation, we have a database to store all information about the
customer and his transactions, so if the frontline employee wants to contribute to

this database, he is able to do that, and he has the right to view the information
about the customers during the service encounter’.

However, X bank does not use the full package of the CRM system. Instead, they
use the call centre services, Internet banking, and mobile banking, which help the
bank to gather knowledge about the customer. Despite this, in many cases, the
customers of X bank prefer to contact the organisation through face-to-face
interaction, and as a result, the bank’s information systems are not always able to
capture the feedback from the customer during service encounters. In addition, most
X bank customers do not like to use the new application via mobile or the Internet,
such as e-mobile; therefore, the customers still depend on the frontline employees
during service encounters. One of the X bank branch sales and services managers
reported the following:

R4: ‘I agree with the importance of new ICT in the banking sector, but in many
cases, the customers prefer to contact our bank through face-to-face interaction,
and therefore, our bank information system is not always able to capture the
feedback from the customer during service encounters. Also, most of our customers
do not prefer to use the new application via mobile or the Internet, such as e-

mobile; therefore, the customers still depend on the frontline employees during the
service encounter’.
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While the management of X bank has adopted a CRM strategy in order to maintain
long-term relationships with their customers, they still do not use the full package of
a CRM system. Most of the participants suggested that adopting the full package at
X bank will help the frontline bank employees to act as knowledge brokers during
service encounters because the CRM system will provide them with adequate
knowledge about and for the customers. Because of this, the frontline bank
employees will be able to obtain the CK that helps them to understand the customers,
which will reduce the time spent during service encounters and help the frontline
bank employees to capture and store knowledge from the customers. Figure 5-8
below illustrates the main sources at X bank that referred to the impact of technological-

level factors on KB during service encounters.
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Figure 5-8: Summary of the sources of evidence that identified the technology-level factors
that impact KB during service encounters at X bank

Nayel Al Hawamdeh 147



Chapter Five: Multiple Case Studies: Analysis and Findings

4. Knowledge-Level Factors

The scholars of KM have classified CK into three types: knowledge for the
customer, knowledge about the customer, and knowledge from the customer. These
three kinds of CK can be tacit or explicit knowledge. Knowledge from the customer
is the primary knowledge used to improve the quality of service and develop the
products, and the majority of knowledge from the customer that is gathered during
service encounters takes the form of tacit knowledge. Hence, capturing and sharing
tacit CK about the service quality remains one of the barriers facing X bank frontline
employees when acting as knowledge brokers to transfer this knowledge to the bank
management in order to improve service quality. It has been found that the nature of
the CK affects the KB during service encounters, as demonstrated in Figure 5-9

below.

Axial Code Selective Code Key Theme

X bank’s frontline employees obtain the

knowledge for the customers through the

bank’s information system and the .
interaction with their colleagues. Explicit CK

In many cases, these frontline employees
lack adequate knowledge for the
customer because not all of the
knowledge for the customers is available
to them.

Customer-
Frontline _employee_s at X bank face_> a knowledge level
problem in capturing and transferring
knowledge from the customer during the . factors
service encounters. Tacit CK

Capturing and sharing the customers’
experience during service encounters is
very difficult for the frontline bank
employees without proper training, and

it is also not easy to express this
knowledge to the bank management.

Figure 5-9: Knowledge-level factors that impact KB during service encounters at X bank
At X bank, the frontline employees deal with both tacit and explicit CK during
service encounters. The majority of knowledge for the customers is explicit

knowledge, while the majority of knowledge from the customers is tacit knowledge,
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and not all frontline employees are able to capture and share tacit CK during service

encounters. The interviews confirmed this.

R7: ‘In many cases, the customer does not prefer to talk about their expectations
and experience about the service. Thus, the frontline employee should be able to
gain this knowledge from the customer during the service encounter. However, not
all the frontline bank employees can read the customer without asking him
directly’.

Obtaining knowledge from the customer concerning their suggestions and ideas
remains challenging for X bank’s frontline employees, who need to spend extra
effort during service encounters in order to capture the customers’ experiences. On
top of this, the customers are most often not willing to share their explicit knowledge
concerning their feedback about the service quality either during service encounters.

R4: ‘Based on my experience, which is more 25 years in this bank, | have noted that
the customers usually do not want to talk about their needs directly. Instead, they
always wait for someone to encourage them to express that. Essentially, this is the
role of frontline employees during the service encounter. The knowledgeable
employee is deemed a source of confidence for the customer. Also, the customer
will be more comfortable engaging in dialogue with someone who is knowledgeable
about the service’.

Furthermore, X bank lacks adequate training to help the frontline employees capture
and transform knowledge from the customer to the bank’s management during the
service encounters. Instead, the majority of the training has been tailored to help the
frontline bank employees capture knowledge from the organisation and transfer this
knowledge to the customer in order to convince customers of the value of the bank’s
products and services. The frontline employees at X bank need more training to learn
how to capture and share tacit CK, such as the customer experiences and nonverbal
feedback, during service encounters.
R1: ‘Indeed, our frontline employees need extra training concerning how to capture
unmet customer needs and how to lure the customer to disclose these unmet needs.
Indeed, many of our customers, if they are not happy with our service quality, do
not give any comment, and they just leave us without any explanation. Hence, we
are very keen to hear their voice in order to improve our service quality, and in this

case, the frontline employees are the best solution to know what our customers
want’.

The frontline employees at X bank share tacit and explicit CK within the

organisation, while the explicit CK is the most common, such as knowledge about
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the customer and knowledge for the customers, as it is easy to obtain this from the
bank’s information system or co-workers. Tacit CK, on the other hand, is regarded as
tricky for the frontline bank employees because it requires extra effort during the
service encounters in order to be captured and shared, and not all of the employees
are able to understand this knowledge. Figure 5-10 below illustrates the main sources
at X bank that referred to the impact of the CK’s nature on KB during service

encounters.
Customer
knowledge-level
factors
VS Contains
Contains
2 Tacit customer
Lack of training knowledge
Frontline bank conceming taci impedes the
employees get the customer knowledge
knowledge for the br9kermg.

customer from the
bank’s information

Figure 5-10: Sources of evidence that identified the knowledge-level factors that impact KB
during service encounters at X bank

Summary of the Case Study (1)

The interpretation of the data collected from X bank through semi-structured
interviews, bank documents, and direct observation suggests that KB through X
bank’s frontline employees during service encounters is still in its infancy stage.
Moreover, these frontline employees are practising KB for the customers more than

for the organisation during service encounters. The majority of interviewees argued
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that the frontline employees act as knowledge brokers to transfer knowledge about
the customer and knowledge for the customer, but more effort is needed from the
bank’s management to help the frontline employees to transfer knowledge from the

customer.

The analysis of the empirical data from X bank exposes four sets of factors that slow
down KB during service encounters through the frontline employees: organisational-
level factors (organisational culture, organisational support, and organisational
structure), individual-level factors (Workload, , Self-efficacy, Prior CK, Job
experience, and Ability to understand CK) technological-level factors (existing
bank’s information system and the absence of a CRM system), and customer-

knowledge-level factors (tacit and explicit CK).

The investigation of KB through frontline bank employees during service encounters
reveals that KS is the fundamental process of KB, and the success of KB depends on
the KS between the frontline bank employees and the organisation. Moreover, the
findings of this case suggest that frontline bank employees contribute to CK
brokering through their contribution to three kinds of CK, while knowledge from the

customers remains challenging due to the tacit nature of such knowledge.
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5.2.2 Case Study 2: Y Bank

Background and overview

Y bank is among the top five local commercial banks in Jordan in terms of profit,
capital, branches, ATMs, and employees. Y bank was founded during the 1960s, and
it provides a wide range of products and services to both individuals and
organisations. In addition, Y bank employs a number of strategies intended to
improve its service as well as its information and technology infrastructure; it has
done so in order to enhance its competitiveness and advance its position through the

goal of providing high-quality service.

In addition, Y bank is among the top three banks in Jordan with regard to investing in
ICTs and human resources, which it accomplishes by providing high-quality training
for both new and existing employees, and it boasts the best training centre in the
banking sector as a result of using the virtual branch concept. Furthermore, Y bank is
keen to attract distinguished employees from other banks, and it strives to ensure that
its employees are professional.

Over the last 10 years, Y bank has undergone significant development in terms of
branch expansion, and it has further experienced a continuous increase in
profitability, as illustrated in Figure 5-11. The growth in the number of branches
reflects the rise in the number of customers and the bank’s increased market share.
Thus, despite the high levels of competitiveness within Jordan’s banking sector, Y
bank is able to satisfy customers’ needs and desires. Indeed, Y bank has more than
90 branches and over 1,700 employees in Jordan, and it has implemented electronic
services for its customers, including ATMs, online banking, phone banking, and call

centre services.

Y bank has focussed intensively on a CRM strategy, and it has a department that is
responsible for customer retention. The role of this department is to share
information concerning customer feedback and unsatisfied customer needs in order

to promote enduring relationships with clients.

Nayel Al Hawamdeh 152



Chapter Five: Multiple Case Studies: Analysis and Findings
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Figure 5-11 : Net profit for Y bank in the last 10 years
Source: annual reports of Y bank.

In the second case study (Y bank), ten semi-structured interviews conducted across
three levels: two interviews with top managers, six interviews with middle managers,
and two interviews with the frontline employees. In addition to the interviews, we
use the documentation provided by and the direct observations of frontline bank
employees concerning service encounter as sources of evidence, as shown in Table
5-3.

The next section provides the main findings from Y bank regarding their view to
customer knowledge (CK) at Y bank, CK brokering through frontline employees,
and the main factors that influence KB during service encounters.
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Participant | Hierarchal level Gender Year of Interview
(code) Experience | Duration (Min)
R 12 Top Management F 17 18:56
R13 Top Management F 13 27:52

R 14 Middle Management M 11 35:22

R 15 Middle Management F 9 37:25

R 16 Middle Management M 11 39:26
R17 Middle Management F 9 42:27

R 18 Middle Management M 11 45:24
R19 Middle Management M 16 42:39
R20 Frontline bank employee | M 2 16:25
R21 Frontline bank employee | M 1 19:22

A sample of the documents: The bank’s website, the bank’s annual report,
archival records, a report from the Central Bank of Jordan, and the publications

of the Jordanian Banks Association.

All the middle managers who participated in this research work both on the

front line and as branch managers (sales and service managers).

A sample of the observations: The interactions between the frontline bank
employees with the customer during service encounters. Inundation, the
researcher considered the communication between the frontline bank employees
with their branch manager with regard to capturing, creating, and sharing CK.

Table 5-3: interviewees and other sources of evidence (Y Bank)
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Customer knowledge (CK) at Y Bank

Having access to the three types of CK is critical in the banking sector for many
reasons; as such, Y bank pays great attention to obtaining knowledge about the
customers and for the customers during the service encounters. Indeed, it is very
clear that Y bank has implemented a number of initiatives intended to ensure that
knowledge about the customer during service encounters is obtained:

RI15 “We adopted the concept of ‘know your customer’, and we try to obtain as

much customer information as possible in order to provide the services and
products that customers seem to require according to what we know about them.”

A number of the interviewees noted that knowledge about the customers is very
important in terms of assisting management to maintain long-term relationships with
customers, as, if bank managers know their customers very well, they are able to
serve them appropriately and provide products and services that satisfy their
requirements. For example, one of the branches’ sales and services managers made
the following comment:

RI18 “In our bank, we use the concept of CRM and a ‘know your customer’ (KYC)
initiative in order to be in compliance with anti-money laundering regulations, as
well as to identify what we can provide to our customers. Thus, we ask our frontline
employees to obtain information concerning their customers’ backgrounds during

service encounters, as it is helpful in developing long-term relationships with
customers.”

Within Y bank, there is a department that is responsible for collecting service
improvement suggestions from employees. Thus, when frontline employees wish to
share their knowledge concerning how service quality might be improved, they can
do so by sending emails to their branch managers; thereafter, their managers will
send suggestion to the department, which will then consider these ideas and tap into
the knowledge provided. The quality assurance manager in retail banking
management made the following statement:

R12 “The frontline bank employees have several channels to transfer their CK to
the management of the bank. Hence, they can send an email, use the telephone to
contact with us to share their suggestions, as well as they able to share this

knowledge with their managers and they can raise this knowledge through the bank
meetings with top management.”
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The primary focus of the bank’s management is to gain knowledge about the
customer and provide the knowledge for the customer during the service encounter.
Also, the necessity to get knowledge about the customer is evident in the Bank's

instructions and policy.

The knowledge of customers obtained during service encounters is important for Y
bank in terms of identifying customer needs and satisfaction, as well as improving
service and developing new products. In order to have access to this knowledge, Y
bank attempts to obtain it from customers using several tools; in addition, the bank
uses the knowledge from the customers to create knowledge for the customer.

The quality assurance manager in retail banking management made the following

statement:

RI12 “We have allocated a special communication channel for customers and
employees to pass on their feedback concerning our services and products to our
department. In addition, we keep following our customers to ensure that we provide
them with high-quality services. Therefore, we dealing with the CK in two ways:
One from the branches to bank’s management and another one from bank’s
management to the branches.”

The management of Y bank is aware of the benefits offered by the CK that can be
obtained during interactions between customers and the frontline employees.
However, obtaining this knowledge is still challenging for the bank’s management,

as the majority of it is tacit knowledge, such as customer experiences.

With regard to this topic, one of the sales and service managers made the following

comment:

R16 “Without a doubt, our bank’s management has realised the importance of the
knowledge that is generated by frontline employees and customers during service
encounters, however, some barriers impede the full tapping of this knowledge.”

Despite the fact that the three kinds of CK are critical for any service organisation,
knowledge obtained from customers is most important with respect to ensuring
quality of service, developing new products, and managing customer relationships.
The Head of the Core Segment and Products Office made the following comment:

RI13 “We seek to obtain knowledge from customers such as feedback concerning
services or products through frontline bank employees, and, based on this
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knowledge, we quite often improve our services with the intention of maintaining
existing customers and attracting new ones.”

Obtaining CK is considered to be the first step toward customer satisfaction, while
gaps in terms of CK may lead to losing customers and competitive advantage within
the banking sector. Hence, the CK generated during service encounters functions as a
primary indicator of customer satisfaction and unsatisfied customer needs. A sales
and service managers noted that:

R17 “In many cases, the main reason behind the bank’s failure to retain customers

and prevent them from switching to other banks is that they did not receive
customer feedback regarding the service quality at the appropriate time.”

All of the interviewees from Y bank admitted that the frontline employees make a
significant contribution to organisational knowledge, particularly in terms of the CK
that is generated during service encounter interactions. The CK obtained as result of
interactions between customers and frontline employees is considered to be valuable
when it comes to improving service quality and developing new products. However,
the frontline employee is the first bank employee to receive customer feedback
during service delivery and at the points in time when customers compare their
expectations with the actual performances of the services. A sales and service
manager made the following comment:

R19 “The frontline bank employee is the last person who delivers service to the
customer during service encounters and the first to receive the customer's reaction
about the service quality. Thus, if the frontline employee accurately relays either
positive or negative customer feedback regarding a particular service, this

information will prove helpful to the organisation in terms of improving its
services."

A similar comment was made by the quality assurance manager involved in retail
banking management:

RI12 “In our bank, frontline employees always contribute to the bank’s knowledge;
in addition, they deliver feedback from the customers, and they also give us their
feedback about products and services. Hence, | think that they contribute about 30-

40 percent to the projects that are concerned with improving service quality in our
bank.”

However, the bank’ management realised the benefit of knowledge from the

customer during the service encounter concerning improving service quality and new
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products. Hence, capturing and sharing knowledge from the customer during service
encounters through frontline bank employees in Y bank is still need more attention
from frontline bank employees and bank’s management to get the full advantage of

this knowledge.

Knowledge-brokering (KB) during service encounter at Y bank

In Y bank, the interactions that occur between frontline employees and customers
during service encounters are considered to represent the best opportunity to
exchange and obtain the three kinds of CK and, in particular, knowledge from
customers. KB during the service encounter in Y bank consists of two main
processes KB for the customer and KB for the organisation as shown in figure (5-12)
below. The frontline bank employees during the service encounters provide the
services and the products, as well as due to the nature of bank services and products
the customers need to get knowledge from the bank to accomplish these transactions.
Thus, the frontline bank employees serve as a knowledge broker for the customers,
and in some cases, they act as knowledge brokers for the organisation through
capturing and sharing knowledge from the customers to the bank’s management

concerning customer’s feedback and customer’s suggestions.
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Axial Code Selective Code Key Theme

The role of frontline
bank employees has
shifted from the
traditional one to that of
acting as advisors who KB for the customer

provide customers with 9 >
all of the knowledge
they  require  about
services and products

during service
encounters. encounters

KB during service

The transfer of
knowledge from the

customer to the KB for the
organisation during = organisation }
service encounters

remains inadequate at Y
bank, and it is still an
individual initiative.

Figure 5-12: KB during service encounters at Y bank.

Moreover, frontline bank employees frequently share the new knowledge obtained
from customers in order to improve upon the quality of services and products. The
Head of the Core Segment and Products Office made the following comment:

R13 “Frontline employees always strive to improve the things that will help them to
sell the bank's products to customers. Thus, if they are exposed to some ideas or
suggestions that might help in this regard, they attempt to report them to
management in order to improve upon the bank’s services or products. In fact, most
of the ideas that come from frontline employees are the results of interactions

between frontline employees and the customers, as well as from customers’
experience with other banks.”

In the banking industry, services encounters are considered to be the engines of
banks, and frontline bank employees are the engine fuel. Frontline bank employees
represent the face of management to the customer, and they represent the customer
front to a bank’s management. At Y bank, management has realised the importance

of frontline bank employees as a source of CK that can be used to improve upon the
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bank’s services and products. The quality assurance manager involved in retail
banking management made the following observation:

R12 “In our bank, the frontline bank employees represent the critical chain between
the customers and bank. In other words, the frontline employees have a primary
role in our bank because they are the main engine for the bank business and they

work in the market. Thus, if they provide any ideas or feedback, we must study their
suggestions and make changes based on this feedback insofar as we can.”

The frontline employees at Y bank work as representatives and gatekeepers between
the bank's management and its customers. Thus, they function as knowledge brokers
that facilitate the exchange of knowledge (about customers, from customers, and for
customers) between customers and the bank’s management. The Head of the Core
Segment and Products Office made the following statement:

R13 “The importance of the frontline bank employees stems from the two roles that
they play: frontline bank employees are the face of the bank for the external

environment, and the frontline bank employees are considered to be the voice of the
customer with respect to customer feedback.”

The interactions that occur between frontline employees and customers during
service encounters are considered to be the heart of the work conducted at Y bank
because, in many cases, customers do not need to contact any bank employees other
than those at the frontline. In addition, frontline employees represent the bank front
to customers:

RI13 “Frontline employees make a significant contribution to the process of
developing and improving service quality based on their feedback, which is the
result of their interactions with customers during service encounters. Frankly, in
many cases, we have received good ideas and suggestions from the frontline

employee, and, after examining the quality of these suggestions, we apply them to
our services and products.”

A knowledge broker is a person who is able to deliver knowledge to those who need
it at the right time and place; thus, frontline employees are considered to be
knowledge brokers because they are able to provide knowledge to the customer
during the service encounter. In addition, the interviews provided the following
insights:

RI12 “Frontline employees deal with different types of customer characters, and
customers’ moods changes from time to time;, however, our frontline bank
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employees are aware of the importance of delivering knowledge of services and
products to customers at the right place and time.”

R14 “Naturally, a frontline bank employee is the first source of the knowledge
about customers. Hence, the management of our bank appreciates the role played
by frontline bank employees as a significant source of CK; therefore, we support
those who serve in this role through a package of training programmes intended to
empower frontline employees to improve service quality and obtain knowledge from
the customers.”

An analysis of data that were gathered from the interviews and the direct
observations revealed that frontline bank employees at Y bank play a substantial role
in terms of capturing knowledge and sharing knowledge obtained from customers
with the organisation and knowledge from the organisation with customers during
service encounters. However, the role that the knowledge broker plays for customers
(i.e. transferring knowledge about services and products from the organisation to
customers) is practiced more frequently than that he or she plays for the organisation
(i.e. transferring knowledge from customers to the organisation). One of the
interviewees made the following observation:

R18 “In our bank, we have moved from the customer service-oriented stage during
interactions with customers to the consultant-oriented stage. Thus, the role of
frontline bank employees has changed, as it is no longer exclusively focused on
providing services and products to the customers; rather, their role has been

extended to become consultants who are intended to help customers to overcome
their challenges, as we know what customers need.”

At 'Y bank, management’s efforts are focused on encouraging frontline employees to
act as knowledge brokers for customers in order to provide knowledge concerning

services and products to clients.

However, the role played by frontline employees as knowledge brokers for the
organisation still requires more attention and organisational support. Certainly,
transferring knowledge to customers during service encounters is considered to be a
vital task performed by frontline employees in a service organisation, whereas
transferring knowledge from customers to the organisation is still considered to be
voluntary work on the part of frontline employees. All of the interviewees from the
bank that participated in this study noted that frontline bank employees serve as

knowledge brokers for customers during service encounters:
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R20 “When we open a new account for the customers, we get all the required
information about them. Also, during service encounters, we have to serve the
customer as best we can by providing all the information he or she requires about
the bank’s services and products, furthermore, we need to cross-sell other products
and services.”

The analysis of the data reveals that, at Y bank, frontline bank employees act as
knowledge brokers during service encounters by contributing to the three kinds of
CK, namely knowledge for the customer, knowledge about the customer, and
knowledge from the customer. Moreover, the findings of this research distinguish
between the two kinds of KB during service encounters, namely KB for the customer
and for the organisation. However, an analysis of the results shows that the success
of frontline bank employees in their role as knowledge brokers for the organisation
depends primarily on their success as knowledge brokers for customers.

Factors that affect CK brokering through frontline bank employees at Y bank
An analysis of the data revealed that the frontline bank employees of bank Y more
frequently work as knowledge brokers for customers than for the organisation; in
other words, frontline bank employees transfer knowledge of services and products
from the organisation to the customer. However, the transfer of knowledge obtained
from customers during service encounters to the organisation remains very rare. An
analysis of the data collected from Y bank exposed a set of barriers that restrict the
ability of frontline bank employees to serve as knowledge brokers for the
organisation by transferring the knowledge obtained from customers concerning their
experiences and feedback.

1. Organisational -level factors

At Y bank, KB during service encounters has been affected by a number of
organisational factors that affect KB from the customer to the organisation. In the
following section, we identify the primary factors that were mentioned by the

interview participants from Y Bank as shown in Figure 5.13.
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| Axial Code I | Selective Code I Key Theme

The absence of a rewards system when it
comes to transferring knowledge from
customers to the organisation impedes
KB during service encounters. »‘

A lack of engagement on the part of
frontline bank employees in the new

product and service development process support
impedes KB during service encounter. r‘ »

Organisational

Having a suitable training program in
place  will assist frontline bank

employees to act as knowledge brokers I"
for both customers and the organisation.

Having a KS culture helps the frontline
bank employees to act as a knowledge ’-
broker.

Having a culture that supports learning Organisational Organisational-
will encourage frontline bank employees

to act as knowledge brokers.

culture level factors

Having healthy levels of internal
competition among employees *
encourages frontline bank employees to P.
serve as knowledge brokers in two
distinct ways.

The hierarchy organisational structure in
Y bank impedes KB for the organisation
through the frontline bank employees

during the service encounters.
Organisational *

structure

The middle management at the Y bank
play critical role concerning hinders or
encourage frontline employees to transfer P
knowledge from and for the customer
during the service encounters.

Figure 5-13: Organisational-level factors that impact KB during service encounters at Y
bank
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Organisational support

At Y bank, organisational support is considered to be a critical factor in terms of
encouraging frontline employees to engage in the KB process during service
encounters. Frontline employees are able to serve as knowledge brokers for the
organisation if they perceive themselves as having organisational support, as KB for
the organisation remains a voluntary task when compared with KB for customers.
The majority of the interviewees stated that the existence of organisational support
encourages frontline employees to act as knowledge brokers for both customers and
the organisation. For example, one of the sales and service managers made the
following comment:

R19 “I am quite sure that frontline employees will work as knowledge brokers if
there is a positive atmosphere in a bank branch and if a branch manager

encourages his or her frontline employees to share knowledge obtained from the
customer and knowledge with the customer.”

Moreover, the Head of the Core segment and products office reported the following
view:

R13 “...I always say that there is room for improvement in our bank. Thus, we have
to hold more meetings with frontline employees, and we need to shed light on the

employees who contribute to the bank’s knowledge, as doing so will encourage
frontline employees to transfer their knowledge to the organisation.”

On the other hand, the absence of organisational support was identified by the
majority of the interviewees at Y bank as a major barrier that impeded frontline bank
employees when engaging in the KB process in order to capture knowledge from
customers during service encounters and to share it with the organisation. For
example, one of the frontline bank employees made the following comment:

R21 “The organisation does not require frontline employees to transfer knowledge
obtained from customers, and not much effort is invested in encouraging frontline

employees to serve as knowledge brokers; instead, we are asked to serve the
customers and to cross-sell during service encounters.”

This view was confirmed by one of the sales and service managers, who made the

following statement:

R14 “Our frontline employees are represent a treasure trove of information
concerning the needs and desires of both customers and competitors, but the bank’s
management has not yet tapped into this source.”
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At Y bank, there was no reward system in place intended that is intended to
encourage frontline bank employees to work as knowledge brokers who transfer CK
from customer to the organisation. Many of the interviewees from Y bank stated that
no financial rewards are offered to frontline bank employees when they report
customer feedback or ideas and suggestions that might assist the organisation in
attempting to improve the quality of services and products. However, in some cases,
the management of Y bank has provided moral rewards for such engagement with
respect to frontline bank employees transferring knowledge from customers to the
organisation. For example, one of the sales and service managers made the following
statement:

R17 “While there is no reward for this role, as a manager I keep such contributions
in mind when we evaluate the performances of frontline employees. In addition, in

some cases, employees might receive thank-you letters due to such contributions,
but there are no clear procedures for rewarding employees in such situations.”

Furthermore, one of the frontline bank employees reported the following:

R21 "In our bank, an initiative has been launched by the HR department that is
intended to select the employee of the month. We refer to this as the ‘ldeal
employee of the month’, and this initiative is sponsored by the Chairman of the
Board of Directors. They select employees who offer anything unusual to the bank,
such as transferring knowledge from the customer or providing valuable
suggestions; however, financial rewards are only associated with branch sales. ”

On the other hand, Y bank provides financial and moral rewards to its employees
when they achieve certain targets, such as increasing profitability or the number of
customers. One of the sales and service managers reported the following:

R14 "Frontline bank employees are the only ones who are able to transfer the
knowledge obtained from customers during service encounters, but the bank’s
management cannot force frontline employees to perform this job alongside their
primary duties. In addition, we attempt to encourage them to do so through

considering their contributions when we evaluate their performance; this is done in
order to encourage them to perform this task, as there is no direct reward for doing

12

SO.

The majority of the participants from Y bank indicated that frontline bank employees
do not participate in the process of developing services and products, as their
responsibility is limited to selling such products to customers. Furthermore, the
management of Y bank receives feedback concerning new services and products

from frontline bank employees after they have provided them to the customers, not
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before. For example, the Head of the Core Segment and Products Office reported the
following:

RI13 “In our bank, we provide rewards to all employees based on their
performance; however, encouraging frontline employees to feel engaged is
considered to be a real motivation for them to capture and transfer their knowledge

to the organisation. Indeed, based on our culture, the reward and punishment
system frequently drives employees towards achievement.”

An analysis of the data obtained from Y bank reveals that frontline bank employees
are not entirely engaged in terms of transferring their knowledge of products and
services to customers. Moreover, the lack of organisational support to frontline bank
employees is one of the factors that not encourage them to engage in the process of

KB especially for the organisation.
Organisational culture

Indeed, all six middle managers from Y bank stressed that the bank’s management
supports the bank’s employees in terms of on-going learning and assists them in
sharing their knowledge within the organisation through several channels. One of the
frontline employees reported the following:

R20 "In our branch, we meet at the beginning of each day before opening the bank
to the customers; the purpose of these meeting is to discuss the problems that we

are confronted by and the best approaches to overcoming particular issues and
exchanging experiences.”

The organisational culture of Y bank is indicated to support KS, and it has been
found that sharing knowledge has becomes one of most prominent dimensions of the
bank’s organisational culture. One of the sales and service managers made the
following comment:

R19 “We use meetings and emails t0 share knowledge within our branch. In
addition, | have created a WhatsApp group for all of the employees at my branch,
and, through this group, we share knowledge with each other; furthermore, if

someone obtains any information that might prove helpful to our bank, he or she
will share it. “

Furthermore, the management of Y bank encourages employees to develop
themselves in order to improve their performance. Thus, at Y bank, there are high
levels of internal competition among the employees when it comes to promotion, as
employees receive promotions based on their performance and the targets that they

have achieved. On the other hand, the management of Y bank offers the bank's

166



employees the latest training workshops in order to empower them to serve the
customers in the best manner possible. The Head of the Learning and Development
Department made the following statement:

RI18 “In our bank, there are high levels of competition among our employees, and
management has the objective of developing employees in such a manner that they
are motivated to increase productivity. Thus, employees who have skills and

continually strive to improve themselves will receive promotions and high positions
within our bank, regardless of their job tenure.”

In Y bank the market and hierarchy culture remain the dominant organisational
cultures at Y bank, despite management’s attempts to develop a distinctive
organisational culture through focusing on supporting the employees in on-going
learning and providing them with adequate training programmes. Furthermore, Y
bank’s management encourages its employees to obtain knowledge for customers
and to share knowledge within the organisation using both formal and informal
means. However, the organisational culture in Y bank plays a substantial role in
order to encourage the frontline bank employee to engage in the KS but the KB
process not fully supported by the organisational culture that focuses on internal
competitiveness that depends on achieving the targets and increasing knowledge for

the customer.

Organisational structure

The analysis of the interviews and the bank documents showed that the organisation
structure in the Y bank is hierarchy structure and there high level of the
centralisation, formalisation and standardization.

R19 “In our bank the organisational structural very important because we have a
big bank and our branches in different cities; therefore, we have standard

regulations, and in many cases, we need to contact with bank's headquarter of the
bank to get their approval in some decisions concerning daily work."

The interpretation of the data revealed that the hierarchy structure in Y bank impact
the KB through the frontline employees during the service encounters, as well as this
structure causes the lack of communication between the frontline employees and
with the bank’s top management and this will increase unwillingness of them to
contributing their knowledge. Moreover, lack of flexibility in this structure will

slowdown transferring CK to bank’s management through the frontline employees.
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The Head of the Core Segment and Products Department made the following

comment:

RI3 “............ we conduct regular meetings with the branches managers to get
their feedback and suggestions as well. Thus, the frontline bank employees can pass
their feedback to the branch manager, and the branch manager delivers this

knowledge to us because we have more than 70 branches and we try to get their
feedback as much as we can.”

The hierarchy organisational structure at Y bank allow the middle managers to work
as a link between the frontline employees and top management; thus they play a
critical role concerning support the frontline employees to get the knowledge for the
customer and encourage them to contribute knowledge that obtained from the
customers. Also, the branch managers at Y bank work as a filter for the frontline
employees' knowledge that generated during the service encounter before they reach

top management.

R17 “Thus, when the frontline employee wants to share his knowledge concerning
how to improve service quality, he can do that through send an email to his branch
manager and then his manager will send this suggestion to the employees in that
department.”

Organisational structure in Y bank influence the KB through the frontline bank
employees and it in many case inhibit the frontline bank employees to contributing
their CK to the organisation because of the hierarchy structure. Figure (5-14) below
illustrates the main sources at Y bank that referred to the organisational-level factors

that impact KB during service encounters in the Y bank.
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Figure 5-14: Summary of the sources of evidence that identified the organisational-level

factors that affect KB during service encounters at Y bank

The previous sections illustrate that the organisational culture, organisational support

and the organisational structure at Y bank influences the KB through frontline bank

employees during the service encounters.
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2. Individual-level factors

An analysis of the data gathered from Y Bank using the semi-structured interviews,

observations, and documentation indicates that successful KB for the organisation

during service encounters depends on the success of KB for the customer. Figure (5-

15) below shows the surmises the main individual - level factors that affect KB

during service encounter at Y bank.

Axial Code

Selective Code

Key Theme

A frontline employee with a high
level of self-efficacy is better able to
act as knowledge broker between a
customer and the organisation during
a service encounter.

P1

Self-efficacy

>

The experience level of a frontline
employee is a fundamental factor in
terms of improving his or her ability
to serve as a knowledge broker for
the customer.

P

Having adequate knowledge of
services,  products, and the
organisation is considered to be a
prerequisite for KB from the
customer,

The ability to understand the
knowledge obtained from a customer

Job Experience

Prior CK

Ability to understand

affects the KB process during the K
service encounter.
High and low workloads impede
successful KB during service
encounters, while moderate b
Workload

workloads encourage frontline bank
employees to act as knowledge
brokers.

>

Individual-level

Factors

Figure 5-15: Individual-level factors that impact KB during service encounters at Y bank.

Self-efficacy

An analysis of the interviews established that frontline bank employees are

considered to be the heart of the KB process during service encounters. The majority

of the interviewees indicated that there are particular factors that influence KB at the

individual level and employees’ willingness to act as knowledge brokers during
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service encounters. Hence, the majority of the participants noted that self-efficacy is
very important in terms of encouraging frontline bank employees to act as
knowledge brokers between customers and the organisation. Furthermore, a self-
efficient frontline employee is better able to transfer knowledge from and to the
customer during a service encounter because he or she will have the power of
knowledge. One of the sales and service managers made the following comment:

R16 “Having self-confidence and respect for customers will help frontline
employees to develop relationship with customers, while customer relationships

built on credibility and transparency will promote customer loyalty toward the
bank.”

In this vein, one of the frontline bank employees argued that self-confidence is a
critical factor with respect to encouraging frontline employees to be more active in

terms of serving as knowledge brokers:

R21 “A shy employee will undoubtedly not be successful as a knowledge broker
because, if you want to serve as a knowledge broker, you have to have an open
mind when engaging in dialogue with customers.”

It seemed clear that the frontline bank employees with high Self-efficacy are more
able to serve as knowledge broker between the organisation and customer during the
service encounter, while the low Self-efficacy is considered as a barrier to the

frontline bank employees to engage in the KB process in two ways.
Workload

The mass service setting is the typical situation in Y bank: Frontline bank employees
deal with a large number of customers during service encounters through face-to-
face interaction. In addition, the frontline bank employees at Y bank work either as
tellers or customer services employees, both of which offer a full range of services to
customers in one setting. The Head of the Core Segment and Products Department
made the following comment:

R13 “Our frontline employees provide all of our services and product to customers
in one sitting, and they have no need to consult other bank employees.”

There is no consensus concerning the impact of a high workload on the ability of
frontline bank employees to act as knowledge brokers. A number of the participants
argued that a high workload will not help frontline bank employees to act as
knowledge brokers between the customer and organisation; hence, it seems that a

heavy workload will impede frontline employees in terms of acting as knowledge
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brokers between customers and the organisation. A sales and service manager made
the following statement:

R14 “In many cases, a high workload during service encounters limits the ability of
frontline bank employees to act as knowledge brokers. It is challenging for frontline
bank employees to capture knowledge from customers and transfer it during service
encounters when there is a long queue of customers waiting for service from

frontline employees, and these employees are obliged to also offer these customers
high-quality service.”

One of the frontline bank employees made a similar comment with respect to the
impact of a high workload on KB during service encounters:

R20 “To be honest with you, the bank targets that branches and employees are
required to satisfy are very high, and it quite often the case that we are unable to

achieve the bank’s targets, cross—sell, and capture knowledge from customers at
the same time.”

In contrast, a number of the interviewees suggested that a high workload does not
affect frontline bank employees’ ability to act as knowledge brokers because doing
so depends on the ability of a frontline bank employee to manage his or her time
during service encounters. The Head of the Learning and Development Department

made the following comment:

R18 “A high workload is not considered to be a barrier, as frontline employees
need to arrange their priorities in such a manner that they can both offer services
and products to customers and focus on the targets; however, a failure to set
priorities will frequently lead to the opportunity to capture knowledge from a
customer being ignored.”

On the other hand, many of the interviewees of Y bank expressed the belief that a
moderate workload encourages frontline bank employees to act as knowledge
brokers who transfer knowledge from the customer to the organisation. For example,
one of the sales and service managers made the following statement:

R19 “Interaction with a high number of customers will help frontline bank
employees to obtain new and varied CK, while an extreme workload might limit the
ability of frontline employees to act as knowledge brokers. Therefore, a moderate
workload during service encounter will prove very beneficial in terms of providing

frontline bank employees with opportunities to transfer knowledge in two
directions.”

The low and high workload during service encounter imped the KB process between
customer and organisation, while the moderate workload encourages the KB process

for the customer and organisation.
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Prior Customer Knowledge

The researcher asked the participants to identify the primary barrier that limited the
ability of frontline bank employees to serve as knowledge brokers between the
customer and organisation and to transfer CK from the customer to the organisation
and from the organisation to the customer during service encounters. Most of the
interviewees noted that a lack of prior knowledge and experience was considered to
be the main obstacle to KB during service encounters. In addition, the analysis of the
interviews revealed that the participants considered prior knowledge as knowledge
for the customer. Therefore, having adequate knowledge regarding services,

products, and the organisation is deemed as a prerequisite for KB from the customer.

For example, the quality assurance manager in retail banking management made the
following comment:

R12 “Frontline bank employees are able to act as knowledge brokers, but they need
to have adequate knowledge of the bank’s services because, in many cases, they are

able to capture knowledge but not able to understand this knowledge in such a
manner that they are able to transfer it to the organisation.”

Job Experience

Many of the interviewees stressed the importance of the experience levels of
frontline employees as the fundamental factor in increasing their ability to serve as
knowledge brokers for and from the customer. Hence, the levels of experience of
frontline employees help them to identify CK gaps, and they determine the ability of
such employees to maintain the long-term client relationships that are necessary in
order to gain knowledge from customers.

R15 “Not all our frontline employees are able to act as knowledge brokers: For
example, in my branch, only one of our frontline employees works as a knowledge
broker, because she has the experience and the skills that help her to create the

good relationships with customers that are required to market the bank to them and
to obtain their knowledge.”

Moreover, having knowledge of services and products (i.e. knowledge for the
customer) enables frontline bank employee to gain knowledge from customers. One

of the sales and service managers made the following statement:

RI16 “Work experience is essential in allowing employees to do their jobs well;
thus, when a frontline employee has experience, he can act as a knowledge broker
in two ways. For example, |1 have noticed that my previous experience as a
customer service employee has helped me to pursue success in my subsequent
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work; in addition, it allowed me to serve customers very well, as | was able to do so
base on my existing knowledge, without the need to consult anyone in the bank.”

Ability to understanding Customer knowledge

The ability of frontline bank employees to understand CK is considered as a factor
either impedes or encourages KB during a service encounter. Evidence for this view
was obtained from the interviews: For example, the quality assurance manager
involved in retail banking management commented that:

RI12 “We always aspire to obtain as much knowledge from our employees about
the customer experience as we can. However, in many cases, the credibility of this
information is our most significant obstacle, as the majority of this information is
related to our competitors and their services. Moreover, the inability of our

frontline employees to understand this information and transfer this knowledge in
the appropriate format limits the success of this process.”

Having adequate prior CK and ability of frontline employees to understand CK are
affecting KB success during service encounter and in particular for the organisation.
Also, the frontline bank employees with high Job experience are more able to
identify the gap in CK in order to fill this gap by sharing this knowledge within the

organisation.

Figure (5-16) below illustrates the primary sources at Y bank that referred to the

individuals -level factors that impact KB during service encounters in the Y bank.

174



Child———b

Workload during Moderate workload
service encounters
Lack of Knowledge
lackof ability to for the Customer
understand CK\
Codes
Contains
2 Cod
es
Ch|ld a >
Chlld Child
7 R19
Codes Memo Link
Individual-level Codes Codes
factors Codes
Codes
Contains
Contains
The High Workload
Absorptive capacity B
of the frontline Codes
bank employees Codes Codes .‘
R12
Codes’ Codes
Iack of self-
efec:auy Child
Codes COde
Lack of

Field observation Y
bank 1.

=

R20

.

R17

Codes

R16

Figure 5-16: Summary of the sources of evidence that identified Individual-level factors that

impact KB during service encounters at Y bank.

3. Technological-level factors

The analysis of the data from Y bank pointed out that bank’s information system has

a significant effect on the success the process of KB during the service encounters

and the absence of the CRM system impede role of the frontline bank employees as

knowledge brokers as shown in the figure 5-17.
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Axial Code

Selective Code

Key Theme

The existing information system
used at Y bank does not assist
frontline bank employees to
capture and store the knowledge
obtained from customers during
service encounters.

The work performed by frontline

employees during service
encounters is still not fully
automated.

The bank’s system does not assist
frontline employees in terms of
developing a full picture of a
customer during a  service
encounter.

The lack of integration between the
bank's information systems limits
the ability of frontline bank
employees to act as knowledge
brokers.

Bank’s information

System

3l

Technology-level

Factors

Implementing a CRM system will
assist frontline bank employees to
act as knowledge brokers during
service encounters.

P

CRMs

G

Figure 5-17: Technology-level factors that impact KB during service encounters at Y bank.

Bank’s information system

The information system used at Y bank is very sophisticated, yet it is easy to use for

both employees and customers. A number of the managers described it as a tracking

system, not a CRM system. On the other hand, when analysing the data that were

gathered from Y bank, it was noted that the bank’s information system does not

assist frontline bank employees in terms of storing and processing the knowledge

captured from customers during service encounters. One of the sales and service

managers made the following comment:

R19 “Our bank information system is a tracking system, and, through this system,
we can track the transactions of the customers who use our touch points. However,
there is no integration with other bank systems, such as the call centre. As such,
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this system not helps frontline employees to obtain a full picture of a customer
during a service encounter.”

The interviews revealed that the bank’s employees use the bank’s email to share
their knowledge concerning customers, as there is no software in place that helps
them to capture and transfer the knowledge obtained during the service encounter.
This was evidenced in the observation and interviews; for example, one of the sales
and service managers made the following statement:

RI14 “When our frontline bank employees have suggestions for improving the

quality of services, we encourage them to send their ideas to our bank’s
management using the bank’s email.”

CRM System

The management of Y bank is very keen to develop long-term customer
relationships; in addition, Y bank has adopted the CRM strategy, and the institution
has allocated a department for this purpose. However, the bank still does not employ
CRM software:

R18 “The concept of CRM exists in our bank strategy, and we have employees who
work as ‘relationship managers’ for the VIP customers...the CRM software is

coming soon, and we engage in many activities that are intended to maintain long-
term relationships with our customers.”

Many of the respondents from Y bank stated that implementing a CRM system will
assist frontline bank employees in terms of acting as knowledge brokers, as the use
of such a system will provide frontline employees with full knowledge for customers
during service encounter interactions. Furthermore, a CRM system will assist
frontline bank employees to identify gaps in CK, which will prove helpful in gaining
knowledge from customers and sharing such knowledge within the organisation.
Most of the interviewees from Y bank expressed the belief that a CRM system
would prove beneficial for KB during service encounters because it would reduce the
time required to gather knowledge about customers and provide employees with
knowledge of customers from a variety of sources in a rapid manner. For example,
the quality assurance manager involved in retail banking management made the
following statement:

R12 “In our bank, the frontline employees face a significant challenge when it
comes to capturing and transferring the CK obtained during service encounters,

and one of these reasons behind this is the lack of CRMs. While we are using the
sophisticated technology at our bank, the work of the frontline employees during
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service encounters is still not fully automated, and these employees are obliged to
invest more effort in serving and informing customers.”

However, a number of the middle managers confirmed the importance of the CRM
system as a source of CK, alongside frontline employees:

R16 “Implementing CRM technology will help the bank’s management to know
customers and offer them suitable services and products; however, this technology

cannot guarantee success without the participation of frontline employees, who
must feed this technology with information.”

The existing bank information system and the lack of CRM system in Y bank are the
main barriers that impede the frontline bank employees to act as knowledge broker
during the service encounters according to the majority of participants from Y bank

as shown in the figure (5-18) below.
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Figure 5-18: Summary of the sources of evidence that identified technology -level factors

that impact KB during service encounters at Y bank
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The existing information system in Y bank and the absence of CRM system are
deemed as barriers that slow down the frontline bank employees to serve as a
knowledge broker because the information system does not help the frontline bank
employees to store and sharing knowledge from the customers during the service

encounter.

4. Knowledge-level factors

The analysis of the data identified the effect of CK, nature on KB during service
encounters. The two kinds of the CK, namely, tacit and explicit knowledge are

impact on the process of KB during service encounters as shown in figure (5-19).

Axial Code Selective Code Key Theme

The majority of the knowledge Explicit CK
about the customer and for the
customer is explicit knowledge, §
and not all of this knowledge is ;

stored in the bank’s system

during service encounters. CK Level factors

It is quite often the case that the

knowledge from the customer

is tacit and that frontl_in_e ba_nk | Tacit CK .
employees face difficulties
when capturing and sharing this
knowledge.

Figure 5-19: Knowledge-level factors that impact KB during service encounters at Y bank.
During service encounters, CK takes one of two forms: explicit or tacit. Most of the
knowledge for the customer is explicit knowledge, while the majority of knowledge
from the customer is tacit knowledge. One of the sales and service managers who
had experience with a bank outside of Jordan made the following statement:

R17 “Honestly, not all the frontline bank employees able to get customer
experience, and in many cases, the frontline employees facing a challenge to

understand the latent customer needs about their experience and suggestions
because this requires unique skills and knowledge.”

The management of Y bank realises the difficulty involved in capturing and sharing
the tacit CK obtained during service encounters. Furthermore, they attempt to train

their frontline bank employees to be able to capture this knowledge and then share it
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within the organisation. The Head of the Learning and Development Department
made the following observation:
R18 “We have implemented a set of training programs that are intended to help our

frontline employees to read customers through developing their social intelligence
and their ability to read clients’ body language during service encounters.”

A related comment was made by one of the sales and service managers with respect
to the importance of tacit CK:
R14 “The most significant challenge facing our management is that, frequently, we

do not know why customers are not satisfied with our services, and they leave our
bank without any explanation or comments.”

Despite the customers in Y bank highly prefer face to face dealings with the bank but
the frontline bank employees still facing a challenge to understanding the knowledge
from the customers that related to their experiences with the bank services and
products. On the other hand, most of the participants from Y bank argue that
knowledge for the customer in some cases is tacit knowledge and if the frontline
bank employees did not use these service or product they would not be able to

transfer this knowledge to the customers during the during the services encounters.

R16 “In our bank, before introducing any new products or services 10 the
customers, we conduct some meeting and training workshop with frontline bank
employees to inform them about them to get their feedback. Also, our bank’s
management publishes all information on these products on the Bank's intranet. On
the other hand, the frontline bank employee needs to use the bank services and
products to be able to transfer the knowledge about them to the customer.”

The nature of CK in many cases impede KB during service encounter because most
of the knowledge from the customer during the service encounters in Y bank is tacit
knowledge and not all the frontline bank employees are able to capture and share this

knowledge.

Figure (5-20) below illustrates the primary sources at Y bank that referred to the

knowledge -level factors that impact KB during service encounters.
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Figure 5-20: Summary of the sources of evidence that identified knowledge -level factors

that impact KB during service encounters at Y bank

Summary of the Case Study (2)

The frontline bank employees at Y bank contribute to organisation's knowledge
through the three kinds of CK during service encounters by using both formal and
informal methods, such as information systems, emails, and formal and informal
meetings, to transfer knowledge between the customers and the organisation. During
service encounters, three types of CK are generated, namely knowledge of the
customer, knowledge about the customer, and knowledge from the customer.

However, knowledge from the customer represents a challenge for Y bank because

181



the role played by frontline bank employees in terms of capturing and transferring

this knowledge is considered to be secondary or voluntary.

Despite the fact that the management of Y bank appreciates the importance of the
knowledge obtained from customers during service encounters and the role played
by frontline bank employees as a primary source of such knowledge, it was clear that
frontline bank employees demonstrate low levels of engagement in this process. In
addition, the management of Y bank devotes a great deal of attention to supporting
their frontline bank employees in becoming customer consultants by working as

knowledge brokers for customer during service encounters

The analysis revealed that KB during service encounters at Y bank flows effectively
from bank employees to customers, while the flow of knowledge from such
employees to the organisation must be further developed. The analysis of the
interviews, observation, and documents from Y bank indicate that there are four
main factors that affect KB during service encounters and, in particular, KB from the
customer to the organisation. These factors fall into four main groups, namely
organisational-level factors, individual-level factors, technology-level factors, and

knowledge-level factors.

According to the analysis of the data concerning Y bank, the success of KB for this
organisation depends on the success of KB for the customer in the first instance. The
majority of the participants suggested that implementing a CRM system will assist
the frontline bank employees to act as knowledge brokers in two ways, namely for

the customer and the organisation.

Moreover, the majority of the participants noted that the absence of financial rewards
for frontline bank employees is considered to be a barrier that prevents such
employees from working as knowledge brokers for the organisation from the
customer. The analysis of the interviews revealed that the majority of frontline bank
employees’ time is spent brokering explicit knowledge for the customer from the
organisation. In addition, the frontline bank employees struggle with brokering
knowledge from the customer to the organisation because the majority of knowledge
from the customer is tacit knowledge, such as customer experiences, and the

frontline bank employees are confronted with high workloads during service
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encounters as a result of the fact that Jordanian customers prefer face-to-face

interaction.

5.2.3 Case Study 3: Z Bank

Background and Overview

Z bank is one of the most important Jordanian commercial banks, and it was founded
in the middle of the twentieth century. In addition, Z bank is also considered a
leading bank in retail in Jordanian banking sectors, reporting more than 130
thousand individual customers, and it possesses a wide branch and ATM network in
Jordan.

Z bank is one of the most essential banks in Jordan due to its long partnership with
the Jordanian government, the majority of government employees receiving their
salary from this bank. In addition to this, Z bank has more than 1,800 employees,
and its net profit in 2016 reached approximately $50 million, as illustrated in Figure
5-21. Furthermore, Z bank also provides a different package of services for

individuals and companies.

The management of Z bank seeks to attract new customers through investments in
the latest technology. For example, Z bank is the first bank in the world to use IRS
technology to recognise the customer’s identity. In addition, Z bank recently entered
into an agreement with Jordanian universities in order to print university cards for

the students, who can shop through this card because it is prepaid as well.

In this vein, the management of Z bank is working to launch the first three ‘hybrid
bank branches’, which are a combination of a digital branch with a limited number
of the frontline employees just to help the customer to use the e-channels and self-
service. Z bank is continuing to invest in the latest technology, and it is preparing to
use CRM systems in order to manage and maintain long-term relationships with the

customers.
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Figure 5-21: Net profit for Z bank in the last 10 years

Source: Annual reports of Z bank

In the third case study (Z bank), nine semi-structured interviews were conducted
across three levels. These include three interviews with managers from the top
management, five interviews with middle managers, and one interview with a
frontline employee. In addition to the interviews, we also utilised documentation and
direct observations of frontline bank employees during service encounters as sources

of evidence, as presented in Table 5-4 below.

The following sections provide the main findings revealed based on the data
gathered from Z bank through the semi-structured interviews, documentation, and
observations. The results describe the importance of customer knowledge (CK) at Z
bank, the role of frontline employees as knowledge brokers, and the main factors that
influence CK brokering during service encounters.

184



Participant | Hierarchal level Gender Years of Interview
(code) experience | duration (min)
R 22 Top management M 15 52:45

R 23 Top management M 9 58:41

R 24 Top management M 10 55:08

R 25 Middle management M 20 37:25

R 26 Middle management F 11 19:36

R 27 Middle management M 9 32:16

R 28 Middle management M 19 28:11

R 29 Middle management M 8 27:45

R 30 Frontline bank employee | M 4 22:18

A sample of the documents: The bank’s website, the bank’s annual report,
archival records, a report from the Central Bank of Jordan, and the publications

of the Jordanian Banks Association.

All the middle managers who participated in this research work both on the

front line and as branch managers (sales and service managers).

A sample of the observations: The interactions between the frontline bank
employees with the customer during service encounters. In addition, the
researcher considered the frontline bank employees’ communication with their
branch manager regarding the capturing, creating, and sharing of customer

knowledge.

Table 5-4: Interviewees and other sources of evidence (Z bank)

Customer Knowledge (CK) at Z Bank

In banking sectors, during service encounters between the frontline bank employees
and the customers, knowledge is exchanged regarding the service and products, as

well as the customer’s needs and wants. The management of Z bank realises the
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significance of the CK that is generated during these encounters, and in particular
knowledge about customers’ needs and wants. This was confirmed by the product

development manager and other interviewees.

R24: ‘In our department, we are trying to obtain knowledge about the customers’
needs and wants from the frontline bank employees through their contact with them
during our field’s visits to the bank’s branches or by email’.

R29: ‘Nowadays, our customers know about the services and products of
competitors more than us, and we need to know what they know’.

Despite the management of Z bank understanding the importance of CK gathered
during service encounters, they still lack an official strategy for gaining the benefits
of using frontline bank employees as a source of this knowledge and as knowledge
brokers. The head of marketing and product development division in Z bank stated

the following:

R22: ‘Without question, we realise the importance of this knowledge, and we have
a set of procedures to develop this knowledge. Specifically, we have a quality
department that focusses on the quality of services in our bank. The employees in
this quality department visit the entire bank’s branches four times over the year in
order to conduct workshops for the employees to improve their skills’.

However, one of the sales and services managers in Z bank stated the following:

R26: ‘Unfortunately, we have not reached the stage of providing the services and
products to our customers without asking them about such, because our existing
system does not support that. Also, our frontline employees give most of their
attention to serving the customers and achieving their targets, and most often, they
do not initiate capturing knowledge from the customer. Frankly, our frontline bank
employees are just doing the traditional role of the frontline employee, which is
solely providing the services and products to the customers’.

Moreover, a product development manager in Z bank stressed the need for a clear
strategy for transferring knowledge from the frontline bank employee to the

organisation:

R24: ‘In many cases, the frontline employee does not realise the importance of
sharing CK within the bank, and there are no rules and regulations that organise
the transfer the knowledge from the employees to the organisation. Indeed, we do
not have a clear strategy with regard to using the knowledge of the frontline bank
employees that is created during the service encounter’.

The analysis of the data suggests that Z bank’s management and frontline employees
do not give the proper attention to the CK generated during service encounters. All
of the bank documents and the directed observation also indicate that the frontline
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bank employees are working to gather knowledge about the customer and provide

knowledge for the customer during service encounters.
Knowledge-brokering (KB) during the Service Encounter at Z bank

The interpretation of the data from Z bank indicates that KB through frontline
employees during service encounters is accomplished in two ways: KB for the
customer and KB for the organisation. As illustrated in the figure (5-22) below,
during service encounters, the frontline bank employees provide knowledge for the
customer about the services and products, in addition to transferring knowledge
about the customer to the bank’s management. However, transferring knowledge
from the customer to the organisation, including such information as customer

experience, feedback, and suggestions, is still not fully practised.

Axial Code Selective Code Key Theme

Z bank’s frontline employees
are playing the traditional role
in service organisations; this
role comprises providing the
service and products for the

customer and transferring [2» KB for the customer =N
knowledge for the customer
about the services and
products  during  service
encounters.

The frontline bank employees
are transferring knowledge
about the customer, and in KB during service
rare cases, they capture and
share knowledge from the
customer  during  service N
encounters, such as customer
feedback. KB for the organisation
Z bank’s management seeks
to obtain knowledge from the
customer through external
sources or directly from the
customers  after  service
encounters through SMS and
social media.

encounters

Figure 5-22:KB during service encounters at Z bank
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The managers of the Z bank consider the KB occurring during service encounters to
be a good strategy for sustaining their competitive advantage in Jordan’s banking
sector because of the high level of competition between local and foreign banks
working in Jordan. The frontline bank employees require more attention from the
management in order to encourage them to act as knowledge brokers for the
organisation and the customers alike. A product development manager in Z bank
clarified the importance of KB during service encounters:

R24: ‘We work in a highly competitive environment in Jordan’s banking sector, as
there are more than 25 banks ready to serve the customers. Thus, we firmly need
our frontline bank employees to act as knowledge brokers in order to help both the
customers and the bank, because we will not get the full CK without this
contribution. On the other hand, we also need to build their self-confidence in

order to increase their ability to create and transfer knowledge, and they need to
perceive the top management’s support in this regard’.

The frontline bank employees’ role as knowledge brokers for the organisation is
significant for helping the bank’s management to know what the customer wants.
This has been confirmed by many of the managers, including one of the sales and
services managers in Z bank, who stated the following:

R28: ‘In many cases, the customer does not realise his needs, or is unable to
express these requirements through his language. Thus, during the service
encounter, the frontline employee is the best one to do the cross-selling and extract

the unseen needs of the customer through personal interaction and asking
projection questions’.

The management of Z bank considers two sources for improving service quality,
namely, the mystery shopper and the customers’ feedback. Indeed, the knowledge
that comes from the frontline bank employees as a result of their interaction with the
customers during service encounters is still not among the organisation’s primary
sources for improving their service quality for the customer, and this is in spite of the
fact that frontline employees are the most reliable source of CK concerning service
quality. The manager of the business transformation and quality department in Z
bank asserted the following:

R23: ‘We have become conscious of the importance of knowledge from the
customer, and we are looking to get the customer’s experience. Therefore, we work
on the results that come from the mystery shopper and the evaluation
questionnaires, and we concentrate on the feedback from the customers before and

after any touch point with our bank. However, we are always looking to keep the
customer satisfied’.
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On the other hand, all participants agreed that while KB during service encounters is
an integrated process between the organisation and customers, quite often, the
frontline bank employees act as knowledge brokers for the customer more than for
the organisation. For example, one of the sales and services managers in Z bank

stated the following:

R27: ‘Mostly, our frontline bank employees are working as knowledge brokers for
the customer, transferring knowledge from the organisation about the services and
products to the customer during service encounters. By contrast, their role as
knowledge brokers for the bank is limited to transferring information about the
customer, such as customer background and his transactions’.

Factors that affect CK brokering through frontline bank employees at Z bank

The analysis of the data indicates that in Z bank, the KB process occurring during
service encounters is affected by various factors that encourage or prevent the
success of this process for the customer and the organisation in two ways. The
influencing factors of this KB process fall into four levels: individual, organisational,
technological, and knowledge. In the following sections, we present the sub-factors

in each level based on the interpretation of the data from Z bank.

1. Individual-Level Factors

The analysis of the empirical data collected from Z bank reveals some factors at the
individual level that influence KB through frontline bank employees during service
encounters. As presented in Figure 5-23 below, the workload during the service
encounter is critical for the frontline bank employees to engage in KB in two ways.
Moreover, lack of awareness of the frontline bank employees about the importance
of knowledge from the customers impedes KB. Low self-efficacy will lead
employees to engage less in KB, and their absorptive capacity also plays a

significant role in the success of KB from the customer.
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Axial Code

Low self-efficacy of the frontline
bank employees impedes KB
during service encounters because
the success of KB depends on the
willingness of the employees to
share CK between the
organisation and the customers.

Selective Code

Self-efficacy

The high capability of the
frontline bank employees to
understand the services, products,
and knowledge from the customer
aids them in  successfully
engaging in KB during service
encounters.

Ability to understand CK

The frontline bank employees
with adequate experience are
better able to  understand
knowledge from the customer and
organisation, and they are more
qualified to transfer CK to the
organisation  and  customer.
Having less experience impedes
KB between the customer and
organisation.

Job Experience

—>

Frontline bank employees with
valuable knowledge for the
customer are more appropriate to
serve as knowledge brokers in
both directions.

Prior CK

Lack of time for the frontline
bank employees during service
encounters impedes the capture
and transfer of CK for the
organisation.

Workload

Frontline bank employees have
low awareness of the importance
of knowledge from the customer
for the organisation, and this
impedes KB during service
encounters.

Lack of awareness

Key Theme

Individual-level
factors

Figure 5-23: Individual-level factors that impact KB during service encounters at Z bank
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Workload

Z bank is considered a retail bank, and the individual customers are the central focus
of the bank’s management. Therefore, the frontline bank employees face high
workloads during service encounters. In this regard, the head of the marketing and
product development division commented as follows:

R22: ‘Our bank is the leader in retail banking in Jordan, we have 89 branches, and
we have more than 130 thousand customers that receive their salary through our
bank from different organisations. Thus, our frontline bank employees are dealing
with a large number of customers during service encounters. Because of this, we

need to adopt automation services in order to reduce the burden on frontline bank
employees, reduce the cost, and reach high service quality’.

A similar comment was made by one of the sales and services managers:

R25: ‘In our bank, the frontline bank employee is either a teller or a customer
service employee. Thus, most often, the teller employee does not have the time, and
his focus is going to be on serving the customer during the service encounter, and if
he finds extra time, he needs to do cross-selling for the customer’.

Most of the interviews with Z bank’s managers argued that a moderate workload
during service encounters provides the best situation for frontline bank employees to
act as knowledge brokers in two ways. For example, the product development
manager stated the following:

R24: ‘In many cases, employees use high workloads as an excuse to justify their
failure to share knowledge. Indeed, high workloads have a positive effect on the
frontline employee because through this interaction, the employee can gain CK,
while a lower workload reduces the knowledge gained from the daily interaction

with the customers. Also, there is no constant high workload, and the frontline bank
employee can use his spare time to act as a knowledge broker’.

In summary, the high or low workload has a negative influence on the role of
frontline employees as knowledge brokers. First, the low workload will diminish the
knowledge gained from customers during the service encounters. Second, the high
workload will hinder frontline employees to capture and transfer knowledge during
the service encounters. On the other hand, the moderate workload has a positive
influence on the frontline bank employees to obtain new knowledge from different

customers.
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Self-Efficacy

The analysis of the data reveals that when the frontline bank employees have
confidence in their ability to share CK, they will be able to act as knowledge brokers
for the customer and for the organisation. Conversely, lacking this belief will inhibit
their ability to engage in the KB process during service encounters. This was
evidenced when the product development manager was asked about the main barrier
that impedes frontline bank employees in serving as knowledge brokers:

R24: ‘Indeed, the main barrier is the absence of self-confidence in the frontline

bank employee, because this leads to unwillingness to share knowledge captured
from the customer or the organisation’.

The analysis of the data from Z bank suggests that frontline bank employees with
low self-efficacy prefer not to engage in the KB process during service encounters.
Similarly, the significant step in KB during service encounters is KS, which depends

on the self-efficacy of the employees.

Prior Customer Knowledge

The findings from the data collected from Z bank reveal that the frontline bank
employee’s absorptive capacity plays a vital role in the success of KB during service
encounters, and in particular, KB for the organisation. The majority of the
participants stressed that prior knowledge about the organisation’s services and
products facilitates the frontline employees’ role as knowledge brokers for the
customers by providing knowledge for the customer. In addition, having prior
knowledge is considered a critical factor that helps the frontline bank employees to
serve as knowledge brokers for the organisation through identifying the CK gap that
the organisation is looking for in order to improve their service quality and
development products. This was evidenced in many of the interviews. For example,
one of the sales and services managers in Z bank commented the following:

R26: ‘The relationship between the customer, organisation, and frontline employee
is an integrative relationship concerning the creation and sharing of CK.
Therefore, the frontline employee first needs to have the knowledge about the

bank’s services and products in order to capture the knowledge from the customers
about their feedback so as to improve the service quality and products for them’.

In this respect, the product development manager expressed his view about frontline

bank employees acting unsuccessfully as knowledge brokers for the organisation:
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R24: ‘In general, the frontline bank employee does not give good ideas or
suggestions because he does not see the big picture and instead has only one
perspective, while the bank’s management is able to grasp the whole picture about
what the competition provides to their customers’.

Job Experience

All the respondents from Z bank agreed that frontline bank employees with greater
levels of experience can better serve as knowledge brokers for the customer and the
organisation. Conversely, most of the participants also argued that the lack of
experience in many cases impedes the frontline bank employees in engaging in KB
during service encounters. For example, one of the sales and services managers
reported the following:

R25: ‘The frontline bank employee with significant experience is capable of
understanding the customer and the bank’s services and products. Furthermore, he

will be more able to share knowledge between the customers and the organisation
in both directions’.

Ability to understanding Customer knowledge

The frontline bank employees’ ability to understand the CK is essential for ensuring
successful KB during service encounters. During the interview with the product
development manager, we asked him about the contribution of frontline employees

with ideas about new products and services; he stated the following:

R24: ‘On one hand, the frontline bank employee does not give good ideas or
suggestions because he does not have the full picture, and instead just has a small
part of the knowledge about the market and the competitors. Thus, he is not able to
understand all of this knowledge. On the other hand, the bank’s management is
more able to grasp the whole picture about what the competitors provide to their
customers. Therefore, I think that 70% of the frontline bank employees’ time during
service encounters is going to provide knowledge for the customer, and the rest is
to provide the customer’s knowledge to the organisation’.

Continuing, when the researcher asked the manager of the business transformation
and quality department about frontline bank employees’ contribution towards CK, he
argued that the weakness of this contribution is due to a lack of ability to understand

the knowledge from the customer and an unwillingness to engage in this process.

R23: ‘Admittedly, we need to speak with the frontline bank employees in order to
hear from them about their knowledge relating to the ability to improve service
quality. Thereafter, we have to discuss these suggestions with the top management
to get the right decision to improve service quality, but quite often, we receive
useless suggestions due to a lack of understanding of the CK or simply a lack of
interest on the part of the frontline bank employees’.
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Lack of Awareness

The data collected from Z bank reveals that the majority frontline bank employees
do not fully realise the importance of knowledge from the customer, and they instead
give the majority of their attention to providing knowledge about the services and
products for the customers during the service encounters. One of the sales and
services managers commented the following:

R25: ‘On the other hand, some of the frontline bank employees do not realise the
importance of the bank’s customers or the extent of the competition among the
Jordanian banks, or the fact that customers can switch to another bank if they did
not find what they expected from our bank. Thus, we need to change the old

orientation of our employees and utilise customer orientation, because we are
different from the public sector, and the customer is the heart of our industry’.

The manager of the business transformation and quality department made a similar
comment:
R23: ‘Indeed, our frontline bank employees are transferring knowledge from the

customer regarding the problems they are facing, but they are not trying to transfer
unsatisfied needs or how to improve service quality’.

In many cases, this lack of awareness stems from the belief that the bank does not

appreciate this knowledge or is able to obtain such information from other sources.

R30: ‘The frontline employees believe that the bank’s management can gain CK
through the systems or the call centre. Thus, they give less attention to capturing
knowledge from the customer and transferring this knowledge to the organisation’.

The frontline bank employees’ lack of awareness about the value of the knowledge
from the customer gained during the service encounter is one of the factors that
impede KB for the organisation at Z bank. The majority of the interviewees and the
interpretation of the direct observations in Z bank agree about the impact of
individual-level factors on the KB through the frontline bank employees, as

illustrated in Figure 5-24.
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Figure 5-24: Summary of the sources of evidence that identified individual-level factors that
impact KB during service encounters at Z bank

Figure 5-24 demonstrates the association between the sources of the data and nodes
that identify the individual-level factors that impact KB during service encounters in
Z bank. Data analysis reveals that low absorptive capacity, low self-efficacy,
frontline employees’ lack of awareness concerning the importance of knowledge

from a customer, and high or low workload impede KB during service encounters.

2. Organisational-Level Factors

The process of KB during service encounters in Z bank is not fully supported by the
bank’s management, and in particular, KB from the customer to the organisation is
still fragile according to the data analysis. The data interpretation highlights some
organisational-level factors that affect the role of the frontline bank employees as
knowledge brokers in Z bank, as illustrated in Figure 5-25.
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Axial Code Selective Code Key Theme

Lack of incentives
The management of Z bank does not
offer rewards for the frontline bank |
employees when they transfer
knowledge from the customers
during the service encounters.

Lack of engagement
The management of Z bank does not
directly involve the frontline bank >
employees in the product- and >
service-development process.

Lack of recognition
Lack of recognition from Z bank’s >
management about the frontline bank
employees’ role as a source of support
customer knowledge.

Organisational

Lack of training
Z bank’s management does not offer
adequate training for the frontline N
bank employees to help them capture
and share knowledge from the
customers during service encounters. Organisational-

. level factors
Middle management

Z bank’s branch managers fulfil a
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impeding the role of frontline bank Organisational

employees to serve as knowledge structure
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The market culture in Z bank
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Figure 5-25:0rganisational-level factors that impact KB during service encounters at Z bank

Organisational Culture

The organisational culture of Z bank seems to be market oriented, and the main

focus of the bank’s management is to increase profit. In addition, competitiveness is
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high between the bank’s employees. Evidence of this was found in the interview
with a product development manager:
R24: ‘Indeed, organisational culture is a big concept, and our bank is one of the

most successful banks in Jordan, it still does not have strategic management to
develop a distinctive organisational culture, and they instead just focus on how to

get profit’.

The bank’s management supports KS, but not as the main strategy, and it does not
consider the frontline bank employees to be the primary source of CK. In fact, the
data interpretation suggests that Z bank’s organisational culture encourages the role
of frontline bank employees as knowledge brokers for the customer and does not
support KB for the organisation. This is supported by the majority of the interviews.
For example, two middle managers commented the following:

R25: ‘Indeed, in our bank, there is a high degree of internal competition among our
employees to get the promotions, and this pushes our employees to obtain as much

knowledge as they can about the services and products in order to win the high
position in our bank’.

R28: ‘The organisational culture of our bank is competitive, and the opportunity is
open for every employee to learn and gain the knowledge and get the promotion,
while our employees realise that when they work hard, they get the promotion and
career development. Therefore, our employees are very keen to become
knowledgeable to get the good position and salary’.

The organisational culture that supports trust within the organisation encourages the
frontline bank employees to become involved in the KB process during service
encounters because this high level of trust increases their willingness to share
knowledge between the customer and the organisation. Evidence of this is found in
many of the interviews. For example, one of the managers stated the following:

R24: ‘I understand the importance of trust for the employees and to give them the
freedom to speak to the bank’s management without fear of consequences related to
their ideas or suggestions. In fact, the key to success in the service sector is
customer focus, and we can obtain the customer’s experience through the frontline

bank employee if we give them the freedom fo transfer the customer’s entire
feedback’.

The quotes above and the direct observation during the interviewees with the
participants in the bank branches reveal that Z bank’s organisational culture affects
KB during service encounters. The bank’s management created a market culture in Z
bank by supporting internal competition among the employees through offering

promotions based on the employee’s knowledge of the bank’s products and services
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and their ability to learn and develop themselves. This market culture encourages the
frontline bank employees to serve as knowledge brokers for the customers more than

for the organisation in order to gain the promotions and upgrade their positions.
Organisational Support

In Z bank, the organisational support for the frontline bank employees plays a
significant role in KB and KS during service encounters through the frontline bank
employees. The majority of the participants indicated that providing incentives for
the frontline bank employees when they transfer knowledge from the customer to the
bank’s management encourages them to serve as knowledge brokers for the
organisation during service encounters. One of the sales and service managers
commented as follows:

R27: ‘Indeed, there are no rewards provided to the frontline employees when they
share CK with the organisation. | think that such rewards, either financial or
moral, will encourage the frontline employees to share CK with the organisation,

and | also believe that 75 % of the reward should be financial and 25% should be
moral to ensure that the frontline employees become more active in doing so’.

The absence of incentives, either financial or moral, that push Z bank’s frontline
employees to capture and share knowledge from the customers is considered one of
the reasons behind their unwillingness to serve as knowledge brokers, particularly
from the customer to the organisation.

R29: ‘The bank’s management needs to develop a reward system to encourage the
frontline bank employees to act as knowledge brokers, as well as to open direct

contact between the frontline employee and the management for them to deliver
their knowledge efficiently’.

Meanwhile, the analysis of the data also indicates that the absence of frontline bank
employees’ participation in product and service development reduces the employees’
role as knowledge brokers for the organisation. In Z bank, the frontline employees
do not fully engage in the product- and service-development process, and in many
cases, they simply provide the customer feedback concerning any comments about
the new products or services. The manager of the business transformation and
quality department reported the following in this regard:

R23: ‘Next month, I will conduct a meeting with about 42 experienced employees in
order to hear from them about the problems they are facing and how they can deal

with these obstacles. Here, we aim to treat the problem, not just the symptoms of
the problem. Honestly, this is the first time in our bank that the frontline employees
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will participate in the process of changing and improving’.

All of the participants from middle management confirmed that frontline bank
employees do not formally engage in this process:

R29: ‘The frontline bank employees do not participate in the process of developing
the service and product before providing the service and product for the customer.
Admittedly, our bank’s management depends on the marketing department to

design and develop our products, while the role of the frontline employees is just to
provide and sell these to the customers, and to receive their feedback after that’.

From the data analysis, it becomes evident that Z bank’s frontline employees lack
training workshops to help them capture knowledge from the customer in order to
serve as knowledge brokers during service encounters, especially from the customer
to the bank’s management. Evidence for this is found through many of the
interviews, such as with the product development manager:

R24: ‘The frontline bank employees need an adequate training programme before

going into the field, and the virtual branch must be activated to give the employees

at least three months for training in the same conditions as in the field.

Unfortunately, our employees did not get the advantage from a virtual branch of
our bank, because we do not use it as we should’.

However, it seems explicit that the bank’s management does not pay a high degree
of attention to the contribution of frontline bank employees as a source of CK. The
frontline bank employees’ resulting unappreciated role as knowledge brokers hinders
the success of the KB process during service encounters. This is made clear when the
researcher asked the head of the marketing and product development division if the
frontline bank employees are able to work as knowledge brokers during service
encounters. He provided the following comment:

R22: ‘Honestly, the frontline bank employee in our traditional branch is not able to

work as a sales person and knowledge broker at the same time, as he needs to

engage in office work during the service encounters. Thus, the “hybrid bank
branches” will help him to act as a knowledge broker’.

This is further confirmed during the interview with the product development
manager:

R24: ‘I feel there is a communication gap between the bank’s [top] management
and the frontline bank employees. Indeed, our top management does not make an
effort to obtain the knowledge created in the field between the frontline bank
employees and the customers during service encounters’.

Indeed, having a reward system, recognising the frontline employees’ role as a
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source of CK, and engaging them in the development process of the bank’s products
and services all encourage the employees to broker CK to the bank’s management. In
addition, providing adequate training programmes to empower the frontline
employees to serve as knowledge brokers between the customers and bank’s
management will contribute to the success of this role in two ways (for an

organisation and customers).
Organisational Structure

Due to hierarchical organisational structure, the middle managers of Z bank
influence the KB process during the service encounter. In fact, many of the
participants stressed that the branches’ managers represent a significant role in either
encourage or inhibiting the frontline bank employees to act as knowledge brokers. In
many cases, the frontline bank employees report sharing knowledge from the
customer to the branch manager in the first place. One of the branch managers made
the following comment when asked about how the frontline bank employees transfer
the knowledge that they capture from the customer to the organisation during service
encounters:

R28: ‘In many cases, the frontline employees in our branch are coming to me, and

they report their notes and feedback, and | in turn send these to our bank’s
management’.

Despite the ability of Z bank’s frontline employees to share knowledge from the
customer with the bank management through emails and the intranet, the branches’
managers are still considered the main chain between the frontline employees and
top bank management.

R26: ‘Sometimes, the frontline employees provide ideas and suggestions to improve
the service or products, but these suggestions not applicable, and so the branch

manager plays a very vital role in filtering these suggestions before sending them to
our bank’s management’.

Through the interpretation of the interviews and the direct observation, it is seen that
the branch managers’ role is critical for supporting the frontline bank employees in
transferring and filtering CK from the customer to the organisation. In addition, a
high level of trust between the frontline bank employees and the branches’ managers
encourages them to pass on the knowledge from the customer to the organisation.

R28: ‘Trust between the frontline bank employee and his manager is a crucial

factor that encourages the frontline bank employees to act as knowledge brokers,
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and an absence of trust impedes the frontline bank employees in serving as
knowledge brokers’.

Figure 5-26 below presents a summary of the references that identified the

organisational-level factors that influence KB during service encounters at Z bank.

Trust within
organisation

System Rewards
Child
lack of participation
inthe process of
developing
products or
—Child > services
Orgca:aatinal\w[ d Market culture
ture

Contains

C7tains

Organisational-
level factors

Contains

Organisational
Support m“im\eﬁ i

empl

knowledge sharing I;I :I i
culture )
\\\ iddle manager %nual Renoh
Memo Link Child Bank 2016

MiddleRManaget

Leamning culture

Codes

N

MamoNink

0\
o KLY
- >

Training

R29 R28

Training for
frontline bank
employee

unappreciated -
frontline employees
as a source of
ndes  customer

Figure 5-26: Summary of the sources of evidence that identified Organisational-level factors

that impact KB during service encounters at Z bank

The analysis of the data from Z bank unveils that certain organisational factors affect

the success of KB during service encounters. The interpretation of the interviews
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indicates that when frontline bank employees perceive organisational support, they
will become keener to act as knowledge brokers from the customer. Moreover, the
absence of rewards for the frontline bank employees when they capture and share
knowledge from the customer is considered a reason to not engage in KB for the
organisation. It is also made clear that Z bank’s management does not see the
frontline employees as valued sources of CK, they are not very involved in the
process of developing the new services and products, and their feedback is only
requested after launching these products or services. The findings further reveal that
organisational culture affects the process of KB during service encounters in Z bank.
Having an organisational culture that supports KS and learning encourages KB for
the organisation, while the market culture does not. The data analysis additionally
reveals that middle managers in Z bank play a critical role in the success of KB from
the customer to the organisation, and high degrees of trust between the frontline bank

employees and the branch managers encourages KB during service encounters.

3. Technological-Level Factors

The information system in Z bank is one of the fundamental tools for successful
service encounters. The data analysis reveals that the information system plays a
significant role in supporting or inhibiting the frontline employees’ role as
knowledge brokers during service encounters in Z bank, as illustrated in Figure 5-27

below.

202



Axial Code

Selective Code

Key Theme

Z bank’s management is one of the
pioneers in technology recruitment
in the banking sector; however, the
current information system does not
help the frontline bank employees
in capturing and transferring
knowledge from the customer to the
organisation during service
encounters.

Z bank’s current information
system does not help the frontline
employees to receive the full
knowledge about the services and
products for the customers during
service encounters.

=

The bank management tries to
obtain customer feedback directly
through SMS before and after
service encounters.

The management of Z bank plans to
adopt hybrid branches with limited
numbers  of  frontline  bank
employees.

Information system

The frontline bank employees are
not able to store and share CK
during service encounters because
of the lack of a CRM system in Z
bank.

Having a CRM system will help the
frontline  bank employees to
identify the customers’ knowledge
gap during service encounters.

CRMs

Technology-level
factors

Figure 5-27: Technology-level factors that impact KB during service encounters at Z bank

The investment in technology is a strategic choice for Z bank, and they invested a lot

of money in using modern technology in their business. In fact, Z bank is a leader in

the banking sector concerning its application of technology, and it has the vision to

improve its banking work through innovative technology. The evidence found in the

documents and interviews indicates that Z bank’s management is engaged in a

pioneering role concerning its adoption of advanced technology for its banking
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operations. For example, the manager of the business transformation and quality
department said the following:

R23: ‘Our bank is the first bank in the world to use the IRS technology to recognise
the customer’s identity. Also, in 2015, we started a partnership with Jordanian
universities in order to replace the old student ID cards with prepaid cards that can
also be used as student ID, and we have already entered into agreements with
seven universities. We can also track these cards to learn the preferences of the
university students, and we try to study their transaction in order to maintain a
long-term relationship with them after they graduate’.

Bank’s Information System

The bank’s management tries to gather knowledge from the customer through
several channels, and in many cases, it relies on the customers to pass their feedback
on to bank management. However, most often, the customers are unwilling to pass
their negative feedback on to the bank’s management, and they instead prefer to
switch to another bank. The head of the marketing and product development division
in Z bank commented the following in this regard:

R22: ‘We use a sophisticated program, which is the best program in the Jordanian
banking sector. Also, we are getting the customer’s experience via the call centre,
bank website, the bank’s Facebook page, and a suggestions and complaints box in
the branches. | believe that just 40% of unsatisfied customers are willing to
complain, while the rest are unwilling to do so. Thus, we have to be proactive to

improve the service quality in order to maintain our customers and attract new
customers as well’.

However, many of participants indicated that Z bank’s information system does not
support the KB process during service encounters through the frontline bank
employees. For example, one of the branch managers commented the following:

R27: ‘Our bank’s system is not helpful for the frontline bank employees with

respect to storing the CK generated during service encounters between the frontline

employees and the customer, and most of the knowledge from the customers has
been lost because of that’.

A similar comment was made by another middle manager:
R28: ‘Our information system does not help the frontline employee to record the
transactions and customer feedback, such as the dialogues during the service

encounter. Thus, when the frontline bank employees possess knowledge about the
customer, they can share this knowledge with their branch manager’.
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Lack of CRMs

The CRM as a strategy in Z bank still needs a great deal of attention from Z bank
management, while employing CRM in the banking sector is a promising
investment. Indeed, a customer service strategy seems new at Z bank.

R24: ‘I worked in three banks before Z bank, and unfortunately, the CRM system
has not been applied in the Jordanian banking sector for several reasons. For
example, the investment in this technology is still poor, and most banks do not
manage the customer relationship as they should. Thus, when the bank’s
management starts to use CRMs, they will maintain the customer relationship and
this will help to make decisions that keep the bank ahead of its competitors. In our

bank, we used several systems, but we still do not have an effective system that
helps to apply CRM to gain the full advantage’.

All of the Z bank participants argue that a CRM system will support the success of
KB during service encounters. In addition, using a CRM system will assist the
frontline bank employees in acting as knowledge brokers through focussing on
capturing and sharing tacit CK. For example, the head of the marketing and products
development division stated the following:

R22: ‘It is very challenging for frontline bank employees to capture and transfer
knowledge from the customer to the bank’s management, while I think that if we use

CRMs, this will reduce the workload for frontline employees and give them the time
to serve the customer very well and to capture the knowledge from the customers’.

Having a CRM system will help the frontline bank employees to obtain knowledge
about and for the customer from different sources simultaneously during service

encounters, and then to capture and store new knowledge from the customers.

Figure 5-28 below illustrates a summary of the sources of evidence that identify the

technological-level factors that impact KB during service encounters in Z bank
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Figure 5-28: Summary of the sources of evidence that identified technology -level factors
that impact KB during service encounters at Z bank

The interpretation of the data reveals that Z bank’s current information systems do
not support the frontline bank employees in serving as knowledge brokers, as the
employees are not able to obtain the full knowledge for the customers, which
impedes them in gaining knowledge from the customers during service encounters.
Moreover, the current information system does not fully support the frontline bank
employees in capturing, storing, and sharing CK during service encounters. On the
other hand, many participants report that using the CRM system will strengthen the
frontline bank employees’ ability to act as knowledge brokers between the customers
and the organisation.

4. Knowledge-Level Factors

The highly tacit nature of knowledge from the customer and the struggle of
understanding the explicit knowledge for the customer are considered significant
challenges facing frontline bank employees when engaging in KB during service

encounters, as illustrated in Figure 5-29 below.
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Axial Code Selective Code Key Theme

Z bank’s frontline employees

are often unable to understand

the  knowledge for the Explicit CK

customer (knowledge about the

new service and products)

gathered from the bank’s

current information system. CK level factors

Most often, Z bank’s frontline
employees are unable to
capture knowledge from the
customer during the service
encounter if the customer does
not express his knowledge
orally.

Tacit CK

Figure 5-29: Knowledge-level factors that impact KB during service encounters at Z bank

In many cases, frontline bank employees have to share knowledge about the services
and products with customers during service encounters in order to sell the bank’s
products and services, and to do cross-selling as well. The majority of interviewed
managers indicated that not all of the frontline bank employees are able to capture
knowledge from the customer, particularly when it is not explicit knowledge. This
difficulty was demonstrated by many interviewees, including one of the sales and
services managers, who stated the following:

R29: ‘The frontline bank employees have a vital role of exchanging knowledge
between the customers and the organisation. However, in many cases, the customer
does not realise his needs or is unable to express these requirements through his

language. Hence, our frontline employees are struggling to extract the unseen
needs of the customer and conduct the cross-selling .

In addition, the product development manager highlighted the challenge of capturing
tacit CK during service encounters:

R24: ‘The interaction between the frontline bank employees and the customers
produces new knowledge for the two parties. This knowledge takes two forms: easy
to express and difficult to express. However, our bank’s management concentrates

more on the clear knowledge because the unclear knowledge needs more effort to
capture, and not all employees are able to express this knowledge’.

Z bank’s frontline employees face a problem in capturing tacit CK, and the

organisation does not provide them with proper training to help them deal with this
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type of knowledge, which also constitutes the most significant volume of CK during
service encounters.
R28: ‘Honestly, our frontline bank employees are not able to read the customer’s

needs unless the customer asks about it, because we do not train them in how to
read the customer’s need without using oral language’.

However, the frontline bank employees were trained to capture and share explicit
CK from the organisation to the customers, though frontline bank employees still
face a significant challenge in expressing and sharing tacit CK.

R27: ‘In our bank, several training workshops help the frontline bank employee to
capture the knowledge from the information system or the bank’s management in
order to deliver this knowledge to the customers. Hence, frontline bank employees

need to provide accurate knowledge about the services or products during the
“moment of truth” service encounters’.

The analysis of interviews with Z bank managers indicates that tacit CK influences
the KB process during service encounters. Moreover, most of the knowledge from
the organisation to the customer is explicit CK, and frontline bank employees are
able to share this knowledge with the customer during service encounters. This
interpretation is illustrated by various participants, such as the product development
manager, who mentioned the following:

R24: ‘Regardless of how complicated the product is, the frontline employee has 90

seconds to deliver the knowledge about the product to the customer; otherwise,
there is a problem’.

Conversely, knowledge from the customer during the service encounter takes the
form of tacit knowledge, and frontline bank employees often ignore trying to capture
and share this knowledge because it requires more time and effort. Most of the
participants refer to the effect of tacit CK on KB during service encounters, as

demonstrated in Figure 5-30.
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Figure 5-30: Summary of the sources of evidence that identified Knowledge -level factors
that impact KB during service encounters at Z bank

Figure 5-30 illustrates the references that indicate the effect of natural CK in the KB
process during service encounters. Capturing and sharing tacit CK during service
encounters is still considered significantly challenging when the bank’s information
system does not help the frontline employees to gain this knowledge or when there is

a lack of training programmes to support this.

Summary of the Case Study (3)

Z bank is generally considered a retail bank, and face-to-face is the primary means of
interaction between the customers and the frontline employees. However, KB for the
organisation during service encounters is still in an initial stage in Z bank. The data
analysis suggests that frontline bank employees face many challenges in fulfilling
the role of knowledge broker during service encounters, especially for the
organisation. KB through the frontline employees during service encounters has been
influenced by four sets of factors: organisational-level factors, individual-level
factors, technological-level factors, and the nature of the CK created during the

service encounters.

The organisational-level factors that affect KB fall into three groups: organisational
culture, organisational support and organisational structure. The data analysis

suggests that organisational culture either encourages or impedes the frontline bank
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employees in engaging in KB for the organisation, though Z bank’s market culture
supports KS and KB for the customer more than KB for the organisation. The
interpretation of the evidence also reveals that Z bank’s management does not pay
proper attention to the frontline employees as a valuable source of CK. The frontline
employees also perceive a lack of organisational support encouraging them to work
as knowledge brokers for the organisation. In addition, they also note an absence of
incentives for employees when they engage in KB between the customers and bank
management. Continuing, there is also a deficiency of training programmes that
empower the frontline bank employees to serve as knowledge brokers. Branch
managers in Z bank play key roles in successful KB between the frontline employees
and the bank’s management because they remain as the main contact point between

the two parties.

The frontline bank employees’ lack of awareness concerning the significance of CK
for the organisation is a vital individual-level factor impeding KB during service
encounters in Z bank. Further at the individual level, low ability to understand CK,
lack of prior CK, lack of work experience, and low self-efficacy of the frontline
employees will also inhibit them in acting as knowledge brokers. In addition, a
moderate workload during service encounters helps to ensure successful KB for the

organisation and for the customers as well.

Despite Z bank management’s substantial investment in promising technology, the
bank’s information system does not assist the frontline bank employees in working
as knowledge brokers, and most of the participants argue that having a CRM system
will help the frontline employees to engage in KB. Beyond this, tacit CK constitutes
a significant obstacle for successful KB from the customers during service
encounters in Z bank due to the frontline bank employees’ inability to capture and

transfer this knowledge.
5. 3 Chapter Summary

This chapter first presented an overview of the research context and the justification
for using the Jordanian banking sector for this research. The rest of this chapter
illustrated the within-case study analysis for each case. In addition, this chapter also
presented the analysis of the field work through within-case analyses of each case

independently through providing an overview and background of each organisation
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as well as the main findings in each case based on semi-structured interviews,
documents, and direct observation. The analysis of each case utilised the qualitative
content analysis technique with the deductive approach from the proposed
conceptual framework and the inductive approach from the data in order to revisit

the conceptual framework for each case.

Each case study analysis comprises investigations into the phenomenon of KB
during service encounters and explores the main factors that affected KB during the
service encounters on four levels, namely, organisational level, individual level,

technological level, and CK level.

Based on the findings of each within-case study analysis, the following chapter
provides a discussion of the cross-case analysis to highlight the similarities and
differences between the main findings from each case. In addition, the following
chapter also sheds light on the main factors that affected KB through frontline bank

employees during service encounters in the three organisations.

211



Chapter Six: Cross-Case Syntheses and Discussions

Chapter 6 : Cross-Case Syntheses and Discussions

6.1: Introduction

This research aims to investigate the role of frontline employees as knowledge
brokers between customers and organisation during the service encounter.
Specifically, this research seeks to understand the main factors that influence
frontline employees in acting as knowledge brokers for the customers and the

organisation during service encounters.

As mentioned in Chapter Two, the role of frontline employees as knowledge brokers
between the customers and the organisation requires more investigation. The
majority of KM literature focusses on KB’s impact on innovation (Waring et al.,
2013; Boari and Riboldazzi, 2014; Berg et al., 2014). However, there is also a need
for research concerning how organisations encourage the employees to manage and
share customer knowledge (CK) in order to meet customer needs and enhance
service quality (Korhonen- Sande and Sande, 2016). In addition, the role that FLSES
play as internal knowledge brokers in intra-organisational KS still requires more
empirical research (Woisetschlager et al., 2016). Chapter Three proposed a
conceptual framework to explain frontline employees’ role of KB during service
encounters between the organisation and the customers. The organisational
knowledge creation theory and the absorptive capacity theory were selected to
explain KB during service encounters through frontline bank employees. The
preceding chapter presented the within-case analysis and the findings for each case

separately.

In this chapter, we discuss the cross-case findings with the intent of gaining a deep
and comprehensive understanding of the phenomenon of KB during service
encounters through frontline employees. According to Yin (2014), cross-case
analysis makes the research more robust through demonstrating the differences and
similarities between the cases. In addition, cross-case analysis also provides more
understanding of the phenomenon under investigation rather than simply the findings
of the individual case analysis. Furthermore, it also increases the generalisability of

the findings of the multiple cases (Miles and Huberman, 1994). The rationale behind
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using the multiple case study design is to conduct a cross-case analysis in order to
compare the findings of each case so as to obtain high-quality outcomes. To
accomplish this, the theoretical discussions have been provided under each part of
the cross-case findings in order to link the emerged themes to the theoretical

foundation.

This chapter is divided into five sections, including Section 6.1, which provides the
introduction to the chapter. Section 6.2 presents the outcomes of the investigation of
KB through frontline employees during service encounters. In particular, it sheds
light on the frontline employees’ contribution to the three kinds of CK transferred
during service encounters. Section 6.3 presents and discusses the main factors that
influence frontline employees’ role as knowledge brokers during service encounters.
Section 6.4 suggests a revised conceptual framework for this knowledge-brokering
(KB) based on the cross-case analysis of the three case studies. Section 6.5 provides

a summary of this chapter.

6.2  Knowledge-brokering (KB) during the Service Encounters

The preceding chapter provided the analysis of the proposed conceptual framework
within each case study by analysing the interviews, the organisations’ documents,
and direct observations. The three banks are currently facing high levels of
competition from the local and foreign banks working in Jordan. Hence, having CK
forms the basis for gaining a competitive advantage in Jordan’s banking sector,
while knowledge about the customer and knowledge for the customers has received
the main share of attention from the banks’ management in each case. However,
despite the fact that knowledge from the customer during service encounters is
considered a main source of innovation and competitive advantage (Lages and
Piercy, 2012;Lariviére et al.,2017), the three banks still need more effort to adopt the
concept of KB through frontline employees as a result of daily interaction with the

customers.

The frontline employees in the three banks contribute to KB through sharing CK

between the organisation and the customers during service encounters, while some of
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them share knowledge about the customer, knowledge for the customer, and

knowledge from the customer.

Additionally, each case study analysis of the phenomenon of KB through frontline
employees during service encounters suggests a distinction between two kinds of
such KB, namely, KB for the customer and KB for the organisation. There is an
agreement between the three cases to divide KB during the service encounters into
two integrative processes, KB for the customer and KB for the organisation, as
illustrated in Table 6-1.

Case

KB for the Customer

KB for the Organisation

Case X

Frontline employees in X bank are
highly professional, and they usually
transfer knowledge about the bank’s
services and products to the
customers during service encounters,
and they try to help the customers to
understand the advantages of services
and products.

X bank’s frontline employees
are keener to transfer customer
feedback to bank management
in order to improve the work
during service encounters in
order eliminate the problems
that reduce their achievement
of targets required of them.

Case Y

The role of frontline bank employees
at 'Y bank has shifted from the
traditional one to that of acting as
advisors who provide customers with
all of the knowledge they require
about services and products during
service encounters.

The transfer of knowledge from
the customer to the organisation
during  service  encounters
remains inadequate at Y bank,
and it is still an individual
initiative.

Case Z

Z bank’s frontline employees play the
traditional role in service encounters;
this role comprises providing the
service and products for the customer
and transferring the knowledge for
the customer about the services and
products.

The frontline bank employees
transfer knowledge about the
customer, and in rare cases,
they capture and share
knowledge from the customer
during service encounters.

Table 6-1: KB during service encounters

From the viewpoints of the three organisations, frontline employees work as
knowledge brokers for the customers during service encounters. These employees
are considered the core source of knowledge about the services and products for the
customers. In addition, in the finance organisations, the frontline employees’ job

requires them to disclose full knowledge about products and services during service
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encounters. However, the three banks agreed about the less-than-mature role of the
frontline employees as knowledge brokers for the organisation compared to their role

as knowledge brokers for the customers.

The two processes of KB during service encounters are integrative, and we find that
the frontline employees’ success in KB for the organisation first depends on the
success of the KB for the customers. In this vein, the three banks focussed on
capturing knowledge about the customers and providing knowledge for the
customers during service encounters, while obtaining knowledge from the customers
received less attention from the three banks’ management, particularly at Z bank.
Banks X and Y designed some initiatives aiming to encourage KB through the
frontline employees from the customer to the organisation. However, brokering the
CK through the frontline employees was not fulfilled as it should be because of
certain barriers that inhibit this process. Four main sets of factors are identified that
impact the frontline bank employees’ role as knowledge brokers. In the following

section, these factors are presented and discussed.

These findings are consistent with the study of Cadwallader et al. (2010) which
demonstrate that most often frontline employees are serving as knowledge brokers
for the customers through introducing customers to new service innovations. Also,
they argue that the boundary-spanning role of the frontline employees between
organisation and customers give them the opportunity to act as barrier or catalysts to
customer awareness concerning acceptance and adoption of the service innovation.
6.3  Factors Affecting Knowledge-Brokering (KB) during Service
Encounters

The analysis of the data gathered from the three organisations reveals that there are
four sets of factors affecting KB through frontline employees during service
encounters. The following sections discuss and review these factors, while Table 6-2

below provides the summary and conclusion of these factors.
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Factors group

Main Factors

Case X

Case Y

Case Z

Organisational —

level

Organisational
support

Lack of training programs for frontline employees
in terms of capturing and transferring knowledge
from the customers during service encounters
impedes KB for the organisation. Lack of
incentives (moral and financial) for the frontline
employees to transfer knowledge from the
customers to the organisation impedes KB for the
organisation.

When frontline bank employees perceive
themselves as having organisational support, they
will be more active when it comes to engaging in
KB during service encounters.

The absence of a rewards system when it
comes to transferring knowledge from
customers to the organisation impedes KB
during service encounters. A lack of
engagement on the part of frontline bank
employees in the new product and service
development process impedes KB during
service encounters. Having a suitable training
program in place will assist frontline bank
employees to act as knowledge brokers for
both customers and the organisation.

A lack of rewards for the frontline bank
employees when they transfer knowledge from
the customers during service encounters hinders
KB for the organisation through its frontline
employees. The inadequate training that
empowers frontline bank employees to capture
and transfer knowledge from the customer to the
organisation prevents KB for the organisation.
Lack of appreciation of the role that frontline
bank employees play as a source of CK and their
lack of involvement in the new product and
service development processes impedes KB for
the organisation.

Organisational
culture

Mutual trust between frontline bank employees
and their manager encourages them to engage in
KB during service encounters.

The market organisational culture inhibits KB for
organisations, and it encourages KB for the
customer.

Having an organisational learning culture
encourages frontline bank employees to act as
knowledge brokers.

Having a KS culture would help frontline
bank employees to act as knowledge brokers.
Having a culture that supports learning will
encourage frontline bank employees to act as
knowledge brokers.

Having healthy levels of internal competition
among employees encourages frontline bank
employees to serve as knowledge brokers in
two distinct ways.

Having an organisational culture that supports
KS, trust within the organisation, and learning
encourages the frontline bank employees to
engage in knowledge during service encounters
in both directions (i.e. from the customer and
organisation). Market organisational culture
encourages KB for the customer more than KB
for the organisation on the part of frontline
employees during service encounters.

Organisational
structure

The organisational structure influences KB by
frontline  employees, as high levels of
centralisation, standardisation, and formalisation
inhibit KB on the part of frontline employees. This
is due to the fact that KB requires high levels of
flexibility and direct communication with the top
management.

The hierarchical structure of Y bank, which is
reflected through high levels of centralisation
and formalisation, makes the flow of CK
from the frontline employees to the top
management more complicated as result of
multiple layers, and it is inhibits frontline
employees from engaging in KB for the
organisation.

Due to the hierarchical organisational structure,
middle management plays a critical role in
encouraging or impeding frontline bank
employees from serving as knowledge brokers
during service encounters.
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Individual- level

Prior CK

Frontline employees with adequate knowledge
about the bank’s services and products are more
able to act as knowledge brokers, and prior
knowledge helps them to identify a gap in the CK.

Having adequate knowledge of services,
products, and the organisation is considered to
be a prerequisite for KB from the customer.

Having the prior knowledge that customers
require concerning services and products during
service encounters and adequate job experience is
considered to be vital to successful KB for both
customers and the organisation.

Job Experience

Experienced frontline employees are readier to
work as knowledge brokers for the customers, and
they are also more capable of capturing and
sharing knowledge between customers and
organisation.

The level of experience of a frontline
employee is a fundamental factor in terms of
improving his or her ability to serve as a
knowledge broker for the customer.

The frontline bank employees with sufficient
experience are better able to understand
knowledge from the customer and organisation,
and they are more qualified to transfer CK to the
organisation and customer.

Ability to understand CK

The ability of frontline bank employees to
understand CK from either the organisation or the
customers during the service encounters plays a
critical role in encouraging or inhibiting KB during
service encounters.

The ability to understand the knowledge
obtained from a customer affects KB process
during a service encounter.

The capability of frontline employees to
understand the three kinds of CK will help them
to contribute to KB during service encounters.

Workload

The high workloads encountered during service
encounters impede KB by frontline bank
employees.

High and low workloads impede successful
KB during service encounters, while moderate
workloads  encourage  frontline  bank
employees to act as knowledge brokers.

A lack of time for the frontline bank employees
during services encounters impedes capturing and
transferring CK for the organisation.

Self-efficacy

Frontline bank employees with low self-efficacy
when it comes to having CK preferred to not
engage in KB during the service encounters.

A frontline employee with a high level of self-
efficacy is better able to act as knowledge
broker between a customer and the
organisation during a service encounter.

A low level of self-efficacy on the part of
frontline bank employees impedes KB during the
service encounters because the success of KB
depends on the willingness of these employees to
share CK between the organisation and
customers.

Lack of awareness

A lack of awareness on the part of frontline
employees with regard to the value of knowledge
from the customers hinders KB during service
encounters.

A high level of attention is paid by frontline
employees to obtaining knowledge about the
customers and providing knowledge for the
customers during the service encounters,
while less attention is paid to obtaining
knowledge from the customers, such as
information concerning their experiences with
the organisation.

Frontline bank employees have a low level of
awareness of the importance of knowledge from
the customer for the organisation; this impedes
KB during service encounters.
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Technological-level

Bank’s information system

The bank’s information system does not support
frontline bank employees when acting as
knowledge brokers for the organisation.

The bank’s existing information system does
not assist frontline bank employees to capture
and store the knowledge obtained from
customers during service encounters.

A lack of integration between the bank's
information systems limits the ability of
frontline bank employees to act as knowledge
brokers.

The regular information system does not support
KB by frontline employees during the service
encounters.

Lack of a CRM system

Having a full CRM system would improve KB
during service encounters, and it will support the
frontline bank employees to act as knowledge
brokers in both ways.

Implementing a CRM system will assist
frontline bank employees to act as knowledge
brokers during service encounters.

The absence of a CRM system hinders frontline
bank employees from engaging in the two forms
of KB during service encounters.

Knowledge —level

The difficulty experienced in capturing and
sharing tacit CK during service encounters
impedes KB by frontline bank employees.

It is quite often the case that the knowledge
from the customer is tacit and frontline bank
employees face difficulties when capturing

The highly tacit nature of CK during service
encounters impedes KB from the customer to the
organisation.

Tacit CK
and sharing this knowledge, and this impedes
KB from the customers to the organisation.
Lack of access to explicit knowledge for the | The majority of the knowledge about the The complexity of the explicit CK, such the
customer during service encounters impedes KB | customer and for the customer is explicit knowledge for the customer (e.g. knowledge
Explicit CK for and from customers by frontline bank | knowledge, and not all of this knowledge is concerning new service and products), that exists

employees.

stored in the bank’s system during service
encounters.

in the bank's information system impedes KB for
both the customer and the organisation.

Table 6-2: Factors impacting knowledge-brokering (KB) during service encounters
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6.3.1 Organisational -Level Factors

The analysis suggests that the organisation plays a critical role in encouraging or
impeding frontline employees to engage in KB during service encounters. More
specifically, three main organisational-level factors influence this KB, namely,

organisational support, organisational culture, and organisational structure.

Organisational Support

All three of the banks reported that the absence of organisational support forms the
central barrier impeding frontline bank employees in acting as knowledge brokers,
particularly from the customers to the organisation. In this research, the
organisational support includes organisational recognition of the frontline employees
as a source of CK, the provision of rewards, the provision of training, and the
frontline employees’ involvement in the process of developing new products and

services.

The first source in the organisational support factor is the organisational recognition
for the frontline employee’s knowledge. The findings suggest that a lack of
organisational recognition of frontline employees as a source of knowledge from
the customers inhibits the frontline employees in acting as knowledge brokers for the
organisation. In addition, it is found that the administrations in the three banks grant
less attention to the knowledge from the customer that comes from the frontline
employees, as their focus is instead on the knowledge about the customers, such as
their motivations, transactions, requirements, and background. Furthermore, the
banks’ instructions obligate frontline employees to provide knowledge about the
customer to the organisation, while providing knowledge from the customers, such

as customer experiences, is still a voluntary job for the frontline employees.

Moreover, the three banks utilise the CK gathered directly from the customers
through multiple communication channels and from the external companies in order
to develop the products or services, while the contribution of the frontline employees
is still very low with respect to transferring knowledge from the customers during

service encounters.

This finding is consistent with the literature, which has linked the perceived
organisational support of employees with their intention to contribute their
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knowledge within the organisation (e.g. Watson and Hewett, 2006). According to
Eisenberger et al. (1986), the perceived organisational support includes the
individuals’ belief concerning the extent to which the organisation values their
contribution and cares about their wellbeing. Therefore, this study highlights that
when the frontline employees believe that the organisation recognises their
knowledge generated from the customer interaction during service encounters, this

will encourage them to contribute their knowledge to the organisation.

Also, this is consistent with findings of Engen and Magnusson (2015), who argued
that the middle and top management in service organisations lack a great
appreciation of the knowledge held by frontline employees as a result of their
interaction with customers during service encounters. Ye et al. (2012), for example,
indicated that the knowledge generated between the frontline employees and
customers during service encounters possesses a great deal of potential for
significant payoffs for the organisation. In many cases, however, the organisation
does not tap into this knowledge and it remains in the frontline employees’ minds
because the organisation’s attention goes to top-down learning instead of bottom-up
learning. Furthermore, service organisations still have a problem with capturing CK
precisely with offline services (Lam et al., 2017).

The second source in the organisational support factor is the organisational
rewards. All of the participants from the three organisations indicate that the
frontline employees require positive motivation to engage in the KB process during
service encounters. According to past studies, the main challenge facing the
organisation concerns how to motivate the employees to contribute their knowledge

to the organisation (King et al., 2002).

In addition, a lack of extrinsic motivations, such as moral and financial rewards,
which are tailored to stimulate employees to capture and transfer knowledge from
the customer to the organisation, also impedes frontline employees in acting as

knowledge brokers from the customers to the organisation.

The explanation of why organisational rewards can encourage frontline employees to
act as knowledge brokers for the customer and the organisation is rooted in social
exchange theory, which proposes that individuals compare between the costs and
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potential benefits in their exchange relationship and they try to maximise benefits
and minimise costs (Emerson, 1976). Unfortunately, KB for the organisation is still a
voluntary job, and the employees do not contribute their CK without motivation to

do so, such as organisational rewards (Lin and Huang, 2010).

It is found that the three banks lack rewards that encourage the frontline employees
to capture and share knowledge from the customer to the organisation during service
encounters. Consequently, the results of this research further support the claims of
Pass et al. (2004), who affirmed that organisations typically do not reward their

frontline employees for sharing their market knowledge within the organisation.

Moreover, it is noticed that the frontline employees in the three banks engage in KB
for the customers more than for the organisation. This is explained by the lack of
rewards for KB for the organisation, as the employees understand that when they
provide knowledge about the service and products for the customer during service
encounters, this will help them to achieve their targets, which leads to obtaining
rewards, such as monetary and moral rewards. Therefore, the absence of rewards
when the frontline employees contribute the knowledge created during interaction
with the customers to the organisation is considered one of the barriers impeding KB
for the organisation.

These findings provide additional support for the past studies that have suggested a
reward system will encourage employees to share their knowledge (e.g. Bartol and
Srivastava, 2002; Ipe, 2003; Cabrera et al., 2006; Al-Alawi et al., 2007; Lin, Hung
and Chen, 2009). Conversely, these empirical findings are also in line with the
various prior studies that have considered the lack of organisational rewards to be
barriers impeding employees in contributing their knowledge to the organisation
(e.g. Riege,2005; Lee and Ahn, 2007; Singh Sandhu et al., 2011 ). Moreover, this
finding is consistent with the recent empirical results offered by Anaza and Nowlin
(2017), which affirmed that the lack of organisational rewards, including recognition
and monetary, impede frontline employees in sharing their market knowledge to the

organisation.

The third source in the organisational support factor is the organisational training

for the frontline employees. The lack of organisational training that supports
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frontline employees in capturing and sharing knowledge with the customer during

service encounters impedes KB for the organisation and the customer.

According to the findings from X and Z banks, the main focus of bank management
iIs on training frontline employees to gain knowledge about the services and
products, and to better their ability to improve service quality and provide
knowledge for the customers during service encounters. In contrast, the three banks
also give less attention to training frontline employees to capture and transfer
knowledge from the customer to the organisation. The prior studies found that
sufficient training increases the employees’ absorptive capacity to understand
knowledge, and this increases their ability to transfer knowledge (e.g. Minbaeva et
al., 2003).

The findings also reveal that well-trained frontline employees are more able to act as
knowledge brokers for the customers during service encounters, and this helps them
to identify the CK gap, aiding them in acting as knowledge brokers for the
organisation. According to the findings, Y bank is the best bank investor in their
employees in terms of training, as it employs the ‘virtual branch’ in order to train the
employees before and after their appointment. Hence, the majority of the Y bank
participants argue that the role of frontline bank employees has been extended to be
more than just traditional service employees and has instead become knowledge

brokers through work as consultants for the customers and bank management.

The fourth source in the organisational support factor is involving the frontline
employees in the process of developing new products and services. The majority of
participants from the three banks indicate that the frontline bank employees are not
fully involved in the new service-development process, which includes three stages:
design, development, and full launch. In the three banks, the frontline employees are
solely involved in the development and full-launch stages, and it is rare to participate
in the design stage, which consists of contributing their CK. Therefore, the lack of
frontline employees’ participation in the design stage increases their unwillingness to

engage in KB for the organisation.

Furthermore, the findings from the interview analysis suggest that involving the

frontline employees in the three stages of the new service development process will
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encourage them to act as knowledge brokers for the organisation, while lack of
participation in the new service development process will impede KB for the

organisation.

Consequently, when the organisation does not use the knowledge from the frontline
employees, this makes them believe that they are not participating in the decision-
making, even indirectly through using their CK. This is consistent with prior studies
that found that when employees believe they are participating in the organisation’s
decision-making, this encourages them to contribute their knowledge to the
organisation (e.g. Han, 2010), in addition to increasing the quantity and quality of
KS (Witherspoon et al., 2013). This is also in line with the evidence presented by
Melton and Hartline (2010) indicating that frontline employees’ participation in the
design stage of the new service development process positively influences the

employees’ attitude towards the organisation.

Organisational Culture

The second factor in the set of organisational-level factors is the organisational
culture. Collectively, data from the three banks reveals that the organisational culture
influences KB through the frontline employees during service encounters. In
addition, it is found that the organisational culture either encourages or inhibits the
frontline employees in serving as knowledge brokers for the organisation. Similar
findings have been found in prior studies, which have suggested that the
organisational culture impacts employees’ KS behaviour, and it may either increase
or decreases their willingness to share knowledge within the organisation (e.g. De
Long and Fahey,2000, Kim and Lee, 2006; Lin, 2008; Seba and Rowley, 2010; Seba
etal., 2012).

The participants and data from the three banks indicate that the organisational culture
that supports KS (a KS culture) and learning encourages the frontline employees to
capture and share knowledge from the customer to the organisation during service
encounters. Frontline employees need knowledge for the customer in order to
capture knowledge from the customer; thus, a KS culture in the organisation will
help them to obtain the requisite knowledge for the customers and encourage them to
share knowledge from the customer to the organisation.
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The empirical findings are in line with many studies that have highlighted the
positive impact of organisational culture on KB. For example, Hargadon (2002)
argued that the success of KB requires an organisational culture that supports and

rewards employees when they act as knowledge brokers.

In addition, the findings of this study are also consistent with previous studies that
have found trust within the organisation and between the employees to be the main
component in a KS culture (e.g. Casimir et al., 2012). High levels of trust between
frontline employees and their managers encourage them to share knowledge obtained
from the customers during service encounters with the organisation. Furthermore,
these findings offer further support to the study of Wirtz et al. (2010), which found
that high levels of social capital (trust between frontline employees and their
managers) increases the employees’ willingness to share knowledge from the
customers (negative customer feedback) generated during service encounters within

the organisation.

However, the participants and data from the three banks also reveal that the market
and hierarchy cultures form the dominant organisational cultures of the three banks.
According to Cameron and Quinn (2005), the primary focus of market culture is on
external and internal competitiveness, while the main features of hierarchy cultures
include multiple hierarchical structures, high formalisation, and lack of employee
empowerment. It is found that market and hierarchy cultures support the frontline
employees’ role as knowledge brokers for the customer while inhibiting the role of
knowledge brokers for the organisation. These results are understood side by side
with the study of Suppiah and Singh Sandhu (2011), which found market and
hierarchy cultures to negatively influence tacit- KS behaviour. On this note, it must
also be taken into consideration that the majority of knowledge from the customer
that is generated during service encounters is tacit knowledge (Wang, 2015).

Organisational Structure

The third factor in the set of organisational-level factors is the organisational
structure. The finding in this research suggested that the organisational structure
impacted on the KB through the frontline employees during the service encounters.
Also, the findings revealed that the organisational structure either encourage or
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hinder the creation and transferring the CK between the organisation and customers
through the frontline employees. Many of the previous studies discussed the
influences of organisational structure on the KS in the organisation and they stressed
that the hierarchy organisational structure consider as barrier to KS through the
employees (e.g. Seba et al., 2012; Amayah, 2013).

However, the analysis of the data from the three banks suggested that hierarchy
organisational structure inhibited CK brokering for the organisation through the
frontline employees during the service encounters. The hierarchy structures in the
three banks which show its features through high centralisation and formalisation is
made the flow of CK from the frontline employees to the top management more
complicated through multiple layers. The empirical findings of this research are in
line with previous research of Kim and Lee (2006) which found that the hierarchy
organisational structure had a negative impact on the employee’s KS capabilities.
Also, these research findings provide further support to the Chen and Huang (2007)
who suggested that organisational structure with less centralisation and less
formalisation leads to high social interaction and this will increase the KS in the
organisation. Additionally, the research findings consistent with the study of Sharratt
and Usoro (2003) that pointed out that the centralisation dimension in the hierarchy
structure stifle knowledge creation and it was inhibiting sharing tacit knowledge in

particular.

Moreover, due to the hierarchy structure in the three banks, the middle managers
such as the branches managers played a critical role concerning support or hinder the
frontline employees to fulfil the role of knowledge brokers for the CK between the
organisation and customers. The majority of the participants from the three banks
argue that the branches managers act as a filter of flow the CK between the frontline
employees and top management, as well as they able to encourage the frontline bank
employees to capture and transfer CK during the service encounters. Also, in many
cases, the middle managers for the frontline employees consider as the primary
source of the knowledge for the customer that help the frontline employees do their

jobs and to understand knowledge from the customer during the service encounters.
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In this vein, the centralisation dimension of the hierarchy structure impacted on the
ability of the middle managers to motivate frontline employees to engage in KB
during service encounter. Most of the participants pointed out that because of the
high centralisation and lack of empowering the branch managers not able to provide
a reward to the frontline employees when they capture and share knowledge from the

customers during the service encounters to the organisation.

These findings supported by the study of Al Saifi et al. (2016a) Who found that the
middle managers play a significant role with regard creating opportunities for
employees to learn and share their knowledge when they are affected by lack of
knowledge. Also, the findings confirm the argument of the MacNeil (2003) and
MacNeil (2004) who emphasise the vital role of the line managers as a facilitator of
KS between employees and organisation and in particular tacit knowledge. As well,
this finding of the critical role of the middle manager with respect to KB of the CK
consistent with the study of the Radaelli and Sitton-Kent (2016) who highlighted the

major role of the middle managers concerning the translation of new ideas.

6.3.2 Individual-Level Factors

The second set of factors that influence KB through frontline employees during
service encounters stems from the individual level. The data analysis from the three
cases reveals that individual-level factors influence the frontline employees in
engaging in CK brokering between the organisation and the customer. These factors
include workload, self-efficacy, lack of awareness of the importance of CK, prior
knowledge, job experience, and ability to understand customer knowledge . All of
the participants from the three banks confirm that these four individual-level factors
play a significant role in encouraging or inhibit the frontline employees in working
as knowledge brokers for the customer and the organisation during service

encounters.

Workload during the Service Encounter

The first in the set of individual-level factors is the frontline employees’ workload
during service encounters. Collectively, data from the three banks reveals that high
and low workload levels influence KB through frontline employees during service
encounters. The frontline employees in the three banks face a lack of time due to
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heavy workloads, and this lack of time is considered a barrier for capturing and
sharing knowledge from the customers and for the customers during service
encounters. These findings are in line with many of the previous studies, which have
considered the lack of time to be a barrier for KS, whether collecting or donating
knowledge (e.g. Szulanski, 1996; Riege, 2005; Kukko, 2013). This finding is also
consistent with Lawson (2001), who demonstrated that heavy workloads impede

employees’ learning due to the time pressure.

This study indicates that a moderate frontline workload during service encounters
helps the frontline employees to fulfil the role of KB between the organisation and
the customers, while heavy or light frontline workloads hinder success in this role.
Frontline employees, through their interaction with a large number of customers, are
able to learn knowledge from the customer, and they will be able to provide
knowledge for the customers during the service encounters. The findings of this
research support the study of Ye et al. (2012), who argued that heavy or light
frontline workloads hinder frontline learning mechanisms, while moderate frontline

workloads foster frontline learning.

Prior Customer Knowledge

The second in the set of individual-level factors is the having Prior Customer
Knowledge . As we mentioned previously, KB through frontline employees during
service encounters is divided into two main integrative activities, namely, KB for the
customer and KB for the organisation. Collectively, data from the three banks
suggests that frontline employees possessing prior knowledge for the customer is a
prerequisite for successful KB in both ways. Conversely, a lack of prior CK or
experience hinders frontline employees in engaging in brokering CK during service

encounters.

Moreover, it is found that the frontline employees possessing high levels of
absorptive capacity are more able to work as knowledge brokers for the customers
(to obtain knowledge from the organisation and provide knowledge for the customer)
and then for the organisation (to obtain knowledge from the customers and then

transfer this knowledge to the organisation). These findings are also consistent with
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the study by Parjanen et al. (2011), which suggested high levels of absorptive

capacity help knowledge brokers to bridge the structural holes.

According to the absorptive capacity theory, the cognitive structure at the individual
level is crucial for the ability to assimilate and utilise external knowledge in the
organisation, the prior-related knowledge is considered a prerequisite for the success
of absorptive capacity processes, such as recognising, assimilating, and using the
new knowledge (Cohen and Levinthal, 1990). The findings related to the having
prior CK are consistent with the previous research. For example, Szulanski (1996)
suggested that a lack of absorptive capacity formed a primary barrier for internal
knowledge transferring within the organisation. Similarly, the study of Kang and Lee
(2016) found the absorptive capacity of employees to positively influence KS, while
the lack of absorptive capacity inhibits transferring knowledge within the

organisation (Alavi and Leidner, 2001).
Ability to understand customer knowledge

The third factor in the set of individual-level factors is the Ability to understand CK,
the analysis of the findings from the three cases study revealed that frontline
employees with high ability to understand customer knowledge that generated during
service encounters more able to act as knowledge brokers. On the other hand, the
low ability to understand CK is considered as one of the main barriers that impede

frontline employees to engage in KB process.

The findings of this research also support the study of Verbeke et al. (2010), who
argued that the frontline employees, such as salespeople, are becoming knowledge
brokers, and they need sufficient cognitive abilities that help them absorb knowledge

in order to transfer this knowledge to the customers.
Job Experience

The fourth factor in the set of individual-level factors is Job experience of the
frontline employees. Collectively, data analysis reveals that job experience of the
frontline employees influences role of the frontline employees as knowledge brokers
between organisation and customers. Most of the participants pointed out that

frontline employees with excellent job experience are more able to capture and
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sharing CK. Moreover, the findings of this research revealed that frontline
employees in particular with high job experience are capable of getting tacit
customer knowledge such as customer experiences. These findings are consistent
with several past research that stressed on the positive impact of the job experience
on understanding tacit knowledge (e.g. Griffith and Sawyer,2010). Also, these
findings are in line with the work of Boateng and Agyemang (2016) who found out
that the experience level of employees is one of the significant factors influencing

knowledge sharing.
Self-Efficacy

The fifth factor in the set of individual-level factors is the self-efficacy of frontline
employees. The analysis of the data reveals that the lack of self-efficacy in frontline
employees impedes them in engaging in KB during service encounters, either for the
customers or the organisation. The majority of the participants from the three banks
argue that the lack of self-efficacy, with respect to possessing CK, is the main reason
why frontline employees are unwilling to transfer knowledge from the organisation

to the customer or from the customer to the organisation.

The empirical evidence of this research is consistent with many previous studies,
which have found individuals with high self-efficacy to be more willing to contribute
their knowledge. For example, Bock and Kim (2001) and Lin (2007a) considered
self-efficacy as intrinsic motivation that encourages the individual to engage in KS.
Similarly, Hsu et al. (2007) found self-efficacy to positively influence KS behaviour.
Moreover, Marrone et al. (2007) argued that self-efficacy is necessary for boundary-
spanning behaviour, and it provides the employees with confidence in their
capabilities to fulfil the role of boundary-spanning.

Moreover, as we mentioned before, the majority of the CK generated during service
encounters is tacit knowledge, and the frontline employees need to share this tacit
CK in order to engage in KB during service encounters. Hence, frontline employees’
self-efficacy is crucial for motivating them to share tacit CK within the organisation.
Thus, the finding of this research provides empirical support to the study of Lee
Endres et al. (2007), who proposed that self-efficacy is essential motivation for

sharing tacit knowledge. Also, the research findings are in line with Marinova et
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al. (2017) study that suggested that frontline employees with high self-efficacy are

more able understand CK.
Employees’ Awareness of the Value of Knowledge from the Customer

The sixth factor in the set of individual-level factors is low awareness of the value of
knowledge from the customers. The cross-case analysis of the data reveals that low
frontline employee awareness of the value of knowledge from the customer form a
major barrier for engaging the frontline employees in KB for the organisation during
service encounters. The majority of participants argue that the frontline employees
possess a higher awareness of the value of the knowledge about the customer and
knowledge for the customer compared to the knowledge from the customer. Prior
studies have suggested that low awareness of the value of possessed knowledge
comprises one of the main barriers for sharing knowledge within the organisation
(e.g. Riege, 2005; Kukko, 2013). Unfortunately, the empirical findings suggest that
lack of awareness concerning the value of knowledge from the customers inhibits
frontline employees in collecting knowledge from the customers in order to transfer

this knowledge to the organisation.

6.3.3 Knowledge-Level Factors

The third set of factors that influence KB through frontline employees during service
encounters is grounded in the nature of the CK, namely, tacit or explicit knowledge.
The empirical findings of this research confirm this. The majority of the participants
argue that in many cases, frontline employees are not able to capture all of the kinds
of knowledge from the customer during service encounters, and even if they do, they
may not be able to code this knowledge. Furthermore, they also highlight that not all
of the explicit CK, which is quite often knowledge for the customer, is easy to

understand and share with the customer during service encounters.

The empirical findings of this research are consistent with the KS literature, which
has shed light on the significant impact of the nature of knowledge on the success of
KS. For example, Ipe (2003) proposed that the nature of knowledge (tacit and
explicit) forms a significant factor that influence KS between employees within the

organisation.
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Moreover, the findings of this research are also in line with prior studies that have
stressed the difficulty of coding and sharing tacit CK at the individual level. For
example, Ye et al. (2012) argued that most of the knowledge generated during
service encounters is tacit knowledge. Zhang et al. (2015) demonstrated that
understanding customer needs is tricky, because quite often, it is tacit knowledge.
Furthermore, Wang (2015) argued that employees face challenges in sharing CK
because most of the CK possessed by employees is tacit knowledge. Hence, one of
the most important kinds of knowledge from the customers is their perception of
service quality, and this is classified as tacit knowledge that resides in his mind
(Chen, and Su, 2006).

This in line with prior studies that have argued that the frontline employees’ ability
to read the customers’ need, which might include explicit or tacit CK, helps the
organisations to enhance the services for the customers. In addition, they will also be
more able to create ideas that will help the organisation to improve service quality
(Donavan et al., 2004; Lages and Piercy, 2012).

6.3.4 Technology-Level Factors

The fourth set of factors that influence KB through frontline employees during
service encounters are technology-level factors. Empirical findings from the three
banks identify that ICT is critical for this role. Frontline employees need effective
information systems that assist them in acquiring knowledge for the customers and
storing knowledge about and from the customers during service encounters.
Collectively, the three banks did not apply full CRM systems (operational,
analytical, and collaborative), and they instead just used operational CRM systems.
The majority of the participants argue that the lack of the three CRM systems
inhibits the frontline employees in serving as knowledge brokers during service
encounters. In addition, they argue that CRM systems will help frontline employees
to obtain knowledge for the customers that will help them to capture knowledge
from the customers. They further argue that it will reduce the workload because it
gives the frontline employees plenty of time to get the full picture about the

customers during service encounters.
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Generally, the findings of this inquiry are consistent with many of the previous
studies that have focussed on the impact of information technology on employees’
KS capabilities (e.g. Kim and Lee, 2006; Lin, 2007; Al-Alawi et al., 2007; Seba et
al., 2012). These findings are also in line with other studies that have considered that
lack of appropriate information systems to be a barrier to sharing knowledge within
the organisation (e.g. Riege, 2005; Kukko, 2013).

According to the literature, CRM systems are computer-based systems that are used
to manage the relationship with the customers. Furthermore, they are also one of the
sources that provide the organisation with valuable CK in order to maintain a long
relationship with the customers (Chen, and Su, 2006). However, most of literature
has linked CRM systems with knowledge about the customers, and they have argued
that knowledge from the customer needs social interaction, such as face-to-face
meetings during service encounters (e.g. Stringfellow et al.,, 2004;Xu and
Walton,2005). The findings of this research are in line with previous studies that
have highlighted the importance of CRM systems for supporting CK acquisition (Xu
and Walton, 2005) and CK creation (Khodakarami and Chan, 2014). In addition,
using the three kinds of CRM systems helps the organisation to utilise CK (Salojarvi
et al., 2010). Marinova et al. (2017) argued that CRM systems also work as a
complement to FLSEs during service encounters in order to support them in cross-
selling. Hence, the frontline employees’ ease of access to the organisation database
that encompasses the knowledge about the customer, such as CRM systems,

facilitates the frontline employees’ role of reading the customer needs.

Although the literature on services has recognised that CRM systems are vital to
success amongst service organisations, very often, service organisations have
continued to struggle with making their frontline employees more active when using
the CRM system to obtain the advantages of CK (Hunter and Panagopoulos, 2015).
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6.4 A Revised Conceptual Framework

This section provides a revised conceptual framework based on the cross-case
analysis of the three cases. Based on the empirical findings, Figure 6.1 below
illustrates the revised conceptual framework of CK brokering through frontline

employees during service encounters.

Self-Efficacy Workload Organisational Organisational Organisational
. Support Culture Structure
Ability to Prior CK Awareness Job
understand CK of CK Experience
Individual-Level Factors Organisational-Level Factors

Knowledge from . Organisation
customer | | .. ’ management
KS KBFO KS -
Knowledge about R :
customer + ! i
Knowledge for the
KS KBFC customer
KS
Service encounters
Bank’s information system CRM system Tacit customer Explicit CK
Knowledge
Technological-Level Factors Knowledge-Level Factors

= Factors (in red colour), which were revealed by the empirical data.
e The dotted arrow line represents an unproductive process

Figure 6-1:Revised conceptual framework for knowledge brokering ( KB) through frontline
employees during service encounters.
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The results of the evidence-based analysis of the multiple case studies summarised in
the framework (Figure 6.1) suggests that four sets of factors facilitate or impede KB
by frontline employees during service encounters, namely, organisational-level
factors (organisational culture, organisational structure, and organisational support),
individual-level factors (absorptive capacity, self-efficacy, low awareness of the
importance of knowledge from the customers, and workload), technological-level
factors (a bank’s information system and/or the lack of a CRM system), and
customer-knowledge-level factors (tacit or explicit). Moreover, it appears that the
process of KB during service encounters can be divided into two types: KB for the
customer and KB for the organisation. Furthermore, the success of KB for an

organisation largely depends on the success of KB for customers.

The findings, which are based on empirical data from the top three banks in Jordan,
reveal that during service encounters, frontline bank employees work as knowledge
brokers for the customers more than for the organisation. The explanation for this is
that the frontline employees have to provide full knowledge for the customers about
the service and products during service encounters while transferring knowledge
from customer to the organisation is still voluntary, and frontline employees need
effective motivation to encourage them to engage in transferring knowledge from the
customers to the organisation. The findings of this research argue that KS plays a
critical role in successful KB through frontline employees during service encounters.
Moreover, the frontline employees’ ability to collect and donate CK is the primary
impetus for KB in both ways, namely, from the organisation to the customers and

from the customers to the organisation.

In addition, the frontline employees’ ability to understand and disseminate three
kinds of CK is vital for successful KB. Therefore, the frontline employees’
absorptive capacity influences their ability to act as brokers for CK. The data
analysis also reveals that low awareness concerning the importance of knowledge
from the customers significantly influences frontline employees’ role as knowledge

brokers for organisations. Further, low self-efficacy and high or low workload during
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service encounters also impedes the brokering of CK through frontline employees

during service encounters.

In addition, organisational culture plays critical role in either supporting or inhibiting
frontline employees in serving as knowledge brokers in both ways. The
organisational culture that supports KS and learning among employees encourages
frontline employees to act as knowledge brokers, while a market culture is viewed as
a barrier to KB through frontline employees, particularly from the customer to the
organisation. Moreover, the data analysis also implies that organisational support is
crucial for encouraging frontline employees to engage in KB. Therefore, a lack of
rewards provided to frontline employees when they transfer knowledge from the
customer to the organisation forms one of the barriers that impede this role, as does
the absence of recognition for the frontline employees as sources of knowledge from
the customers. In addition, a lack of training provided to the frontline employees in
order to capture knowledge from a customer during service encounters also inhibits
brokering knowledge from the customers through frontline employees. The
hierarchal organisational structure in the three organisations is considered another
barrier for KB in both ways, though the nature of the hierarchy structure means that
middle managers play a significant role in supporting frontline employees to fulfil

the role of knowledge brokers.

Furthermore, a high degree of tacit knowledge from the customer during service
encounters is considered another barrier for successful CK brokering for the
organisation. In many cases, frontline employees are not able to capture and share
tacit CK generated during service encounters. In addition, the lack of full explicit
knowledge for the customers during service encounters also inhibits KB for the

customers and the organisation.

Information technology helps the frontline employees to share CK, though the
findings of this research suggest that traditional information systems do not support
the role of knowledge brokers. Utilising full CRM systems would support the
frontline employees to act as knowledge brokers between the organisation and the

customers because this provides the frontline employees with adequate knowledge
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about and for the customers during service encounters, and this helps them to gain

knowledge from the customers.

6.5  Chapter Summary

This chapter presented the cross-case analysis findings of the three case studies, as
well as a discussion of these results. The three banks face stiff competition from
local and foreign banks, and as a result, CK is considered a source of combative
advantage. The analysis of the data gathered from the top three banks in Jordan
reveals that in the three organisations, frontline employees serve as knowledge
brokers for the customers more than for the organisation. The findings of this
research suggest that four sets of factors influence KB through frontline employees
during service encounters, namely, individual-level factors, organisational-level
factors, technological-level factors, and customer-knowledge-level factors. Based on
the empirical findings, this chapter also illustrated the revised conceptual framework

for KB through frontline employees during service encounters.

The final chapter of this thesis, Chapter Seven, provides a brief summary of this
thesis. In addition, it also presents the conclusion of the study and its contribution
through the theoretical and managerial implications. It concludes by offering the

limitations and future research directions.
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Chapter 7 : Conclusion
7.1 Introduction

This chapter presents the concluding chapter to this study, and it provides a summary
of the thesis. Furthermore, it presents the key research findings and research
achievements, and highlights the theoretical, methodological and practical
contributions. Moreover, the end this chapter offers the research limitations and
future research. This chapter is structured as follows: in Section 7.2 is an overview of
the research, summarising the key points of each chapter of the thesis. Section 7.3
discusses the achievements of the research aim and objectives. Section 7.4 presents
the major findings of the study. Section 7.5 delivers the research contributions,
including the theoretical, methodological and practical contributions. This is
followed by Section 7.6, which discusses this study’s limitations and suggests
fruitful directions for future research. Finally, Section 7.7 provides a summary of the

chapter.
7.2 Overview of the Study

This research is aimed at investigating the role of frontline employees as knowledge
brokers between customers and the organisation during service encounters, as well as
identifying the most critical factors influencing this role. To this end, this research
proposed a conceptual framework for KB through frontline employees during service
encounters, based on an extensive review of the current literature. Using an in-depth
multiple case study approach, this study empirically verified this conceptual
framework in the context of service organisations and, in particular, banking sectors
in the country of Jordan. As a result, a revised conceptual framework was developed,

identifying new critical factors that were relatively neglected in the current literature.

This thesis addressed this research through seven chapters. Chapter One forms the
introductory chapter for the thesis. This chapter discussed the importance of this
research, research background, research problem, research questions and research
aim and objectives. It was acknowledged that frontline employees play a critical role

as knowledge brokers between customers and the organisation because the nature of

Nayel Al Hawamdeh 237



Chapter Seven: Conclusion

their jobs provides them with a perfect position from which to access, filter and
translate the knowledge they obtain from customers. Previous studies have discussed
the role of frontline employees as knowledge brokers, but little attention has been
afforded to providing a comprehensive understanding of the phenomenon of KB

through frontline employees during service encounters.

Chapter Two provided a critical review of the literature concerning KB through
frontline employees. This review highlighted the need for a comprehensive
conceptual framework to investigate the role of frontline employees as knowledge

brokers and to identify the key factors influencing this role.

Chapter Three presented a proposed conceptual framework for KB through frontline
employees during service encounters; this proposed conceptual framework was
revised in Chapter Six based on the empirical investigation. The proposed conceptual
framework drew upon the critical literature review and utilised the organisational
knowledge-creation theory and absorptive capacity theory to explain KB through
frontline employees.

Chapter Four provided the research methodology. It discussed the main research
philosophy stance, research paradigm, research approach and research method. The
chapter also presented an introduction to the research strategy, research data
analysis, research quality and ethical considerations. Moreover, this chapter provided
a justification for adopting the qualitative ‘interpretative’ methodological approach
to the analysis of the empirical data collected from the three organisations using an

in-depth multiple case study approach.

Chapter Five provided an overview of the case study organisations, as well as
demonstrating the main findings of each case separately, based on the within-case
study using the qualitative content analysis technique. In addition, before presenting

the main findings of each case, an overview of each organisation was provided.

Chapter Six provided an in-depth discussion of cross-case findings. This chapter also
provided a revised conceptual framework for KB through frontline employees during
services encounters. This revised conceptual framework illustrated that the KB

engaged in by frontline employees during service encounters is affected by four sets
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of factors, namely organisation level, individual level, technology level and

knowledge level.

Chapter Seven (the current chapter) provides an overview of this research and the
conclusions, the research achievement, major findings of the study, research

contributions, research limitations and recommendations for further research.
7.3 The Achievement of the Research Aim and Objectives

The research aim in Section 1.5 set out to investigate the role of frontline employees
as knowledge brokers between customers and organisation during the service
encounter, as well as to identify the critical factors influencing this role. This
research aim has been achieved by meeting the four research objectives, as this
section describes.

The first objective was to review the related existing literature to examine the role of
frontline employees as knowledge brokers during service encounters. In order to
achieve this objective, the ranked relevant journals in the field of management has
been reviewed and critically discussed in Chapter 2 to provide the thermotical
background for this research and to identify the gap in the literature, as in Section
2.7.

The second objective was to propose a conceptual framework to explain the role of
frontline employees as knowledge brokers between customers and the organisation,
as based on the critical review of related literature. This objective has been achieved
through Chapter Three, which offered a conceptual framework illustrating the
process of knowledge-brokering through frontline employees during these service

encounters.

The third objective was to empirically validate the proposed conceptual framework
for KB through frontline employees during these service encounters in the context of
the Jordanian Banking Sector. This objective has been accomplished through
adopting a qualitative ‘interpretative’ methodological approach to gathering and
analysing empirical data. In total, thirty (30) semi-structured interviews with
different informants (i.e. managers and employees) from three top commercial banks

in Jordan (X, Y, Z) were carried out. All interviews were face-to-face in these
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organisations, with six (6) conducted with frontline employees, 17 interviews
performed with employees who worked both on the frontline and as managers, such
as sales and service manager, and seven (7) conducted with managers. The
interviews lasted between 20 and 80 minutes, and all audio-recorded interviews were
transformed to written text through transcribing each interview and then translating
the interview text from Arabic to English. Thereafter, a back-translation technique
was applied through an independent assistant to test the overall accuracy of the
translation, as recommended by Douglas and Craig (2007). Thus, in this type of
interview, we prepared some questions for the interview and asked various probing
questions depending on the discussion and interviewee answers. However, other data
sources, including documents and observations, informed the primary data

collection.

The forth objective was to revise proposed conceptual framework based on the
collected case study evidence. Consequently, this objective has been reached based
on the findings of a cross-case analysis, with the revised conceptual framework
provided in Section 6.4. In order to do so, the qualitative content analysis was used
in this work to investigate the phenomena of KB through frontline employees.
Hence, content analysis has been used widely in analysing interview transcripts in
the case study research (Patton, 2002). In addition, qualitative content analysis has
been used to gain more in-depth meaning of the qualitative data. Maylor and
Blackmon (2005) recommend the use of qualitative content analysis when the
researcher’s emphasis is placed on searching out underlying themes. The qualitative
content analysis process includes three main stages, namely data preparation, data
organisation and findings reporting (Elo and Kyngés, 2008). However, in this
research, Zhang and Waltemath (2009)’s eight steps of qualitative content analysis
process was followed in order to analyse the research data. Therefore, the first stage
was centred on identifying open codes and then axial coding in order to generate
central themes regarding the role of frontline employees as knowledge brokers
between the organisation and customers, as well as identifying the main factors
influencing this role. In this research, a within-cases analysis was applied for each

case in order to extract meaning from the categories or themes at the case level, as

Nayel Al Hawamdeh 240



Chapter Seven: Conclusion

Yin (2014) recommended prior to conducting a cross-case analysis. Thus, in this
research, attention was directed towards explaining the procedures of the qualitative
content analysis used to analyse the data, with a cross-case synthesis following the
within-cases analysis carried out in order to represent the findings of the research.
Moreover, in this study, NVivo 11 was used to perform a systematic analysis and to
assist in organising the process of coding the transcribed data stemming from the

semi-structured interviews, documents and observations.
7.4 Major Findings of the Study

The two processes of knowledge brokering during service encounters are integrative,
and the frontline employees’ success in knowledge brokering for the organisation
first depends on the success of the knowledge brokering for the customers. In this
vein, the three banks focused on capturing knowledge about the customers and
providing knowledge for the customers during service encounters, whilst obtaining
knowledge from the customers received less attention from the three banks’
management, particularly at Z bank. Banks X and Y designed various initiatives
aimed at encouraging knowledge brokering through the frontline employees from the
customer to the organisation. However, brokering customer knowledge through
frontline employees was not fulfilled to the extent it should have been because of
certain barriers inhibiting the process. Collectively, data from the three organisations
revealed that there are four sets of factor affecting this role (organisational level,

individual level, technology level and knowledge level).

Organisational-level factors include three main factors. First, organisational
support, such as system rewards, training, and appreciation of the role of frontline
employees as a source of customer knowledge playing a critical role with respect to
encouraging or impeding knowledge brokering through frontline employees. Second,
organisational culture either encourages or inhibits frontline employees in serving as
knowledge brokers for the organisation. Third, organisational structure, where the
analysis of the data from the three banks suggests that the hierarchical organisational
structure inhibits customer knowledge brokering for the organisation through
frontline employees during service encounters. The hierarchical structures in the

three banks, which show its features through high centralisation and formalisation,
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makes the flow of customer knowledge from the frontline employees to the top

management more complicated through multiple layers.

Individual-level factors comprise sub-factors of workload, prior knowledge, job
experience, ability to understand customer knowledge, self-efficacy and awareness

about the importance of customer knowledge.

This study indicates that a moderate frontline workload during service encounters
helps frontline employees to fulfil the role of knowledge brokering between the
organisation and customers, whilst heavy or light frontline workloads hinder success
in this role. Frontline employees, through their interaction with many customers, are
able to garner knowledge from the customer and will be able to provide knowledge
for customers during service encounters. The empirical evidence of this research is
consistent with many previous studies, which have found individuals with high self-
efficacy to be more willing to contribute their knowledge. Most participants argue
that frontline employees possess a higher awareness of the value of the knowledge
about the customer and knowledge for the customer compared with knowledge from

the customer.

Moreover, it has been found that frontline employees possessing prior customer
knowledge, job experience and ability to understanding customer knowledge are
better able to work as knowledge brokers for customers (when it comes to obtaining
knowledge from the organisation and providing knowledge for the customer) and
then for the organisation (in obtaining knowledge from the customers and then

transferring this knowledge to the organisation).

Technological-level factors: information systems and, in particular, CRM systems
play a critical role in helping frontline employees with respect to creating and
sharing customer knowledge within organisations. Frontline employees need useful
information systems, such as CRM systems, to help them to manage CK that has

been created during service encounters.

Knowledge-level factors: the nature of customer knowledge, namely tacit or
explicit, influences frontline employees in acting as knowledge brokers between the

organisation and customers. Indeed, due to the fact that the majority of CK being
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generated during the service encounter is considered tacit knowledge, frontline
employees, in many cases, face a challenge in capturing or sharing this knowledge

between customers and the organisation.
7.5  Research Contributions and Implications

This study achieves three kinds of contribution, namely contributions to the
knowledge, methodology and practical contribution. First, this study contributes to
the literature by presenting a conceptual framework that illustrates the role of
frontline employees as knowledge brokers between customers and the organisation,
in addition to identifying the main factors that influence this role. Second, this study
provides a set of managerial implications for achieving a better understanding of the
influential factors inherent in establishing KB, as well as the process carried out
when seeking to succeed in KB during the course of frontline bank employees’

interactions during service encounters.
7.5.1 Contribution to Theory

This research provides a significant contribution to the body of literature related to
the phenomenon of CK brokering through frontline employees and, in particular, to
the literature of KM, CKM, KB and KS. This contribution manifests through
providing a novel comprehensive framework for KB through frontline employees
during service encounters, as illustrated previously in Figure 3.1. This conceptual
framework is validated based on the empirical findings using a multiple case study
strategy, and is revised based on cross-case findings, as presented in Figure 6.1. In
addition, this research contributes to the literature of CKM by using the lens of CKM
dimensions (knowledge about, for and from customers) in order to explain the role of
frontline employees as knowledge brokers between the organisation and the

customers during service encounters.

The review of the literature suggests a lack of studies offering a comprehensive
understanding of the role of frontline employees as knowledge brokers during
service encounters, as well as the main factors influencing this process. In light of
the evolution of the job of frontline employees—which involves more advanced

duties, such as transferring knowledge to and from customers—there is a need to
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establish a comprehensive framework in order to shed light on the main barriers
inhibiting frontline employees in effectively practising this role for the organisation

and its customers.

The majority of extant literature has discussed organisations’ abilities to manage CK
through gathering and utilising this knowledge by means of adopting the absorptive
capacity theory (e.g., Foss et al., 2011; Taherparvar et al., 2014; Storey and Larbig,
2017). Furthermore, a great deal of the previous literature has focused on the impact
of absorptive capacity on the innovation of organisations (e.g., Vinding, 2006; Chen
et al., 2009; Escribano et al., 2009). However, although individuals in organisations
are one of the major sources of absorptive capacity, much of the literature has been
dedicated to investigating the absorptive capacity of organisations, and they have
given less attention to individuals’ absorptive capacity (e.g., Cohen and Levinthal,
1990; Zahra and George, 2002). Limited studies have addressed the role of frontline
employees’ absorptive capacity concerning the transfer of CK between the
organisation and customers (e.g., Lam et al., 2016; Chang et al., 2017). The findings
of this study extend the absorptive capacity theory through highlighting the
importance of frontline employees’ prior CK (knowledge for the customer and about
the customer) for the success of KB during service encounters. In addition, the
empirical findings of this study also suggest that frontline employees’ lack of
absorptive capacity with respect to understanding knowledge from customers is
considered the main barrier inhibiting frontline employees from working as
knowledge brokers. However, Zahra and George (2002) divided absorptive capacity
into two types: potential and realised absorptive capacity. A potential absorptive
capacity includes acquisition and assimilation capabilities, whilst realised absorptive
capacity covers transformation and exploitation capabilities. This study also
contributes to absorptive capacity theory by shedding light on the importance of
frontline employees’ potential absorptive capacity in fulfilling the role of knowledge

brokers between an organisation and customers during service encounters.

An additional theoretical contribution of this research is provided through
distinguishing between two types of KB through frontline employees during service

encounters. The findings of this research indicate that frontline employees, through
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their position as boundary spanners, can work two types of KB, namely KB for the
organisation and KB for the customers. Indeed, most previous studies addressing the
role of frontline employees as knowledge brokers have not distinguished between

these two types of KB.

Finally, the findings of this research suggest that frontline employees work as
knowledge brokers for the customer during service encounters through providing the
customer with knowledge (knowledge for the customer) concerning the services and
products because this is considered the essence of the frontline employees’ role
during service encounters. In contrast, their role as knowledge brokers for the
organisation, which notably involves capturing and sharing knowledge from the
customers and transferring this to the organisation, remains unfulfilled because of a

group of barriers existing at multiple levels.
7.5.2 Contributions to Methodology

As mentioned in Chapter Two of this thesis, there is a lack of qualitative studies
addressing KB through frontline employees, with most previous studies conceptual
or having collected data quantitatively, as illustrated in Table 2-3. Therefore, this
study is one of few to adopt a qualitative approach in order to collect rich data
concerning KB through frontline employees. Furthermore, the central focus of this
research is centred on obtaining knowledge from a management perspective, whilst
previous studies have focused solely on the perspective of frontline employees. As
explained in Chapter Four, the interpretivism approach is employed to investigate the
role of frontline employees as knowledge brokers between customers and
organisation, with the qualitative methodology and multiple case studies utilised as a
research strategy for data collection.

Moreover, the qualitative content analysis used in this research is based on the
deductive interpretation to validate the conceptual framework. Inductive
interpretation is also used in the analysis to allow new patterns that previously did
not exist in the conceptual framework to emerge. Hence, this research utilises a
combination of inductive and deductive approaches during the analysis to gain the

full advantages of qualitative content analysis.
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7.5.3 Contributions to Practice

The findings of this research propose several practical contributions to service
organisations regarding how frontline employees’ role as knowledge brokers can be
developed in two ways—and, in particular, from the customers to the organisations.
In addition, the conceptual framework of this research provides a roadmap for bank
managers in Jordan to tap into frontline employees’ role as knowledge brokers
during service encounters by understanding the main factors influencing KB through

frontline employees during service encounters.

Jordanian commercial banks are facing elevated levels of competition from both
local banks and foreign banks that work in Jordan. Therefore, possessing CK is
considered the primary source of competitive advantage in this troubled
environment. To this end, obtaining the CK created during service encounters is
crucial for the bank’s management to continue improving services and products. The
empirical examination of this research suggests that frontline employees in three
banks act as knowledge brokers for customers more so than for the organisation. As
such, Jordan’s banking management needs to overcome the barriers inhibiting
frontline bank employees from engaging in KB to the organisation. The findings of
this research suggest that organisational support is critical for encouraging the
frontline employees to act as knowledge brokers for the organisation. Hence, banks’
management must recognise the frontline employees as a primary source of CK and
involve them in the early stages of the new service development process. Moreover,
the banks’ management needs to provide adequate training that helps frontline
employees to capture and share knowledge from customers. In addition, managers
need to link a system that rewards frontline employees for their contribution of
transferring knowledge from the customer to the organisation, because the lack of
rewards comprises one of the main barriers that inhibit frontline employees in acting

as knowledge brokers to the organisation.

The empirical evidence of this research reveals that frontline employees’ potential
absorptive capacity plays a vital role with respect to helping them act as knowledge
brokers for the customers and then for the organisation. Thus, management has to

improve the absorptive capacity of their frontline employees in order to help them to
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understand knowledge from customers through providing frontline employees with
all of the knowledge for the customers that they require during service encounters. In
addition, the results of this research stress that the organisational culture, and KS
culture in particular, has a significant influence on CK brokering through frontline
employees. In this vein, top management needs to support a KS culture within the
organisation, both formally and informally, so as to encourage KB through frontline
employees.

Additionally, the findings of this research reveal that a hierarchical organisational
structure has a negative impact on the success of KB through frontline employees
during service encounters because the multiple layers impede the flow of CK
between frontline employees and top management. Hence, having an open
communication channel between top management and frontline employees helps to
share CK between frontline employees and top management; this, in turn,

encourages KB during service encounters.

This study suggests that high and low workloads during service encounters hamper
KB through frontline employees, whilst a moderate workload is considered the best
setting for successful KB during service encounters. For this reason, bank
management needs to appoint an adequate number of frontline employees in order to
keep the workload at a moderate level, and it needs to encourage customers to use

online and mobile services that decrease workload during service encounters.

Furthermore, this study highlights the importance of CRM systems in helping
frontline employees to act as knowledge brokers because CRM systems provide full
knowledge about and for customers during service encounters; this will help
frontline employees to focus more so on acquiring knowledge from customers. Bank
management needs to adopt a full CRM system in order to maintain a long
relationship with customers, and using a CRM system will reduce workload during
service encounters through providing full prior CK required by frontline employees
during service encounters. Overall, the results of this research seek to encourage
service organisation managers to give attention to their frontline employees and to
reconsider them as valuable sources of knowledge from customers. Moreover, they

need to recognise frontline employees’ role as knowledge brokers in two ways: for
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customers and for the organisation. Beyond this, they need to provide organisational
support to employees to develop their absorptive capacity so as to understand the CK

created during service encounters.
7.6 Limitations and Directions for Future Research

While this research offers novel contributions to the understanding of the
phenomenon of KB during service encounters, it is still subject to some limitations.
These limitations stem from several sources, with the first being the interpretive
paradigm and qualitative method adopted in this research, as mentioned in Chapter 4.
Some criticisms have been associated with this method, such as bias in the
interpretation of research data. However, in an effort to minimise the probability of
bias in this research, a triangulation strategy was employed throughout the data-
collection process. Hence, future studies might be conducted using the quantitative
method to collect data through questionnaires with the intention of validating the

findings of this research in the Jordanian context.

In addition, the qualitative methodology applied in this research (i.e. multiple case
study strategy) is considered a time-consuming methodology compared to other
research methods. In this research, gathering and analysing data from three
organisations took more than a year to complete, in particular the act of transcribing
each interview and then translating the interview text from Arabic to English,

ensuring meaning is not missed during translation.

The second limitation concerns the generalisability of these results. This study was
conducted in Jordan as a rich developing country context and in particular in the
banking sector as a type of service organisation. Although this context might
undermine the generalisability of this research, it allowed for controlling for cultural
and industrial differences in the analysis. Therefore, conducting future research in
other service organisations or public organisations in Jordan or other countries might
lead to a more comprehensive understanding of the phenomenon of KB through

frontline employees during service encounters.

Third, this study addresses the research problem from organisations’ perspective

concerning the role of frontline employees as knowledge brokers, as well as
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identifying the main factors impacting this role. Future research could focus on
customers’ perspectives when it comes to the role played by frontline employees as

knowledge brokers.

Fourth, the empirical findings of this research reveal that one of the main barriers
inhibiting KB through frontline employees is the absence of full CRM systems
(operational, analytical, and collaborative) in the three organisations. Therefore, it
would be worthwhile for future research to investigate the role of the frontline
employees as knowledge brokers in some organisations that have adopted full CRM
systems in order to test the extent of their impact on frontline employees’ role as

knowledge brokers.

Finally, this research does not address the impact of frontline employees’ personality
traits on their behaviour as knowledge brokers due to time limitations and the purely
interpretivist nature of this research. In addition, this study intended to identify the
main factors influencing KB through frontline employees during service encounters,
excluding personality traits. Therefore, a promising research opportunity is centred
on exploring how the five main personality traits (i.e. conscientiousness,
extraversion, openness, neuroticism, and agreeableness) affect the KB behaviour of

frontline employees.
7.7 Chapter Summary

This is the closing chapter, and it has provided a summary of all of the research
stages and highlighted the achievements of the research aim and objectives.
Furthermore, it has also presented the conclusion of this study and its contributions,
namely theoretical, methodological and practical. Beyond this, this chapter has
presented the main limitations that have faced this research, in addition to suggesting

the directions for future research.

In summary, this research sought to provide a deep understanding of the
phenomenon of KB through frontline employees during service encounters.
Furthermore, this research is considered the first step to providing a holistic
understanding of the factors influencing frontline employees’ role as knowledge

brokers for customers and organisations. Thus, the researcher hopes, through the
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results of this study, to help service organisations to develop the role of frontline
employees as knowledge brokers through overcoming the barriers that inhibit them
in fulfilling this role.
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Appendix (I11) Interview Protocol

Interview guide

An Investigation of the Role of Knowledge Brokers during Service Encounters: the context
of Jordanian Commercial Banks

Interviewee name Code
Organisation Data/Time
name

Interview Opening :

e Giving thanks to the interviewees for their acceptance of our invitation to
participate in this research.

e Provide a summary of the purpose of the research and the importance of
participation in this study.

e Providing the interviewees with a copy of participant information sheet and
then get their acceptance by signing the consent form.

e Asking to get the interviewee's permission to record the interview

Section (1) Background

e Please indicate your current job title?

O | President/ CEO O| R&D manager
O | Sales Manager O| Branch manager
O | Frontline employee O| Customer care employee

Other (please specify):

e Please indicate your gender :

O Male | OFemale

e Please tick your age category :

018-29 [030-39 0 40-49 10 50-59 060 over

e Please indicate your education

O Some OBachelor |0 Master Degree |OPhD Oother
collage
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e Please indicate your Experience:

Oless than 0 1-5 years 05-10 years 010-15 years |0 15 or more years
one year

e Can you give me a summary about your job?

Section (2): Overview of importance Customer knowledge for the
organisation.

e Inyour opinion, to what extent does your organisation acknowledge
the importance of the customer knowledge that is obtained during
service encounters?

e How does your organisation gain access to the customer knowledge
that is generated during service encounters?

e Inyour opinion, to what extent does your organisation exploit the
customer knowledge that is generated during service encounters to
improve services and products?

e Who is responsible for capturing and sharing knowledge about and
from customers in your organisation?

Section (3): Overview of the role of frontline employees

e Does the banking sector still require frontline bank employees given
that the majority of banks are adopting digital branches?

e In your opinion, what is the importance of the organisation’s
frontline employees as a source of customer knowledge?

e How can your organisation benefit from frontline bank employees’
position between the organisation and customers in terms of gaining
customer knowledge?
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e Inyour opinion, to what extent do frontline bank employees realise
the importance of capturing customer knowledge and transferring it
to the organisation?

e Inyour opinion, to what extent are frontline bank employees
involved in the service and product development program?

e In your opinion, to what extent do frontline bank employees
contribute to improving service quality through sharing knowledge
obtained from customers?

e To what extent do frontline employees contribute to your
organisation’s knowledge?

Section (4): Customer knowledge brokering through frontline employees

e How can your organisation improve its services or products based on
the customer feedback provided through frontline employees?

e In your opinion, are frontline bank employees able to act as
knowledge brokers between the customers and the organisation?

e Inyour organisation, how can frontline employees deliver customer
knowledge to the organisation?

e What is practised most by frontline employees: knowledge brokering
to the organisation (sharing customer knowledge from customers) or
the customer (sharing knowledge about the service and products
from an organisation)?

e Inyour opinion, do frontline bank employees prefer to transfer
positive or negative customer feedback to the bank’s management?

Section (5): Factors that influence knowledge brokering through frontline
employees.

e How do you share customer knowledge within your organisation?

e To what extent does your organisation invest resources in providing
training to frontline employees concerning how to better share
customer knowledge?
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e What kinds of training does your organisation provide its frontline
employees? Does it train them to act as knowledge brokers?

e How does the organisational environment affect the role of frontline
employees in terms of acting as knowledge brokers between
customers and organisation?

e Does your organisation hold formal meetings with frontline
employees concerning knowledge about customer needs?

e Inyour opinion, does your organisation provide a trusting and open
environment for knowledge sharing?

e What are the roles of organisational culture and trust between
employees and management in encouraging employees to act as
knowledge brokers and to transfer customer knowledge?

e What, in your opinion, is the primary barrier that prevents rontline
service employees from acting as knowledge brokers between the
organisation and customers ?

e Inyour opinion, what is the effect of job tenure on the role played by
frontline employees as knowledge brokers between customers and
the organisation? How does frontline employees' experience affect
their willingness to act as knowledge brokers?

e When frontline employees contribute to the organisation’s
knowledge through transferring knowledge from or about customers,
what kind of rewards do they receive?

e Inyour opinion, do you think that rewards will encourage the
frontline employee to act as knowledge brokers?

e Can frontline employees directly contact management in order to
transfer knowledge obtained from customers?

e In your opinion, does your organisation’s structure affect frontline
employees’ ability to act knowledge brokers between the organisation
and customers?
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e Do high workloads limit the ability of frontline bank employees to act
as knowledge brokers between the organisation and customers?

e Does your organisation’s information system provide the knowledge
about and for customers that frontline employees require during
service encounters?

e Inyour organisation, is the call centre integrated with the
organisation’s core system?

e Does your organisation use a customer relationship management
system (CRMS)?

e How can your organisation encourage its frontline employees to act
as knowledge brokers between the organisation and customers?

Section (6): Others

e If you were to become the CEO of your organisation, how would you
promote the role of frontline employees as knowledge brokers?

Section (7): Closing the interview

e Give an opportunity to the interviewees to ask any question(s) they
may have concerning the interview.

e Thank the interviewees for their participation in this research.
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Appendix (IV) Consent Form

College of Business, Arts and Social Sciences, Business School

CONSENT FORM

An investigation of the role of frontline service employee as internal knowledge

broker during service encounter to improve services quality

Brunel
University
London

The participant should complete the whole of this sheet

Please tick the

appropriate box
NO

YES

Have you read the Research Participant Information Sheet?

Have you had an opportunity to ask questions and discuss this study?

Have you received satisfactory answers to all your questions?

Who have you spoken to?

Do you understand that you will not be referred to by name in any report
concerning the study?

Do you understand that you are free to withdraw from the study:

e at anytime?

e without having to give a reason for withdrawing?

e (where relevant, adapt if necessary) without affecting your
future care?

(Where relevant) | agree to my interview being recorded.

(Where relevant) | agree to the use of non-attributable direct quotes
when the study is written up or published.

Do you agree to take part in this study?

Signature of Research Participant:

Date:

Name in capitals:

Witness statement(if required — adapt where necessary):

| am satisfied that the above-named has given informed consent.

Witnessed by:

Date:

Name in capitals:

Researcher name: Signature:

Supervisor name: Signature:
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Appendix (V) Example from the open coding stage (NVivo (11) screenshot).
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