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Abstract

Bank Bakti Karya Purna was a pseudonym for a real bank in Indonesia. As the bank continued to expand,
the operational function needs to enhance its capability to keep up. Accordingly, the Operations Quality
Assurance division (Ops QA) was expected to innovate to redefine its role, whereby, in addition to its traditional
role as Inspector, the organization has to assume two other roles of Guardian and Preventive Control Agent.
This research was intended to assist Ops QA to meet management expectations. To overcome the knowledge
and capability gaps discovered, this research proposed a knowledge management solution that provides
actionable items within three knowledge management components of people, process, and technology to
enable the innovation to achieve the Ops QA objectives.
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Introduction

Bank Bakti Karya Purna (“The Bank’) was esta-
blished 60 years ago in West Java, which initially pro-
vided services for savings and give loans only to the
members. Not long ago, the Bank transformed to be-
come a commercial bank providing financial services
for retail and small businesses.

After 50 years in business, the Bank went public
following the acquisition of more than 70% of its
shares by a national investment company. The Bank
expanded its focus to micro, small, and middle busi-
ness sectors and continued to expand its services and
network through the development of various business-
es and programs namely funding business, mass mar-
ket empowerment program, sharia banking, ATM net-
work, mass-market digital mobile banking platform for
unbanked communities to support financial inclusion
program, foreign exchange license and digital banking
in Indonesia. Its sharia banking later evolved into a
subsidiary of its legal entity.

The Bank undertook transformation following its
merger with another entity in 2019. Since then, the
Bank officially started operations as a new bank from
the merged businesses. The Bank became a bank with
the capacity to provide more comprehensive banking
services to a wider customer base, from the retail to
corporate segments.
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Operations Directorate in the Bank

Bank’s operations have the vision statement to
become a partner who is competent to support the per-
formance and growth of the Bank’s business through
operational services excellence. The Bank’s operations
targets to support the business to achieve its objectives.
In managing banking operations, The Bank’s opera-
tions management focuses its effort on operational ex-
cellence in several important aspects namely service
standard, optimization, control and compliance, quali-
ty, and innovation through the implementation of 3
(three) pillars strategy as follows:

1. Benefit from technology advancement for branch-
less services.

2. Service point optimization.

3. Efficient process and internal control betterment in-
cluding resource optimization.

According to Bank’s Annual Report (2020), as of
the end of the year, the Bank’s operations manage the
Bank’s vast distribution network comprising hundreds
of branch offices ATM (Automated Teller Machine),
and TCR (Teller Cash Recycle) in 9 (nine) regions.
The branch offices reached Bank customers in almost
every part of Indonesia, servicing customers from va-
rious lines of business such as pensioners and micro-
business owners in the universal branch and affluent
customers in the retail branch. Apart from the regular
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banking branches and ATM/TCR channels, the Bank
established hundreds of payment points, designed to
provide limited services dedicated only to pensioners’
fund payments. The Bank provides branchless service
to the customer through contact center. As customer
behavior shift towards digital, customer prefers to be
served through calls, chat, and email rather than having
to visit the branch office.

The Bank’s operations systematically improve its
operational efficacy and effectiveness through deve-
lopment programs that continuously seek to innova-
tively upgrade processes and supporting systems. One
of the programs includes the implementation of the
latest innovation in process transformation i.e., Robotic
Process Automation (RPA) which help the bank im-
prove its loan processing in terms of shorter turn-
around-time and higher output.

Taking part in Bank’s risk management imple-
mentation, the Bank’s operations became one of the in-
tegral parts of the Bank’s three lines of defense mecha-
nism. Being first line of defense, the Bank’s operations
deployed rigorous efforts in operational process and
procedural development, and quality assurance. The
quality assurance function systematically conducts
quality and compliance inspections to ensure correct
functioning processes and procedural adherence.

Operations Quality Assurance (Ops QA) Division

Bank’s Internal Report (2021) shows that Ops

QA division in the Bank’s operations is responsible to
perform the first line of the defense control function to
measure that operations, as a risk-taking-unit (RTU),
has adequately mitigated its operational risk through
inspections conducted on operational service and pro-
cesses. As inspector, the Ops QA division performs the
following roles and responsibilities:

1. Define QA inspection framework and procedure in
compliance with bank-wide risk management po-
licy.

2. Conducts QA inspection throughout operations di-
rectorate independently.

3. Ensure that rectification action has been planned
accordingly for any control lapses.

4. Manage resources required to perform QA inspec-
tion effectively and efficiently.

5. Ops QA is adequately granted access to any data,
information, and/or documents needed to perform
the inspection.

6. Ops QA is responsible to ensure the quality of ins-
pection procedures through the implementation of
internal control tools such as RGM (Risk Grading
Matrix), PRC (Process Risk Control), and Inspec-
tion Working Paper.

7. Socialization of QA procedure to all QA personnel
in the Ops QA division.

8. Report QA inspection results to management and
commissioner.

The inspection conducted by the Ops QA team is
carried out by Ops QA Inspection Framework which
divided QA inspection into 2 (two) main methods
namely periodic review and continuous monitoring.

Periodic Review

Branch QA inspection is conducted periodically,
typically once in every quarter for each branch except
for certain branches which fall into the lower risk ca-
tegory based on macro risk assessment. In the periodic
review method, before conducting the inspection, Ops
QA performs 2 (two) types of assessment, namely Ma-
cro Risk Assessment (MaRA) and Micro Risk Assess-
ment (MIRA). MaRA intends to classify branch offi-
ces into 3 (three) risk categories of the high, medium,
and low-risk branches. Several risk factors are used in
MaRA to define branch risk categories, among others:
1. Previous QA or audit rating.

2. Lossevent.

3. Number of transactions.
4. Funding growth.

5. Loan growth.

Branches that fall into the high-risk category will
be inspected 4 (four) times within a year, while mode-
rate and low-risk categories respectively 3 (three) and
2 (two) times in the same period.

In Micro Risk Assessment (MIRA), Ops QA ap-
plies data analytics capability to select the samples for
inspection. The sample is not randomly selected but is
systematically targeted through data analytics based on
patterns found in historical data or experience. For ins-
tance, instead of selecting a transaction sample based
on a random date, Ops QA uses specific anomaly cri-
teria, i.e., transactions by the same customer which
happened more than one or two times in a day, or tran-
sactions that happened after branch office hours. This
way, Ops QA could focus more on events that have
higher non-compliance probability and higher risk im-
pact.

In periodic review, Ops QA performs inspection
in 2 (two) different methods, namely onsite review and
offsite review. During onsite review, the Ops QA offi-
cer visits the branch to inspect such areas as cash and
vault management, inventory management, clean
desk, and facilities management, including anomalies
check through CCTV play-back review at the branch.
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On the other hand, an inspection of various processing
areas namely, transaction processing, account opening,
reconciliation, loan processing, customer data mainte-
nance, collateral management, and others are conduct-
ed off-site from the branch.

Continuous Monitoring

In addition to regular inspection as specified in
the periodic review, Ops QA also performs continuous
monitoring in the form of surveillance activity. A dedi-
cated team in the head office will perform surveillance
on anomalous transaction samples provided by Micro
Risk Assessment. The customer will be contacted to
verify the validity of the anomalous transaction. This
way, violations or fraudulent attempts could be identi-
fied as early as possible. Any discrepancies found by
the surveillance team during the customer phone inter-
view shall be escalated to the QA officer who will visit
the customer physically to clarify and obtain the custo-
mer statement.

Any fraud indication found from both periodic
review and continuous monitoring shall be reported to
the anti-fraud management unit for further investiga-
tion. The figure below depicts the Ops QA inspection
framework:

Operations Quality Assurance (Ops QA)

o PERIODIC
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CONTINUOUS
sranonng @

i SURVEILLANCE

Figure 1. Ops QA inspection framework
Business Issues
Management Expectations

As the Bank continues to grow in terms of pro-
duct offerings and customer segments, complexity and
demand arise for the operations directorate to equip it-
self with enhanced capability, adaptability as well as
excellence, in almost, if not all of its functions. In terms
of the operation’s quality assurance aspect, the mana-
gement expects the Ops QA division to become next
generation Ops QA which contributes more to guiding
operational functions to upgrade their efficiency and
effectiveness, while at the same time enhancing inter-
nal control capability. In addition to its current role as a
quality inspector, Ops QA is required to extend its role
to become guardian and preventive control agent.

Ops QA as Guardian

Ops QA is supposed to assist, provide advice and
consult the operational functions to help them improve.
Typically, the enormous workload faced by operation-
al functions during their day-to-day operations hinders
their ability to analyze and find opportunities for im-
provements. At times, these functions spend most of
their remaining time dealing with constraints and cha-
llenges on hand. Ops QA should be able to understand
the operational process and system thoroughly, ana-
lyze the situation and circumstances and find ways to
help the unit improve.

Ops QA as Preventive Control Agent

Findings from Ops QA inspection have always
been followed up with action plans. The operational
functions make sure that the corrective action plan is
executed promptly to close the findings. However, in
many situations, corrective action is good enough only
to remediate current lapses but is ineffective to prevent
future occurrences from happening. The Ops QA
should be able to perform cross-analysis of the findings
data within multiple operational functions or branches
to identify the underlying root cause which will, in turn,
provide information or knowledge on whether a certain
fundamental change to the process is required for pre-
ventive measures.

Current Condition and Identified Gaps

The Ops QA is currently performing its quality
inspection role based on a predefined inspection check-
list. Ops QA organization is structured based on its
working territory covering areas, regions, and head of-
fice. Ops QA officers conduct inspections within the
boundary of the inspection checklist. Findings are
communicated, discussed, and finalized with correc-
tive action plans with respective operational units at the
branch, area, region, and head office.

The current arrangement enables Ops QA to fo-
cus itself on delivering optimum inspection activity
while maintaining its independence. However, it does-
n’t support the Ops QA division to perform the roles of
guardian and preventive control agent as expected by
the management due to the following reasons:

1. Ops QA is designed to fully comply with existing
procedures and inspection checklists with limited
regard to process knowledge and opportunity for
improvement.

2. Ops QA currently works and focuses on fulfilling
inspection targets in its respective working territory
and hardly ever collaborates across areas, regions,
or head office.
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3. Ops QA has never conducted further analysis on
consolidated findings, and hence cannot find the
root cause of control weakness and control impro-
vement.

To be able to perform the additional roles of guardian

and preventive control agent, the Ops QA division

needs to overcome the following preliminary identified
gaps:

1. Knowledge in Ops QA, created from inspection ac-
tivities or learnings needs to be captured in a struc-
tured database to enable further learning and utili-
zation for improvement and innovation.

2. Sharing of knowledge needs to happen within Ops
QA across different operational areas, regions, or
head office to leverage learning and best practices
and refine knowledge assets in Ops QA.

3. Ops QA needs to have a thorough understanding of
operational processes and circumstances including
the ability to conduct situational analysis to identify
improvement opportunities. Ops QA also needs da-
ta analysis competencies to identify a pattern and
further link it with other data, for instance, incidents
or near-miss data to find any correlation or to build
enough understanding of the matter to find the un-
derlying problem and provide prescriptive analysis
for preventive control.

Based on the preliminarily identified gaps, the
Ops QA division could use knowledge management to
improve its capability and innovate the new work pro-
cesses needed to become the next generation Ops QA
to meet management expectations. The following dia-
gram summarizes the objectives and gaps in the Ops
QA organization:

Ops QA Vision for Innovation to become Next Generation Ops QA

¥ NEXT GENERATION
OPS QA

Figure 2. Improvements needed for Ops QA innovation

This research was conducted to assist the Ops QA
organization to achieve its innovation objectives.
Knowledge management disciplines were used as the
basis to find the solution to bridge the identified
capability gaps. This research also tries to find the
current state of knowledge management capability in
the Ops QA organization, including its gap.

Knowledge management is generally viewed
and agreed to have a significant impact and directly
contribute to organizational capability for innovation.
Thus, this research also intended to provide insights on
the application of knowledge management in a real
organization to enable capability shifts to achieve its
innovation objectives.

Knowledge Management

Organizational capabilities have long been identi-
fied as the result of an organization's ability to take full
advantage of the knowledge and manage its know-
ledge resources to build its competitive position. Druc-
ker (1999) pointed out that knowledge resources create
a competitive advantage and bring benefits to the or-
ganization.

The knowledge that collectively resides in an or-
ganization and the minds of its employees and stake-
holders has been argued as the key resource for the or-
ganization to build sustainable competitive advantage,
as long as the knowledge is managed and used to leve-
rage its core competencies, improve its processes,
strengthen decision-making process, speed up time-to-
market, including to accelerate innovation.

According to Carneiro (2000), knowledge mana-
gement strategically encourages knowledge develop-
ment which influences an organization's innovation
and competitiveness. Successful knowledge manage-
ment assists knowledge creation, provides means for
effective knowledge flow, access, and sharing as well
as facilitates collaboration, all of which played import-
ant roles in the organization's innovation process. In
addition, Du Plessis (2007) pointed out that knowledge
management aid the innovation process as knowledge
management assists identification of knowledge base
gaps and provides the process to bridge the gaps and
build the required competencies.

Knowledge Management Framework

In the knowledge-driven enterprise, knowledge
management is built on the learning organization
which took shape from the foundation of trust, organi-
zational culture, and learning disciplines. Learning or-
ganization entails nurturing the culture of openness and
trust and learning disciplines within the organization.
Leadership enables the building of human capital
through the learning skills and work competence of
knowledge workers, facilitated by a learning manage-
ment system and other learning methods. Learning
organization becomes the basis on which organizations
or firms embark on knowledge management initiatives
through a framework involving the people, process,
and technology to enable methods and processes sup-
ported by technology tools to manage knowledge in
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terms of creation or acquisition, sharing, storing, and
usage or application to build competency to achieve
enterprise objectives. With such disciplines in place,
the firm becomes an organization with the capability to
optimize and leverage knowledge for value creation or
innovation which will, in turn, determine its competi-
tive position.

The knowledge management framework propo-
sed by Tjakraatmadja and Kristinawati (2017) as Jann
Model shows how knowledge management supports
premium value creation or innovation as depicted in
the figure below:

PREMIUM VALUE CREATION
(INNOVATION)

LEARNING HABIT AND CHANGE

KM
PROCESS

LEARNING ORGANIZATION

| TIVLIdVYD
| NVANH
ALV
ONIN¥VI

TRUST, CULTURE AND LEARNING DISCIPLINES

Figure 3. Jann Model of KM framework

Research Methods

This research uses a quantitative approach to stu-
dy the situation in the Ops QA based on a knowledge
management approach. The research data is collected
using a structured questionnaire conducted to provide
an understanding of the current knowledge manage-
ment capability in the Ops QA division. Subsequently,
further analysis will be carried out using a knowledge
management framework to review the current situation
gaps against the objectives of innovation for next gene-
ration Ops QA. In conclusion, the research will design
the knowledge management solution to address the si-
tuation in Ops QA to help achieve the intended inno-
vation.

Research Data

Research data is obtained from a questionnaire in
the Ops QA division, designed as follows:
1. Questionnaire Design
a. Questions used are derived from the American
Productivity and Quality Center’s (APQC,
2011) knowledge management capability as-
sessment which assesses KM capabilities in
terms of strategy, people, process, and content
management & IT as shown in Table 1.

Table 1
Questions Used
Area Component Code Question

Strategy Objectives STO1 The needs and awareness of knowledge management start to emerge in the organization.

Strategy Objectives STO2 \I/(alr;ltj)zvledge has been identified and documented including the use of knowledge to create

Strategy Objectives ST03 IIZ’]nC?V\\,I\:L?g%e management strategy and road map are documented, including the re-use of

Strategy Objectives STo4 Knowledge management gompetenmes and infrastructure are enhanced to meet increased
demand as well as leveraging knowledge assets for competitive advantage

Strategy Objectives STOS Innovation is aligned with the organization excellence framework which includes
knowledge management

Strategy Business Case ST06 Ops QA has started to use knowledge

Strategy Business Case STO7 The area of focus of knowledge management is clear and has been aligned with strategies

Strategy Business Case ST08 The value of knowledge management investment is analyzed and benefits are
documented

Strategy Business Case ST09  Knowledge management expansion is planned by gains and impacts predicted

Strategy Business Case ST10 Use of knowledge management to create value through collaboration

Strategy Budget ST11 Knowledge management projects in Ops QA started with specific and small scale

Strategy Budget ST12 Functions other than Ops QA also implement and fund knowledge management

Strategy Budget ST13 Knowledge management expansion has been budgeted

Strategy Budget ST14 The budgeting process includes knowledge management

Strategy Budget ST15 Anincrease in knowledge assets and competencies is backed by a higher budget

People Human Capital PEO1 Pioneers start to convince business leaders of knowledge management.

People Human Capital PEG2 Knowledge management strategy and approach are designed by the knowledge
management group.

People Human Capital PEO3 The organization has a knowledge management sponsor and champion.

People Human Capital PEOA The knowledge management group works on kr]owledge asset development to support
core competencies. Knowledge management skills are part of employee development.

People Human Capital PEOS Capability in knowledge management is expanded within the organization.

People  Governance & Leadership PE06  Test implementation for knowledge management is approved by leaders.
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Area Component Code Question
People  Governance & Leadership  PEO7 flﬁrrl]g\t/i\g(re]csige management direction is set by a group consisting of people from different
People  Governance & Leadership PE09 Knowledge management is supported by resources and clear accountabilities.
People  Governance & Leadership  PE10 Organization leaders own and guide knowledge management.
People Change Management PE13 Employees of all levels can access knowledge management training.
People Change Management PE14 Efforts of knowledge management are recognized including success and lessons learned.
People Chande Manacement PE15 Process improvement, talent management, learnings in the organization as well as
P g g leadership development is aligned with knowledge management.
People Communi-cation PE11 Pioneers of knowledge management start to share the benefit and concept of KM.
L Knowledge management has been formally and widely communicated in Ops QA
People Communi-cation PEL2 including to senior leaders.
People Communi-cation PE13 Knowledge management awareness is improved by a formal communication plan.
I Knowledge management approaches that bring good impact to business result is well
People Communi-cation PE14 communicated.
I Acquisition of new customers or recruitment of new employees is backed by knowledge
People Communi-cation PELS management strategy and efforts.
Process Knowledge Flow PRO1 The flow of knowledge happens on an individual level.
Process Knowledge Flow PR0O2  Processes for knowledge flow exist and are stable in Ops QA.
Process Knowledge Flow PR0O3  Processes for knowledge flow are widely used in other functions as well.
Process Knowledge Flow PRO4  Organizational processes and functions include the knowledge flow process.
Process Knowledge Flow PRO5 Expansion of knowledge flow across different functions.
Process KM Approaches PRO6 Transfer of knowledge happened on an individual level.
Process KM Approaches PRO7 %gﬁg][itgglty for knowledge flow enhancement based on Ops QA main process has been
Process KM Approaches PR0O8 The knowledge center has been implemented in Ops QA.
Knowledge management approach and method are improved along with knowledge flow
Process KM Approaches PRO9 and competency.
Process improvement makes use of a knowledge management approach and methods
Process KM Approaches PRI0 including organizational development.
Process Measurement PR11 Ops QA starts to assess and identify critical knowledge in the organization.
Process Measurement PR12 st QA measures the impact, activity, cost, and benefit of knowledge management early
implementation.
Knowledge management activity is measured in line with business output measurement.
Process Measurement PR13 The benefit of knowledge management is monitored incl investment and satisfaction.
Knowledge management effort gives a measured business impact and is properly
Process Measurement PR14  reported with evidence of improving knowledge management capabilities and
effectiveness.
Performance outcome is tracked in integration with knowledge management
Process Measurement PR15 measurements.
CM&IT  Content Management Cl01  Ops QA already has a document management.
CM&IT  Content Management Cl02  Knowledge and content in Ops QA have been organized.
CM&IT  Content Management CI03  Knowledge assets are classified based on standard taxonomies.
CM&IT  Content Management clo4 aAp?)I:gZ ctt? manage content exists and is continuously improved in line with the new user
Knowledge development and innovation are reflected in the content management process
CM&IT  Content Management CI05 that is supported by an information system that enables collaboration and real-time
collective decision-making.
CM &IT Information Technology =~ CI06 Ops QA uses IT and application tool.
. The IT supports the implementation of knowledge management tools designed by a
CM&IT  Information Technology  CI07 group of people responsible for knowledge management.
. The knowledge management application is standard and has become an integral part of an
CM&IT Information Technology ~ CI08 overall IT strategy.
. Proper tools exist for the ability to search and discover information or content from
CM&IT - Information Technology  CI09 multiple locations or repositories.
CM &IT Information Technology ~ CI10  Knowledge can be shared with external partners through IT system access.

b. The questionnaire is structured to allow only 2. Respondent Selection

limited responses using five points Likert scale Respondents for the questionnaire should have suf-
in which respondents are instructed to provide ficient working experience and knowledge of the
their opinion within options of “agree”, organization. The respondent is selected from the

“partially agree”, “neutral”,

disagree”, and disagree”.

(13

partially employee within the Ops QA division that satisfies
the following criteria:
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Employees with a length of work of at least 1
year.

. Employees from all levels in the division,

starting from QA officer up to QA head.
Employees from all geographic locations.

Based on the above criteria, 68 respondents are

selected.

Reliability and Validity Test
Before the survey, the questionnaire was tested for
reliability and validity as follows:

a. Number of samples: 20

b. Test was conducted using a Microsoft Excel

spreadsheet

. Reliability Test

The reliability of the questionnaire was con-
ducted using Cronbach’s Alpha which mea-
sures the test’s internal consistency by a num-
ber between 0 and 1. An Alpha value higher
than 0.9 is considered excellent, while a value
between 0.7 to 0.9 is deemed as good, 0.6 to
0.7 as acceptable, and above 0.6 is considered
reliable (Streiner, 2003). The reliability test on
20 (twenty) samples was calculated using an
MS Excel spreadsheet.

. Validity Test

In terms of validity, the questionnaire was test-
ed using Pearson’s product moment correla-
tion coefficient. The correlation coefficient of
the data was calculated using a Microsoft Ex-
cel spreadsheet. The calculation result was
compared with the r value of 0.444. This value
represents the r for the degree of freedom of 18
(two less from the number of samples) and a
level of significance of 5% (0.05). If the corre-
lation coefficient result is greater than the r-
value from the table, i.e., 0.444, the questions
are considered valid.

. Test result

The reliability test result shows an alpha value
of greater than 0.9 for strategy and process
capability areas and an alpha value of greater
than 0.8 for people and content management
and IT capability, indicating that the test can be
considered reliable.

The validity test results show that all 60 (sixty)
questions within 4 (four) capability areas are
found valid.

The following tables describe the result of the

reliability and validity test on the questionnaire:

Table 2
Reliability and Validity Test Result
C Correla .
apa Al Compo Ques tion Coeffi r- table (18:
bility  pha nent tion cient 0.05%0)
STO1 0.765 0.444
ST02 0.939 0.444
Objectives  ST03 0.919 0.444
ST04 0.849 0.444
STO5 0.896 0.444
ST06 0.918 0.444
. STO7 0.931 0.444
Strategy 0.95 B‘g;’;gss STO8 0908 0444
ST09 0.870 0.444
ST10 0.839 0.444
ST11 0.610 0.444
ST12 0.947 0.444
Budget ST13 0.947 0.444
ST14 0.958 0.444
ST15 0.960 0.444
PEO1 0.706 0.444
PE02 0.743 0.444
'gggl‘gl‘ PEO3 0837 0444
PEO4 0.792 0.444
PEO5 0.842 0.444
PEO6 0.641 0.444
Gover- PEO7 0.778 0.444
nance & PEO8 0.835 0.444
Leadership  PEO9 0.657 0.444
PE10 0.720 0.444
People 081 PEIl 0578 0444
Change PE12 0.812 0.444
Manage- PE13 0.877 0.444
ment PE14 0.874 0.444
PE15 0.806 0.444
PE16 0.615 0.444
Communi- PE17 0.815 0.444
cation PE18 0.834 0.444
PE19 0.884 0.444
PE20 0.810 0.444
PRO1 0.895 0.444
PRO2 0.867 0.444
K”g‘l"c’)'vevdge PRO3 0927 0.444
PRO4 0.814 0.444
PRO5 0.864 0.444
PRO6 0.871 0.444
KM PRO7 0.868 0.444
Process 0.93 Appro- PR0O8 0.836 0.444
aches PR09 0.671 0.444
PR10 0.624 0.444
PR11 0.691 0.444
PR12 0.895 0.444
M;fﬁ{e PRI3 0678 0444
PR14 0.613 0.444
PR15 0.701 0.444
Clol 0.681 0.444
Content Clo2 0.869 0.444
Manage- Cl03 0.889 0.444
ment Clo4 0.855 0.444
CI05 0.880 0.444
CM&IT 089 Clo6 0880 0444
Information  CI07 0.868 0.444
Techno Cl08 0.835 0.444
logy CI09  0.769 0.444
Cl10 0.759 0.444
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4. Research Process and Duration
The research was conducted within four months
(March 2022 — June 2022) in the following process:
a. Questionnaire design and sample: 1 month

b. Reliability and validity test: 2 weeks
c. Data collection (questionnaire): 2 weeks
d. Analysis and design: 2 months

5. Research Data Processing
Data from the questionnaire (survey) is processed
using a Microsoft Excel spreadsheet.

Results and Discussion

Respondent Demography

There are 68 respondents from the Ops QA orga-
nization who participated in the survey with the follow-
ing demography:

1. Gender
The gender composition of the respondents is
almost equal at:
a. 35 male respondents (51%)
b. 33 female respondents (49%)

Gender

uMale

= Female

Figure 4. Respondent's gender

2. Length of work
Most of the respondents have worked at the Ops
QA organization for more than three years with the
overall composition as follows:
a. Upto3years: 19 (28%)
b. 3to6years: 28 (41%)
c. 6to9years: 7 (10%)
d. More than 9 years: 14 (21%)

Length of Work

B Upto3years M 3to6years M 6109 years

More than 9 years

Figure 5. Respondent’s length of work

3. Position
More than half of the respondents are QA officers,
with the overall composition as follows:

a. QA Officer: 43 (63%)
b. Area QA Manager: 19 (28%)
c. Region QA Leader: 3(4.5%)
d. QA Manager: 2 (3%)

e. QA Head: 1(1.5%)

Position

ano _

Area QA Manager

Region QA Leader

QA Manager

QA Head

Figure 6. Respondent's position

Knowledge Management Capability in Ops QA

The questionnaire or survey results of four knowledge
management capability areas in Ops QA show a total
average of 2.49 out of 5. The Strategy capability has
the lowest average score of 2.09, followed by 2.55 in
People capability, and 2.65 in Content Management
and IT capability. The highest average score of 2.69 is
achieved in Process capability.

Ops QA KM Capability Survey Result

3000 2.549 2686 1649

2.089
2.000
- EI
0.000

Strategy People

Process Content Management

&IT

Figure 7. KM capability survey result

Strategy Capability

With an average score of 2.09, the survey result
shows that Ops QA has the lowest capability in stra-
tegy compared to the other three capability areas. The
strategy capability area consists of three components
with five questions each, namely objectives, business
case, and budget. the test result indicates that in terms
of objectives, business cases, and budget, Ops QA is
currently in the early stage of knowledge management
implementation, whereby awareness of knowledge
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management has just started to take place. Objectives
for KM are neither well documented nor aligned with
its goals, knowledge processes have not become amar-
ketable asset, and funding for knowledge management
is still very specific to a situation or project-based. The
following table and figure show details of the response
and average of each question in the three components:

Table 3
Strategy Capability Survey Result

Response

Partially Partially .
Code Ag(;;)ee Ag(;z)ee Ne(t:Jgt)raI Dis?z%ree Dlsag;ree ¥ Avg

STOL 54(79%) 12(18%) 0(0%) 1(1%) 1(1%) 68 4721
STO2 2(3%) 5(7%) 0(0%) 30(44%) 31(46%) 68 1779
STO3 0 (0%) 5(7%) 0(0%) 29(43%) 34(50%) 68 1647
STO4 0 (0%) 3(4%) O(0%) 17(25%) 48(71%) 68 1382
STO5 1(1%) 2(3%) 1(1%) 11(16%) 53(78%) 68 1.338
ST06 16 (24%) 14 (21%) 0(0%) 12 (18%) 26(38%) 68 2735
STO7 1(1%) 3(4%) 1(1%) 15(22%) 48(71%) 68 1441

STO8 0(0%) 1(1%) 2(3%) 14(21%) 51(75%) 68 1309
STO9 1(1%) O0(0%) 2(3%) 15(22%) 50(74%) 68 1338
STIO 0(0%) 0(0%) 1(1%) 13(19%) 54(79%) 68 1221
ST11 53(78%) 14(21%) 0(0%) 0(0%) 1(1%) 68 4735

ST12 4(6%) 8(12%) 2(3%) 40(59%) 14(21%) 68 2235
ST13 6 (9%) 3(4%) 2(3%) 42(62%) 15(22%) 68 2162
ST14 2(3%) 4(6%) 2(3%) 15(22%) 45(66%) 68 1574
STI5 3(4%) 6(9%) 2(3%) 15(22%) 42(62%) 68 1721

Strategy Capability Average 2.089

Strategy Capability Survey Result

average: 2089
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Figure 8. Strategy capability survey result chart

The questions which score below average
suggest that Ops QA lacks knowledge management
strategy in the following capabilities:

1. Knowledge has been identified and documented
including the use of knowledge to create value.

2.  Knowledge management strategy and road map
are documented, including the re-use of know-
ledge.

3. Knowledge management competencies and infra-
structure are enhanced to meet increased demand
as well as leverage knowledge assets for competi-
tive advantage.

4. Innovation is aligned with the organization ex-
cellence framework which includes knowledge
management.

5. The area of focus of knowledge management is
clear and has been aligned with strategies.

6. The value of knowledge management investment
is analyzed and benefits are documented.

7. Knowledge management expansion is planned by
gains and impacts predicted.
8. Use of knowledge management to create value
through collaboration.
9. The budgeting process includes knowledge ma-
nagement.
0. An increase in knowledge assets and competen-
cies is backed by a higher budget.

=

People Capability

The survey result for the people capability area
shows an average score of 2.55. This area comprises
four components of human capital, governance
leadership, change management, and communication.
The overall average score indicates that Ops QA has
low capability in the people area. In terms of human
capital, Ops QA has not achieved the objectives of
having both KM aligned with core competencies, as
well as employee involvement in KM as part of their
job responsibilities and professional development.
Ops QA lacks senior leadership sponsorship and align-
ment at the highest level for knowledge management
governance and leadership. For change management,
knowledge management activities have not been
aligned and integrated with Ops QA’s existing impro-
vement programs as well as human capital manage-
ment strategies. And lastly, in terms of communica-
tion, Ops QA has neither defined KM “brands” nor
uses them consciously to drive communication with
employees, job candidates, and other parties.

The Table 4 and Figure 9 show details of the res-
ponse and average of each question in the four com-
ponents:

Table 4
People Capability Survey Result

Response

Partially Disagree

Code Disagree A > Ag
> SO

Partially Neutral

Agree (5) Agree(d)  (3)

PEO1 44 (65%) 14 (21%) 0(0%) 4(6%) 6(9%) 68 4.265
PE02 3(4%) 8(12%) 1(1%) 38(56%) 18(26%) 68 2118
PEO3 4(6%) 4(6%) 1(1%) 37(4%) 22(32%) 68 1985
PEO4 0(0%) 4(6%) 1(1%) 18(26%) 45(66%) 68 1471
PEOS 1(1%) 4(6%) 0(0%) 17(25%) 46(68%) 68 1485
PEO6 60(88%) 5(7%) 0(0%) 2(3%) 1(1%) 68 4779
PEO7 2(3%) 12(18%) 1(1%) 38(56%) 15(22%) 68 2235
PEO8 1(1%) 6(9%) 1(1%) 39(7%) 21(31%) 68 1926
PE09 3(4%) 8(12%) 1(1%) 13(19%) 43(63%) 68  1.750
PE1I0 3(4%) 8(12%) 1(1%) 14(21%) 42(62%) 68 1765
PE11 58(78%) 7(21%) 0(0%) 3(0%) 1(1%) 68 4765
PE12 8(6%) 46(12%) 0(3%) 8(59%) 15(21%) 68 3618
PE13 1(9%) 7(4%) 0(3%) 37(62%) 21(22%) 68 1912
PE14 7(3%) 9(6%) 0(3%) 15(22%) 43(66%) 68  2.029
PE15S 1(4%) 3(9%) 0(3%) 22(22%) 42(62%) 68 1515
PE16 51 (75%) 15(22%) 0(0%) 2(3%) 0(02%) 68 4691
PE17 3 (4%) 47(69%) 2(3%) 10(15%) 6(9%) 68 3456
PEI18 0 (0%) 4(6%) 1(1%) 35(1%) 28(41%) 68 1721
PE19 7(10%) 11(16%) 1(1%) 10(15%) 39(57%) 68 2074
PE20 2 (3%) 2(3%) 1(1%) 12(18%) 51(75%) 68 1412

People Capability Average 2.549
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The questions which score below average suggest
that Ops QA lacks in knowledge management people
aspect in the following capabilities:

1. Knowledge management strategy and approach are
designed by the knowledge management group.

2. The organization has a knowledge management
sponsor and champion.

3. The knowledge management group works on
knowledge asset development to support core com-
petencies. Knowledge management skills are part
of employee development.

4. Capability in knowledge management is expanded
within the organization.

5. Knowledge management direction is set by a group
consisting of people from different functions.

People Capability Survey Result (PE01- PE10)
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Figure 9. People capability survey result chart

6. Organization strategy embeds knowledge mana-
gement initiatives.

7. Knowledge management is supported by re-
sources and clear accountabilities.

8. Organization leaders own and guide knowledge
management.

9. Employees of all levels can access knowledge
management training.

10. Efforts of knowledge management are recognized
including success and lessons learned.

11. Process improvement, talent management, learn-
ings in the organization as well as leadership
development is aligned with knowledge manage-
ment.

12. Knowledge management awareness is improved
by a formal communication plan.

13. Knowledge management approaches that bring
good impact to business result is well commu-
nicated.

14. Acquisition of new customers or recruitment of
new employees is backed by knowledge mana-
gement strategy and efforts.

Process Capability

The survey result for the process capability area
shows an average score of 2.68. This area comprises
three components of knowledge flow, approaches, and
measurements. The overall average score indicates that
Ops QA has low capability in the process capability
area. In terms of knowledge flow, Ops QA has not
achieved the objectives of having knowledge sharing
as “the way work gets done.” Knowledge sharing in
Ops QA happened only at the individual level and has
not become organizational culture. Knowledge flow
supported by knowledge creation and capture, storage,
communities of practice, after-action-review, lessons
learned as well means to locate knowledge experts has
not been established in Ops QA. The knowledge
management resource center is currently not available
and valuable knowledge is yet to be captured and used
to support improvement and innovation. Ops QA
needs to start knowledge management initiatives and
pursue knowledge management to become an orga-
nizational core competency where the participation of
all employees is mandatory. Ops QA organizations
have not correlated knowledge management measures
with HR and functional outcomes. There is no standard
measurement for knowledge management aligned
with process and output. Knowledge management
impact is not monitored to ensure an organizational
performance scorecard. The Table 5 and Figure 10
show details of the response and average of each ques-
tion in the three components.

Table5
Process Capability Survey Result
Response
. Partially .
Code Partially Neutral : Disagree
Agree (5) Agreed  (3) Dls?z%ree i) > Avg

PRO1 27 (40%) 33(49%) 0(0%) 6(9%) 2(3%) 68 4132
PRO2 6(9%) 34(50%) 0(0%) 14 (21%) 14(21%) 68  3.059
PRO3 2(3%) 41(60%) 0(0%) 11(16%) 14 (21%) 68  3.088
PRO4 3(4%) 14(21%) 0(0%) 39 (57%) 12(18%) 68  2.368
PRO5 0(0%) 4(6%) 1(1%) 41(60%) 22(32%) 68  1.809
PRO6 27 (40%) 10 (15%) 0(0%) 29 (43%) 2(3%) 68 3456
PRO7 5(7%) 39(57%) 0(0%) 6(9%) 18(26%) 68  3.103
PRO8 4(6%) 28(41%) 0(0%) 15(22%) 21(31%) 68  2.691
PRO9 3(4%) 6(9%) 1(1%) 39(57%) 19(28%) 68  2.044
PR1I0 4(6%) 1(1%) 1(1%) 39(57%) 23(34%) 68  1.882
PR11 63(93%) 5(7%) 0(0%) 0(0%) 0(0%) 68 4926
PR12 5 (7%) 36(53%) 2(3%) 8(12%) 17(25%) 68  3.059
PR13 1(1%) 3(4%) 0(0%) 38(56%) 26(38%) 68  1.750
PR14 2(3%) 4(6%) 0(0%) 13(19%) 49(72%) 68  1.485
PR15 2(3%) 2(3%) 2(3%) 12(18%) 50(74%) 68 1441

Process Capability Average  2.686
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Process Capahility Survey Result
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Figure 10. Process capability survey result chart

The questions which score below average sug-
gest that Ops QA lacks in KM Process aspect in the
following capabilities:

1. Organizational processes and functions include the
knowledge flow process

2. Expansion of knowledge flow across different
functions

3. Knowledge management approach and method are
improved along with knowledge flow and compe-
tency.

4. Process improvement makes use of a knowledge
management approach and methods including
organizational development

5. Knowledge management activity is measured in
line with business output measurement. The benefit
of knowledge management is monitored including
investment and satisfaction.

6. Knowledge management effort gives a measured
business impact and is properly reported along with
evidence of improving knowledge management
capabilities and effectiveness.

7. Performance outcome is tracked in integration with
knowledge management measurements.

Content Management and Information Technology
Capability

The survey result for content management and
information capability area shows an average score of
2.64. This capability area comprises two components
of the content management process and information
technology. The overall average score indicates that
Ops QA has low capability in content management and
information technology capability areas. In terms of
content management, Ops QA has not achieved the
objectives of using content management processes to
facilitate collaboration and uncover innovations
occurring within the function. Core knowledge assets
have not been classified in a standard taxonomy. No
standard workflow is available to manage content, let
alone be evaluated and enhanced. Knowledge systems
are not available to support collaboration and collective
decision-making. In terms of IT, Ops QA does not
standardize the tools or applications for knowledge

management and is not part of the overall IT strategy.
IT infrastructure for knowledge management expan-
sion has not been assessed and evaluated for scalability
and functionality. Ops QA is currently not supported
by proper tools that provide the ability to search and
discover information or content from multiple loca-
tions or repositories. Learning and process tools have
yet to be leveraged to support knowledge management
efforts. Knowledge capture systems are not available.

The Table 6 and Figure 11 show details of the
response and average of each question in the two
components.

Table 6
CM and IT Capability Survey Result

Response

. Partially .
Code Partially Neutral Disagree Dls(al%ree 5 Avg

Poree®agree ) (9 %9

CI01 56 (82%) 10 (15%) 0(0%) 1(1%)
Cl02 9(13%) 42(62%) 0(0%) 11(16%) 6(9%) 68 3544
Cl03 3(4%) 9(13%) 0(0%) 37 (54%) 19 (28%) 68 2118
Clo4 4(6%) 12(18%) 0(0%) 33 (49%) 19 (28%) 68  2.250
CI05 4(6%) 8(12%) 0(0%) 12 (18%) 44 (65%) 68 1765
Cl06 44 (65%) 16 (24%) 0(0%) 5(7%) 3(4%) 68 4368
Cl07 21(31%) 19(28%) 0(0%) 6(9%) 22(32%) 68 3162
Clo8 1 (1%) 6(9%) 0(0%) 34(50%) 27 (40%) 68 1824
Clo9 1(1%) 4(6%) 0(0%) 13(19%) 50 (74%) 68 1426
Cl10 0(0%) 1(1%) 1(1%) 14(21%) 52 (76%) 68 1279

CM & IT Capability Average  2.649

1(1%) 68 4750

Content Management & Information Technology Capability Survey Result

3 average: 1649
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Figure 11. CM & IT capability survey result chart

The questions which score below average
suggest that Ops QA lacks knowledge management
content management and information technology
aspect in the following capabilities:

1. Knowledge assets are classified based on standard
taxonomies.

2. Ability to manage content exists and is conti-
nuously improved in line with the new user
approach.

3. Knowledge development and innovation are
reflected in the content management process that is
supported by an information system that enables
collaboration and real-time collective decision-ma-
king.
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4. Knowledge management tools and repositories are
integrated, allowing a single search and source for
knowledge.

5. The knowledge management application is stan-
dard and has become an integral part of an overall
IT strategy.

6. Proper tools exist for the ability to search and dis-
cover information or content from multiple loca-
tions or repositories.

7. Knowledge can be shared with external partners
through IT system access.

Discussion

To develop a knowledge management strategy,
the organization needs to first identify and understand
where it is now, in other words, its “as-is” state com-
pared to the state it wants to achieve, or the “to-be” state
(Dalkir, 2005).

This research captured the current state of the Ops
QA knowledge management capability through the
knowledge management capability questionnaire de-
rived from APQC’s knowledge management capabi-
lity assessment. The questionnaire result was further
analyzed to identify the gaps within APQC’s four
knowledge management capability areas of strategy,
people, process, and CM & IT.

Subsequently, this research focused on the ana-
lysis to find solutions to assist the organization to
overcome its capability gaps to achieve its innovation
objectives. The study conducted by Lam Nyguyen, Le,
and Tran (2021) provides evidence showing that
knowledge management and innovation capability
have a significant relationship. This means, that to
achieve the business objectives of innovation to be-
come next generation Ops QA, the organization needs
to embark on a knowledge management strategy.
Furthermore, Shannak, Masa'deh, and Akour (2012),
suggested that the knowledge management strategy
should not cover only the high-level purpose or target,
instead, it must have the needs and gaps identified and
include an actionable detail framework to solve the
issues.

This research conducted a step-by-step analysis to
design an actionable knowledge management frame-
work as a solution for innovation objectives in the Ops
QA division. The process comprises six steps of analy-
sis covering: (1) elaborate on the business objectives in
detail to clearly understand the goals, (2) identify the
challenges and needs to achieve the objectives, (3) plan
the required actions to address the identified challen-
ges, (4) classify the critical knowledge required in the
actions, (5) define the knowledge management objec-
tives based on the critical knowledge, and finally, (5)
design the actionable knowledge management
framework that covers people, processes, and

technology aspects as a solution to achieve the
objectives.

Identified KM Gaps in Ops QA

The knowledge management gaps identified can
be depicted in Figure 12.

STRATEGY PEOPLE

Low KM Capability

in Ops QA

CONTENT
MANAGEMENT &
PROCESS TECHNOLOGY

Figure 12. Identified KM gaps in Ops QA

Strategy

Ops QA has neither aware of the knowledge ma-
nagement discipline nor the benefit and opportunities
KM may bring. Under such circumstances, the organi-
zation cannot strategize KM appropriately with well-
defined and clear objectives. Without the appropriate
strategy and objectives tied to benefit and impact to the
organization, the budget for KM could never be propo-
sed and never been considered as part of organizational
initiatives, let alone integrated into strategic planning
and annual budgeting.

People

The way of working in which Ops QA currently
operates does not encourage the culture needed for KM
to succeed. The organization works mostly in silo
mode, where each region seeks to achieve inspection
targets within the defined framework and checklist
with less knowledge of what happened at the other re-
gions and the consolidated level, resulting in cases of:
1. The consolidated QA report has shown repeated

top findings for more than three consecutive ins-
pection periods.

2. Internal meeting conducted by head office with
Ops QA region heads has more than 10 cases of
difference in inspection approaches despite having
a single inspection checklist reference.

3. Cross inspection by QA officers from different re-
gions shows occurrences of a 15% difference in
findings and two significant differences in inspec-
tion rating.
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The cases mentioned above show that currently,
Ops QA lacks the culture of knowledge sharing, as
well as has different capabilities despite sharing the
same reference and training. Some QA officers can
think critically while others simply strictly follow the
inspection checklist. Although Ops QA does not cur-
rently face the risk of knowledge loss due to employee
turnover, as the turnover rate in Ops QA is relatively
low at less than 5%, such a capability gap hinders Ops
QA from delivering consistent results and facilitating
control improvement in Operations.

There is no officer in Ops QA appointed as a
champion to drive knowledge management. Aware-
ness of knowledge management is lacking at almost
every level of the organization as knowledge manage-
ment has not been widely communicated. At this stage,
Ops QA has just started to realize that the organization
could benefit from knowledge management, hence
neither knowledge management leadership and gover-
nance nor integration of knowledge management with
human capital development strategy existed.

Process

Inspection activities in Ops QA have been go-
verned through a formal operating procedure (SOP),
standardizing the overall quality assurance planning,
execution, communication, and reporting processes.
Working paper for QA officers has also been standar-
dized in spreadsheet format, providing steps of ins-
pection which need to be followed throughout inspec-
tion activities. The inspection result is communicated
and agreed upon with the auditee at the branch level
and subsequently formalized into the branch inspection
report. The inspection report will be collected and sent
to the head office for consolidated reporting.

However, knowledge created during inspection
activity has not been handled for purposes other than
reporting, for example, to identify control breach pat-
terns or even improvement opportunities. Experience
and knowledge gained are normally kept within each
QA officer. At best, knowledge sharing happened in an
ad-hoc manner only at the individual QA officer level
depending on a personal relationship or between the
QA officer and its respective QA area manager during
the finalization of the inspection report. Apart from re-
port submission to head office, systematic horizontal
knowledge flow across areas or regions hardly ever
happens. In addition, Ops QA has never identified and
mapped the critical knowledge it has and constantly
produced, albeit having high exposure to information
and knowledge during the inspection, nor has it shared
and stored as well as made use of the knowledge for a
higher purpose.

Content Management & IT

Activities throughout the Ops QA inspection pro-
cess are carried out manually, mainly using docu-
ments, paper, or spreadsheets as a tool. Ops QA has not
utilized technology to assist the overall process, for in-
stance, govern the workflow, store inspection data, and
information, mediate exchanges and facilitate data and
information consolidation and analysis which will in
turn create the knowledge. Inspection result is stored in
a decentralized manner at the area and region level in
an individual file, in both document and spreadsheet
format. Without the appropriate tool, Ops QA spends
a great deal of time at the area, region and head office
level to gather, sort and consolidate information or
knowledge gained from inspection. Such a condition
leaves the organization with little capacity to identify
and classify the knowledge asset it has created, denying
the opportunity to improve the organization, develop
its personnel or even invoke process innovation within.

Designing Knowledge Management Framework as
Solution to Achieve the Innovation in Ops QA

Elaboration of Business Objectives

The growing complexity and demand for enhan-
ced capability, adaptability, and operational excellence
in operations require the Ops QA to contribute more to
upgrading operational functions efficiency and effec-
tiveness while enhancing internal control capability.
Ops QA intends to meet the expectation through its
vision of next generations Ops QA which move QA
from procedure-oriented inspection to value-added
quality assurance which entails the enhancement of
Ops QA’s role as follows:

A. Expand QA role as guardian to provide consul-
tancy function in guiding and enabling improve-
ment in operational function's efficiency and ef-
fectiveness.

B. Extend QA role as preventive control agent to
provide analytical function in problem pattern re-
cognition and root cause identification to drive
preventive control measures.

Identification of Challenges and Needs

As previously discussed, the current Ops QA set-
up dictates the team to perform a role within the boun-
dary of existing procedures and inspection checklists.
This arrangement serves the purpose of maintaining in-
spection quality and Ops QA independence very well.
However, it negates Ops QA’s ability to assume the
role of guardian and preventive control agent.
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To be a guardian, the Ops QA needs to have a deep
understanding of the operational functions, the process
involved, the procedures and the system or tools used
to carry out operations, including the circumstances,
conditions, or limitations under which the function
operates. Such knowledge, combined with analytical
and problem-solving capability shall enable the Ops
QA to provide consultation services or to find solutions
to help the operational functions improve.

On the other hand, the preventive control agent
role requires new competency in Ops QA, for instance,
data analytics skills. This will enable the organization
to make sense of existing findings data, recognize con-
trol lapse patterns as well as correlate them with other
data or information to identify the underlying root
cause to be addressed with enhanced control measures
designed to prevent future occurrence.

Aside from the technical knowledge and skill, per-
haps, more importantly, the organization needs to first
change its current mindset which focuses mainly on the
inspection role. It needs to change its current way of
exclusive working method, and be more open to sha-
ring, communicating, and collaborating as a team.

The following summarizes the challenges or
needs in achieving the business objectives:

1. Change in people’s mindset and working methods.

2. Information and knowledge of all operational pro-
Cesses.

3. Understanding of conditions or circumstances fa-

ced by operational functions.

Skills in problem analysis and problem-solving.

Ability to perform data analytics and recognition of

control lapse patterns.

6. Enhanced soft skills, for instance, interpersonal
skills, clear communication, and critical thinking
capability to drive change and influence people.

o &

Planning for the Required Actions

Subsequently, Ops QA has to map out a series of
actions to address the challenges. Each action should
be carefully designed to fulfill the needs. Based on the
identified challenges or needs, the following actions
are required: (1) Actions to articulate the vision of next
generation Ops QA and its strategy, instill the right
culture and process transformation in QA, and (2) Im-
prove internal competence and competence of all ope-
rational processes, procedures and support system, (3)
Design and conduct effective observation method and
process walkthrough, (4) Improve competence focus-
ing in structured thinking, problem analysis, and solu-
tion design through a systematic approach, (5) Improve
competency in technology and data analytics, and (6)
Enhance people soft skill through experiential learning
for interpersonal skill development, communication,
influencing and critical thinking.

The Table 7 articulates the mapping of challenges/
needs with actions.

Table 7
Actions to Address the Challenges/Needs
Challenges/Needs Actions
Change in people’s mindset ~ Avrticulate the next generation Ops
and working method. QA objectives and the organization
strategy.
Instill the right culture to achieve
the objectives.
Transform the work process in Ops
QA.
Information and knowledge of Improve internal knowledge and
all operational processes. competence of all operational
processes, procedures, and support
systems.
Design and conduct effective
observation method and process
walkthrough.

Understanding of
circumstances or conditions
experienced by operational
functions.

Skills in problem analysis and  Improve competency by focusing
problem-solving. on structured thinking, problem
analysis, and solution design
through a systematic approach.
Improve competency in technology
and data analytics.

Ability to perform data
analytics and recognition of
control lapses pattern.
Enhanced soft skills, for
instance, interpersonal skills,
clear communication, and
critical thinking capability to
drive change and influence
people.

Enhance people’s soft skills
through external experiential
learning for interpersonal skill
development, communication,
influencing, and critical thinking.

Identification of Critical Knowledge

The next step in the KM innovation structure is to
identify critical knowledge as one of the crucial factors
which influence the achievement of the objectives. The
critical knowledge should be relevant to the actions and
could be used to address the challenges or needs. The
Table 8 articulates the required critical knowledge.

Table 8
Identified Critical Knowledge Mapped with Actions

Actions Critical Knowledge

Articulate the objectivesof ~ The vision and mission statement of
next generation Ops QAand Ops QA.

the organization strategy. Values statement of Ops QA to drive
Instill the right culture to the culture.

achieve the objectives. Process transformation strategy and
Transform the work process inplan.

Ops QA.
Improve internal knowledge Ifun‘;ecrtr;glnlgna?]\évlsr%gceessggperatlonal
and competence of all ‘
operational processes, ;;ﬁgr]ﬁé knowledge of procedures and
g;cs)t%%ciures, and support Knowledge of regulations that
' influences the process.
Analysis of dynamics, conditions, or
. . limitations in operational functions.
Design qnd conduct effective Special circumstances and exceptions
observation method and to procedures
process walkinrough. Operational system and process
handbook.



152 JURNAL MANAJEMEN DAN KEWIRAUSAHAAN, VOL. 24, NO. 2, SEPTEMBER 2022: 138—158

Actions Critical Knowledge

Improve competency by Methods of problem analysis,
focusing on structured problem-solving, and decision-
thinking, problem analysis,  making.

and solution design through a Solution analysis and design.
systematic approach.

Data Analytic knowledge.
Improve competency in Data management manual.
technology and data analytics. Data processing skill.

Informational dashboard design.
Enhance people’s soft skills  Interpersonal skill.
through external experiential Effective communication guidelines.
learning for interpersonal skill Influencing method.
development, communication, Problem-solving, and critical thinking
influencing, and critical skills.
thinking.

Identification of Knowledge Management Objectives

Identified actions and critical knowledge serve as
the basis on which knowledge management objectives
are defined. The alignment of KM objectives with the
previous two components determines the confidence
level of achieving the intended business objectives.
Clear and actionable KM objectives are an important
factor in designing the KM Framework which consists
of the people, process, and technology aspects. The
three aspects work together to ensure the fulfillment of
KM objectives. Involvement and enthusiasm of the
right people, or the stakeholders, is key, along with the
right strategy and KM approaches, supported by tech-
nology or appropriate tools.

Based on identified actions and critical knowled-
ge, KM objectives for Ops QA can be defined in (4)
four groups as follows:
1. Direction and Culture Building
a. Provide clear direction of Ops QA vision for in-
novation and transformation strategy.
b. Build a sense of ownership in the Ops QA role
. Nurture a culture of trust, collaboration, and
knowledge sharing.
2. Internal Knowledge Enrichment
a. Enrich knowledge through learning and sha-
ring.
b. Knowledge capture through observation and
process walkthrough.
c. The flow of knowledge and ease of access.
d. Knowledge utilization across different regions.
3. External Knowledge Capture and Skill Develop-
ment.
a. Knowledge acquisition from external expert.
b. Structured data and content storage for ease of
data analysis and queries.
c. Usage of knowledge and continuous practice to
sharpen the capability.
4. Sharpening the Soft Skills
a. Enrich through experiential learning.
b. Hone the skill through consistent application.

The Table 9 shows the relationships between
critical knowledge and KM objectives.

Table 9
Critical Knowledge and KM Objectives

Critical Knowledge KM Objectives
Vision and mission statement of Direction and Culture Building.

Ops QA Provide clear direction of Ops
Values statement of Ops QA'to QA vision for innovation and
drive the culture. transformation strategy.
Process transformation strategy  Build a sense of ownership in the
and plan. Ops QA role.
Nurture a culture of trust,
collaboration, and knowledge
sharing.

Internal knowledge of
operational functions and

Processes. Internal Knowledge Enrichment.
Internal knowledge of Enrich knowledge through
procedures and systems. learning and sharing.
Knowledge of regulations that ~ Knowledge capture through
influences the process. observation and process
Analysis of dynamics, walkthrough.

conditions, or limitations in The flow of knowledge and ease
operational functions. of access.

Special circumstances and Knowledge utilization across
exceptions to procedures. different regions.

Operational system and process

handbook.

Methods of problem analysis,  External Knowledge Capture
problem-solving, and decision- and Skill Development.
making. Knowledge acquisition from
Solution analysis and design.  external expert.

Data Analytic knowledge. Structured data and content
Data management manual. storage for ease of data analysis
Data processing skill. and queries.

Informational dashboard design. Usage of knowledge and
continuous practice to sharpen
the capability.

Sharpening the soft skills.
Enrich through experiential

Interpersonal skill.
Effective communication

guidelines. learning

Influencing method. Hone the skill through consistent
Problem-solving, and critical ~ application.

thinking skills.

Designing the Knowledge Management Framework

After the definition of KM objectives, the focus
shifts to determining the involvement of stakeholders,
the approach that needs to be taken, and supporting fa-
cilities within the three aspects of the KM framework,
namely People, Process, and Technology.

The following KM Framework is designed to
achieve the KM objectives (Table 10).

The following details articulate KM objectives

and KM framework to achieve Ops QA innovation:

Direction and Culture Building
A fully aligned direction is imperative to achieve

organizational objectives. This means the vision and
mission need to be clearly formulated, strategized, and
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Table 10
KM Objectives and KM Framework

KM Framework

KM Objectives

People Process Technology
Direction and Culture Building. QA Head Formulate Ops QA vision, mission, and  Internal Portal
Provide clear direction of Ops QA Region QA Leader values statement. Multi-media socialization
vision for innovation and Area QA Manager Plan KM strategy. Group messaging
transformation strategy. Change Agent Townhall meeting. Video conference
Build a sense of ownership in the Ops KM Group Change strategy. Collaboration tool
QArole. Alignment meeting.

Nurture a culture of trust, collaboration,
and knowledge sharing.

Internal Knowledge Enrichment. QA Officer Knowledge asset identification. Knowledge center

Enrich knowledge through learning  Area QA Manager Knowledge mapping & taxonomy. (knowledge-based system,
and sharing. Region QA Leader Internal learning for procedures & lesson learned, internal best
Knowledge capture through Auditee system. practice).

observation and process walkthrough.  Internal Expert: (Ops Dev, Knowledge gain review. Search engine.

The flow of knowledge and ease of  IT App Supp, Risk Mgmt) Continuous socializa- tion. Expert directory.

access. Peer Assist el earning system.

Knowledge utilization across different Operational process. walk-through. Collabora tion tool.

regions. After Action Review. Helpdesk.
Communi- ties of Practice.

External Knowledge Capture and Skill External Expert External training and certifica- tion. Findings Datamart.

Development. IT Data Mgmt Hands-on practice lab. ETL (extract, transform, load).
Knowledge acquisition from external QA Officer Data dictionary planning. Structured Query. Language
expert. Area QA Manager Datamart structure design. Findings data analytic tools.
Structured data and content storage for Region QA Leader Data analysis methodology. Findings data pattern and

ease of data analysis and queries. QA Head Best practice adoption. selection.

Usage of knowledge and continuous QA Support & MIS How-to-guide design. Dashboard.

practice to sharpen the capability.
Sharpening Soft Skill:

Enrich through experiential learning.
Hone the skill through consistent
applications.

HR Learning team
QA teamall level

Internal experiential learning (role-play, Collabora- tive platform.

case-based, design thinking, task-based). Virtual simulation.

Knowledge café. Virtual space for sharing and
reflection.

properly communicated to drive and guide the organi-
zation throughout the journey. Another important fac-
tor is culture. A cross-industry, size, and geography
survey on the top management of multiple companies
held in 2016 revealed that the organization’s culture
played a critical role and impact on its ability to achieve
its mission and vision (Deloitte, 2016).

Furthermore, organizational culture is believed to
have a significant influence on knowledge manage-
ment implementation because both shares the involve-
ment of human interaction. Culture is considered an
important factor in knowledge management effort and
its sustainability (Alavi, Kayworth, & Leidner, 2006).
Organizational structure and leadership also have a
strong impact on knowledge management (Magnier-
Watanabe, Benton, & Senoo, 2011).

Therefore, the Ops QA organization should pay a
great deal of attention to all the important factors re-
lated to leadership, structure, and culture that influence
its ability to achieve its objectives.

People.

The stakeholders who play a key role in direction-
giving and culture-building consist of the Leaders of

the QA division, the region QA lead, the area QA
manager, and the officers appointed as change agent
and KM group in Ops QA.

Process.

Leaders of the Ops QA division should formulate
the vision of next generation Ops QA and the statement
of mission and values. KM strategy needs to be care-
fully planned, including articulation of a sound busi-
ness case to convince the organization and manage-
ment. Communication and socialization are conducted
through town hall meetings. Dissemination of informa-
tion in a regular manner has to be carried out through
alignment meetings in region QA and Area QA where
information is continuously cascaded and discussed.
Culture building played an integral part in achieving
the Ops QA vision, particularly the right culture of
ownership, trust, collaboration, and knowledge sha-
ring. This is in line with the result of research conduc-
ted by Chang, Liao, and Wu (2017) which shows that
culture influence the capability of innovation in an or-
ganization.

The right culture can be instilled through values
statements and constant communication and perhaps
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most importantly, through a strong change strategy in
Ops QA which will drive the shifts in behavior, for
instance through (1) positive reinforcementinany level
of Ops QA starting from the top to down, (2) fair per-
formance appraisal and reward system by any supervi-
sor in Ops QA, (3) well-communicated goal setting
from divisional level down to QA staff, and (4) men-
toring and coaching by QA head, region QA leader,
QA manager as well as area QA manager.

Technology.

Deloitte, in one of its studies in 2013 elaborates
on the important role played by digital collaboration
tools and their impact on innovation and collaboration.
Hence, in supporting its innovation objective, the Ops
QA needs to consider digital collaboration tools that
could be used to optimize the dissemination of direc-
tion and culture building. Information portal enables
continuous communication of direction and campaign
of culture change. Socialization serves as an informa-
tion feed that could promise a higher level of under-
standing if delivered using different types of media, for
instance, video, infographics, and illustration. Group
messaging and video conference is essential in ensu-
ring effective collaboration across distant geographical
locations where staff in Ops QA reside.

Internal Knowledge Enrichment

A knowledge management system benefits the
organization in managing knowledge, externalizing
and accumulating individual know-how into organiza-
tional knowledge, as well as sharing the knowledge
(Li, Chaudhry, & Zhao, 2006). Hupic, Poulouch, and
Rzevski (2002) mentioned that knowledge manage-
ment is the means for the organization to be more ef-
fective and competitive.

In this sense, the Ops QA organization needs to
embark on knowledge management efforts to manage
internal knowledge related to operational processes,
procedures, and systems used by the operational func-
tions in addition to prevailing knowledge of quality as-
surance procedures and inspection checklists. Through
knowledge management, the staff in the Ops QA divi-
sion will be able to make use of and combine the know-
ledge to draw potential improvements.

People.

The stakeholders who played a key role in inter-
nal knowledge enrichment consist of the region QA
lead, the area QA manager, and QA officers from wi-
thin the organization, as well as stakeholders from

outside Ops QA namely, the auditee and internal
experts comprising operations development staffs who
has expertise in operational processes and procedures,
IT application support staffs who has expertise in the
core banking system and applications and risk
management staffs who has expertise in overall
operational risk management.

Process.

To achieve internal knowledge enrichment, Ops
QA needs to, first, identify knowledge assets in Ops
QA and map the knowledge in a standardized taxono-
my to enable ease of access and effective utilization, as
well as encourage the use of knowledge to find im-
provement opportunities. An internal learning session
should be held regularly within Ops QA to ensure
knowledge gain for all operational processes and pro-
cedures including the system. The knowledge gained
as aresult of the learning process needs to be measured
and reviewed to ensure learning effectiveness. In addi-
tion to a learning session, continuous socialization ef-
forts could help ensure updates from recent develop-
ment are well communicated. ‘“Peer assist” practice is
useful to provide a support system among employees
in Ops QA which will encourage knowledge sharing
and collaboration in problem-solving. This process
could be conducted among Ops QA employees at all
levels through individual or small group teaching ses-
sions. Operational process walkthrough by a different
group of QA staff will bring the benefit of hands-on
learning and help employees in Ops QA gain a more
comprehensive operational process knowledge and ex-
perience, including building awareness of any specific
circumstances or conditions which may affect process
outcome. “After-action-review” is another process that
needs to be conducted after any project or improve-
ment by Ops QA to gain the lesson learned from the
implementation. Communities of practice should be
established regularly, for instance once every month
whereby Ops QA staff take turns in discussing their
experience during inspection or other activities. The
communities of practice will help Ops QA gain the ad-
vantage of capability building through experience and
knowledge sharing among employees in Ops QA. It
may also help reduce or even avoid duplication of
work as Ops QA learn from one another.

Technology.

In supporting internal knowledge enrichment,
related application systems and tools could be used to
optimize the outcome. A knowledge center could be
utilized to support knowledge stock and flow in the
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KM process through: (1) a knowledge-based system
hosting knowledge of the process, procedures,
regulations, and application systems including past
initiatives and lesson-learned as well as internal best
practices, (2) search engine capability for ease of
information access, and if possible, as intuitive as a
well-known search engine in the internet, for optimum
effectiveness and experience, (3) expert directory is
useful to provide “yellow pages-like” method to locate
and contact the need expert (4) e-Learning system is
the preferred computer-based learning environment
which guarantees the flexible anytime and anywhere
learning and learning gain measurement, (4) collabo-
ration tools which will encourage further discussion
and information exchange for knowledge sharing, and
(5) setting up the information helpdesk for inquiry
service and guidance by expert feature to solve cases
of doubt and confusion.

External Knowledge Acquisition and Skill Develop-
ment

Leber, Buchmeister, and Ivanisevic (2015) sug-
gested that there are two basic aspects of innovation,
namely (1) knowledge creation whereby the new
knowledge is introduced, and (2) knowledge applica-
tion whereby knowledge is put into practice to get its
potential.

In addition to making use of its internal know-
ledge, the Ops QA organization has to also acquire new
knowledge from external sources and put the know-
ledge into practice to gain new skills. This is in line
with the conclusion presented by Indarti (2017), that
external knowledge absorption and interaction encou-
rage organization innovation capability.

The new skill set in data processing and analysis
could help Ops QA to make sense of the information
and knowledge accumulated from its activities. Find-
ings from inspection could be analyzed to identify pat-
terns and even linked with other data, for instance, in-
cidents or near-miss data to find any correlation or to
build enough understanding to perform predictive ana-
lysis for preventive control needed to improve opera-
tional activities, as the previous study has shown that
usage of predictive analytics is evident in many areas
in banking, including operations optimization (Kikan,
Singh, & Singh, 2019).

People.

The stakeholders who played a key role in exter-
nal knowledge acquisition and skill development con-
sist of the expert in data processing and analysis as well
asexpertin IT data management from outside Ops QA

organization as well as internal staff namely region QA
lead, area QA manager, QA officers, and QA support
and MIS. Training sessions with external experts and
IT data management will help Ops QA employees gain
the required knowledge and subsequently develop the
skill through hands-on learning sessions and continu-
0ous practice.

Process.

External knowledge acquisition and skill deve-
lopment could be achieved through KM processes as
follows: (1) enroll potential Ops QA staff in a series of
external training and certification for the data process-
ing and analysis skill, (2) establish hands-on practice
lab sessions in Ops QA where related Ops QA staffs
could put its newly gained knowledge and skill into
practice, (3) conduct planning activity to build Ops QA
data dictionary, (4) conduct design activity for Ops QA
DataMart, (5) develop Ops QA data analysis methodo-
logy, for instance, findings pattern recognition, corre-
lation or symptom identification. In addition to the pro-
cesses mentioned above, Ops QA also needs to con-
tinuously be aware of best practice development and
plan the best practice adoption accordingly. Tacit
knowledge and skill gained throughout the whole pro-
cess need to be made explicit in Ops QA through pro-
per documentation, for instance in the form of design-
ing the how-to-guide which can be used for subsequent
knowledge transfer and skill development for a larger
group of Ops QA staff.

Technology.

The related technology which needs to be imple-
mented to support this objective includes (1) Ops QA
Datamart to store inspections findings data in a struc-
tured manner, (2) ETL script for data extraction, trans-
formation, and loading from multiple related data sour-
ces into the Ops QA Datamart, (3) Structured query
language for data queries and processing, (4) data ana-
Iytic tools which will assist data analysis, for instance,
descriptive, diagnostic, predictive, and prescriptive
analysis, (4) data pattern, for instance, findings data
pattern or trends and correlation as the result of data
analysis, and (5) dashboard system to infer and inter-
pret the result as well as to visualize and communicate
the message derived from data analysis activity.

Sharpening Soft Skills

According to Gault (2018), the abilities that foster
innovation include information gathering, insights
drawing from experience, and active networking skills.
Workers who have soft skills can innovate new ideas
and find better solutions (Afroze, Eva, & Sarker, 2019).
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Thus, the Ops QA division needs to work on
sharpening the soft skill of all levels in the organization.
Soft skill is essential not only in the inspection process
but equally, if not more important when Ops QA
wanted to assume the role of guardian and preventive
control agent. Both roles require a lot of soft skills, for
instance, interpersonal skills, clear communication,
work as a team, problem-solving capability, critical
thinking capability, problem analysis, and decision-
making and organizational skill, for Ops QA to be able
to make an impact, drive the change and have a strong
influence in the Operations Directorate organization.
Ops QA could sharpen the soft skills of its staff by en-
richment through experiential learning and consistent
practice and application to hone the skills.

People.

The stakeholders who played a key role to sharp-
en soft skills in Ops QA includes employees in all level
of Ops QA, including the QA head, regional QA lead,
QA manager, area QA manager, QA officers, and QA
support staff, as well as people from outside Ops QA
organization, namely HR learning team, who will help
Ops QA design, develop and deliver the experiential
learning for soft skill enrichment.

Process.

To sharpen the soft skills, Ops QA should embark
on knowledge management processes that bring peo-
ple together and physically facilitate teamwork. Al-
though digital online collaboration tools nowadays
provide ease of communication, personal face-to-face
contact is still more favorable and believed as a good
option (Lopes, Oliveira, & Costa, 2015)

Following are the knowledge management pro-
cesses that the Ops QA needs to focus on to achieve
this KM objective:

a. Aninternal experiential session that conducts learn-
ing through various experience-based methods of
role play, problem-based learning, design thinking
or brainstorming as well as task-based learning.
The methods used shall complement each other in
helping develop the required level of soft skills for
Ops QA.

b. Knowledge café, where a group of people in Ops
QA are brought together for free and open commu-
nication, discussion, and sharing of thoughts to
build relationships, make a better sense of Ops QA,
develop a sense of ownership and improve ways of
working and improve together.

Technology.

Stronger relationships are achieved through colla-
boration. This means the organization should choose

technology that encourages relationship development

and communication improvement (Deloitte, 2016).

Various tools for this purpose are available today,
including email, instant messages, audio/video confe-
rences, file sharing, social networks, blogs, and others.
Research by Lopes et al. (2015) indicates that email
and file sharing, due to its asynchronous nature are
perceived negatively in supporting relational bonds
and sharing of information. This is in line with survey
results where 76% of executives across the industry
predicts that organization will move away from email
and shift to digital tools which provide rich features
(Deloitte, 2016).

The Ops QA organization should therefore opt
for platforms that allow strong relationship building
and effective communication, namely:

a. Collaborative platform which could facilitate real-
time communication and interaction of Ops QA
officers, managers, and leaders through the virtual
workspace. The virtual workspace is particularly
important considering Ops QA employees are
spread geographically throughout the country

b. Virtual simulation tools that could facilitate ex-
periential learning, for example through methods
such as gamification, scenarios, and avatars for
role-playing, problem-solving simulation, situa-
tional challenge, and others,

c. Virtual space for sharing and reflection, which
serves as an internal blog where people can write
down their thoughts or reflections on any aspects of
life in an asynchronous manner and, if needed,
anonymously. Virtual space as such could encou-
rage people in Ops QA to learn how to commu-
nicate their thoughts to effectively convince and
influence others.

Limitations and Future Research

The scope of this research is limited to only one
divisional unit within the bank's organization. It aimed
to analyze and find solutions to address specific inno-
vation needs of a single division, using the knowledge
management discipline. Although the research method
is likely still applicable and relevant to other divisions
in the bank’s organization, however, in a wider context,
the relationship and interdependency among organiza-
tional units may pose a completely different challenge
that will significantly impact the effectiveness of the
knowledge management strategy.

Future research could be done for a larger inno-
vation context that involves multiple functional units,
or for open innovation objective, this research could be
replicated only to a limited extent, for instance, the
assessment of the knowledge management capability
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maturity which will still be relevant for larger scope
and audience. However, in terms of the analysis of
gaps and solution design, in addition to the method
used in this research, a more integrated approach
should be taken while also considering other different
aspects that greatly shall influence the outcome, for
example, hierarchical influence, relationship, interde-
pendency, as well as cultural and alignment of objec-
tives of multiple units and elements involved.

Conclusion

To meet the management expectation for the Ops
QA division to contribute more in guiding operational
functions upgrading its efficiency and effectiveness
and enhancing internal control capability, Ops QA has
to innovate to extend its role from mere inspector into
guardian and preventive control agent roles. The new
roles require knowledge and advanced capabilities
which Ops QA is currently lacking.

The knowledge management discipline provides a
method in which the Ops QA could plan and embark
on a knowledge management strategy to address the
identified gaps and capability issues to achieve the ex-
pected innovation. In planning the knowledge mana-
gement strategy, the Ops QA organization should first
clearly elaborate on its innovation objectives. With
clear objectives in mind, the organization could pro-
ceed with a series of steps involving the identification
of challenges and needs to achieve the objectives, plan-
ning for actions to address the identified challenges,
classifying the critical knowledge required for the ob-
jectives, and finally translating them into knowledge
management objectives and knowledge management
framework. The framework should provide clear and
implementable knowledge management approaches or
initiatives, within three knowledge management com-
ponents of people, process, and technology.

Once the knowledge management strategy is de-
fined, the management should work on the knowledge
management implementation project, including secu-
ring the resources and budget needed, being committed
to the implementation process, closely overseeing the
progress, and providing guidance to solve shortco-
mings or obstacles. Management involvement is key to
the success of knowledge management implementa-
tion and to bringing the full benefit of the transforma-
tion in culture, process, and knowledge to achieve the
Ops QA innovation objectives.

For further development, the management could
also consider expanding the knowledge management
approach in other functions or lines of business within
the bank to reap the benefit of knowledge management

for various other innovation use cases to achieve not
only operational excellence but improve overall Bank
Bakti Karya Purna’s competitiveness.
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