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Growth companies need to develop their business rapidly to respond to their customers’
needs, but customer insights may often be lost in knowledge transfer inside the company and
between the customers and the company. This thesis explores the dynamics of knowledge trans-
fer within a customer-centric growth company. The goal is to create a framework to monetize
customer relationships.

This research is a multi-method qualitative case study in a Finnish electric vehicle charge point
operator company. A related research search was conducted on the topic’s three sub-themes:
knowledge transfer, customer-centricity, and growth. After conducting a related research search
and analysis, semi-structured interviews were done with 11 participants involved in customer
touchpoints and top management in the case company. In addition, a questionnaire was sent to
the case company’s customers to analyze customer-centricity and customer relationship moneti-
zation from their viewpoints. After analyzing the interviews and questionnaire (N=16) results, they
were linked to the found theory in the related research.

The main finding consists of six main concepts to help monetize customer relationships. These
six concepts are described as a novel framework and recommendations for customer-centric
growth companies that want to monetize their customer relationships. The first recommendation
point is to make the company’s processes systematic and standardized. This means that every-
one in the company knows the processes, each other’s roles in them, what systems are included
in them, and how knowledge flows in the organization. The second recommendation point is to
extend knowledge transfer in the organization’s social networks. This means that knowledge
transfer must work within the company but also with the company’s social networks. This includes
storing, analyzing, and applying knowledge to new use, as well as sharing well-processed
knowledge with stakeholders outside the organization. The third recommendation point is to do
analytics & measurement of customer knowledge. A company must be able to analyze customer
behavior to understand their needs and then continuously measure the changes in the market.
The fourth recommendation point is to improve change management & leadership for strategic
decision-making. There needs to be personnel to oversee the whole entity of the organization,
especially in a fast-paced business or in a growth company. Someone must be able to make
changes to the processes and make decisions based on analytics and measurement. The fifth
recommendation point is to improve systems for knowledge transfer (storing, sharing, and man-
aging). This means that knowledge is systematically transferred in the company with the help of
clearly defined systems. And finally, the sixth recommendation point is the categorization and
prioritization of customers. This means that the company must categorize and prioritize customers
by measuring the customer lifetime value. This final step is the key to efficient customer relation-
ship monetization.

The findings contribute to the existing literature by developing a framework that enhances
knowledge transfer in customer-centric growth companies for customer relationship monetization.
This research highlights the strategic value of customer insights in shaping organizational
knowledge and the growth of the company. The implications of this study are significant, providing
practical insights for customer-centric growth companies.

Keywords: Knowledge transfer, customer-centricity, growth company, customer relationship
monetization
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Kasvuryitysten on kehitettdva liiketoimintaansa nopeasti vastatakseen asiakastarpeisiin,
mutta ymmarrys asiakkaista saattaa usein kadota tiedonsiirrossa yrityksen sisalla tai yrityksen ja
asiakkaisen valilla. Tama diplomityd tutkii tiedonsiirron dynamiikkaa asiakaskeskeisessa kasvu-
yrityksessa. Tavoitteena on luoda viitekehys asiakassuhteiden rahallistamiseksi (engl. customer
relationship monetization).

Tama tutkimus on laadullinen monimenetelmatapaustutkimus suomalaisesta sédhkdajoneuvo-
jen latauspisteoperaattoriyrityksestd. Tutkimuksessa tehtiin kirjallisuuskatsaus tydn teemoista:
tiedonsiirto (engl. knowledge transfer), asiakaskeskeisyys (customer-centricity) ja kasvu (engl.
growth). Kirjallisuuskatsauksen jalkeen tehtiin puolistrukturoidut haastattelut kohdeyrityksen 11
henkildlle, jotka toimivat asiakaskohtaamispisteissa tai yrityksen johdossa. Liséksi tehtiin kysely,
joka lahetettiin kohdeyrityksen asiakkaille, ja johon saatiin 16 vastausta. Tassa kyselyssa tehtiin
selvitys asiakaskeskeisyydesta ja yhteisesta arvonluonnista, mika auttoi analysoimaan asiakas-
suhteiden rahallistamista tarkemmin. Haastattelu- ja kyselytulosten analysoinnin jalkeen ne yh-
distettiin kirjallisuuskatsauksessa l6ydettyyn teoriaan tutkimuksen teemoista.

Tutkimuksen tulokset osoittavat, ettd kuusi paakasitettd auttavat rahallistamaan asiakassuh-
teita. Nama kuusi kasitetta on kuvattu toimintaehdotuksiksi mille tahansa asiakaskeskeiselle kas-
vuyritykselle, joka haluaa rahallistaa asiakassuhteensa. Ensimmainen toimintaehdotus on tehda
yrityksen prosesseista jarjestelmallisia ja standardoituja. Tama tarkoittaa, ettd kaikki yrityksessa
tuntevat prosessit, toistensa roolit prosesseissa, mitd jarjestelmia prosesseihin sisaltyy ja miten
tieto kulkee organisaatiossa. Toinen toimintaehdotus on laajentaa tiedonsiirtoa organisaation so-
siaalisissa verkostoissa. Tama tarkoittaa, ettd tiedonsiirron tulee toimia seka yrityksen sisalla etta
sen ulkopuolella olevien toimijoiden kanssa. Tiedonsiirto sisaltaa tassa tiedon tallentamisen, ana-
lysoinnin, ja soveltamisen uuteen kayttéon seka hyvin prosessoidun tiedon jakamisen organisaa-
tion ulkopuolisille sidosryhmille. Kolmas toimintaehdotus on parantaa asiakastiedon analysointia
ja mittaamista. Yrityksen tulee pystya analysoimaan asiakkaiden kayttaytymista ymmartdakseen
heidan tarpeensa ja jatkuvasti mittaamaan markkinoiden muutoksia. Neljas toimintaehdotus on
parantaa muutosjohtamista ja johtajuutta strategisessa paatdksenteossa. Yrityksessa on oltava
ihmisia, jotka valvovat kokonaisuutta, erityisesti nopeatahtisessa liiketoiminnassa tai kasvuryityk-
sessa. Jonkun on kyettava tekemaan muutoksia prosesseihin ja paatoksia analytiikan ja mittaa-
misen perusteella. Viides toimintaehdotus on parantaa jarjestelmia tiedonsiirtoon (tallentaminen,
jakaminen, ja hallinta). Tama tarkoittaa, etta tieto siirtyy jarjestelmallisesti yrityksessa selkeasti
maariteltyjen jarjestelmien avulla. Kuudes ja viimeinen toimintaehdotus asiakkaiden luokittelu ja
priorisointi. Tama tarkoittaa, ettad yrityksen on luokiteltava ja priorisoitava asiakkaita mittaamalla
asiakkaan elinkaaren arvoa. Tama viimeinen toimintaehdotus on avain tehokkaaseen asiakas-
suhteiden rahallistamiseen.

Tulokset taydentavat olemassa olevaa kirjallisuutta viitekehykselld, joka parantaa tiedonsiirtoa
asiakaskeskeisessa kasvuyrityksessa asiakassuhteiden rahallistamista varten. Tama tutkimus
korostaa asiakastiedon analytiikan strategista arvoa organisaation tiedonsiirron ja yrityksen kas-
vun parantamiseksi. Tutkimuksen kdytdnnon vaikutukset voivat olla merkittavia, ja ne tarjoavat
arvokkaita ndkemyksia asiakaskeskeisille kasvuyrityksille.

Avainsanat: Tiedonsiirto, asiakaskeskeisyys, kasvuyritys, asiakassuhteiden rahallistaminen
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1. INTRODUCTION

In today’s competitive business environment, it is necessary to effectively transfer
knowledge and adopt customer centricity to gain competitive advantage. Deeper cus-
tomer relationships enable sustainable growth through successful knowledge transfer.
The question for growth companies is how they can maximize the value from their cus-
tomer relationships for themselves and simultaneously create value for the customers.
The key might be knowledge management and, more specifically, knowledge transfer.
When growth is taken into the same equation, scaling up operations can be difficult for
any company. Despite the large amount of research done on knowledge management
and customer relationship management, there is a research gap: How can a customer-
centric growth company monetize its customer relationships? This study seeks to bridge
this gap by exploring the dynamics of knowledge transfer, customer centricity, and
growth through a case company. This chapter presents the motivation, the background,

the case company, and the goals of the research.

1.1 Motivation for the Research

Because a company usually has many stakeholders in its social network, there is a lot
of knowledge that must be transferred. A company has its collaborators depending on
the product or service that the company is providing. Knowledge from the collaborators
must be in the right hands at the right time to make the company’s processes work.
Additionally, there are customers and other stakeholders who seek transparency in the
company’s processes. Modern companies have a wide spectrum of transactions that
generate data in various systems or knowledge in multiple interactions between people.
This data is transformed into information and knowledge that can then be used in the

best possible way to maximize the value for all stakeholders.

Organizations should have a working knowledge management process to create value
in today’s fast-paced world. According to ISO 30401 (2018), knowledge itself is important
in many aspects of an organization. It plays a part in effective decision-making, helps
processes to be more effective, creates both resilience and adaptability for the company,
and creates a competitive advantage. In addition to all these positive impacts, it can be

a product on its own. An organization should be able to transfer knowledge with its clients



to co-create value for both businesses (Bagheri et al., 2019). This knowledge must also
be transferred within the company and its individual workers. Hence, customer-centricity
becomes an important strategy for the company. Knowledge management practices with
customers help the company to grow (Back et al., 2007). However, growth can bring
challenges to knowledge transfer (Kukko, 2013). Research is needed to combine this

complex but interesting topic.

The alignment of a company’s knowledge with customer needs becomes increasingly
complex when the company wants to be customer-centric and grow. Having effective
knowledge transfer can ensure that the whole organization operates with a unified un-
derstanding of customer insights, enhancing strategic decisions and operational efficien-
cies. Also, the ability to rapidly adapt and innovate based on customer feedback and
behavior is crucial. Hence, the customer should be involved in the company’s innovation
and marketing processes. By aligning company offerings more closely with customer
expectations and increasing the lifetime value of customers, companies can achieve

sustainable growth.

While there is extensive literature on knowledge management and customer relationship
management individually, there is a research gap in frameworks that combine these two
areas with a focus on knowledge transfer and monetization of customer relationships.
This study aims to bridge this gap by developing a framework for customer-centric growth
companies. This framework will not only aid in effective knowledge transfer but also in

converting the enriched customer knowledge into profitable business outcomes.

The motivation for this study originates from the challenges faced by a customer-centric
growth company that works as the case company for this study. The case company has
recognized the potential in leveraging its customer interactions but lacks a structured
approach to systematically analyze, share, and monetize this knowledge across its de-
partments. By focusing on this company, the research will provide actionable insights
that are not only theoretical but also empirically validated, offering practical benefits and

strategic direction to monetize a company’s customer relationships.

1.2 Background of the Research

There is still no single accepted definition for knowledge management, and the idea of
how to do knowledge management is still unclear for many organizations. Currently,
knowledge is becoming the key differentiator between firms in competition, efficiency,
and collaboration. (ISO 30401, 2018)



Knowledge management has its roots in organizational theory, which was researched a
lot in the 1960s-1980s (Pawlowsky et al., 2021). Approaches to organizational learning
have been the basis for knowledge management. The movement of focus from physical
resources to informational and knowledge resources after industrialization. (Pawlowsky,
2001) Wernerfelt (1984) defined resources to mean anything that can be a strength or
weakness for the firm. Thus, resources can be both tangible and intangible assets. This
Resource-Based View was first developed by Penrose in 1952 (Penrose, 2009). In ad-
dition to this background on knowledge management, another important theory was cre-
ated by Barney (1991). He argued that to gain a sustainable competitive advantage from
a resource, it must be valuable, rare, inimitable, and non-substitutable (VRIN). In the
1990s, it was suggested that the primary role of an organization is to apply its knowledge
and not only create knowledge (Grant, 1996). If the applied knowledge is VRIN according
to Barney’s (1991) criteria, it can be seen as a competitive advantage for the firm. These
theories from the 20" century highlight the importance of knowledge and how a company

should be able to gain competitive advantage by managing it in a productive way.

Organizations have been seen as information-processing machines that take information
and apply it to a problem-solving situation. However, the knowledge creation process is
more dynamic than this, and it should be described as a spiral and not a linear process.
This is because an organization interacts with its environment and shapes itself and the
environment through the knowledge creation process. More specifically, the individuals
(micro) in the organization interact with their environment (macro) in the knowledge cre-
ation process. Even though knowledge is often seen as absolute, static, and non-human,
it should also be seen as relative, dynamic, and humanistic. The dynamism of knowledge
comes from the interaction of individuals and the organization. Information must be put
in context for it to be knowledge. (Nonaka et al., 2000) Social networks around individu-
als, both intra- and inter-organizationally, must be well managed to maintain this (Back
et al., 2007). This also means the culture in the organization must be customer-oriented
to gain insights to both create a superior experience but also to grow the company
(Tuominen et al., 2023).

Creating value is in the middle of any organization’s purposes. This value created should
be for the company and for its customers. Growth allows different aspects in the com-
pany management but also creates challenges for it. Knowledge transfer is a concept
that could help in the value co-creation and thus monetizing the customer relationships
for the organization. In this study it will be studied how a customer-centric growth com-
pany should transfer knowledge to monetize its customer relationships. Next, the case

company of this case study is introduced.



1.3 Description of the Case Company

This research will be conducted as a case study for a Finnish company working in the
electric vehicle (EV) charging markets. The case company is an SME, and it can be
categorized as a growth company as it has grown its absolute revenue and number of
employees in the past years (Delmar et al., 2003). The case company is a Finnish electric
vehicle charge point operator which employs about 160 people. This means that the
company plans, builds, and maintains the electric charging network in Scandinavia and
the Baltics. The case company is a growth company that has the need for better cus-
tomer relationship monetization. In the company, it is seen that monetization improve-

ment can be achieved by improving knowledge transfer in the customer touchpoints.

The EV charging markets are in fast growth. In the last years, the market has grown
massively, and it is forecasted that the market will grow a lot more until 2030 (Teknolo-
giateollisuus, 2023). The case company is currently shifting from the B2B2X" market to
focus more on the heavy-duty? market in the future. The plan is to be the leader in charg-
ing as a service in Finland, Sweden, and the Baltics. Even though the case company is
focusing on as a service business for heavy-duty clients, it still provides project business

and works as a charge point operator for third party charging stations.

The case company specializes in charging as a service. This means that the company
provides turnkey solutions for the customer by investing in charging stations. After this,
the company receives revenue by selling energy. What makes this interesting is that the
company provides a charging service for its customers, but often the end users are the
case company’s customers’ customers. This adds another level to knowledge transfer,
customer centricity, and customer relationship monetization. The case company must
always be aware of the customer’s needs but also the needs of the customer’s customer.
This is why there is a need for improvement in customer relationship monetization and

customer-centricity.

' B2B2X: Refers to the fact the case company works with businesses (B2B) but also the end

consumers (B2C).

2 Heavy-duty: able or designed to withstand unusual strain. (Merriam-Webster Dictionary) In the

case company the word is used to refer to trucks.



The EV market has grown rapidly due to environmental concerns, technological ad-
vancements, and supportive government policies that aim to reduce carbon emissions.
Such a directive in the EU is the AFIR (Alternative Fuel Infrastructure Regulation) di-
rective that gives rules on charging station network distances by the year 2030 (Euro-
pean Commission, 2024). These regulations are usually positive for the case company,
as its customer companies are incentivized to transition to carbon-neutral transportation.
Harbors, cities, and transporting vehicle manufacturers are examples of large companies

that are customers of the case company.

1.4 Goals and Research Questions

The goal of this research is to understand knowledge transfer requirements in a cus-
tomer-centric growth company and gain understanding of the monetization of customer
relationships with knowledge transfer. As a result, a framework for monetizing customer
relationships will be introduced. The goal for the case company will be enabling growth
and profitability through increased value and revenue streams from customer monetiza-

tion with knowledge transfer.

This research aims to answer the question, “How can a customer-centric growth com-
pany transfer knowledge to monetize customer relationships?”. The sub-research

questions are the following:

RQ 1.1:What are the requirements for knowledge transfer in growth companies?
RQ 1.2: What are the special characteristics that customer-centricity introduces
to knowledge transfer?

RQ 1.3: How does knowledge transfer help monetizing customer relationships?

To answer the research questions, a case study is conducted in a company that seeks
to monetize its customer relationships better by improving knowledge transfer. Semi-
structured interviews are done for the people who work in the case company. In addition,
a survey is conducted with a questionnaire to customers of the case company. The re-
sults from the interviews and the survey are analyzed and discussed with links to the
existing literature to build a framework for customer relationship monetization in a cus-

tomer-centric growth company.

Before interviewing the employees in the case company and surveying the customers of
the case company, the search and analysis of related research was conducted. First,

knowledge and knowledge transfer are studied. This includes the identification of differ-



ent knowledge types, explicit and tacit knowledge, and what challenges and require-
ments there are when transferring them. After knowledge transfer is understood, the per-
spective of customer centricity is taken to study knowledge transfer in the customer
touchpoints. Here, a definition of customer-centricity is explored, and knowledge transfer
is connected to the customer-centricity theory. It is important to note that the case com-
pany is working in a field where the customers’ business models must be well under-
stood, and the company must serve the customer as well as the customers’ customers.
After exploring customer-centricity, customer relationship monetization is studied, and
how knowledge transfer supports it. Finally, growth and the requirements for knowledge
transfer in a growth company are mapped. The ultimate goal for the case company is
to understand how value and profit can be gained from customer relationships
while adding value to the customers and customers’ customers. The theory and
interview parts in this research will create an outline for the framework development.
Consequently, the framework for transferring knowledge in a customer-centric growth

company to monetize customer relationships is created.

1.5 Structure of the Thesis

In the second chapter, related research is presented on the themes of the research.
Knowledge, knowledge transfer, customer-centricity, and company growth are studied
from the existing literature. This will create the basis for the interviews and customer
survey. The research methodology is described in the third chapter. The fourth chapter
presents the results from the company interviews and the customer survey. In addition,

action points are presented in this chapter to summarise the results.

The fifth chapter discusses the results and links them to the related work that was found
from the related research. At the end of the discussion chapter, the framework and con-
tribution for the case company are presented. Finally, chapter six concludes the whole
research by summarising the key findings and the framework. Also, the limitations of the

study, reflection on the thesis, and future research opportunities are explained.



2. RELATED RESEARCH

Kanget al. (2010) state that knowledge is the most important strategic resource to a firm.
More specifically, knowledge transfer is the core factor in new knowledge creation and
maximization of knowledge value for the organization. They also state that competitive
advantage is achieved in a fast-paced environment by successfully transferring
knowledge from external sources to the organization. Also, an organization’s success is
based on its ability to transfer knowledge (Mazorodze & Buckley, 2020). Theory related
research will build the basis for understanding how a customer-centric growth company

can transfer knowledge to monetize its customer relationships.

At first, knowledge is explored, and knowledge transfer is defined. Then, customer-cen-
tricity is studied from the literature. In addition, monetizing customer relationships is ex-
plored and defined. Lastly, growth is studied, and it brings a new perspective to

knowledge transfer and customer relationship monetization.

21 Knowledge Types and Knowledge Transfer

Knowledge includes a mixture of information, values, rules, and experiences from vari-
ous sources (Mazorodze & Buckley, 2020). It is one of the main resources in organiza-
tions, and it is critical for long-term performance (Anand et al., 2021). The concept of
knowledge is often mixed with the concept of information, but Nonaka (1994) distin-
guishes these two from each other. He states that while information means the flow of
messages, knowledge is created and organized by this flow of information. Knowledge
can be divided into two types of knowledge: tacit knowledge and explicit knowledge (No-

naka, 1994). In Table 1, the aspects of these two types of knowledge are expressed.



Table 1: Aspects of tacit and explicit knowledge based on Nonaka et al. (2000)

Explicit knowledge

Is expressed in formal and sys-

tematic language.

Is shared in the form of data, sci-
entific formulae, specifications,

manuals, and such like.

Can be processed, transmitted,

and stored relatively easily.

Tacit knowledge

Is highly personal and hard to for-

malize.

Is subjective insights, intuitions,

and hunches.

Is deeply rooted in action, proce-
dures, routines, commitment, ide-

als, values, and emotions.

e |s difficult to communicate and

share.

As Table 1 shows, explicit knowledge is expressed in formal and systematic language,
and tacit knowledge is more subjective and highly personal, which means it is hard to
formalize. Explicit knowledge is shared in the form of data and manuals, but tacit
knowledge is difficult to communicate and share. Tacit knowledge is rooted in action,
procedures, routines, commitment, ideals, values, and emotions, which means it is more
difficult to process, transmit, or store than explicit knowledge. According to Kang et al.
(2010), tacit knowledge is internalized knowledge with unique characteristics. It is less
mobile than explicit knowledge, and it cannot be drawn into documents or imitated.
Hence, it is a valuable resource based on the VRIN (valuable, rare, inimitable, non-sub-
stitutable) theory by Barney (1991), which was explained earlier. Thus, it can be said that
tacit knowledge is indeed of high importance for the competitive advantage of a firm. The
tacit knowledge must be successfully transferred in the organization and externalized for
it to become a suitable competitive advantage (Kang et al., 2010). Still, both types of
knowledge are needed, at least in the knowledge creation process, because explicit

knowledge can lose its meaning without tacit knowledge (Nonaka et al., 2000).

As stated before, the concepts of knowledge transfer and knowledge creation are
strongly connected. Thus, the knowledge creation theory by Nonaka (1994) is worth of
exploring. He developed the theory for knowledge creation in the 1990s and has since
continued to research this topic. According to Nonaka et al. (2000), to create knowledge
dynamically, three elements must be understood: the SECI model (socialization, exter-
nalization, combination, internalization), “Ba”, and the knowledge assets of the process.

These three elements must interact with each other to create a working knowledge spiral.



Describing these three elements explains the dynamism of knowledge and will give a
basis for knowledge transfer theory. Figure 1 shows the dynamism of knowledge. In the
knowledge spiral, knowledge is depicted so that it moves upwards through opposite con-
cepts such as chaos and order, micro and macro, tacit and explicit, body and mind, emo-

tion and logic, and action and cognition.

Chaos Order
Micro Macro
Tacit Explicit
Body Mind

Emotion Logic

Action Cognition

Figure 1: The knowledge spiral shows the dynamic movement of knowledge (No-
naka et al., 2000)

Moving between these opposites creates an opportunity for knowledge to be created.
The knowledge spiral is a way to depict the dynamism of the knowledge creation and will
help later to understand the knowledge transfer process. Nonaka et al. (2000) explain
that an organization is an entity that continuously creates knowledge, which can be seen
from the spiral. The opposites on the sides of the spiral depict the complexity of
knowledge itself and the process of knowledge creation. Nonaka (1994) discussed the
knowledge spiral already in the 1990s but focused more on the SECI model. In this the-
sis, the spiral was presented first because it helps to understand the nature of knowledge
before moving to the conversion of knowledge in the SECI model. The SECI model is
about the conversion of knowledge between tacit and explicit knowledge (Nonaka, 1994).
It includes four phases where the knowledge is converted: Socialization, externalization,

combination, and internalization. The SECI model is shown in Figure 2.
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Figure 2: The SECI model depicts how knowledge is converted between tacit and
explicit knowledge (Nonaka, 1994). The spiral in the middle shows the continuous

creation of knowledge through knowledge conversion (Nonaka et al., 2000)

In the socialization phase, new tacit knowledge is converted through shared experiences
in social interaction. Individuals who share experiences or live in the same environment
can interact in a way that they convert tacit knowledge. Tacit knowledge is often space-
and time-specific, which makes it difficult to convert. Learning new tacit knowledge is
usually through hands-on work, as the tacit knowledge is not codified or written any-
where. Informal social meetings can help converting tacit knowledge, as individuals can
build mutual trust and share their mental models as well as world views. This shows that
creating and acquiring tacit knowledge from customers can be done by interacting and
building trust with them. In the externalization phase, tacit knowledge is made explicit,
which makes it sharable and the basis for new knowledge. When converting tacit
knowledge into explicit knowledge, using metaphors, analogy, and modeling is needed
sequentially. (Nonaka et al., 2000) One must really understand their tacit knowledge

model to crystallize it into explicit form.

Combining explicit knowledge from various sources and creating more complex explicit
knowledge is done in the combination phase. The sources for the explicit knowledge
combination can be inside or outside the organization. Technological solutions can help
the conversion in this phase. (Nonaka et al., 2000) For example, explicit customer
knowledge and internal knowledge about the company’s own processes and products

can be combined in a report. Breaking down a concept, such as the company’s vision,
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into operational concepts is also part of the combination phase, as it creates systematic
and explicit knowledge (Nonaka et al., 2000). In the internalization phase, explicit
knowledge is converted into tacit knowledge by individuals. Individuals can learn a pro-
cess from process descriptions and manuals. By reading instructions, the individual can
then learn by doing, which means explicit knowledge is successfully converted into tacit
knowledge. In addition to manuals and instructions that are written for individuals, a sim-
ulation or experiment can trigger learning by doing, which means that explicit knowledge
is converted into tacit knowledge. When this new knowledge has become a part of the
individual’s tacit knowledge base, a new spiral of the SECI model can begin. In conclu-
sion, the spiral in the middle of the four modes of knowledge conversion shows the in-
teraction that can happen both intra- and inter-organizationally. The spiral indicates the

continuous process and knowledge creation. (Nonaka et al., 2000)

Risks are associated with tacit knowledge as this kind of knowledge is not codified and
can be learned by doing and being involved. Managing tacit knowledge and integrating
it from an external source is difficult but important for the success of a project. (Foos et
al., 2006) An interesting fact about acquiring new knowledge is that firms make more
effort to acquire knowledge when it is tacit, difficult, or important (Kang et al., 2010). This
shows that acquiring knowledge is linked to individual efforts, which means that the com-
pany management must be able to motivate the personnel to acquire all types of
knowledge. Before moving to the concepts of “Ba” and knowledge assets, the process

of knowledge transfer is explored.

21.1 The Knowledge Transfer Process

In the field of knowledge management, knowledge transfer is one of the most important
aspects (Wilkesmann et al., 2009). Consequently, knowledge transfer of an organization
should be continuously improved to stay competitive in the fast-changing environment.
According to Wilkesmann et al. (2009), knowledge transfer can be divided into three
categories. It can happen between individuals, intra-organizationally (between
units/teams in an organization), or inter-organizationally (between organizations). In this
study, knowledge transfer is studied in all these three situations, as the knowledge needs
to be transferred between individuals, between units, and with customers from other or-
ganizations. According to Paulin & Suneson (2012), when the research focuses on

knowledge transfer, knowledge sharing should be a part of the research as these two
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concepts are used in mixed ways in the literature. This also means that knowledge trans-
fer must be well defined before describing the processes and outcomes of knowledge

transfer.

There are a variety of definitions for knowledge transfer in the literature. Argote et al.
(2000) define knowledge transfer as the process where one unit is affected by another
unit's experience. For example, a unit of an organization can learn from another unit’'s
experience and gain value. Hence, organizational learning theory is connected to the
knowledge transfer theory. After all, knowledge transfer is one of the attributes in organ-
izational learning (Goh, 2002). Argote et al. (2000) researched the topic of knowledge
transfer and state that it has started from individual psychology research but is more
studied in organizational theory and strategic management nowadays. Similarly, the fo-
cus has moved from an individual to larger units such as groups, departments, and divi-
sions in organizations. When the focus moves to a broader level, there are other
knowledge management processes included in the knowledge transfer theory. These
processes include sharing, interpreting, combining, and storing information. Argote &
Fahrenkopf (2016) have the same definition for knowledge transfer, and they give a good
example about it. For example, one manufacturing plant might learn from another man-
ufacturing plant’s experiences, and a team inside an organization might learn from an-
other team’s experience with similar problems that they have had. Hence, knowledge
transfer is vicarious learning as one is learning indirectly from another one’s experience.
(Argote & Fahrenkopf, 2016)

Another definition for knowledge transfer was done by Garavelli et al. (2002), who state
that knowledge transfer is defined as the process where knowledge is transmitted to and
absorbed by a user. Liyanage et al. (2009) define knowledge transfer as it being a pro-
cess where accessible knowledge is first identified and then acquired and finally applied
to create new ideas or enhance existing ideas to make the processes or actions better.
Hence, in addition to exploiting knowledge, knowledge transfer is about acquiring and
absorbing knowledge for improved efficiency and effectiveness. As said before,
knowledge sharing is mixed with knowledge transfer in the literature. Liyanage et al.
(2009) state that some scholars are using the concepts of knowledge sharing and
knowledge transfer as the same things, and there is not a widely accepted clear-cut
definition for the differences. However, knowledge sharing is seen as a critical part of the
whole knowledge transfer process. In addition, knowledge transfer is about more actively
communicating one’s knowledge and trying to understand others’ knowledge. The pro-
cess of knowledge transfer is both an act of communication and an act of translation. In

conclusion, knowledge transfer occurs between a source and a receiver and is affected



13

by the modes of knowledge transfer, which were introduced in the SECI model (sociali-

zation, externalization, combination, internalization). (Liyanage et al., 2009)

Already in the 1990s, Szulanski (1996) introduced the process of knowledge transfer
with four main phases: initiation, implementation, ramp-up, and integration. The process

is depicted in Figure 3:

Initiation Implementation Integration

*Recognizing the *COvercoming s Application of *Knowledge
need for barriers with the knowledge embedding to
knowledge communication sMonitoring and routines and
transfer and coordination adjustment operations

*Selecting the sSupporting and sEnsuring
best practices having/giving sustainability
feedback with reviews and
evaluation

Figure 3: The knowledge transfer process according to Szulanski (1996)

Figure 3 shows that in the initiation phase, the need for knowledge transfer is recognized,
and the best practices are selected to start the knowledge transfer. Next, with coordina-
tion and communication, the core of knowledge transfer is done in the implementation
phase. The key in this phase is to overcome possible barriers that might occur from
misunderstandings about the best practices, technical difficulties, or resistance from
members of the process. Thirdly, ramp-up is the phase where the recipient starts to use
the knowledge received. This phase includes the initial application of the knowledge,
monitoring and adjustment, as well as the support and feedback from other members in
the process. The fourth phase in the knowledge transfer process is integration, where
the knowledge is finally embedded into the recipient’s routines and operations. In this
phase and after the whole knowledge transfer process, the sustainability of the practice

should be ensured with reviews and evaluations of the outcomes.

All the phases in the knowledge transfer process can have barriers that increase the
stickiness of knowledge transfer in the organization. Stickiness means that the
knowledge is difficult or costly to transfer. To overcome these barriers and challenges,
the company should have clear and detailed documentation on the best practices, train-
ing programs to equip the recipient with necessary skills and knowledge, support such
as helpdesk or mentor programs to assist during the ramp-up phase, and feedback loops
to gather insights from the members in the knowledge transfer process to make adjust-
ments in it. (Szulanski, 1996)

Yen Teoh & Pan (2009) define generative knowledge integration as a concept closely

aligned with knowledge transfer. They say that it is an iterative cycle where individuals
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conceptualize, converge, and assimilate knowledge from various sources through ac-
cessing, articulating, combining, and exchanging it. There are three generative
knowledge integration mechanisms and three processes that are connected to each
other. Figure 4 shows how these three mechanisms and processes create the generative

knowledge integration model.

/ Knowledge \

conceptualization
. Articulating &
Accessing & Exchanging
Exchanging . knowledge
knowledge Premises:
Behavioural,
Content,
Procedural
Knowledge Knowledge
assimilation convergence
Combining &

Exchanging
K knowledge /
—

Figure 4: Generative knowledge integration model consists of mechanisms, pro-

cesses, and premises.

In addition to the mechanisms and processes, there are three premises that influence
the whole generative knowledge integration process: Behavioral, content, and proce-
dural. Behavioral premise means that the culture and norms in the organization affect
how generative the knowledge integration can be. This includes elements such as trust
and patience. Content premise means that the individuals who are generatively integrat-
ing knowledge should have a relevant body of knowledge in order to articulate the
knowledge well. Common language and sharing experiences are included in this prem-
ise. Lastly, procedural premise means the rules and regulations in the organization that
help the generative knowledge integration. Governing the process itself is a part of this
premise. (Yen Teoh & Pan, 2009)

From Figure 4, the three generative knowledge integration mechanisms can be seen:
Conceptualization, convergence, and assimilation. Conceptualization means that the in-
dividual needs a required knowledge base and an interest towards the knowledge inte-
gration and knowledge itself to address, express, understand, and finally conceptualize

received knowledge. Convergence means the willingness and readiness to articulate the
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conceptualized knowledge by the individual. A functioning convergence results in a will-
ingness to accept and adopt knowledge. Assimilation means combining the accepted
and adopted knowledge and converting the knowledge into an understandable format
for others to acquire. (Yen Teoh & Pan, 2009) As it can be seen from the definitions of
generative knowledge integration mechanisms, the result is the previously defined
knowledge transfer process. It can be concluded that knowledge transfer process needs

these three mechanisms to fully function dynamically as an iterative process.

The processes in between these mechanisms are accessing, articulating, and combining
knowledge and exchanging it in every part. (Yen Teoh & Pan, 2009) It must be kept in
mind that exchanging knowledge is used as a synonym for transferring knowledge in the
literature, and this article also does so. In the process of accessing and exchanging
knowledge, the assimilated knowledge is made accessible for the conceptualization to
begin (Yen Teoh & Pan, 2009). Hence, when an individual has received knowledge and
understands it well, they should make this knowledge explicit so that it is accessible for
the next knowledge receiver. In the process of articulating knowledge, the previously
received knowledge by the receiver individual must be able to articulate the conceptual-
ized knowledge clearly, for example in face-to-face meetings (Yen Teoh & Pan, 2009).
This will enable the exchange of the newly conceptualized knowledge to move to the
next process. Lastly, in the process of combining and exchanging knowledge, the previ-
ously conceptualized knowledge is combined for an exchange of knowledge to assimi-
late it once again (Yen Teoh & Pan, 2009). For example, customer knowledge must be
combined for the assimilation to begin from the same or different individual in the pro-
cess. In conclusion, the model described shows a dynamic process where knowledge is
both generated and integrated (Yen Teoh & Pan, 2009). As said before, knowledge cre-
ation and accumulation are connected to knowledge transfer. As a result, this process of
generative knowledge integration can be connected to the theory of knowledge transfer,

especially in the customer touchpoint interaction.

In conclusion, knowledge transfer should become a reiterative process where competi-
tive advantage is gained by re-using knowledge to produce new knowledge and thus by
gaining new competencies in the organization (Liyanage et al., 2009). It is still needed to
understand how the environment and context are affecting knowledge transfer. Nonaka
& Konno (1998) introduced the concept of “Ba”, which means the shared context in mo-

tion and was originally proposed by a Japanese Philosopher.
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When interacting with customers, there can be both external and internal knowledge.
Dialogues with customers transfer explicit knowledge. However, tacit knowledge is trans-
ferred through mutual understanding and trust through shared experiences. In addition,
the customer needs, knowledge, and mental models, as well as the company’s
knowledge about the products and market, and the company’s mental models are con-
texts where the tacit knowledge is transferred. Through this knowledge, the company
can then try to externalize the tacit knowledge. This is an example of knowledge creation
in the customer processes, but it can be seen as a knowledge transfer process as well.
(Nonaka et al., 2000)

The knowledge conversion and knowledge transfer must have a context and place,
which is called “Ba” Nonaka & Konno (1998). They state that Ba is the place where in-
formation can be interpreted to become knowledge. Ba can be depicted as the ground
or surroundings for a knowledge spiral and SECI model, which were both introduced
earlier (Nonaka et al., 2000). The key in the Ba is interaction because individuals are
interacting with each other, themselves, and the environment in the knowledge creation
process. Ba can be a mental, physical, or virtual place for space and time, where a con-
text is shared and knowledge is created. Ba needs to be built and nurtured in the organ-
ization by creating environments that foster open communication, mutual trust, and col-
laboration. (Nonaka & Konno, 1998) In conclusion, to create new knowledge by convert-
ing it between tacit and explicit knowledge, an organization must understand the shared
context of Ba. This shows that knowledge transfer needs collaboration and shared ex-
periences, as well as interactions between the source and the recipient. Lastly, as said
before, in addition to the SECI model and the concept of BA, knowledge assets must be

understood.

Nonaka et al. (2000) divide knowledge assets into four categories: Experiential, concep-
tual, systematic, and routine knowledge assets. Knowledge assets are the base of
knowledge creation. An interesting aspect of knowledge assets is that they are the inputs,
moderators, and outputs of the knowledge-creation process. Nonaka et al. (2000) give
an example of trust, as it is created between the members during the process, but it also
moderates how well the Ba functions. In Table 2, it can be seen what these four types of

knowledge assets are.
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Table 2: Knowledge asset types and definitions (Nonaka et al. 2000)

Experiential knowledge assets = shared tacit knowledge amongst and between
people. Includes skills, know-how, care, love, trust,

security, energy, passion and tension.

Conceptual knowledge assets = explicit knowledge that is articulated through im-
ages, symbols, and language. Includes brand eqg-

uity, concepts, designs

Systematic knowledge assets = explicit knowledge in systematic form such as
manuals.
Routine knowledge assets = practical tacit knowledge that is embedded in rou-

tines. Includes know-how, organizational culture,

routines, and operational activities.

Table 2 lists the knowledge asset types and their definitions. Experiential knowledge as-
sets consist of shared tacit knowledge amongst and between members of an organiza-
tion as well as the stakeholders, such as customers of the organization. These assets
include skills, know-how, care, love, trust, security, energy, passion, and tension. Con-
ceptual knowledge assets consist of explicit knowledge, which is articulated through im-
ages, symbols, and language. Brand equity, concepts, and designs are examples of
these assets, and they are held by the customers and members of the organization.
Systematic knowledge assets consist of explicit knowledge, which is in a systematic
form, such as manuals, technologies, documents, licenses, patents, product specifica-
tions, or packaged information about the stakeholders of the company. Routine
knowledge assets consist of practical tacit knowledge that is embedded in the routines
and actions of the organization. These assets include the know-how, organizational cul-
ture, and routines for operational activities. Sharing the background of the organization
and stories about it helps the formation of routine knowledge assets amongst the mem-

bers of the organization. (Nonaka et al., 2000)

In conclusion, the knowledge-creation process includes the SECI model, the moving
context Ba, and the knowledge assets. Hence, it is clear how knowledge created in this
process becomes the new basis for a new spiral in the new knowledge creation process.
When the knowledge transfer is also defined and the process is explained, the
knowledge creation process and the new spiral in it also start a new knowledge transfer

loop. As knowledge transfer is iterative and new knowledge is assimilated and applied,
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it goes hand in hand with the knowledge creation process. One difference between these
two concepts is that knowledge transfer is not necessarily new knowledge creation for
the whole organization, but for the receiver individual, it can be. The source of the
knowledge shares the knowledge, and the receiver must be able to create knowledge
from its basis. The same idea is in the presented generative knowledge integration pro-
cess, where conceptualization, convergence, and assimilation are the main phases
where knowledge is transferred in the organization. By articulating, combining, and ac-

cessing the knowledge in this process, the knowledge can be transferred.

This thesis proposes a rather lengthy definition of the knowledge transfer process based

on the theories described above, as follows:

Knowledge transfer is a dynamic and iterative process that involves the commu-
nication and transformation of tacit and explicit knowledge between a source and
a recipient. The modes of knowledge transfer from the SECI model facilitate the
creation, sharing, and operational integration of knowledge. This process includes
the generative knowledge integration mechanisms, as the knowledge is concep-
tualized, converged, and assimilated in the shared context “Ba”, which promotes
mutual understanding and collaboration. Knowledge transfer takes part on all or-
ganizational levels: individual level, intra-organizational level, and inter-organiza-
tional level. The goal of knowledge transfer is to continuously improve organiza-
tional practices and create competitive advantage by integrating new and existing

knowledge effectively and efficiently.

The definition highlights the fact that the process includes the source and the receiver of
the knowledge. Figure 5 shows the whole process of knowledge transfer as described in

the definition constructed in this thesis.
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Figure 5: The knowledge transfer process according to the definition

Figure 5 combines all the factors and concepts of knowledge transfer into one process.
The arrows on the side depict the iterative, dynamic, and continuous nature of knowledge
transfer. It is also important to notice that knowledge transfer occurs between the two
round objects on top of the Ba: Knowledge source and knowledge recipient. The pyramid
in the background shows the hierarchy of the different levels that knowledge transfer
happens in. At the base of the pyramid, the intra-organizational knowledge transfer
means that the transfer processes become broader, but at the higher level, at the indi-
vidual level, the transfer is potentially more frequent. Next, it will be explored and de-
scribed what factors are influencing whether a knowledge transfer is successful or not.

In addition, the focus will be on the improvement aspects of knowledge transfer.

2.1.2 How Can Knowledge Transfer be Improved?

Knowledge transfer can be said to be successful when the receiver of the knowledge
accumulates or assimilates it (Liyanage et al., 2009). This means that the receiver learns
and obtains the knowledge from the source and connects it with any previous knowledge
that is linked to the new one. Hence, the result is a reinforced or strengthened under-
standing of the concept for the individual. This can also be called “Wisdom” when a per-
son knows the reasons behind the simple knowledge and can cope with the fast-chang-
ing world because of that Wisdom (Nonaka & Takeuchi, 2019). Cummings & Teng (2003)
researched the factors affecting knowledge transfer success and found nine factors,
which are listed in Figure 6 on the left side. A successful application of knowledge during

the knowledge transfer process should lead to one or more of the outcomes on the right
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in Figure 6 (Liyanage et al., 2009). Additionally, Anand et al. (2021) listed the outcomes

for knowledge transfer and knowledge sharing that can be seen on the right side of Fig-

ure 6.
@:tors influencing knowle@ Successful knowledge transfer application and
transfer success knowledge sharing outcomes
(Cummings & Teng 2003) (Liyanage et al. 2009; Anand et al. 2021)
* Source’s articulability . Reduced errors . Improved customer relations
»  Source's embeddedness e  Improved quality e Increased turnover and profit
¢ Recipient’s learning culture Knowledge e  Speeding up decision making ¢ Increased strategic focus
. Recipient’ priority transfer . Lower costs . Operational improvements
. Organizational distances . Speeding up training . Organizational innovation
. Physical distance . Learning and innovation . Organizational learning
. Knowledge distance . Employee creativity . SME performance
. Greater decision making

e Norm distance
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Figure 6: Various factors influence the successfulness of knowledge transfer. The

outcomes of successful knowledge transfer bring value to the company.

As Figure 6 shows, there are multiple factors influencing the success of knowledge trans-
fer. Both the source and the recipient influence the success, but also organizational fac-
tors that could be managed in the organization are linked to knowledge transfer success.
For example, the management of the company could use this knowledge to plan the
organizational distances and physical distances. Also, knowledge distance and other
factors based on the individual’s skills could be trained by the organization’s manage-
ment to the personnel. On the right side of Figure 6, the outcomes of successful
knowledge transfer are listed. Many of these can seem obvious, but a company wanting
to improve its knowledge transfer should make clear action points to achieve as many
as possible of the outcomes. For example, improved customer relations, increased stra-
tegic focus, and organizational innovation could be outcomes that a customer-centric

growth company wanting to monetize its customer relationships wants to achieve.

In conclusion, successfully done knowledge transfer can help the organization in many
ways. However, it can be difficult to state whether knowledge transfer in a company is
successful. Measuring knowledge transfer is difficult, but it can be done in four ways,
according to Argote & Fahrenkopf (2016). Knowledge transfer can be measured with
surveys, which can help with the measurement of units and different teams. Secondly, it
can be measured with data analysis by analyzing how a unit has learned or has been
affected by another unit’s experience. The main difference is that surveys and other ver-
bal assessment styles do not capture tacit knowledge, but performance-based assess-

ments can do it. Thirdly, the changes in routines and tasks can be measured to see if the
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experiences of some units affected other units’ doings. The fourth way it can be meas-
ured is how many citations there are to other organization’s patents. If the recipient pa-
tent cites the source’s patent, knowledge transfer has happened. In addition to these
three ways to measure knowledge transfer, social media is a platform where knowledge
transfer can occur and it can be measured from. By analyzing blog posts and other social
media actions, knowledge transfer between organizations can be measured. (Argote &
Fahrenkopf, 2016) Of course, a company can figure out their own ways to measure
knowledge transfer success. If a company takes the previously stated outcomes of suc-
cessful knowledge transfer as its goal, it can create key performance indicators to meas-

ure its success in each area.

The success of knowledge transfer can be unachievable if there exists a lot of internal
stickiness. Internal stickiness means that there are difficulties during the internal transfer
of best practices within firms (Szulanski, 1996). There are five possible barriers affecting
the flow of knowledge in an organization (Szulanski, 1996). Firstly, lack of knowledge
and insufficient understanding of the best practices by the recipient in the knowledge
transfer process can act as a barrier and increase stickiness. Difficulties in understanding
possibly complex cause-and-effect relationships in the best practices can result in causal
ambiguity, which is the second possible barrier to knowledge transfer. As a result, repli-
cating the best practices becomes difficult for the recipient. Thirdly, the absorptive ca-
pacity of the recipient is a critical factor in a successful knowledge transfer. Absorptive
capacity means the ability of the recipient to recognize, assimilate, and apply the new
knowledge to future situations. (Szulanski, 1996) The individual cost of participating in
the knowledge transfer includes the effort to understand the new information but also to
connect the new knowledge with existing knowledge and apply it to use. The individual
cost of knowledge transfer is lower when the absorptive capacity is higher. (von Ledebur,
2007) The fourth barrier to knowledge transfer can be poor relationship quality. The re-
lationship between the knowledge source and the recipient plays a critical role in the
knowledge transfer process. Bad communication or not trusting each other can increase
internal stickiness. Finally, the poor ability of the recipient to retain and use the received
knowledge can act as a barrier to knowledge transfer. Thus, retentive capacity must be
on a good level for successful and effective knowledge transfer. (Szulanski, 1996) In
conclusion, by being systematic and aware of the risks of internal stickiness, a company
can create processes that help transferring knowledge. When process roles are clear,
the internal stickiness can be decreased as the personnel learns to transfer the best

practices over the defined processes.
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Knowledge transfer is also known as knowledge spillover in the field of economics (Ar-
gote & Fahrenkopf, 2016). The word spillover reveals the idea behind it, as knowledge
is spilled over the team’s borders. These examples have a background in psychology
learning theories. However, there are also other factors playing an important role in
knowledge transfer. These factors are the social networks, technologies, routines, and
personnel mobility (Argote & Fahrenkopf, 2016). Knowledge can be transferred by mov-
ing these factors between units (Argote & Fahrenkopf, 2016). Knowledge transfer can
happen through moving the people, tasks, technologies, or networks or by modifying
them. The most effective results in knowledge transfer improvement can be achieved
when tasks or technologies are moved in the organization with people because people
can adapt the new tools and technologies to the new context. In addition, people them-
selves are a powerful mechanism to transfer knowledge, as with them, both tacit and

explicit knowledge is transferred. (Argote & Ingram, 2000).

On the other hand, instead of moving people with knowledge, Garavelli et al. (2002)
present an idea of knowledge objects. They say that knowledge transferring is easier
when the knowledge is in objects than when it is in processes. For example, when tacit
knowledge is documented in a notebook, it is easier to manage, and the knowledge
transfer can be done. However, many variables affect the knowledge transfer process.
Personal attitudes and beliefs, culture, incentives, or hierarchical roles in the organiza-
tion can affect how someone reacts to notebook documentation. If the same knowledge
were transferred by face-to-face conversation, it could have a different result. Hence, the
way knowledge is transferred must be good for the context. In addition to the way the
knowledge is codified into an object, the user at the start and the end of the process must
have the ability to interpret the knowledge correctly. In this sense, knowledge technolo-
gies could be helpful for the knowledge transfer process. Knowledge transfer needs the
cognitive system to retrieve the knowledge from its source and interpret the knowledge
from the codified object to act. (Garavelli et al., 2002) Consequently, it can be said that

a knowledge transfer process has many factors influencing it.

Wilkesmann et al. (2009) say that there are three factors affecting knowledge transfer.
Firstly, there must be direct channels for the knowledge to be transferred. This should
make it easy for the workers to transfer knowledge in the context of sharing, absorbing,
and applying it. Secondly, the organizational culture must support knowledge transfer.
This means that there must be incentives for the workers to share and absorb
knowledge. Thirdly, the motivation must be intrinsic in the workers for the knowledge to
be well transferred between individuals. Hence, incentivizing the workers for knowledge

transfer is important. Argote & Fahrenkopf (2016) argue that sometimes internal
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knowledge is not valued as highly as external knowledge as some individuals do not
want to value their colleagues’ knowledge higher than their own knowledge. They say
that it is easier for individuals to value external knowledge to not decrease their status in
comparison to their colleagues’ status. Hence, motivating individuals in the right way is

important.

As the motives of individuals seem to affect the knowledge transfer success, it should be
dived deeper into. Informal and interpersonal networks play a critical role in the
knowledge transfer process (Reagans & McEvily, 2003). Reagans & McEvily (2003) pre-
sent network mechanisms that influence the transfer of knowledge. They say that cohe-
sion around a relationship and the network range are both key properties in the network
structure that influence knowledge transfer. Knowledge transfer is typically costly for the
source of the knowledge but beneficial for the recipient. Hence, knowledge transfer be-
comes easier with more cohesion around a relationship, as competitive and motivational
impediments are decreased with it. Knowledge range depends on the relationship and
how it spans over multiple knowledge pools. A larger knowledge range gives individuals
the ability to share complex ideas with various audiences. Quigley et al. (2007) state that
both ends of the knowledge transfer process need to be motivated. The knowledge
source or provider should have incentives to share the knowledge, but the recipient

needs to be motivated to absorb and use the received knowledge.

In addition to motivation, knowledge transfer depends on ability and opportunity. When
an individual is a part of a social relationship, they have more incentives to take part in
the knowledge transfer. However, the social relationship also creates an opportunity for
the individual to create, retain, and transfer knowledge. The ability of an individual to
transfer knowledge can be developed with training. Training and experience both affect
one’s ability to transfer knowledge. To increase the motivation to transfer knowledge, the
organization should be able to incentivize and reward the usage of internal resources for
knowledge transfer. Lastly, the opportunity to transfer knowledge is influenced by organ-
izational relationships. The physical and psychological distance should be decreased to
give more opportunities for individuals to take part in knowledge transfer. Both formal
and informal networks inside organizations give opportunities for this. (Argote et al.,
2003)

Chen et al. (2009) argue that knowledge transfer is influenced by all three forms of intel-
lectual capital. Human capital influences it as the level of employees’ expertise and ability

to understand and apply knowledge is directly connected to knowledge transfer. Organ-
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izational capital influences knowledge transfer by giving them access to structured infor-
mation resources in the company. Relational capital influences knowledge transfer by
combining information and knowledge from external sources and the collaboration and
environment of the organizational ecosystem. (Chen et al., 2009) In addition, the behav-
ior of a supervisor influences the workers’ effort in knowledge sharing. Both the quality
and quantity of shared knowledge can decrease because of poor or abusive supervision.
This is important as knowledge sharing is common between supervisors and their em-
ployees, especially in SMEs, because of the small number of workers and the small size

of the organization. (Anand & Dalmasso, 2020)

To improve knowledge transfer, Goh (2002) introduces factors that affect the process
and what should be done with them to have a sustainable competitive advantage. He
says that focusing on one value at a time can encourage knowledge transfer. One ex-
ample is that the organization would focus on customer satisfaction, which can be meas-
ured easily with questionnaires. The knowledge transfer is from capturing the knowledge
from the customers and applying it to improve the processes that affect the customer
contacts. This is a case where the knowledge transfer is happening between employees
and customers. Goh (2002) also states that organizational culture affects how good the
knowledge transfer in an organization can be. Cooperation and collaboration are dimen-
sions in organizational culture that are critical to knowledge transfer. Both dimensions
should be encouraged in the organization to improve knowledge transfer. Trust is a key
component in encouraging cooperation and collaboration. The employees should be able
to try new things and share knowledge without being blamed for mistakes. Also, deci-
sions should be openly made to improve trust in the organization. In addition to organi-
zational culture, organizational structure and hierarchies affect how knowledge is trans-
ferred. There should be horizontal communication flows between teams and units. En-
couraging cross-functional teams and teamwork by creating tasks that need collabora-

tion to succeed is one way to avert knowledge silos (Goh, 2002).

The relationship between the source of the knowledge and the receiver of the knowledge
can also be managed. Training and investing time to build a close relationship between
people with the same skills and knowledge capacities is one way to improve the
knowledge transfer capability. The recipient may lack motivation or absorptive capacity,
which can lead to decreased knowledge transfer. Depending on the type of knowledge,
if the knowledge is tacit or explicit, it is transferred differently. As stated before, when the
knowledge is tacit, it is more personal and complex. Tacit knowledge can be transferred
through less structured processes such as chat rooms, face-to-face conversations, or

teamwork. Because explicit knowledge is something that is recorded or documented, it
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means transferring it can be done more easily with technologies and structured pro-
cesses. (Goh, 2002)

Lastly, the role of leadership and management must be highlighted. Managing the
knowledge creation process is important, and succeeding in it depends on the middle
managers (Nonaka et al., 2000). Managing the knowledge creation process means that
the knowledge transfer process is managed meanwhile from the knowledge receiver’s
side. According to Nonaka et al. (2000), middle managers play a critical role as they
produce knowledge and lead as well as participate in the Ba. The key leadership roles
are communicating the knowledge vision of the organization, strategically utilizing the
knowledge assets, building and energizing the Ba, and supporting the SECI process. For
the knowledge-creation process to be successful, there are some essential conditions in
the organization. Firstly, an autonomous environment and way of working encourages
self-organization and unexpected knowledge discovery. Secondly, some level of chaos
should be introduced by the managers to challenge members and thus stimulate new
ideas and innovation. Thirdly, there should be redundancy to increase the overlapping
sharing of tacit knowledge. Fourthly, requisite variety is needed to balance the chaos and
order in the company. Information must be available for the personnel, and they need to
know where and what knowledge can be reached. Diversity of knowledge is the key
factor in the requisite variety. Finally, love, care, trust, and commitment are needed to
create an environment where knowledge is freely shared. Middle managers are again in
the key role in creating this environment. Dynamic and continuous knowledge creation
needs clear leadership and discipline for the organization members on how they think

and act in finding, defining, and solving problems. (Nonaka et al., 2000)

In conclusion, the aspects of how knowledge transfer can be improved can be listed after
studying the related research on the topic. Table 3 has the key concepts and what should

be done with them to improve knowledge transfer.
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Table 3: Improving knowledge transfer through company characteristics

Company characteristics

Specific improvement needs

Internal stickiness (Szulanski, 1996)

Enhancing understanding on best
practices

Improve relationships between

knowledge source and recipient

Absoprtive and retentive capacity
(Chen et al., 2009; Nonaka et al.,
2000; Szulanski, 1996)

Help recipients to recognize, assimi-
late, and apply new knowledge

Challenge members of the organiza-
tion e.g. by introducing chaos.

Social networks and relationships
(Argote et al., 2003; Argote & Fahren-
kopf, 2016; Garavelli et al., 2002;
Reagans & McEvily, 2003)

Build trust

Facilitate communication

Motivation and incentives (Nonaka et
al., 2000; Quigley et al.,, 2007;
Wilkesmann et al., 2009)

Incentivize knowledge transfer

Create an autonomous environment

Organizational culture (Anand & Dal-
masso, 2020; Goh, 2002; Nonaka et
al., 2000; Wilkesmann et al., 2009)

Promote cooperation and collaboration

Encourage trust and transparency for
knowledge transfer

Encourage cross-functional teams to

break down silos

Build and energize the Ba

2.2 Customer-Centricity

A company can gain higher profitability from tacit and explicit knowledge through cus-

tomer-centricity. This means that customer-centricity acts as a mediator where tacit and

explicit knowledge transform into profitability. (Lépez-Cabarcos et al., 2020) When ex-

ploring knowledge transfer and customer-centricity, acquiring and utilizing customer

knowledge is also in the discussion. Bagheri et al. (2019) say that transferring knowledge
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with customers is difficult because there can be a lack of trust between the organization
and the customers. Hence, the goal is to find out what special characteristics customer-

centricity introduces to knowledge transfer of a company.

Customer-centricity is about a firm focusing its operations on its customers to increase
revenue and customer loyalty, as well as reduce the loss of clients, to deliver a superior
product or service for the customers. Also, the goal is to improve customer experience
but at the same time create and maintain corporate value. (Loshin & Leifer, 2013, p. 1)
Thus, value co-creation is at the core of customer-centricity. Often, when a firm wants to
be customer-centric, it wants to learn about its customers by analyzing the customer
insights to improve the customer knowledge integration into business processes and

decision-making in customer touchpoints (Loshin & Leifer, 2013, p. 5)

Even though customer-centricity has been a trend in the previous years, its definition
varies in the literature. According to Lopez-Cabarcos et al. (2020), customer-centricity
means having deep customer insight and knowledge from close customer interaction
and the customer knowledge accumulation to understand changing customer behavior.
This definition highlights the understanding of customers and their behavior changes in
the market through analysis of customer insights. Also, Lamberti (2013) defines cus-
tomer-centricity as the capability of a firm to generate customer intelligence, gathering
and processing data to understand the interaction between the customer and the firm to
support marketing activities. In addition, he states that customer-centricity is actively in-
volving customers in the marketing and innovation processes, hence co-creating value
with them. Finally, he addresses that customer-centricity is about focusing on the whole
customer experience instead of the product or service itself to create value. Hence, this
definition adds to customer insight analysis that a customer-centric firm should actively

involve customers in the marketing and innovation processes.

Another definition by Habel et al. (2020) is that a customer-centric organization puts the
interests of the customer at the center of the firm’s actions. By these actions, they mean
adjusting the organizational structures, information technology, and marketing strategies.
Loshin & Leifer (2013, p. 7) state that “ultimately, the objective of the customer-centric
strategy is to deliver the optimal service to each customer on a personalized level.” They
also say that at the same time, the firm gains value in this symbiotic relationship with its

customers, hence improving the value for the customer and the company.

In conclusion, this research proposes the following definition for customer-centricity:

Customer-centricity is a business strategy where a company prioritizes under-
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standing and meeting customer needs. This is done by analyzing changes in cus-
tomer behavior and by involving them in the company’s innovation and marketing
processes to improve the whole customer experience, deliver a superior product
or service, and co-create mutual value. Next, the practical improvement ideas for cus-

tomer-centricity are explored.

2.2.1 Improving Customer-Centricity

Customers are abandoning the company for two reasons: Either the value proposition
differs from the actual product or service, or the offline and online customer service in
the frontline interaction is not on the desired level. (Giménez, 2018, p. 57) It is one thing
as a firm to say that it is customer-centric, but in the end, it might also matter how cus-
tomer-centric the customer sees the firm. According to Habel et al. (2020), the level of
perceived customer-centricity depends on the customer orientation at the salesperson
level and on the overall firm level. In addition, depending on the price level of the firm’s
services or products, the customers can perceive the level of customer-centricity differ-
ently. According to the researchers, this is also because, with higher prices, the custom-
ers may not be as loyal as with lower prices. This highlights the need to understand
customers extremely well for the best customer-centricity. To improve the perceived cus-
tomer-centricity, a strong customer-oriented culture must be developed in the organiza-
tion to make the customer-firm relationship better, which also enables the firm to gain
first-hand customer insights (Tuominen et al., 2023). This also helps the firm to innovate
and provide the right products and services for the customers, which allows the business

to grow.

To implement a successful growth strategy, a firm should first understand the customer
needs and preferences to then build long-lasting customer relationships. For the com-
pany to grow with customer-centric strategies, the resources must be allocated in the
right way. (Tuominen et al., 2023) Giménez (2018, p. 139) says that the resources should
be allocated less to the production processes and more to big data, predictive analytics
and metrics, algorithms, customer service, and innovation. This increased customer
knowledge will help the demand planning and hence reduce costs. The value of cus-
tomer-centricity consists of increased revenue, reduced costs, reduced risks, increased
productivity, and increased customer experience (Loshin & Leifer, 2013, p. 9). This

shows that a customer-centric strategy helps the firm in many ways.

Even though it was previously stated that a customer-centric company should personal-

ize its service for each customer, not all customers are equally valuable to the firm.
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Loshin & Leifer (2013, p. 23) say that the Pareto rule can be applied here, which means
that 20% of the customers bring 80% of the value to the firm. They state that some cus-
tomers might even bring a loss of value to the company. This is why some level of cate-
gorization must be done for the customers. According to Loshin & Leifer (2013, p. 25),
the firm can know what the best customers are by categorizing them into groups by dif-
ferentiation and classification of typical customers. The customers can be categorized
into best customers, good customers, and non-profitable customers, and the firm can
know in the future by analyzing potential customers in which group they belong at the
moment. For example, the cost of customer relationships can be a factor in the grouping
and categorization process. (Loshin & Leifer, 2013, p. 25) The balance between the in-
vestments in customer engagement and customer relationship costs cannot be negative.
The famous idea that “customer is always right” can be costly in some cases. Hence, the
customer-centricity idea considers the lifecycle value of the customer for the company to
maximize profits and minimize costs and risks. (Loshin & Leifer, 2013, p. 26) There can
be multiple variables on the base for the measurement of customer value. Table 4 shows
possible variables for customer valuation and their explanation (Loshin & Leifer, 2013, p.
28):

Table 4: Customer valuation variables (Loshin & Leifer, 2013, p. 28)

Variable Explanation
Revenue stream Amount of revenue brought by customer over its lifetime
Customer lifetime Time duration of the relationship
Maintenance cost Costs associated with maintaining the customer and its rev-

enue stream

Risk cost Cost of the risk attributed to the customer

Acquisition cost Costs associated with acquiring a new customer

Retention cost Costs associated with keeping a customer

Endorsement value Value from customer’s endorsement in its environment

Model refinement Value from customer’s contribution to customer profile mod-
els

Table 4 shows that there exist various ways to create and gain value from customer
relationships. The revenue stream is the most obvious one as the amount of revenue

can be measured that each customer relationship creates for the company. However, as
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seen from the table, customer lifetime affects the equation. In the same way, mainte-
nance costs are linked to the time duration of the relationship and the customer relation-
ship. Acquiring a new customer and keeping an old customer are both also costs for the
company. In addition, risks in customer relationships can be costly for the firm. Lastly,
the company can gain value from its customers’ endorsement. Of course, the company
can also lose value if the customer has negative feelings about the company and tells
that to their environment. Also, how much the customer contributes to the customer pro-
file models affects the value gain and costs for the company. (Loshin & Leifer, 2013) In
conclusion, a company should calculate the customer lifetime value for each categorized
customer to be able to prioritize them. Many different teams in an organization could
benefit from such prioritization, and after there is one truth about the customer prioritiza-
tion, everyone can work towards the same strategy. After understanding these different
value streams to the company from customer relationships, monetizing them can be ex-

plored.

2.2.2 Monetizing Customer Relationships with Knowledge

Transfer

A company should maximize the value that it exchanges in the customer touchpoints
(Loshin & Leifer, 2013, p. 47). To be able to analyze the customer, some data is needed.
Accessing and collecting data about the customer’s identity, attribution, relationships,
and behavioral data helps the analysis of a customer. (Loshin & Leifer, 2013, p. 59) Col-
lecting this data about the customers is very convenient in the customer touchpoints
(Loshin & Leifer, 2013, p. 62). Analyzing this acquired data will help define the business,

make strategic decisions, and, in the end, monetize the customer relationships.

To create value with customer data analytics, its support for business opportunities must
be understood. In addition, change management is at the core of taking advantage of
customer data analytics results. After analyzing the data and taking actions based on the
analysis, the results must be continuously measured to understand the effects. (Loshin
& Leifer, 2013, pp. 68-77) Figure 7 depicts this by showing the important aspects of
value creation with customer data analytics: Data analytics, measurement, and change
management. Change management is the basis for understanding data analytics and its
business opportunities, as well as for continuous measurement of results to understand
effects. This shows the relationships between the aspects of customer relationship mon-

etization.
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Figure 7: Monetizing customer relationships is done by creating value with cus-
tomer data analytics. Change management supports the understanding of data

analytics and continuous measurement.

Figure 7 shows that managing change is highly important for creating value with cus-
tomer analytics. To be systematically customer-centric, a company must adjust its organ-
izational culture and corporate alignment for it (Loshin & Leifer, 2013, p. 79). This ex-
plains how customer-centricity is needed in the whole organization. As said before, or-
ganizational culture plays a large part in knowledge transfer, but now it is clear that also
customer-centricity needs it. Nevertheless, Loshin & Leifer (2013, pp. 79-80) state that
customer-centricity starts at the top of the company. They explain that the management
needs to show with their action that they support customer-centric programs in the com-
pany. They conclude that this can be done by establishing meetings with leaders and
key customers, promoting customer experience and satisfaction surveys, and acting on

the results of customer data analysis.

Another view on management is that the managers in an organization should encourage
multi-user teams and be able to gather feedback from all stakeholders in their processes
(Yen Teoh & Pan, 2009). This way, the knowledge transfer and, thus, competitive ad-
vantage can be improved by a customer-centric culture and by including the customers
in processes to co-create value. However, customer knowledge transfer is difficult be-
cause there can be a lack of trust between the organization and the customers (Bagheri
et al., 2019). Hence, value co-creation can help the knowledge transfer in customer
touchpoints. Bagheri et al. (2019) found 28 different challenges in the customer
knowledge transfer process that go under five different categories. These five categories

are:
e network structure

e social aspect
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¢ language/understanding
e organizational aspect
e technical aspect

Customer knowledge transfer is crucial in value networks, especially when firms aim to
co-create value with their customers. Nevertheless, there are multiple challenges with
customer knowledge transfer. In the network structure challenge category, an example
of a challenge is a complex network. Because the value network can involve multiple
actors with diverse roles, the complexity of this network can hinder the effective flow of
knowledge. Thus, coordinating and integrating knowledge across the stakeholders and
members of the knowledge transfer process is important. An example of a challenge in
the social aspect category is a lack of trust. Without trust between the members in the
knowledge transfer process, the flow of knowledge can be hindered. (Bagheri et al.,
2019) Hence, building and maintaining trust among the members of the network is es-
sential for a functioning knowledge transfer process. Semantic differences are an exam-
ple of a challenge in the next category, language and understanding. Different language
or terminology between the members of the network can lead to misunderstandings or
misinterpretations, which creates barriers to knowledge transfer (Bagheri et al., 2019).
The fourth category of organizational aspect has the challenge of lack of top manage-
ment commitment. If the top management does not commit and support the knowledge
transfer, resources may not be effectively allocated or prioritized, which again can lead
to ineffective knowledge transfer. The last category of technical aspect has the challenge
of lack of user-friendly information systems. (Bagheri et al., 2019) Again, knowledge
transfer needs technical support to be effective. Hence, the user must be able to use and
share knowledge with well-integrated technologies to encourage efficient knowledge
transfer (Bagheri et al., 2019). Addressing all these categories of challenges is essential

for an effective knowledge transfer in customer value co-creation.

Now, it is understood that customer relationship monetization is done through value co-
creation. A large part of customer-centricity and monetization of customer relationships
comes from customer data analytics and understanding customer insights in strategic
decision-making. Measuring the effects of decisions made based on data analytics is
important for future management and decision-making. As said before, customer-cen-
tricity starts from the top, but the whole organizational culture must be part of it for the
best value gain for the company and the customer. It is concluded that customer rela-
tionship monetizing can be defined as the process where a company leverages

data analytics of customer insights to enhance their strategic decision-making
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and maximize the value from customer relationships to enable business growth
and improved customer satisfaction. Next, it is explored how growth plays a part in

customer-centricity and customer relationship monetization with knowledge transfer.

2.3 Growth and Growth Companies

After understanding the concepts of knowledge transfer and customer-centricity well, it
can be researched how growth acts as a factor in them. It is interesting to study if a
growth company has some special needs, challenges, or requirements in knowledge

transfer and customer relationship monetization.

As it will be seen, measuring, and defining growth is not as simple as one might think.
Barringer et al. (2005) say that business practices such as adding unique value and
customer knowledge affect the growth of the company to be rapid. Jansen et al. (2023)
describe growth as a dynamic phenomenon rather than static. They also say that there
are multiple types of high-growth firms. Discussing the different types of growth patterns
and growth companies will enable the finding of requirements for knowledge transfer in

a growth company.

2.3.1 Types of Growth

Growth is seen as a worthy goal for most firms (Brush et al., 2009). However, there are
differences in how the growth is measured (Davila et al., 2017). In addition, the definition
of growth varies in the literature. According to Barringer et al. (2005), rapid-growth firms
are defined as firms that have grown their sales by over 80 % in three years. Dillen et al.
(2014) state that a high-growth firm has a minimum of 10 employees at the beginning of
the study period and has a minimum of 20% growth in the number of employees or value-
added figures for at least three consecutive years. They say that measuring growth is
either done by calculating the change in the number of employees or the change in yearly
value added. However, they still say that maintaining growth is rare, and usually, a high-

growth firm is only one for a short period of time.

Brush et al. (2009) argue that growth can mean expanding geographically, adding more
establishments, targeting new markets and customers, adding products or services,
merging, or acquisitions. This shows that there are many ways to define or measure
growth. However, many of these measured aspects usually lead to either added value
or an increased number of employees. The problem with measuring growth through

sales is that inflation and currency exchange rates affect it (Delmar et al., 2003). On the
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other hand, number of employees is not affected by this. However, employment numbers
are affected by other factors, such as technological substitutions. In addition, growth in
assets and sales can happen even without employment numbers growing. (Delmar et
al., 2003) Kukko (2013) says that growth should be measured by the growth of sales of
the company. She continues to say that even though this might not be perfect, it is still
the best measurement for all growth strategies if one must be chosen. There is no wide
research done on the growth path, and each business has its course to development
and growth. Nevertheless, decisions around management, money, and markets all play
a role in the growth of a company. Rapid-growth firms often manage to bring the right
product or service to the market at the right time with the right price. These companies

often started their rapid growth because of customer relationships. (Brush et al., 2009)

Delmar et al. (2003) found seven categories for growth. Table 5 shows the different

growth patterns and describes a typical company in the named category.

Table 5: Seven categories of growth (Delmar et al. 2003)

Growth category Pattern Firm and industry type

Super absolute grower High absolute growth in  Often SMEs in knowledge in-
sales and employment tensive manufacturing indus-

tries

Steady sales grower Rapid growth in sales but | Often large firms in traditional
negative development in | industries
employment

Acquisition grower Acquiring other firms re- | Often large firms in traditional
sults in this growth industries

Super relative grower Strong but unpredictable | Often SMEs in knowledge in-
growth in sales and em- | tensive service industries
ployment

Erratic one-shot grower One very strong growth | Often SMEs in low-technology
year in otherwise negative | service industries
average growth

Employment grower Growth stronger in employ- | Often SMEs in low-technology
ment than other areas service industries

Steady overall grower Steady growth in sales and | Often large firms in manufac-
employment turing industries

As seen from Table 5, the case company falls in the category of a super absolute grower.
If a company continues to stay in one growth category, it highly depends on the market

situation and the strategy it is following. For example, the case company could stay in
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the super absolute grower category if the market allows it and if the growth itself contin-
ues to stay in the strategy of the firm. On the other hand, a company can move from a
category to another, for example, when the company matures enough. Table 5 also
shows how Delmar et al. (2003) have found many different types of growth patterns in
high-growth firms. This highlights the issue that growth is not simple to measure. Large
firms and smaller firms can have different growth patterns, and the industry affects the
ability to grow in a specific style. Delmar et al. (2003) state that often, firms do not fall
into more than one of the seven categories. As a result, the measurement of growth

highly affects the statement that a firm is a high-growth firm.

According to Penrose (2009, p. 5), a firm can grow internally, which means that no mer-
gers or acquisitions are causing the growth of the firm. On the other hand, she argues
that a firm can grow with external factors such as the mentioned mergers or acquisitions
that the firm does. Delmar et al. (2003) also mention the two types of growth, organic
and acquisition, but state that firm growth is heterogeneous by nature. This is because
growth can happen in various stages and in different environmental situations. The het-
erogeneity also comes from the fact that growth is measured in many ways, as men-
tioned earlier. For example, the time frame of the measurement, the indicator for growth,
or the equation for the growth may differ in growth measures from different firms. (Delmar
et al., 2003) Kukko (2013) argues that there are three different growth strategies that a
firm can have. The basic growth strategies are organic growth and growth through ac-
quisition, or in other words, non-organic growth. However, she adds that the third growth
strategy is called networked growth. (Kukko, 2013) These strategies must be understood

to understand growth and to be able to state challenges in knowledge transfer.

As mentioned, Kukko (2013) explores the three growth types of growth that a company
can have. She has described the basic characteristics of each type of growth. Table 6

shows the growth types and their characteristics.
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Table 6: Growth types and their characteristics (Kukko 2013)

4 Y

~

Networked growth Organic growth Acquisitive growth
s Using the resources of network « Generating growth with « The change is a challenge for
partners without having the internal special knowledge the company
resources to become internal + Recruiting new employees « Enriching the knowledge base
» Long-term, close, and deep often with similar with fast access to new
relationships in the network competencies knowledge and resources
« Mutual interests, values, and « Having a growth strategy « Risk of tensions and clash with
flexibility between the « Smooth but slow growth the new organization
networked partners « Existing knowledge widely « To succeed effort and
« Mutual planning of business understood inside resources as well as capital,
processes the company time, and attention from
= Need of managerial attention « Risk of becoming too simple managers are needed
and effort as the knowledge base » Often more typical in larger
= Partners have trust for each narrows . firms
other, complementary « Crucial to have I|r_1terna|
resources and skills, and managerial abilities
compatible objectives
= Stability but not static
s Ewvolution and evolutionary
changes
» Clear structure of the network
but interdependence of the
organizations

\- Recommended for new fin'ns//\ /\ /

As seen from the characteristic descriptions, the different growth types are very different

and are seen in various sizes of companies. For example, a new firm may be growing
by networked growth, after which it moves to organic growth, and after becoming a large
company, it might acquire a new organization to be part of it and hence grow by acquisi-
tion. Since the case company is an SME and only about ten years old, it has been grow-
ing with networked growth but also with organic growth. As a result, knowledge manage-

ment and knowledge transfer practices must be aligned with these growth strategies.

2.3.2 Knowledge Transfer Requirements in Growth Companies

Knowledge management is not important only for large companies. SMEs also need
knowledge management, but growth can bring challenges to knowledge sharing. (Kukko,
2013) It can be said that rapid growth presents unique challenges for an organization
(Wilkinson et al., 2022). When a company can successfully integrate customer
knowledge into its processes to create innovation, it leads to new customer-centric prod-
ucts and services. Successful knowledge sharing and knowledge creation help the com-
pany to grow through innovation. This is part of the organic growth strategy. (Back et al.,
2007, p. 4) On the other hand, growth through acquisitions and mergers means that the
knowledge is bought from elsewhere to the company, which again helps innovation, cus-

tomer-centricity, and growth (Back et al., 2007, p. 5). Difficulties can arise when growing
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by acquisition or growth. Employees are used to having their social networks and mind-
sets that are changed in the reorganization after a merger or acquisition. This can lead
to failure in knowledge sharing and integration. Hence, knowledge management prac-
tices must not be neglected before, during, or after the acquisition or merger. Managerial
instruments should be located in the areas where the growth is happening, as knowledge
sharing and integration are driving profitability and growth. (Back et al., 2007, pp. 5-7)
Hence, one requirement for knowledge transfer in a growth company is that the mana-
gerial implications are done before, during, and after the growth to keep the knowledge

transfer processes successful.

The inability to grow as a firm can be caused by managerial ability, product or factor
markets, or uncertainty and risk. This shows that the cause can be inside the company,
in the environment, or both. (Penrose, 2009, p. 39) Sharing and utilizing knowledge
should be the core of the firm’s strategy when it is aiming for growth. Consequently, it
seems that knowledge transfer is in the middle of company growth. (Kukko, 2013) Still,
transferring knowledge inside the company as well as outside of the company is needed
when customers are involved. Back et al. (2007) discuss the knowledge networks in their
book. When focusing on the knowledge networks, knowledge management means
mainly management of the knowledge owners. This means providing the appropriate
tools and environment for the knowledge transfer to occur inside the organization and
intra-organizationally. The main reason for the social network’s existence is the transfer
of knowledge (Back et al., 2007, pp. 11-12) A successful network can only be built from
the right people with the right knowledge, who have the motivation and ability to share
the knowledge (Back et al., 2007, p. 13). In addition to managing people, the company
should give the required tools for transferring knowledge inter- and intra-organizationally
(Back et al., 2007, p. 14). It is essential for sustainable growth to build a lean hierarchy
of command that enables delegation and maintains reporting, management, and metric-
based evaluation of results. In addition, planning the future of the company is essential
to maintain sustainable growth. (Brush et al., 2009) It can be stated that knowledge trans-
fer becomes a more complex topic to succeed at when the firm grows. Especially when
discussing customer relationship monetization and transferring knowledge both inter-

and intra-organizationally to create value for all stakeholders.

To achieve continuous growth, a company must share knowledge day-to-day. There are
multiple barriers to creating a knowledge-sharing culture to the company, and companies
should do three things to support it: Motivating and encouraging individual employees to
transfer knowledge, creating a flat and open organizational structure to facilitate trans-

parent knowledge flows, and having modern technology to give a platform to the



38

knowledge transfer inter- and intra-organizationally. These actions help dealing with bar-
riers that are present every day in knowledge sharing. (Riege, 2005) Kukko (2013) found
barriers to knowledge sharing in the three growth types. She also combined the barriers
that are present in all of the growth types. The challenges in a growth company thus
include lack of time, low awareness of the knowledge possessed and its value, lack of
social networks, poor integration of the purpose of knowledge sharing with the organiza-
tional goals, lack of managerial communication about the benefits of knowledge sharing,
complexity of the organization, and distance. Managing these well seems to be the re-
quirement for knowledge transfer in a growth company. In addition, motivation can be an
important topic in this, as Back et al. (2007, pp. 20—24) make an interesting point that
motivating customers to share their knowledge is much different when compared to mo-
tivating the firm’s employees to share their knowledge. Again, it is highlighted that the
management of people regarding motivation is important for achieving successful

knowledge transfer.

In conclusion, a clear requirement for knowledge transfer in a growth company is a well-
managed social network between individuals, inter- and intra-organizationally. The social
network needs facilitation from the management, working knowledge processes, and the
knowledge network architecture from tools and people. (Back et al., 2007, pp. 1-31) This
means that knowledge transfer processes can keep up with the growth if these three
areas are understood and managed well. Figure 8 shows the requirements found in the

literature for knowledge transfer in a growth company.

Managerial communication

Employee and customer motivation Maintaining networks

Knowledge transfer requirements in growth

Metrics and reporting Supporting tools & infrastructure

Continuous adjustment

Figure 8: Requirements for knowledge transfer in growth extracted from the liter-

ature

The six requirements shown in Figure 7 arise from the literature. Motivating the

knowledge transfer inter- and intra-organizationally, managerial communication, network
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maintenance, metrics and reporting, continuous adjustment, and supporting tools and

infrastructure are the requirements for knowledge transfer in a growth company.

2.4 Summary of the Related Research

Now that the related research is studied, it can summarized. After the summarization,
interviewing and surveying the case company’s people and its customers is the next
step. The related research chapter consists of three main concepts: knowledge, cus-
tomer-centricity, and growth. These are now summarized before moving to the research

methodology chapter.

At the beginning of the related research chapter, knowledge and its types have been
described to come up with a definition for knowledge transfer. Studying the related re-
search helped in creating an understanding of the key concepts and allowed the create
definitions for customer-centricity and customer relationship monetization. Finally,
growth was combined with the existing theory on these previously stated key concepts.
The research for knowledge transfer to monetize customer relationships in a customer-
centric growth company can now begin with interviews, as the aspects of growth have

been understood from the literature.

The most important aspects of the related research on knowledge are the differentiation
of tacit and explicit knowledge as well as the SECI model. Understanding how knowledge
is converted between tacit and explicit knowledge will allow deeper understanding and
follow-up questions in the semi-structured interviews. In addition, the understanding of
knowledge transfer and what aspects are included in that process is valuable when going
forward to the interview and survey phases in this research. The key to the knowledge
transfer process is to understand that there are both ends, the source and the recipient,

in knowledge transfer.

Customer-centricity was explored, and a definition was found for it based on the related
research. The key to customer-centricity is that value is created for the company’s busi-
ness but also collaboratively for the customer or customer’s business. Understanding
the customer and their needs and requirements will allow the business to grow and im-
prove customer satisfaction as well as customer experience. The interviews will consider
customer-centricity, and the research will try to find how the case company could mone-
tize its customer relationships. Based on the related research, this needs analytics and

customer insights to maximize the value gained from customer relationships. Again,
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value maximization should be done both for the company itself but also for the customer

and its possible business.

Growth is one key aspect in the interviews as the case company has grown organically
and by networking in the past years by its revenue but also by the number of employees.
As found in the related research, knowledge transfer has specific requirements for
growth. These are linked to the managerial aspects and leadership in the company.
Hence, the interviews will consider growth and how knowledge transfer has been influ-

enced by it.

Next, the methodology of this thesis is described. The key takeaways from the related
research are considered in the interview and survey designs. After conducting the inter-
views in the case company and surveying the customers with a questionnaire, the results
can be analyzed. Finally, the results can be combined with the related research to create
a full understanding of transferring knowledge in a customer-centric growth company to
monetize customer relationships. The final product will then be a framework to improve

customer relationship monetization with knowledge transfer in the case company.
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3. METHODOLOGY

In this chapter, the research methodology of this thesis will be outlined. The research
questions are systematically addressed with the help of the Research Onion framework
by Saunders et al. (2019). Both validity and reliability are increased by using the system-

atic approach in this case study.

3.1 The Research Question

The research aims to improve the theoretical understanding of knowledge transfer in
customer-centric growth companies with the goal of monetizing customer relationships.
This will add to the previous research on the topic, as customer-centricity and growth are
not yet studied simultaneously with knowledge transfer. Dash (2024) researched the re-
lationship between tacit and explicit knowledge and business performance, where cus-
tomer-centricity and market orientation are considered. He states that his study is the
only one focusing on the mediating effect of customer-centricity and market orientation
on the mentioned relationship. However, this was done in the context of developing coun-
tries such as India, and he proposes that this topic must be studied in the context of
developed countries. Also, even though he includes the aspects of customer-centricity
and market orientation to knowledge management topics, his study still does not discuss
knowledge transfer or customer relationship monetization. As stated in the introduction,
the research tries to answer the question, “How can a customer-centric growth company
transfer knowledge to monetize customer relationships?”. Therefore, the sub-research

questions are:
RQ 1.1: What are the requirements for knowledge transfer in a growth company?

RQ 1.2: What are the special characteristics that customer-centricity introduces to

knowledge transfer?
RQ 1.3: How does knowledge transfer help monetize customer relationships?

In the discussion chapter of this research, the theory and the results from the interviews
will be combined for the best understanding of knowledge transfer in a customer-centric
growth company. Next, the research methodology is explained with the Research Onion
by Saunders et al. (2019). After this, the semi-structured interview questions are de-

scribed. In addition, the analysis method for the interview results is explained.
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3.2 Research Methodology

The literature was searched with the snowballing technique by reading a relevant article
and searching for more literature from that article. Snowballing means that new papers
or articles are found from the previously read paper, either from the reference list or from
the text itself (Wohlin, 2014). The relevancy of the article was based on how well the
paper discussed one of the theory aspects in this research: knowledge transfer, cus-
tomer-centricity, or growth. Serenko & Bontis (2022) ranked the journals in the
knowledge management field. While snowballing through papers and finding relevant
papers, this list was considered to choose the best articles. Hence, the validity of this

study was increased by having as many reliable sources as possible.

The snowballing procedure starts by identifying the keywords and searching for articles
that are then the start set (Wohlin, 2014). The start set was searched three times in the
related research chapter because the theme changed from knowledge and knowledge
transfer to customer-centricity and finally to growth. Both Google Scholar and Tampere
University’s library Andor were used for searching the start sets. The second phase of
snowballing is iterations, where backward and forward snowballing is done (Wohlin,
2014). Backward snowballing means that the reference list of a paper is examined, and
new possible papers are chosen for further analysis. Forward snowballing means that
new papers are identified from the citations in the text of the paper that is being exam-
ined. (Wohlin, 2014) This is the second step of the snowballing procedure, as the itera-
tions come from finding new papers and then examining those and including or excluding
them from the final reference list. Wohlin (2014) recommends iterating the snowballing

to both directions until no new papers are found.

Reading the related research was started by searching the most famous and original
studies on knowledge management. These were an obvious choice to start the snow-
balling, as these papers have been studied during the whole information and knowledge
management program. For example, articles such as Nonaka et al. (2000), Szulanski
(1996), and Argote & Ingram (2000) were used as the start set for the snowballing of
related research. After reading and making notes from the classics, it was easy to find 3-
5 more articles from each of these papers, as they all discussed many important aspects
of knowledge transfer, knowledge creation, or knowledge as the basis for competitive
advantage. The snowballing was iterated until no more papers related to this study were

found.
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The snowballing technique allowed to become familiar with the topics literature. It was
quickly noted that many articles referred to the same articles multiple times, which helped
to increase the validity of the related research chapter. The snowballing was started at
each specific topic again. First, knowledge and knowledge transfer was in the focus,
which meant for searching articles in that area to start snowballing. The same way, arti-
cles for customer relationship management and customer centricity were searched to
start the snowballing. During that topic, it was noticed that the book from Loshin & Leifer
(2013) was very helpful for understanding and discussing the aspects of customer-cen-
tricity. The same book with the help of articles such as Bagheri et al. (2019) and Yen
Teoh & Pan (2009) allowed to construct the definition and understanding for one of the
key concept in this study, customer relationship monetization. Finally, the related search
for the growth topic was searched with combining key concepts like knowledge manage-
ment and growth. The requirements for knowledge transfer in a growth company was
successfully discussed with the articles by Kukko (2013), Delmar et al. (2003), and Back

et al. (2007), alongside with other famous growth researchers like Penrose (2009).

The mentioned articles and books were the root of the snowballing. Snowballing was a
good technique to gain understanding from the related research, as it brough systematic
elements to the theory chaoter of this thesis. The technique also allowed to start from
the relevant papers and then use them to drive for further study, which is the main ad-
vantage of this technique (Wohlin, 2014). Notes were made during the reading and snow-
balling through articles, which later helped in writing the theory chapters. Combining dif-
ferent theories about knowledge transfer, customer-centricity, and growth helped to cre-
ate an understanding of the topic fully. This was needed for the empirical research that
was to be conducted after studying the related research. Next, the research design is

Introduced.

Table 7 shows the research design choices of this thesis research. These choices are

explained according to the literature on research methodology.



Table 7: Research design choices

Research Onion Layers

Research philosophy

Research design choice in thesis

Pragmatism

44

Research approach

Abductive

Methodological choice

Multi-method qualitative research

Time horizon

Cross-sectional

Data collection

Semi-structured interviews

Analysis

Thematic analysis

The Research Onion framework by Saunders et al. (2019) is used to underline the data

collection techniques as well as analysis procedures. The Research Onion can be seen

in Figure 9.

Philosophy

Approach to theory
development

Methodological choice

Strategy(ies)

Time Horizon

Techniques
and
procedures

Figure 9: Research Onion framework for research methodology by Saunders et al.

(2019)

The first layer to consider is the outer layer, where the research philosophy is chosen.

The research philosophy is pragmatism, as the aim is to give practical improvement sug-

gestions to the case company. According to Saunders et al. (2019), research is pragmatic



45

if it aims to achieve practical solutions that can be put into practice. They also state that
in pragmatic research, the research questions are highlighted, and the main goal of the
research is to answer them. In addition, the answer comes from multiple different points
of view. Hence, the interviews for company employees and the customer survey will be

conducted.

According to Suddaby (2006), moving between induction and deduction approaches dur-
ing the research and comparing elements all the time is an abductive approach. Because
the goal of this study is to find and describe the characteristics of knowledge transfer in
a customer-centric growth company and suggest practical improvement ideas to mone-
tize customer relationships, the approach is abductive. As a result, an abductive ap-
proach is used in this thesis. Abduction also fits well together with pragmatism research

philosophy (Saunders et al., 2019).

The methodological choice for this research is multi-method qualitative research, as
there are two empirical methods in the research: Semi-structure Interviews and Survey
(Saunders et al., 2019). In addition to these two empirical research methods, the theory
from the related research is combined with the interview and survey results, which makes

it one of the methods in this study to answer the research question.

The context of the case must be well understood when conducting a case study (Saun-
ders et al., 2019). In this research, the case is the company itself, where the knowledge
transfer is being improved to monetize customer relationships. More precisely, the case
is a customer-centric growth company, where the knowledge transfer in customer touch-
points is being improved to monetize customer relationships. According to Saunders et
al. (2019), a case study helps understand what is happening and why and the effects
and possible implications of the occurrences. Consequently, it can be understood how
the knowledge transfer process in the customer-centric growth company can improve

customer relationship monetization.

As this research is time-constrained, the focus is more on a specific time frame in the
case company’s knowledge transfer processes and how they monetize their customer
relationships. Hence, the study is cross-sectional from its time horizon (Saunders et al.,
2019).

The data collection is done with semi-structured interviews and a survey of the case
company’s customers. A semi-structured interviews allow for flexibility and more depth
in responses as the participants can build more on their answers (Saunders et al., 2019).
For the interviewee, the semi-structured interview allows them to ask questions that they

had not previously considered (Saunders et al., 2019). The flexibility in the interviews will
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hence improve the quality of the collected data. The survey is done through a web ques-
tionnaire that is sent to the customers of the case company. In the survey, the question-
naire must be carefully planned as the participants can only answer the questions once,
and there is no possibility for further questions like in the semi-structured interview
(Saunders et al., 2019, p. 510). Hence, the building the questionnaire was done through
multiple iterations with colleagues and the management of the company, to gain the best

possible understanding from the customer.

To analyze the interviews, a thematic analysis method is used for the interview transcrip-
tion and the open questions in the survey. The main purpose of this analysis style is to
find patterns and themes from the interview answers, which will help in making conclu-
sions from the interviews (Saunders et al., 2019, p. 651). For the thematic analysis, an
Excel document was created. An example of a question’s thematic analysis is in Appen-
dix C. The same kind of thematic analysis was done in the customer survey for the open
questions. For the quantitative question in the customer survey, a descriptive statistics
analysis was done. There were only four questions with a Likert scale, so the descriptive
statistics analysis was simple. According to Saunders et al. (2019), this analysis method

enables the description and comparison of the data numerically.

3.3 Company Interviews

In this multi-method qualitative research, semi-structured interviews were done with the
case company employees. The interviews focused on knowledge transfer, customer-
centricity, and customer relationship monetization in the growth company. An invitation
mail was sent to the participants, where the topic of the thesis and the interview were
described. When the invitation was accepted, the questions for the interview were sent
to the participant a couple of days before the interview. The email text and the interview
questions can be seen in Appendix A. The consent for the interview was asked at the
beginning of each interview, before starting the video and transcription in Microsoft

Teams, and after the video and transcription were started.
Participants

The interviews were conducted with 11 employees in the case company. These interview
participants worked across the organization, and they had some touchpoints with the
customer. Three of the 11 interview participants were from the management team. Other
interview participants were middle managers around the organization. These exact in-

terview participants were picked to gather understanding from different units. This helped
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to understand the large picture for framework development. The company has grown in
the past three years by its sales, but also the number of employees has increased mas-
sively. Hence, many interview participants had been in the company for only one, two, or
three years. Only three participants had been over three years working in the company.
Since the organization has grown, it has also changed its structure during the past year.
Hence, most of the interview participants had been in their current roles for half a year
or one year. There will be no more specific description of the interview participants be-
cause the results are anonymized, and the description of roles could reveal the person’s

identity.
Data-analysis

The analysis was done with thematic analysis, where each question was put on a sepa-
rate Microsoft Excel sheet, and the interviewees’ answers were put in one column. After
this, each answer was analyzed, and themes were found. This way, it was possible to
find if many interview participants mentioned the same theme as the previous interview
participants. In addition to the number of mentions per theme, it was possible to find good
example quotes from the participants’ transcriptions. As a result, the results could be

written based on this thematic analysis.

3.4 Customer Survey

A survey was conducted for the case company’s customers in the form of a question-
naire. The questionnaire for the customer companies focused on knowledge transfer be-
tween the case company and the customer as well as customer relationship monetization
through value co-creation. The email was sent to 2-4 employees of 15 different large

customers.
Participants

A total of 16 people answered the questionnaire in a timeframe of three weeks. First,
they were given one week to answer, but after having only 11 answers, a reminder was
sent with a week of extra time. Five of the survey participants were from a logistics com-
pany and three were from a public transport company. Three survey participants were
from retail businesses, and two survey participants were from manufacturing businesses,
for example, steel manufacturing. The last three survey participants were from a truck
OEM (original equipment manufacturer), an EV charging infrastructure provider, and a

real estate investor.
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Data-analysis

The analysis was done with the thematic analysis method for the open questions in the
same way as it was done in the interview analysis. For the Likert-scale questions, aver-
ages were calculated, and because the averages were all very high, it was analyzed how

many low numbers each question had.

3.5 The Research Process and Timeline

This research was conducted during the year 2024 while the researcher was working in
the case company. The topic of the research was chosen from the experience of working
in the case company and by discussing it with the top management of the company. The
suggestion of customer relationship monetization came from these discussions, and the
aspects of growth and customer-centricity were natural points of view from the case com-
pany perspective. Knowledge transfer became the main topic for the research as the
master’s thesis is conducted in information and knowledge management faculty, and it
was relevant for the case company. While deciding the final topic of the research, reading
and writing the related research was already started on knowledge transfer, customer-
centricity, and growth, as these were the main aspects of the whole research. At the
same time, the background for the research and the case company, as well as the meth-

odology parts, were started.

After summarizing the related research, it was time to ideate the interview questions and
who to interview from the company’s side. Also, it was possible to decide the customers
to whom the survey invite will be sent. After the summer holidays, when people started
coming back to work, the interviews were conducted, and the analysis phase was
started. Right after the interviews, the customer survey was sent to the customers. After
2-3 weeks, the questionnaire was stopped, and the analysis could also be started for the
survey answers. After analyzing the interviews and the survey, the results were written,
and the discussion part was started to link the results with the existing literature. Finally,
the conclusion was written, and the finalizing of introduction and the whole research was

done. Figure 10 shows the timeline of the research:
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Ideating the Literature review on Planning and Writing the T
. N Finalising and
topic and knowledge transfer, conducting the . results, .
A . . ) Analysis . X returning the
doing first customer centricity, and interview and the discussion, thesis
research growth survey and conclusion
April May June July August September October
2024

Figure 10: The research timeline
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4. RESULTS

The results from the interviews and from the customer survey are presented in this chap-
ter. The results from the interviews, presented in section 4.1, are divided into three main
themes, which are knowledge transfer, customer-centricity, and customer relationship
monetization. The customer survey results, presented in section 4.2, are divided into two
themes: knowledge transfer between the case company and the customer, and value
co-creation. The results from the interviews will create the answer for all the sub-research
questions, and the customer survey results will focus more on sub-research questions 2
and 3. The research question of this thesis and the sub-research questions will be spe-

cifically answered in the discussion of this thesis in section 5.

4.1 Company Personnel Insights on the Research Themes

The aim of the interviews was to create a broad understanding of the current situation of
knowledge transfer in the case company. In addition, it was the aim to understand how
employees see customer-centricity and customer relationship monetization in the case
company. Hence, the results are divided into themes: knowledge transfer, customer-cen-

tricity, and customer relationship monetization.

4.1.1 Transferring Knowledge with Colleagues and Customers

The knowledge-sharing culture in the case company is highly dependent on individuals.
Six interview participants mentioned that knowledge is shared differently depending on
who is sharing the knowledge: “It is highly dependent on whom you work with daily.” (1P
5) Connected to this, four interview participants mentioned that there are knowledge silos
in the company. The fast-paced environment of EV markets was mentioned as one rea-
son why silos are born in the company: “Both the company and the industry are in con-
stant change.” (IP 10) The change is mentioned to also come from the company’s side.
The fast growth of the company is one aspect that has changed the whole company. The
growth was mentioned to affect the knowledge-sharing culture by three interview partic-
ipants. Also, the history of working with fewer employees in the organization has left its

marks on the knowledge-sharing culture:

“The rapid growth in personnel has created a need for better tools for knowledge

transfer than just having to constantly ask. Also, the fact that everyone used
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to do a bit of everything has now changed. Previously, everyone was involved
in customer service and understood the challenges faced by electric vehicle
users.” (IP9)

Hence, because of the increased number of employees, not everyone is involved in cus-
tomer service anymore. This might influence the customer-centricity of the company.
Consequently, it can be said that a knowledge-sharing culture can be linked to the level

of customer-centricity in an organization.

Even though there are some problems in the knowledge-sharing culture, three partici-
pants mentioned the culture being good, and three said it is an open culture: “Knowledge
is shared with a low threshold.” (IP 10) Still, the knowledge is said to be shared mostly
with mouth-to-mouth knowledge, according to three participants. On the other hand, the
culture of collecting knowledge is said to be lacking by three participants. This combina-
tion of mouth-to-mouth knowledge sharing and not being able or motivated to collect
knowledge goes back to being highly dependent on the individual in the knowledge trans-

fer process.

When discussing the motivation of an individual to share knowledge, six interview par-
ticipants mentioned usefulness or convenience as being the most important factor for
them. Speed is one aspect of useful and convenient knowledge sharing: “Sharing makes
everything faster and smoother.” (IP 1) For motivation in knowledge sharing, it is also
motivating that one is not the only individual having the specific knowledge: “When there
is new information or a new process, the sooner | communicate it to others, the sooner |

am no longer the gatekeeper.” (IP 11)

Yet another motivating factor for knowledge sharing on an individual level is achieving
strategy. Two interview participants mentioned that they share knowledge to achieve the
strategy: “On a large scale, the more a person can share knowledge, the better the com-
pany moves forward.” (IP 5) In addition, the end goal of knowledge sharing and achieving
strategy is to serve the customers. Hence, the motivation for knowledge sharing can also
come from the want to satisfy the customers: “Primarily, customers must be satisfied.”
(IP 9) In conclusion, knowledge is thought to be a very important factor in the company
business and individual working. One participant concluded that “Nothing can be done
without information. Achieving change requires growth and development in understand-
ing.” (IP 10)

As in the literature, knowledge was divided into two types during the interviews: explicit
knowledge and tacit knowledge. Currently, in the case company, there is a culture of

learning by doing, which means that tacit knowledge is transferred in the company: "/t's
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also thought that work teaches. You’re thrown into the deep end, and that’s how you
learn. Knowledge is passed from colleague to colleague.” (IP 7) However, since the com-
pany has many offices around the country, remote work and different sites lead to a

decreased level of tacit knowledge transfer:

“When you're at a remote location, in another office, you don’t have up-to-date
information from headquarters. There’s a need for written information to en-
sure it gets transferred. Where the leaders are, the information is likely more
current.” (IP 8)

As leadership was mentioned, also three other participants mentioned that team lead
has an influence on the tacit and explicit knowledge transfer: “When we have growth by
revenue and people, it is not easy to transfer and delegate new responsibilities to new
people.” (IP 3) Another aspect is the systems in the organization. Three interview partic-
ipants mentioned how better systems or definitions for systems could make the explicit

knowledge transfer better:

“Explicit knowledge is a major issue, especially with the systems used to
store information. Currently, the information is scattered, and it takes time to

find it instead of simply asking someone.” (IP 5)

In conclusion, in a growth company, explicit and tacit knowledge is transferred differently,
and there are multiple challenges in transferring both knowledge types. If the focus is
moved to knowledge transfer between the case company and its clients, the types of
problems also become different. Five interview participants mentioned that both
knowledge types are needed in the knowledge transfer between the customer and the
company itself. However, it is team-dependent which knowledge type is more crucial,
according to five interview participants. The sales team needs to transfer tacit knowledge
with the customers a lot. This knowledge should then be converted to explicit knowledge
for better sharing with the rest of the organization: “There is no structured way generating
or having proper knowledge sharing from customer to us or to the rest of the organiza-
tion.” (IP 3) Hence, systematic processes are needed for better knowledge transfer and
knowledge conversion from tacit to explicit knowledge. However, two interview partici-
pants mentioned that the type of knowledge needed in customer knowledge transfer de-
pends on the customer and the size of the customer: “The larger the customers become,
the more they demand explicit knowledge and documentation. Close relationships with
customers are also important.” (IP 10) In conclusion, depending on the customer and the

team an individual is working in, the knowledge type needed can differ. However, both
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knowledge types are seen as highly important for the organization to deliver the best

possible service.

The most-mentioned pain point in the knowledge transfer processes, both inside the
company and with other stakeholders, was that there are no structured processes. Six
interview participants mentioned this, and it came into discussion in many parts of the

interview. One reason is that the systems are not properly supporting knowledge transfer:

“The systems don't intuitively support it. There are missing links in the ERP
and gaps in customer data management. Customer service representatives
have to use multiple systems and search for information in many different
places.” (IP 1)

Two interview participants also mentioned that there are no clear definitions of the differ-
ent systems that the company is using. Systems such as Slack, Teams, or Email are all
used for knowledge transfer but without a clear definition of the kinds of knowledge that
should be transferred in each of them. Other pain points in knowledge transfer processes
are the differing individual skills in sharing and absorbing knowledge as well as the timing
of knowledge transfer. Both of these pain points were mentioned by two interview partic-

ipants.

After discussing the pain points of knowledge transfer processes with the participants,
they were asked about the positive aspects of knowledge transfer in the company. Four
interview participants mentioned that collaboration with other individuals and other teams
is functioning well. This goes hand in hand with the earlier said openness that is in the
company’s knowledge-sharing culture. Two interview participants also mentioned low hi-
erarchy as a positive thing in knowledge transfer. In addition, three participants named a
specific positive aspect of knowledge transfer being monthlies or other meeting sessions:

“I feel that our meeting practices are in good shape.” (IP 6)

Lastly, the improvement aspects for knowledge transfer in the company were discussed
and summarised with the participants. Improving the systems and standardizing pro-
cesses were mentioned the most. One idea is to cut off channels where knowledge is
transferred: “The channels through which information is accessed need to be stream-

lined.” (IP 11) Another idea is to simplify some of the processes: “Certain processes be-
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tween sales, procurement, and project management need to be simplified and human-
ized.” (IP 7) Lastly, two interview participants said that the introduction to roles for new

employees or in role changes should be improved:

“Then there's the onboarding process. It can’t depend on the specific role
you’re starting in. Everyone should receive sufficient knowledge at that stage.

Of course, the supervisor plays a crucial role at that point.” (IP 5)

This is because understanding the roles of other employees will make knowledge trans-
fer easier as one can ask the right questions from the right people. In conclusion, docu-
mentation and converting tacit knowledge into explicit knowledge and transferring it
throughout the whole organization for people who need it at the right time was highlighted
in the interviews. Informal get-togethers could improve the transfer of tacit knowledge,
according to one interview participant, and documentation or systems and processes
could improve the transfer of explicit knowledge, according to many interview partici-

pants.

4.1.2 Understanding Customer Needs at the Core of Strategy

If the case company wants to be truly customer-centric, it needs both types of knowledge,
according to seven participants. Tacit knowledge and explicit knowledge are needed in
different situations: “Explicit knowledge is a support, but there is a lot of tacit knowledge
involved with the customer. It requires experience and knowing the customer well.” (IP
11) Some interview participants said that tacit knowledge is more important, and some
said that explicit knowledge is more important. Noting this, it can be concluded that de-
pending on the role of an individual, they might need more of the other type of knowledge.
Some say that they need explicit knowledge first and then tacit, and some say exactly
the opposite. In conclusion, both types of knowledge are important in their way in differ-
ent contexts: “Explicit knowledge is needed to share with others. Tacit knowledge about
the customer is also valuable. This should be documented in written form.” (IP 10) Again,

the conversion of knowledge between the two types was highlighted in this discussion.

Understanding the customer and the user is very important if the company wants to be
customer-centric. Hence, customer-centricity should influence the knowledge that is
transferred in the company: “It should be adjusted to focus efforts on sharing information
that truly benefits the customer.” (IP 5) Even more importantly, an individual employee
should understand how their role and what they do is linked to the customer: “From the
perspective that everything is done for the customer. The kind of knowledge that helps

you understand your role in relation to the customer.” (IP 10) In addition, two participants
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mentioned that the CRM should be used in its full potential to provide truly customer-
centric solutions. Linked to this, the ERP and CRM should be integrated to transfer the

collected customer knowledge to the rest of the organization:

“‘We lack a proper customer relationship management tool. Right now, we
just have a large pile of contacts, with everything mixed together. If everyone
had access to what has been discussed with the customer, it would be better.
There’s a separate system for handling customer service tickets and another
for CRM.” (IP 6)

Once again, the transfer of customer-related knowledge is dependent on individuals who
collect this knowledge. One idea for a solution is that there is a key account manager for
each customer who takes care of the knowledge transfer: “There should be one respon-
sible person managing the customer relationship who keeps everyone else informed.”
(IP 8) When one person is managing the customer correctly, the customer experience is

improved:

“The ideal situation for further refining the customer relationship manage-
ment model would involve assembling a core team, allowing others to also

engage in discussions with the customer.” (IP 5)

This model would then enable discussions and manage each important customer better.
Still, it all comes back to the need for systematic processes. Four interview participants
mentioned processes when discussing improvement ideas for customer-centricity in the
case company. It should be clear to all employees what others are doing and how it

influences the service delivery for the customer:

“Service design processes and product or service development need to be
made visible. Other teams should be considered, and the project, along with

the reasons behind it, should be communicated clearly.” (IP 1)

Service design and designing together with the customer by involving them in the dis-
cussion could allow a better understanding of customer needs. The importance of listen-
ing is also mentioned multiple times during the whole interviews: “Engaging in discus-
sions with the customer. Truly listening to the customer’s needs.” (IP 1) The role of lead-
ership and management is again highlighted when discussing the customer-centricity:
“This comes from the management team—their mindset, communication, and messag-

ing should align with this approach. It then cascades down through each level.” (IP 5)

In conclusion, in customer-centricity, the customer must be in the middle of designing

and involved in the knowledge transfer processes. The customer experience needs to
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be considered. Customer-related knowledge needs to be transferred to the right people
at the right time and in the right place. This needs knowledge type conversion from tacit

to explicit but also from explicit to tacit.

4.1.3 Monetizing Customer Relationships in Everyday Work

Acquired customer knowledge helps improve customer relationships in various ways
based on the interviews. Four interview participants said that it improves problem-solving
from the company’s side: “You need to know the customer to provide the most appropri-
ate solutions.” (IP 5) Four interview participants also mentioned that building the whole
service is easier with collected customer knowledge: “What we can do for the customer
is help them understand what is important for them and what things will cost.” (IP 9) This
shows that the knowledge transfer should go to both directions. The company collects
customer data but also shares knowledge with the customer. When the customer knows
the possibilities of EV charging, it is easier to manage the customer relationship in the
future. Three interview participants mentioned trust being a large factor in improving cus-
tomer relationships when transferring knowledge: “The customer feels close to us and
trusts in our operations.” (IP 11) In addition, keeping the customer close was mentioned
by two interview participants. Cost efficiency, time savings, and better information man-
agement, as well as transparency, were also mentioned to be improving the customer

relationship after gathering customer knowledge.

Processing the gathered customer knowledge can be done in different ways, according
to the interviews. Five interview participants said that discussing with other associates.

Forming the whole picture was their way of processing the collected knowledge:

“All the experts within our company who are connected to the customer’s
dilemma are brought together. Then, we organize a meeting, discuss with

the relevant parties, and form a shared understanding.” (IP 2)

Documenting was the second most mentioned way to process collected customer
knowledge by four interview participants: “/ have a Teams channel with one customer
where all information is stored. Meeting notes are uploaded there.” (IP 5). Email was
another place where collected knowledge was sorted and documented. Categorizing the
gathered knowledge is also important, and it was mentioned by two interview partici-

pants:
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“Commercial and operational matters are structured separately. What is rel-
evant and what is not. What requires immediate action and what can be

thought through together in more detail.” (IP 4)

Again, three interview participants mentioned that better processes or better systems are
needed for the sorting and processing of gathered knowledge. At the moment, the sys-
tems and processes are not fully supporting customer knowledge processing. Other
ways of processing customer-related knowledge were to validate from the customers’

customers their needs or by listening carefully to what the customer shares.

As said before in the related research chapter, the categorization of customers is very
important (Loshin & Leifer, 2013). There were different answers by the interview partici-
pants when it was asked if the company has categorized its customers based on the
value they bring to the company. Five interview participants said that there is a top 50
large customer list that has prioritized the customer based on their value or potential for
value. Still, four interview participants said that there had been many categorizations and

prioritizing lists in the past but never a clearly defined one:

“‘We have aimed to create categorization: 'must-win' accounts and listings
that evolve, with some being added and others removed. Then there are key

maintenance accounts with whom we want to grow.” (IP 7)

Three interview participants said that there are no such lists, and three said that the
company needs processes for categorization and prioritization. Two interview partici-
pants said that there is a need for better internal communication in this kind of implemen-
tation: “There has been a lot of talk about creating categories, but | don’t think it has been

officially done. Once priorities are set, they need to be communicated clearly.” (IP 6)

The case company considers the customers’ customers, at least with larger clients. Also,

the customer type affects this, according to two interview participants:

“In the consumer segment, it's easier, but with heavy transport, such as dis-
tribution truck companies, there might be some understanding, but not nec-

essarily a deep or comprehensive grasp of their needs.” (IP 10)

Nevertheless, one other interview participant said that especially for the larger transport
companies, the customer’s customers are also considered: “Yes, especially in the pro-
fessional transport sector.” (IP 7) This contradiction shows that people in different parts
of the organization who oversee different customer segments may think differently of
other customer segments. Two interview participants mentioned that the customers’ cus-

tomers are considered too little, but then one interview participant said that the company
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is doing that already well: “Absolutely. If you understand your customers’ customers, the
business expands, and more clients come on board.” (IP 4) One other interesting point
of view is that the customer service is currently done for customers’ customer in everyday
work: “End users call here, and we provide them with service.” (IP 11) In conclusion, the
company lacks a well-defined prioritization and categorization of customers that every-

one would know and understand.

Improvement ideas for customer relationship monetization in the future included various
points. Three interview participants said that more services could help monetize cus-
tomer relationships in the future: “We need to focus on finding ways to further enhance
the service-oriented aspects of our operations.” (IP 9) Two interview participants men-
tioned better tools for analytics and automation being one solution to value maximization.
Two interview participants said that being close to the customer will help the company to
monetize the customer relationship in the long run: “Customer stickiness, go very close
to the customer.” (IP 3) Again, one interview participant mentioned the systematic pro-
cesses or structuring that is needed to monetize the customer relationships: “There are
many ways to make operations a bit more systematic, allowing us to identify where we
currently aren’t monetizing.” (IP 10) Prioritizing customers, improving organizational
communication, and considering the large picture were also mentioned by different in-

terview participants for improvement ideas on customer relationship monetization.

The role of knowledge transfer in customer relationship monetization is very important,
according to six interview participants. Other participants did not mention this separately,
but they highlighted the role of knowledge transfer differently. Five interview participants
said that the importance is that the company shares knowledge with the potential cus-
tomers: “Have knowledge that others do not have. We want to be the partner, the
knowledge for you.” (IP 3) On the other hand, the company wants to acquire knowledge

from customer and share it into the organization properly:

“Collecting and storing information correctly is key. The information needs to
be shared with the right people in the organization, or there must be clarity

on where it can be found.” (IP 11)

Yet another aspect is documentation and storing the transferred knowledge from the
customer to the company: “Especially when talking about a large customer who could be
potential in 3-5 years, all data should be kept stored for that period.” (IP 5) This shows
that the systems and definitions for them are very important part of knowledge transfer.
The timing and place of the knowledge were highlighted throughout the interviews. Once

more, one interview participant said that the importance of knowledge transfer is in
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knowledge conversion: “The role of explicit knowledge is especially significant. Of
course, tacit knowledge is important as well. We should aim to turn tacit knowledge into

explicit knowledge.” (IP 10)

Finally, in the interviews, the participants had a free word at the end where they could
provide any additional knowledge they had on the discussed themes. Some liked the
whole interview process and how they could share their thoughts. The timing of
knowledge in the business context was also highlighted. Knowledge transfer was also
linked to transparent management. Lastly, the aspect of GDPR (General Data Protection
Regulation) was underlined, which shows the data security concerns that are present
with the topic of knowledge transfer. In the end, the interview participants thought that
knowledge transfer connected to customer-centricity and customer relationship moneti-
zation was a very interesting topic, and they are waiting for the action points in the com-

pany processes to be implemented.

4.1.4 Action Points from the Interview Results

The themes discussed in the interviews can be directly linked to knowledge transfer,
customer-centricity, and customer relationship monetization. Table 8 summarises each

theme’s results.

Table 8: Action points in each theme of the interviews

4 N Ve

~

Knowledge transfer Customer centricity ustomer relationship
monetization
» Dependency on individuals: « Importance of balancing tacit
Employee onboarding and and explicit knowledge » Importance of knowledge
training needed + Understanding customerfuser sharing for problem solving
+ Silos, partly due to fast growth needs drives knowledge and service building
and market pace transfer « Trust and close customer
* Informal knowledge sharing » Role of CRM and ERP relationships as key drivers
culture, mostly mouth-to-mouth systems in enhancing « current gaps in customer
* Motivation factors for customer knowledge transfer, categorisation and
individuals: convenience, speed, customer knowledge needs to prioritization
achieving strategy be integrated « Need for better tools
+ Challenges in tacit and explicit across organisation analytics, and systenl'| atic
knowledge transfer: temper « Need for systematic processes prooessés
work, leadership, scattered and role clarity « Knowledge transfer as a
systems » Involvement of customer in crucial factor in monetizing
« MNeed for structured processes service design customer
and streamlined systems « Leadership alignment critical relationships: Acquisition and
* Pain points: Inconsistent for customer centric culture internal distribution of
knowledge channels, different knowledge

\ skills, unclear system roles /\ /\ -/

The action points for the case company can be taken and further analyzed from Table 8.

In the discussion chapter of this thesis, these results will be further analyzed by connect-

ing them to the customer survey results and the related research.
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4.2 Customer Perspectives on Knowledge Transfer and Value

Co-Creation

The customer survey results cannot be divided into such clear themes, as knowledge
transfer and value co-creation took part in every question in the questionnaire. The cus-
tomer types who answered this questionnaire were introduced in the methodology chap-
ter of this thesis. Now, the results from the Likert scale and open questions from the

customer questionnaire are presented.

4.2.1 Knowledge Transfer and Value Co-Creation

According to the survey participants, the case company understands their needs well.
The average was 5,9 on a scale from 1 to 7 when the survey participants were asked
how well the case company understands their needs. In addition, the average was 5,7
when the survey participants were asked how well the case company understands the
customer’s customers’ needs. This shows that there is a small downgrade in the under-
standing of customers’ customers’ needs. However, it must be noted that almost all num-
bers were either 6 or 7. Only one number 4 and one number 3 were given in these

questions.

The case company is effective in collecting an understanding of their customers’ and
customers’ customers’ needs with an average of 5,4 on a scale from 1 to 7. Again, there
were only two times number 4 and one number 3 given. These smaller numbers still
show that not everything is perfect in the understanding of the customers’ needs or col-
lecting the understanding. Various themes were found in the methods of how the case
company is collecting the understanding from the customers and their customers. Six
survey participants said that open and continuous conversation with the case company
helps in collecting the understanding of their needs: “Active collaboration with the client
where [case company] is collecting data of user needs.” (SP 16) This collaboration is
either done via emails, phone calls, or meetings: “We have held meetings where the
needs of both our company and our customers have been assessed.” (SP 12) The case
company is said to collect understanding of their customers and customers’ customers’
needs by listening carefully, asking questions, or in many different forums. Even though
most of the answers were positive, there were two not satisfied survey participants:
“However, we often have to remind and tell about the needs separately also via e-mail
or phone even though the topic is already discussed.” (SP 6) Also, not always the prob-

lem is in understanding but implementing it into action: “Well, but it’s a different matter
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whether they can actually implement it, especially not quickly enough.” (SP 15) One last
way to collect understanding is from the company’s systems and how they monitor their
customers or customers’ customers: “The case company has its own system where they
can view the charging data for all vehicles.” (SP 13) In conclusion, there are various ways
to collect understanding of the customers’ and their customers’ needs. It just needs to be
done with clear internal processes, and the knowledge must be stored so that it can be

found easily in the next meeting.

Five survey participants said that there is no other additional knowledge that the case
company could collect to better understand their or their customers’ needs: “With this
state of cooperation there isn't.” (SP 3) This shows that maybe for development of the
customer relationship, there could be some additional knowledge to be collected. Still,
eight survey participants had some ideas for additional knowledge to collect from them.
One idea is to have more regular meetings to discuss possible needs. Another idea is to
have a clear one address where the customer can give feedback or ask for further ques-
tions: “There is a need for a clearer, single point of contact where feedback regarding
identified issues or defects can be sent.” (SP 15) Linked to this and previous findings in
the company interviews, one survey participant mentioned that there should be improve-
ment done in the internal processes of the case company: “Yes. By making internal
guidelines or instructions about the each bigger client/customer.” (SP 6) Yet another im-
provement idea for collecting additional knowledge is to understand better the level the
customer is in charging infrastructure understanding. This could also be collected by

surveys or other monitoring, as one survey participant proposed.

The usefulness of the knowledge received from the case company was rated to be 5,3
on average on a scale from 1 to 7. There were again one number 2, one number 3, and
one number 4 in these answers, which shows that not everyone is happy with the
knowledge they receive. Four survey participants specifically said that there is no addi-
tional knowledge they could need from the case company to benefit their business and
value creation to their customers. However, ten survey participants still gave ideas about
this additional knowledge. One idea is to have training for the customer company,
whether it is about the market and EV charging business or to teach to use the company’s
systems even better: “A deep dive-style training on the possibilities of using the Cloud
for monitoring chargers.” (SP 1) Two survey participants mentioned how they would like
to know about future technologies regarding EV charging: “Also interested in any future
new technologies regarding the mega charging stations.” (SP 4) In addition, knowledge
about big trends, IT innovations, or R&D could come from the case company for the

customer:
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“Your comprehensive expertise and skills are key in the current, somewhat
challenging electrification of the automotive industry. The better and more
innovatively you understand and stay ahead of various customer needs, the

more successful we will be together in these partnerships.” (SP 10)

Once again, the business-specific context is brought up. As said before, giving training
or informing about the current changes in the market could be beneficial for the custom-
ers to create value for their businesses or their customers. Another idea for additional
knowledge to receive from the case company is charging specific knowledge: “The rela-
tionship between the realized charging volumes and time in previous projects, meaning
how they have developed over time.” (SP 12) Understandably, the case company wants
to keep some knowledge by themselves, but this is something to think about. Finally, one
idea was to receive success stories and how other companies have managed to electrify

their businesses:

“Interested in success stories of companies setting up mega-charging sta-
tions, the path that requires, and the experiences they have had. How the

different stakeholders play a pivotal role in the success.” (SP 4)

In conclusion, there is a lot of knowledge that the customer company thinks is useful to
create value for their own business and that the case company has not yet provided for
them. These ideas presented previously are good action points for the company to think
about in the future to build even better partnerships with their customers. The ideas are
exactly for monetizing customer relationships, as both parties can maximize their value

from this customer-centric way of transferring knowledge.

Even though five survey participants answered that they could not come up with im-
proved ways to transfer knowledge with the case company, eight survey participants had
some ideas. Three survey participants mentioned that regular meetings could improve
knowledge transfer. It seems like some customers already have regular meetings, but
others do not with the case company. This could be solved once again with proper inter-
nal processes and definitions for customer relationship management. Two survey partic-
ipants mentioned their portal where they could acquire knowledge about charging: “An
automatic alert if a charging station is not functioning. Currently, we have to manually
check and request repairs.” (SP 13) Thus, systems that transfer specific knowledge au-
tomatically could be good and save both parties’ time. One more idea to improve the

knowledge transfer is to collaboratively be in business events and discuss current topics.
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In conclusion, informing about new regulations, opportunities, or requirements would be
a good knowledge transfer improvement, and it would improve the current value co-cre-

ation together with the case company and the customer.

4.2.2 Action Points from the Survey Results

Finally, two participants specifically wanted to add that more active communication is
needed. Table 9 shows the themes that were presented in these results based on the
analysis of the customer survey. As said before, the two large themes of the survey,
knowledge transfer and value co-creation cannot be separated because the questions in
the survey considered both themes simultaneously. Consequently, there are smaller

themes found in the customer survey.

Table 9: Action points in each theme from the customer survey

Collecting customer knowledge Continuous and open communication.
Monitoring.

Gaps in understanding and implementa- | Storing collected customer data.

tion Quicker implementation needed.

Usefulness of knowledge Desire for more knowledge on market in-
sights.

Success stories and best practices.
Knowledge transfer improvement ideas | Regular meetings.

Portals for automatic updates (e.g. charging
situation).

Participation in business events.

Internal processes and communication | Improving internal guidelines and pro-
cesses.

More active communication and stream-
lined CRM efforts across the organization.

Standardize processes for regular customer
interactions.

These themes and improvement ideas for knowledge transfer and customer relationship
monetization function as action points for the case company. By implementing these
knowledge transfer improvements in their internal processes, the value of customer re-
lationships can be maximized. These results can be next further analyzed by linking them
to the results of the company interviews as well as the related research. This connecting

and analysis are done next in the discussion chapter.
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5. DISCUSSION

In this chapter, the interview and survey results will be linked to the theory from the re-
lated research. The key is to answer the research question: “How can a customer-cen-
tric growth company transfer knowledge to monetize customer relationships?”
The results of the interviews will give an understanding of the case company’s points of
view. However, because of the small number of interview participants, the findings of the
related research will be needed to create a full understanding and build the framework
for customer relationship monetization. The survey results will also bring understanding
from the customers’ side, which will help to answer the research question with better
validity. By linking the results to the related research theory, the case company gains
validation for its processes in the context. In addition, the academic value comes from
understanding how a customer-centric growth company and its customers see

knowledge transfer and customer relationship monetization.

5.1 Integrating Knowledge Transfer to Business Growth

The company’s personnel must understand how knowledge transfers in their company
and with the stakeholders. For this, managing the transfer of tacit and explicit knowledge
during fast growth is critical. SECI model by Nonaka (1994) helps to understand how
these knowledge types can be converted to each other and back. To integrate knowledge
transfer into business growth, the company’s processes and structures need to be im-

proved for a more efficient knowledge flow.

5.1.1 Bridging Tacit and Explicit Knowledge Gaps

The results from the interviews show that the knowledge transfer depends highly on in-
dividuals and their capabilities in the company. The survey results also reveal that the
customer thinks the case company should improve internal knowledge transfer and
standardize their processes for customer interactions. The theory of internal stickiness
from Szulanski (1996) was discussed in the related research chapter. Especially the part
of enhancing the understanding of best practices would be the key to improving the case

company’s internal stickiness. Another improvement aspect found in the theory concerns
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social networks and relationships. The company must be able to facilitate the communi-
cation in the social networks (Back et al., 2007, pp. 1-31). This facilitation needs man-

agement and structured processes as well as internal regulations.

Trust is a part of tacit knowledge that should be transferred between the company and
the customers (Nonaka et al., 2000). The survey results show that more open communi-
cation is needed between the company and the customers. Also, the interview results
show that the knowledge-sharing culture is somewhat informal and mostly consists of
mouth-to-mouth knowledge. Consequently, the results highlight the need for knowledge
conversion from tacit to explicit knowledge to increase the openness of knowledge and

its formality.

The SECI model from Nonaka (1994) reveals the actions that can be made to convert
tacit knowledge into explicit knowledge. This is the externalization phase in the SECI
model. The company should convert tacit knowledge into explicit knowledge by facilitat-
ing creative and essential discussions to create new concepts and processes from the
tacit knowledge that employees have (Nonaka et al., 2000). This goes hand in hand with
the results from the interviews and the survey. The next phase in the SECI model is the
combination, where explicit knowledge is converted into more complex and systematic
explicit knowledge. This phase needs the working systems in the processes, which
means that the ERP and CRM systems should be in high use in the company. The inter-
view results show that the system roles are unclear for many employees. Hence, there
should first be a clear definition of all the systems that the company is using to start the
combination of explicit knowledge. One aspect of the combination is also reporting,
where data is gathered and presented in a simplified and visualized form for people to
understand it. After combining the explicit knowledge in the company, it can start inter-

nalizing it into tacit knowledge again (Nonaka et al., 2000).

As found in the interview results, knowledge transfer is highly dependent on individuals
as they need to learn by doing when they start at the company. Training and educating
people with programs and having a defined introduction process for new employees
would help the company to internalize explicit knowledge into tacit knowledge. Then
there is the socialization phase of the SECI model, where tacit knowledge is converted
into tacit knowledge. This occurs for example in shared experiences, which means that
the company should promote cooperation and collaboration, as seen from the related
research (Nonaka et al., 2000). The interview results show that the employees feel that
there are silos, partly due to the fast growth and the market pace of the case company.

As Goh (2002) stated, to break down silos in the company, cross-functional teams need
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to be encouraged. Thus, once again the management has a large role in knowledge

conversion to enhance the whole knowledge transfer both internally and externally.

5.1.2 Enhancing Structures for Efficient Knowledge Flow

The structures in the company should be improved for a more efficient flow of knowledge.
As said earlier, silos, cooperation, and collaboration are keys to enhance the knowledge
transfer. The related research theory shows that this all can be helped by creating a
better organizational culture in the company. Incentivizing employees to share and ab-
sorb knowledge is needed for the organizational culture to support knowledge transfer
(Wilkesmann et al., 2009). The interview results reveal that convenience, speed, and
strategy achievement are the most common motivational factors to transfer knowledge.
Consequently, the company management should motivate the employees with these fac-
tors to create a better organizational culture around knowledge transfer. One way is to
educate the employees on the positive outcomes of knowledge transfer. Still, the moti-
vation must be intrinsic for the best possible knowledge transfer. Other factors affecting
the organizational culture and hence knowledge transfer success are cooperation and
collaboration, in which trust is a key component (Goh, 2002). Once again, trust can be
increased with openness and transparency, which are both found in the survey results
to be lacking from the case company. Another aspect next to organizational culture is the
hierarchy and structure of the company (Goh, 2002). The interview results showed that
the knowledge-sharing culture is very open in the company. Also, it was mentioned mul-
tiple times that the company has very low hierarchies, which is a good thing, according

to the interview participants.

The interview results showed that absorptive capacity is on a different level between
individuals. As found from the related research, the level of employees’ expertise and
ability to understand and apply knowledge is highly linked to the success of knowledge
transfer (Chen et al., 2009). One reason for the different skills between individuals in the
case company is that there is no structured introduction process when the individual
comes to the company. By having a systematic process of introducing the people, the
systems, and the organizational culture to the new employees, the absorptive capacity
could also be increased. Of course, as found in the interview results, remote work is one
pain point in knowledge transfer. Remote work can make it more difficult to absorb
knowledge in various situations. This is also shown in related research by Cummings &
Teng (2003), as the physical distance is said to be a factor influencing knowledge transfer

success. Also, other factors such as knowledge distance, recipient’s learning culture, and
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transfer activity were mentioned by interview participants. However, the recipient’s prior-

ity or source’s articulability was not present in the results of the interviews or the survey.

After analyzing knowledge transfer with related research and conducting interviews and
a survey with the case company and its customers, it is evident that the success of
knowledge transfer internally and externally is highly dependent on the leadership and
management in the company. Even though the individuals in the company are the ones
mostly transferring knowledge, motivating, facilitating, creating the organizational cul-
ture, energizing the Ba, and educating depends on the management. The management
should make decisions on clear roles of people and systems in the company. When these
are well defined, it enables the employees to know where to absorb knowledge in the
first place. In addition, the role of middle managers is very important, as the behavior of
the supervisor directly influences the knowledge sharing of the employees (Anand &
Dalmasso, 2020). In conclusion, the management level should take learnings from this
study to start changing the company’s processes and structures into more systematic
and transparent ones. This is even more important in a growth company that is working
in a fast-paced environment, as the systematic processes and structures help improve

the knowledge transfer inside and outside of the company.

5.2 Promoting Customer-Centricity Through Knowledge In-

sights

The customer knowledge must be integrated into the organization’s processes well to
drive customer-centric growth. The related research theory show that the organizational
culture must be aligned with the customer-centric mindset, and the customer must be in
the middle of the processes even inside the company (Loshin & Leifer, 2013). The inter-
view results show that improving customer-centricity implies the understanding of cus-
tomer needs. By understanding the needs of the company’s customers and their cus-
tomers, knowledge transfer can be improved. Once again, this needs systematic pro-
cesses, working systems, leadership, and balancing between tacit and explicit
knowledge. The survey results reveal how important it is for customers that the company
fully understands their needs. The results show that customers feel the gap between
understanding and implementing the product or service for the customer. According to
the survey results, it all starts with the collection of customer knowledge and how that

knowledge is managed within the organization.
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5.2.1 Systems and Processes for Deepening Customer Engage-

ment

Customer relationships must be well managed to increase customer engagement. Also,
with more customer engagement, the company can increase the customer-centricity of
their products or services if it involves the customers in their processes. (Lamberti, 2013)
The survey results show how important it is to be customer-centric while growing and
working in a fast-paced market. Also, according to the survey results, the collection of
customer knowledge needs to come from continuous and open communication. While
customer interactions and exchanging tacit knowledge with the customer are needed to
really understand and know the customer, systems are also needed. For example, mon-
itoring of the products, in the case company’s case electric chargers, could be more open
and transparent with the customers. Hence, as found from the related research, the cus-
tomers need to be involved in the process of developing systems, to know exactly what

is needed from the systems (Habel et al., 2020).

Another aspect is the storing of collected customer knowledge and data, according to
the survey results. If the knowledge collected from customer interactions were system-
atically stored in a CRM or other system, it would make the customer relationship better
through transparency and clarity. The importance of systems and platforms for
knowledge sharing was also highlighted by Riege (2005) in the related research chapter.
The survey results showed that there is a need for quicker implementation. The speed
of implementing the products or services would also be improved through systematic
knowledge storage. Speeding up decision-making and training in the company can be
accomplished through successful knowledge transfer and knowledge sharing, as men-

tioned in the related research chapter (Liyanage et al., 2009).

Customer-centricity is defined in the related research chapter, and part of it states that
the goal is to improve the whole customer experience, deliver a superior product or ser-
vice, and co-create mutual value. This all can be achieved if the company analyses its
customers’ behavior and involves them in the innovation and marketing processes. As
found from the related theory, the company’s resources should be allocated more to big
data, predictive analytics, and metrics, algorithms, customer service, and innovation
(Giménez, 2018). The survey results show that the customers would indeed want to
know more about the market insights, success stories, and best practices. Consequently,
the results show that the knowledge that customers gain from the case company is not
as useful as it could be. The key is to co-create mutual value for all stakeholders in the

customer-centric strategy. The interview results show that also the motivation to involve
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customers in the company’s processes is there. The implementation of customer involve-
ment has just not been made systematic into a process in the case company. Once
again, leadership plays a key role in improving customer-centricity through customer en-
gagement with systematic processes and systems that are clearly defined across the
organization. It was also mentioned by Loshin & Leifer (2013) that customer-centricity
starts from the top of the company. In conclusion, the interview and survey results align

with the theory of customer-centricity.

5.2.2 Leadership and Cultural Alignment for Customer-Cen-
tricity

The survey results show that the customers of the case company have improvement
ideas for knowledge transfer. The company must systematically listen to the customers
and how they see their future in the market. One key improvement needed was more
regular meetings with the customer and the company. With more customer interactions
in regular meetings, the company can better improve its relationship with the customer
by transferring both tacit and explicit knowledge. This would also help in building the
long-lasting customer relationships that are needed in customer-centricity (Tuominen et
al., 2023). The interview results revealed one idea for improving the customer relation-
ship management process. According to the interview results, a key account manager
who manages customer interactions and regular meetings, as well as the knowledge
transfer between the company and the customer, would make the customer relationship
better. If the company would fully implement this key account manager process with
every customer, the processes would be more systematic, and the roles of people would
be clearer. This would also be aligned with Tuominen et al. (2023), who stated that the
resources must be allocated in the right way for the best opportunity to grow with cus-

tomer-centric strategies.

The whole culture in a company should be about keeping the customer in the middle of
processes if the company wants to be customer-centric. The case company understands
how customer-centricity can be fully achieved, but the interview results show that the
company is not yet fully customer-centric. The interview results show that leadership
alignment is critical for a customer-centric culture, which aligns with the related research
on customer-centric strategies and management. Hence, while the pressure of keeping
the customer relationships on a desired level is on the salespeople, the management

has once again a clear role in building the customer-centric culture. When the culture is
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present in everything that the company does, from innovation to product or service im-
plementation, the customers can be better engaged, and value is co-created for every-

one.

5.3 Monetizing Customer Relationships Through Strategic

Knowledge Use

As said in the related research chapter, monetizing customer relationships starts with
customer data analytics and understanding customer insights. By continuously measur-
ing the results and understanding the causes and effects, the company can start creating
value with the customers. Another important aspect is customer categorization, as not
every customer brings the same value to the company. Loshin & Leifer (2013) described
different customer valuation variables that could be used to measure the value of the
customer for the company. They say that the value of customer-centricity consists of
revenue, reduced costs, reduced risks, increased productivity, and increased customer
experience. The whole customer survey in this research helped to understand what
would bring the most value to the customer. By listening to the customer and analyzing
their behavior, the company can leverage the customer knowledge for customer relation-
ship monetization. The interview results show that there are improvement aspects in
customer relationship monetization. Also, the results show that knowledge transfer is a
crucial factor in monetizing customer relationships, especially in the acquisition and in-

ternal distribution of knowledge.

5.3.1 Leveraging Customer Knowledge for Monetization

To leverage customer knowledge for customer relationship monetization, the case com-
pany needs better tools, analytics, and systematic processes according to the interview
results. The theory from the related research adds the important role of change manage-
ment to this list. Loshin & Leifer (2013) state that change management is at the core of
taking advantage of customer data analytics results. As a result, customer relationship
monetization is a large mission, and the whole company should be tackling it. Both the
interview results and the theory from the related research show that trust and close cus-
tomer relationships are still one of the key drivers in this mission. This highlights the fact

that customer relationship monetization is everyone’s job and mission in an organization.
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When the company knows its customers, they should be analyzed into categories based
on different variables, as explained by Loshin & Leifer (2013). Even the employees them-
selves see the problem in the case company that there are gaps in the current customer
categorization and prioritization. The problem seems to be the implementation of the
categorization and prioritization lists and not the creation of them. The company has tried
many different categorizations, segmentations, and prioritizations, but there is not a sin-
gle list of customers at the moment that would show the absolute truth to the whole
company. The management and the employees have different views on what kind of
categorization or prioritization is done. Nevertheless, the interview results show that the
participants understand the importance of categorization for value maximation, but the
work is just not implemented fully across the organization. Once again, the problem
seems to be ineffective knowledge transfer. In this case, there might be too much organ-
izational distance or knowledge distance, which causes the ineffective knowledge trans-
fer. The company’s management needs to understand the factors that influence

knowledge transfer success, as presented earlier by Cummings & Teng (2003).

The leveraging of customer knowledge should start in the customer interactions where
the knowledge is acquired. After this, the collected customer knowledge and data should
be stored and distributed to the organization. These results came from the customer
survey, which means that there has been some communication failure before between a
customer and the case company. When the customer knowledge is properly stored and
distributed to the people who need the knowledge in the organization, the implementa-
tion of projects and services can also be faster, which is hoped by customers in the
survey. This all comes back to knowledge transfer and how important it is, according to
the interview results and the theory from related research, to share knowledge for better

problem-solving and service building.

5.3.2 Implementing Knowledge-Driven Growth Strategies

The related research on growth companies shows that a company can grow by network-
ing, organically, or by acquisition. Now it is evident that customer relationship monetiza-
tion and networked growth have aspects in common. In networked growth, there are
long-term, close, and deep relationships in the network (Kukko, 2013). In addition, busi-
ness processes are mutually planned, and there are mutual interests, values, and flexi-
bility between the networked partners (Kukko, 2013). The survey results show how the
case company’s customers are interested in all of this and have the motivation to build

a common network. Interestingly, the interview results do not mention growth as a goal
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from networking and building partnership relationships with the customers. Since the
case company is a growth company, the company’s management should see the poten-
tial of growth from the networked growth through customers. Growth can be seen as one

aspect of the value that is maximized in customer relationship monetization.

Kukko (2013) also says that networked growth needs managerial attention and effort, as
well as a clear structure of the network, but independence of the organizations. The sur-
vey and interview results show that both aspects are underlined. Once again, the clearer
structure and more managerial effort could come from a key account manager process,
where one person oversees the customer relationship. In conclusion, the better the qual-
ity of customer knowledge, the better chances there are to grow by networking, as cus-
tomer knowledge helps to achieve mutual goals with each customer. By making cus-
tomer relationships more like partner relationships, a company could plan the future mu-

tually with the partner in the organization’s processes.

The theory from the related research revealed that the main reason for social network’s
existence is the transfer of knowledge. It is highlighted that only the right people, with the
right knowledge and motivation, can build a successful network. (Back et al., 2007)
Hence, the management must be able to recognize the potential of different people and
managers to work with the partners and customers to maintain and grow the mutual
network. Back et al. (2007) add that the company should, in addition to managing the
people, give the required tools for knowledge transfer inter- and intra-organizationally. It
can be seen as a large entity to manage a company and the monetization of customer
relationships. It is a combination of managing people, systems, and networks. The first
step is to plan all this, but the implementation of these knowledge-driven strategies will

be the key to maximizing value and monetizing the company’s customer relationships.

5.4 Practical Implications and Contributions

This thesis presents a framework for monetizing customer relationships. It works as a
practical implication of the findings in this thesis. The framework can be built from the
basis of the relevant research, the company interviews, and the customer survey con-
ducted in this study. In this section, the framework is presented, and the contributions for

the case company are presented.
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5.4.1 The Framework for Customer Relationship Monetization

The framework is both a contribution to the research of knowledge transfer and customer

centricity, and it also functions as a structural guidance for customer-centric growth com-

panies to monetize customer relationships. The key concepts for customer relationship

monetization from the related research and the research results are listed here:

Knowledge transfer in the organization’s social networks
Analytics & measurement of customer knowledge

Change management & leadership for strategic decision-making
Systems for knowledge transfer (storing, sharing, managing)
Categorization and prioritization of customers

Systematic and standardized processes

Other findings from the related research and the research results include the key account

manager process for managing customer relationships, education and introduction of

employees in the organization, system and role definitions, and usefulness of knowledge

in customer interactions in both directions. Figure 11 shows the framework for customer

relationship monetization. It depicts the role of the key concepts regarding knowledge

transfer and customer relationship monetization through mutual value co-creation.
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Categorization
& prioritization
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Customer
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Systems for
transferring
knowledge

Analytics &
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Change
Management
& Leadership

Figure 11: The framework for customer relationship monetization includes six key

concepts as recommendations

All six key concepts in Figure 11 are drawn from the related research, the interview re-
sults, and the customer survey results. By combining these three research methods, it
was possible to discuss how these key concepts align with customer relationship mone-
tization. The six key concepts are colored with different colors to visualize the fact that
they are individual areas that should be taken as action points for improvement. How-
ever, all of these six action points are linked to each other on a larger level. If one of
these is lagging behind the others, the mutual value with the customers cannot neces-
sarily be maximized, which means that customer relationships are not monetized to their
full potential. The arrows indicate that each of these key concepts directly influences
customer relationship monetization. Next, each of these key concepts and, at the same

time, recommendations for the case company are opened one last time.

Systematic and standardized processes means that the case company should make

sure that everyone knows the basic processes in the company. This includes knowing
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each other’s roles, what systems there are, and how the knowledge flows, for example,

from the customer to the organization.

Knowledge transfer in the social networks means that there need to be clear systems
and methods for how knowledge from the company’s social networks is stored, analyzed,
and applied to new use. In addition, the knowledge that goes from the company to its
social networks needs to be well-processed and put into an understandable format. This

knowledge transfer includes both the tacit and the explicit knowledge.

Analytics and measurement means that the company must analyze the customer’s
behavior to understand their needs fully. After the customer insights are collected and
the knowledge is analyzed, there needs to be continuous measurement of the changes

in the market and customer behavior.

Change management and leadership means that there needs to be personnel to over-
see the whole entity and how the customer relationship monetization is going. Change
needs to be well managed, especially in a fast-paced market or when working in a growth
company. The management must be ready to make changes in processes and make
strategic decisions with the knowledge that they acquire from analytics and continuous

measurement.

Systems for transferring knowledge are needed to store knowledge and to make it
accessible to the people in the organization who need it. The systems need to be clearly
defined. If there are multiple systems for storing data from customer interactions, there

needs to be clear regulation of which system is the one for customer data.

Categorization and prioritization of customers means that the company must define
its potential customers and measure their value for the company. This value can consist
of multiple variables. When the categorization and prioritization are done, this needs to
be implemented by the management. This is high-priority customer information that
needs to be understood by people working in customer touchpoints, but also employees

around the organization to create the most efficient customer relationship monetization.

5.4.2 Contribution for the Case Company

This framework will be used in the case company to implement actions on the six key
concepts that help monetize customer relationships. The company already acknowl-
edges the six concepts presented in the framework, but the implementation of them is
lacking. The framework will be presented to the management of the case company, and

a presentation of the thesis will be given to the personnel in a monthly meeting. The goal
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is that all six concepts from the framework are understood around the company, and a
concrete list of actions is built with the management to drive for better customer relation-

ship monetization.

As said earlier, all the six key concepts are linked to each other and cannot be fully
implemented alone. However, the case company could start by making sure that the
processes are made systematic and standardized in the company. Also, customer prior-
itization and categorization are highly important to implement at the start. The systems
for the knowledge transfer must be defined, and their use must be implemented in the
processes, which means this key concept is also done at the same time. Change man-
agement and leadership are present during the whole process of implementing the key
concepts to monetize customer relationships. Knowledge transfer with the social net-
works and analytics and measurement are as important as the previous key concepts,
but they can be implemented after the first four key concepts implementations have be-
gun. In conclusion, even though the framework’s key concepts work as recommenda-
tions, they do not have any generalizable priority over each other. The following recom-
mendation of implementation order is meant for the case company of this thesis. The

case company should implement the six recommendation points in two phases:

1. Make processes systematic and standardized, prioritize and categorize custom-

ers, define systems and their roles for the personnel’s use, and manage change.

2. Transfer knowledge with social networks, and measure and analyze the market

changes.

Following these two phases that include the six key concepts as recommendation points
for the case company, it can start improving its customer relationship monetization prac-
tices. Implementing these can take time, but it should be started as soon as possible to

achieve the best possible outcomes in the future.
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6. CONCLUSION

The goal of this research was to answer the research question: How can a customer-
centric growth company transfer knowledge to monetize customer relationships? This
goal was derived from the need of the case company to understand how value and profit
can be gained from customer relationships while creating an exceptional customer ex-
perience for their customers and the customers’ customers. Hence, customer-centricity,
knowledge transfer, and growth were the main concepts to research in the theory of this

thesis. The three sub-research questions were:
RQ 1.1: What are the requirements for knowledge transfer in growth companies?

RQ 1.2: What are the special characteristics that customer-centricity introduces to

knowledge transfer?
RQ 1.3: How does knowledge transfer help monetize customer relationships?

To answer these sub-research questions, related research search and analysis were
conducted, after which two empirical research methods were used to gain deep insights
of the research topic: interviews with the case company’s employees and management
and a survey for the customers of the case company in the form of an online question-
naire. From the literature and the empirical results, a framework for customer relationship
monetization was created. This framework provides novel knowledge to support the main

goal of this research.

6.1 Summary of the Key Findings

In the related research chapter, knowledge transfer was defined as a dynamic and iter-
ative process that involves the communication and transformation of tacit and explicit
knowledge between a source and a recipient. The modes of knowledge transfer from the
SECI model facilitate the creation, sharing, and operational integration of knowledge
(Nonaka et al., 2000). This process includes the generative knowledge integration mech-
anisms, as the knowledge is conceptualized, converged, and assimilated (Yen Teoh &
Pan, 2009) in the shared context “Ba”, which promotes mutual understanding and col-
laboration (Nonaka & Konno, 1998). Knowledge transfer takes place on all organizational

levels: individual level, intra-organizational level, and inter-organizational level (Wilkes-
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mann et al., 2009). The goal of knowledge transfer is to continuously improve organiza-
tional practices and create competitive advantage by integrating new and existing
knowledge effectively and efficiently (Nonaka et al., 2000). Based on the theory from the
related research, the requirements for knowledge transfer in growth companies include
six aspects: Managerial communication, maintaining networks, supporting tools and in-
frastructure, continuous adjustment, metrics and reporting, and employee and customer

motivation. These six requirements were also considered in the framework formation.

Customer-centricity introduces some special characteristics to knowledge transfer. Cus-
tomer-centricity itself was defined in the related research chapter as a business strategy
where a company prioritizes understanding and meeting customer needs. This is done
by analyzing changes in customer behavior and by involving them in the company’s in-
novation and marketing processes to improve the whole customer experience, deliver a
superior product or service, and co-create mutual value. The definition already states
how important it is to include the customer in the company processes. Hence, a trans-
parent knowledge transfer that is clear to everyone who takes part in the transfer of
knowledge is needed to drive the customer-centric business strategy. Furthermore, the
internal knowledge transfer must be aligned with customer categorization and prioritiza-

tion to be customer-centric.

Knowledge transfer does help monetize customer relationships. In the related research
chapter, customer relationship monetization was defined as the process where a com-
pany leverages data analytics of customer insights to enhance their strategic decision-
making and maximize the value from customer relationships to enable business growth
and improved customer satisfaction. As seen from the definition, the value for customers
is also included in customer relationship monetization, which means that value co-crea-
tion is a large part of the concept. Both the interviews and the customer survey results
show that knowledge transfer is the key to successful relationship management and mu-
tual value co-creation. Knowledge transfer to both directions with the customers adds
value to all parties in the equation. This knowledge transfer can occur, for example, in
customer interactions, where most of the tacit knowledge is transferred. In addition,
knowledge is transferred through systems, which also need structured and systematic
processes. Functioning and clearly defined systems enable the transfer of explicit
knowledge between the customer and the organization, as well as inside the organiza-
tion. Also, converting tacit knowledge into explicit knowledge is one key to customer re-

lationship monetization.



79

The framework for customer relationship monetization was created based on the theory
from the related research, the results from the company interviews, and the results from
the customer survey. The framework proposes six key concepts that help monetize cus-

tomer relationships. The six key concepts that work as recommendations are the follow-
ing:

e Knowledge transfer in the organization’s social networks

¢ Doing analytics & measurement of customer knowledge

¢ Improving change management & leadership for strategic decision-making

o Systems for knowledge transfer (storing, sharing, managing)

e Categorizing and prioritizing customers

e Making the organization’s processes systematic and standardized

The case company, as well as other customer-centric growth companies, can use this
framework to improve their processes and organization structure for value maximization.
The management of a company has a lot of responsibility in creating the organizational
culture that helps the organization to be customer-centric and monetize customer rela-
tionships. Knowledge transfer must be highlighted in the process and structure imple-
mentation because then employees understand why there is a need for defined roles
and systems in the organization. The company’s personnel need to recognize the bene-
fits of successful knowledge transfer to understand why the processes and structures
around systems need to be followed. Because the key six concepts are all equally im-
portant, they cannot be put in a specific order of implementation. However, a broad order
of implementing these six key concepts in two steps is presented for the case company.

For the company, these six recommendation points could be implemented in two phases:

1. Make processes systematic and standardized, prioritize and categorize custom-

ers, define systems and their roles for the personnel’s use, and manage change.

2. Transfer knowledge with social networks, measure and analyze the market

changes.

The case company should start implementing the six recommendation points in these
two steps to achieve the best possible outcomes in customer relationship monetization

in the future.



80

6.2 Validity of the Research

There are some limitations in this research, even though the use of the research methods
was carefully planned for the best credibility, transferability, dependability, and conform-
ability of the findings. According to Shenton (2004), these four criteria should be consid-
ered when evaluating qualitative research. Credibility means the internal validity of the
research, which measures how well the research answers the research question(s). In
this research, the credibility was addressed by carefully considering and explaining the
research design choices. In addition, research method triangulation was used to increase
the credibility and internal validity of the research. Studying the related research, as well
as conducting the interviews and the survey made it possible to answer credibly the

research questions.

Transferability refers to the generalizability of the research (Shenton, 2004). The inclu-
sion of related research in this thesis increases the transferability of the findings. On the
other hand, because the research was a case study of one company in Finland, the
transferability is decreased. To generalize the findings and the framework created in this
research, there is a need for future research. The interviews and the customer survey
could be conducted in many companies, either in Finland or in several countries, to un-
derstand cultural differences in knowledge transfer, customer-centricity, or growth. The
number of participants in the interviews was typical for a qualitative interview study, and
the survey had a decent number of respondents. However, the transferability of the re-
search could be improved with an even larger number of survey respondents. Yet an-
other factor influencing the transferability is the case company’s specific business con-
text. As the case company operates in a rapidly evolving market, some challenges could
be unique to its business environment. While the case company is a valid example of a
growth company, future research could be conducted in other business contexts to get
an even richer picture of knowledge transfer, customer-centricity, growth, and customer

relationship monetization.

Dependability measures the reliability of the research (Shenton, 2004). The reporting of
the research influences the dependability of the research. Because it is well described in
the research what was planned and how the research was conducted, the dependability
is on a good level. This reflection and the explanations of the research design increase
the reliability. One aspect of reliability is also the quality of the interviews or questionnaire
answers. When conducting the interviews, it was noticed that the interviewees often

found it easier to identify what does not work in the company than what does. This is why
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it was a good choice to also ask the question about what works in knowledge transfer in

the company. This effect also influences the generalizability of this research.

Finally, confirmability refers to objectivity, which means that the findings are the result of
the experiences of the research participants rather than the preferences or ideas of the
researcher (Shenton, 2004). This is affected by the research and reporting skills of the
researcher. Again, method triangulation increases the confirmability. Another aspect of
confirmability and objectivity is that the findings are completely based on the results
found from the related research, company interviews, and customer survey. Of course,
there is still some style of writing or forming themes in the analysis phase that can be
affected by the personality and skills of the researcher, which might decrease the con-

firmability.

6.3 Reflection and Future Research

Reflecting back to the work that was done during six months, several key insights emerge
regarding the strengths and limitations of the thesis. The case company’s employees
and management have been interested in this thesis from the start, which helped to un-
derstand how important it is to gather valuable insights from the literature and especially
from the interviews and the customer survey. The strength of this thesis was that the
management was very interested in the topic and committed to offering their input to the
study. This helped in the survey and interview creation, as well as contacting the partici-

pants for the interview and for the customer survey.

Another factor contributing to the successful outcome of this thesis was the nature of the
case company. Being a growth company that is strongly committed to customer-cen-
tricity, they will be able and motivated to improve the knowledge transfer practices in their
processes. It is therefore expected that the findings will be taken into actual use by the

company now that the thesis is ready.

One challenge was the language, as English is not the mother tongue of the writer, nor
of most of the participants in the interviews. This is why most of the interviews were held
in Finnish. However, this meant that translating the key terms in this thesis, such as
knowledge transfer and customer relationship monetization could have created some
misunderstandings. For example, the knowledge transfer -term does not translate well
in Finnish, as it might be mixed with information transfer or data transfer. This translation

and communication with the participants had to be carefully planned and implemented,



82

but there is still a chance that some participants might have had a misaligned under-
standing of some of the concepts. To mitigate this challenge, the words and concepts

were always discussed at the beginning of each interview.

In this study, only one case company was investigated. Different types of growth compa-
nies would possibly reveal further aspects of knowledge transfer, but focusing on one
company already gives deep insights into the topic, and it was a realistic scope of the

master’s thesis work.

Even with these limitations, the findings of this thesis will contribute well to the case
company’s future practices and academic literature. The related theory chapter was val-
uable, as it provided a comprehensive understanding of the topic. After writing the theory
chapter, conducting the interviews and survey was straightforward and focused. The de-

veloped framework and its visualization offer a clear view of the main finding of the study.

This research combines the understanding of companies’ knowledge transfer, growth,
and customer-centricity theories in the same study. This combination is novel in research,
so besides the practical impact on the case company, there is good potential for scientific
impact. Still, future research is needed to understand the detailed practices required for
knowledge transfer requirements in growth, the special characteristics that customer-
centricity introduces to knowledge transfer, and customer relationship monetization in
different business contexts and cultures. Further case studies and action research with
growth companies could be conducted to test and further develop the proposed frame-

work for customer relationship monetization.
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7. APPENDICES

7.1 Appendix A: Interviews

Semi-structured interview questions and the introduction text for the case company em-

ployees:

Thank you for participating in this interview for my Master’s thesis. The goal of my re-
search is to explore how a customer-centric growth company can transfer knowledge to

monetize customer relationships. The sub-research questions are the following:
- What are the requirements for knowledge transfer in a growth company?

- What are the special characteristics that customer centricity introduces to

knowledge transfer?
- How does knowledge transfer help monetise customer relationships?

In this interview you can give your insights on this topic from the perspective of our com-
pany employee who works in a customer touchpoint. The main themes of this interview

are knowledge transfer, customer-centricity, and customer relationship monetisation.

Knowledge transfer = a dynamic and iterative process that involves communication and

transformation of tacit and explicit knowledge between a source and a recipient.

Customer centricity = a business strategy where a company prioritizes understanding
and meeting customer needs by analysing the change in the customer behaviour, and
by involving customers in the firm’s processes to improve the whole customer experience

and co-create mutual value.

Customer relationship monetisation = a process where a company leverages data ana-
lytics of customer insights to enhance their strategic decision making, and to maximize
the value from customer relationships to enable business growth and improved customer

satisfaction.

All information you give in this interview will be confidential and the responses are anon-
ymised and only used in the academic research for my Master’s thesis at Tampere Uni-
versity. The anonymised results will also be shared within the company management.

The interview is semi-structured, which means that we can also discuss additional topics
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related to my prepared question list. You can answer the questions based on your expe-
rience both while at this company and at previous workplaces, for example, when con-

sidering suggestions for improvement.
Background information
1. What is your role in the company?
2. How long have you worked in the company and in this role?
Requirements for knowledge transfer
3. What is the knowledge sharing culture like in the company, in your view?
a. What motivates you personally to share knowledge?
4. How is tacit / explicit knowledge transferred
a. within this company that has been growing rapidly in the past few years?
i. Explicit knowledge
ii. Tacit knowledge
b. between the company and the customers?
i. Explicit knowledge
ii. Tacit knowledge
5. What are the pain points in knowledge transfer process in your experience?
a. Internally
b. Externally
6. What works well in knowledge transfer in this company?

7. What improvements would you suggest to enhance knowledge transfer in the

company?
Customer centricity and knowledge transfer

8. In your experience, how does customer centricity affect the type of knowledge
you need (tacit/explicit)?
9. How does customer centricity influence knowledge transfer processes in the

company?

10. How does the company make sure that customer-related knowledge is shared to

the employees who need that knowledge?
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11. How would you improve the customer centricity in our company?
Monetising customer relationships with knowledge transfer

12. How does the acquired customer-related knowledge help in enhancing customer

relationships?

13. How have you processed (for example filtering or structuring) the knowledge you

acquire from customers?

14. How has (if they have) the case company categorized the customers based on

the value they bring to the company?

15. Does the company take the customers’ customers into account in customer cen-

tricity and customer relationship monetization?

16. Can you give ideas for how the company could monetize the customer relation-

ships in the future?
a. What is the role of knowledge transfer in those future actions?
General reflections

17. Is there anything else you would like to add about knowledge transfer, customer

centricity or customer relationship monetization that we have not covered?

18. Do you have any questions for me regarding this interview or the research?

7.2 Appendix B: Customer Survey

Introduction text and questionnaire questions for the customer companies:
Introduction text:

The goal of this questionnaire is to analyse how Plugit is currently handling its customer
relationships and how knowledge is being transferred between Plugit and the customer.
We want to create a superior customer experience for our clients, and this questionnaire

allows us to gain valuable insights from our customers’ perspective.
The main themes of this questionnaire are:

e Knowledge transfer= a dynamic and iterative process that involves the
communication and transformation of tacit and explicit (hiljainen ja eksplisiittinen)

knowledge between a source and a recipient (i.e. company and its customer)
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e Value co-creation = Creating value collaboratively for the customer’s and the
company’s businesses by working together in the innovation and marketing

processes.

All information you will give in this survey is confidential and the responses are
anonymised. The results are used in the academic research for a Master’s thesis done
in Plugit, for Tampere University and within Plugit to improve your customer experience

and value co-creation with Plugit.

In case you have any questions, please contact me at samuel.vainio-mattila@tuni.fi.
Thank you for participating!

Questionnaire questions:
What kind of company do you identify as?
- Logistical company
- Truck OEM
- Real estate investor
- Retail
- Other

In the following questions answer with the number from the scale from 1 to 7 that most

accurately aligns with your thoughts on the topic.
How well do you think [case company] understands your needs?

Not at all

-1

- 2

- 6
- 7
- Extremely well

How well do you think [case company] understands your customers’ needs?
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Not at all

6
7

Extremely well

How effective do you think [case company] is in collecting understanding of your and

your customers’ needs?

Not effective
1

2

6
7

Extremely effective

(Open question) How is [case company] collecting this understanding of your and you

customers’ needs?

(Open question) Is there additional knowledge that [case company] could collect to better

understand your and your customers needs? Please elaborate:

How would you rate the usefulness of the knowledge you receive from [case company]

for developing your own business?

Not useful
1

2
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- 6
- 7
- Extremely useful

(Open question) What additional knowledge from [case company] would benefit your

business and create value for your customers?

(Open question) Can you envision improved ways to transfer knowledge between your

company and [case company]?

(Open question) Do you have additional comments or suggestions regarding this topic,

i.e. knowledge transfer and value creation? Please elaborate:

7.3 Appendix C: Thematic Analysis Example

Thematic analysis
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