911-016-1

Institute of Management
v%
VA, University of St.Gallen

Toward a Culture of Knowledge ing. & Collabor %

© 2011 This ca as written by Prof. Dr. Markus Kreutzer, Assistant Professor of Strategic Management,
University en (Institute of Management) and Marina Altuchov as part of the research program
"Responsible orate Competitiveness” (RoCC). It is intended to be used as the basis for class discussion
rather th%ﬂustrate either effectiveness or ineffectiveness of managing situations.

&

Distributed by ecch, UK and USA North America Rest of the world
. www.ecch.com t +1781 239 5884 t +44 (0)1234 750903
the case for |earn|ng Allights reserved f +1781239 5885 f +44 (01234 751125

Printed in UK and USA e ecchusa@ecch.com e ecch@ecch.com



911-016-1
Knowledge Management at Booz & Company

INTRODUCTION

In July 2008, Booz Allen Hamilton (BAH) announced the-separation of its two core
businesses: the U.S. government consulting business, which—retained the Booz Allgp
Hamilton name, and the commercial management consulting business, which coptinued
operations as a new firm, Booz & Company.

After the split, Booz & Company had to redefine its brand, culture;.and values to enhance its
strength and competitiveness as a globally operating, managernent consulting Afir1;/As one
element of its strategy and positioning, Bogz &' Company’s’ CEO, Shuraeet Banerji,
challenged the firm to be “foremost in foresight”—<that_is,\to be known for ideas-that are both
cutting-edge and rigorous. A key part of that strategy was directed(toward knowledge
management (KM) across the firm. Banerji’swvisian for the 90-year-old”*new” firm stressed
the importance of managing knowledge &s part_of thefirm’s compétitive sirategy, to bring the
best of Booz’s thinking to every client engagement: “By instilling_the.concept of capabilities-
driven strategy at Booz & Company, our €E©®/ Shumeet Banerji put emphasis on the
importance of having a state-efsthe~art. KM-system to capture-tie knowledge of the firm and to
connect experts to deliver the best pessible-resalt for clients.*{Matthias Biinte, PhD, partner,
August 2008)

Barry Jaruzelski, a partner-and headef corporate matketing, approached Adrienne Crowther,
a principal with over,1Q years of strategy consuliihg experience and three years developing
intellectual capital {IC) for-the firm. When_Crowitter accepted the leadership of Booz &
Company’s Kivi-agenda/ she"defined her new roie as the director of knowledge sharing and
collaboratign (KS&C):

e (to develop.the-firm’s agenda for instilling a culture of sharing and collaboration,

te_fead the)creation and roll-eut-of a new firm-wide, state-of-the-art KM system,

[

e 10 act as-an ambassadei_for improved connection, coordination, and communication to
foster innovation acrassithe firm.

In an early discussigrowith,Crowther, Banerji stated that he expected the firm’s KM activities
to act as a majér-differentiator, a challenging task in an industry known for advanced KM
systems.

One montirdater (August 2008), Thomas A. Stewart joined Booz & Company as chief
marketing. and” knowledge officer (CMKO). As former editor and managing director of
Harvafd-Business Review and best-selling author in the areas of IC and KM, Stewart
passessed” extensive expertise and was appointed to lead the firm’s efforts in the areas of
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marketing, IC, and KM.! Along with Crowther, Stewart would drive the change needed to
foster a culture of KS&C within Booz & Company.

Booz & COMPANY — AN INTRODUCTION

In 1914, Edwin Booz founded Booz & Company, the Tirst. management consulting firim/to
provide services and expertise in solving the most\important strategic problems (iaguing
corporations. In establishing his firm, Boozcreated™~a new, management=carisulting
profession.

With added partners over the years, Booz & Company became Booz AllenHamilton (BAH)
and evolved into one of the largest, globaliy.operating management congeitancies, providing
its services to both businesses and governmenits. Commercial consaiting”initially outpaced
government consulting. In the 1990s,-however,~the/U.S. goyernment began outsourcing
significant portions of business. \As( a~result;"BAH’s government) business (much of it
outsourcing as opposed to strategy ‘consulting)\grew to becctrie four times bigger than the
commercial consulting business:. Considering’ its entrepreneurial commercial consulting
business and the significantly larger U.S.=eentric governinent consulting business, it became
clear that the firm was eperating-two-distinct business moeets, In 2008, prompted by an offer
from The Carlyle Group ke partnership agreed to-spiit-into two businesses. As part of the
deal, Carlyle assumed\control\of\the governmefi-teldated business (for US $2.54bn) that
retained the Bgoz /Allen~Hamiltoh name. Boez\"& Company evolved from the former
commercial censuiting arm of-BAH.

The year 2008saw )the “woi'st economiccrisis since the 1930s, with a consulting market
contraction_of 28-30% and unprecedenied.overcapacity. Booz & Company, however, stayed
on track.and proceeded against the-strategy articulated by new CEO Banerji to be foremost in
foresight-and te-provide essential gdvantage to all clients.

Today,Booz & Company is.gne-of the top-tier, full-service strategy consultancies operating
on a-globalscale to face market ehallenges and create sustainable growth for its clients. It has
60 offices and staff of aver-3,300 serving clients around the world. The split provided an
opportunity for both companies to resume focus on their respective business models and for
Booz & Company toaddress the question of what kind of firm it wanted to be. There was a
need to define the'king;of culture that would best help the firm realize its strategic aspirations.
At the same time, the new-old Booz & Company faced the opportunity - and in some cases
the necessity =terrebuild parts of the firm’s infrastructure to serve the new, more focused
business. Knewledge Management was one of those opportunities.

! Source: http://www.booz.com/me/home/what we think/40007409/40007869/45080925

2 Source: http://www.boozallen.com/about/history




911-016-1
Knowledge Management at Booz & Company

Booz & ComMPANY — KM HISTORY

Booz & Company builds on a strong heritage in KM. In 1997,\BAH was among the first
management consulting firms to establish a professional /Kivixsystem.  This system,
“Knowledge On-Line” (KOL),® was a precursor to today’s enterprise_centent managemerit
systems. KOL provided a means to capture, store, and offer Searchable access to the firm’s
global IC. As KM technology matured throughout the late-1990s and early 2000s, the ability
for internal teams to share information via community sites.was_ added. By 2003, the-market
had again evolved, with portal technology offering ‘a means, to, bring together ‘enterprise
content management and community sites. With the/ fast<_growing government ¢onsulting
business dominating its KM efforts, in 2004-2005, BAH<launched an enterprise-wide portal,
“iShare,” that housed KOL, community and_team siteS,“and profiles of pariners and staff.
Whereas KOL had been widely acknowledged as-a success in leveragingecotnmercial business
knowledge and expertise, iShare was generally perceived as a step-hacikward due to a number
of deficiencies.

iShare, built on the first version/of Microsoft's SharePoint techinology, was launched in 2005
at a time when the Internet"was_undergoing /tremendous charige. Google Search, social
networking sites, and other"WeB. 2.0 applications were emerging and quickly gaining traction.
iShare was, from a technology-perspective; poorly desigaed.)lts search application was not
intuitive and did not yield-relevant results, leading to‘Widaspread user dissatisfaction. The user
interface was also, cumbersome, requiring significant’iraining and support. In addition, the
platform was slow refative-to internet sites and extensive support was required to develop and
maintain team_pages.’Ovérall, 1Share lacked interactive Web 2.0 functionality which made it
distinctly not state-of-the-art. This proved especially disadvantageous for the consultants from
BAH’s commercial arm, who missed the-simple KOL tool that gave them ready access to
information they needed. iShare quickly-hecame an unused, out—of-date, static repository. As
a result, staff members.had no incéntiveo use it. Instead, they developed the habit of storing
content on.their-hard drives (rathgrthan uploading it to the system) and searching for content
with emails sentto the whole firn-asking people to send along documents that might help
with “a_client-project. With adighly suboptimal system, email blasts and internal networks
became.the de facto KM system. This put the firm at risk of overworking junior staff, who
lackedstrong networks,‘and of falling behind its competitors due to increased time-to-market
when responding to proposals for new client engagements. Knowing that iShare had failed
with the commercial. Busiriess, the newly formed Booz & Company was presented with a
unique opportunity~tg' reshape its KM agenda, without the baggage of the BAH legacy
systems.

When Crowther stepped into her new role, she knew that she could have a significant impact
in helping~the firm achieve its goals if she could rebuild Booz & Company’s KS&C
capability.) While looking forward to the change, a few key questions were heavily weighing
on-hermind:

3 Source: Galunic, C. & Weeks, . (1999). Managing Knowledge at Booz-Allen & Hamilton: Knowledge On-Line
and Off. INSEAD, Fontainebleau, France.
4
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e Would she be able to gain the necessary active senior support given the fact that the
firm was in a rebranding and rebuilding mode?

e Could she quickly (re)build a team with the right mix of skills to help her create not
only the best tools but also help the firm break with its existing\email habit?

e Would she be able to overcome staff inertia to affect-eultural\change and reach/a
tipping point of adoption?

Having personally experienced the iShare environment, she-knew that she needed to provide
the firm with an intuitive system that would make it eaSier.for.staff to perform their. tasks,
otherwise her efforts would be largely wasted.

THE KNOWLEDGE SHARING AND COLLABORATION+RAMEWORK

Setting up the KS&C team

Several characteristics made Crowther/a geod.fit-to define and lead thesknowledge sharing
agenda. As a director, she was positioned kigh enough in the ‘arganization to attract the
attention and command the respect of-senior feaders. With her'\experience as a management
consultant and time spent in internal pesitions,\she’had an extended network across the firm
and was known as a highly energetic.person‘with strong commugnication skills, someone who
could get things done.

Crowther’s first task wastq Aearn-the capabilities of the.existing KM team. She inherited a
small team of five that possgssed KM experience, yet-was;targely reactive and tactical. While
Polly Kahler had almost\20 yedars of KM experigice-~and knew the history of Booz’s KM
efforts, other tearn miembersfocused on building=sites and uploading content. The team in
general lacked strong/project and’vendor nanageivient skills, user interface expertise, and a
full understanding af-the everyday challenges-efclient staff.

Within 28 months, Crowther rebuilt a giobaband virtual team with a mix of consultative and
technical (skitis—aligned, to runningand-maintaining a KM platform, as well as providing
excellent~KM-support across the.fitmy (see Exhibit 1). For technical support Crowther
eStablished~a‘strong working relationship with Rick Boulin, the firm’s chief information
efficer {Cl0O), "and Bill D&éSalvo,7manager of collaboration technologies and the KS&C
technolegy-leader.

Launching a globkal eommaunity of practice

In September 2008;-Crowther launched a global “community of practice” (CoP) as a forum to
test ideas andxSelicit feedback throughout the design and development of the “Next
Generation” 2{Next Gen) knowledge sharing platform. The CoP grew to well over 100
participants; a’ mix of client staff from all levels and internal staff from all firm services
represénting every major region where Booz & Company operated. Membership was open to
ardyorie ' who was interested. Whenever Crowther received a KM question, she provided the
answey along with an invitation to join the CoP. Although members of the CoP did not
possess direct decision rights concerning the Next Gen effort, the monthly CoP calls
represented important input from a cross-section of the firm when addressing questions about

5
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content, design, tools, and functionality. The CoP was involved in choosing the name
insidebooz for the platform and were the alpha and beta testers of the new system. CoP calls
were well attended; participants became important ambassadors of'the new platform when it
launched.

Shaping the Next Gen initiative

With the CoP in place, Crowther proceeded to elaboraté the_ technical and culturak-selution
and design a launch program for the platform. During this-phase, 'she augmented-her’ team’s
skills with expertise from two senior associates provided by-Booz/& Company-s-i¥ practice,
as well as two European internal professionals from research and learning arnd development.

The team established a KM framework (see Exhihit 2) asaguide, whichy@acompassed:
1. strategy
2. process
3. organization
4. technology.

(1) Crowther built the téam’s strategy’ around four:iKiVi value propositions aligned to the
business: respond; copnect, collaborate, and innovase, (See Exhibit 3). First and foremost, the
new system haddto réspong guickly’and effectiveiy, 1o client demands and allow consultants to
get up to speed rapidly ky léveraging existing ¥C. Second, it needed to act as a facilitator for
Booz staff 0 cannect with each other and the.firm’s experts, thereby enhancing and extending
the existing, internal network of staff “around the globe. Third, it had to encourage
collabaoration; the-building of comnaunities, coming together, and sharing of ideas and content
to provide-fluidity across the firmxglebally. Fourth, it needed to foster innovation via online
forumsand-expert communities..\ ‘Collectively, these value propositions focused on creating
essential.advantage for clientsby-sharing and highlighting best content.

The.initiaifocus centered dn-developing effective respond and connect aspects. Crowther and
her team jlanned to smake KS&C part of the firm’s DNA not only by fostering the
development, capture,antdissemination of high-quality, ready-to-use IC, but also by always
linking content 10, peapie, with the intent of putting people at the center and encouraging new
connections. Thiss-Would improve efficiency and consistency as well as minimize legal,
regulatory, and.economic risks. In the long term, the platform needed to encourage increased
innovation,~¢specially by promoting expert networks and entrepreneurship across the firm.
By enabling @ culture of KS&C to drive innovative market-leading foresight, the system
would aitew/staff to fully leverage the firm.

(2)~1-eeking at the firm’s processes, Crowther and her team realized they had to approach the
initiative from a perspective of how Booz staff already operated. Rather than create a whole
new set of processes around KM, they wanted to embed sharing and collaboration into the

6
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consulting engagement life cycle (see Exhibit 4) by developing a simple, easy to use portal for
consultants.

As part of the firm’s business processes, the KS&C team acknowledged that the Next Gen
platform would be only as good as the content and information it-provided. Thus, they saw
the need to introduce four processes, two aimed at getting ready-fortaunch and two aimed ‘at
maintaining relevant content:

1. Launch a new firm-wide people expertise system

2. Develop a backfill process to collect existing ‘shareable content (currentty~on hard
drives)

3. Establish an ongoing process to collect end-of-engagement I1C

4. Include updating resumes and expertise.information in the apnuab appraisal cycle to
ensure that the most relevant staff information Is always on-insideliooz.

(3) In terms of the organization, Crowther andher.team focused.on-a-number of themes. First,
it was crucial to ensure top-down supporit-and strong senior sgensorship at the firm, regional,
and practice levels from sepior leaders whe-cedld “walk the taik.” KS&C was reinforced and
became a key theme in Banerji’s-quarterly firm-wide chaik talks. In addition, senior partner
Niko Canner became an exegutive-sponsor and counseded-Crewther and her team. At the local
level, the KS&C team focused en a~number of bottom-up concerns: guidelines, templates,
training on knowlédge- sharing best practices, how’fecollect and upload backfill content, and
how to deploy €engéging team-sites. Crowther.\worked with regional and practice leaders to
name senior staff-{o-be fesponsible for each-team’s knowledge agenda. She then provided a
single point of‘contact on the’KS&C team, with the intention of building strong relationships
betweepn Client staff and her team.

(4) Based. on experieneé with the former KM system, DeSalvo and Crowther developed a set
of-principles that shaped the techiielogy decisions they had to make for the new portal. In
addition to speed for launching-the; new system (to minimize penalties to Booz & Company
for-using~the-BAH platform);\the portal needed to be hosted in order to avoid costs and
complexities/of in-house.hosting and support. The team also sought a solution that would
require™~a_iminimal degree~of customization and that was, easy to operate, maintain, and
avoided complicationssfor future releases. By seeking a centralized, firm-wide, unified
platform that deliveren/a suite of functionality instead of a collection of point solutions,
DeSalvo hoped tomifimize custom development and integration requirements.

Throughout the,Next Gen process, Crowther provided regular updates to the CoP and Stewart
and occasional updates to the firm’s executive committee. She engaged in more frequent
communigation with the knowledge and marketing advisory committee (KMAC), a
governance body composed of client-facing partners providing senior sponsorship and
advising the KS&C team on strategic matters. With the split from BAH, the KS&C team was
aligned with the marketing organization, providing clear links to senior sponsorship. In
contrast, the prior KM team within BAH had been reporting within the IT team. As long-time

7
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KM team member, Polly Kahler emphasized: “When we aligned with the marketing
organization we could see that our CMKO understood the inherent benefit of knowledge
sharing. We now had direct support from the KMAC up to the CEQ:X’ (December 2008)

Refining the requirements of insidebooz

Equipped with the overall requisites (i.e., KM frameworKk);~Crowther and her team began/to
further define the technical requirements for the Next Gén selution, which came to ©e-called
insidebooz.com. Four workstreams geared to requirement gathéring were initigtedsincluding
the identification of staff needs, external benchmarking, ‘interna¥ baselining,~and/a vendor
review for the technology solution.

In October 2008, two user design workshops were conducted, one inthe-{J.S. and one in
Europe. The results revealed central insights inte what the firm lacked inderms of KS&C and
what would enhance the daily werk of-Censultants./Questions addressed included: What
content do you need to be more effidient.in your work? How might/you rate the quality of
content? What should the pracess_of capturing content look like? How do you find and
connect with experts? How might technology make this easier? The KS&C team also
conducted interviews to learn of~competitors’ activities aiid earried out a firm-wide survey on
KM topics. One in threeemployees responded and provided-excellent feedback for designing
insidebooz. To provide reai'value tothe firm, the Next-Gen system would need a significant
amount of relevant, high-guality content linked te/tapic expert(s). A process to continually
update knowledge and to-make experts visible to etiiers had to be developed.

As part of the internal baselining, the team also took a close look at former internal KM
initiatives. ‘@ne-hypothesis gn why priox iniiatives did not reach their full potential was that
the buginess/did~not-stay involved_through the entire process (IT took over at the design
stage), coupled with~a general lackiof-attention by senior staff to central KM topics. The
rebuilt KS&C team Wwas dedicated 0 dévelop, design, launch and maintain the new platform.
The team~faced -many challenges atong the way, starting with the difficult task of translating
business reguirements into technical functionality.

In preparation for working/ with developers on the customization of the platform,
approximdtely 50 detaileduse cases were created by November 2008. These business
scenarios enabled censultants to describe what they wanted to happen without initially
indicating how 4t‘was=0 be accomplished. DeSalvo summarized the advantages of use cases
as follows: “There ar'e a lot of different ways to collect requirements for a system but what is
paramount, is ki@wing the business requirements. We created scenario based use cases to
give a holistic-view of what needs to be accomplished not just by the system but also by the
people using the system.” (October 2008)

Thatsahaeg month, November 2008, another milestone was reached. After a thorough vendor
review; the KS&C team chose Microsoft SharePoint 2007 as its platform technology.
SharePoint was a broad collaboration suite that would require some customization, but did not
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require cobbling together a number of best-of-breed solutions. In addition, it integrated well
with the firm’s other Microsoft-based products.

Defining the look and feel of insidebooz

Danielle Phaneuf, a senior associate from the IT practice, Joired the~KS&C team in ful}
capacity from October 2008 through March 2009, later maintaining an-advisory role. \With
experience in leading IT-related projects, she acted as the~project manager for buidthing, the
portal and supervised development and system desigh. With-ne_internal Booz & Company
developers, the entire look and functionality of the ‘system “was/contractedto~gutside
developers who began their work in January 2009.

The KS&C team defined the look and feel of the portal with a set of Intranet:best practices in
mind (see Exhibit 5). They wanted to create an easy te_use and graphically pieasing website,
according to the brand guidelines of Bogz-& Company. The site neededte be engaging while
providing access to the appropriate people.and.content:

e The homepage (see Exhibit\6) provided retating feature stories'to keep staff up-to-date
on Booz & Company &ctivities; a_blog ‘spot focused initially on knowledge themes,
with the long- term goal for-a management blog to all\staff.

e At the top of everypage.users could easily access-thelr Profile (where their expertise
and resume information resides),upload doeufienis, search, and obtain help.

e Team and/comimunity-sites (see Exhibit 7)offered the ability to build collaboratively
on existing centent.

e Seaich provided-the ability to preview documents as well as see related content and
the-team that/worked on the engagément.

o~ Document upiead (see ExHibit.8) Wwas easy to use and placed the uploaded document
in‘the pight place taking ariy’guiesswork out of the process.

Working—with outside developers’ presented numerous challenges and delays. It quickly
becarme ~clear that the ,SharePoint user interface would require significantly more
customization than the teai-had expected. The team was being forced to choose between two
of its guiding principies;\the need for a user-friendly platform vs. the need for minimal
customization.

With the fate of‘iShare/fresh in memory, the team had little hesitation in putting users first.

Even with strong project management, difficulties involving customization of the platform led
eventually-tc:adelay of the projected launch of insidebooz, from spring 2009 to early autumn
2009.

Defining-a firm-wide taxonomy

Despite the delay, another milestone of the initiative was marked with the final determination
of a firm-wide taxonomy in June 2009. Again, Crowther cooperated closely with the senior

leadership of the firm. As opposed to previous KM initiatives, it was the first time the firm
9
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established a consistent taxonomy that would integrate across finance, human resources (HR),
and KS&C.

Pearl Nartey, who left client work in 2009 to join the KS&C team, identified the benefits of
consolidating the taxonomy: ““After each practice and fungtion—had come up with their
preferred taxonomy, we as the KS&C team worked with eacti team to-ensure consistency and
to map the old taxonomy to the newly defined one. Befcfe;, we used~10 have different
taxonomies across different regions, across how we +eHedtup eur business and how we
thought about content and expertise. Now this is completety.aligned. Without that it becomes
difficult to know how to identify and search for_information:’(Juné 2009) Ultimately, the
taxonomy served as a map for the whole portal.

As the firm’s taxonomy continually evolved, Crowtherworked with the finaneg team to put a
process in place to ensure that any changes-were approved-across all regichs and made to the
HR, finance and knowledge systems concurrently;~with the end resuti-of-creating a globally
consistent language to define the firpa*s-areas Gfexpertise.

Preparing for launch
Encouragement

In spring 2009, Crowther~worked-closely with the directoryof human capital to revise the
appraisal form for junior staff. As Stewart stated: (I yetswant people to use the system, you
make using the system something that they are measureg’on for their performance and in their
rewards. Measurement must be‘on not only if they Gise the system but also if they add to the
system.” (June 2009)

Now, during the ‘annuai~appraisal process, client staff are required to check if they recently
updated-their, resumes and profile/expertisesen-insidebooz. They are also assessed against the
competeney-of cellaboration and Kriewledge sharing. Rather than a quantitative assessment
measuring-the_ number of documents~submitted, staff are qualitatively evaluated on their
abiiities:to teverage experts and content.

Content

A golden rule of intranet adeption is that content is king. Without robust content, staff would
search for somethings. begome discouraged, and not return. A core value proposition of
insidebooz was to-.'énéhies staff to respond to client demands quickly to develop strong
proposals as weil.as-tg find relevant content when starting an engagement. Thus, everything
from previous: proposals, staff resumes, standard qualification slides, frameworks, and
methodolggiesfrom prior engagements needed to be readily accessible. Nartey was tasked
with leading-a comprehensive content backfill initiative. As she stated: ““Because we’re a
knowledge firm, our portal is only as good as the content on it. We realized that we needed to
do ‘a lei-of work to start collecting content that was now on hard drives. Structuring the
procgssto do mass content collection across all our industry and functional teams was
nontrivial.”” (January 2009)

10
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For this to be successful, a clear process had to be set up to define the major steps to be taken
by each practice. Crowther , worked with practice leadership to obtain approval and support
for the effort. Nartey quickly established a process to gather relevant existing content that had
not been uploaded to the previous KM system in the past three\years. Each practice then
named a knowledge liaison (and team) to work closely with a@~member ‘of the KS&C team to
collect and tag content from its practice. This also involved identifying the _elements of ihe
firm-wide taxonomy that matched each document. With content.gollected, Nartey developed-a
process for sanitizing the documents (i.e., removing client-specificzdata) and uploading-them
to insidebooz.

It was a formidable challenge for the KS&C team-to mohilize and motivate thé necessary
resources in the practices to drive the backfill effort. The process took longer-than the team
had planned; however, by late summer 2609, the~KS&C team had acComplished a great
success in collecting, tagging, sanitizing,-and-upiteading a few thousand @octments.

Engaging sites

Adding to the complexities. gt gatheringexisting content.was) the integration of Katzenbach
Partners, a New York' based consuitaney that had.been-acquired in January 2009. With this
acquisition, Booz & Company<complemented its kiewiedge and skill base in the domain of
organizational performanee. Fei the KS&C teamsthe challenge lay principally in finding a
way to effectively integrate . Katzenbach's AG, and/KM experiences. Katzenbach was much
smaller than’ Booz & Company but had recently developed a home-grown cutting-edge KM
system, “HUB+% HUB+was particularly-advanced in the use of informal KM tools, such as
wikis for team sites, user-selected bestpetsiin search, cloud tagging, and a folksonomy rather
than/a_farmal taxonomy’'to help staffinsuploading and finding documents. As a smaller firm,
Katzenbach could’ use client nameszas-thie organizing construct.

HUB+ deployed, many Web_ 2:0-features, and the client-based organizing construct worked
well~for. Katzenbach. Howevet,’Katzenbach had different contractual agreements with its
clients_thandid Booz &CCaompany and, as a larger firm, Booz & Company required more
formal poiicies on dogufient sanitization. This required a very different system from Hub+,
one that felt more_cumpersome to former Katzenbach employees. Crowther was faced with
the question of how _to-integrate the Katzenbach content in an engaging way.

As part of the-acguisition, Booz & Company established a think tank, The Katzenbach Center,
an innovation.engine in the areas of organization, leadership, culture, and human capital. llona
Steffenwas named director of the center. Steffen had also been instrumental in creating the
Booz &-Cempany taxonomy. With the impending insidebooz launch, Steffen saw a great
opportunity to showcase the best of the Katzenbach Center content. She organized a team to
screenythe legacy Katzenbach Partners knowledge system, focusing on best bet materials.

4 Source: Burgelman, R. A. & Blumenstein, B. (2007). Knowledge Management at Katzenbach Partners LLC.
Standford Graduate School of Business, Stanford.
11
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Over 350 documents were chosen, which were transformed into the standard Booz &
Company format and uploaded to insidebooz.

To showcase this content, Steffen and her team worked with the KS&C team to adapt HUB+
collaboration tools, starting with a wiki-based site for Katzepbach content that was easy to
navigate and update. Leveraging former Katzenbach consuitants—side by side with Booz
consultants, the team created what would become the Kest{practice way 0Of sharing tepic
specific content: they created an engaging site, highlighting “best 0f” and overview eontent,
showcasing training videos, and organizing content by need-(matketing, proposals, stafting an
engagement) (see Exhibit 9). The Katzenbach Center wiki.site\becanie a showcase-stie. This
was a turning point for the KS&C team. The wiki-based site was/a place where-knowledge
could not only be stored, but also highlighted, shared;.and<even created.

This approach was significant in embodying-the visieh-of Booz & Coempany to become
innovative thought leaders on a wide arfay of-tepics: By supporting and-extending the creation
and development of IC, the Katzenbach-Céntersdemonsirated a bestpraciice example for other
practices in the firm. Soon, other teans-wanted_to-highlight their.best content via a similar
wiki format.

Connections

In late summer 2009, with-ttie impending faunch of the portai,/ Stewart and Crowther decided
to pre-launch the My \Prafiie functionality. In additign t9’having robust profile data filled in
for the formal launch;,theycould aiso generate intévest-and buzz within the firm. Even though
the platform did ngt stppert the latest in soCiaiyretworking or microblogging, with My
Profile, staff could-indicate their expertise using a three-star rating scale, upload their resumes
in a standard format, and enter their personal data (see Exhibit 10). Profiles could also be
auto-poputated. with/information including-general detail (name, phone, assistant), authored
content, and’engagement history.

In_addition to creating excitement arpund the initiative, My Profile served as a powerful tool
that allowed staff-t0 connect witiexperts in the firm. Staffing for an engagement would be
largely facilitated with resumes-enline and highlighted areas of expertise. With access to
prefiles, staff, would be abie<to-search for people by office, skill, and level and view photos,
resumes, and contact details:” At the time of launch, over 60% of staff had filled out their
profiles.

LAUNCH QF(INStDEBOOZ AND FIRST EXPERIENCES

Throughotit-August and September 2009, Stewart sent out four emails containing links to fun
videas.based on the pillars of insidebooz: respond, connect, collaborate, and innovate. These
shartwvideos built excitement and increased awareness of the new KM platform that was soon
to be faunched. In October 2009, insidebooz went live.
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Booz & Company’s CEO Banerji sent out the launch email, welcoming staff to leverage
insidebooz, the firm’s next generation knowledge platform intended to pave the way for a new
approach of working and collaborating in the firm. Emphasizing the new functionality of the
system and the great work of the KS&C team, he also pointed_out that, although important,
this effort was only a first step. To further enhance the firmi's_ KS&C. capabilities, Banerji
stressed the need to use the system on a daily basis, to modify business practices, and to atign
incentives. This email was followed by a series of webinar-based “Getting Started” sessians;
executive endorsement was provided when Crowther/was asked te_give a live demo ef the
platform at the worldwide partner meeting in December 2009:

Initial feedback was mainly positive. Steffen stated:—/I have_high/hopes that-insidebooz will
catapult us into the league of the absolute best practice i the world of KM\ think we were
there a few years ago, and then we lost mementum.. With insidebooz I(hink we’re on the
trajectory to be right up there again.” {June-2010) Ezzeddin Zahzah,(an,asSociate who had
joined the KS&C team in April 2010;~praised the~community aspect of the new system:
“Insidebooz is not just a repository/for ourdirm’s\C;-besides the thousands of documents and
useful content it hosts, its community sites and-irterest groups-are designed to facilitate
knowledge sharing and collabgratien-across ourjteams and regigns.” (June 2010)

Exemplary of many users of the new_system, Bunte, & partner from the Health practice,
emphasized: “We have—created a-system which is.(State-oi-the-art and very functional.
insidebooz goes far beyopd-being a~document management system - it is more a ‘connection
system’ that connects.peopte, content, and methodaiogy”” (June 2010)

Insidebooz now faced’'twg key thallenges: (1),Rerfarmance was surprisingly slow; it took too
long to navjgate fronrsite-to site or to get restlts from a basic search. (2) The firm was still a
long way from reaching a-tipping point of-mass adoption. Not enough new content was being
put on/insideboez, and (because the system was new) there were few people who used
insidebooz as a mafter of habit. As-é.result, client staff continued to either reach out to their
known_internahnetworks, or send @ global email asking for content. Steffen summed up the
type of behavigral-change that Crawther and Stewart were going to need: “Full adoption will
mean that-using insidebooz hecemes standard behavior, a standard way of conducting your
day to-day.business. Just like kdo, | go there every morning. | look at what’s on the homepage
every ‘day, | read the steries. Whenever | need something | go there first before | call
somebody or ask somiebody else. It becomes a tool that everybody uses every day.” (June
2010)

Looking back, Stewart thought: ““It could still fail. But the indicators of success will be that
we see a steadilyrising percentage of content on insidebooz from closing engagements along
with steadily inereasing usage stats.” (July 2010)

Crowthertealized that she would have to find ways to demonstrate the inherent value of the
systento support staff success within Booz by connecting to experts or by finding relevant
content. As Stewart emphasized: “KM does not substitute for networks. It automates them, it
provides substance to networks, and it helps you grow your network faster.” (July 2010)
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THE SITUATION TODAY AND LOOKING AHEAD

About two years into the initiative, Crowther and her team had spent enormous effort creating
a KS&C solution that was intended to enable the foresight agenda.of\the firm, decrease time-
to-market, and increase innovation and entrepreneurship.

Crowther and Stewart focused on three areas:

1. Ingrain insidebooz into the culture of the firm;find ways to~change specific behaviors
and embed insidebooz into the everyday processes of Booz & Company.

2. Build high impact sites with deep ready-to-use content; with the Katzetbach Center
wiki as the model, Crowther’s team would be-ablétoshow other teams @ best practice
example.

3. Develop a clear set of metrics ta@ show-progress and to monitor the’firm’s performance
against each of the KS&C valie-propositiens.

Initially, the technical performance ‘of insidebooz represented asignificant barrier to use. CIO,
Boulin launched an initiative to-find. what-was causing the perfermance issues, set a goal for
acceptable performance level (in terms.of-page load speed),~and solved the performance
issues.

Addressing widespread gdoption was.g’more comipiex issue. Concurrent with the launch of
Booz & Company,'the firm~embarked on a major @aiture initiative. One outcome was Project
Closed Loop (RCL), & project management-toal Yaunched in early 2010 to support team
effectiveness, ~whiie_driving ~extraordinary~.client” impact. PCL consisted of a series of
conversatiohs throughout the life cycle of each ¢lient project that was designed to help teams
set expeetations and/goals for client impact,sindividual team member development, and firm
impact| (see’Exhibit 11). Crowther aycrked closely with the culture team to ensure that PCL
encouraged staff-to‘errbrace insidebogz; leveraging content at the start of engagements and
providing conient after an engagemerit. Using guides and templates, PCL showed staff how to
close out engagements and cagivge relevant content. “It’s a process for making sure that the
right kinds-of dialogue happemat every part of the project; for example, at the beginning of
an engagement we need te\taik about what content already exists that can be leveraged. At the
end of projects teams refiect upon the results delivered to the client and how the Booz team
can best capture knowieage for the firm.” (Caroline Kronley, culture team member, June
2010).

To track the gragress of PCL and knowledge sharing in general, Crowther and her team
developed quéarterly knowledge metrics. Metrics were provided at the firm, regional, and team
levels, theyTacused on content collected from closed jobs, profiles and resumes updated, and
overall-tsage. Crowther began sending quarterly metric updates to the executive team,
regienal-ieaders, and practice leaders with one-on-one follow up conversations to discuss how
teams~could actively improve their knowledge sharing. Where possible, she tried to spark
competitive fires, challenging laggard practices to rise to the performance of leaders. On most
accounts (number of sites, usage, resume and profile updates) the metrics showed strong
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positive momentum; however, the majority of post- engagement content was still not being
sanitized and uploaded to insidebooz.

Crowther and her team remained focused on overcoming the challenges of getting staff to
sanitize and upload more content to insidebooz. Crowther—continued to have close
communication with the global practice leaders, KMAC, and culture-team. Although senioy
leadership understood the importance of knowledge sharifg, 4here temained’a lack of actiye
support in terms of leading by example and holding teams-aceountable, as suggested y-POL.
Change is an evolutionary process and takes time to| be fully integrated in the firm's DNA,
especially since Booz & Company was a large and globally.operating firm. Initiativesisuch as
PCL demonstrated a considerable step in the right-direction t0 embed new hehavior in the
firm.

Crowther and her team knew that what hadstarted out as-the-Next Generatigh/initiative would
be an ongoing evolution. The market #as tuickly~evolving and changiiig/ how people used
technology to interact with friends and-cotleagues. Already Crowther\was investigating how
to incorporate social networking \ang—smart. phone apps into ‘thedcurrent platform. New
features and functionality, however, did not\present the biggest challenge. The KS&C team
remained focused on communieating~and_promoting a consistent set of KS&C behaviors that
would lead to the adoption/of irsidebeoz;if successful, they would have built a differentiated
capability for the new Booz&Cempany.
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Appendix

Exhibit 1: Supporting KM across the firm — the KS&C team service oiferings

Knowledge Sharing and Collaboration Team Charter

e Promotes knowledge sharing and collaboratien agenda)across the firfn

e Oversees the design, launch, maintenanee, and upgrading of the-knowledge
infrastructure

e Facilitates connections, cookdination, and eornmunication across the firm

Consultative-Services Pechnical Services
e Provide teams with Knowledge o—_i@ﬁnage and maintain the Sharepoint
Liaisons tg"help rebuild a culture of 2007 platform that insidebooz is built
sharing and ¢olabpration upon, as well as all other knowledge

- ) sharing tools
Wark\jointly on’developing

tedm specific’knowledge e Ensure that insidebooz.com has a
sharing-strategies high performance level

- Build best in class e Address platform bugs and feature
colaboration teapsites and enhancements

provide Ul support
e Provide ‘basic’ team sites to

=/ Encouraggtiew processes and engagement and account teams
the use ofweb 2.0
apD“(_:ations such as b|0gS, e Maintain (along with Finance) the
Wikis firm’s taxonomy
e Providéguarterly firmwide » Manage large scale data migration,
knioledge metrics content backfill, and updating efforts
e Traifvthe firm on best practice use of e Maintain an ongoing
insidebooz ‘platform/product’ roadmap
¢ YCommunicate new features and e Manage outside contractors for
processes to the firm platform fixes and improvements
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e Ensure that insidebooz content is
relevant and up to date

e Work with staff to understand
improvement needs
/TN

@)
QV i
Exhibit 2: Next Generation KM Framework @ @

S
o

= Objectives nerating

= Targets/Milestones G@apturing

= Key Performance = Organizing
Indicators Brocess = Developing

= Funding = Distributing

= Leadership Support = Link into Existing
and Communication N dge Processes

Sharing % Collaboration
Cupability

= Governance

= Organization

= Roles and
Responsibilities

= Rewards and
Incentives

» Adoption Q

= Content Management
Interface

= Communications
Infrastructure

= Data Repositories

= User Functionalities
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Exhibit 3: The KM Value Proposition

Krowledge Sharing Embedded iritc
The Engagement Lifecycie

o

tent for ra|

with colleagues who
d areas of expertise

Y COLLABORATE iid practice, regional and other
communities g useful content and
informatiol ages our global nature

.-Diive thought leadership by sharing

INg cutting edge insights and expertise
the best solutions for our clients

@%
®Lifecycle

S

pturing Knowledge and Sharing Ideas

Proposal Engagement Post-Engagement

[Proposals [JEngagementhow - [INew offerings,
JIndustry Research [IQuals o guides frameworks,
Content | Client Background ’Resumes [Practice toolkits approaches

Created( L (1 White papers / [IFrameworks/ and manuals [ INew whitepapers and
Required Points of view Approaches [JFrameworks / points of view
Approaches / [1Sanitized proposals,
Models / Tool kits documents, quals, etc.
Collaberation [ICRMinsights - [Find Experts [Find Experts [1Build Regional /
I?\I / historical views [Find Staff [ICallaborate with Practice Offerings
eeds . =
team members [1Build Communities
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Exhibit 5: Intranet Best Practices

Intranet Best Practicem
—

@
&Y
N

e Put people (not content or technology) at the cente
e Integrate into the business
e Provide universal access (e.g., single sign on
e Create seamless enterprise experience — one pla , people, and ¢
e Support cross-boundary interaction @
e Keep it simple and easy to use %
e Make it visually appealing <\ )
o @5
E%%ﬂents || search In Al > |
Firm Services Marketing & Comms Wikis & Blogs

Employee Directory

Do you need to find someone at Booz &
Company? Use our new searchable Employee
Directory! Search for an individual, a team or an
entire office, then sort your results!

Read more View Archive

InsideBuzz  [@BoozCompany

@ Capabilities-Driven Strategy

@ Employee Directory

Advanced Sexfch »
Employee Directory »
eTime »

Firmwide Calendar »

IC Storefront

Mew Bookings Tool

Firmwide Ethics Hotline »

My Identity Manager » : E

My Posted IC, My Postegfhals »
My Training (Regialerfs) ®
Office Toolkit =,
Project Closed LYDpN\a

PSR Online »

Useful Li

travelalertsy 0Z.COM =

$

@ Project Closed Loop

SPOTLIGHT

New Interactive Locations/Offices Site

TN

Who's Who and How-
To at Booz

I'm not sure why its so hard to figure out
who does what within Booz firm semvices,
but for some reason - maybe because we
all have the same titles - itis. So,inan
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Exhibit 7: Example team site

Welcome Adrienne = | My Profile | Tools & Help | Submit Documents

m&o' Teams & Communities About Booz Firm Senﬁ;ﬁ\

insidebooz com » Teams & Communities » Industries » Consumer & Retail

C&R Home

About C&R - Consumer Products

About C&R - Retail
C&R Knowledge
C&R Meetings & Events

Team Overview

MEET QUR LEADERS! -
henlLemwand The E-Commerce Impgfati aditioha] Retailers: Letting Go of Old
CMDICER - Chicaga Conventions

This Perspective explores
to adjustto succeedt

old conventio
read more »

tional bricks-ahd-mortar retailers need
BT nace, in partcular by letting go rnal Mews: Flex News Food
emal News: Just Food

External Mews: Just Drinks

C&R Europe QBR - Rome Oct 2010

Paulis a partnerin the
Chicago office and is
part of the global
consumer, media and
digital team. He co-
leads the Firm's

platform and w Consumer Practice Overview (PPT)
campaign on
Capabilities Driven
Strategy (CDS
L ) RECENT IC -
Capabilities-Driven Integration of Food
CURRENT FORESIGHT T Business

Organizatians shbwld follow a rigorous approagh to dete

{In Japanese) Entry Strategy to Leasing
are, afd then build on the\rinsi

Marketin China
{In Japanese) Proposal regaring Entry

Stratanu tn | aacina Markatin China

Restructuring in Consumer Products

» Provide Details  » Submit Documents

Y4

unloading:

Recopd(s)

Yoought Leadership

20



911-016-1
Knowledge Management at Booz & Company

O .
come RN Jest Parfner User “SUiy PAile | Tools & Help | Submi Dogfme ch In A1 > I
m@ Tear Communities About Booz r:i ices Marketing & Comms Wikis & Blogs
Hnme:KTeEtrtneM NY \_)
AN

Ediit Profile

MY RESUMES. Manage >

KNOWLEDGE DASHBOARD

Recycle Bin > 6/30/2009 - 5/30/2009 - Health
Regulators
215/2009 - 6/30/2009 - MVNO

212812009 - 6/15/2009 -
Communications

5M5/2009 - 5/15/2009 - MVNO
3/31/2006 - 3/31/2009 - MVNO

i AUTHORED IC
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Select Expertise

& Enterprise Strategy =
# Finance
# Information Technology

[T Process Transformation

¥ Application Evaluation and Selection
[T Business Process Filness
[T Enterprise Resource Planning (ERF) and Customer Relationship Management (CRM) Strateay
[T Program Value Realization
[T Structural Change

I 1T Due Diligence
[T IT Werger Planning and Integration
[T Syneray Capture

| [T Technology Innovation

Industry Expertise

Expertise Area (Functional

Prior Work Expenence @E @

Application Evaluation and Sete
IT Due Diligence

Add expertis|

ored Materials

Title:
Location:
Alignment:
Availability:

Expertise Area

Experfise Area (Functio]
Program Value Realiza
IT Governance And Orq
IT Sourcing And Off
IT Strategy
LeanIT
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Exhibit 11: Project Closed Loop

Project Launch

Ongoing Project
Delivery

Projec@

¢ Kickoff session for
project about what
success looks like for
client, firm, and each
individual; mutual
expectations; how we
will live the
aspirations; and how
to keep dialogue open
about these goals
during the work itself

¢ Dialogue around
relevant IC — what
knowledge can be
leveraged, where ar<
there knowledge
gaps, and how mig
they be fille

e 1-on-1 expectations

e Regular ‘on-the-job’

feedback with team
members after critical
meetings and
deliverables

&

q
@@h

Q@on-l feedback to
each team member

during kickoff \6@7
am touch-p

knowledge < are firm

experts b ilized

spirations discussed@gf)\/‘ake decisions on

e Clo
c ion to close
p on project
off

knowledge capture:
develop quals,
sanitized high value
IC and upload to
insidebooz, comment
on existing IC on
insidebooz, update
profiles and resumes
as appropriate

e End-of-project
review conversation
with each team
member
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