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Abstract 
The construction industry is facing an alteration of generations in the years to come and even 
though knowledge transfer has been studied since the 1990’s many companies are still 
struggling to improve their knowledge strategy. For construction companies this is even more 
problematic due to the nature of the industry. The construction industry is characterized by 
project-based organizations where project members are changed in almost every project. 
Working under similar conditions are consultants, and some consultancies are notable for 
managing their knowledge well. By benchmarking three notable consultancies against a 
construction consultancy, some key success factors of the consultancies’ knowledge transfer 
were found and applied on the construction consultancy.  

The study is characterized by Hansen et al.’s (1999) codification and personalization 
strategies, which say that knowledge should either be stored in technical databases or shared 
through social interaction. A literature review of the three consultancies was conducted and 
the study of the construction consultancy was based on interviews and observations. The 
companies’ knowledge processes were then described and categorized into technical and 
social infrastructure. Where similar strategies have been used in the three consultancies, 
these have been analyzed to be their key success factors in knowledge management. These 
factors are summarized as:  

 1) Clear and standardized routines. 
2) User friendly and up-to-date technical systems. 
3) Global interaction and collaboration. 
4) An organizational culture of knowledge sharing.  

Based on the four key success factors and previous literature on the subject some suggestions 
for improvement at the construction company were compiled. Even though the four studied 
organizations all are management consultants their way of working differs. Since three 
consultancies were studied it should provide a certain range of advice and recommendations 
that can be adapted to different organizations. The key success factors analyzed are also 
mostly connected to large, global organizations working under projected-based conditions, 
which also should be applicable to numerous companies. The findings are therefore believed 
to be useful for consultancies as well as construction companies.  
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Sammanfattning 

Byggindustrin står under de kommande åren inför ett generationsskifte, och trots att 
kunskapsåterföring har varit ett känt ämne sedan 1990-talet kämpar fortfarande många 
företag med att förbättra sin kunskapsstrategi. I byggföretag är detta ännu mer problematiskt 
på grund av industrins natur. Byggindustrin karaktäriseras nämligen av projektbaserade 
organisationer där projektmedlemmarna byts ut till varje projekt. Konsulter jobbar under 
liknande förhållanden, och det finns några konsultföretag som är kända för att hantera sin 
kunskap på ett bra sätt. Genom att jämföra (genom benchmarking) tre kända konsultbolag 
med ett byggkonsultföretag är några nyckelfaktorer för konsultbolagens framgång i 
kunskapsåterföring framtagna, och dessa är sedan applicerade på byggkonsultföretaget. 

Studien präglas av Hansen m. fl.:s (1999) kodifikations- och personaliseringsstrategi, vilka 
innebär att kunskap antingen ska lagras i tekniska databaser eller delas genom social 
interaktion. En litteraturstudie av tre kända konsultbolag utfördes och studien av 
byggkonsultföretaget baserades på intervjuer och observationer. Företagens 
kunskapsprocesser beskrevs sedan och kategoriserades som teknisk och social infrastruktur. 
Där liknande strategier observerades i alla tre företagen har dessa analyserats som deras 
nyckelfaktorer för lyckad hantering av kunskap. Nyckelfaktorerna kan sammanfattas enligt 
följande: 

1) Tydliga och standardiserade rutiner. 
2) Användarvänliga och uppdaterade tekniska system. 
3) Globalt samarbete och interaktion. 
4) En kunskapsspridande företagskultur. 

Baserat på dessa fyra nyckelfaktorer och även på studerad litteratur i ämnet var några 
förbättringsförlag till byggkonsultföretaget framtagna. Trots att de fyra företagen alla är 
managementkonsulter så arbetar de på väldigt olika sätt. Eftersom tre konsultföretag var 
undersökta så borde det ge en bred variation av förslag som skulle kunna bli anpassade till 
olika sorters organisationers behov. De analyserade nyckelfaktorerna är framförallt kopplade 
till stora globala organisationer som arbetar under projektbaserade förhållanden, vilket 
borde gälla för många typer utav företag. Resultatet borde därför vara användbart för 
konsultbolag, men även för byggföretag. 
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1 Introduction 
In this chapter the background to the research is described along with its objectives and 
research questions. The limitations of the report and some concepts used are explained.  

1.1 Background 

Our surroundings are constantly changing; the environmental conditions, and the human 
needs and standards today are not the same as a few years ago. Thus, organizations will also 
have to continuously develop and improve, even only to maintain status quo (Whetten and 
Cameron 2011). This is especially true in competing markets where a high level of 
performance is vital for the business to survive. In these organizations knowledge transfer is 
essential. To prevent different teams in an organization from “reinventing the wheel” it is 
important for new knowledge to be spread from one team to the other to enable the whole 
organization to be more efficient (Argote and Ingram 2000). This is highly relevant today 
when we are facing an alternation of generations. As much as 40% of staff holding leading 
positions in the construction industry are going to retire before 2020 (Gustavsson et al. 
2010). This makes it more important than ever to find effective methods to transfer the many 
years of experience and knowledge the older generation possesses to everyone left in the 
company before they leave. If not, their knowledge will be lost from the organization.  

However, transferring knowledge from one group of people to another is not as 
straightforward as it first may sound. First of all the best practices have to be identified and 
summarized, then it has to be communicated to the right people who also would benefit from 
this information (Wiig 1997). Some knowledge is more easily communicated than other. 
Explicit knowledge may be written down and shared with others, while tacit knowledge has 
more to do with having first-hand experience, making it very difficult to explain to others 
(Anumba et al. 2005). Finally the receiver also needs to have the right prerequisites to 
understand and learn from what is taught (Cohen and Levinthal 1990). 

1.2 Research Problem 
Although much research has been done on knowledge transfer many project-based industries 
have difficulty implementing an efficient way of transferring knowledge from one project and 
its involved employees, to another. This is especially true for the construction business, which 
often is seen as rather conservative. Every project is seen as unique and little time and effort 
is therefore dedicated to spreading improvements from a finished project to the next. The 
experience remains with the people working in that particular project, which likely results in 
obstruction of innovations developing. Knowledge management has been around for a long 
time, but the construction industry is only beginning to understand the true importance of it. 
(Anumba et al. 2005) 

Besides construction companies, consultancies are well known for being project-based and 
knowledge-intense organizations. The consultants work temporarily in other organizations 
and spend a limited time in their own firm. While this is a great chance to learn from the 
members of the temporary organization, at the same time it limits the interaction between 
the employees working in the same consultancy. This results in a great barrier for knowledge 
transfer and that is a challenge all consultancies face, since knowledge is their main asset 



  2 

(Borg and Söderlund 2015). Many large consultancy companies have therefore invested large 
amounts of resources in developing their knowledge management practices, which also is 
another reason for why these types of companies are well studied (Werr and Stjernberg 
2003). 

1.3 Research Objectives 
While many construction companies are infamous for not managing their knowledge very 
well, some consultancies are notable for managing theirs exceptionally well. By studying both 
types of companies and benchmarking those against each other, construction companies may 
learn something from more the developed organizations. These firms have already managed 
their knowledge for decades and have run into and solved many of the problems they had in 
the beginning. To learn from them now would limit the risk of construction companies 
making the same mistakes. From what the researcher has found this type of study has never 
been done before. The closest found was the master thesis “Knowledge management in 
Construction project management” written by Karlsson and Svensson in 2008. They studied 
construction companies as well as companies in other industries, but only with the intention 
of comparing their way of working and not with focus on learning something from their way 
of working. That will be the purpose of this thesis. The study also opens up an opportunity to 
test existing theory and literature on the subject. The research will be based on three leading 
consultancies as well as one construction consultancy. Comparing only consultancy 
companies is intended to ease any applications of lessons learnt.  

1.4 Research Question 
The aim of the thesis is to investigate how knowledge is managed and especially transferred 
inside consultancy organizations as well as in a construction consultancy. The paper will first 
of all try to answer explicit questions such as what processes and infrastructure are used, and 
who is involved in and responsible for the knowledge transfer. Further on the challenges with 
knowledge transfer will be investigated along with an analysis of the consultancies’ key 
success factors in knowledge management. Finally, based on these findings some suggestions 
for how knowledge could be handled more efficiently in the construction consultancy 
company will be analyzed. This can be summarized into the research’s four research 
questions: 

1. What infrastructure and processes are the leading consultancy companies using to 

manage their knowledge? 

2. What are the leading consultancy companies’ key success factors in knowledge transfer? 

3. How is the construction consultancy company managing its knowledge? 

4. What can the construction consultancy learn from the other consultancies? 

1.5 Limitations 
The challenges with knowledge transfer are vast, stretching from externally in the whole 
industry down to internally in small groups inside the organizations. It can cover what 
information to transfer, how to transfer it, how the recipient will receive it and then how to 
actually make the recipient use his or her new knowledge (Anumba et al. 2005). This 
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research will be focusing on the transfer processes inside organizations, between the 
consultants working in the same organization.  

Furthermore the research will be limited to a literature study of three management 
consultancies. This is due to limited resources, yet made possible since several in-depth 
studies of the organizations have already been completed. However, it limits the information 
found to what others have found valuable. Although the latest found literature covering these 
companies was studied, these sources were written between 1998 and2011, with a mean 
around 2004. Therefore, the literature might not cover the companies’ latest practices. 

The study was made on behalf of WSP, with the purpose to find suggestions for how 
knowledge transfer could be improved not only in the company, but also in the whole 
construction industry. WSP will therefore be used as a reference company for the 
construction industry. The study will be based on interviews and observations, making it 
easier to steer the research in the direction wanted. Nevertheless, the time constraint has 
limited the number of interviews and observations conducted. The study has also been 
restricted to one department, the management department, in Stockholm and how they are 
working at the time of writing. Future improvements that the researcher is aware of and are 
soon to be implemented have not been covered by the report, since the employees did not 
have any experiences of these at the time of writing.  

1.6 Explanation of Concepts 
Different researchers often use some terms differently, intentionally and unintentionally. To 
limit confusion some important terms and concepts for this research are therefore defined 
here, to clarify what is meant by these in this report. 

1.6.1 Knowledge Transfer and Knowledge Sharing 

Researchers use several different definitions of the two terms knowledge sharing and 
knowledge transfer. Dan Paulin and Kaj Suneson (2012) made an attempt to structure the 
usage of the terms. They concluded that knowledge transfer more often was used when 
studying groups of people, while knowledge sharing was more common when studying 
individuals. They also found that the two terms often are used differently depending on what 
view of knowledge is used. Where knowledge is viewed as an object, knowledge that can be 
derived from its context, the term knowledge transfer was used more often. Where 
knowledge is viewed as something that cannot be disconnected from its context the term 
knowledge sharing was more present. (Paulin and Suneson 2012) 

In this research however, the researcher has adopted an additional definition based on the 
meaning of the words sharing and transfer.  

Knowledge Sharing 

Share is defined in Merriam-Webster’s dictionary as “to let someone else have or use a part of 
(something that belongs to you)”. The word implies that a person gives something, in this 
case knowledge, to another person. However, it does not say if that something is accepted or 
received by the other person. A person could share knowledge either through talking to 
someone else or by codifying knowledge into a database, without knowing if that knowledge 



  4 

will actually be understood or used by another person. Knowledge sharing is therefore 
defined as knowledge that is transmitted from a source, but may or may not be received by 
another person. A schematic figure of knowledge sharing is found in Figure 1. 

Knowledge sharing may also lead to creation of new knowledge if two people are 
communicating and share knowledge with each other. The combined knowledge of two 
people may also result in new solutions or ideas, without complete exchange of knowledge 
taking place.  

 

Figure 1: Schematic figure of knowledge sharing. The dashed line indicates that the 
knowledgeable person has transmitted the knowledge, but it is uncertain if the 
other person has received it. 

Knowledge Transfer 

Transfer, according to the dictionary Merriam-Webster, means “to convey from one person, 
place, or situation to another”. This suggests that the knowledge, in this case, is completely 
transmitted from the knowledgeable person to another person. The knowledge could either 
be transferred directly through person-to-person interaction, or by first being stored in a 
repository such as a database. In the second case the knowledge is then meant to be 
transferred when another person reads and learns from what is stored. Since it rarely is 
possible to know if knowledge stored in a database will be used by someone else, this action 
has to be regarded as knowledge sharing. Knowledge transfer is defined as knowledge that is 
transmitted from a source and received by another person. Knowledge transfer is illustrated 
in Figure 2 below. 
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Figure 2:  Schematic figure of knowledge transfer. The solid line indicates that the other 
person has received the knowledge, the dashed line indicates that the 
knowledgeable person has shared the knowledge. 

1.6.2 Knowledge Sharing Culture 

The above explanations hopefully lead to a better understanding of what is meant by 
knowledge sharing culture. According to these definitions a prerequisite for knowledge 
transfer is knowledge sharing. A person can always share knowledge, the question is only if 
the other person receives it. This has very much to do with an individual’s absorptive capacity 
(Cohen and Levinthal 1990). What is important is if there is knowledge sharing taking place, 
there is also a great chance for knowledge transfer. Organizations will therefore need a 
culture where the employees are motivated to share what they know, either intrinsically or 
extrinsically (Osterloh and Frey 2000). Anumba et al. (2005) defined four principles which 
an organization with a knowledge sharing culture should aspire to implement: 

x Asking for help is accepted  

x Making mistakes is reasonable 

x Sharing lessons is viewed as a part of continuous improvement 

x People actively seek and apply new learning 

1.6.3 WSP and WSP | Parsons Brinckerhoff 

In 2014 WSP acquired Parsons Brinckerhoff and they therefore took the name WSP | Parsons 
Brinckerhoff (WSP | Parsons Brinckerhoff 2016 b). The Swedish company on the other hand 
is still known as only WSP (WSP Sverige AB 2014). Both terms are therefore used in the 
report, where WSP refers to the Swedish company, and WSP | Parsons Brinckerhoff the 
global organization. 

1.6.4 The Consultancies and the Construction Consultancy 

The three studied consultancy companies, Accenture, Ernst & Young and McKinsey & 
Company, will together be termed the consultancies. The construction consultancy company, 
WSP, will be termed the construction consultancy.  
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2 Framework of the Thesis 
This chapter is based on previous literature on subjects related to knowledge transfer and 
consulting. The chapter lays the foundation of the research and its analysis.  

2.1 Knowledge  
Knowledge has been around for as long as man has. However it was not until the mid-1980s 
that organizations started seeing the competitive advantage of managing their knowledge 
(Wiig 1997). Knowledge is stored within individuals and comes from their past experiences, 
insights and contextual information (Davenport and Prusak 2000). The total organizational 
knowledge is greater than the sum of the individual knowledge, due to synergy effects arising 
when several individuals combine their knowledge (Lahti and Beyerlein 2000). To develop 
and learn, organizations need to gather this knowledge somehow, and spread it among its 
employees. A skilled person that transfers his or her knowledge to others lifts the 
performance of the company at large. The management of knowledge is often referred to, not 
surprisingly, as knowledge management. However, many managers still fail at managing 
knowledge, and the reason Nonaka (1991) claims is a lack of understanding for what 
knowledge is and how to manage it.  

This chapter will further elaborate on these two problems based on previous research, but 
first of all a short explanation of the two different types of knowledge is in place. Explicit 
knowledge is the type of knowledge that easily can be shared through language or symbols, 
for example it can be stored in a document or in a drawing. Once stored others can read and 
interpret it. Tacit knowledge on the other hand is more difficult to share. It is based on our 
own experiences, reflections and know-how (Anumba et al. 2005). In 1966 when Michael 
Polanyi first identified the two terms, he used the example of explaining to someone how you 
ride a bike for the very first time as a parable to explain the difficulty of tacit knowledge. This 
is because transferring tacit knowledge requires much more context (Argote and Ingram 
2000). Giving advice on how to ride a bicycle would be easier if the person has tried it before 
and you get to see what mistakes he or she makes, compared to if the person has never seen a 
bike before.  

2.2 Knowledge in Consultancy Firms 
Consultancy firms are often studied in knowledge management research due to their 
knowledge-intensive character (Werr and Stjernberg 2003). In these firms the most 
important asset is their intellectual capital; the knowledge and skills of the consultants. Their 
expertise is the service that the consultancy companies are supplying (Stewart 1997). They 
work under transient and mobile conditions, which Borg and Söderlund (2015) refers to as 
liminality work, where the employees are hired by one firm but perform their work at 
another. Their work is project-based, and therefore time-bound. While there are several 
advantages with working under these conditions, such as always meeting new people with 
other experiences, which gives great knowledge exchange opportunities, there are also many 
challenges. For example, transferring that new knowledge back to the organization gets more 
difficult since the consultants spend a limited amount of time in their own company’s office 
where they can meet their colleagues. Also, the intermittent change of teams has a drawback 
for knowledge sharing, especially in short projects. The limited amount of time the team 
members will spend together in the project will restrict how well they get to know and trust 



  7 

each other. And even after some time, there is no guarantee that everyone will get along 
perfectly (Borg and Söderlund 2015). Naturally, sharing thoughts and ideas are easier with 
people that you trust and are comfortable around (Frappaolo 2006). Borg and Söderlund 
(2015) conclude that consultants need a certain conception to not only like their job as a 
liminality worker, but also to make the most out of the learning and knowledge sharing 
opportunities they get.  

To be a leading organization it is important to constantly improve, and one part of this is to 
be aware of what others, e.g. competitors and universities, in the company’s sector develop. 
Consultants get many opportunities to meet representatives from such organizations, the 
question is only how much they absorb and can transfer back to their own company. This is 
what Cohen and Levinthal (1990) call absorptive capacity; the ability of an organization and 
its individuals to learn from external sources. They argue that this is based on prior 
knowledge, such as basic skills and a shared language (terminology). Davenport and Prusak 
(2000) write about how this kind of organizational learning gets harder in large companies 
where the offices often are dispersed. Keeping track of what people know and where this 
knowledge is needed is easier in small organizations where the managers and employees 
know each other fairly well. Their study shows that this is only possible in organizations with 
a maximum of two to three hundred employees.  

2.3 Knowledge in Construction Firms 
In the construction industry, there are additional factors that make knowledge management 
in the sector challenging. The construction industry is characterized by fragmentation, with 
multiple companies offering specialist services. Compared to other sectors construction 
companies are more often hiring several subcontractors (EIM and Ikei 2009). These 
temporary organizations therefore normally consist of people from many different 
companies, who often are involved in more than one project at the time, which makes the 
demand for coordination high. Additionally, a lot of people in the project will only be there 
for a limited time, only a handful of people are working in the same project from initiation to 
finished building (Winch 2012). 

The construction industry is also known for producing one-off, unique buildings built to last 
for hundreds of years. No project or building is exactly the same as another, thus making 
standardization nearly impossible. Due to the high costs and long production time prototypes 
are rarely used, which means that the erection of the building has to be done successfully the 
first time, because there will be no second chance. Construction projects are notorious for 
taking a long time, and therefore the clients often demand tight schedules. This leads to many 
decisions having to be made early in the projects, while there is still great uncertainties in the 
project, e.g. geotechnical ambiguities or vague requirements. Making changes later in the 
project is likely to be problematic, and expensive. As a result, experience and knowledge are 
vital in construction projects. (Anumba et al. 2005) 

Even though the concept of knowledge management has been around for more than two 
decades, many organizations still have not found the best strategies to manage their 
knowledge. Many construction companies have understood the importance of knowledge and 
are trying to manage it, yet without a feeling of success (Arvidsson 2016, Karlsson and 
Svensson 2008, Schultz & Strömberg 2013).  
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2.4 How Knowledge is Transferred 

2.4.1 Knowledge Transfer Models 

There are several models for how knowledge is transferred, and these can be divided into two 
groups based on how knowledge is defined. The first group defines and views knowledge as a 
theory, stating that knowledge can be shared through writing or speaking. Much like for 
explicit knowledge, the knowledge is not bound to a specific context. It can therefore easily be 
shared through technical infrastructure. The second group defines knowledge as a practice, 
which on the other hand is very much connected to a specific context. Knowledge according 
to this theory is tacit, and people learn by doing or discussing best practices with people on a 
similar knowledge level. According to this view knowledge is shared through social 
interaction and infrastructure. (Werr and Stjernberg 2003) 

Werr and Stjernberg (2003), however, views knowledge as a combination of both theory and 
practice, opening up for multiple ways of transferring knowledge. Nonaka and Takeuchi 
(1995) shared the same view and described how the combination of transferring both tacit 
and explicit knowledge leads to knowledge creation. They called the model The Four Modes 
of Knowledge Conversion, and it has later become known as the SECI-model(Anumba et al. 
2005) which is illustrated in Figure 3. 

 

 

 

 

 

 

Figure 3: The modes of knowledge conversion (Nonaka and Takeuchi 1995). 

The SECI-model explains how the tacit knowledge of one person can be converted to tacit 
knowledge of another person through socialization. This could happen by the other person 
observing and imitating the more experienced person, who thereby is sharing his or her 
knowledge. This new tacit knowledge can thereafter be transformed into explicit knowledge 
through externalization. According to Nonaka and Takeuchi this is the key to knowledge 
creation, and it is also the most difficult part. The best way is to describe the knowledge 
through concepts, models and analogies. Explicit knowledge can be refined into new explicit 
knowledge by combining different explicit knowledge. The information processing may 
happen during phone calls and when documents are exchanged. Organizational learning 
happens when this explicit knowledge finally is turned back into tacit knowledge. 
Internalization often arises when the employees learn by doing or knowledge is shared 
through storytelling. The newfound tacit knowledge often gets shared with colleagues, and 
thereby the cycle of knowledge creation starts again. (Nonaka & Takeuchi 1995) 
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The view of knowledge as both theory and practice is also used in Hansen et al.’s article from 
1999, which will be described in 2.4 Knowledge Management Strategy. The article is an 
important part of the theoretical framework of this thesis, and therefore this view will also be 
used.  

2.4.2 Technical Infrastructure 

Explicit knowledge is often transferred through technical infrastructure. Many technical 
systems can store an infinite number of documents and drawings etc. These documents are 
almost always available and can be accessed globally for a relatively low cost. The downsides 
with technical systems are first of all that it can only store explicit knowledge, and second 
downside is the risk for information overload. The amount of documents can grow rapidly in 
large organizations, making it difficult to find the information you are looking for and that is 
also up to date (Frappaolo 2006). To ensure that people use the technical infrastructure 
provided it is also important that the systems are user friendly (Hall 2001).  
Technical systems may also well be used to find the right people to talk to in person. Below 
are some technical systems that are often used in organizations. 

Intranets: Intranets are an organizational platform where news, information and links that 
are of interest for the whole organization can be gathered. It may also contain forums where 
the employees can get in touch with each other and have discussions. (Hall 2001) 

Project Databases: In project databases all information and documents regarding the 
employee’s current project can be stored and shared with other people working on the same 
project. The database often consist of tools such as schedules, file repositories and meeting 
agendas. (Anumba et al. 2005) 

Knowledge banks: A library of the company’s best practices is a typical example of a 
knowledge repository. The best practices may be based on previous projects as practical 
examples, and stored may be a description of the projects as well as the checklists, agendas, 
schedules etc., used in the project. The database may additionally contain tools, online 
literature and links to other key websites. (Frappaolo 2006) 

Online communities: The purpose of online communities is to connect people who are 
sharing interests and work tasks, but are not located at the same place. These people would 
benefit from knowing each other, and to be able to collaborate and exchange knowledge. The 
online community may be a part of another platform, such as the intranet or the knowledge 
bank, and opens up a meeting place for communities of practice, which are described below. 
(Frappaolo 2006) 

2.4.3 Social Infrastructure 

Social infrastructure enables tacit knowledge to be transferred and for new, innovative 
solutions to be found. However, finding the right people to talk to, as well as time for that 
type of conversation can prove to be challenging. The most knowledgeable person may not be 
working in the same office, or even in the same part of the world. Below are some social 
infrastructure often used in organizations. 
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Meetings: Meetings can be divided into formal and informal meetings. During formal 
meetings people with a common denominator meet face to face, enabling sharing of news, 
thoughts and problems. Informal or spontaneous meetings can arise in the hallway, during 
the coffee break or lunch. These types of meetings often consist of a wider spread of people, 
leading to a larger variation of the knowledge exchanged. During all kinds of face-to-face 
interactions, storytelling is a powerful technique to transfer tacit knowledge. Stories are more 
entertaining and therefore easier to absorb and remember. Through stories the listener, 
based on his or her own experiences and knowledge, can create knowledge that is adapted to 
the person’s own situation and thereby gain additional value (Mitchell 2003). 

Mentoring: In mentorships a senior employee is assigned a less experienced colleague. The 
mentor often has multiple years of experience, and can give practical advice useful in the 
workplace and organization. Since the mentor and mentee will get to know each other well, 
the training can be customized to what the mentee needs to improve, and what the mentor 
excels in. (Anumba et al. 2005) 

Training: Through education the employees’ skills and knowledge improve. The teacher can 
either be internal, a senior employee specialized in a subject, or external if the organization 
does not have the right competence available. During this kind of training, discussions should 
be a part of the agenda, where the employees can share thoughts and ideas, and secure their 
new knowledge. Discussions may also have a greater focus during seminars. (Anumba et al. 
2005) 

Communities of Practice: A community of practice (CoP) is a group of people sharing the 
same interests, norms and language, and they are on a similar knowledge level (Anumba et 
al. 2005). These often informal groups heavily rely on mutual acknowledgement and trust, 
making knowledge sharing easy. Storytelling and discussions leads to mutual learning and 
innovative problem solving. These groups are rarely officially founded, and impossible to 
manage (Frappaolo 2006).  

2.5 Knowledge Management Strategy 
The two most important articles on knowledge management strategy in this thesis will be 
based on Hansen et al.’s article What’s Your Strategy for Managing Knowledge (1999) and 
Haas and Hansen’s article Different Knowledge, Different Benefits (2007). The first article 
identifies two different knowledge management strategies, the codification strategy and the 
personalization strategy (Hansen et al. 1999). Codified knowledge can be stored in databases 
where it is easy to add more information and to retrieve stored information. It is therefore 
connected to the view of knowledge as theory and explicit knowledge. Examples of knowledge 
objects stored in these databases are work schedules and benchmark data. Personalized 
knowledge is connected to knowledge as practice and cannot therefore be stored in a 
database. That kind of knowledge is connected to a person and can therefore only be shared 
through person-to-person interaction. Databases can still be used, but mostly as a tool for 
employees to find other employees with expert knowledge within different fields. Which one 
of these strategies an organization should use depends on their business strategy. A company 
selling more standardized and fast solutions should use the codification strategy, where 
previous solutions can be adapted and reused in later projects. Since all the information 
needed is stored in one place and does not require help from other people, this method is 
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often quick to use. Companies selling unique and creative solutions however should use the 
personalization strategy instead, since the former strategy does not enable exchange of ideas. 
In unique projects old solutions cannot be reused in later projects, and therefore large 
databases is of no use. What is more important in these types of projects is to enable quick 
connection between the right people whom together may come up with innovative solutions 
to the problem. (Hansen et al. 1999) 

The second article, Different Knowledge, Different Benefits, tests what effects these two 
strategies have on time saving and work quality, and also what types of signals it sends to the 
client about the company’s competence. The conclusion is that the codification strategy has a 
positive effect on time saving, while the personalization strategy has a positive effect on work 
quality. However, none of the strategies can work as a substitute for the other, which is also a 
conclusion in the first article. It is suggested that companies should focus on the knowledge 
management strategy connected to their business strategy to 80%, while 20% should be 
connected to the other strategy. (Haas and Hansen 2007) 

2.6 Difficulties in Knowledge Management  
Knowledge has proven difficult to manage efficiently. To be able to find strategies to improve 
an organization’s management of knowledge it is therefore important to have an 
understanding for what actually is the reason for why it is so difficult. Birkinshaw (2001) 
recognized that the implementation of a knowledge management strategy takes years, it 
requires a change in the employees’ behavior, which can be compared to changing the 
company’s culture. Further, Birkinshaw observed four main reasons for why knowledge 
management often fails: 

x Firms do not sufficiently recognize that they are already doing it. 
Knowledge sharing is something natural to people, and it has always been since the 
beginning of time. What has been noticed is that it is happening ad hoc, and that people 
tend to rely on their informal networks to find knowledge. The problem with this is that 
the knowledge exchange gets limited to these networks, and to the people who are 
available at the time. 
 

x Information technology is often regarded as a substitute for social interaction. 
People are social, and they will prefer to ask their friends and get an answer quickly than 
to search in extensive databases. This is probably one reason for the limited use of 
knowledge databases and intranets among many employees. Additionally, social 
interaction is a great vehicle for learning, together new innovative solutions may be found 
to a much greater extent than by using information technology. This also leads to the 
following problem: 
 

x Knowledge management typically focuses too much on recycling existing knowledge, 
rather than generating new knowledge. 
Information technology will result in mostly reusing existing knowledge, which surely 
prevents reinventing the wheel. However, in the long run the company has to develop and 
improve its products and methods. Innovations are more likely to happen when 
combining knowledge and experience of more than one skilled person. The sum of the 
value created when two minds think together is greater than of those two thinking 
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separately. 
 

x Most knowledge management techniques look like traditional techniques. 
The best technique is probably not something revolutionary but something close to what 
is already happening in an unstructured way. The most important aspect is to make the 
employees’ talk to each other and share their ideas. The difference is to make this happen 
in a more structured way and through a few, user-friendly tools, helping the employees 
find the best people to talk. But also to give them enough time to make this kind of 
research as well as answer any questions from co-workers.  

Lindkvist (2001) found in his extensive research several individual, organizational as well as 
other obstacles for knowledge transfer between product development projects. Individual 
obstacles are factors such as attitude, motivation and driving forces, and work situation. 
Typically hindering factors in the work situation are for example a lack of time, information 
overload and a limited personal network. The organizational factors found are the 
organizational design and responsibility distribution, as well as its culture. It may also be a 
lack of routines when it comes to knowledge transfer, and the problem of the next project 
starting immediately after or sometimes even before the previous project is completely 
finished. Lindkvist also found some other factors connected to geographic location. People 
who are geographically dispersed may find trouble meeting in person, not only due to the 
physical distance but also due to difference in time-zones. There may also exist differences in 
language and culture, further complicating communication. A full summary of the hindering 
factors for knowledge transfer found by Lindkvist (2001) is found in the table below. 
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Table 1: Factors that hinder the process of knowledge transfer between projects 
(Lindkvist 2001, p. 249). 

Individual factors Organizational factors Other factors 

x Lack of time and high 
workload 

x Priority given to one’s 
own tasks 

x Existing knowledge 
transfer modes 
underutilized 

x Information overload 
x Lack of involvement  

and motivation 
x Limited personal 

network 
x Not Invented Here 

(NIH) 
x Low sense of belonging 
x Knowledge is power 
x Prestige and too high 

self-esteem 

x The issue is not on the 
agenda 

x Lack of routines and 
formalized processes 

x Unclear areas of 
responsibilities 

x Short term activities 
prioritized over long term 
activities 

x Product development 
projects focus their own 
project goals 

x Knowledge transfer is not 
included in the project task 

x Lack of demand and follow-
up 

x Lack of meeting places and 
established and 
communication channels 

x Next project starts directly 
after or before the 
completion of the earlier 
projects 

x Design of the product 
development organization 

x Important actors only 
involved in the early phases 
of the project 

x Policy of product 
development units acting 
separately 

x Geographical distance 
x Physical distance 
x Different time-zones 
x Language barriers 
x Cultural differences 
x Usage of terminology 

and expressions 
x Dysfunctional 

documentation 
x Loss of knowledge 

when employees leave 
the product 
development 
organization 

x Loss of knowledge 
when externally 
involved persons leave 
the product 
development 
organization 

x Staffing of projects 
differs depending on 
project phase 

x Badly organized 
meetings 

 
 
A third theory by Hansen et al. (1999) comes from their article about matching the 
organization’s knowledge management strategy with its business strategy, and has already 
been mentioned. The article clearly states that “emphasizing the wrong approach – or trying 
to pursue both at the same time – can quickly undermine your business” (Hansen et al. 1999, 
p. 1). For example, a company selling standardized solutions would end up reinventing the 
wheel multiple times if it only focused on the personalized strategy, and additionally this 
would be very time consuming. This is also true the other way around; a company selling 
unique and creative solutions would benefit little from having extensive databases describing 
solutions which cannot be adapted to the current problem. 
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2.7 How Knowledge Sharing is Motivated 
The existence of technical infrastructure for sharing knowledge does not guarantee that 
knowledge is actually stored or even retrieved through the system. “The medium turns out 
not to be the message and does not even guarantee that there will be a message.” (Davenport 
and Prusak 2000). There has to be some incentives for the employees to use it. The same 
applies for sharing tacit knowledge, person-to-person (Osterloh and Frey 2000). Hendriks 
(1999) argues for motivation not being the only reason for why people decide to share 
knowledge. There are also some basic hygiene factors, based on Herzberg’s well-known two-
factor theory from 1987, that have to be realized before the full effect of the motivators kicks 
in. The fulfillment of the hygiene factors does not have a positive effect on motivation, but 
their absence will cause unhappiness and therefore have a negative effect. Examples of 
hygiene factors are salary and working conditions. When these are on a satisfactory level, 
motivators will increase the willingness to share knowledge. 

Motivation is often divided into two groups, intrinsic and extrinsic motivation. Intrinsic 
motivation is directly connected to the particular behavior and the satisfaction of performing 
the task. It is therefore always voluntary. Examples of intrinsic motivation may be enjoyment 
of performing the task, or enjoyment of helping others. Extrinsic motivation is indirect 
satisfaction, something that is controlled by the environment, such as the organization or 
community. This is often referred to as the carrot and the stick, and can include for example 
monetary compensation. (Abouzahra and Tan 2014, Osterloh and Frey 2000) 

Since knowledge sharing is difficult to measure and control, only using extrinsic motivation 
has shown to lead to opportunism. It has also shown to more often result in superficial 
learning and a copy-and-paste of what has been done previously. Intrinsic motivation on the 
other hand has proven better for creative solutions and the only way to actually motivate tacit 
knowledge transfer. The problem is that intrinsic motivation is difficult to effectuate, which is 
why many organizations have chosen to use extrinsic incentives. The balance between these 
two is therefore crucial; too much extrinsic motivation can lead to a spill-over effect where 
the employee will not do anything unless getting rewarded. The positive effects are therefore 
only short-term. The negative effects may be mitigated by using symbolic rewards instead of 
monetary, and unexpected rewards instead of expected. Also rewarding a group of people 
instead of individuals may limit these effects. (Osterloh and Frey 2000) 

Szulanski’s research from 1996 however, shows that motivational factors are not the only 
aspect in increasing knowledge transfer. What his study shows is the importance of three 
other aspects, namely the recipient’s absorptive capacity, causal ambiguity and the quality of 
the relationship between the source and the recipient. A person’s absorptive capacity depends 
on how well a person receives and can apply new knowledge, while causal ambiguity depends 
on how well the person understands the transferred knowledge. How well the source and the 
recipient know each other also has a significant affect, since a good relationship can ease the 
communication. Good relationships are also characterized by trust, which is a key factor for 
willingness to share knowledge and is mentioned in all the referred articles (Abouzahra and 
Tan 2014, Hendriks 1999, Osterloh and Frey 2000, Szulanski 1996). Trust is also connected 
to the organizational culture and climate. The culture has to be encouraging of knowledge 
sharing and also tolerant of mistakes (Hendriks 1999).  
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3 Research Method 
In this chapter a description of the research method is presented along with motives for the 
decisions made. How data was collected and analyzed as well as how the samples were 
chosen are described. The validity and reliability of the research and the ethical aspects of the 
study are presented in the end of the chapter. 

3.1 Research Approach 
The purpose of this research was to find a way to improve a management problem. A 
benchmarking approach was chosen in order to get an insight in how successful companies in 
knowledge management have solved the same problem. The construction consultancy was 
therefore benchmarked against leading consultancies in the area of knowledge management. 
To get an understanding of what distinguished the leading companies their strategies and 
approaches were studied and analyzed. The analysis lead to a formulation of their key success 
factors, which then was applied to the construction consultancy. This is known as applied 
research where the end result has a practical value. (Saunders et al. 2009) 

The foundation of the research is based on existing literature and theory in order to get an 
understanding of what is already known about this the topic. Thereafter the data collection 
was made. This is known as a deductive approach. The aim was not only to get an 
understanding of what and how, but also why, and therefore a qualitative approach was 
chosen over a quantitative. Hence, the research was based on both theory and empirics, 
which are the two corner stones in scientific research. (Saunders et al. 2009) 

The intention of the study was to not only get an in-depth understanding of how the 
construction consultancy was working, but also the other consultancies. A case study strategy 
was therefore chosen, which Bhattacherjee (2012) describes as the most well-suited strategy 
for investigating organizational processes. In the research there were four cases, the 
construction consultancy and three other consultancy companies, combining to a multiple 
case. By using more than one company for the benchmarking a richer nuance was developed.  

3.2 Data Collection 
The research started off by studying existing literature on the subject. These laid the 
foundation to the research. The study of the consultancies was based on journal articles and 
thesis reports.  The decision to use secondary data for the study of the organizations was 
based on limited resources, primarily in form of time. Conducting in-depth studies of several 
organizations would have been very time consuming. The approach was also made possible 
because these kinds of studies have been done before, both by renowned researchers but also 
in thesis projects. According to Bhattacherjee (2012) secondary data sources are effective in 
these conditions.  

The data collection technique used in the studied construction consultancy was based on 
direct sources, namely interviews and observations. Most of the time during the research was 
spent in one of the company’s offices, making interaction with the employees easy and 
natural, and gave a first-hand experience of the organization’s culture. The data collection 
techniques and the sampling are further described below. 
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3.2.1 Literature 

The key literature used in the research consisted of several journal articles, books and some 
thesis reports. The articles are the main source of the recognized research and theory on 
knowledge management and some of the articles also covered the studied consultancies. The 
books were used to both find references to established researchers, but also to define 
commonly used terminology. The thesis reports were only used as material for how the 
consultancies are working. To find the literature search engines such as the KTH library was 
used along with Google Scholar. The Diva portal was the source of the thesis reports. 
Identifying key authors was done by reading the books, controlling the number of citations 
on Google Scholar, and also by reading the reference lists of the journal articles. Important 
theory has been traced back to the original authors to ensure best possible credibility. The 
search for further readings stopped when most articles referred back to already discovered 
literature. 

Keywords used when searching for literature were for example the following: knowledge 
transfer, knowledge management, knowledge sharing, consultants, construction, difficulties, 
incentives, motivation, Accenture, Ernst & Young, McKinsey, WSP. 

3.2.2 Interviews 

All interviews were conducted on one-to-one and face-to-face basis. The interviews were 
semi-structured, where general questions were written down prior to the interviews as well as 
follow-up questions. The general questions were asked to get an understanding for what the 
respondent’s first thought was, before asking the follow-up question that lead more into what 
the researcher had in mind. All questions got answered, but not all of them were asked. The 
questions were open-ended, and in some cases the respondents started talking about another 
questions before they were asked. In these cases only the follow-up questions were asked if 
needed. In some cases the order of the questions were posted differently, but in the cases 
where the order of the questions might have an impact on the answer these were followed 
more strictly. This way the respondents got a fair chance to speak about what they thought 
were important, without getting hindered by the interviewer or lead to an answer. (Saunders 
et al. 2009) 

All the respondents agreed to be recorded. They were also informed that they would remain 
anonymous throughout the research. Since the recording might restrain the respondents at 
first, simple and introducing questions were asked in the beginning of the interview for the 
respondent to feel more comfortable. The recording helped the interviewer focus on what the 
respondent said instead of spending too much time taking notes. Some notes were still taken 
of key words and also of intangible things that risked being lost in the recording, such as 
things that were not said straight out. All interviews were transcribed, and all transcriptions 
were made within a week after the interview. 

3.2.3 Observation and Documentation 

Since the researcher spent almost every day performing the research at the studied 
construction consultancy it was possible to perform primary observations of how the 
consultants are working. Almost everyone at the office were aware of the researcher 
conducting research at the company and also of the topic of the research. The role can 
therefore be called observer as participant (Saunders et al. 2009). Since several months were 
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spent at the company the employees are likely to behave normally despite the presence of the 
researcher. The researcher also got opportunities to talk about the research topic informally 
with the employees during coffee and lunch breaks. All valuable comments were written 
down as soon as possible. The researcher participated in a few meetings such as a department 
meeting, a work technique meeting and a breakfast presentation. The researcher also 
participated in a project follow-up meeting and a two days long course. By participating, a 
better understanding for how these meetings work was gained. 

Many of the organization’s technical systems and documents were also observed. This 
deepened the understanding of all the systems, what they do, how they as well as their 
advantages and disadvantages. The first-hand experience of the systems and the possibility to 
ask questions during the interviews also simplified the study of them. 

3.2.4 Sampling 

Normally during research it is impossible, to examine the entire population, either because of 
feasibility or due to limited of resources. Instead, it is of high importance to select and study a 
sample that is representative for the whole population. In this research sampling was made 
when selecting the consultancies to study, and in the construction consultancy when 
choosing interviewees. In both cases non-probability sampling was used, and a further 
description of these samples is found below. (Bhattacherjee 2012) 

3.2.4.1 Companies 

The selection of companies is based on what Bhattacherjee (2012) calls expert sampling, 
where leading companies on the studied subject was chosen. For the benchmarking to be as 
accurate and applicable as possible, companies in other industries and yet similar to 
WSP|Parsons Brinckerhoff were sought after. Due to the special business model of 
consultants, it was decided that only other consultancy or professional services companies 
would be examined. Since the studied department at WSP was the management department, 
other management consultancies were prioritized. Other criteria used were that the 
companies had to be large global organizations with at least 10 000 employees, where some 
of those were located in Sweden. But most importantly, the companies had to excel in 
knowledge management. To evaluate this, Teleo’s Global Most Admired Knowledge 
Enterprises (MAKE) research was studied. The research has been performed every year 
dating back to 1998 where an expert panel evaluates hundreds of nominated companies 
based on eight knowledge performance dimensions (Teleos 2014). The criteria used in the 
selection of what companies to study could be summarized as: 

x Management Consultancy 

x Global organization with at least one office in Sweden 

x At least 10 000 employees worldwide 

x Acknowledged as a MAKE winner 

Based on these criteria, which are believed to represent leading companies that are 
comparable to WSP|Parsons Brinckerhoff, only a handful was selected. The next screening 
had to be made due to the chosen data collection technique, namely there had to be enough 
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published literature about how these companies are managing their knowledge. In the end, 
three consultancy companies matched all criteria, those were Accenture, Ernst & Young and 
McKinsey & Company. It was also controlled that the selected companies represented both of 
Hansen et al.’s (1999) knowledge management strategies. 

3.2.4.2 Interviewees 

The respondents were selected by what Bhattacherjee (2012) calls non-proportional quota 
sampling. The employees were chosen early in the research, and the supervisor at the firm 
helped in the selection. Eight people were selected, two of them working as directors of 
development, and the rest as design-, project- and/or construction managers. The aim was to 
get a spread of work tasks, age and time working in the company. An e-mail shortly 
describing the purpose of the interview and asking if they wanted to participate in the study 
was sent out to the selected employees. Out of the eight people two declined. Five of those 
interviews were conducted within a week’s time. The sixth interview was scheduled later, as 
well as two new ones making up for the two who declined, plus one spontaneous. The 
researcher chose the two additional ones, both based on the quota, but also based on the 
researcher believing that these two would add a different view. This can be seen as purposive 
sampling (Saunders et al. 2009). A table summarizing the respondents and their alias used in 
the report is found below.  

Table 2: Summarizing table of the respondents. 

 

 
 

Apart from these longer interviews, informal conversations with multiple people in the 
organization also took place. In the empirics, consultants whose comments have been used in 
the report are referred to as R1-R3. 

Alias Title 

DD1 Director of development 

DD2 Director of development 

DM1 Design manager 

DM2 Design manager 

DM3 Design manager 

CM1 Construction manager 

CM2 Construction manager 

PM1 Project manager 

PM2 Project manager 
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3.3 Data Analysis 
There is no defined way to analyze qualitative data. Nevertheless, Saunders et al. (2009) 
proposes tree types of processes to structure research analyses. In this study two of those 
were used, namely summarizing the data and categorizing the data. 

Information retrieved from the literature covering the consultancies were first categorized 
into technical and social infrastructure, and thereafter into more detailed categories 
depending on the information found. This was done before writing the findings chapter and 
was therefore also used to compare what the different articles said about companies’ 
strategies. This way the reliability and validity of these sources was controlled. Their key 
success factors were later analyzed based on the same categories, where these were 
overlapping in all three companies. 

The interviews were analyzed in a similar way. All interviews were transcribed, which 
resulted in dozens of pages per interview. To ease the analysis of those, summaries of the 
transcriptions were written. Based on the summaries different categories were recognized, 
and the summaries were then rearranged into those. This laid the foundation for the findings 
chapter as well as the analysis.  

3.4 Criticism of the Method 
Throughout the research respect has been paid to reliability, validity and ethics, especially in 
the interviews since that data collection method is known to be more difficult to carry out 
appropriately (Saunders et al. 2009). One aspect of criticism towards the method used to 
study of the consultancies is that the study is based on secondary sources. While those 
studies have a high level of detail, they have not had the exact same purpose which may leave 
information important for this study out. In an attempt to find reliable information the 
articles used have been compared to each other, and only information that found support in 
more than one article was used, thereby improving the reliability of the study. Furthermore, 
these studies were conducted a few years ago, and therefore did not describe how those 
companies were working at the actual time of this research. This fact puts the validity at risk. 
Interviewing the consultancies would have limited this risk, but unfortunately the limited 
time of the research did not enable both types of studies being performed.  

Criticism towards only studying one department at the construction consultancy should also 
be brought up. To ease the comparison to the other studied consultancies only the 
management division was studied. Other divisions and also other management departments 
may be working differently and therefore the result of this study may not apply to them. 
Hopefully this has at least led to the research being reliable for the studied department but 
not valid for the whole organization, instead of neither reliable nor valid for the organization. 
Furthermore, the selection of the management department and management consultancies 
was expected to ease the comparison of the consultancies. 

The interviews and observations have also been performed with care. The researcher was 
careful not to force anyone into revealed anything or agreeing to participate in the study 
against the respondents’ will. Since the enquiries of the interviews were sent out by e-mail, 
declining was hopefully not a difficult task. In an attempt to create trust and set a more 
relaxed tone of the interview the meeting was held in a meeting room where no one outside 
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could hear the conversation. The purpose of the interview and the research was explained in 
the beginning and the researcher offered some cake. The questions asked were open-ended 
without a right or wrong answer. In the end all interviewees seemed happy to contribute to 
the research by participating in the interview. This kind of casual interview may cause some 
reliability issues. All questions were not asked in the same order or with exactly the same 
words, which leads to both interviewer bias, but also interviewee bias (Saunders et al. 2009). 
The interviewees may interpret the questions differently and they may be thinking of 
different things based on the previous question. The interviewer tried to limit this issue by 
asking questions that might be affected by the order in the same order, and also by always 
asking the questions in a neutral tone, using the same keywords.  

Anonymity of the interviewees and other people cited in the report has been taken seriously. 
This was a difficult task when it came to the directors of development since they are fewer. 
Therefore only the division and not the department is revealed in this report.  

A major reliability risk of this study is that fact that there was only one person conducting the 
study. Observations and interpretations made may therefore risk being subject to human 
subjectivity (Bhattacherjee 2012). The researcher has been aware of this and has therefore 
tried hard to make all decisions based on facts and has also in several cases asked other 
people about a second opinion. Hopefully the awareness has limited the researcher bias.   
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4 Knowledge Transfer in Three Consultancies 
Three global consultancy companies have carefully been chosen for the research, all 
renowned for managing their knowledge very well (Werr and Stjernberg 2003). Although 
none of the organizations are perfect (Davenport et al. 1998), all three of them are multiple 
Teleos’ Global MAKE (Most Admired Knowledge Enterprises) Winners (Teleos 2014) which 
can be seen as a proof of their qualifications when it comes to knowledge management.   

The organizations will be shortly described below, followed by a description of their 
knowledge transfer strategies.  

4.1 Accenture 
Accenture is a professional services company offering services in five areas: strategy, 
consulting, digital, technology and operations. The company has its headquarters in Ireland 
and serves clients in 120 countries. In 2015 the total number of employees was 358 000 
(Accenture 2016a) and in 2008 950 of those were working in Sweden (Danielsson and 
Karlsson 2008). In 2001 the company took the name Accenture after previously being known 
as Andersen Consulting, which was founded in 1989 (Accenture 2016b). 

Danielsson and Karlsson (2008) describe Accenture’s key to success to be their strong local 
presence as well as their large global network, this being the foundation for their great 
solutions. They have a great focus on never having to reinvent a solution, and all knowledge 
has to be stored to be able to be reused (Karlsson and Svensson 2008). This strategy puts 
high demands on knowledge transfer among the employees, not only inside the different 
offices, but also internationally across the borders of offices and countries. Hansen et al. 
(1999) uses Accenture (Andersen Consulting) as an example of a typical company using the 
codification strategy, which has a great focus on storing their knowledge in databases. Their 
work is standardized globally (Paik and Choi 2005), and they call that the Accenture Way 
(Accenture 2016 a). 

4.1.1 Knowledge Transfer at Accenture 

4.1.1.1 Technical Infrastructure 

Accenture has one global online knowledge management system (Karlsson and Svensson 
2008). The system is working as a repository for all types of information important for the 
consultants’ work. The system is called Knowledge Exchange, KX (Werr and Stjernberg 2003, 
Dunford 2000). The system contains all the material produced at Accenture (Karlsson and 
Svensson 2008), from firm methodologies (Birkinshaw 2001) and their industry visions 
(Dunford 2000) to their best practices such as templates and checklists (Werr and Stjernberg 
2003). The employees are very well aware of the advantages of using the knowledge database, 
and they normally start off every project by consulting the database (Paik and Choi 2005, 
Werr and Stjernberg 2003). After finishing a project, they also upload all created documents 
and information to the system (Karlsson and Svensson 2008, Paik and Choi 2005).  

The storing of all this information has of course lead to the database growing fast, and today 
it contains a whole lot of projects and documents, making it difficult to find exactly what the 
consultants are looking for (Birkinshaw 2001). Everything uploaded is tagged with a 
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keyword, making it simpler to search for (Karlsson and Svensson 2008). Accenture is also 
focusing on standardizations to create a common language in the company. However, this 
has proven to be difficult in non-English-speaking countries, where the documents uploaded 
are in the local language (Danielsson and Karlsson 2008). To ease searching in the extensive 
database, Accenture has put a lot of resources into the search engine, called “Navigation” 
(Birkinshaw 2001, Paik and Choi 2005). 

Although the responsibility of keeping the database up to date is laid on the consultants 
(Werr and Stjernberg 2003), the firm has several hundred knowledge management staff that 
are working full time with maintaining the database, keeping track of current projects and 
encouraging the consultants to upload any new knowledge (Karlsson and Svensson 2008, 
Paik and Choi 2005). They may also help consultants to find the information they are looking 
for in KX (Danielsson and Karlsson 2008). It is often the junior consultants who have the 
responsibility of searching in KX, which also teaches them how to manage the complex 
database (Karlsson and Svensson 2008), but all employees are required to keep up-to-date 
with the latest contributions in their field (Werr and Stjernberg 2003). The team working in a 
project is always formed in the same way. Each time there is one well-experienced consultant 
in the team, a few less experienced and then multiple junior consultants. In this group of 
people, one person is designated Knowledge Champion, who will be responsible for collecting 
and compiling all information during the project. Lessons learnt is an example of a document 
that always has to be uploaded to KX (Danielsson and Karlsson 2008). 

KX also contains forums where communities of practice can form and have discussions. In 
these groups it is also possible to post questions. Additionally, Accenture’s marketing and 
tender documents are stored in KX, making it available to all employees. (Birkinshaw 2001, 
Dunford 2000, Karlsson and Svensson 2008) 

4.1.1.2 Social Infrastructure 

Although Accenture mostly focuses on the codification strategy, they certainly also share 
knowledge by talking person-to-person (Hansen et al. 1999). Since finding the right 
information in KX might be difficult many consultants turn to their colleagues whom they 
know are very knowledgeable in a certain subject. Since they often are working in 
international teams the best way to reach their contacts is usually by phone (Danielsson and 
Karlsson 2008, Karlsson and Svensson 2008). If the contacts are not enough, the consultants 
can also turn to dedicated experts, either at the Centers of Excellence (Werr and Stjernberg 
2003) or by sending an e-mail to experts@accenture.com (Danielsson and Karlsson 2008). 
The Centers of Excellence are working on compiling the firm’s best practices, by writing 
detailed descriptions based on previous projects. The e-mail address is connected to all the 
employees’ CVs, and anyone who adds that they are an expert in a field may receive an e-mail 
if a colleague is in need of expert help in that subject. The employees may also find people to 
talk to through the uploaded projects at KX, or search and/or post questions in the discussion 
forums (Karlsson and Svensson 2008). 

Apart from the project teams, all employees’ are connected to a group of 4-5 people with one 
manager. The manager is the person who is evaluating the consultant’s performance. Since 
Accenture has such a great focus on knowledge sharing this is all the time premiered and it is 
one of the most important factors measured in the employee’s performance. Contributing to 
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other projects is seen as important as the consultant’s own project. Sharing knowledge is 
therefore a prerequisite for climbing the business ladder in the organization (Karlsson and 
Svensson 2008). This may sound inefficient and expensive, but the truth is that estimates 
made in 2009 show that each dollar invested in their knowledge management system returns 
$18.60 worth of time savings (Aaron 2009).  

4.2 Ernst & Young 
Ernst & Young is also a professional services company, which has four service lines: 
assurance, tax, advisory and transactions (Ernst & Young n.d. a). The headquarters is located 
in London and the company has offices in 150 countries (Ernst & Young n.d. b). In 2015 the 
number of employees globally was 212 000, and in Sweden they have around 2300 
employees. The company was founded in 1989 (Ernst & Young n.d. c). 

Ernst & Young recognizes their employees’ knowledge to be one of their key assets and they 
are working hard to collect and store this knowledge to reuse it in future projects (Ernst & 
Young n.d. d). To ensure best practices their knowledge management approach is centralized 
and standardized (Ezingeard et al. 2000). According to Hansen et al. (1999) Ernst & Young is 
also a company primarily using the codification strategy. 

4.2.1 Knowledge Transfer at Ernst & Young 

4.2.1.1 Technical Infrastructure 

Ernst & Young’s knowledge management system consists of three centers; the Centre for 
Business Innovation that is in charge of creating new knowledge, the Centre for Business 
Transformation that is in charge of creating new methods and tools, and the Centre for 
Business Knowledge, which is responsible for transferring new knowledge inside the 
organization. These centers and the consultants at Ernst & Young are connected by their 
global online knowledge management system called the Knowledge Web, KWeb (Dunford 
2000). Their knowledge management approach is therefore centralized, which is their way of 
coordinating their knowledge, standardizing it and ensuring that what is stored is their best 
practices (Ezingeard et al. 2000). Most of this is done by the Centre for Business Knowledge, 
the CBK, which is managing the KWeb. The CBK may also assist the consultants in finding 
and applying the knowledge they find in the knowledge database, as well as codifying and 
storing their own knowledge. However, the consultants are still responsible for providing all 
the new knowledge, as well as keeping up to date with what are the firm’s best practices 
(Hansen et al. 1999). 

The KWeb is divided into three parts. The first part is the massive storage of all documents 
produced in previous projects. Then there is smaller database containing “knowledge objects” 
where all client-sensitive information is removed and only the key information is left. 
Example of these kinds of documents may be work schedules and interview guides, which can 
then be reused in later projects (Hansen et al. 1999). The third and top database contains 
only the best knowledge and it is called the PowerPack. These PowerPacks are connected to 
different industries. Their design is standardized across all industries, making finding the 
right information easy (Werr and Stjernberg 2003). Ernst & Young has also focused a lot of 
resources into producing not only one, but two well-functioning search engines. One working 
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as a knowledge catalog, much like Yahoo!, and the other one is a full text search engine where 
the users may search through all uploaded documents (Ezingeard et al. 2000). 

4.2.1.2 Social Infrastructure 

Being a large global company, local offices’ connection to other countries has become easier 
through the Knowledge Web. The consultants are encouraged to start knowledge networks 
internationally across the organization. These groups are virtual communities of practice, 
where people worldwide can participate in groups based on their work tasks (Ezingeard et al. 
2000). Furthermore Ernst & Young is arranging meetings and seminars where people from 
all over the world are invited (Ahmed and Akram 2011).  

However, the firm is also focusing a lot on encouraging knowledge sharing in the offices as 
well. For example, the project leaders are meeting once a month to discuss their ongoing 
projects, giving them the opportunity to help each other improve and solve problems (Werr 
and Stjernberg 2003). They also have other types of meetings and seminars for knowledge 
sharing (Ahmed and Akram 2011). During Ahmed and Akram’s research they observed the 
important role of storytelling and talking during coffee breaks in the organization. They also 
noticed that the consultants often asked their colleagues for help, and that they definitely 
seemed to have a culture of helping one another. If the colleagues cannot help them they have 
a standardized chain through which they always turn. It starts with a senior consultant, if he 
or she cannot answer the consultant turns to their manager and lastly the partner in charge of 
the branch. Another example of how knowledge is transferred socially is through coaching 
and mentoring. 

Ernst & Young is also proving to their employees the importance of knowledge sharing by 
making it one out of five things they evaluate in the consultants’ performance (Dunford 
2000). The employees themselves have also understood the benefits of their way of working, 
and one of the key success factors that they point out is that the system and process is simple 
to use. Ernst & Young states that they have managed to create a knowledge sharing culture, 
but they also recognize that keeping it that way requires constant development (Ezingeard et 
al. 2000).  

4.3 McKinsey & Company 
McKinsey & Company (from now on referred to as McKinsey) is a management consulting 
company. Founded 1926 in Chicago McKinsey today has its headquarters in London. The 
more than 20 000 employees are working in 61 different countries (McKinsey 2016).  

In their book The McKinsey Mind knowledge is defined as “the mix of information, 
experience, and context in a value-adding process” (Rasiel  and Friga 2002, p. 75). Contrary 
to the two previously described companies, McKinsey does not believe it is possible to store 
their in-house knowledge in databases. Knowledge has to be transferred from person to 
person, all according to Hansen et al.’s (1999) personalization strategy. They therefore have a 
great focus on networks and effortlessly connecting their employees all around the globe.  
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4.3.1 Knowledge Transfer at McKinsey 

4.3.1.1 Technical Infrastructure 

To connect their employees and ensure they find the most knowledgeable people on the 
subject McKinsey is using three databases with different levels of detail. The Practice 
Development Network, PDNet, stores the firm’s core knowledge in different practice areas 
(Dunford 2000). The database contains things such as methods and articles written by their 
consultants. A team is always making sure that the information in the database represents 
the firm’s best practices and is up to date (Birkinshaw 2001). The second database is the Firm 
Practice Information System, FPIS, and it is where all previous client projects are stored. The 
third database is the Knowledge Resource Directory, KRD, which also is known as their 
Yellow Pages. The directory is based on the different practice areas and contains key 
documents in the areas, called practice bulletins. The documents are a two-page summary of 
key knowledge. These also contain a list and details of experts in the firm who may answer 
any questions about the topic. The list may be sorted by location and competence. These 
systems have a quality rating system which helps control if any documents are outdated 
(Indu 2007).  

It is obvious that McKinsey has advanced technical systems for knowledge management. 
However, the purpose of these are not to actually codify and store knowledge, but help the 
consultants get a quick insight in the subject and then to help them find another consultant 
who is very knowledgeable in the subject (Hansen et al. 1999). From there on the knowledge 
is mostly transferred socially. 

4.3.1.2 Social Infrastructure 

Every project at McKinsey is supposed to start off with a search in not only their own 
databases, but also external publications. This should result in a list of contacts that the 
consultant can contact directly (Rasiel and Friga 2002). Telephone and video conversations 
are very common since these contacts may not be located in the same office (Indu 2007). 
These dialogues are not only meant to transfer knowledge from one consultant to the other, 
but also for them to collectively come to new insights and create new knowledge and 
solutions. This is not only done through discussions but also through brainstorming sessions. 
These external assisting consultants in the projects are not unusual and they are called 
consulting directors (Hansen et al. 1999). 

Networks being highly important for knowledge sharing, especially in the personalization 
strategy, are getting a lot of attention at McKinsey. The premiere way to get to know new 
people is by finding them in the directory of experts and then involving them in the project. 
Another way is through encouraging the consultants to at times change office and thereby 
associate with new colleagues (Indu 2007). Another opportunity to meet new people and 
develop knowledge is at McKinsey’s Practice Olympics. During these competitions teams are 
formed from offices around the world and their mission is to summarize knowledge and ideas 
on a specific topic. They then present these ideas for a jury which selects the teams with the 
best ideas. The competition consists of several events, with the final being held at an exotic 
location. In the end the team with the highest contribution to the firm wins exclusive prizes 
(Dunford 2000, Rasiel and Friga 2002). 
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To be able to rely on person-to-person knowledge transfer, McKinsey has focused heavily on 
creating a knowledge sharing culture as well as a rapid-response culture. This knowledge 
management strategy is much more time consuming, and for it to be manageable everyone in 
the organization has to participate and be available to others. For example, all consultants 
have to return a call from a colleague within 24 hours. To be able to retain this culture, 
McKinsey is very aware of that it requires constant support from the top management (Rasiel 
and Friga 2002). Of course this comes at a price, and the firm is known to spend 10% of their 
revenues on developing and managing their intellectual capital (Davenport et al. 1998, P, 
2007). 
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5 Knowledge Transfer at WSP 
This chapter starts off by describing WSP | Parsons Brinckerhoff and the technical and social 
infrastructure available for knowledge transfer in Sweden. Then there is a description of how 
the leaders are intending these systems to be used and how knowledge is supposed to be 
transferred, followed by how the consultants find and share knowledge in practice.  

5.1 WSP | Parsons Brinckerhoff 
WSP | Parsons Brinckerhoff is a global engineering professional services consulting firm. 
They offer services in all fields of the built environment and the environment, from engineers 
and architects to planners and construction managers. The company has its headquarters in 
Montreal and its 34 000 employees are working in over 40 countries (WSP | Parsons 
Brinckerhoff 2016a). In Sweden WSP has around 3500 employees (WSP Sverige AB 2014). 
William Sales Partnership was founded in U.K. in 1959, and Parsons Brinckerhoff was 
founded in New York City in 1885. WSP acquired Parsons Brinckerhoff in 2014 (WSP | 
Parsons Brinckerhoff 2016b). 

In the 2015-2018 Global Strategic Plan WSP | Parsons Brinckerhoff’s business strategy is 
described. According to it the organization should offer best-in class consulting services. They 
state that their greatest asset is their people who are spread around the world and possess a 
diverse set of skills and capabilities. Global collaboration tools and networks will ease 
information sharing across borders to provide their clients with state-of-the-art solutions and 
the latest innovations. At the same time they have a strong local presence making these best 
practices and ideas adapted to the specific location wherever they come from. In the future, 
repeated businesses will lower business development costs. WSP | Parsons Brinckerhoff does 
not focus on being the biggest, but the best option for their clients. Their top value is to be 
innovative and to explore new ideas in order to find the ideal solution. (WSP Global Inc. 
2015) 

5.2 Knowledge Transfer at WSP 
The consultants at WSP Management are using multiple technical systems and databases in 
their daily work. They also have several different formal meetings, but also chances for 
informal meetings. Below are descriptions of the technical infrastructure used to store and 
share knowledge, and also of the formal meetings where knowledge has the possibility to get 
transferred. The descriptions are based on the information for new employees on the Intranet 
and the interviews.  

5.2.1 Technical Infrastructure 
 
VS  

(Short for verksamhetssystemet) VS is the project database WSP Sweden uses as the hub of 
the work process, where all tenders and projects are handled. The system contains their best 
practices; a common, standardized way of working. For every project started the project type 
is chosen among around 170 types, and for all of these project types there is a library of 
routines, tasks and tools useable in that specific type of project. Examples of tools are 
checklists, templets and laws. For years a person responsible for that project type has 
updated these. This person is a normal consultant, and not an employee working fulltime 
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with this. Everyone can hand in suggestions for improvement at “The place of improvement” 
(writer’s translation of Förbättringsplatsen). This way these libraries are kept up to date and 
continuously develop. It is possible to search for and see all projects completed and still 
running, and thereby find suggestions for another project, or at least find contact information 
to people being involved in that kind of project. According to the routines in VS, the employee 
is in the end of a project encouraged to evaluate the project, reflect upon new knowledge and 
have a final meeting with involved project members. The employee should also archive all 
documents from the finished project in VS. 

The Intranet 
The intranet is used globally at WSP | Parsons Brinckerhoff, although it can be customized to 
the employees’ location and division. The main purpose of the intranet is to gather 
information, news, IT-support and contact information to all employees, and it also contains 
a social function called the community. The community works as an online social network 
where it is possible to comment on, like and share posts. It can be divided into the network, 
clubs, discussions and blogs. The network is intended for professional knowledge sharing, 
where people join groups of different topics and discuss subjects that are work related. The 
largest network at the time of writing was on sustainable social development and had 600 
members in Sweden. Clubs work the same way as the network, but are intended for subjects 
not related to work. Discussions is a forum where anyone can read and reply. Common for all 
of these are that almost everyone posting a question seems to get an answer fast, although 
there is usually only one answer and not really a discussion. There is also a possibility to write 
and share a blog. However this does not seem very popular since only two people had posted 
something in one month prior to the date when this investigation was made. 
 
WSP University 

WSP University is a platform used to display all courses available for the employees. The 
courses include for example lectures, e-learning courses and videos, and through the 
platform it is possible to sign up for these courses. The courses are held by an expert 
employee or an external lecturer.  

Signature 

Signature is the platform where all employees upload their CV and keeps it updated with all 
the projects the employee has been a part of. It is also possible to use the platform to search 
for colleges by name.  

Projio 

Projio is a reference database, which is used while tendering. The data comes from VS and 
the employee can add a more descriptive text about the project. However the database is not 
intended for knowledge transfer. 

Yammer 

Yammer is another online social network, but from a third party. Some people at WSP 
Management have begun using the website for discussions and sharing knowledge. Yammer 
looks very much like Facebook, making it easy for new members to learn how to navigate the 
site fast. There are different groups that the members can join depending on their work field 
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and interests. Employees sign up for Yammer by using their company email address and 
instantly get in contact with other people from the same organization. At the moment, people 
signing up from Sweden only get connected to colleagues from Sweden. At the time of writing 
this text, 215 people from WSP Sweden are using Yammer.  

5.2.1.1 Summary of Technical Infrastructure at WSP 

The described technical infrastructure used at WSP is summarized in the table below. 

Table 3:  Summary of technical infrastructure used at WSP. 

Name Type of Infrastructure Geographical Usage 

VS Project database and knowledge bank Only in Sweden 

The Intranet Intranet Globally 

WSP University Course selection Globally 

Signature CV database Globally 

Projio Reference database Only in Sweden 

Yammer Online community Only in Sweden 

 

5.2.2 Social Infrastructure 
 
Group Meetings 

The Management department is further divided into groups of 10-15 people including one 
manager. These groups have meetings every 6-8 weeks where they meet and have 
discussions. The manager is responsible for planning these meetings, but usually people in 
the groups get a chance to share experience from their projects and bring up problems. 

Department Meetings 

Two times a year the studied Management department is having a meeting. During some of 
these meetings a typically complex case is presented, however this has been problematic due 
to the large group of people working in different projects. Nevertheless the meetings are a 
good possibility for the employees to meet and get to know each other, especially for those 
who often are working outside the office. The meeting is often ended with a dinner and some 
activities, which is appreciated by the employees. 

Work Technique Meetings 

(Writer’s translation of arbetsteknikträffar). These types of meetings usually occur two times 
a year and normally there is an employee who for example recently has finished a course or 
excels in something who presents this at the office. The meeting normally takes two hours. 
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The Management Days 

Everyone at WSP Management in Sweden is invited to participate at the Management Days 
which are held approximately every second year. During these two days news are presented 
and lectures are held, at the same time people working in different departments get a chance 
to meet and network. 

Knowledge Seminars 

Sometimes seminars for discussing a predefined topic are arranged. The seminars might start 
off with a short lecture, but the main focus is on the discussions. Discussions are a great way 
of transferring knowledge, and during these seminars the employees can go deep into one 
specified topic. A few of these seminars with a specific theme run regularly, while some are 
only once based on the current need. Any employee interested in the seminar can join and 
they sign up through WSP University like a regular course. 

Project Follow-Ups  

(Writer’s translation of uppdragsuppföljning)In an attempt to store knowledge possessed by 
experienced consultants WSP Management sometimes performs project follow-ups with the 
consultants responsible for more complex project. Other consultants may be invited to the 
meeting, hence giving them an opportunity to learn. The meeting is also a great opportunity 
for the interviewed consultant to reflect upon the project which may lead to new insights. The 
questions are based on PMI’s ten knowledge areas and cover for example how the project 
started, the communication in the project and if there were any challenges or opportunities. 
This is then codified in a protocol that is first controlled by the interviewee and then sent to 
the management staff. The interviews give the organization a better understanding for how 
their projects are executed and support them in their development work. 

5.2.2.1 Summary of Social Infrastructure at WSP 

The described social infrastructure used at WSP is summarized in the table below. 

Table 4:  Summary of social infrastructure used at WSP. 

Name Type of Infrastructure Involving Periodicity 

Group Meetings Meeting Group 6-8 weeks 

Department Meetings Meeting Department 6 months 

Work Technique 
Meetings Meeting Department 6 months 

The Management Days Meeting Division 2 years 

Knowledge Seminars Training Voluntary Regularly 

Project Follow-Ups Interview Experienced 
consultants Occasionally 
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5.3 Directors of Development 
Interviews with the directors of development in Sweden were conducted. They are the ones 
who decide how knowledge should be transferred in the department and division. 

5.3.1 Knowledge Strategy  

During the interviews with the directors of development it was clear that they have different 
views of what knowledge is and how knowledge should be transferred in the organization. 
DD1 believes knowledge has a close connection to experience, and at the same time it is 
something that can be codified in templates and processes. DD2 also connected knowledge to 
experience. However, DD2 does not believe it is something that can be codified and then 
transferred, rather it is something that only can be developed through hands on experience 
and through discussions. Both of them used the term packaging knowledge, DD1 said that 
this is something they have to do, while DD2 said that it is something that is impossible to do. 
They therefore described WSP’s knowledge transfer strategy differently. 

DD1 said the company’s knowledge is stored in VS. They do not have a standardized way of 
transferring knowledge, but their way of working and executing their projects is 
standardized. The standardization is described in VS, and therefore also their knowledge and 
best practices are stored there as well in those instructions, templates and tools. Yet, this way 
of working is not forced on the consultants, it is more of an advice. The search function in VS 
can be used to find other projects to help in the consultant’s current project. All documents 
should be stored there as well as contact details to the responsible consultants. 
DD1 lay the responsibility of updating the company’s best practices on the person in charge of 
the project type in VS. This person has to have a close contact with his or her colleagues to 
stay up to date with their latest improvements. This part of the process is therefore vital.  

DD2 sees VS as their repository for previous projects, templates and other tools such as sets 
of regulation. The search function is a good way to find similar projects and contact details to 
employees with knowledge in that kind of project. However, DD2 said their primary way of 
developing knowledge is through courses, knowledge seminars, informal meetings and 
during the projects. The courses and the knowledge seminars are great opportunities for the 
consultants to create a commonly used language as well as discuss practical problems and 
solutions. Informal meetings for example during coffee breaks and lunch breaks are another 
opportunities for discussions. Still, the best way of learning is by doing, and most of the 
consultants’ knowledge comes from working in different projects. WSP is trying their best to 
always have more than one of their own consultants in a project. This enables knowledge to 
be transferred from previous projects to the current one through discussions and problem 
solving. DD2 sees these four channels as their main infrastructure of knowledge transfer, 
where the discussions emerge on the consultants’ own initiative. DD2 does not believe 
knowledge transfer can be forced; it is too dynamic and organic.  

DD1 and DD2 both viewed technical infrastructure such as the intranet and Yammer as two 
additional communication channels, where employees have an opportunity to find colleagues 
with certain competence. DD2 described it as using the Internet to find a recipe versus using 
a cookbook. On the Internet you will find an endless amount of recipes, while in the 
cookbook you will only find one. When using the Internet to find a recipe, or using Yammer 
to find a solution, you face multiple options, and you have to use your own experience to 
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determine how these can be combined to solve your specific problem. DD1 also saw how too 
many channels can lead to information overload and therefore said that it is important to 
decide what information should go through which channel. Neither DD1 nor DD2 wanted to 
specify how much time is acceptable to spend on these types of communication channels. 
None of them see a difference in asking a colleague for help in person or using one of the 
online networks.  

5.3.2 Motivating Knowledge Sharing 

DD1 and DD2 both view knowledge transfer and knowledge sharing as a fundamental part of 
the organization that it is needed to continuously develop. They were therefore asked how the 
employees are motivated to share knowledge. DD1 answered that knowledge sharing is a part 
of their culture as consultants, and that they only hire people whom they believe agrees with 
this. The constant motivation to help others comes from the fact that the consultants know 
that they also will get help when they need it. DD2 said they used to have different pro-
knowledge-sharing-slogans, but lately they have not focused very much on it. This might be 
because they think it has been working well. DD2 also said that it might be something they 
could reinforce again. 

5.3.3 Future Improvements 

In the future, DD1 wants to improve their way of working with knowledge transfer by 
evolving the role of the person responsible for the project type in VS. There have to be more 
activity and discussions of new solutions and their best practices for all project types. DD1 
said that there are more things they could improve, but the project types are the hub of their 
knowledge, and therefore development has to start there. DD2 also believes their IT systems 
could become better and more user friendly. But DD2 said that their business model is a 
limiting factor. DD2 sees working as consultants, where they have to spend as much time as 
possible working in a project for their clients, as a challenge. Their business model does not 
allow much time being spent on knowledge sharing. Another factor is how well the 
consultants know their colleagues. It is easier to ask questions if they know each other well, 
which would make their relationships unpretentious and develop trust among them. This is 
also hindered by the business model, and something the managers have to help overcome. 
Both DD1 and DD2 said that knowledge management is something complex, and they 
recognize that there is not one solution that will unravel this challenge. It has to be done step 
by step. 

5.4 The Consultants 
Interviews with the consultants were also conducted. These gave an insight in how knowledge 
is actually transferred in the division and what they think about it.  

The consultants do not seem to have a structured way of working with sharing or finding 
knowledge. Most of them described different approaches to be their main strategy when 
facing a new problem they need to find a solution for. One consultant described the process 
as “I would say that it is quite random, when you have a problem. [...] There is no systematic 
knowledge transfer.” (DM1). Some of them started talking about technical methods (PM1, 
CM2, DM3), while others straight away turned to social methods (DM1, DM2). Yet, all the 
consultants seem to rely heavily on their social networks, while WSP’s own technical 
infrastructure is less used. R1 admitted this could be due to a lack of knowledge and 
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experience when it comes to these systems, mostly blaming a lack of time and the amount of 
systems for the inexperience. All of the consultants pointed out that templates and checklists 
are a fundamental way of reusing knowledge from previous projects, regardless of if these 
come from any technical systems, social contacts or the consultant’s own stored documents 
(CM1, DM1, PM1). 

5.4.1 Technical Infrastructure 

The consultants who first mentioned technical infrastructure said that they often start off 
with searching for a solution on Google. DM3 said “First, I try to find an answer by myself, 
and that usually means that I Google it. I do that with all of my problems, I Google 
everything. Because most often, someone else has already had the same question.” Apart 
from using search engines the consultants answered that the main technical systems they use 
to find knowledge are VS and Yammer, but they all use them to a varying extent. VS has to be 
used by everyone, but since some of the consultants are more used to working in their client’s 
system VS is not prioritized (CM1, DM2, PM1) and these people mostly use VS as an archive. 
For the consultants who more often use VS the main tools used, except for managing the 
projects, are the templates and checklists (CM2, DM1, DM3). Where some of the consultants 
found these types of material in VS to be helpful (CM1, CM2), some often do not find them to 
be enough (DM1, PM1). They would need more practical, hands-on information. Some are 
aware of that it is possible to search for earlier projects in VS (CM2, DM3). DM3 mentioned 
searching for a template in VS, finding a few and combining the best parts of the different 
templates. DM1 revealed the same thing, but asked colleagues for the templates. CM2 also 
said searching for previous projects such as indoor swimming pools is possible, however the 
same person said that using other channels for finding that same information would be more 
efficient and the person would therefore not use the function in VS. The same person said 
that at least the function can be used to find people who have managed similar projects 
before. None of the other consultants are using VS to find other experienced consultants. 

Not all of the consultants use Yammer, only two of the interviewed consultants use it as well 
as some people talked to informally (DM3, CM2, R2). They describe it as a great way to 
effortlessly share and find knowledge of interest. The functions can more or less already be 
found on the intranet, but they explain that Yammer is more developed and user friendly, 
which is why many people have chosen to use Yammer instead of the intranet.  In Yammer, 
different groups of interest people can share and discuss the latest solutions as well as post 
questions where people with the best knowledge answer. It is therefore not only about storing 
knowledge which later can be retrieved, but also about refining new solutions by connecting 
experts in different fields. Any new best practices would be stored in Yammer, but could in 
theory also be transferred to VS. CM2 said that all new solutions might not be needed by 
everyone at that moment, but can see that many are reading what is posted and therefore 
said “Just to plant a thought in those people’s mind that someone has already come up with a 
solution, then that will pop up in their mind when they face the same problem later.”  The 
same person mentions that it is a shame Yammer is only used nationally. WSP consultants in 
other countries also possess enormous amounts of knowledge, but it does not get shared. 
None of the consultants who use Yammer see a problem with information overload since the 
members only join the groups that are of their interest and because all posts have tags and 
are easy to search for.  
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The communities on the intranet have similar functions as Yammer and are already used 
globally, however none of the consultants interviewed admit that they use it. Only one 
consultant is a part of a club, which is not work related (PM1). R2 says that this is because 
Yammer is more developed and user friendly. It does not send you any emails, and posts are 
a lot easier to find. Instead, the intranet is mostly used to find colleagues with a certain 
competence, although this process was not described as easy. Since it is not possible to search 
for a specific competence, the consultant has to know something else about the person, for 
example which department or division the person might belong to. Then the consultant can 
search for that list of names in Signature to read about their competences (PM1, DM3). Then 
first the consultant can contact the colleague personally. 

5.4.2 Social Infrastructure 

Much knowledge is transferred socially at WSP. How a person with a specific knowledge and 
a person in need of that knowledge are connected is however not structured. Most often the 
consultants limit their search to people in their own contact network. Consultants who spend 
a lot of time at the office usually find someone there who can help them (DM1, PM2, CM2), 
but for the consultants spending most time at their client this is more troublesome (CM1, 
DM2). DM2 who only is in the office 3-4 times a year confessed to not have a feeling of 
belonging to WSP. DM2 does not know many of the colleagues at WSP and therefore relies 
mostly on previous knowledge or on people in the temporary project organization. If that is 
not enough DM2 contacts someone else who often is not a person working at WSP. CM1 has 
the same problem, but often asks the group manager for help to find the right people. 

Consultants spending more time in the office have no problem asking their colleagues for 
advice, and many often start by asking the people next to them (PM1, DM3). “Well, usually I 
ask someone. Sometimes I just rise up from my seat and ask straight out.” (PM1). These 
people know their colleagues quite well and therefore often know who to turn to (PM1, DM1) 
or they turn to their group manager (DM3).  

Through different meetings not only knowledge can be shared, but also work as a way for 
people to get to know each other. DM1 talked about a meeting where the design managers get 
together and discuss a predefined theme. PM1 and PM2 mentioned the department meetings 
and the management days as great ways to learn something new and as well as getting to 
know other people, while CM1 talked about the yearly conference. However, knowledge 
sharing does not only take place at these organized meetings, but some of the younger 
consultants make sure to arrange their own meetings with more experiences consultants. R3 
declared to join a more experienced consultant during complex inspections to get more 
experience. This is not something that is encouraged by the leaders, but something R3 
chooses to do. DM3 also talked about learning a lot from going to meetings and listening to 
experienced colleagues.  

5.4.3 Sharing Knowledge 

All of the consultants stated to like sharing knowledge and anyone of them would help their 
colleagues if they ask for help. Some of them have also posted suggestions of improvement on 
VS (CM1, PM1), although CM1 said it took about a year before the suggestion was uploaded. 
Apart from that they mostly discuss things with colleagues or mentor new employees. 
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Knowledge sharing thus ordinarily takes place through the social infrastructure, except for 
those who use Yammer.  

What motivates the consultants to share their knowledge primarily is the fact that they know 
that their colleagues will help them when they need help. DM2 loves to learn new things and 
wants to learn something new every day, DM2 sees also sharing knowledge as a natural part 
of this. DM1 and CM1 recall thinking that they were competing against their colleagues and 
that sharing knowledge might make them loose competitive advantages, but none of them 
think that anymore. Neither does DM3 who is younger; DM3 could not find any hindering 
factors for sharing knowledge at WSP. DM3 also confirmed that knowledge sharing was 
brought up during the job interview, and that asking questions and sharing knowledge was 
expected of DM3 when starting at the company. Other than that DM3 has not heard anything 
about sharing knowledge since, but mentioned getting motivated to take courses. None of the 
other consultants either feel that they get encouraged or motivated to share knowledge, nor 
do they feel like they need to be motivated. The only problem they see is that they have to get 
paid to do it, which has not always been the case (DM1, CM1, CM2). CM1 said “First of all, it 
is the economic situation. You charge hour by hour, and if you cannot charge for that hour of 
knowledge sharing then there will be some abstention from doing it. You don’t get paid.” 
CM2 and PM1 also said the lack of time is a hindering factor, and since they do not feel like 
this is something that is encouraged by the leaders, they do not prioritize it. According to 
DM3, what is needed is therefore clearer guidelines of what is expected of them. 

5.4.4 Desired Improvements 

DM3’s conclusion about clearer guidelines summarizes what many of the consultants 
expressed they wanted to improve pretty well. DM1 expressed it as a standardized way of 
working, PM1 as a structured way and CM2 as uniformity. None the consultants would 
hesitate to help their colleagues if they have any questions. However, only a few share 
knowledge to the technical systems regularly (CM2, R2) and none of the interviewees have 
heard about the knowledge seminars. The informal knowledge transfer works very well 
because everyone is doing it, and for the formal knowledge transfer to work it would also 
require everyone to start doing it. “Everyone isn’t working with it and very much is about, if I 
find that indoor swimming pool [by searching in VS] it does not mean that I actually will find 
something in those folders, because it is problematic to get everyone to work with it.” (CM2). 
Two important factors in making sure the employees use the technical systems and tools 
available are first of all that everyone knows how to use them, which R1 admitted was not the 
case, and second of all that the programs are user friendly and smooth to use, which CM2 
said they are not. At the same time PM2 said that forcing the consultants to work in a specific 
way could be problematic, but can see the importance of communicating this as a goal for the 
organization and thereby showing what is wanted of the consultants. “Because I don’t think 
we will get, we will never get paid for it [paid by the clients to transferring knowledge]. On the 
other hand we will get better deliveries. I believe we will benefit from it because our 
competence will increase…” (PM2). 

What was also desired was more interaction (CM2) and many of the consultants wanted more 
seminars where knowledge could be shared and discussed (PM1, PM2, CM1, CM2, DM3). In 
small groups the consultants want to meet and talk about ideas or things they have done well 
or bad. The conclusions from the meeting could then be saved as a document or a new 
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template and be shared to everyone. DM3 also recognizes that these meetings cannot take 
place too often, because then people might prioritize something else.  
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6 Analysis 

6.1 The Consultancies Key Success Factors in Knowledge Transfer 
Three consulting companies have been described, all three with variations in how they have 
chosen to manage and transfer knowledge. Accenture and Ernst & Young are examples of two 
companies that are using the codification strategy, while McKinsey is using the 
personalization strategy. Yet, all three of them are using similar tools, which at first glance 
may give the impression of the differences in their strategies not actually being that vast. 
However, the purpose of these tools and how they are supposed to be used is the big 
difference. Accenture and Ernst & Young are using their knowledge banks to store knowledge 
for future reuse. Previous solutions may require some alterations to fit the current problem, 
but the main idea is to understand by reading these stored documents how similar problems 
can be solved. McKinsey on the other hand is not striving to reuse old solutions. The purpose 
of their knowledge repositories is to get some insight in the subject and then to get the 
contact details to an expert in the field. Then these people will together, based on their 
collective knowledge, try to come up with new solutions and create new ideas. Despite these 
two totally different approaches, there are still some shared tactics that the companies all are 
using. These have to be the key success factors for knowledge transfer, regardless of the 
transfer strategy chosen.  

What is prominent in their way of working are their clear and standardized processes. All 
employees seems to be fully aware of these, such as in the beginning of a project they should 
consult the databases and see if there are any similar projects that have been executed before. 
If there are any, the consultant can get a quick insight in how these projects have been 
managed and if that team had any specific lessons learnt during the project. Additionally, the 
consultant will get details about the previous consultants working in the similar project, 
people that probably will be able to answer questions, provide tips and function as a sounding 
board. Later, when the project is finished, the consultants also understand the importance of 
compiling and storing details about the project and documents that may be of use in the 
future. This standardization stretches all the way through different the industries down to the 
layout of their best practices.  

Having these huge databases filled with documents from different projects set high 
requirements on the systems where user friendliness is crucial. The studied consultancies all 
have few systems, which the consultants know well and can operate to their full potential. 
Searching in the databases seems to be simple and efficient, and the result displayed is up-to-
date. One way the companies ease searching and operating these systems is by making sure 
employees are using a shared language. This is not seldom a welcoming spill-over effect from 
working in a standardized manner. Since the consultants are the ones working every day in 
the field, they are the ones who have to be responsible for reporting their latest findings. 
However, maintaining and updating what is already stored in the databases is a time 
consuming job, which would have to take multiple hours from the consultants’ projects. 
Accenture, Ernst & Young and McKinsey have therefore all allocated the task to specific 
knowledge management staff. These people make sure the databases are up to standard, 
update the firm’s best practices and assist the consultants in knowledge management 
questions. This leads to higher costs, but all three companies indicative how this investment 
pays off tenfold. 
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The advanced technical systems that they are using do not only help connecting people 
nationally in different offices, but people all around the world. In other companies it is usual 
for the employees to only know their colleagues working in the same office. This makes sense 
since those are the people the employee normally meet. However, this limits the number of 
people that are available to share knowledge, and therefore it also limits the diversity of the 
knowledge they have. The risk is that this leads to offices becoming isolated from the others. 
Through the databases the consultancies have made it is possible to find the latest progress 
made in the whole company, and also to connect to the top people on the subject. 

The final key success factor noted is the amount of effort these companies are putting into 
promoting this way of working. Without a knowledge sharing culture all of these systems 
would get outdated and the strategy would fail. Everyone has to participate. At McKinsey this 
means returning a call within 24 hours. Without any incentives to do so, this would probably 
not be happening. All these three companies seem to be able to balance the intrinsic and 
extrinsic motivators well, as well as the basic hygiene factors where the consultants feel 
satisfied. One important way of showing the employees how serious the consultancies take 
knowledge sharing is by including it in one of the aspects that they evaluate the consultants 
by. They are also making it clear by saying that helping in other projects is as important as 
working in the consultant’s own project. Including the clear knowledge transfer processes, 
what is expected of the consultant is very articulate. This definitely leads to a knowledge 
sharing culture.  

These three consultancy companies are not perfect when it comes to knowledge 
management, no company is. However, they are among the most notable. The above 
described practices are what in this research have appeared to be the key to their success. 
These key success factors can be summarized as: 

x Clear, standardized routines  

x User friendly, up-to-date technical systems 

x Global interaction 

x Culture of knowledge sharing  

6.2 Testing of Theory 
Throughout the research practical examples of the stages in Nonaka and Takeuchi’s (1995) 
SECI-model has been seen. Socialization may take place in the different project teams. In 
consultancies it is normal to work with new group members in every project, and this is a 
great opportunity for the consultants to get new tacit knowledge by observing and imitating. 
DD2 at WSP also recognized this to be the consultants’ premiere way to develop new 
knowledge. To be able to share their new knowledge to other consultants they would have to 
externalize it. This takes place when the consultants tell their colleagues about what they 
know or when they codify the knowledge into documents that can be stored. Explicit 
knowledge from different sources can then be turned into new knowledge, which DD2 
referred to as finding a recipe on the Internet instead of a cookbook. DM1 and DM3 both 
mentioned combining the best parts of different documents into one. When this knowledge 
becomes tacit, internalization has happened and the circle is closed. 
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Although all the modes of the SECI-model were found during the research, it was not obvious 
that knowledge creation has to follow the whole cycle. Neither was it clear that the 
consultancies’ knowledge strategy followed the model. Knowledge in the consultancies was 
supposed to take place through either finding knowledge in the databases or through 
discussions with consultants external to the project. Hence there was little focus on the 
socialization mode where knowledge is transferred through observing and imitating. The 
socialization mode is not really recognizable in communities of practice either. Neither is the 
mode very present in either one of Hansen et al.’s (1999) knowledge strategies. Therefore 
knowledge seems to be able to be created without the socialization stage, which would break 
Nonaka and Takeuchi’s knowledge creation circle. Maybe the cycle does not have to be 
completed for knowledge to be created, but the different modes can transfer knowledge 
individually and without respect of each other, as well as in combinations.  

 

 

 

 

 

 

Figure 4:  Proposed modification of the SECI-model. Original model by Nonaka and 
Takeuchi (1995). 

6.3 WSP 

6.3.1 Comparison to the Key Success Factors and Theory 

According to Hansen et al. (1999) an organization’s knowledge management strategy should 
be based on its business strategy. While firms focusing on offering standardized and fast 
solutions should pursue the codification strategy, firms offering unique and creative solutions 
should use the personalization strategy. WSP does not have as distinct focus on one of these 
categories as Accenture, Ernst & Young or McKinsey have, but their Global Strategic Plan for 
2015-2018 gives some hints about where they would like to be. Their top value is innovation 
and on their Swedish website they write about being one step ahead. They also write that they 
do not want to be the biggest but the best company in their field. Altogether this indicates 
that WSP belongs to the category of firms that offer unique and creative solutions. According 
to Haas and Hansen (2007) they therefore should focus on the personalization strategy to 
80% and the codification strategy to 20%. Their technical infrastructure should in the first 
place give insights in different areas and provide contact details to experts in the field. The 
knowledge is then supposed to be transferred via the social infrastructure where the 
consultants interact with each other. The previously described key success factors of the 
consultancies and McKinsey’s way of working should apply best on WSP. 
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The purpose of pursuing the personalization knowledge strategy would be to improve the 
quality of their work, rather than making the process faster (Haas and Hansen 2007). 
However, this does not mean that the process should not be efficient. One of the key success 
factors found at the studied consultancies was their clear and standardized routines. This is 
also evident at McKinsey, where all projects are supposed to start off by searching for the 
latest best practices in the field of the project and where what is expected of the consultants 
are clear. Lindkvist (2001) also identified a lack of routines as one major obstacle for 
knowledge transfer. At WSP the processes of the different project types are defined in VS. 
This helps creating a common language among the consultants and should therefore also 
help improve their absorptive capacity and causal ambiguity (Szulanski 1996). However, not 
everyone seems to follow these routines all the time. For example one of the directors of 
development had never spoken to any consultant that have followed the whole routine of 
ending a project, the routine that describes how knowledge gained from the project should be 
transferred. This problem is not uncommon in the construction industry where new projects 
often are started before the last one has finished, which Lindkvist (2001) also mentioned as a 
common obstacle. Spending time on a project after delivery is therefore often not prioritized, 
and might therefore be something that the leaders have to motivate their consultants to do. 

Despite their knowledge strategy it was clear that also McKinsey spent much resources on 
their technical systems. They have three databases, one shortly describing their best 
practices, one working as a directory to their experts and the third one storing all their 
previous projects. These are easy to search in and have a quality rating system that controls 
that the documents are up to date. VS has a similar function. WSP’s best practices are 
connected to every project type and shown in the advised process as well as in the templates 
and checklists. This is also where every project should be archived and if done so, it will be 
possible to trace and also to find the consultants connected to the project. However, VS does 
not seem to be user friendly and smooth enough for the employees to enjoy working with it, 
which both Birkinshaw (2001) and Hall (2001) stated was important. Additionally many 
consultants struggle with also having to work in their client’s system at the same time. VS 
also lacks the quality rating system that McKinsey’s systems have. Anyone can send in 
suggestions of improvement, but CM1 recalls it taking around one year for these 
improvements to get uploaded.  

One part of the key success factors found in the consultancies connected to technical 
infrastructure was also that the number of system was few. Accenture and Ernst & Young 
only have one system and McKinsey have three, where the separation between these three is 
clear. WSP has quite a few more technical systems. DD1 mentioned that this might lead to the 
problem of not knowing what information should be transferred through which channel. This 
was confirmed by R1 who admitted not to really know all the systems due to their sheer 
amount and a lack of time. The three consultancies all point out that making sure the 
technical systems are up to date and therefore reliable is an important part of ensuring top 
quality. These technical systems are the link between the mobile consultants that connect 
them wherever they are located. This does not only apply to the consultants working outside 
their firm’s office, but also to consultants based in different offices nation- and worldwide. 
Both Birkinshaw (2001) and Lindkvist (2001) stated that without the possibility to easily find 
where the latest ideas and innovations are located at the moment, the employees will be 
limited to their own contact network. This in turn will create islands of knowledge 
concentrated to the different divisions. 
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This is also connected to global interaction that also was found to be one of the key success 
factors at the studied consultancies. In WSP’s Global Strategic Plan their global capabilities 
are described to be one of the things that make the company unique. Yet little is seen of this 
internationality at the studied department. VS and Yammer, the two main technical systems 
used to transfer knowledge are only used in Sweden. In the other studied consultancies the 
technical systems used were the same globally. Some raised the trouble of many documents 
being stored in a local language and therefore being difficult to understand. But when 
pursuing the personalization strategy the main purpose of these documents would be to 
understand enough to know whom to contact. WSP shows in their Global Strategic Plan that 
they do understand the benefits of, and are trying to increase, global interaction among the 
employees. The studied consultancies clearly show that sharing the same technical systems is 
a prerequisite for successful global collaboration. 

The last key success factor discovered was to create a culture of knowledge sharing. This is 
something the studied companies are working really hard to achieve by motivating their 
consultants to share their knowledge and by really showing the importance of it by making it 
one of the things they evaluate their employees by. The importance of motivation was also 
stressed by Lindkvist (2001). The directors of development at WSP said that they have not 
created any incentives for their employees to share knowledge, which was also confirmed by 
the consultants. Still they seem to be more than happy to help their colleagues to the best of 
their abilities and no one said that anything hinders them from sharing knowledge. It truly 
sound like WSP has a culture of knowledge sharing and that they have overcome the problem 
many other consultancy firms have with the consultants feeling like they are competing 
against their colleagues. But maybe this knowledge sharing spirit at WSP is somewhat limited 
to sharing the knowledge person to person. This type of knowledge sharing could be 
motivated intrinsically by what Abouzahra and Tan (2014) and Osterloh and Frey (2001) said 
was enjoyment to help others. Hendriks (1999) also wrote about trust being a prerequisite for 
knowledge sharing, and this is also something that was evident among the interviewed 
consultants. Based on observations all employees at the department were very friendly and 
everyone seemed to be able to spend time with everyone during the breaks. None of the 
interviewees said to have a problem sharing mistakes, which is another prof of trust, and also 
of the knowledge sharing culture that Hendriks (1999) talked about. 

However, uploading project documents to VS and updating the project type processes and 
attached documents could also be seen as a form of knowledge sharing that is not as common 
among the employees. It is often forgotten or not prioritized, probably due to a lack of time 
which often is a problem in many organizations (Lindkvist 2001). One reason might be that 
the person who spends time on updating these things cannot immediately see the affect this 
has. The person would not even get a “thank you” like he or she probably would if helping a 
colleague. This type of knowledge sharing is probably therefore missing intrinsic motivation, 
and the lack of motivation is also one of the obstacles for knowledge sharing according to 
Lindkvist (1999). When lacking this kind of natural motivation, the motivation has to come 
from somewhere else. Perhaps this is what the other consultancies have discovered.  

6.3.2 Suggestions 

During the research, several consultants at WSP have stated to the researcher that they need 
to get better at transferring knowledge. What the study shows is that they actually already are 
doing it. This phenomenon was also noticed by Birkinshaw (2001) in his research. The reason 
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why the consultants do not realize this might be because most of the knowledge is transferred 
through social infrastructure and does not follow a certain process. Knowledge transfer is not 
only about codifying and storing knowledge in large databases. To come up with new and 
innovative solutions copying old ones will be of little benefit. What is much more important is 
to create opportunities where the consultants can meet and discuss ideas in a setting where 
they trust each other (Hendriks 1999). And this is something WSP does very well. The 
employees gladly share their knowledge with their colleagues and do not feel like anything 
would hinder them from doing just that. They have succeeded in creating a knowledge 
sharing culture only using intrinsic incentives. At the same time there are a few things that 
they could develop which might improve their knowledge transfer. 

The lack of clear guidelines of how knowledge should be transferred makes the consultants 
unaware of when they are doing it informally, but also unsure about how much time would be 
acceptable to also do it formally. The consultants said they like sharing their knowledge, but 
they are not sure about what is expected of them. This uncertainty could be lowered with 
clearer guidelines of what, how and also why knowledge should be shared at WSP (Lindkvist 
2001). Both directors of development said helping a colleague in person is not seen as any 
different from helping a colleague using technical infrastructure, such as Yammer. The 
difference is helping a colleague in person would only help that person. Helping a colleague 
or uploading suggestions of improvement to VS can be viewed by many more. By the leaders 
proclaiming that knowledge sharing is something they value, and something they expect the 
consultants to do, more employees might start beginning and ending the project according to 
the project type processes in VS. This type of knowledge sharing might be missing the 
intrinsic motivation that the consultants feel when helping a colleague in person, and 
therefore that might be something that the leaders have to start motivating them to do. 

This research also shows that WSP should focus more on using the personalization strategy 
from Hansen et al.’s (1999) article. Based on his research and also on the study of how 
McKinsey manages their knowledge, knowledge should primarily be transferred through 
discussions, but there is still a need for technical systems. However, the purpose of those 
systems should not be to store pages after pages of solutions, rather, they should contain 
short insights in different fields and cover the company’s main best practices. But most 
importantly, they should provide a way to easily find experts in these fields and their contact 
details. This could either be based on searching for specific projects or for specific 
competences. What is important is that these databases are kept up to date at all times to 
present the company’s state of the art practices. This requires interactive systems. 
Furthermore, having the same technical systems internationally would improve global 
collaboration. Another applicable key factor is the amount of technical systems and their user 
friendliness. Everyone will collectively have to work together in the same way, and one part of 
this would be for everyone to use the technical systems provided. For the employees to use 
them they have to feel like they actually benefit from using them (Hall, 2001). This requires 
systems that are smooth to operate and that the employees know how to operate them to 
their full potential. One alternative could be to use third-party systems. 

One improvement desired by the consultants was more seminars or workshops where there is 
room for discussions and sharing ideas. This shows again their desire to learn and improve, 
as well as share what they themselves also know. The seminars described sound similar to the 
knowledge seminars already available at WSP. It is unclear if these types of seminars are 
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perhaps more extensive than the ones wanted by the consultants, or if the consultants just 
are not aware of these seminars. Either way, here is also some room for improvement.   
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7 Conclusion 
It is perceivable that knowledge transfer is a difficult task in consultancy companies. 
Coordinating large firms’ knowledge requires great resources and the business model of 
consultancies makes finding those resources challenging. At the same time continuously 
developing more knowledge is essential since the organization’s greatest asset is their 
intellectual capital. Knowledge management is complex with all its elements, and it is not 
possible to define one strategy that would work for every company. The subject was a hot 
topic in the 1990’s, and more than two decades later many companies are still struggling with 
it. One reason might be that there is not quick solution; it is something that requires 
dedication for it to succeed. First of all it requires large monetary investments in forms of 
technical infrastructure and their maintenance, but also in the cost of the employees 
spending time on transferring knowledge and not only on working on their projects. 
McKinsey is known for spending 10% of their revenues on managing their knowledge. Like 
many investments, this will not start paying off right away. Building up routines and 
networks will take time and probably cause some frustration in the beginning before it works 
like intended. Additionally, having these systems will not be enough unless the company also 
manages to establish a culture of knowledge sharing. Changing an organization’s culture is 
typically something that takes a very long time and the direction that the change is taking is 
difficult to steer. If the company succeeds to manage this change, then managing knowledge 
will pay off. Ernst & Young has a ROI of 1,862% on its knowledge management system. 

It could therefore be concluded that knowledge transfer is economically sustainable. 
Moreover, since knowledge transfer will lead to less time being spent on ‘reinventing the 
wheel’ and therefore also less mistakes, development will become more resource efficient. It 
could therefore be argued that knowledge transfer is also ecologically sustainable. Perhaps 
this is a prerequisite for a future sustainable society. 

7.1 Theoretical Conclusion 
The report started off by introducing new definitions of the two concepts knowledge sharing 
and knowledge transfer. The definitions are based on the meaning of the words ‘sharing’ and 
‘transfer’. Knowledge should be able to be shared without knowing if the other person 
actually learned something. The reasons for this are vast and connected to the individual’s 
absorptive capacity and causal ambiguity. The researcher therefore defines knowledge 
sharing as knowledge that is transmitted from a source, but may or may not be received by 
another person. Knowledge transfer on the other hand is defined as knowledge that is 
transmitted from a source and received by another person. According to the definition, 
knowledge transfer is therefore what is desired, and it is something that cannot happen 
without knowledge sharing. 

Furthermore, the research has provided a summary of already existing literature covering 
Accenture, Ernst & Young and McKinsey’s knowledge transfer strategies.  

The research also provided the opportunity to test some of the difficulties that Birkinshaw 
(2001) and Lindkvist (2001) have found in knowledge management. The most evident of 
those difficulties found at WSP were a lack of routines, time and motivation to share 
knowledge through technical systems. It was also clear that the geographically dispersed 
offices lead to limited personal networks. Furthermore, despite missing external motivators 
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from the leaders at WSP, all the consultants were highly motivated to share their knowledge 
through interaction with their colleagues. This supported Hendriks’ theory from 1999 about a 
knowledge sharing culture being built on trust and tolerance of mistakes. Then, Nonaka and 
Takeuchi’s (1995) famous model the Four Modes of Knowledge Conversion was challenged 
and a development of the model was proposed. The proposal suggested that knowledge 
creation may not only take place when the cycle is completed, but also through different 
combinations of the modes. This type of development of knowledge was apparent in the four 
studied organizations. 

7.2 Practical Conclusion 
The purpose of this research was to study three consultancies that are notable for managing 
their knowledge well, with the intention to get perceptivity in what have made them 
successful. Four key success factors were found and an attempt to apply these on a 
construction consultancy was made. The key success factors found were: 1) Clear and 
standardized routines that everyone is aware of and follows. 2) User friendly and up to date 
technical systems that everyone knows how to use. 3) Global interaction and collaboration, 
where the best competence is used irrelevant of its geographical location. 4) An 
organizational culture of knowledge sharing, where everyone trust each other and mistakes 
are tolerated. Based on the four key success factors and previous literature some suggestions 
for improvement at WSP were developed. Those suggestions may be summarized as: 

x Establish clear guidelines of what and how knowledge should be transferred in the 

organization. 

x Make it easier to find contact details to experts in the technical systems (VS and/or 

Signature). 

x Update the technical systems more often. 

x Use the same technical infrastructure globally. 

x Limit the number of technical systems to a few that the employees fully know how to use. 

x Have more workshops where ideas can be shared and discussed. 

The construction industry is infamous for being conservative and having low profit margins. 
That might be reasons for why knowledge management is not as developed in construction as 
it is in other industries. The construction industry is known for having mostly project-based 
work, where the team members are changed in almost every project. This is somewhat 
similar to many consultants’ way of working, also in other industries, which made 
consultancies interesting to study. Yet, there are many differences between the studied 
consultancies and the construction consultancy. In an attempt to limit the differences only 
management consultancies were studied. Still, there are some major differences in the 
professions. The management consultants in the three studied consultancies often work with 
the executives of the hiring company, trying to solve their organizational problem. The end 
product is often an advice. The management consultants in the construction consultancy on 
the other hand are managing the design and/or the execution of a building. They are working 
with other engineers and their common end product is often the finished design or finished 
building. Hence, despite all of them being management consultants, their way of working is 
very different. The study has therefore been conducted on a level where the results are meant 
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to be applicable on a wide range of mobile and project based organizations, such as other 
types of services within the construction industry. 

7.3 Future Research 
Before finally deciding on the limitations of this research several options were evaluated. A 
few of these could be subject for future research. For example the case study of WSP has been 
limited to one division. In other divisions and parts of the country they might have other 
approaches or challenges. In 2015 WSP acquired Faveo, a project management firm based in 
Sweden and Norway, thus adding some hundred employees to the Swedish total. How they 
have been managing their knowledge could be subject for future research to see if there is 
anything that can be learnt from them. The question could also be extended to other 
countries. Many of the technical systems described are specific for Sweden, further research 
could explore what the systems look like in other countries and what their processes are. It 
could also be interesting to examine if other countries have better international collaboration 
than Sweden seems to have. 

This research was also limited to studying how the consultants’ new knowledge gained in the 
different projects gets transferred back to the organization and other projects. There are also 
other ways knowledge should be transferred that some of the consultants at WSP see as 
problematic. For example the knowledge transfer between different phases of a project. Often 
different people are involved in different phases of the project process. This does not only 
have to do with passing along knowledge from the concept phase to the design phase, and 
then to the execution and transfer. What is even more problematic is returning knowledge 
from the execution back to the designers, or from the designers to the people working on the 
concepts. It is not unusual that a designer uses a standardized structure in several projects to 
save time. The contractor on the other hand knows how to achieve the same function with 
another structure that is easier and cheaper to build. This type of knowledge rarely gets 
transferred back to the designers, who keep using the same structure.  
The cost estimators have a similar challenge. They rarely get any feedback on the accuracy of 
their cost estimations. After tenders or after the construction project is finished the final cost 
is seldom communicated back to the cost estimator. It is therefore difficult for them to know 
how accurate their estimates are. Research in these two other types of knowledge transfer 
processes could definitely help improve the construction industry. 
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Appendix I 
Interview Questions for the Directors of Development 

x Introduktion. 
x Vad jobbar du med? Vad gör du på jobbet en vanlig dag?  

x Vad tycker du att kunskap är? 

x Hur arbetar WSP med kunskap? Kunskapsåterföring? 

o Processen 

o Verktyg 

o Möten 

o Ansvariga 

x Hur väl tycker du att det funkar? Varför? 

x Vad tror du är de största svårigheterna? 

x Vad tror du skulle kunna förbättras? Hur? 

x Hur motiveras kunskapsåterföring? 

x Finns det något mer som du tänker på när det gäller kunskapsåterföring? 

  
Interview Questions for the Consultants 
  
x Introduktion. 
x Vad jobbar du med? Vad gör du på jobbet en vanlig dag?   

x Vad tycker du att kunskap är? Kunskapsåterföring? 

x Vilken typ av kunskap brukar du behöva i ditt arbete?   
x Hur gör du för att hitta lösningar på problem? 

o Hur gör du för att komma i kontakt med personer som har en viss kompetens?   
� Använder du några verktyg för att hitta personer?  

o Signature  
o Intranätet  
o VS 

o Yammer 

o Använder du några av de nätverksbaserade verktygen som WSP har?  

� Ja, vilka? Beskriv verktyget och hur du använder det?  

� Nej, känner du till? Har du använt något av dessa, varför/varför inte? 

o Intranätet  
o VS 

o Yammer 

o Deltar du i några av de möten som anordnas för kunskapsspridning? Vilka? 
Varför/varför inte? 

x Gruppmöten 

x Frukostpresentationer  
x Arbetsteknikmöten  
x Informella möten  

x Delar du med dig av vad du har lärt dig?   

o Hur?  

o Varför?  

o Använder du något av de nätbaserade verktygen för att dela med dig av vad du 
lärt dig?  

x Återanvänder du själv kunskap som du har fått i tidigare projekt? 
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o Hur?  

o Hur ofta? 

x Hur skulle du vilja att man arbetade med kunskapsåterföring på WSP? Hur tror du att 
man skulle kunna förbättras? 

o Vilka verktyg? 

o Vilka typer av möten? 

o Belöningssystem? 

o Avsatt tid? 

x Är det något som håller tillbaka dig från att dela vidare din kunskap?  
x Vad skulle motivera dig att jobba mer med att föra vidare vad du har lärt dig? 

x Finns det något mer som du tänker på när det gäller kunskapsåterföring? 
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