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Figure 5.31: Xobni

Figure 5.32: FriendFeed
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Finally! The End of Email?

A revealing statement that hints at what a new way of work could look like

was made by a student talking to her older brother: “I only use email to get

hold of older people, like you.” It might seem impossible, but try to imagine

a workplace where the first thing in the morning is not opening the email. If

we were to use all these other options we have available, our email traffic

could greatly diminish:

« People: for information about people, informal notes on what they are
doing, profile information, and notes on their friends and their activities
we go to a personal profile page (their FriendFeed??).

« Deliverables (documents, events, corporate decisions): for working on
items we want to be working on, we visit an online place where the deliv-
erable is central, which may be a project, document, event or any other
lasting asset.

+ Questions and answers: we post them to a forum that is visited by our
colleagues and friends. An archive function allows us to look up questions
that were asked before.

« Updates, notifications: these are grouped in our newsreader. We prioritize
the notifications and can decide to take action on some and ignore others.

« Checking if someone can be reached, quick interactions: we use instant
messenger for quick questions or chitchat.

« Task assignment and progress reporting is better done using an online
project management tool.

- Etc.

If we think this through, very little remains for which email is really the best
and only solution. And once other solutions have the majority of the traffic,
email will quickly die down: if everybody is posting messages on my Face-
book “wall,” that's where I'll go for messages and I'll start to forget my email.
And although information can be spread over many sites, this does not mean
we have to surf to all these locations: personal portals and dashboards will
integrate all of them into one, enhanced by mashups and other integration
tools on the desktop. Even your email client can be the one that integrates
them all.

27 FriendFeed.com.
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5 4 Collaboration — Software Matrix

Every kind of collaboration needs specific tools. What kinds of collaborations
are there? In the previous paragraphs we discussed several types of col-
laboration tooling and their capabilities — what they are and what you use
them for. But when to use which is a more difficult question. People use email
for all kinds of collaborations, but in what kind of situation might you prefer
to use blogs or wikis? To answer this you have to separate collaboration into
several parts.

Up until recently we still used the telephone as our primary real-time, syn-
chronous communication tool. When we have to work in groups, we use it
for conference calls. Not something Bell thought of when he invented the
telephone. There is a key difference between synchronous and asynchro-
nous communication, just as there were key differences between the early
telegraph and the telephone.

Software that facilitates communication and collaboration is available in
many forms, from mail systems, where communication is provisioned in an
indirect way, to interactive games where people play in real-time against
each other. The time-place matrix?® pictures this. This matrix has two dimen-
sions in which collaboration differ: place and time. People may sometimes
work on the same project at the same time in the same place - for example,
in the overly used on-site meetings. People may also work on the same project
in different places at different times — for example, by outsourcing to India,
where there are different time zones.

In practice, email may be placed in the different time / different place quad-
rant and instant messaging will be more directed to the same time / different
place quadrant.

Each quadrant represents a specific need that must be met by collaboration
tools. When communicating in the different time / different place quadrant
there is a need for a message box, such as an inbox, where we will receive
our messages. This is different when we want same-time communication. In
that case, there is no need for an inbox, but rather a notification mechanism
alerting the receiver that someone wants to communicate and alerting the

28 Johansen, R., 1988. “Current user approaches to groupware.” In R. Johansen (ed.), Groupware: Compu-
ter support for business teams. Free Press, New York, 1988.
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sender as to whether the person he wants to contact is available, neither of
which is necessary in a different-time situation.
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Figure 5.33: Time-Place Matrix

Besides the capabilities the tools must have, the people who want to com-
municate must understand what kind of communication is to take place.
Sending an urgent message via a tool that supports a different time / differ-
ent place mechanism isn’t the best option. This is something you see hap-
pening often: people sending an urgent email expecting that the receiver
will read it in real-time, not knowing that he just did the management course
“How to overcome email overload” where they told him to open email only
twice a day.
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Figure 5.34: Time-Place Matrix Applied on eLearning®’

29 http://projects.coe.uga.edu/epltt/index.php?title=Computer_Mediated_Instruction.
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5 The Anatomy of Collaboration

Many-to-Many, Many-to-One, One-to-Many, One-to-One

Another dimension to explore is the one of “how many people are involved.”
Collaboration can take place with just the interaction between two people or
with larger groups. Different ways to interact ask for different tools. We can
draw a matrix and use it to situate the different collaborative tools. Depend-
ing on the intended use, different tools will be better suited in certain situ-
ations than others. As you can see at a glance, most tools are well suited for
asynchronous collaboration between many people (in this context, many
being “more than two").

e Team workspace

® Discussion threads
* Wikis

* Blogs

o Shared bookmarks
® Social networking

¢ Video conferencing
¢ Presence awareness
Many ¢ Whiteboarding

¢ Tagging
e Instant messaging o E-mail
¢ Audio conferencing ¢ Scheduling

1 1
1 1
1 1
1 1
1 1
1 1
1 1
1 1
1 1
1 1
1 1
1 . . 1
,  *Syndication 1
1 -
1 1
1 1
1 1
1 1
1 1
. ®Task management \
1 1
1 1
T T

Same Different

Time —p

Figure 5.35: Collaboration tools mapped on the Time-Way Matrix. The number of
people working together is recorded on the Way axis

Knowing and understanding in what quadrant your communication and
collaboration takes place helps to choose the right platform. Each tool has
its pros and cons in any specific quadrant, being better suited for one than
another. There is no platform available that provides seamless communi-
cation in every quadrant. Even email as a conversation tool is really only
ideally suited for a one-to-one situation where we have to keep in mind
that it is asynchronous: the receiver might first read your mail three days
from now.
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5 ) 5 Conclusion

As we have seen, there are great tools available. “Out there” on the wide open
internet they have a following of their own, and nothing is keeping us from
either joining these tools on the internet or (if we have to) implementing our
own “internal” copy. A corporate “Twitter” might relieve email overload. A
corporate Facebook could improve the social cohesion within the company.

While email will be long-lived in the business world, expect to learn new
tools and start working in the different ways enabled by these tools. And if
we really want to enter the conversation, we have to be “out there” in the real
world. Once the groundwork is in place, we can select the right tools or leave
people to find the right tools themselves.

The provisioning model for these tools and services will be a hybrid: some
things will be internal to the company, while others will be in the cloud.
What this looks like, what the impact is and how we can make the right deci-
sions is the topic of the next chapters. We will discuss Software + Services
and get more specific on the topic of Social Computing for business.
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The ways that people work together shift over time, which can affect your culture of
collaboration. More important, the introduction of collaboration technologies can also
change the culture of collaboration. If handled properly, the tools and the culture will
co-evolve.

- Dennis Kennedy'

6 ‘I Introduction

Collaboration is essential to business and many tools are available to support
the various capabilities that make up collaboration. But just installing the
tools, or using a tool from the cloud, does not make you an “Enterprise 2.0”
overnight. The “build it and they will come” adage does not apply. This chap-
ter will go into the groundwork, the other elements that need to be in place
before collaboration can be successful. It will address the “soft” part of col-
laboration, addressing elements such as trust, culture and reward.

Empty SharePoint, Messy Wikis - a Disaster Scenario

Unfortunately, the scenario described below is all too common. It describes
how incorrect adoption of tools can hinder collaboration before improving
it. It is the case of an organization going about the implementation of col-
laborative tools in the same way they select and implement any other kind
of software tool.

Imagine a company where knowledge workers are becoming less and less
productive because they spend more and more time searching for the right
information in the vast directory structure of their network. It is hard to
document repeatable tasks and knowledge leaves the company whenever an
employee finds another job. The company sets out to solve these productiv-
ity and knowledge management problems and forms a team of IT and (some)
business people to find a solution.

1 denniskennedy.com/blog.
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A top-down, centralized decision is made, and the company decides to install
SharePoint as their primary collaboration platform. After the decision is
made and the software is acquired, the company starts with the necessary
investment in infrastructure and begins training operations how to install,
organize and manage the collaboration platform. When everything is in
place, the infrastructure is working, backup procedures are in place, guide-
lines are written and the operations team knows what to do, the transition
to support is done, and the new collaboration can start. Most likely the ini-
tiative now has a fancy name and perhaps a slogan.

Senior management then sends a company-wide email announcing, with
pride and joy, that there is a collaborative platform available for anyone to
use. There are private sites for every employee, wikis, blogs, discussion
forums and portals. Management expects new forms of collaboration to start
soon, and is happily calling their organization 2.0-ready. They surely have
solved all the productivity and knowledge sharing problems.

The employees receive the announcement emails and are pressed to “use it
every day.” Curious and perhaps a little excited, some — not all — of the
employees visit the enterprise portal and look around, fill in their personal
details and perhaps upload a profile picture.
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Figure 6.1: SharePoint Personal Details Page
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Looking further, the employees discover that there isn't any real information
(vet): the wiki pages are empty, blog posts are rare and the forums don't have
any questions. After a quick look around, the employees go back to their
work, thinking, “I will get back later this week when there will be more
information.” Meanwhile most of the employees still use email as their pri-
mary collaboration tool, not knowing about or not comfortable with the col-
laborative aspects of the newly introduced portal.

§4 Book Wiki This Site = P2
Home  Book Wik Site Actions ~
- Collaboration in a Software plus Services World > Book Wiki > Empty Wiki > Home
|_,j Home | EREdit | History | Incoming Links I

View All Site Content .
Welcome to your wiki library!

Documents
. You can ge content to this page by clicking Edit at the top of this page, or you can learn more about wiki libraries by
= Empty Wiki clicking Ho! i Library
Pictures
What is a wiki library?
= wiki mages
= Wikiwiki means quick in Hawaiian. A i library is a document library in « users can easily edit any page. The library grows
Vi Fages organically by linking existing pages together or by creating links to new pages. If a user finds a link to an uncreated page, he or she can
= Home follow the link and create the page.
= How To Use This Wiki
Site In business environments, a wiki library provides a low-maintenance way to record knowledge. Information that is usually traded in e-mail
messages, gleaned from hallway conversations, or written on paper can instead be recorded in a wiki library, in context with similar
& Recycle Bin knowledge.
Recent Changes Other example uses of wiki libraries include brainstorming ideas, collaborating on designs, creating an instruction guide, gathering data
B from the field, tracking call center knowledge, and building an encyclopedia of knowledge
= How To Use This Wiki
Library

= View All Pages

Figure 6.2: Empty Wiki

After a slow start, some people will have found their way to the portal. Most
likely these are the newer generation or the people that had specific needs
or were tired of using file-shares to transfer large files. With some people
using the new platform and most people still using email, they will have the
worst of both worlds: for example, there will still be uncertainty as to which
is the latest version of any document. People will be looking in several places
to find the current status, and it’s unclear. If people from different depart-
ments were to try to create a proposal together, a lot of effort would go into
coordination and integration of the different pieces of the proposal. The wiki
pages, intended to be changed and updated by all to provide a common
knowledge base, are empty or contain temporary notes, scribbles or informa-
tion copied from elsewhere. The team portals and project portals have some
structure but most elements are empty or outdated. The collaborative space
looks like an abandoned town with empty houses.
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It is clear that this scenario is not the scenario management had in mind
when introducing the new platform. It is also clear that introducing a new
platform in itself will not change the way people work. Of course, in real life,
many organizations realize that the human aspect of any implementation is
important and doubly so with collaborative technologies. Not addressing the
use beforehand seems like a beginner’s mistake. So what do we need to think
about in order to avert disaster scenarios?

Expecting Miracles?

Before we go any further, we need to examine the expectations. Especially we need to
compare “internet scale” to “corporate scale.” If we see successful sites online with a
thriving online community, where people are adding and improving information every
day (e.g. Wikipedia) and uploading many interesting documents continuously (e.g.
Slideshare) we cannot help but want this for our own company, too. The problem is
that you probably do not have enough employees to achieve the same traffic to an
internal site. Only 1% of all internet users in your country is still a multiple of 100%
of all of your employees. And since some initiatives need some critical mass to survive,
it pays to look for alternatives. It might just be possible to become part of the external
community instead of recreating one “indoors.”

Also, don’t be disappointed when “only” 10% of your workforce joins an online com-
munity: the numbers are still much higher than in the general public!

6 2 What You Need to Succeed

Creating new modes of collaboration supported by technology can only be
done by addressing the human aspect. More specifically, we need to address
some of the worries and obstacles people encounter when collaborating using
technology. The three most important concerns are:

Trust. Trust is a condition for social interaction. People will only work
with people, companies, tools and information they know they can trust.
Before we can expect collaboration to take off online, there must be a way
for people to get this “trust.” And a topic closely associated with trust
when it refers to people is Identity.

Collaborative culture. If one individual is the greatest collaborator in the
world, he or she is probably not getting anywhere. Only when all people
involved are part of the same collaborative culture will new levels of cre-
ativity and productivity be reached. A collaborative culture consists of
many things, including:
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- Collaborative leadership;

- Shared goals;

- Shared model of the truth; and
- Rules or norms.

« Reward. Changing the way people work takes effort, so it must be clear
for the parties involved what they will gain, at a personal level, from col-
laborating in a new way. Surprisingly, a “reward” for successful collabora-
tion is most often of a non-financial nature.

Co-workers

Sahe

LT

- fue]
Qperate colieam coOrdinate - coRespect

Figure 6.3: A graphic used in a blog discussion by Sam Lawrence of Jive software to
explore how, in his view, collaboration is composed of coCreation, coOperation,
colearning, coOrdination, coRespect and coSolving, with the individual “me” back on

top?

63 A Model for Trust

Who can you trust these days? And when you expect someone to collaborate
with you, how can you prove they can trust you and the information you
provide? And if I trust you, and you trust your friend Joe, can I also auto-
matically trust Joe? Does Joe make good on his promises to me as he does on
his promises to you?

2 http://gobigalways.com/anatomy-of-the-enterprise-octopus/.
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Trust, and its closely related cousin transparency, come to mind when talking
about the internet and technology. Or, as a great quote goes, “Trust is the
business word for love.” For some companies, “trust” is what builds the brand.
Larry Page, co-founder of Google, said this in discussing Google:

One of the big assets we have is a big consumer brand. It is very clear that our users
are everybody and that is who we are answerable to. We need you all to trust us or
else we have no business. (Sunday Times)3

Why would Google have no business if we, the consumers, didn't trust them?
It seems obvious that if we didn't trust the search results, we wouldn't use
Google. It is the same with other aspects of collaboration: if we don't trust
the people, tools or information, we will not use them. In some instances it’s
not even that we don't trust the information, but that we have no way of
knowing if we can trust the information.

Someone writing on Wikipedia suggests, “Trust is a relationship of reliance.
A trusted party is presumed to seek to fulfill policies, ethical codes, law and
their previous promises.” If we are confident that the promise will be ful-
filled, we will trust. If we see a recurring pattern of promises that are being
fulfilled, our trust will increase. If we see even one broken promise, the trust
can evaporate instantly.

Trusting People

Trust is not a hard fact or a number we can quantify like a credit rating.
There are no universally accepted certificates of trustworthiness. We are
most familiar with the concept of trusting people: our family and friends gain
a reputation based on our prior experiences with them and the social struc-
ture to which they belong. It works the same way within collaborative ini-
tiatives: the more we know of someone, and the more we know of the organ-
izational and social structure they are part of, the better able we are to
determine whether we can trust that person or not. This is also where online
social networks provide value.

3 http://business.timesonline.co.uk/tol/business/industry_sectors/media/article3997912.ece?token=null
&offset=12&page=2.
4 http://en.wikipedia.org/wiki/Trust_%28social_sciences%29.
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In collaboration across geographical or organizational boundaries, trust gets
special attention: if I have never seen the person I am working with, it is
harder to build trust. If we cannot look someone in the eye, trust doesn't
come automatically. This is one reason why the collaborative tools that focus
on supporting online conferencing are including video-feeds as much as
possible.

In 2007, the Economist Intelligence Unit published a paper (sponsored by
Cisco) with the title “Collaboration: Transforming the Way Business

Works”:

The paper reported that there is a widespread imperative to adopt collaborative

business models and noted that trust is a critical building block in collaboration.

However, those seemingly simple conclusions can quickly become complicated in

today’s business world, where the forces of globalization and the knowledge econ-

omy are converging with technology and demography.®

Excellence in collaboration requires trustworthy people, processes and technology

I T

@ High level of trust in the
organisation

@®Trusting relationships between
individuals

@ Belief in shared goals

@ Eagerness to share information

@ High trust tempers potentially
high risk

.

@ Institutional trust uneven; trustin
certain groups/teams/individuals
is high

@ Tangible commitment to project
goals

@ Willingness to share information
as needed

@ Trust may not be enough to
outweigh risk

By

@ Trust is not a part of the culture

@ Little trust is sought or even
needed

@ Mindset is to achieve stated
objectives

@ Information is parsed out as
directed

@ Perceived level of risk is high

Source: Economist Intelligence Unit

@ Process buy-inis high

® Processes reinforce trust (eg, by
defining objectives,
accountability)

@ Processes enable collaborative
education/communication

et

@ Some collaborative/trust
processes in place

@ Buy-in varies so mixed effect on
trust

@ Processes still not focused
discretely on furthering trust

ol
@ Few/no collaborative/trust
processes
@ Processes probably “borrowed” /
modified from other activities
@ Focus on protecting participants

@ Adoption of collaborative tools is
high and diverse, driven by
specific utilities

@Tools reinforce trust, eg,
telepresence emulates more
“personal” interaction

@Tools provide transparency

o

@ Provision of/adoption of
collaborative tools is uneven

@Tools enable communication, but
may not reinforce trust

@ Tools offer little transparency

e

@ Few/No tools designed specifically
toimprove collaboration/trust

® Uneducated users can undermine
trust with ineffective use

@ Tools focus on limiting access

Figure 6.4: Requirements for Excellence in Collaboration

Collaboration

Co-operation

Co-ordination

In this study the researchers found different levels of intensity with which
people are working together. It starts from a situation where there is no trust

5 See http:// graphics.eiu.com/upload/cisco_trust.pdf, where the paper is discussed in the preface to the
Economist Intelligence Unit’s more recent paper, “The Role of Trust in Business Collaboration.”
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at all and people don't really collaborate but processes need to be explicitly
coordinated. As levels of trust increase, different methods of collaboration
become viable, and move through cooperation up to true collaboration where
people are working together to achieve a shared goal.
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Figure 6.5: Trust levels and several collaborative tools.® This diagram shows how
different tools (or media) can be used with different levels of trust: closer to me means
greater trust. It is also a great illustration of Marshall McLuhan’s statement that

“Technology is an extension of the human body””

6 http://www.flickr.com/photos/nessman/2590572476/.
7  Global Village, 1953.
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Identity

In order to trust someone, I must be able to identify that person. To delegate
trust, I must be able to accept the reference of someone I recognize. To ena-
ble collaboration, you need a way to identify people. Especially when we are
using cloud computing to offer collaborative solutions, this is an important
challenge. Microsoft was one of the vendors offering Microsoft Passport as
a way to uniformly identify people online, but due to other trust issues, this
didn’t gain the wide acceptance expected or hoped for. By now, the focus is
on open identity standards (OpenID) that are being implemented by a range
of vendors, among which Microsoft but also Facebook and others. Here we
also see the crossover from trusting people (who is working with me) to
trusting the technology (can the technology prove to me who I'm working
with).

When an organization is looking to initiate collaboration between multiple
parties, it must first find a way to identify the different parties in such a way
that they can start to build trust.

Trust and Technology

Whenever we are using technology to communicate and collaborate, the
platform itself becomes a factor in the collaboration. If our email is unreli-
able, the process will break down. If the site we are using to exchange infor-
mation is not secure, we will not post our materials there. If people can take
on other identities, I am less likely to build a trust relationship based on
someone’s “avatar” (their online representation).

Technology itself can also get in the way of trust: for example, this popup
message below will appear when a web browser needs to update itself to
show a certain webpage. For a common business-user, this might look puz-
zling: the browser asks if I trust the website, but it does not tell me why I
should trust that site or how I can find out if a site is trustworthy. Users must
figure out by themselves, without any additional information, whether to
trust this site.
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@ This website wants to run the following add-on: ‘Office Genuine Advantage’ from ‘Microsoft Corporation'. If you trust the
website and the add-on and want to allow it to run, click here...

Click Here to Install Silverlight United States Change | All Microsoft Sites

M. H' Search Microsoft.com for:

Figure 6.6: Trusting a Website

From an organizational perspective, this means the end users must become
web-savvy: they must develop a sense of security online. What sites can I
trust, what are normal procedures, how do I recognize a secure site, etc.
(Which, when you think about it, is not all that different from what banks do
to train their customers when they are banking online.)

Service-Level Agreements

Trust depends on how much someone is able to deliver as promised, so
describing the promises makes sense. In the Software as a Service space,
this means describing the service-level agreement. In these cases we replace
blind “ trust” by an actual contract (or at least a formal expectation).

Most services that are generically available online, which you can use with-
out needing to sign a contract, have a very simple service-level agreement:
if the service is up, it’s up; if the service is down, it's down. There are very
few guarantees, and if you want better guarantees you most likely will have
to pay for them. What happens when your Gmail goes down for a day? Or
what if your website disappears and there is no backup? What do you do if
the free website statistics engine you are using messes up the statistics, ren-
dering a year’s worth of data useless? Who can you call, and how fast will
they respond?

There are many different approaches to building trust. Salesforce.com, the
CRM as a service provider, offers insight in their uptime to gain trust from
their customers (trust through transparency). When we as consumers can
see what the uptime is of their services, at least we know what we are buying.
Amazon has an approach where they simply offer money back in case their
AWS cloud services fail. It remains to be seen whether you are adequately
compensated for your loss if the compensation for a day lost in sales is just
the rebate of one day’s fee for hosting the services, but at least it is an explicit
SLA.
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Figure 6.7: Trustsaas.com is providing real-time insight into the status of several
services available online®

i NN
"amazon
webservices SERVICE HEALTH DASHBOARD

Amazon Web Senices » Service Health Dashboard

Current Status

Arazon Web Senvices publishes our most up-to-the-minute information on sewvice availability in the table below. Check back here any time to get
current status information, or subscribe to an RSS feed to be notified ofinterruptions to each individual sewvice. Ifyou are experiencing a real-time,
operational issue with one of our senvices that is not described below, please inform us by clicking on the "Report an Issue” link to submit a service
issue report.

Jul 10, 2008 Report an Issue

Current Status Details RSS
Q Amazon Elastic Cnmpute Cloud (AP\) Senice is operating normally.
Q Amazon Elastic Compute Cloud (Instances) - éerwce is aéerat}ng nor;mauy.”
Q Amazon Flexible Payments Service Senice is operating normally.
Q Amazon Mechanical Turk (Requester) Service is operating normally.
e Amazon Mechanical Turk (Worker) Senice is operating normally.
Q Amazon SimpleDB Service is operating normally.
Q Amazon Simple Storage Serice (EU) Senice is operating normally.
&  Amazon Simple Storage Senvice (US) Sewice is operating normally.
Q Amazon Simple Queue Serwice Senice is operating normally.

Figure 6.8: AWS Service Health Dashboard

8  http://trustsaas.com/.
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Downtime, or more explicitly, not having access to online services, depends
upon the weakest link. Especially when combining services from multiple
locations and multiple service providers, the combination may soon prove to
be too unreliable to use for important business processes. On the other hand,
in-house technology is not without its downtime either, and SaaS providers
generally have better uptime and response times than the internal IT sys-
tems. For the end user, only the reliability of the whole solution matters, as
illustrated by fragments of a discussion on LifeHacker.com on the topic “Do
You Trust the Cloud?”

I don't trust the cloud anymore than I trust my hard disk. In fact, I've had more trou-
ble with the cloud than | have had with hard disks - from site outages like yesterday
to cable outages to a beehive in my cable box that killed my cable with honey! Ubig-
uitous sync is the answer. The info should reside on PC, Smartphone and Net other-
wise it is only partially usable.

Are we talking downtime, data loss, security, privacy or what? | trust in Google,
maybe because they haven't bitten me yet. But I'll change my tune in a second if they
lose all my data or lock my account without reason.’

And then there is the reliability of the service provider itself, the one hosting
the technology. Especially in these financially turbulent times, the choice of
service provider warrants some extra attention. You don't want to choose a
service provider that might go out of business anytime soon. Especially
among the providers whose services are paid for by advertising, this unpre-
dictability leads consumers to be extra cautious, to the advantage of well-
established vendors like Microsoft. And one smart move to limit risk is
always to back up your data elsewhere, just in case.

Trusting Information

We can trust the people we are collaborating with, and we can trust the
technology and the provider of the technology, but can we be sure that a
given document in our online portal is indeed the latest report we need? If
you have ever used an online collaborative solution, you have probably come
across documents where you weren't sure whether they were drafts or final
versions, or whether the information in the document was really true. Or you

9  http://lifehacker.com/400268/do-you-trust-the-cloud.
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may have seen a poll on the intranet, but you are not sure who participated
and what the value of the poll really is. People and companies that use col-
laborative tools need to make a conscious effort to create information, to turn
data into information, to add value to statistics, etc.

A great example is Wikipedia: how can you trust the information somebody
has written about a topic? People who love Wikipedia will say that “the crowd”
will make sure the content is correct. Yet anyone can edit a wiki, so who can
say that vendors or competitors are not polluting Wikipedia with marketing
statements instead of real information? Or what about the topics that are
most heavily debated? A good sample of pages with a dubious history can be
found in Wikipedia's own very long list of “Most vandalized pages.”!0

However, the quality of entries is uneven; sometimes entries are even factu-
ally incorrect. Wikipedia founder Jimmy Wales admits on the website that “on
any given day, [the quality of] any entry might be up or down."!!

Truth be told, Wikipedia has cleaned up drastically in recent years by putting
more emphasis on references, removing original thought and checking if,
for example, politicians or companies are editing their own information in
their favor.

The way in which Web 2.0 technologies can help make information more
reliable and trustworthy is by combining the trust in people, platform and
information.

Trust Needs a Network

On Amazon.com we can see product evaluations. On eBay.com we can rate
the seller AND the buyer. Reputations here are extremely valuable. On
LinkedIn people are encouraged to recommend the people they think stand
out. Many other sites use the opinions and evaluations of “the crowd” to help
customers make decisions, by helping to make sense out of the multitude of
options. They build trust by creating the right expectations.

10 http://en.wikipedia.org/wiki/Wikipedia:Most_vandalized_pages.
11 http://www.mg.co.za/article/2005-11-07-can-you-trust-wikipedia.
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If we want to have people, technology and data we can trust, they must be
connected and part of the same network.

Interesting developments in the “collaborative sensemaking” area are solu-
tions such as IBM’s experiment with Many Eyes!? where visitors were
invited to add opinions and ideas to datasets and visualizations. In a corpo-
rate world, this could be applied to sharing important information with all
people inside (and outside?) the company to try to make sense of the data,
predict possible new developments and come up with new ideas to respond
to the trends in the market.

Another interesting experiment online in the same space is Debategraph??
that facilitates online debates by structuring the arguments of both sides.
One can imagine what this could have done for many financial institutions
had it been possible to use these kinds of tools earlier.

Customer Reviews

3 Reviews

S star: (2) Average Customer Review
4 star: (0) ikt (3 customer reviews)
3 star: (0)

2 star: (1)
1 star: (o)
Most Helpful Customer Reviews

7 of 11 people found the following review helpful:
Yofde Brilliant..., 6 Oct 2008

Figure 6.9: Customer Ratings

6 4 Collaborative Culture

There definitely is a cultural aspect to collaboration. For one thing, the per-
ception people have of the possibilities for (and consequences of) collaborat-
ing will determine their actions. Or as one employee once said, “I'm trying
to develop an area of expertise that makes me stand out. If I shared that with
you, you'd get the credit, not me.... It’s really a cut-throat environment.”

12 http://manyeyes.alphaworks.ibm.com/manyeyes/.
13 http://www.debategraph.org/.
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The quote above was collected by Wanda J. Orlikowski in 1992 while doing
research into the adoption of Lotus Notes in an organization. After this
research, Orlikowski concluded:

...in competitive and individualistic organizational cultures - where there are few
incentives or norms for cooperating or sharing expertise - groupware on its own is
unlikely to engender collaboration. Such products will be interpreted as counter-

cultural, and to the extent that they are used they will promote individual not group
e 14
aims.

« Specialized knowledge « Teamwork
* Individual performance * Information sharing
+ Information access *» Coordination

Figure 6.10: Tug of War™

The organization Orlikowski followed in 1992 was one where the CIO initi-
ated the implementation of Lotus Notes. Because this implementation was
technology-driven, employees who needed to work with the new tools were
not involved. Actually they simply arrived at work one new day and were
surprised to find new software installed on their desktops, not knowing what
to do with it. This is a scenario very similar to the disaster scenario men-
tioned above.

No More Taylor?

Previous innovations that aimed to improve productivity and performance
were often based on the ideas of Frederic Winslow Taylor. He stated,

14 http://ccs.mit.edu/papers/CCSWP134.html.
15 http://collaboration.mitre.org/prail/IC_Collaboration_Baseline_Study_Final_Report/3_0.htm.
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It is only through enforced standardization of methods, enforced adoption of the best
implements and working conditions, and enforced cooperation that this faster work
can be assured. And the duty of enforcing the adoption of standards and enforcing
this cooperation rests with management alone.’®

Figure 6.11: Taylorism in Action

Taylor’s scientific management consisted of four principles:

« Replace rule-of-thumb work methods with methods based on a scientific
study of the tasks.

« Scientifically select, train, and develop each employee rather than pas-
sively leaving them to train themselves.

« Provide “Detailed instruction and supervision of each worker in the per-
formance of that worker’s discrete task” (Montgomery 1997: 250).

- Divide work nearly equally between managers and workers, so that the
managers apply scientific management principles to planning the work
and the workers actually perform the tasks.

Taylor used examples from manufacturing to create a standard approach to
all sorts of work. Divide processes into smaller chunks, optimize each chunk,
and the result will be improved performance. Repeatability, quality control
and a fixed set of tasks and actions are elements of a Taylor work method. In
Chapter 3, we described how Taylor puts a lot of responsibility for innovation
and coordination with management, and takes these responsibilities away
from the “ordinary worker” with many counter-productive side effects.

16 Taylor, Principles of Scientific Management, cited by Montgomery 1989:229.
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Collaborative Leadership

In recent years, Taylor has lost some of his attraction. We have seen other
innovations that allowed more flexibility and gave workers more responsibil-
ity and room for initiative. In a collaborative environment, top-down man-
agement-driven decision making does not always produce the best results.
Yet old habits are hard to break. In the example of the research done by
Orlikowski in 1992, we saw that people started to use the new groupware
primarily for personal productivity, not for sharing and working together.

Businesses and people have a backpack of thirty years of “Taylor like” work
experience. Employees must start getting used to working together and shar-
ing information. Managers must facilitate cooperation, must learn about how
to encourage people to contribute in online forums, to generate trust, facili-
tate teamwork, etc... The cultural and social structure of the organization
and its employees must breathe collaboration. The aim is that teams and
people should become self-organizing. Knowing that they are going to make
the decisions, they take responsibility, because they are not afraid of conse-
quences and because the culture of the organization stimulates creativity
and innovation.

Here we can take lessons from how people use internet and collaborative
services in their private lives. In that sphere people are already very famil-
iar with collaborative services. They share their online profiles (Facebook,
MSN, MySpace), enjoy a low barrier in communicating with their network
(using Twitter, email, chat) and even share knowledge wherever possible
(Wikipedia, weblogs, FriendFeed, reviews and ratings). People will bring the
experiences and expectations from their private lives into the corporate
world. They expect the same kind of services to be available within the
organization. And they want these tools to be available whenever they need
them, without any restrictions. Does it make any sense to govern or limit
their use of the same tools within the organization? New services providing
collaborative functionality will require new insights into governance prin-
ciples and culture. To quote one IT manager,

Is it fair to govern 21st century tooling using 20th century principles? Would you put

restrictions on how long people talk to others they meet in the hallway? Would you
forbid people to talk about their vacation over coffee?
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Collaborative Mindset, a New Look at Productivity

Culture is organic and is made by people. If collaborative culture takes root,
people will work and think differently; or, conversely, if people start to work
and think differently, collaborative culture will have taken root. In the intri-
cate interaction between culture, tools and (work) habits, the usability of the
tool, the work experience, plays an important role.

In a blog post by Leo Babauta on Zenhabits.net, he puts forward eight “new
rules of work” that show the shift from old-school productivity and Corpora-
tion-2.0 productivity.l” These are of course general rules of thumb, but they
do give insight into the changes that are occurring:

1. Don’t Crank — Work with Deeper Focus

Old School: Crank it out. The old school of productivity taught us how to crank out
the tasks. Each task is a widget that needs to be cranked, and the more we crank out,
the better. Speed is important, and cranking out more tasks is the ultimate criteria.
How many tasks can you finish in a day?

Productivity 2.0: Deep focus. The new worker isn’t as obsessed with speed. He
allows himself to slow down and work at a more leisurely pace. He clears away dis-
tractions and allows himself to focus on the task at hand. He gets passionate about
important and exciting tasks and gets into Flow. This allows for a new kind of produc-
tivity - one where quality matters, where amazing things are produced at an intense
rate, where there is a passion and satisfaction in completing a task.

2. Minimize Meetings and Planning - Just Start

Old School: Lots of planning is important. Hold numerous planning meetings,
draw up specs or detailed timelines, make sure things are well planned out before
committing resources. This, however, meant that things took time. That was fine when
the world moved at a slower pace.

Productivity 2.0: Just start. Forget all the detailed planning. Meetings are a waste
of time, usually. Instead, figure out the minimum requirements to launch, get those
done as quickly as possible, and launch in beta mode. Improve as you go along.
Things don’t have to be perfect at launch. (...)

3. Paperwork Is Out - Automate With Technology
Old school: Crank through tons of paperwork. The old productive worker had tons
of incoming papers, and lots of paperwork to fill out. And productivity methods

17 Zenhabits.com provides its content under open source license. We recommend you visit the site at www.
zenhabits.net.
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taught him how to crank through that paperwork.

Productivity 2.0: Automate with technology. Many workers are learning to go
paperless. And because everything is becoming digital, you can use technology to
process it faster. (...) Many little tasks that used to be performed by humans can now
be automated through computers.

4. Don’t Multi-Task — Multi-Project and Single-Task

Old school: Multi-tasking is productive. Juggling tasks shows how productive you
are, says old school productivity.

Productivity 2.0: Multi-project and single-task. It’s more about about single-task-
ing - focusing on one task at a time to be more effective, but multi-projecting has its
uses too. Let’s say you’re working on Task 1 of Project A - you should single-task while
working on Task 1. But when it’s done, you might need to wait for a response from
your boss before moving on to Task 2. In that case, while you’re waiting, you can work
on Task 1 of Project B, single-tasking while doing that. When you’re done with that,
you might need to hear back from a client before moving on to the next task of Project
B - in which case you can either return to Project A if your boss responded, or move
on to Project C. Single-task while working on any one task, but working on different
projects to make your time more efficient can be a useful skill.

5. Produce Less, Not More

Old school: Produce more. Again, the idea was to crank out as much as possible.
Good managers tried to get as much productivity out of their workers as possible.
Good workers produced more.

Productivity 2.0: Produce less. More isn’t necessarily better. The old thinking can
lead to a big pile of crap. Instead, focus on quality, on innovation, on creativity. Focus
on the important stuff. Let’s take a software engineer as an example: one engineer
can write tons of code, knocking out one program after another. But a second engi-
neer can focus on a really innovative program, and though he has produced much
less code and fewer programs and has spent more time on a single program ... his
software can change the industry. It can win awards and recognition. It might even
be the company’s main source of income if it catches on. Produce things that change
the world, with a long-lasting impact.

6. Forget About Organization — Use Technology

Old School: Be organized. The productive worker of the past had drawers full of files,
all organized thoroughly so that nothing would ever be lost. He had a Filofax full of
contacts and appointments. He organized his computer files into folders and sub-
folders and sub-sub-folders and on and one. It took a lot of time, but it was worth it.
Productivity 2.0: Tag, archive and search. With technology, that’s not necessary.
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Tag a file with a certain label, archive it, and find it later through its label or through
search. This approach saves a lot of time, a lot of effort, and a lot of headaches. You
can spend your time on more important tasks.

7. Out With Hierarchies — In With Freedom

Old School: Hierarchy. The old way of thinking is that hierarchies are more efficient.
After all, in a dictatorship, the trains run on time, no? Well, that’s not always true.
Hierarchies require a lot of top-down decision-making, and a lot of up-and-down
communication. The bottom level is often left powerless to act until the top level
makes decisions, and the top level is often left without important information neces-
sary to make those decisions, because they aren’t down at the bottom in the trenches.
As a result, there’s a lot of inefficiency.

Productivity 2.0: Independence, freedom, and collaboration. Hierarchies are
being flattened out. In fact, whole new forms of organization and collaboration are
being created all the time. People more and more are working independently, either
within a company or as freelancers and consultants. They take on jobs as they like,
and collaborate with others at will. Workers are empowered to make decisions, com-
munication is more efficient, and people with freedom are generally happier with
their jobs and more passionate about the work they produce.

8. Work Fewer Hours, Not More

Old School: Work longer hours. Work long and hard! Be a top producer! Burn out
by age 40! Working long hours earned you points with your boss, and there was a
competition to see who worked the most and the hardest.

Productivity 2.0: Work fewer hours. With more freedom, workers are realizing that
work isn’t everything, and that it’s more important to be happy, to produce important
work, to have the freedom to be creative and innovative, to be passionate about your
work ... than to give everything you have for something you don’t care about. As a
result, more people are working from home. More people have flexible working hours,
working early and leaving early or coming in late and leaving late. More people take
naps in the afternoon, when their productivity normally flags, and wake up refreshed
and ready for a productive round 2. More people are setting limits to their working
hours, and realizing that with those limits they actually make better use of the fewer
hours they work.

Culture Is of the People

Culture is ultimately determined by the people, and any company will most
likely have different kinds of people working together. We have mentioned
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the digital natives before. They are a special group when it comes to col-
laboration and using technology. But of the others, the digital immigrants so
to speak, some will also be able and willing to join new initiatives. Forrester
Research uses a ladder analogy to show how people can develop in several
steps from inactive to fully fledged creators (see Figure 6.12). When initiat-
ing collaboration within an organization, companies often rely upon the peo-
ple who are already higher up the “social technographics” ladder in order to
create successful pilot projects that will attract and inspire people who are
newer to the technologies. If we look at the statistics, the different genera-
tions show their true colors: of the younger generation (people between 18
and 21 years old), about 37% is a “creator” and only 17% is a complete “inac-
tive.” Compare this to the people in their fifties, where only 15% is a “creator”
and a shocking 61% is “inactive”! Note that the ladder is merely an illustration
of the different levels and suggests a natural progression. It does not imply
that everybody will move up the ladder or even that all steps in between have
to be taken in order to reach higher levels.

/7| ePublish a blog
e Publish your own Web pages
e Upload video you created
¢ Upload audio/music you created
* Write articles/stories and post them
o Post ratings/reviews of products/services
e Comment on someone else’s blog
o Contribute to online forums
o Contribute to/edit articles in a wiki

o Use RSS feeds
* “Vote” for web sites online
* Add “tags” to web pages of photos

Creators

Critics

Collectors

* Maintain profile on a social networking site

Joiners o Visit social networking sites

® Read blogs

o Listen to podcasts

* Watch videos from other users
® Read online forums

* Read customer ratings/reviews

Spectators

Inactives * None of the above

| | | | | | |
T T T 1

(l) 2|0 l 4|0 60
Percentage of respondents (2008, Forrester Research)

Figure 6.12: Social Technographics Ladder
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Another way of involving all kinds of people is not to bring the people to the
technology but to bring the technology to the people. A great example of this
is in research conducted in 1998 by the University of California in Los Ange-
les. Julian Orr, an anthropologist, did research for a photocopier company to
find the best way to use technology to support their repair technicians. Orr
took a broad view of the technicians’ lives, learning some of their skills and
following them around. Each morning the technicians would come to work,
pick up their company vehicles, and drive to customers’ premises where
photocopiers needed fixing; each evening they would return to the company,
go to a bar together, and drink beer. Although the company had provided the
technicians with formal training, Orr discovered that they actually acquired
much of their expertise informally while drinking beer together. Having
spent the day contending with difficult repair problems, they would entertain
one another with “war stories,” and these stories often helped them with
future repairs. He suggested, therefore, that the technicians be given radio
equipment so that they could remain in contact all day, telling stories and
helping each other with their repair tasks.

The example also shows the importance of the social structure for collabora-
tion. We are more likely to share information with people we know and
like.

6. 5 Goals and Rewards

Collaboration is working together towards a shared goal. Or is it? It helps if
the goal of the collaboration is clear and known to the parties who are taking
part in the collaboration, but people’s individual goals may vary. So before
we can look at improving collaboration, we need to examine how we set
goals, and — what is closely related — how we motivate people.

Collaboration, like most activities, will only occur when people know they
will get something in return. They won't do it for nothing, but they might do
it for free! (That is, by accepting rewards other than money or goods). People
collaborate in many different ways. We already have hundreds, even thou-
sands of years of experience in collaboration and communication. From the
first forays into communication while hunting mammoths to the social net-
works on the internet nowadays, we have known that if we did not work
together towards the shared goal of killing that mammoth the whole group
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would starve and some team members would probably be flattened in the
process.

Goals are mostly top-down. While solutions, innovations and ways to achieve
the goals are best left to teams to discover, the goals are usually externally
assigned. Allowing teams to set their own goals tends to lead to long debates
and soul searching without any progress. The assigned goal may of course
not be too detailed: “The goal is to write this one paragraph for this newslet-
ter” is easily translated into a work order. On the other hand, “The goal is to
involve people and communicate our progress,” leaves more open to the team
collaborating and will lead to better and more creative results. The goals are
part of the vision.

The Vision Ignites the Fire and the Rewards Keep the Fire Burning

The most crucial element underpinning the vitality of effective collaboration
is a shared vision. This might be a vision of a specific collaboration (“We will
build the product set of the future”) or it might be a vision of how the com-
pany wants to work generally (“We will be the most engaging and inspiring
workplace.”) Once this vision is determined and communicated throughout
the organization (including internal staff and external stakeholders, clients,
etc.), it becomes the reference point for future action. As such, the critical
focus of the leader’s attention is on developing and crafting the collaboration
vision. More than just a sentence on a document, the vision should be brought
to life and embedded in the activities, reward mechanisms and key perform-
ance indicators of the entire organization. The reward mechanism demands
some extra attention, since money and bonuses will most probably not be the
most effective motivators.

People will not share anything unless they stand to benefit from the experi-
ence. Employees must know how and why their opinions and contributions
to the collaborative system will make a difference. They should be encour-
aged and rewarded. Management guru Peter Drucker inspired the adage,
“Knowledge is never conscripted but only volunteered....”18

The adage is still very relevant today and is not taken to heart often enough.
Get this right and you will go much further towards a successful collabora-

18 Inspired by Peter Drucker.
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tion platform/initiative, regardless of what tools you use (portals, mashups,
team sites, instant messaging, web conferencing, blogs, wikis...).

Rewarding people with (bonus) money or other gifts is ingrained in many
organizations, but research shows that by rewarding someone we take away
the inherent pleasure of the task itself.!® The reasoning behind this is that
people unconsciously think, “if I must be rewarded to do this, it apparently
is an unpleasant task that needs rewarding to get me to perform it.” So giving
people money to write blogposts or contribute to the corporate wiki might
backfire, turning a “fun” thing into another work task.

Morality,
Creativity,
Spontaneity,
Problem solving,
Lack of prejudice,
Acceptance of facts

Self-actualization

Self-esteem, Confidence,
Achievement, Respect of others,
Respect by others

Esteem

Friendship, Family,
Sexual intimacy

Love/belonging

Safety Security of:
body, employment, resources, morality, family, health, property
Physiological Breathing, Food, Water, Sex, Sleep,

Homeostasis, Excretion

Figure 6.13: Maslow’s hierarchy of needs is often depicted as a pyramid consisting

of five levels: the first (lower) level is associated with physiological needs, while the
top levels are termed growth needs and are associated with psychological needs.
Deficiency needs must be met first. Once these are met, seeking to satisfy growth
needs drives personal development. The higher needs in this hierarchy only come into
focus when the lower needs in the pyramid have been satisfied?°

19 http://www.gnu.org/philosophy/motivation.html.
20 http://en.wikipedia.org/wiki/Hierarchy_of_needs.
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When looking for ways to motivate people, we might reexamine the classic
Maslow pyramid. According to Abraham Maslow’s Hierarchy of Needs things
such as love, belonging (to a group), respect for others and by others are
needs that must be satisfied before creativity and problem-solving are per-
ceived as valuable. If people don't experience respect and confidence, their
first drive will be to find this respect and confidence, before they will start
looking for creativity and spontaneity as inherently fulfilling activities.

Shared Model of the Truth

We need trust, culture and the right way of thinking and motivating people,
and then we can get to work. Before people can start to work effectively
together, they also need a shared model of what is “true.” People must have
access to the same information and must have a way to verify the informa-
tion. For example if one party is operating under the belief that shipping
costs are low and another is operating under the belief that shipping costs
are high, it will be very hard to come to a joint solution for optimizing ship-
ping and stocking.

Creating a shared model of the truth means giving people access to informa-
tion. When working across corporate boundaries, with partners or with cli-
ents, this means these other parties must get access to the same information!
And if we are creating autonomous units where people are free to respond
to changing circumstances, they might need access to different kinds of
information than what they needed access to before. If we want to allow
people to create mashups (a combination of services to meet a specific need),
we will get many different solutions using a lot more “obscure” sources of
information. For true autonomy and spontaneous collaboration, expect to
open up the corporate data stores. This in turn means detailed access control
and auditing.

(Freedom) Rules?

So far, we have seen that an open culture, where bottom-up initiatives are
valued and people are free to build social networks in the workplace, gives
the best results for collaboration. At the same time, we also have corporate
responsibilities that need us to limit our liabilities and guide our invest-
ments. How do we set the rules?
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Rules of the Game

One of the aspects of a collaborative culture is that people use norms, cul-
tural values, to guide their behavior. Just like we would not tolerate people
yelling in the hallways, we do not tolerate people misusing the corporate
collaborative tools. When we are collaborating across organizational or even
national boundaries, examining the rules of the collaboration game is extra
important. Implicit expectations about how to behave can lead to troubles in
the communication and collaboration. Have you ever worked with someone
from a different geography and culture? How do they respond to jokes? What
is their view of deadlines and quality? Just as any traditional project needs
to examine the rules of engagement, a collaborative initiative (which can be
part of a larger project) also needs to define the ground rules.

And then there are the corporate rules, aimed at limiting liability while try-
ing to allow the good things to happen.

Prevention and Freedom

How do you prevent your valuable information from being lost or misused?
How can you capture new ideas and stimulate innovation? Do traditional
IT rules and guidelines, which are already in place, take into account the
multitude of aspects related to knowledge-based and information-sharing
technology?

Innovation demands the creation of new ideas. Collaboration supports idea
creation. Implementing new ideas requires flexibility. But when you take a
look at internet guidelines, currently in use by many companies, they are
old-fashioned and don't stimulate innovation and collaboration. It looks like
there is some kind of fear around blogging, instant messaging, social net-
works and all kinds of other 2.0 technologies, just as in the early ages of the
internet and the rise of email.

These rules and guidelines are made with risks in mind. Risks may include
safety, legal issues, ethical concerns, costs, or system overload, and certainly
productivity is an important impetus behind some rules. Why don't these
rules always produce the best result? They are made with the aim to control.
Control is good for the old-fashioned manager, the Taylor-style manager, but
isn't necessarily good for an innovative environment where it would be bet-
ter to have collaborative leadership in place. Workers need to communicate
with customers and other kinds of interest groups in order to share knowl-
edge about the product or service. They need to be inspired while browsing
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the internet, watching videos, reading blogs and having direct contact using
instant messages and micro blogs.

For example, most organizations have blocked access-streaming media as
one of the internet guidelines. But why aren’t employees allowed to use
streaming media? Probably organizations are worried about system over-
loads, or perhaps they are worried that an employee might watch the Tour
de France during business hours and be unproductive for the duration. But
these days, video is widely used in communication and collaboration plat-
forms to exchange ideas, pilots and even user guides. On YouTube there are
many videos delivering new ideas as well as user guides. Microsoft used
streaming audio to broadcast an important keynote address from Ray Ozzie
during the Professional Developer conference (where he launched the new
Windows Cloud Platform “Azure”), so employees didn’'t have to travel to a
large event but could still get the information first hand.

Every company will have to find its own balance and ways to enforce the
parts that need to be enforced. Determine which data people can share
across units and which data is very sensitive. What can be published and
what needs to stay very secure? What data should never end up on a memory
stick in a rental car? The theme we are running into here is of course an
element of IT governance: information security. A valuable approach with
regard to collaboration is to attach to every information asset some metadata
that describes for example the confidentiality, need for integrity and avail-
ability of the asset. Combined with a structure of roles and access rights,
collaborative systems can then determine if people can have access to certain
information and how it can be shared. Given the ease with which informa-
tion can be shared, it pays to draw a plan before launching any initiatives to
address the most basic security questions.

& Windows Azure

PDC2008

Figure 6.14: Live Webcast of Launch of Azure?’

21 http://channel9.msdn.com/pdc2008/KYNO1/.
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Example: Blogging Rules

The fear of sharing too much information is very prominent with blogging.
Another worry could be whether employees will spend a lot of time writing
blogs, reading other blogs, or searching for new blogs. How do you know if
the blogging is “work related” or “personal”? Many companies have trouble
trying to regulate this kind of new information-gathering and collaboration.
Most of them find that there has to be some kind of guidance.

A crude but simple code of conduct is the “not allowed to blog” rule adopted
by some companies. There are many reasons to allow blogging and there is
only one reason why you would want to prevent it, and that is the fear of los-
ing control: you are “not in control” of what employees are saying about the
company. As Technorati founder and CEO David Sifry says:

It’s scary. The lesson everyone learns in Marketing 101 is, “Control the message.”
Blogging turns that on its head, and that’s very frightening.

But the advantages far outweigh the disadvantages, as this article on Web-
ProNews, a portal about how to build a better online presence, says:

Banning work related blogging activity, by members of the organization, actually
hurts the business. By failing to take advantage of the blog benefits, including trans-
parency, conversation and community building, and relationship development, a
company blogging ban does more harm than good.??

Instead of forbidding blogging, it’s better to define some important blogging
rules. Many companies already have an online presence in the blogosphere.
The guidelines from these companies, most of which are publicly available,
are an interesting starting point for establishing rules to guide the online
presence of employees. For example, the blogging guidelines from Yahoo!?3
can be found online and might be a basis for your company’s set of rules.

Most of the blogging guidelines include the rule that the writer is personally
responsible for his writing, and most of them want the blogger to use a dis-
claimer. IBM says,

Blogs, wikis and other forms of online discourse are individual interactions, not cor-
porate communications. IBMers are personally responsible for their posts.

22 http://www.webpronews.com/topnews/2005/03/24/corporate-blogging-guidelines.
23 http://jeremy.zawodny.com/yahoo/yahoo-blog-guidelines.pdf.
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Actually this rule is a little bit strange because they are corporate blogs. But
this disclaimer also gives the employee freedom to post anything he wants
to, even about the company or the products they make.

Beside the common rule about responsibility most guidelines also include
more obvious rules such as “keep secrets” and “be respectful.” Yahoo! has
also included a rule that ties the new world of blogging to the old world of
marketing:

If @ member of the media contacts you about a Yahoo!-related blog posting or
requests Yahoo! information of any kind, contact PR.

Blogging is just a small part of the whole collaboration spectrum, but talking
in terms of rules, freedom, publicity, innovation and added value, establishing
blogging rules is a good starting point for adopting Web 2.0 technologies.

When you are considering the rules for blogging, don't let them stand in the
way of success. It takes some freedom to have a successful corporate blog.
Robert Scoble, the previously mentioned author of Naked Conversations, is
also a well-known blogger and former Microsoft employee who introduced
more open communication within Microsoft with the start of Channel 9. In
2003 he proposed a weblog manifesto for companies. In the manifesto he
shared his ideas on how to make a corporate weblog “successful.” How many
of these things could your employees currently do? Does that mean they can
or cannot write a blog about your company?

The Corporate Weblog Manifesto?*

Thinking of doing a weblog about your product or your company? Here are my ideas

of things to consider before you start.

1. Tell the truth. The whole truth. Nothing but the truth. If your competitor has a
product that's better than yours, link to it. You might as well. We'll find it anyway.

2. Post fast on good news or bad. Someone say something bad about your prod-
uct? Link to it - before the second or third site does - and answer its claims as
best you can. Same if something good comes out about you. It’s all about building
long-term trust. The trick to building trust is to show up! If people are saying things
about your product and you don’t answer them, that distrust builds. Plus, if people
are saying good things about your product, why not help Google find those pages
as well?

24 The complete story can be found at http://scoble.weblogs.com/2003/02/26.html.
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Use a human voice. Don’t get corporate lawyers and PR professionals to cleanse
your speech. We can tell, believe me. Plus, you’ll be too slow. If you're the last one
to post, the joke is on you!

Have a thick skin. Even if you have Bill Gates’ favorite product people will say
bad things about it. That’s part of the process. Don’t try to write a corporate
weblog unless you can answer all questions - good and bad - professionally,
quickly, and nicely.

Don’t ignore Slashdot.

Talk to the grassroots first. Why? Because the main-stream press is cruising
weblogs looking for stories and looking for people to use in quotes. If a main-
stream reporter can’t find anyone who knows anything about a story, he/she will
write a story that looks like a press release instead of something trustworthy.
People trust stories that have quotes from many sources. They don’t trust press
releases.

If you don’t have the answers, say so. Not having the answers is human. But,
get them and exceed expectations. If you say you'll know by tomorrow afternoon,
make sure you know in the morning.

Never lie. You'll get caught and you’ll lose credibility that you'll never get back.
Never hide information. Just like the space shuttle engineers, your information
will get out and then you'll lose credibility.

10./f you have information that might get you in a lawsuit, see a lawyer before

11.

posting, but do it fast. Speed is key here. If it takes you two weeks to answer
what’s going on in the marketplace because you’re scared of what your legal hit
will be, then you’re screwed anyway. Your competitors will figure it out and out-
maneuver you.

Link to your competitors and say nice things about them. Remember, you're
part of an industry and if the entire industry gets bigger, you'll probably win more
than your fair share of business and you’ll get bigger too. Be better than your
competitors - people remember that. ...

12.Be the authority on your product/company. You should know more about your
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66 Conclusion

While there is no golden recipe to “ignite” collaboration, we can say that you

can make it harder or easier on yourself. To set the stage and create the right

environment where the spark of a great inspirational vision and goal may set

off productive collaboration, at least you need to address the things dis-

cussed:

« Create a structure that enables trust;

« Create the environment where a social network can live, or become part
of existing networks;

« Share the vision, the goals;

« Motivate people in the right way and give them the freedom to deliver;
and

« Talk about the rules that guide collaborative behavior.

After that, it could still be a challenge to make people from four different time
zones, cultures and organizations work together, but if at least they can trust
each other, know what the rules are and - of course —if they can trust the tech-
nology to support them in any way they see fit, there will be people who will
take to this new way of collaborating. And once one group is on board, others
will follow, by either joining existing initiatives or by creating their own.
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Case Publishing Company

Case: It’s Taken a Circuitous Route, but Publishing Company on Verge of
Collaboration Breakthrough

Scattershot Attempts Prevent Company from Knowing What It Knows

To say that the road to a collaborative business environment has been a bumpy one
for this business information supplier would be a gross understatement. But after
several years of ineffective efforts to infuse the company with technology-enabled
collaboration, the $9 billion-a-year publisher of journals for the medical, legal and
business sectors believes it’s about to get it right.

The company’s first attempt came with the deployment of Microsoft’s Share-
Point 2003 collaboration tool. But with an insufficient infrastructure to support it, it
choked the network, rendering it more a source of frustration than anything. Com-
plaints rained down on IT until, in 2006, the company upgraded to Microsoft Office
SharePoint Server 2007, cobbled together an improved infrastructure, and watched
the tool start to take off, growing to 10,000 SharePoint sites. But performance began
to suffer as familiar problems surfaced. Again, the environment grew increasingly
constrained by the infrastructure, it wasn’t assigned to the right hardware, and
because there was no strategic communication about it, people had to discover it
themselves.

Without an effective collaboration environment, the information-intensive company
that had grown primarily by acquisition was plagued by islands of information that
made it difficult - if not impossible - to effectively reuse its vast pool of intellectual
property. It was a case of “You don’t know what you know,” says the senior director
of enterprise architecture. “We're an information company, and we had all this infor-
mation out there, but we couldn’t make the connections.”

Ramped-Up Commitment Expected to Yield More Cohesion

That’s when the company made the decision to take the effort up a notch. It started
by building a standard Active Directory structure to ensure all of its 32,000 employ-
ees were in the same environment. Then it earmarked budget to clean up its Share-
Point environment, turning to Sogeti for help in designing an infrastructure that could
support SharePoint for years to come. An interim architecture built with Sogeti’s
assistance is enabling SharePoint to run more effectively until the more permanent
infrastructure is completed, most likely in early 2009.

Concurrently, the company has begun a two-year effort to condense its scattered
portfolio of disparate applications into a smaller number of instances, all to be acces-
sible via a SharePoint intranet portal. That, combined with the decision to standard-
ize globally on SharePoint, will enable the company to collaborate more effectively
by functioning as a cohesive unit.
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Persistent Connections Yielding Early Results

Even now, the interim infrastructure has brought a stability that is helping the com-
pany see SharePoint’s true potential. Global teams are assembling to collaborate,
and then disassembling very quickly, without any need for IT involvement. Project
teams are moving faster, delivering products on more aggressive timelines. And
general areas of concentration are emerging.

One of these concentration areas centers on knowledge discovery, with people using
SharePoint sites to exchange expertise. Then there’s a category of sites where project
teams focused on specific processes or outputs can collaborate globally by front-end-
ing their work in one location where colleagues can easily get at it. The company also
has created a process for “calling out the militia,” as the director of enterprise archi-
tecture puts it, enabling teams to quickly, and collaboratively, tackle isolated situations
such as IT security incidents, new business opportunities, or acquisitions. “We're foster-
ing discovery, which is what I'm really after,” he says. “We're creating persistent con-
nections between business units and experts who can help each other.”

And to make sure the company doesn'’t lose control of the environment again, there’s
increased attention being paid to governance. In addition to previously established
guidelines about expiring sites after a period of inactivity, the company also is work-
ing on security, ensuring that employees are clear about what’s appropriate to share
with a wide audience, and that anyone who sets up a SharePoint site can easily
assign permissions.

Eventually, the company will extend its SharePoint 2007 environment to update its
extranet, which currently runs on Microsoft Content Management Server, and the
company also is looking at bringing Microsoft’s Groove real-time collaboration tool
into the mix.
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71 Introduction

There are fundamental changes that continuously occur within our industry related to
the price of different types of components and the cost of communication. About every
five years or so, we've found the need to re-evaluate the right architectures for systems
based on changes that are occurring. Today, the confluence of cheap computing,
cheap storage, and cheap communications is again causing us to re-evaluate where
we put computing in order to deliver solutions and solve problems.

- Ray Ozzie, Chief Software Architect, Microsoft’

As we saw in Chapter 2, we are on the top of another Kondratiev wave of
fundamental change. We are entering a time of rapid change for business.
In previous chapters we have talked about collaboration and the organiza-
tional side of this change. In this chapter we will focus on the delivery archi-
tecture for the services and tools that enable cross-boundary collaboration.
The developments in technology around SOA, Web 2.0 and SaaS, combined
with the rise of the “conversation society,” offer us new possibilities and new
flexibility to deliver solutions that specifically fit any user, any situation, any
location, any device etc. The rapid changes in society also impact IT itself.

In the IT industry, that will cause considerable disruption and change for
the IT and enterprise vendors, and for the way that people perceive and use
technologies. This disruption is similar to the earlier PC and internet revolu-
tions in terms of scope and effect. It touches millions of people, generating
diverse models of commerce and of IT consumption, as well as diverse ways
of generating revenue and value. It has already spawned new marketplaces,
industries, and multibillion-dollar companies, and it has had a dramatic
effect on multiple aspects of business.

The driving forces behind this radical disruption are the same ones that have

driven the previous disruptions we have seen in the IT space: creativity,
communication, and commerce. People want to be creative and unique, and

1 http://msdn.microsoft.com/en-us/library/aa905319.aspx.
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they want to innovate and to build, to make new things and generate new
ideas. Additionally, people want to communicate and share with one another
both locally and globally. This desire to share and the value that can be cre-
ated by collaboration is tearing down organizational barriers. It is blurring
the distinctions between consumers, suppliers, and business. It is making
all enterprises more transparent. Finally, businesses want to expand and
create new products, services, marketplaces, and revenue.

Transformation —p

Time —»

Figure 7.1 Technology at the Base of Disruption

The main force driving this disruption, as in the previous ones, is technol-
ogy. The falling cost of bandwidth, the availability of computing in new and
diverse (and cheaper) forms and devices, the emergence of cloud services
and platforms, and the increase in productivity and ease of use has caused
a massive uptake of web-based applications. This disruption is in its early
days and the full ramifications of what will happen have not yet emerged,
but the opportunities are all around us, so those people and organizations
that recognize them early will benefit most.

In the next three sections we will examine key catalysts that are collectively
driving and creating the emerging Software + Services model. We will then
outline the key principles underlying the Software + Services model. We will
conclude by discussing some of the implications of the Software + Services
model on IT at large.
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7 2 The Evolution of Service-Oriented Architectures

Service orientation has changed our view of IT and architecture dramati-
cally. It is an architectural style that can be used to guide the design of dis-
tributed systems. At its most abstract level, service orientation views every
business capability, and every IT asset — from the mainframe application to
the printer, to the shipping-dock clerk, to the overnight delivery company
—as a service provider. SOA looks to create an architecture for the organiza-
tion as a collection of business services that mirror organizational capabili-
ties. These “business services” in turn are composed of many layers of more
technical services.

Some of the standards that are used to implement SOA are also used without
the overarching architecture for “simple” integration purposes, making it
easy to connect to mainframes or other technical entities. Service providers
expose capabilities through interfaces, and service-oriented architecture
maps these capabilities and interfaces so they can be orchestrated into proc-
esses. The service model is “fractal:” the newly formed process is a service
itself, exposing a new, aggregated capability.

At a macro level, from an architecture perspective, SOA may be thought of
as being about the space between the systems or services. The core tenets of
SOA are focused on the harmonization of these systems or services, and one
can view service federation and service composition as the primary capa-
bilities of service-oriented applications.

SOA represents the collection of a lot of prior knowledge about IT combined
into one coherent architectural style. SOA provides us with a model that
allows us to improve IT maturity and guides us in the way we can design,
develop, build and manage applications. The concept of “application” is no
longer viable, since we are looking at services as independent reusable enti-
ties. These services can then be combined into processes that may be very
dynamic and/or personal. SOA has fundamentally changed the way that we
think about, design, develop, build and manage applications.

Gone is the model where the application was a static entity — today the appli-
cation is usually a dynamic, on-demand composition of services directed by
the end user. This has paved the way for IT to conceive of itself as a collection
or portfolio of services. Predominantly these services are in-house — but the
genie is out of the bottle and this shift in mindset and in execution is paving
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the way for IT to investigate and pursue services that may be outside of the
organization.

Organizations that gain experience with SOA discover that the boundaries
between internal and external services are consequently blurring: both are
very similar in their provisioning and use. Because those organizations have
their internal IT in order, they are almost automatically ready to connect to
the cloud.

The Evolution of the Web

There was a time when the web was about delivery of information to the end
user. This design pattern traces its heritage to the hypermedia information
systems that led to the invention of HTTP —the protocol used to transfer text
and webpages across the internet. However, this pattern was quickly super-
seded by the use of the web to enable transactional, commercial scenarios
—where the end user was able to transact with a provider. Prominent exam-
ples of the Business-2-Consumer (B2C) pattern are sites such as Amazon.
com and eBay.com, among others.

In the last decade, these web applications have undergone some tectonic
shifts. Gone are the days of the web application as a means of information
delivery or even transactional commerce. Today's web applications have
become hubs for people and for communities to create and share, and to do
so collaboratively. Websites and applications have become bazaars where
users can come together to share rich content, to engage with one other, and
to discuss and create entirely new content in ways that were unimaginable
in the early days of the web.

Rise of the Conversation Society

In the book Me the Media: Rise of the Conversation Society the impact of disrup-
tive technologies is seen through the lens of the media. Media play a central
role in our lives, an observation that is also literally what the word means.
Traditionally, a “medium” is found in the space between sender and receiver.
Since there are various ways of communicating (or mediating) across this space
(one-to-many, one-to-one, many-to-many, visual, auditory, textual and via
associated devices), it is possible to distinguish different types of “media.”
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What the internet has done is to gather the pre-existing media — radio, TV,
newspapers, magazines, telephone, etc. — into a single multimedia environ-
ment that is personal and social at the same time. This trend is greatly trou-
blesome to traditional mass media and the organizations that tend to support
communications in such mass-media forms. In the “digital Middle Ages,”
every medium had its own distinct footprint, but these distinguishing fea-
tures have now become fully interwoven in the multimedia internet, forming
what has now become a single undifferentiated media mass.

Due to the emergence of this personal and social multimedia internet, expe-
riences of the brand and identity have gained enormously in importance.
Phrases such as “service at your fingertips” and “the customer is always
right” can now be given new meaning. The first examples of this new devel-
opment are discernible in the ways that (some) companies engage critical
bloggers to help them maintain a competitive edge, while others are involv-
ing online customers in innovation and marketing. A similar observation
about consumer empowerment was made by the Business 2.0 magazine
American Innovation and later by Time magazine when they placed “You” at
the top newsmaker spot at the middle and end of 2006.

We shall now briefly consider each of the three great media revolutions in
our history, the most epoch-making media events that have occurred since
the development of writing 5,000 years ago.

The First Media Revolution: Type Letters and Printing Press

The newspaper was the final development of the personal media revolution.
This revolution resulted from the introduction of type letters and the print-
ing press in Europe and subsequently around the world. Modern printing
makes it possible for everyone to be kept informed about the latest develop-
ments. In the Wild West, posters clearly advertised the reward for a captured
outlaw, for example.

The Second Media Revolution: Electronic Mass Media

In addition to the explosion of newspapers and magazines, radio and televi-
sion are the major innovations of the mass media age. This second media
revolution exposed us to multimedia broadcasts over the airwaves. The
resulting forms of communication and socialization combined with print
media in a fruitful cross-fertilization.
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The Third Media Revolution: Web Media

The internet, the PC, and mobile telephones with cameras are characteristic
of the present phase of the third media revolution. We are currently living
through the transition from the traditional mass media to a single massive
(multi)medium in which everyone can personally participate as a “prosumer.”
For we are now all able to both consume and produce texts, images and
audio, using such devices as our mobile telephones, which have developed
along with the PC into the most prominent forms of internet hardware. This
third media revolution means even more communication and socialization,
since individuals can become personally involved whenever they like. They
can also organize themselves into non-traditional associations such as “the
Best Buy customer,” “the housewife,” “the New York Times subscriber,” “the
jazz lover,” or “the liberal.”

Jaap Bloem, Menno van Doorn, Sander Duivestein

( 2 methemedia.com

RISE OF THE CONVERSATION SOCIETY

the Media

VINT | visien » inspiration = Mavigation » Trends

Figure 7.2: Cover of Me the Media: Rise of the Conversation Society

The Emergence of Cloud Computing and Software as a Service (Saa$S)

The viability of the internet as an extended platform, facilitated by cloud
services and managed offerings, is driving interest in sourcing services from
the “market” (aka the cloud) and Software as a Service, as opposed to buy-
ing/building applications and managing them on-premises.
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Wikipedia? defines SaaS:

Software as a Service (Saa$, typically pronounced “sass”) is a model of software
deployment where an application is hosted as a service provided to customers across
the Internet. By eliminating the need to install and run the application on the cus-
tomer’s own computer, Saa$ alleviates the customer’s burden of software mainte-
nance, ongoing operation, and support. Conversely, customers relinquish control
over software versions or changing requirements; moreover, costs to use the service
become a continuous expense, rather than a single expense at time of purchase.

From an enterprise perspective, SaaS and cloud-based services open a pleth-
ora of possibilities. From the MSDN view3, some of the benefits of SaaS and
cloud-based services are as follows:

Managing the Risks of Software Acquisition

Traditionally, deploying large-scale business-critical software systems, such
as ERP and CRM application suites, has been a major undertaking. Deploy-
ing these systems across a large enterprise could cost hundreds of thousands
of dollars in upfront licensing fees, and usually requires an army of IT per-
sonnel and consultants to customize and integrate it with the organization’s
other systems and data. The time, staff, and budget requirements of a deploy-
ment of this magnitude represent a significant risk for an organization of any
size, and often puts such software out of the reach of smaller organizations
that would otherwise be able to derive a great deal of utility from it.

The on-demand delivery model changes some of this. SaaS applications don't
require the deployment of a large infrastructure at the client’s location,
which eliminates or drastically reduces the upfront commitment of resources.
With no significant initial investment to amortize, an enterprise that deploys
a SaaS application that turns out to produce disappointing results can walk
away and pursue a different direction, without having to abandon an expen-
sive on-premises infrastructure.

Additionally, if custom integration is not required, SaaS applications can be
planned and executed with minimal effort and roll-out activities, creating
one of the shortest time-to-value intervals possible for a major IT invest-
ment. This has also made it possible for a number of SaaS vendors to offer

2 http://en.wikipedia.org/wiki/Software_as_a_service.
3 http://msdn.microsoft.com/en-us/library/aa905332.aspx.
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risk-free (and often literally free) “test drives” of their software for a limited
period, such as 30 days. Giving prospective customers a chance to try the
software before they buy it helps eliminate much of the risk surrounding
software purchase.

Managing IT Focus

With SaaS, the job of deploying an application and keeping it running from
day to day - testing and installing patches, managing upgrades, monitoring
performance, ensuring high availability, and so forth — is handled by the
provider. By transferring the responsibility for these “overhead” activities to
a third party, the IT department can focus more on high-value activities that
align with and support the business goals of the enterprise. Instead of being
primarily reactive and operations-focused, the chief information officer
(CIO) and IT staff can more effectively function as technology strategists to
the rest of the company, working with business units to understand their
business needs and advise them on how best to use technology to accomplish
their objectives. Far from being made obsolete by SaaS, the IT department
has an opportunity to contribute to the success of the enterprise more directly
than ever before.

Windows Azure and Cloud

In October 2008, on their Developer Conference PDC, Microsoft announced its cloud
computing initiative: Windows Azure. According to CTO Ray Ozzie from Microsoft,
Windows Azure is a services platform that has been designed for massive scale-out
scalability that is running on large, redundant collections of cheap standard

servers.
MV - e i
6.0 ive Exchange Onlini oint Online "J

Azure- Services Platform

. Windows Azure

Figure 7.3: Azure Services Platform
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On top of Azure, multiple services are hosted. Currently, five services are available:
Live Services, SQL Services, .NET Services, SharePoint Services and Dynamics
CRM Service.

Windows Azure will provide a “Windows server” in the cloud, giving developers the abil-
ity to run their applications from the cloud instead of from on-premises hardware. The
services on top of Azure either provide the building blocks for creating custom applica-
tions or are configurable, ready-made applications such as SharePoint or Office.

One Cloud or Two?

The term “the cloud” has become very popular these days. Everybody is busy
developing or embracing their own variation(s) of the cloud. As we saw in
Chapter 1, this leads to a lot of confusion and many different definitions.

Analysts from Forrester Research described their vision of “cloud” in great
detail. They see roughly two dimensions of “cloud.” One is the cloud as a
software thing: all sorts of applications and services on the web that provide
users with unique ways to interact and collaborate. These are the services
such as YouTube, Flickr, Salesforce and the like.

The other dimension they see is the cloud from a infrastructural side: the
massively scalable, on demand infrastructure that is being offered by Ama-
zon, Google and now Microsoft. Companies will likely choose to use cloud
computing for one or both of the dimensions: either needing services or
needing a massively scalable infrastructure that can be turned on and off on
demand.

Web-based Software Two existing end user services markets,
services as a Service delivered from the cloud

Application components as a Service
Three emerging cloud infrastructure
as a Service markets

Software platform as a Service

Virtual infrastructure as a Service

Physical infrastructure as a Service Traditional data center services market,
such as collocation or managed hosting

Source: Forrester Research

Figure 7.4: Three Cloud Infrastructure as a Service Markets Are Just Emerging
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7 3 The Software + Services Model*

There are three overarching principles that guide this model - principles
informing the design and development of technological capabilities, for both
individuals and business.

The Web is the Hub of Our Social Mesh and Our Device Mesh

The web is first and foremost a mesh of people. Elements of this social mesh
will be a primary attribute of most all software and service experiences, as the
“personal” of the PC meets the “inter-personal” of the web. Whether in work,
play, or just life, the social element of software will continue to transform the
ways that we interact with people. All applications will grow to recognize and
utilize the inherent group-forming aspects of their connection to the web, in
ways that will become fundamental to our experiences. In scenarios ranging
from productivity to media and entertainment, social mesh notions of linking,
sharing, ranking and tagging will become as familiar as File, Edit and View.

We're also living in a world where the number and diversity of devices is on
the rise; not just PCs and phones, but TVs, game consoles, digital picture
frames, DVRs, media players, cameras and camcorders, home servers, home
automation systems, vehicle entertainment and navigation systems, and
more. To individuals, the concept of “My Computer” will give way to the
concept of a personal mesh of devices — a means by which all of your devices
are brought together and managed through the web, as a seamless whole.
After identifying a device as being “yours,” its configuration and personali-
zation settings, its applications and their own settings, as well as the data it
carries will be seamlessly available and synchronized across your mesh of
devices. Whether for media, control or access, scenarios ranging from pro-
ductivity to media and entertainment will be unified and enhanced by the
concept of a device mesh.

The Power of “Choice” as Business Moves to Embrace the Cloud

Most major enterprises are in the early stages of a significant infrastructural
transition - from the use of dedicated and sometimes very expensive applica-

4 Ray Ozzie, Chief Software Architect, Microsoft - Services Strategy Update April 2008.
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tion servers, to the use of virtualization and commodity hardware to con-
solidate those enterprise applications on computing and storage grids con-
structed within their data center. This trend will accelerate as enterprise
applications are progressively re-factored from a centralized “scale up” model
to the horizontal “scale out” requirements of this new utility computing
model.

Driven in large part by the high-scale requirements of consumer services,
the value of this utility computing model is most clearly evident in cloud-
based internet services. By extension, cloud-based enterprise utility comput-
ing, infrastructure services, and enterprise applications are all becoming a
reality, affording IT a range of new choices in how to deploy solutions across
and between enterprises: within their own data center, in a partner’s hosting
facility, or with the vendor itself in the cloud. Software built explicitly to
provide a significant level of server/service symmetry will enable IT to bal-
ance factors such as cost and control, and to leverage the skills of its key
personnel most effectively. It will afford choice and flexibility in developing,
operating, migrating and managing such systems in highly varied enterprise
deployment environments that are distributed and federated between the
enterprise data center and the internet cloud.

Small Pieces Loosely Joined, Within the Cloud and Across a World of Devices

Application design patterns at both the front- and back-end are transitioning
towards being compositions and in some cases loose federations of cooperat-
ing systems, where standards and interoperability are essential. At the front-
end, lightweight technologies have become ubiquitous. (Terms such as REST
and AJAX reign here.) The standards make it possible to integrate a broad
variety of components seamlessly for the user at the surface of the browser.
Other standards (such as RSS and ATOM) allow the creation of information
feeds that have become lightweight channels and queues between software
components. Declarative languages (such as XAML) allow for rapid UI inno-
vation and iteration where simple declaration takes the place of (more com-
plex) programming.

At a higher level, myriad options exist for delivering applications to the user:
the web browser, unique in its ubiquity; the PC, unique in how it brings
together interactivity/experience, mobility and storage; the phone, unique in
its extreme mobility. Developers will need to build applications that can be
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delivered seamlessly across a loosely coupled device mesh by utilizing a
common set of tools, languages, runtimes and frameworks — a common tool-
set that spans from the service in the cloud to enterprise server, and from
the PC to the browser to the phone.

At the back-end, developers will need to contend with new programming
models in the cloud. Whether running on an enterprise grid, or within the
true utility computing environment of cloud-based infrastructure, the way
a developer will write code, deploy it, debug it, and maintain it will be trans-
formed. The cloud-based environment consists of vast arrays of commodity
computers, with storage and the programs themselves being spread across
those arrays for scale and redundancy, and loose coupling between the tiers.
Independent developers and enterprises alike will move from “scale up” to
“scale out” back-end design patterns, embracing this model for its cost, resil-
iency, flexible capacity, and geo-distribution.

7 4 Implications of Software + Services

Software and Services Spectra

The concepts of SaaS and cloud-based services are increasingly well under-
stood by IT departments in organizations worldwide and with this familiar-
ity has come the desire to explore ways in which IT capabilities can be
sourced to reduce cost and improve their ability to innovate.

In particular, the notion of business capabilities such as CRM or email or
user collaboration being available from multiple different sources (on-
premises, hosted, managed, SaaS or cloud), with differing service levels and
differing models of control and governance, and at different price points, has
recently gained a lot of attention in IT organizations.

Whilst it may be some time before this scenario becomes mainstream, the
advantages of being able to dynamically select a service depending on the
business needs are so attractive that many forward-thinking organizations
are very actively investigating the idea; indeed, some organizations have the
provision of these services as a major element of their future strategy.
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Imagine an organization that, based on a business architecture, has defined
an IT service portfolio that describes all services the business requires or
would like to use. This portfolio can actively be managed, where services are
being provisioned to best fit the (budget) requirements. Services can be pro-
vided by the internal IT organization (in-house or on-premises), they can be
developed by the internet IT organization but be hosted elsewhere (hosted)
or at the other end of the spectrum they can be developed and offered by “the
cloud.” In this case, managing IT becomes very much a case of finding and
mixing the best services possible.

Life’s a Balance

When we choose between the different models: internal, on-premises, serv-
ices or cloud-based services, we have to take into account the different char-
acteristics of each service. For example, where cloud services might be
cheaper, the options for customization may be limited. Or where our internal
services might be easier to extend, there is less flexibility when it comes to
replacing or upgrading. The choice between “Software” (on-premises serv-
ices) or “Service” (cloud service) determines, among other things:

« The amount of control we can exert;

« Flexibility;

« Pricing;

« Trial options;

« Instrumentation;

« Operations;

« Customization;

- Extensibility;

« Integration;

« Richness (of UI features);

« Risk of continuity;

These aspects are all relative: it is not that one service will have NO richness
and another will have FULL richness, it's more a matter of “more” versus
“less.” The user or company requirements then determine if a specific serv-
ice and its provisioning model fits the need.
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Figure 7.5: Delivery Model shows some dimensions of services versus control. An
example of a “building block” service is Amazon EC2, an attached service could be
Microsoft Exchange hosted services, and a finished service could be Microsoft Office
Live Online

Obviously, there are implications for IT visibility and for the concomitant
governance models based on the choice of where in the spectrum the organ-
ization decides to source a service. Clearly, on-premises application infra-
structure enables the most robust governance models whereas cloud-based
services pose challenges with respect to data privacy, data harmonization,
and control and archiving.

Heterogeneous User Profiles and Populations

Organizations are realizing that they have a wide and diverse set of users,
ranging from (usually) centrally located knowledge workers through produc-
tion/task workers, contract employees, freelancers, then partners, suppliers,
and more and more customers with whom they have to support and interact
— the organization providing the appropriate access and security for each
individual.
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For example, many new real estate companies often have only relatively few
centrally located employees and the vast majority of the people whom they
must support may be independent, self-employed real estate agents, some of
whom may even be freelancers working to their own constraints and sched-
ules. On the other hand, an organization such as Microsoft has a large
number of full-time and often centrally located employees and comparatively
fewer freelancers, vendors and contractors. In either case, IT is responsible
for the productivity of all of the individuals in the organization and the busi-
ness as a whole.

More and more organizations with significant manufacturing units ask why
they need to provision on-premises email capabilities for their shop-floor
employees. While email may be the vehicle to share organization-wide infor-
mation and updates, it is quite likely that many of these employees will not
access their email, and that a manager may print out the information and
put it up on a bulletin board. They usually start by asking, “Why not use a
so-called consumer provider for these user populations?” And while some
may benefit and derive value from these services, many are more likely to
look to and leverage commercial grade cloud-based services for these user
populations.

This brings us to the realization that there is not only a spectrum of services
(from internally provided to cloud-provided), but there is also a spectrum of
roles, ranging from centralized (corporate) users to customers or even “the
general public.” Each of these roles will have a different expectation for the
services they consume: for a corporate user “robustness” might be essential,
while for someone in the general public the level to which the service can be
integrated (for example, into Facebook) might be more important.

Multi-Headed User Experiences

The customer experience for the future appears to be multi-headed. There
will be a diversity of software and services for the various channels and
devices — and the user experience will be tuned to the channel and the inter-
action — whether it be a mobile device, a TV, a PC or the rich web. And prob-
ably the best example of this is the email experience Microsoft delivers to its
customers today around Exchange. A user could find the richest experience
through Outlook; for a more casual experience, a user with a browser could
also use Outlook Web Access, and a user could use Outlook on a variety of
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mobile and other devices. A user plowing through a lot of email is more likely
to use Outlook. If the user is on an airplane trying to catch up, that user will
most likely only use Outlook. But if the user is doing some casual email, or
is at an internet kiosk, that user is more likely to use Outlook Web Access.
And a user on the go can use the most convenient available device to access
the same email.

Business Implications

IT organizations of all sizes and from all industry sectors are looking for a
model of IT usage to support their wide spectrum of user profiles and user
populations, and a spectrum of available application services is promising
the ability to meet this need. Organizations are seeing the potential of being
able to provide the right levels of service to their entire range of IT users in
a dynamic and agile fashion; that is the ability to provide a new level of Dif-
ferentiated IT. Businesses are thinking in terms of their “IT portfolio” - a
portfolio of capabilities that they want to intentionally partition across both
on-premises and cloud-based software.

7- 5 Conclusion

The IT industry has historically been defined by a sequence of inflection
points in the way consumers and businesses benefit from computing, and we
are in the midst of another momentous shift — a services transformation.

Software as a Service (SaaS) is fundamentally about service delivery -
changing how we think about both deployment and delivery of new software
applications. Many of the core assumptions and constraints in the conven-
tional approaches to software deployment and delivery are being challenged
and overthrown with this inflection point in service delivery.

Service-Oriented Architecture (SOA) is about the harmonization of multiple
systems and services — and fundamentally about service federation and serv-
ice composition. Many of the basic assumptions about applications have been
challenged with the emergence of SOA. The notion of an application as a
static entity has been replaced by the notion of an application as a dynamic
composition of services, often directed by the end user.
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Web 2.0 is about the social and collaborative experiences made possible
through services on the cloud, and about their monetization. Many of the
core assumptions about the user experience and monetization have been
overthrown by the emergence of the Web 2.0 model.

Together, SaaS, SOA and Web 2.0 are converging to create a new software
architecture model — a model of Software + Services. This model is based on
the premise that the harmonization of on-premises software and cloud-based
services will be superior to either of those approaches in isolation. As we
move to software interaction through a broader mix of digital devices and
form factors, the “multi-headed” experience will become the default user
scenario for both consumers and business users. Being able to optimize the
mix of software and services gives IT the visibility and control to understand
what’s happening both inside and outside the corporate network, as well as
the necessary flexibility in intentionally partitioning which capabilities are
best delivered on-premises versus in the cloud. Software + Services will
ultimately enable business to have the optimal portfolio of capabilities to
meet the unique needs of each and every individual user.

The social and inherently cross-boundary nature of collaboration drives the
need for such a user-focused architecture that can quickly deliver highly
useable and flexible support for collaboration. Self provisioning and quick
response to new collaboration partners are essential. When information and
activities need to cross borders, the technology needs to support it smoothly,
driving towards this architecture where all sorts of services can be combined
into one portfolio that the user can pick and choose from. Also, when organ-
izations are looking to more extensively collaborate and combine their serv-
ices to a new offering to the market, the integration of IT needs a pragmatic
approach with the ability to make strategic decisions about “who does what”;
the essence of SaaS and Software + Services.
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Case ITAGroup

Case: ITAGroup Leaps Into the World of Collaboration

Need to Share Intellectual Property Spurs Move

If there were ever a company ideally suited to benefit from collaboration technology,
it would be ITAGroup. Until now, the expert in people performance management has
relied on the rudimentary internal collaboration capabilities built into the Microsoft
Office suite - not well suited for such a dynamic, team-oriented organization.
Given the nature of ITAGroup’s $200+ million-a-year business, the lack of a collabo-
rative environment has been a glaring hole in its quest for greater productivity. In its
role helping clients establish and administer sales, employee and channel perform-
ance improvement programs, ITAGroup assembles teams of people plucked from six
different functional areas to support programs that will run at least a year. Each team
must coordinate skills ranging from program development and marketing communi-
cations to technology support and client interaction. Plus, an internal survey found
that, on average, ITAGroup employees work on 6 teams at a time, and up to 20 dur-
ing the course of a year.

Without an effective collaboration platform, managing so many variables has been
a challenge. Communication has been handled via email, resulting in attachments
at varying stages of development being scattered among multiple inboxes, and chok-
ing storage resources. Additionally, the lack of a standardized methodology for stor-
ing critical data has made finding information nearly impossible. “The biggest chal-
lenge we faced was effectively bringing new team members into a project,” says John
Rose, vice president of information technology. “We needed to be able to share
information, ideas and documents more easily.”

Good Technology + Employee Buy-In = Faster Path to Success

ITAGroup believes it has found the answer in the form of Microsoft SharePoint Server
2007. SharePoint features an interface that’s familiar to anyone accustomed to work-
ing in Windows. It’s easy to set up a collaborative site, it has powerful search capa-
bilities embedded in it, and it can take all that scattered information from email
inboxes and desktop file systems and make it easily discoverable to anyone with
permission to access it.

ITAGroup is in the midst of a company-wide rollout of the technology, with the first
collaborative elements introduced to all employees in January 2009. The company’s
intranet is running on SharePoint, where it’s storing corporate data such as ISO
documentation and employee information. A team has been working with consult-
ants from Sogeti to implement an out-of-the-box SharePoint environment that’s
requiring less than a $400,000 investment over 3 years.

177



Collaboration in the Cloud

But, as anyone who’s overseen a collaboration deployment can attest, merely acquir-
ing technology - no matter how well suited it is to the job at hand - is only half the
battle. Bringing people up to speed on the new tools, showing them how to find
information, and work in tandem more effectively takes time. “Change is never easy,”
says Rose. “But we know that a gradual implementation, progressively adding fea-
tures and functionality, will ease the transition and build excitement. The result is
adoption of an improved collaboration environment, which will ultimately result in a
better company.” Rose has been encouraged to hear reports that many SharePoint
customers who experience some initial frustration adjusting to the technology, soon
see the technology as a can’t-live-without-it tool.

Getting the Most out of SharePoint: Simplicity Breeds Momentum

Advancing SharePoint to that status, however, requires employees get behind the
technology. And Rose says he’s learned that when it comes to a collaboration envi-
ronment, marketing and positive reinforcement of the technology is important. To
make a tool like SharePoint really work, employees have to know about it, and they
have to be convinced to use it. To that end, Rose says it’s critical to keep things sim-
ple, even if SharePoint has myriad capabilities that can be rolled out at once. Things
have to remain simple.

Once the company builds the momentum it needs, the anticipated benefits of Share-
Point run the gamut. Rose expects it to spur big savings by simply cutting the amount
of time employees spend searching. He also believes that the combination of more
timely information and faster responses will lead to improved customer satisfaction.
That satisfaction figures to rise further a year or so down the line, when ITAGroup
hopes to extend the SharePoint capabilities to an extranet that will enable clients to
log in and approve copy or artwork, access workflows, or simply get the latest data
on their various performance improvement programs.

Perhaps most importantly, SharePoint will gradually help lower the information shar-
ing walls that have existed between ITAGroup’s teams and team members. And with
everyone on the same page, management will be able to think outside the box more
than ever, armed with a tool that can evolve to make employees’ jobs easier.
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8 1 Introduction?

We have been looking at markets, the concepts behind collaboration and
cloud computing. We have explored the anatomy and success criteria of col-
laboration, and we have looked at a model of a mix of Software + Services
that gives us the flexibility needed to achieve it all. In this chapter we will
discuss more scenarios in which Web 2.0 technologies and the model of Soft-
ware + Services can be used inside organizations. The areas and scenarios
discussed are also the areas where you can find value, some of which can
perhaps even be included in a traditional “business case” for a project. A lot
of the scenarios in this chapter revolve around the theme of “A New World
of Work.”

The New World of Work?
In a new world of work, where collaboration, business intelligence and prioritizing
scarce time and attention are critical factors for success, the tools that information
workers use must evolve in ways that do not add new complexity for people who
already feel the pressure of an “always-on” world and ever-rising expectations for
productivity. We believe that the way out of this maze is through integration, simplifica-
tion, and a new breed of software applications and services that manage complexity
in the background, and extend human capabilities by automating low-value tasks and
helping people make sense of complex data.

- Bill Gates

8 2 The Emergence of Social Computing

In the current conversation economy, we are seeing enormous changes in
the way that we publish and consume information on the internet. Rather
than simply viewing information on static web pages we are now publishing

1 http://msdn.microsoft.com/en-us/library/bb735306.aspx forms the basis of this chapter. Michael Platt
of Microsoft Corporation is the original author of much of the content that is re-used here.
2 http://www.microsoft.com/mscorp/execmail/2005/05-19newworldofwork.mspx.

179



Collaboration in the Cloud

rich content through blogs and wikis and on photo- and audio- and video-
sharing sites. Instead of solely being consumers of pages downloaded from
the web, people are now sharing, collaborating and creating new content and
entire online communities. Indeed, people are now combining data and con-
tent from multiple sources to create their own custom, personalized experi-
ences and applications.

Many of these evolving concepts and capabilities were dubbed “Web 2.0” in
a seminal discussion paper by Tim O'Reilly in September 2005.3 In essence,
it is the collective realization that the ability to use the web to write as well
as read rich content, along with support for social networking and the rapid
spread of broadband access, combines to allow people to interact with the
web, online content and one another. At its core this is about fundamentally
changing the ways people interact with content, services and with other
users to provide a platform for harnessing and promoting collective intelli-
gence.*

Wikipedia defines collective intelligence as “shared or group intelligence that
emerges from the collaboration and competition of many individuals.” People
are no longer just passive consumers of content and data; they are active
participants, and in many cases they are creators — creating content and
interacting with a multitude of services and people. Sometimes referred to
as the network effect, this increase in participation, collaboration and in
content creation presents new opportunities to involve the end user in deeper
and more meaningful ways.

We are only just beginning to see the opportunity for these emerging con-
cepts and capabilities both inside and outside the organization, but it prom-
ises to have dramatic and long-lasting impact on business. In the rest of this
chapter we will look at more specific scenarios in which technology can be
used to be productive in Web 2.0, we will talk about the technology side of
the conversation economy, and we will discuss the roles cloud computing and
Software + Services play in the space.

3 http://www.oreillynet.com/pub/a/oreilly/tim/news/2005/09/30/what-is-web-20.html.
4 http://en.wikipedia.org/wiki/Collective_intelligence.
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8 3 Collaboration and Social Computing in the Enterprise

Organizations of all types and sizes from startups to Fortune 100 companies
and from all industry verticals have seen the explosive growth on the web
of social and community sites in the consumer space, such as MySpace,
YouTube and the deluge of Web 2.0 sites. They have seen the response by
major web players such as Amazon, eBay, Live and Google and Yahoo! in
adding social and community elements, and they have seen the interest and
demand that this has created. They are now actively investigating — and in
many cases building - new community-based portals and businesses for
their own organizations; Web 2.0 is moving into the enterprise.

There are two primary areas in which organizations are interested in using

these concepts and capabilities:

« Enterprise 2.0: Inside the organization to improve efficiency and produc-
tivity; and

« B2C 2.0: Connecting with customers to improve profitability and customer
satisfaction.

The use within organizations is commonly called Enterprise 2.0° and is
typically the first phase.

Usage to connect to their customers and consumers is similar to Business-
to-Customer (B2C) activity but with a social and community basis, and may
be termed Business-to-Community or B2C 2.0°. Interest in this use of the
“community as a customer” is rapidly growing. That is one of the reasons why
popular social networks like LinkedIn, Facebook, and MySpace, with all
their customer profiles, are worth billions of dollars.

Enterprise 2.0

This is the kind of organization that we described throughout the earlier chap-
ters of this book. It is the enterprise where employees are autonomous and
collaborative and where bottom-up initiatives are well valued. Where so-called
information workers can be in charge of their own user experience and hence
create for themselves a more intuitive and efficient work environment.

5  http://sloanreview.mit.edu/smr/issue/2006/spring/06/.
6 http://msdn.microsoft.com/en-us/library/bb735306.aspx.
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Business-to-Community (B2C 2.0)

Businesses of all types and sizes, from startups like Plentyoffish to For-
tune 100 companies such as General Electric, have been keen to enter the
dialogue with consumers and communities using “2.0” tools. While it is
always smart for businesses to keep in touch with potential clients, the
necessity in this case is especially critical: it is a matter of survival but it can
also be an enormous opportunity.

On the opportunity side, the reasons for this interest and activity in the space
are fivefold:

1.

Revenue and growth

The opportunity to enhance existing revenue streams and to build com-
pletely new revenue streams by utilizing community and social network-
ing capabilities. In particular, the cost containment of the recent past has
given way to an interest in the business side in innovation-driven growth
and revenue. The rapid growth and innovation in the Web 2.0 space is
seen as something that companies want to emulate.

. Web-based economies of scale

Organizations see that they can dramatically decrease the cost of capital
equipment and resources by using a web based delivery model to serve
communities of their customers.

Flexible employment models

The use of contract and agency staff for delivery allows flexibility and
agility. Agency and contract staff can be thought of as another, specialized
community and so supported like customers.

. Community creation as evangelism and support

Customers are the organization’s best sales, marketing support and devel-
opment resource. The creation of communities effectively outsources, at
a very reasonable cost, all these cost centers. Indeed, with the inclusion
of targeted advertising to the community, the present cost centers poten-
tially become profit centers.

. Community leader advantage

Community dynamics are such that the first successful community is by
far the most powerful, so the organization that owns this community is the
one that controls the vertical. For example, MySpace focused on new music
bands and created a community in that space which it now effectively
dominates, so it has become a major force in the music industry. The con-
verse of this is that if an organization’s competitors are first in the com-
munity space, they will have a very significant competitive advantage.
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To make the concept of “entering the dialogue” a bit more specific, we can
explore five particular areas where social computing capabilities can be lev-
eraged in working with customer communities:

1. Innovation and New Product Development

As discussed before, open innovation or crowdsourcing are important trends
of the day. A very large percentage of new product ideas and innovations in
organizations come from suppliers and customers rather than from in-house
labs or R&D organizations. These new product ideas are more likely to be
successful as they have come from the end users of the product and are also
typically less cost-intensive. Clearly organizations that can build a system to
harvest these ideas can benefit from these innovations and derive significant
benefits.

The use of social computing based customer and supplier communities as
discussion forums and marketing focus groups for new product ideas and
incubation is a powerful, simple and cost-effective technique for gathering
these ideas. Many organizations are actively investigating the use of com-
munity forums and discussion groups to provide new product ideas and uses
in the product development process. Indeed it is possible to envisage a pro-
gram that automatically scans communities for new ideas and sends them to
interested parties.

An additional benefit of this community-based innovation and new product
development is that the customers have a better understanding of the prod-
uct or service delivered, as they were involved in its gestation, so the cus-
tomer uptake of the product is significantly enhanced.

2. Marketing

Probably the best-known application of social computing techniques in
organizations is around viral marketing. The examples of community and
rich content (such as video) being used to generate and spread buzz about
products and services are legion. There are two elements to this viral mar-
keting: initial interest generation and then the viral dissemination. The ini-
tial interest generation is best done with the use of innovative image, video
and audio content — it is not unusual to get millions of downloads of creative
video within hours or days of their release, and ongoing interest in a product
can be sustained by having an informational or tutorial element to the con-
tent. The dissemination of this material is done by the internet community
atlarge using chat and messaging, email and community forums. Again this

183



Collaboration in the Cloud

dissemination can be very rapid and widespread. It is not unusual for a new
product or engaging video to be passed to millions of people in hours and to
reach the mainstream media such as TV or newspapers in days.

There are a couple of caveats about viral marketing. Firstly, the target audi-
ence needs to be well understood, and even then the material may not gather
community interest and buzz — this is much more an art than a science. Sec-
ondly, an organization cannot control the spread or use of materials; the use
of viral marketing videos in unanticipated ways by the community is well
documented and can cause significant side-effects for an organization.

A great example of a viral video is the movie “The Machine is Us/ing Us"? by
the famous cultural anthropologist Michael Wesch. This movie explains in
a nutshell the whole Web 2.0 concept and how it is changing our society. The
video has been viewed more than 8.5 million times.

3. Sales

The cost of sale is normally a non-trivial element of the overall cost of a
product or service. In a Business-to-Consumer organization the community
can act as the collective salespeople, thereby dramatically reducing the cost
of sale, in many cases to nothing. The customers themselves act as spokes-
people and salespeople for the organization. There is no need for a high
pressure and high expenditure sales organization in community-based busi-
nesses, in fact, in many cases it might actually be counter-productive.

4. Support

Support is probably the second most popular area in which social computing
techniques are used. Firstly, there is the use of messaging and chat and other
collaboration techniques for real-time support of their products and services
by organizations. Secondly, there is the use of image capture and video for
problem communication and resolution. Finally and most importantly, there
is the use of community-based product experts and self help discussion
groups. This self-help technique has been shown to work very well in com-
munities such as the shared and open source movement and is a simple and
low-cost way of providing very high-quality support. As with most social-
based systems, however, the actual operation of these self-help groups is not
simple and requires significant thought and expertise.

7 http://www.youtube.com/watch?v=6gmP4nkOEOE.
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Support is one of the reasons why Apache and Linux have become so popu-
lar. The hard-core community behind these two open source initiatives is
famous for its online support. If a problem arises, it is sure to be solved
promptly. It is interesting to see that Microsoft picked up on this and has
built a vibrant technical support community for their technologies.

5. Training and Education

Probably the least explored application of social computing in the enterprise
is for training and education. The on-line availability of high-quality audio
and video and other rich media provides a very low-cost and frictionless way
of providing training as well as “how to” and other learning materials. This
rich content, when integrated with influential subject matter experts and the
on-line communities and discussion groups, enables a very powerful envi-
ronment for education and training.

8.4 Web 2.0

The recent history of the internet has shown some very significant and far-
reaching changes. Ten years ago there were no web-sharing sites or applica-
tions, merely sites composed of static pages and e-commerce. Organizations
had customer-facing websites to connect with internet-savvy consumers and
used the internet as a way to market and sell their products. Internal corpo-
rate intranets were used mainly as a place to post news and policies in the
company portal. More recently, websites have become destinations for com-
munities of users to create and share rich and complex data such as music,
images and video, and to discuss and rate that content.

People are no longer just consumers of content and applications; they are
participants, creating content and interacting with different services and
people. More and more people are creating blogs, contributing to knowledge
bases such as Wikipedia, and using peer-to-peer (P2P) technologies. Some-
times referred to as the network effect, this increase in participation and
content creation presents new opportunities to involve the user in deeper,
more meaningful ways.

There has been a huge amount of discussion on what exactly is meant by
“Web 2.0.” Tim O'Reilly originally defined it as the following:

1. The web as a platform,;

2. Harnessing collective intelligence;
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Data as the next Intel inside;

End of the software release cycle;

Lightweight programming models;

Software above the level of a single device; and
Rich user experience.

N ou A w

These can be grouped into three areas:

o The use of the web as a platform;

« The web as a place to read and write rich content; and
« The social and collaborative use of the web.

The Web as a Platform

Web 2.0 systems use the web as a platform, conceptualizing the internet as
a huge range of interconnected devices that can provide a new level of rich
immersion for the user, an easy-to-use and lightweight programming model
for the developer and a rapid and flexible deployment mechanism for the
supplier. Web 2.0 uses the web to provide a new perspective for the user,
developer and supplier, a new way of thinking about the internet, all of which
allows new and creative uses of the internet.

It should be noted that an important concept underpinning all connected
systems, which of course includes Web 2.0, is that of a service. A service-
based system supports the concept of separation of concerns by the use of
loose coupling and concomitant message passing. This loose coupling allows
functionality to be created as a service and delivered over a network; so, for
example, diary functionality can be provided by a blog engine and be deliv-
ered as a service to the end user or blogger over the internet. Software as a
Service is this delivery of software functionality over the internet, and it
underpins most Web 2.0 systems today.

Looking at the internet as a platform we can see that it has to provide a
number of important platform concepts such as device independence, rich
and common user interface, a common programming interface and a soft-
ware deployment and management mechanism:

Software Above the Level of a Single Device

We are very familiar with software on a server providing services to soft-
ware on a PC (in Windows or in a browser), which then consumes or displays
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them. While this is a common and well understood model it does not cover
a number of common cases such as peer-to-peer systems or delivery to non-
PC devices like music players, phones or navigation devices. We need to have
a model that includes these cases and covers a higher level of service than
HTTP (the protocol used to transfer the pages of the internet we know and
use) to connect them; it needs to address the concepts of a music service such
as Napster or a communication service such as Skype. We need to have a
model that addresses software above the level of a single device and a single
service, but which includes rich, high level services interconnecting a mesh
of different device types in a symmetric manner.

Probably the best example of this type of high-level service is in Microsoft’s
game computer, Xbox Live, where gaming services are supplied between
specialist hardware devices working in a peer-to-peer manner. This model
is the general-purpose case of service-based computing and is the Software
+ Services model of computing.

Rich User Experience

The value of rich and immersive user experience has been well understood
in the PC world since the advent of Microsoft Windows, and this has been a
focus of browser based applications for many years. Standards such as Java-
Script and DHTML and technologies such as Flash and Silverlight were
introduced as lightweight ways of providing client-side programmability and
richer user experiences commonly called “Rich Internet Applications.”

It was a true revolution when a web browser was first able to provide this
Rich Internet Application functionality. For the first time, web application
could approach the experience of “real” desktop applications. Microsoft broke
ground in this field by porting the familiar email client Outlook to a webver-
sion that very closely resembles the original. Outlook Web Access (OWA) also
used JavaScript and DHTML to provide rich interaction. The collection of
technologies used to provide these rich and dynamic browser-based systems
has been called Ajax, standing for “Asynchronous JavaScript and XML."” Ajax
isn't a single technology or even a set of new technologies but rather a set of
several technologies being used together in powerful new ways to provide
Rich Internet Application functionality. Ajax includes:
- Standards that help styles and presentation (using XHTML and CSS);
+ Dynamic display and interaction (using the Document Object Model );
« Data interchange and manipulation (using XML and XSLT);
« Asynchronous data retrieval (using XMLHttpRequest); and
+ A programming language (using JavaScript).
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Ajax is an important component of most Web 2.0 applications and is provid-
ing the ability to create web applications nearly as rich and dynamic as Win-
dows-based applications. Indeed, we are now seeing the advent of Ajax-
based applications that can work whilst disconnected from the internet and
so provide offline functionality similar to Windows-based clients like Micro-
soft Outlook.

There are also sets of technology other than Ajax that are increasing the
value of user experience in areas such as communications, voice and video.
Instant messaging (IM) is heavily used in Web 2.0 applications to provide
instant communications, and there is a wide range of agents and delivery
options available for IM systems. Voice-over-Internet-Protocol (VoIP) sys-
tems allow voice and teleconference communication over the internet as part
of the user experience. Finally, the provision of real -time, stored or broad-
cast video rounds out the client experience.

Recently, technologies like Flash and Silverlight have also been playing a big
role in enabling media-rich, interactive user experiences, facilitating sophis-
ticated read-write and streaming scenarios, among others.

The breadth, richness and flexibility provided by these technologies moves
the user interface well beyond a dynamic UI to a fully interactive audio and
video experience, which provides new and powerful ways for people to inter-
act with systems and with one another that are still to be explored.

Lightweight Programming Models

In Web 2.0 the programming models, concepts and techniques are signifi-

cantly different from those that have been used before. Whilst they are very

heavily service-based and reliant upon the concept of message-passing using

Representational State Transfer (REST) protocols, they focus on simplicity

and ease of use. This has a number of implications:

« Web 2.0 programming is based on the concept of separation of concern
using a loosely coupled, message-passing-based model on top of an inter-
net-based and standard set of communications protocols (http), which is
often called REST-ful programming. It implies notions of syndication and
composition where services are provided without knowing how or if they
are used. This is very different from a conventional tightly coupled, trans-
actional and often object-oriented system. It has a different set of benefits
(such as flexibility and speed of implementation) and challenges (such as
integrity and management).
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« The languages (such as Perl or Iron Python) and the frameworks used
are simple and dynamic, which provides a low barrier to entry and re-use
and high productivity. The frameworks have built-in support for common
design patterns such as Model View Controller (MVC) and methodologies
such as Agile. They are quick and easy to pick up, use, and become pro-
ductive with.

« Web 2.0 applications are inherently composable and compositable; because
they are built with lightweight programming models and standards-based
services, new applications can be created by composing or “mashing-up”
present applications and services. Mashups are where applications and
services are composed at the UI; composition is the more general case of
services being re-used.

End of Software Release Cycles and Deployment

The platform concepts behind Web 2.0 strike a new balance between the
control and administrative ease of centralized systems and the flexibility and
user empowerment of distributed systems. Web applications are by nature
centrally deployed, so central services can manage applications and entire
desktops automatically. Software as a Service builds on this concept to pro-
vide the idea of software and services delivery over the internet, and Web
2.0 builds on top of Software as a Service to provide social and content serv-
ices over a web-based mechanism.

This usage of SaaS by Web 2.0 as a deployment and release methodology
provides all the well-known SaaS advantages of simple deployment, mini-
mized management and administration and, probably the most important,
instant update and repair. Thus one of the most-touted features of Web 2.0
(and SaaS) is the concept that the system is being constantly updated and
enhanced, often in real-time in response to user’s requests. Of course, the
issue with this perpetual beta that the community needs to come to grips
with is what happens when downstream applications rely on services or
functionality that the application is providing.

The Read / Write Web

The second important area of Web 2.0 is the focus on data and content, and
in particular the ability of people to create and interact with rich content
rather than just consuming it. If the original internet provided read access
to data, then Web 2.0 is all about providing read and write access to data from

189



Collaboration in the Cloud

any source. This ability of anyone to create content has caused an explosion
of available content from all sources (and of all types of quality). At the same
time, it has created a whole new set of issues around vandalism and the
integrity of data.

As the bandwidth available to the end user continuously increases, the rich-
ness of the content that can be sent over the internet increases. The original
internet was all about text, but Web 2.0 started with music and images and
moved into voice and video. Now TV and movies are the content areas that
are being investigated as part of Web 2.0.

Whilst people and organizations have been searching, uploading and down-
loading all this explicit data and content on the web they have, all the while,
been creating a huge amount of implicit data showing where they are going
and what they are doing. This implicit, or attention data, of Web 2.0 can be
used to predict future behavior or provide new attention-based features. Of
course the collection, storage and use of this implicit data raises challenging
questions about ownership, privacy and Intellectual Property (IP).

Another issue with the huge amount of data on the web is finding and navi-
gating it. Search engines use the implicit data to find textual data, but they
will not work with audio, image or other binary data. In addition, the search
engine often does not have enough contextual information to provide a valid
result. In these cases tagging the data becomes a valuable way of assisting
with data navigation. Web 2.0 applications use tagging and “tag-clouds”
extensively as a way of finding and navigating through the vast amount of
data available on the web.

Tag data is data about data, or metadata. One of the major concerns with data
and content on the web arises from the lack of consistent standards for meta-
data and schema. It is impossible to cut and paste something as simple as an
address on the web because there is no standard format for addresses. We
need to understand the different levels of metadata and have standards for
what that metadata is in order to liberate data on the web and, in particular,
to allow composite applications to compile data. This standardization of
metadata in the Web 2.0 space is similar to the goal of the Microformat
effort.
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The Social and Collaborative Web

The third key element of Web 2.0 systems is the concept of social networks,
community, collaboration and discussion. People naturally want to commu-
nicate, share and discuss; this communication is a key part of understanding,
learning and creativity. The unique element that Web 2.0 brings is that of
social networks and community, which are typically enabled by blogs, dis-
cussion groups and wikis. In Web 2.0 the sheer scale and number of people
on the internet creates an “architecture of participation” where the interac-
tion between people creates information and systems that get better the more
they are used and the more people who use them. This harnessing of the
collective intelligence creates systems that have more and better information
than any one person could generate; it becomes the wisdom of the crowd.

There are a number of different types of collaboration that can occur in Web

2.0 systems:

+ Content-based
This is where groups gather and collaborate around a piece of news or
content, typically in a blog or a spaces-type environment.

« Group-based
In group collaboration people gather around an idea or interest such as a
hobby and discuss it in discussion forums.

« Project-based
In project-based collaboration groups work together on a common task or
project such as a development project, a book, or even something as large
as an encyclopedia using wikis.

All three types of collaboration can be used in Web 2.0 systems, and in many

cases more than one can be used.

Content- Group-
based | based

Project-
based

Figure 8.1: Different Types of Web 2.0 Collaboration
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8 5 Software + Services Enabling Social Computing

We discussed Software + Services as the realistic hybrid model to use SaaS
in combination with on-premises software. It provides a model to create
right-sized IT for every user and gives the CIO the power to optimize the
IT service portfolio. Software + Services is the model for situating cloud
computing in a real business scenario.

If we look at collaboration and how cloud computing could help, there are
four main reasons why cloud computing and collaboration is a natural fit:

« Autonomous users want self provisioning of tools;

« Both are crossing boundaries;

« Collaboration is about being part of the conversation economy; plus

- Traditional reasons, such as cost or performance.

Self Provisioning

When we want to stimulate bottom-up initiatives, and make units, teams,
projects and people more autonomous in creating value for the company, we
need to give them tools. Traditionally the IT department designed and sup-
plied the tools, but we have seen that the “prosumer” users demand more
control and faster service. Self provisioning and configuration is of the
essence here. Cloud computing fits the bill perfectly, since a lot of the serv-
ices being offered online are extremely easy to provision, try out and con-
figure. Most likely, business users in every organization are already using
them.

Crossing Boundaries

The best collaboration is across boundaries: bringing together value from
two different sources to create something new and better. This is hard to
accomplish when the tools to support the collaboration are strictly controlled
from within one organization or unit. If we want to address identity issues,
and answer security and ownership questions, a “cloud” tool is usually more
suited for this than on-premises, corporately controlled tools.
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Conversation Economy

This is an important reason to use the tools from the cloud. If we want to be
part of the ongoing conversations, and join the discussions in progress on
the internet, then we have to be where the social networks are. And the
social networks are “in the cloud.” Also, we will start to exploit the benefits
of cloud-served solutions. We could, for example, use LinkedIn to update our
CRM system, or use YouTube to do recruiting, or scan blogs for trends rel-
evant to our business, etc.

Traditional Reasons

The reasons for choosing SaaS, as stated in Chapter 1, are as valid for col-
laborative tools as they are for other tools. If collaborative tools are becoming
part of the IT infrastructure, a SaaS version is most logical. Hosted email
solutions are well accepted, as are collaboration portals, messaging software,
etc.
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Figure 8.2: In the Cloud?®

8 http://geekandpoke.typepad.com/geekandpoke/cloud.
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86 The Web as the Hub

The value of the knowledge found in employees’ heads and in the databases
and unstructured documents found across the organization has been well
known for a while, and there have been many attempts to collect it into
knowledge management systems, with varying degrees of success. Clearly
when people can quickly find critical information and subject-matter experts,
and then work seamlessly together, productivity will soar. This has been
difficult to achieve in the past, but new technologies such as dynamic work-
spaces, wikis, and enterprise searches for people and data may lower the
barriers to knowledge management and provide a platform for collaborating
on complex and creative tasks.

As we noted however, the real barrier to knowledge management is around
social and value issues in organizations rather than technical ones. These
are not addressed by the technologies per se and hence the expectations
from the technologies themselves should be tempered with the right invest-
ments across people and processes.

8 7 In Conclusion — Where Do We Go from Here

The most appealing and potentially most rewarding uses of emerging col-
laboration and social computing techniques in the enterprise are in the cus-
tomer-facing areas of organizations. The entire customer relationship man-
agement cycle will be transformed by the tools and techniques that are in
common use in the consumer space. In marketing, the opportunity to exploit
rich, interactive media and to enable a new world of digital customer inti-
macy through wikis, blogs and online communities will provide new ways
of reaching out to and engaging with potential customers. In customer sup-
port, the use of video and other rich media to assist with problem resolution,
and the use of online communities towards self-service-based models prom-
ises to create entirely new models and frameworks for support.

Beyond the customer-facing business capabilities, it is product innovation
where customer involvement and participation in product design and devel-
opment using blogs, wikis, and discussion forums is heralding fundamental
shifts in what is commonly thought of as the co-creation of innovation. The
other business domain that has the potential to benefit from these tech-
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niques is training and mentorship, where the use of rich media, messaging,
and chat and other collaboration capabilities has considerable potential.

Overall, the use of new and emerging social computing and collaboration
capabilities in the enterprise, enabled by a platform of on-premises software
+ cloud-based services, promises to have profound and far reaching effects
on how organizations function, and create fundamentally new and powerful
ways of innovating, marketing and selling to, and delighting customers.
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Case UVIT

Case: UVIT Embracing Collaborative Technology to Benefit from Recent
Merger

Univé and VGZIZA-TRIAS are all active in the insurance business. Univé is an all-
insurance company; the others focus on health insurance. On January 1, 2007, the
companies officially merged into a new company with the temporary name UVIT. (For
the benefit of the readers we will use the temporary name throughout this case. The
new name will be announced at the end of 2009.) The core business is to provide
health insurance coverage for 4.3 million people - a quarter of the Dutch population.
Their other (non-health) insurance products cover 800,000 insured. This makes UVIT
one of the largest insurance companies in The Netherlands.

After the merger, the companies started a centralization process. The plan is to reduce
the number of office locations from 17 to 5. One of these 5 locations will be the new
headquarters in Arnhem, which is scheduled to open in September 2009. This office
has a completely different interior design. The architects of the building have designed
the office with a limited number of floors, leading to a very open work atmosphere.

Merger as a Time for New Opportunities

According to Mr. Jo Knippenberg, CIO at UVIT, the merger offers an ideal time to
reflect. It is a moment to closely examine the existing organizations and think about
what the new organization will look like after the merger. It is a time to zoom in on
the details, when you can look at what went wrong and what went right in the past,
and then take these lessons into account when developing the future organization.

The merger offers a “a unique opportunity to create a new setting. It is a moment to
think about how people work, how they collaborate with people inside and outside
of the organization, and how technology can help. How do you forge all these ele-
ments together to form something that contributes to the greater good: to your cli-
ents, your prospects, to your relations?”

Challenges in Collaboration and Corporate Image

Mr. Knippenberg faced a couple of challenges in daily practice during and after the
merger and subsequent reorganization. The first challenge that arose during the
merger process itself was how to best support communication, because without
communication there is no collaboration, and without collaboration you essentially
do not have a unified company. A closely related question was how to stimulate and
enable the employees to create effective collaborations among themselves. How do
you make sure everybody has access to the right information, in the correct form, at
the right time and the right location?

This, of course, is not only relevant for employees but just as much for third parties.
The new possibilities here are way beyond the patterns used in traditional outsourc-
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ing. New forms of collaboration can emerge as the result of the use of new tech-
nologies and tools. It could very well be that “the party that is best able to collabo-
rate with his competitor, is the party best positioned to determine the future”.
Another challenge that UVIT is trying to solve in the process of the merger is how to
fix the problems with the corporate image. Traditionally, an insurance company is
not a “sexy” company to work for, rather dusty and stuffy instead. This poses chal-
lenges whey trying to recruit new employees, since you also want to attract good
people and young talent. They represent the future of business. How do you create
an environment, a workplace where these people feel at home?

The New Organization

The big question of course was how to respond to the challenges above. One of the
actions after the merger was to reduce the number of offices. Of the 17, only 5
remained. The new headquarters was designed to fit a completely new philosophy.
As a departure from the old situation, people don’t have fixed offices anymore but
will be equipped with laptops and mobile phones. The idea is to create a more open
and flexible working environment, offering new options in how to work and collabo-
rate.

Next to this upcoming big-bang change, other modifications have been made. These
changes were first implemented with a small group of people before addressing the
larger worker population. First see if the experience is satisfactory, before implement-
ing on a larger scale.

As an example, currently people are using Microsoft’s Live Office Communications
Server product. This product can show the status of people (free/busy), which some-
times produces resistance. Employees sometimes see it as “Big Brother is Watching
You.” Use of this function is voluntary and not required by the company. Experience
shows that groups start using it whenever they are ready for it. If one sheep leaps
over the ditch, others will follow. And greater adoption immediately leads to new
questions. Why would we only use Live Messenger inside our company and not
directly with our customers and suppliers?

Where Communication Server saw slow gradual adoption, Microsoft Office Share-
Point Server was immediately more widely adopted. One of the most interesting
consequences is that during regular meetings attendees no longer use paper. Meet-
ing minutes and notes are directly recorded in SharePoint. Employees, including those
who could not attend, can read back the notes immediately after the meeting. Here
too, the process of adoption is a gradual one. It has to become part of the normal
way to do your job. “On the one hand, this of course takes some training; on the other
hand, it’s a toolbox with a variety of tools from which employees have to select the

right ones themselves.”
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Social Networks Build the Organization

From the commercial side of UVIT there was a growing demand for Facebook-like
applications. At this point, UVIT still maintained a strictly controlled environment
where it was not possible to use all sorts of applications available on the web. To
meet the demands, a new organizational mindset would be needed. Such radical
changes in policy are more or less prescribed by the outside world. UVIT wants to
find a way to accommodate those kinds of options, but this is still undiscovered ter-
rain. Control versus freedom: what is the wise course? UVIT is currently in an explor-
atory phase when it comes to these issues.

Meanwhile, a special UVIT social network was born and is being used frequently by
a small group within the IT department of the company. Every employee is responsi-
ble for keeping his or her profile up to date with relevant information and added value
to the company. Using someone’s profile, you can directly explore the relations
between colleagues. Who is close to whom? Who is his or her boss? Who is the boss
of the boss?

In the old days, we needed all kinds of organizational diagrams. This is no longer
necessary. The hierarchy has become self-maintained. A new employee joins the
organization via his or her profile and can immediately contribute. New employees
are also immediately part of the organization. An organization is very dynamic. The
organizational movement of people is a dynamic in itself, and this social networking
tool is great way to gain insight into this dynamic.

“Technology and opportunities happen to enter your life. The same happens to your
company. As a company, you have two options: you resist or you embrace. At UVIT,
the latter obviously was the case.”

Trust Means Everything

UVIT is very aware that only providing the hardware and software will not make a
new company. To create a new firm the whole concept has to become part of the
DNA of the employees. It is a cultural thing, not something ordered by the top man-
agement, but embraced by the people on the work floor.

“Trust is of the essence in this transformational process. Without trust none of the
things we have envisioned will happen. We have to earn the trust of our employees.
Both employees and management have to trust each other, trust that we are building
the new company together. Trust is one of the key factors of our new emerging cor-
porate culture.”
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9 Fourteen Questions to Guide the Revolution

91 Introduction

Throughout this book, we have been promoting a new way of looking at your
organization, of creating bottom-up management and better supporting
cross-boundary collaboration by using Software as a Service. All bundled
up, it amounts to nothing less than a revolution in the way you do business
and the way you support business with IT. This chapter will help you keep
a cool head by providing you with fourteen questions to continually ask in
order to keep the revolution pragmatic and to facilitate any initiative that will
help to achieve your goals. Fourteen questions to keep in mind to prevent
being swept away by hype.

Most of the answers to these questions will depend very much on your situ-
ation, and on the specific project or challenge you are trying to address. Still,
we can sketch certain elements that should be considered when answering
these questions.

Questioning Evangelists

The IT industry is composed of a myriad of vendors and service providers,
each offering their own value and point of view. Trying to convince you of
abilities, and optimistic about the future, they will offer to solve all your
problems using the latest tool or insight. So what do you ask when a vendor
talks about a new collaboration solution? What do you say when someone
from the IT department stops by your desk to talk enthusiastically about
the newest project regarding wikis or SharePoint? You can use this list of
questions to keep your feet on the ground. Ask the questions below and lis-
ten carefully to the answers you get and whether the important points are
covered.

If you are not an IT manager but a provider or someone inside the organiza-
tion who wants to see changes in the way collaboration is performed, this list
will help you prepare the answers you will need to convince and involve
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others. You will have to know the answers since the questions will be asked
eventually, even if not at first.

The questions and conceptual answers are based on frequently occurring
business-IT alignment issues. They are distilled from failed and successful
collaborations or SaaS projects and from the personal experiences of people
working in the collaboration or SaaS space. Some relate to collaboration spe-
cifically, while others are SaaS-related.

9 2 The Fourteen Questions to Guide the Revolution

What's what?

Who's collaborating?

Why collaborate?

What's wrong with email?

Is technology all we need?

When is the next version due?
What does it cost?

How does this integrate?

. Isit secure?

10. Where do I start?

11. What is our competitive advantage?
12. What boundaries are we crossing?
13. As a service? Not as a service? Mixing Software + Services?
14.When have I won?

Y oY ok W bR

1. What’s What?

What does collaboration mean? What is “cloud”? And Saa$S and S+S? What do
we mean with all the terms? Can we agree on terminology?

Thanks to the state of marketing and the chatty and dynamic nature of the
internet, numerous interpretations will surface for anything new. Conse-
quently, an essential part of any project these days will be to examine the
concepts, assumptions and terminology used. What do the different partners
who are in conversation to create strategy understand the terms to mean?
What definitions and associations do people use when talking about the
topic? Is collaboration something focused on people or focused on corporate
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relations? Is cloud something cool and user-focused or is it technical infra-
structure? You cannot expect two people to understand a term exactly the
same way unless they have talked about it. As we have seen, even the term
“collaboration” can cover anything from business-to-business platforms to
email, document sharing or conference-call solutions.

To create this shared understanding of the concepts and terminology, a
brainstorming session, a workshop or ongoing conversation can be very use-
ful. Experience tells us that people-to-people contact works better than read-
ing a website or one person defining meaning for everybody. This book, a
website or an external expert can effectively provide the starting point for
your own discussions.

2. Who's Collaborating?

Who are they? Where are they? What kind of people? Are they from our depart-
ment? Are they only IT people? Who's collaborating with whom? Are they from
another company? In what time zone are they? What language do they speak?
Who’s managing them?

Traditionally, collaboration is seen as something “between colleagues” or
even “between people working in one project.” As we have shown, collabora-
tion is a much wider field, addressing all interactions between people (or
even companies), crossing organizational and cultural boundaries.

The question of “who” is collaborating will give you insight into the chal-
lenges you will or will not face when creating a collaborative culture. Look-
ing beyond job titles or department names and really examining the people
and their characteristics gives you an idea of what you will run into in trying
to stimulate or enhance their collaboration.

Once you have established whether the people belong to one organization or
work across organizational boundaries, you will be able to look into the mat-
ters of provisioning, ownership, and confidentiality.

What to look for in an answer: in trying to formulate an answer to this
question, talk about which people will collaborate, across which boundaries,
and what kind of people they are (technical, business, older or newer gen-
erations, efc.). A good way to define the different collaborations and see who
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is involved is to create scenarios: story-like illustrations that describe “a day
in the life” of the different audiences.

Another way to find and define the different collaborations is to make use of
existing technologies. Tools are available that help you explore your (social)
network at the push of a button. The result of this network crawl can then
be used to visualize the different kinds of relationships that exist inside and
outside your company. The results will surprise you. Some people within
your organization may play pivotal roles as community leaders, of which you
weren't aware before.

3. Why Collaborate?

Why would they want to collaborate? Why do we want them to collaborate? Are
they already collaborating? What's in it for me? What's in it for them?

People collaborate, by themselves, automatically. They will seek help, dele-
gate tasks and look for contributions from others. When addressing collabo-
ration from a corporate view, the question should be asked at these three
levels:
1. Why do we need to address collaboration from a business perspective?
What will be the corporate gain for addressing it across the enterprise?
2. What's the benefit from a team-perspective of better collaboration? What
will get the project manager or team leader excited about this initiative?
3. What will motivate an individual to collaborate differently? What's in it
for the individual user?

If you are missing one of these levels, it will make the adoption of new ways
of collaboration problematic. The “goals” you are looking for with these ques-
tions can have the form of real business cases: for example, saving time and
money that is currently wasted on ineffective collaborations, or increasing
the quality of work in an administrative environment through improved
communications and response to anomalies. Goals can also be more indirect:
helping recruit and retain people by making their daily activities more fun
and engaging, thus creating a better work environment and better knowl-
edge retention leading to (ultimately) some higher business goals. The cas-
cade of goals must be rooted in reality, preferably confirmed by the actual
people who will be impacted.
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As we have learned from Open Innovation (or “Crowdsourcing”), at the indi-
vidual level the drivers for collaboration can be very business-like (money,
efficiency in achieving goals, doing a better job) or very personal (peer sta-
tus, social interaction, curiosity).

Any answer talks about the goals at the different levels, how they strengthen
each other and how they ultimately contribute to explicit corporate goals.
Every good answer will also include a personal answer for the person asking
the question: and what'’s in it for you personally is ....

4. What’s Wrong With Email?

Why has email worked so far? Will any new solution be better than email? Why?
Will people stop using email? Do you still use email?

Anyone coming in to talk about new ways of collaborating will need to have
a vision of how email fits in the picture. If email remains the preferred
medium, alternatives will never reach full acceptance and maturity. As an
analogy, if we were to give people bicycles but they still wanted to keep their
feet touching the ground all the time - because they always have - we would
not gain any speed by distributing bikes (if anything, it would slow people
down). The same goes for the introduction of better support for collaboration:
the advantage must be demonstrated, tried and proven to be a true advantage
over email. Document creation in an online environment is much more effi-
cient then sending links, emails and keeping multiple copies, yet only when
this is shown in practice can it convince people to stop using email for this
purpose.

Email itself has been too good for its own good. Its ease of use and wide
adoption have made it the burden of present-day working life for many peo-
ple. There are now even special courses in how to handle email efficiently!
In essence, email is an old concept, ported to new technology; the paper let-
ter, replaced by the fax, then by email still sticks to an old distribution model.
You write something, address it, post it, let it go, and wait for someone to
respond - or just hope it all works out, depending on the kind of message.
More advanced solutions, as an add-on to email, have been around for a long
time: project management tools, delegating tasks and reporting are examples
found in most present-day email tools. Yet the actual use of these features is
very limited, and they are hardly ever used correctly and to full advantage.
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Not because the features aren’t useful, but because nobody ever explained
them, or people never “got used to them,” or there was no corporate or team
advantage and thus no real support was given to implementing the fea-
tures.

A different way of looking at email is needed in order to move forward. By
asking this question repeatedly you can begin to more sharply define how
any new solution can and should be used.

An answer talks about the current role and use of email in your organiza-
tion, perhaps the problems of email with regard to process control, version-
ing, knowledge management, governance, etc. It will talk about how different
solutions will take chunks out of everyone’s email load, leaving email as a
minority medium used only where the other tools and communication chan-
nels do not suffice.

5. Is Technology All We Need?

What else needs to be done? What needs to change? What does your solution
NOT address? How much should we spend besides this solution to get the right
results? What is the most difficult part?

If a vendor or service provider states that collaboration will be greatly
improved using a piece of software or a service in the cloud, perhaps sticking
to the “build it and they will come” adage, it clearly shows an incomplete
perspective. A tool or service can definitely help, but, as we have demon-
strated, it is only a minor part in the larger effort to change how people work
and how we provision IT support for it. Creating a strategy that is founded
(and funded) on the business side of an organization, with a practical
approach to delivering short-term visible results, would be the ideal combi-
nation. A strategy would also include statements as to how to anchor the
collaboration strategy in the organization: who's the owner, what are the
activities that we are trying to improve or support, and how will this evolve
over time.

What to look for in an answer: it will talk about the role and impact of the
tool or the service, the architecture (how the tool or service will fit in an
ever-changing environment), the people (usage) and the change that is
needed in culture and management.
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6. When Is the Next Version Due?

Is this a stable solution? How long before we need to change this to the next ver-
sion? What will be next? Will this work in ten years’ time? Can we radically
change business processes and structure and still use it?

One lesson from the past is that we can always expect change. Our vendors
will keep offering new features and solutions, but even more importantly,
our business-environment will keep changing rapidly. In a globalized world,
business is changing at real-time speed. Especially in the SaaS world, ver-
sioning and upgrades are a continuous process.

Currently it is hard to change to a different set of tools: user and developer
training, new licensing costs and other investments have to be made. Given
the certainty that the only thing we can count on is change, we need to plan
for change in the IT space, too. We must ensure that either replacing tools
with the latest version (or different tools) is extremely cheap and easy or
that a particular solution will be able to withstand a lot of change going
forward.

Both solutions, “easy to change” and “resistant to change,” revolve around
the use of standards and the actual design of the tools and services them-
selves. Also the architecture surrounding the tool or service must be ready
for change. When selecting technology, attention to (open) standards, insight
into future product roadmaps, or testing changeability can help to prevent
getting stuck with any solution. For example, a good way to test the change-
ability of any solution is to start a proof of concept where a radical change to
the configuration has to be made within a minimal timeframe, demonstrat-
ing that future investments can be kept low when changes are needed.

Also, it pays to examine the way a vendor or service provider handles
changes: is there an open forum discussing features and updates, or is it a
closed innovation process? How long are multiple versions supported (if at
all)? How accessible is the service provider for feedback and support? All
these will give insight into the risk of change: their change and your risk.

A lot of software available on the internet is in a permanent beta stage. Can
your company handle that? In the past most companies waited for the “next
version” or “the first service pack” before implementing something. This
attitude might not be wise in the now real-time economy.
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An answer to this question will show how change will not affect the core
elements of a solution, how new needs can be met with the current tool or
service. Also backward compatibility, open standards and release planning
are part of the answer. Ultimately, the solution should fit your overall IT and
business architecture, which in itself of course is also adaptable to change.

7. What Does It Cost?

How are we paying for this? What are the costs over time? What will it cost to
abandon this choice in the future? Does this make sense from a financial plan-
ning perspective?

SaaS is often sold using the payment model: pay-for-use with little upfront
investment. It is often a variable cost, making it attractive to bookkeepers
and giving the illusion of being easy to scale down in times of need. In real-
ity, comparing cost is actually hard to do. How do we get the real cost of
hosting something on-premises and how do we compare it to renting some-
thing as a service, taking into account an uncertain future? When contem-
plating the model of software and services, and finding the right balance, an
honest comparison must be made. Take into account risks, costs of human
resources, costs of downtime and ongoing licensing, and usage costs for dif-
ferent provisioning scenarios. In particular, the cost of extra support or
unexpected growth in usage can drastically tip the scales in the comparison
if a contract is not carefully screened in the course of this comparison.

When estimating cost we look at the contracts of any “as a service” offering
and compare it to on-premises numbers and estimates of support, staff, over-
head, etc. Pay special attention to the cost of scaling and exceptions. A useful
method can be to describe several scenarios, then for each scenario estimate
the likelihood that it will become reality, and then calculate the cost (as a
range).

8. How Does This Integrate?
How does the tool or service fit into my existing IT infrastructure? Are we using
the same user database? Is it integrated into my Enterprise Search? How does

it impact my content management system? Is it integrated with my email system?
What else needs to be done to assure good integration? How do we migrate?
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This is one of the hardest questions for any new IT solution, and even more
so for functionality provided as a service. Often the simplicity of the solution
provided in the cloud will look attractive, but soon there will be a demand
from users and management to integrate it with existing systems: perhaps
initially for sign-on credentials but quickly also for integration of all kinds
of other data, such as client information, stock data or internal financial
feeds.

When looking at collaboration services, the need for integration with existing
data might not be obvious at first, but soon it will become evident that it is
closely tied to information management tools (content management, busi-
ness intelligence), governance structures (users, rights-management) and
existing presentation platforms (websites, portals, desktop environment).
The closer systems integrate, the lower the barrier to using the technology
and the greater the chances of widespread adoption. A platform that is dis-
connected from everything else will either slowly die out (due to the diffi-
culty of keeping data in synch with other sources) or it might become the
new authority leaving data in other sources more and more unreliable.

Existing basic interfacing standards allow for integration, but beware of
solutions needing lots of manual integration: it might make the “as a service”
solution more expensive and more difficult to maintain than something
installed on-premises.

When talking to vendors or service providers or when selecting a service
from the cloud, the options for integrating should be among the most impor-
tant decision criteria. Over time, as the “cloud” matures, we would expect
more and higher level standards to become available, making integration
slightly easier.

At the same time, this is also an important question to ask your own IT staff,
since their estimate on ease of integration might differ from that of the serv-
ice provider.

What to look for in the answer: it will demonstrate how the technology fits
in with — and makes use of — existing data, it will show how business intel-
ligence and integration of information will help create better interactions
between people.
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9. Is It Secure?

Will others be able to access my data? Can my employees do things that are bad
for our company? Will we run into trouble with the auditors?

This question is brought up most often by people who say that SaaS “will
never happen.” Because how can we rely on the confidentiality or security of
a service running somewhere in the cloud, on physical hardware that is
shared with perhaps thousands of unknown others from countries all over
the world?

Yet there wasn't much concern when the business world introduced the
Blackberry mobile email solution: confidential email flows through servers
worldwide without it causing too many worries. In the end it’s not just about
security, but about trust and service levels: can we trust the service provider
to observe the terms of the SLA regarding security (and availability, confi-
dentiality and all the other elements that make up an SLA).

You do need to keep asking this question, perhaps not so much as to pre-
vent SaaS from happening altogether, but to make sure that any SaaS solu-
tion you introduce fits corporate policy.

Surprisingly, sometimes the people who are the most notorious detractors
can turn into true supporters if engaged early. An auditor will help find solu-
tions to keep an external service conform to auditing rules; a security officer
can be engaged to scope an SLA to cover the basics needed to keep new
services from compromising corporate security, etc.

10. Where Do | Start?

How do I start? How do I manage this change? What are the first steps? How
do we maintain progress over time? Is there an easy way in or are you propos-
ing a big bang? How can we be sure every step of the way has value?

As a rule, big bangs don't work. Experience tells us that the best way to
improve IT or organizations is to create an active evolution toward a future
goal, allowing for many small steps and minor (or even major) detours along
the way. Improving collaboration is no different: start small, where the
chances of success are largest and a win is likely. Create support among tech-
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savvy early adopters but aim for greater “late majority” adoption by the less
tech-savvy users by listening to their demands and feedback. Start small
with a (perhaps self-selected) group of enthusiasts and then spread the ini-
tiative using the early adopters as seeds within new groups. The first
advances will be in the “easy” category, perhaps only later involving different
organizations, time zones, languages, cultures, etc.

Also, when trying new ways of collaborating, freedom is key: don’t over-
systemize the initial solutions but allow for enough freedom to see what
works best. If the freedom is essential to the collaboration, it might even be
part of the final solution. If the freedom is too much for the later adopters,
the early experiences will tell you how and what to formalize. It is important
to note that this freedom is not just in the tools and support but even, and
especially, in the way the collaboration team is managed. Experiment with
different levels of involvement to find what works.

The answer to this question for your organization will talk about the scope,
the people and a situation where improved collaboration will provide imme-
diate value to the participants. Expect to think small, to select a small group
of people who will start using the new technology. If they are happy with the
new technologies, they will automatically become your evangelists who will
spread the tool within the organization.

11. What Is Our Competitive Advantage?

What are we doing that competitors aren’t doing? What are we doing differently?
How is that visible in our IT investments? How is that visible in our systems
architecture? How quickly will this competitive advantage erode?

If you are replacing a proprietary solution with a commodity solution, either
as software or as a service, you need to ask whether you don’t squander your
competitive advantage by the move. And vice versa: when looking to find
specific solutions for parts of your business that are definitely NOT differ-
entiating you from the competition, it wouldn’'t make sense to build a custom
solution when a commodity is available. Especially when contemplating SaaS
solutions, and the levels and methods of customization, a keen eye is needed
to define and manage competitive advantage. Most often it’s not the tool or
service itself that is part of your advantage, but it’s the way you use the tool:
the processes and configuration that make the end result unique. So if you
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are in the market to procure a service that allows for NO custom process and
NO configuration, don't expect to beat the competition with it!

As an example, imagine a small web retailer that has thought of a unique
way to checkout and pay for online shopping, while a competitor would dif-
ferentiate on price, assortment, branding, shipping, or some other element.
Our web retailer would probably choose to build or configure a specific shop-
ping-cart and checkout solution, while the competitor would be happy to
choose one of the many standard shopping-cart services available. While the
example is one dimensional, when creating a business-and-IT strategy, these
are the choices to be made.

Answer this question by looking at the business strategy and the competi-
tion, and translating it to focus on areas within the IT portfolio that are more
important than others, that have higher priority than others, and should
(probably) be more flexible than others, too.

12. What Boundaries Are We Crossing?

Are we connecting to anybody or anything outside our department or company?
Are we crossing internal or external boundaries? What is the rationale behind
these boundaries? Where do they come from? Will people object to crossing
these boundaries? How can we make it easier to cross?

In business and IT, more often than ever we are crossing boundaries: we are
using external resources, we are working with people from other organiza-
tions. Be it in a supply-chain collaboration, or in a buyer-vendor relation: we
are not simply exchanging money and goods but we're also exchanging
information. So when thinking about any project, the specifics that define
your interactions with the environment are the ones that ultimately define
your company. You ask this question to find the best model for provisioning
solutions. You also ask this question to get an idea of how difficult it will be
to create or improve collaboration: the more boundaries you are crossing,
the more work needs to be done to cross these boundaries. If all people col-
laborating report to the same manager, it will be easier than if they report to
different managers, let alone different companies.

In answering this question, look for a description of well-known explicit
boundaries, but also look for implicit or cultural boundaries that might hand-
icap successful collaboration.
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13. As a Service? Not As a Service? Mixing Software + Services?

Can’t we host our own? Should we host our own? Should everything that we have
be as a service? Is there an actual business case for SaaS in this situation? How
do you address the insecurities that come with SaaS?

Your instincts might still tell you that, to minimize risk and dependence
upon others, owning and hosting everything “in-house” or “on-premises” is
still best. The case for providing Software as a Service has been made many
times over, yet the reality is that owning IT solutions gives the illusion of
greater control. When exploring the right mix between services that are “in
the cloud” and services that are owned, maintained and hosted internally, a
rational view of costs and risks is essential. Include the actual costs of on-
premises people, hardware, licensing and (increasingly) power and compare
them to the costs of an off-premises solution. Compare the features of generic
solutions with the features of custom created solutions. Compare the risks of
downtime and disasters to SLA’s that are not met, etc.

As mentioned before, any conversation around the “as a service” question
will revolve around setting boundaries: What functionality is generic, what
is specific to us? It will also talk about the different levels of “as a service”:
hosting and support on a hardware platform (“servers”) is a different level
than generic part-solutions (“collaboration portals”), and is different from a
business solution or service (“CRM"). The technology-level “services” might
be easiest to use, but the business-level services will provide the greater
benefit provided they offer the right services needed by your organization.

Finally, keep in mind that the model of “as a service” is also a valuable model
for IT departments to use in defining and offering their own “services.” The
choice then becomes not so much between “as a service” and “not as a service”
but rather between “as our own service” and “as someone else’s service.”

What to look for in the answer: it will take organizational strategy and
input as to competitive differentiators to define what to have and what to
hire, what to produce and what to procure. The answer will define the
boundaries of the organization-specific IT.
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14. When Have | Won?

What defines a successful implementation? How can we measure success? What
would be the end-goal for this solution? Can we track progress? Who will deter-
mine if this was a success? Are there early warning signs of failure we should
watch out for?

For any project or initiative, the definition of success is probably half of the
success itself. Once we know specifically what we want or need, it becomes
easier to get it. Collaboration is an area that is often ventured into without a
clear definition of success: “we want to support people, but we can’t predict
how they will adopt it,” or even “We want to install a portal.” While the exact
usage might be unpredictable, and perhaps even intentionally so, there must
be a way to track progress. There must be a way to know if things are evolv-
ing in the right direction, or if perhaps corrective action is needed.

The measure of success for any organization will, of course, depend on

specific circumstances. At the same time, there should be early signs of

change, in the way people work and the tools they use. Some things to look

at could be:

« Email is used less;

« When people come to work, they start their portal, tool, collaboration
environment before they open their email;

o Users start talking about “their” collaboration portal;

« News and success stories are no longer spread using email but posted in
the “right” places; and

« People start experimenting with new additions to the tool, create mashups
or start requesting new features.

After the new situation is starting to become “normal,” the real business
benefits should become visible: better knowledge retention, better responses
to exceptions, quicker answers to questions from clients or suppliers,
improved success rates on proposals, etc. Ideally the signs of success are vis-
ible at the personal, team and organizational level.

When answering this, talk about how to track progress, how to correct or

stimulate if progress is not as expected. Look for the early signs of success
and know how to measure business success.
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Case: Toyota Material Handling Europe Sheds Paper Processes for Mobile
Collaboration

IT Seizes Opportunity to Establish Collaborative Best Practices

A few short years ago, the service operation at Toyota Material Handling Europe was
living in the dark ages, technologically speaking. Toyota Material Handling Europe
(TMHE) began operations in 2006 to manage the Toyota and BT materials handling
business in Europe. With more than 100 years of combined Toyota and BT experi-
ence, they are active in more than 30 European countries.

TMHE provides a complete range of Toyota counterbalanced forklift trucks and BT
warehouse equipment, supported by services and added value solutions. TMHE is
the European regional organization of Toyota Material Handling Group (TMHG),
which is part of Toyota Industries Corporation (TICO), the world leader in materials
handling equipment.

That is, service personnel at TMHE were drowning in paper processes. Technicians
got their monthly maintenance plans on paper. Then they submitted paper work-
sheets with feedback on customer calls, and it took back office staff sometimes up
to two weeks to update customer histories, invoices and parts replenishment data.

What'’s more, the processes differed by country. And with 4,800 technicians spread
amongst 30 countries, making more then 3.5 million service assignments a year, that
meant a lot of unnecessary complexity as the back office was asked to translate
widely varying types of forms and data into useable intelligence about customers’
maintenance needs.

The technology team looked upon the situation as an opportunity to implement best
practices that could help standardize data, introduce a layer of collaboration, and give
back office staff and field technicians better access to more up-to-date information. The
result would be improved service efficiency, and thus increased service revenue. Because
more than 3,300 of the technicians work from vans, mobility was a key consideration.

Team Approach Yields Streamlined Mobile Process

Working with a team of 10 back office staff, service technicians, and IT personnel from
Toyota Material Handling, Sogeti consultants joined representatives from Lawson Soft-
ware and field service automation specialist Intermec in building an integrated solution
that today combines a Lawson ERP environment, a web-based interface used by back
office staff, and a mobile Intermec application built on Microsoft’s .Net framework.
That application resides on the 2,200 PDAs that have been deployed and are in use by
mobile technicians.

When a customer initiates a call with one of 400 service center personnel and a nearby
technician is located, the service dispatcher is able to immediately push information,
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such as the customer history and directions, to the customer site, to the technician’s
PDA. The back office can continue providing the technician with any information he or
she needs, such as safety and inspection rules, or even broadcast bulletins to all mobile
technicians. Conversely, technicians can communicate directly with the back office to
provide information, such as a corrected vehicle identification number, that can be
instantly updated throughout the system. (The PDA is also equipped with the diagnos-
tic tools and documentation needed for technicians to troubleshoot.)

When a service call is completed, the PDA is used to capture the customer’s signature
and submit it electronically, along with the job worksheet, directly to the back office,
allowing service center staff to review the job immediately to better ensure quality

of service.

System Designed to Combine Standardization and Local Touch

Despite the obvious gains it knew it would achieve in transitioning from paper proc-

esses to automated ones, Toyota Material Handling Europe also made sure to take

into account the myriad of potential cultural impacts such a project can have, says

Bo Sivenius, director of IS promotion. Among the factors considered were:

+ how a core process is implemented across operations in multiple countries that
are running sometimes widely varying technologies;

« how to standardize forms sufficiently to create uniformity while also leaving room
for local customization; and

+ how older employees are affected when asked to embrace a new technology.

Solution Delivers Award-Winning Results

The total project - inclusive of a wholesale business process change, extensive educa-
tion and training for all the technicians, and significant software and hardware pur-
chases - required a substantial, undisclosed investment. It was money well spent,
says Sivenius.

“The payoff has been quite good,” he says. “We’re being perceived as a more innova-
tive, efficient company.”

In addition to improved customer satisfaction, Sivenius says the effort has resulted in
more accurate information, improved cash flow, increased efficiency among technicians,
and a 30% reduction in back office costs. It also has garnered recognition, as the third
release of the system was named Best Mobility Solution at Microsoft’s .Net Awards in
Sweden last year. The fourth release, with updated technology as well as support for
additional countries and languages, will go live in the first quarter of 2009.
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‘I O‘I Introduction

There has always been collaboration. Our ancestors worked together in their
struggle to survive, and their descendants did the same. Up to now, collabo-
ration has always occurred among small bands huddling together in strong-
holds. Companies, organizations and groups of people act as self-reliant enti-
ties in battle with the outside world. After all, there can only be one best.

The internet has, however, brought about a change. The introduction of new
technologies has caused small cracks to appear in these bastions. New forms
of collaboration have been created by people who are looking beyond their
companies’ own walls.

This expanded work sphere introduces an extra measure of complexity, as
it involves more than just collaboration between people. It also requires col-
laboration among companies as reciprocating entities that together generate
a completely new chain of value. Furthermore, it requires collaboration
among computers in the form of mashups and the cloud, for example.

The Internet of the future will be suffused with software, information, data archives,
and populated with devices, appliances, and people who are interacting with and
through this rich fabric.

- Vint Cerf’

Extremely wild rumors are circulating about all these new forms of collabo-

ration. This chapter is intended as an antidote to these myths. Each section
will debunk a specific tall tale that is currently making the rounds.

1 http://edition.cnn.com/2008/TECH/11/02/digitalbiz.rfid/.
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1 O 2 The Myths

The Tool Is All You Need

“Make me a community” is a request that companies are frequently heard to
make. They think that by simply installing a social tool, such as a wiki, blog
or forum, the entire company is immediately transformed, obtaining the
stamp of Web 2.0.

In practice, the process runs entirely differently. Tools do not make an
organization, people do. The employees have to put these tools to use; they
must propagate and spread the underlying ideas.

Companies have a history, a period of existence during which they have suc-
ceeded in creating a certain culture, now more or less inscribed in the com-
pany’s DNA. And this genetic inscription is not so easy to re-write (or over-
write). It has become a feature that distinguishes one company from
another.

Therefore, change must occur gradually. It can be stimulated by employing
a social tool but must certainly also be reinforced by a small group of people
capable of motivating and inspiring other employees to use these applica-
tions. Only when the number of users of these tools has reached a certain
size, at which time a certain “tipping point” is reached in the organization,
only then can this behavioral change be written into the company’s chromo-
somes and, as a result, a new species of company (with a new form of col-
laboration) be created. It is consequently an evolutionary process and not a
revolution.

Humanity was not created in one day. There is 7 million years of evolution
inscribed in the human genome.

Must Be Invented Here

Many programmers fall into this trap. Code that is written by another devel-

oper and has to be applied to a company’s own program never fully satisfies
one hundred percent of the requirements. The code must always be tinkered
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with in order to make the best possible use of it. The code is made the com-

. u

pany’s “own,” so to speak.

This attitude has been adopted by many companies, even in terms of all the
web services that they now use: anything not built by the company’s own
IT department cannot be any good.

This view is of course incorrect. Hidden behind service providers are often
communities of intelligent people attempting to earn their living by means
of the service, as incredible as this may sometimes seem. How could such an
industry possibly survive if its practitioners were only offering ramshackle
services? If such were the case, would they not just be digging their own
graves?

In fact, the web runs on trust. Parties throw in their lot together in order to
jointly profit from a given situation. As soon as one of the parties harms this
online relationship, then the defaulting party will suffer the consequences.
The web is especially unforgiving in this regard. It is a big machine that relies
on reputation and holds a grudge; thanks to search engines, past indiscre-
tions are remembered forever. Parties must therefore always endeavor to put
their best foot forward; failing to do this means that they soon will be step-
ping into their grave. In order to earn trust, organizations have to be trans-
parent. Show the outside world what youre doing.

Itis certainly good to realize that a great many services exist in a permanent
beta stage; they are never finished. Millions of people currently depend on
online services, for example for email, that have never been officially released
from the beta stage of their development. There are often no guarantees.

Data Cannot Be Made Secure (Except Behind a Closed Door)

Many companies are afraid that the internet is not safe. A great deal of money
is spent by IT departments on making company computers secure against
all kinds of external viruses and other marauding threats from outside. The
danger is, however, somewhat of an illusion.

Many employees have complete freedom on their home computers and want

similar freedom at their workstations as well. When the IT department does
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not cooperate in this regard, then employees are often smart enough to find
ways to nevertheless realize their desires.

It would be much better for companies if they schooled their own employees
on the dangers of the big bad internet. Every day sees another new article
posted on the internet describing how yet another company has allowed
sensitive information to leak out. Often, these breaches of security result
from the thoughtless actions of company employees. A slight lapse in think-
ing and information is suddenly available on the street! Companies need to
alert all their employees to all types of dangers that risk loss of information.
Policy must be geared to this point, and this policy must be embedded in
employee minds. As a consequence, security is a continuous process in which
companies are constantly training and retraining their employees.

Tools Change People

We're seeing an evolutionary change. The people in the next generation who are
really going to have the edge are the ones who master the technological skills and
also face-to-face skill”.?

Recent research has suggested that the internet is causing our brains to
function in a completely different manner than the way to which we were
accustomed. With increasing frequency, we are basing decisions on right-
brain activity; creativity and intuition are becoming progressively more
important.

Tools, such as the internet, transform humanity, and humans then modify
their tools. The result is a circle from which there is no escape but that may,
indeed, be virtuous. It is important for humanity to take the lead in this
dance. Without human beings there are no tools. Therefore close and con-
stant examination of human behavior is crucial in order to adapt the tools to
meet human needs in the best possible way.

In the near future there will be all kinds of intelligent tools (agents, bots)
swarming the internet, tools that are intelligent on their own, tools filled with

all kinds of artificial intelligence that will help us. These tools will facilitate
our on- and offline collaboration.

2 http://www.reuters.com/article/technologyNews/idUSTRE49Q2YW20081027.
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Tools are therefore subordinate to human beings (extensions of man). They
are only facilitative and can never be dominant.

Collaboration is Difficult

People need each other in order to achieve certain goals. If we did not band
together with other people, we would still all be living in the Stone Age. We
would be cowering in holes in the ground in order to escape as much as pos-
sible from the various threats of the external world.

People are therefore accustomed to working together, which is not to say that
collaboration is easy. Collective action has always been complex, and the
internet has only multiplied the degree of complexity. In a previous age, you
could look each other square in the eye when making a deal; now, you have
to rely on a virtual personality, who might be located on the other side of the
world. How do you build up a relationship with such a remote person in order
to do business together and realize a shared goal?

Examples from practice, such as the online encyclopedia Wikipedia, show
how it is possible to work together on the internet and collectively attain
results. Such web collaborations make completely different demands on com-
panies and their employees. Instead of closed, they have to be open; organ-
ization is no longer top-down, but bottom-up. And consequently, in the year
2009, there is an entire list of traits that employees and companies must now
acquire in order to survive.

The section above has already suggested that an entirely new race of humans
is emerging and that these new men and women are using their brains dif-
ferently than their ancestors did. This development is literally and figura-
tively an evolutionary process. Companies will therefore have to invest in
training in order to bring these types of employees to maturity and enable
them to realize their full potential.

There Is No Final Solution
Every company is different. What works for one company does not necessar-
ily work for another. In fact, companies can be viewed as a kind of jigsaw

puzzle, so to speak. As result of the most recent technology, the pieces form-
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ing the puzzle of company profitability can now also come from locations
outside the company itself.

Companies must therefore actively be on the lookout for external pieces that
fit well with what they already have. One assembly of the jigsaw can result
in a picturesque landscape; another might end up as a self portrait, while a
third attempt may yield a cubist interplay of lines.

No single solution can be the right one forever. We live in an around-the-
clock economy in which people are always capable of contacting each other.
The possibility of radical overnight change makes it necessary to constantly
re-examine the ways in which companies must operate. And this continuous
monitoring of feedback also evolves as it adapts to a type of business organ-
ization undergoing constant revision in response to changes in the environ-
ment and in anticipation of future developments. All this looping occurring
as far as possible in real time!

It Must All Go Online

Mashups and clouds are now making it seem as if everyone just simply has
to release everything and publish it on the web. This is of course untrue.
Critical information that enables a company to distinguish itself from com-
petitors is typically information that companies want to keep within their
own walls. There are, of course, unforeseeable consequences of allowing
competitors free access to such information. Commercial distinctiveness is
then instantly lost, and a company is robbed of its ability to provide added
value. Companies must certainly keep a close eye on their own value chains.
Parts of the business process can undoubtedly be easily outsourced. The
issue is therefore to identify the element that can be replaced by a service in
the cloud.

Making this determination could result in the creation of new value chains
extending beyond company walls. In such circumstances, companies must
focus on what they do best, outsource things that others do better, and keep
an eye on the ecosystem of services on offer. A service that is perfectly good
on one day might on any subsequent day be replaced by a still better service
from another party. The field in which companies are now operating is so
dynamic that they cannot permit themselves the luxury of overlooking any
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opportunities. The IT department, in collaboration with the business depart-
ment, must constantly be looking out for the next environmental change.

It Is All or Nothing

It is best to begin small. A company cannot, of course, transform itself all at
once. In just procuring the tools, a company is far from finished its process
of adaptation. It is ultimately the company’s people who must be changed,
along with the associated business culture.

A big bang scenario will only run into resistance. It is much more sensible
to follow a gradual approach. Allow the company to first become familiar
with a blog or a wiki. When one of these tools is accepted by everyone and
people are capable of using the tool on their own, the next tool is then made
available.

Be ready in advance to accept the fact that not every tool will be accepted by
everyone. If such is the case, don't try to enforce acceptance, but withdraw
the tool. Attempt to discover what is causing the resistance; gain consensus
and offer a new tool in order to achieve similar results. Tools might be used
differently than was envisioned. Don't be scared, let it happen, the results
might positively surprise you.

It is a question of trial and error. Web 2.0 might not only transform the
heart of the business but also, most assuredly, the hearts and minds of
employees.

Collaboration Will Not Work in Old-Fashioned Hierarchies

On the web we can find all kinds of examples in which people collaborate.
One of the common myths within all these examples is that they only work
within bottom-up organizations. Leaders are no longer needed. The old hier-
archies have to die in order to create a true collaborative organization.

Clearly this is not true. Organizations without leaders cannot exist. However,

the role of a leader - whom we have implemented within our organizations
since the rise of the industrial revolution — has to change. Leaders can no
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longer work the old-fashioned way by pushing orders top-down to the work-
ing people.

The new leaders must listen to the ideas of the working people. Encourage
the people and their ideas. Empower them in order to spread and embed
those ideas within the organizations.

Management guru Seth Godin has written a book Tribes: We Need You to
Lead Us? about this subject. From his point of view,

Management is about manipulating resources to get a known job done. Leadership,
on the other hand, is about creating change that you believe in.

Linda Dunkel and Christine Arena published a white paper called, “Leading
in the Collaborative Organization: How Collaboration Drives Innovation and
Value Creation in Today’s Corporations.” In it they say,

Collaboration is not about shifting from command-and-control to coax and cajole.
Instead, collaboration is an essential tool for the new kind of business leader - the
facilitative leader - one who engages relevant stakeholders in solving problems col-
laboratively and works to build a more collaborative culture in his or her organization
or community.

The Credit Crunch Will Kill Collaboration

We are now experiencing difficult times. Every country, every organization
is facing the fact that the financial crisis has vaporized zillions of dollars.
How are we going to survive this disaster?

Organizations now have the choice. Do they stop investing or not? Will they
sit on their money and walit for better times or will they invest in innovations,
hoping that they will be the new leaders in the near future?

Collaboration within and outside the organization can make a huge differ-
ence in these harsh times. By using all kinds of online tools, organizations

3 Seth Godin, Tribes: We Need You to Lead Us, Penguin Group, 2008.
4 Dunkel, Linda and Christine Arena, “Leading in the Collaborative Organization: How Collaboration Drives
Innovation and Value Creation in Today’s Corporations,” Interaction Associates, June 2007.

224



10 Debunking Collaboration Myths

can tap into the collective mind of their customers. Plug in to their knowledge
in order to improve products, invent new ones and survive! Collaboration is
the killer application for murdering the financial beast!

‘I O 3 Conclusion

In an interview on November 1, 2008, Wikipedia founder Jimmy Wales stated
that:

We're really just at the beginning, still, of collaborative efforts. In video, right now,
we're still back in many ways in the Web 1.0 era. If you look at almost everything on
YouTube, it’s individuals doing videos, either funny cat videos, or drunk girl videos
seem to be quite popular there. What we haven't seen yet in video is large-scale col-
laborative projects.

And with this observation, Wales hit the nail on the head. Considering the
time that has passed since the introduction of the internet as well as the
disruptive effect of this new technology on entire industries, it is impossible
not to conclude that the impact on our society has been enormous. And the
repercussions are only just beginning. Some of the world’s most prominent
companies online have only existed for less than 10 years!

All of us are standing on the threshold of a fundamental transition. The ways
in which we are accustomed to doing business are based on an organizational
form created in the industrial revolution, an historical phenomenon that
reached its zenith at the end of the eighteenth century. The blessings of the
internet have entirely transformed our overall worldview. It is therefore no
longer possible for us to continue following the road that we first began trav-
elling back in the seventeenth century. We are at a crossroads but do not
precisely know which road to take.

According to Al Gore, the technologies behind the internet can save us all:
Now is the time to really move swiftly, to seize these new possibilities and to exploit
them... Web 2.0 has to have a purpose. The purpose | would urge as many of you as

can take it on, is to repair our relationship with this planet and the imminent danger
we face.
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It is therefore not so strange that a large number of horror stories are now
cropping up. However, we should not let these ghost stories frighten us.
Instead, we need to continue to probe to the very heart of the matter in order
to discover the new types of collaboration that the future has in store for us.
In this way, we will be able to make use of the emerging new practices in our
own companies as quickly and adaptively as possible.
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How Cross-Boundary Collaboration Is Transforming Business

Improving collaboration between people and between organizations
is no longer optional if you want to survive in today's hyper-connected
business world. Rapid change, unpredictability and the increasingly
social nature of the marketplace make collaboration instrumental to
your company’s ability to differentiate. New ways of collaboration are
starting to take place within your company, across value chains and in
the individual social domain of your employees. At the same time, new
architecture and delivery models are bringing many new collaborative
tools within reach of every person in your organization, with or without
your knowledge or control. The use of personal email is one exam-
ple we have learned to address, but how do you respond to personal
workspaces, document sharing or instant messaging? More importantly,
how does your business benefit from them? On the technology side, a
volatile mix of acronyms like SOA (Service-Oriented Architecture), Saas
(Software as a Service) and Web 2.0 is brewing that is drastically chang-
ing our view on the role and value of information technology. If left to
chance there is little hope for success: you need a strategy.

The new business world that is emerging around us is driven by autono-
mous, bottom-up organizations where innovation and collaboration
are part of the culture. In Value Chain 2.0, it is about quickly establish-
ing combinations that offer value to the marketplace. It is about cross-
ing boundaries and taking the full benefits from cloud computing and
anything available as a Service, from platform to complete business
solution.
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