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Preface

In 1978, I enrolled in a bachelor of commerce degree program at McGill Uni-
versity in Montreal, Quebec. Upon graduation, and with little business experi-
ence, | decided to pursue a master’s degree in business administration,
specializing in information systems and statistics. I remember the asynchronous
terminals, the computer cards, and getting very interested and curious about the
Argyris theory. His theory, as discussed in Section 3.2, focuses on organizational
and action learning. It brings a new dimension to the way we learn and react to
learning by integrating emotions and personal transformation into the process.
Most of my peers who had been in the labor market for some time did not share
this interest and were quite skeptical on the application of this theory.

In fact, some were quite upset that this theory, concerned with emotions,
was even in the curriculum. They were convinced that it was not applicable in
business, that it was pure fiction and a total waste of their time. The traditional
management approach with control at its center had already made its mark on
them. Peer influence finally took hold of me and I endorsed the industrialist for-
mula of management: plan, manage, and control. I turned to strategies, organ-
izational structures, plans, procedures, statistics, and all those fancy
management techniques aimed at improving business performance. Yet I kept
the book by Argyris on my library shelves.

After graduation, I joined Nortel Networks as a business systems architect.
This was the start of a very interesting career in information technology. As my
career progressed, I assumed various roles—as I'T manager, project manager,
and consultant at Bombardier, IBM Global Services, Fujitsu, and some consult-
ing firms before I started my own consulting practice in 1998.

vii



viii Building Successful Virtual Teams

Over these past 20 years or so, | have used many forms of media to work in
teams. | can remember the electronic system on the mainframe system named
PROFS. T used Lotus Notes and Microsoft Mail. I enjoyed teleconferencing,
especially when I got the cameraman role! I never really liked audio conferenc-
ing because of the noisy effects. Video conferencing is quite interesting if one
has the right telecommunication setup. I often get overloaded with e-mails and
sometimes have difficulty keeping up with the discussions and events. Overall,
the best method for teamwork is collaborative technology that integrates all
those features and more.

Despite the technological progress, I can only bear witness to the limita-
tions of the traditional management approach to teamwork. While information
is more available and accessible than ever, it is often not producing the expected
results in organizations. Indeed, it is not because we are more and more con-
nected that collaboration happens. Things just do not change because there is a
technological solution.

Challenged by these issues in my work and consulting assignments, in
2001 I enrolled in a master's program at Fielding Institute in Santa Barbara,
California. I specialized in organizational change, and, more specifically, in vir-
tual team design. Based on a virtual collaborative approach and state-of-the-art
technology, the program allows for an appropriation of the new ways of work-
ing, learning, and innovating. Most importantly, it reconciles the Argyris theory
with the new organizational challenge of shifting from competition to coopera-
tion and collaboration.

It was then that I realized that I had kept the Argyris book. I removed the
book from the shelf and discovered that his theory had evolved since my under-
graduate years. His theory was now very much apropos.

What was believed to be fiction in the early 1980s was making sense in the
context of the twenty-first century. The current trend to knowledge manage-
ment and collaboration implies changes in the way we work with others.

A first impact of this trend relates to the information we use and how we
are using it. Indeed, we are now in a better position to question the validity of
the information and assumptions so that the purpose and problems are properly
defined, understood, and shared by all parties involved. Another impact con-
cerns how we are choosing the course of actions. We create more opportunities
to make free and informed choices. We also recognize that we share the owner-
ship of the task and problems to be solved. A third impact focuses on how we are
sharing knowledge. We understand better the value of learning through experi-
ence and others. In this context, lifelong learning and knowledge transfer are
being encouraged. Mistakes are accepted as part of the learning process. Hidden
agendas and protection behaviors are being abandoned. Not surprisingly, one
last impact deals with how we are taking risks. We are becoming more inclined
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to try new ventures and to discuss what we previously thought was nondis-
cussable and nonnegotiable.

These resulting behaviors are now the basis for the survival and growth of
twenty-first century organizations. Such organizations no longer consider them-
selves as pieces of clockwork machinery; instead, they see themselves as the
universal understanding that they are subject to creative disorders, such as the
Internet, the e-mails, and other collaborative technologies connecting the work-
ers. They are becoming living systems in a complex world of interactions and
unpredictability. Planning, managing, and controlling are not enough to survive
and grow.

Organizations in the twenty-first century must acknowledge the self-
organizing capability of the emerging workplace and offer an environment
where the participants can most efficiently perform. This organizational shift
requires work behaviors and conditions to be redefined, with social networks,
leadership, and purpose as the key elements. In simple words, these working
conditions must get people to want to contribute, to make a difference, to feel
good about themselves and their peers, to grow, to learn, to develop themselves,
and to build healthy relationships.

On the other hand, it does not mean throwing out structures and plans. It
means making better use of them by integrating extraordinary management
skills, or what is required for an organization to transform management in an
ever-changing climate. In other words, it means getting the managers to rapidly
develop agility of thought based on the fostering of diversity required to support
organizational longer-term success.

These extraordinary skills include the ability to build trust, to share
responsibilities and roles, and to use information as well as knowledge to create
more knowledge. Postindustrial managers acknowledge that the most important
assets reside in each worker and that the team contributes to the creation of a
work environment where the values can drive the organization.

I would like to relate the story of Morihei Ueshiba, the founder of Aikido
and generally considered to be history’s greatest martial artist, to illustrate the
need for organizations to merge extraordinary and ordinary management to
remain competitive and to survive in the twenty-first century. Apparently,
Ueshiba was a small man who could win over bigger opponents. He appeared to
be perfectly centered. When off-balance, he could return very fast to his center,
as if disequilibrium did not exist. He explained his agility by referring to his feel-
ing of harmony with life and to knowing what center feels like. From his per-
spective, the center corresponds to “who we are, our pattern of behavior, our
values, our intentions.”

But life can be disturbing or be disturbed at times. Being always perfectly
centered may not be feasible in the turbulence of the twenty-first century. This
reality can be quite challenging for changes in behaviors to occur. Individuals
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and organizations can expect fuzzy edges on the path of transition. They need to
have faith in the benefits of playing with the paradoxes of group life, to let go of
control, to share knowledge and learning, to accept mistakes, to take risks, and
to demonstrate trust and patience. As King [1] puts it, “Better knowledge for
better behavior for better performance.”

Shifting to collaborative virtual teams is not something an organization
does overnight. It goes beyond the implementation of a collaborative technol-
ogy. It requires executive commitment, managing Changes, getting the right
people together, and understanding cultural differences and group dynamics. It
means managing a long-term project, doing careful planning, using a structured
approach, and learning from experiences. So, are you up to collaborative virtual
teams, that is, Ecollaboration?

One of my colleagues at Fielding quoted her mom in her graduation
speech: “Shoot for the moon; the worst that can happen is that you will land on
stars.” In this spirit, I wish you the best with your Ecollaboration initiatives.
This book will definitively help you bring together many stars in your virtual
world.

For my part, I would like to thank my personal stars, who have played a
role in the completion of this book project: my parents; my spouse, Yves; my
sister-in-law, Gracelyn; the virtual cohort IX members and professors from the
Fielding Institute; and the team at Artech House.

Virtually Yours,
Francine Gignac

Reference

[1]  King, W. R., “Strategies for Creating a Learning Organization,” Information Systems Man-
agement, Vol. 18, No. 1, 2001, pp. 12-20.



Introduction

Do you remember being part of a great team, a team that performed? A team
that got results and where you felt energized. A team where you could learn,
share your knowledge, and contribute to the learning of others. A team where it
felt safe to express yourself and to ask questions you would not have dared to ask
in another group. A team where you trusted the members. A team that pushed
you to outperform yourself in a positive way. A team where you felt good and
proud of yourself. A team whose members you might meet years after the work
assignment was completed and recall with them good moments of great
achievement.

This type of team constitutes an experience we do not forget--one that we
wish we could experience again and again. It can be compared to an adventure
trip where we meet strangers, make friends, and discover a new and exciting
world. Unfortunately for many of us, those team experiences can be counted on
the fingers of one hand. We often wish that each new team we join could be as
stimulating, fulfilling, and rewarding. What would it take to always make team-
ing a successful professional and personal experience? How can the synergy be
created and sustained in teams? How can people, tasks, organization, and now
technology be amalgamated for the best outcomes? Are there any formulas or
tricks toward such success?

We are now entering the era of collaborative technologies. We will soon be
working more and more in virtual teams where there will be little or no face-to-
face contact. In fact, virtual teams are expected to multiply even more rapidly
given current world events, such as September 11th, the SARS virus, the war in
Iraq, and the demographic shift, to name a few.

Xi
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It is complicated enough to team now. One can only wonder how collabo-
rative technologies will impact teamwork. How can we create a positive synergy
and encourage collaboration when there are so many challenges not resolved in
the traditional teams?

This book will provide answers to these concerns and to the issues faced by
business leaders and managers looking to implement collaborative technologies
in a productive way. This audience will use this book to:

* Increase their knowledge of collaborative technologies and virtual team-
ing concepts and requirements;

e Build the business case for Ecollaboration and measure the returns on
investments;

¢ Select and implement collaborative technologies through a structured
approach;

* Analyze, design, and implement virtual teams in their fields using a
methodology based on the best business practices in project manage-
ment, change management, and virtual team design;

o Ensure that all the critical success factors are accounted for.

Following is a presentation of the topics addressed within each chapter:

Chapter 1 revisits the concept of collaboration. It discusses the foundation
of the knowledge era and the influences of wealth, power, and knowledge on the
evolution of the worker. The historical references, starting from the medieval
age, demonstrate that these same elements characterize successful organizations
today and that people are still at the center of changes.

Chapter 1 also looks at the technological innovations from the 1990s to
today in terms of waves and an enterprise perspective. It discusses the best les-
sons learned, a critical one being that technology is not an end in itself, but sim-
ply a mean. This is worth repeating over and over again, as many of us tend to
forget it and concentrate our efforts on the technological issues. These waves
include the client server architecture, the process reengineering movement, the
enterprise resource planning (ERP) system, the business-to-business (B2B) sys-
tem, the customer relationship management (CRM) system, business intelli-
gence and knowledge management applications, and finally collaborative
technology or Ecollaboration.

Chapter 1 continues with a definition of knowledge workers and explains
how and why they are becoming the new economic resource. The purpose of
this definition and explanation helps to reinforce the need to focus on the peo-
ple side of the equation in Ecollaboration initiatives. Chapter 1 then relates col-
laboration and knowledge management and examines the different types of
knowledge. More specifically, it discusses combining the “know that” and the



Introduction Xiii

“know how” to improve the “know how to be” that is essential for collaboration.
It presents the organizational maturity stages or balances in the transitional
process where the dynamic pushes toward evolution and growth. This in turn
supports the assertion that organizations cannot manage knowledge nor the
knowledge workers, but only the environment in which the knowledge is
created.

Chapter 1 also explains why collaborative virtual teams can be a wise and
promising investment for organizations in the twenty-first century from a finan-
cial and intellectual capital perspective. It provides examples of successful imple-
mentations in different industries. Finally, it presents a sample business case for
the justification of Ecollaboration. The topics discussed in this chapter are used
within the methodology presented in Chapter 4. They are embedded in the
tasks relative to organizational change management and the management of the
Ecollaboration initiative.

Chapter 2 defines and clarifies collaborative technology and presents an
overview of the functionalities and features integrated into the best-of-breed
software. It differentiates collaborative software from informational and transac-
tional portals and other forms of information sharing and exchange applica-
tions. It presents my approach, labeled the Partner Capital approach, for the
selection and planning of the collaborative technology. This approach addresses
the importance of an enterprise strategy and focuses on business partners and
capital management, the drivers for a successful collaborative project. It con-
cludes with a discussion on integration issues including the interfaces to portals
and business systems, the conversion of data and the technology infrastructure
aspects. The concepts discussed in this chapter are also integrated into the meth-
odology detailed in Chapter 4, more specifically into the activities relative to the
technology analysis, design, and implementation.

Chapter 3 concentrates on the transition from the traditional face-to-face
team to the virtual team. It discusses the importance and challenge of creating
trust in the virtual team. It presents what I consider the Ecollaboration para-
digm with its four key domains: team, task, organization, and technology, sur-
rounded by trust and with performance at their intersection. It extrapolates the
paradigm to create the concept of an Ecollaboration ecosystem. It continues
with group dynamics or how participants in the collaborative environment must
develop the capability to internalize new and shared explicit knowledge, as well
as broaden, extend, and rethink their tacit knowledge. It presents the collabora-
tive processes based on several adjustments to the traditional management prac-
tices and the workplace itself. It then innovates with a model for virtual
dynamics that I have developed, namely, the Virtual Star Team model.

Chapter 3 also elaborates on how smart people get smarter and contribute
to the emergence of true collaboration in virtual teams. It emphasizes the neces-
sity to expand people capacity to create the results desired and to encourage
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member participation and personal development. It discourses on the necessity
to comprehend and deal with cultural differences. It values the importance of
facilitation, looks at potential team traps and provides tips for the facilitator. It
proposes facilitation techniques and measurements for Ecollaboration results.
Finally, this chapter recognizes that the most important assets reside in each of
us and within the virtual team. The concepts discussed in this chapter are also
used in the methodology, more specifically in the activities related to the task,
organization and team analysis and design, and the phases of implementation
and Ecollaboration management.

Chapter 4 proposes a structured methodology for the implementation of
successful virtual teams. This methodology is based on the concepts discussed in
the previous chapters and the best business practices in project management,
change management, technology, and virtual team design. First, the metaphor
of a recipe is used to explain the importance of the methodology, the basic ingre-
dients, and the steps to implement Ecollaboration initiatives. An overview of the
methodology follows with a description of the four phases. In summary, the first
phase involves the task of managing the project and the changes for the Ecol-
laboration initiative. This phase is executed in parallel with the other three
phases. Phase 2 is concerned with the analysis and design of the components of
the virtual team. These components include the work to be achieved by the
team, the team itself and its members, the organization within which the team
operates, and the collaborative software and technology infrastructure support-
ing it. The third phase targets the implementation, including the deployment of
the technological environment and the launching of the team. The last phase
includes the management of the work, the facilitation of the team, the manage-
ment of the collaborative technology environment, as well as the evaluation.

Chapter 4 also presents the resources required for the Ecollaboration proj-
ect and includes the roles, responsibilities, and profile in terms of skills and com-
petencies. It proposes an organizational structure for the Ecollaboration project.
Finally, it describes every task of the methodology by presenting the deliver-
ables, the dependencies or how the task relates to other tasks, the approach to
realize the task, and the resources involved, along with their specific responsibili-
ties. It then offers practical templates and tools (offered on the CD-ROM) to
support the realization and documentation of the tasks.

Chapter 5 reinforces the key success factors for the implementation of
collaborative virtual teams. It discusses the commitment of the executive man-
agement team, the assignation of a project sponsor, the need for an organiza-
tional culture focused on human resources and shared leadership, the
investment in organizational change management, a robust Ecollaboration eco-
system, the application of the structured Ecollaboration methodology pre-
sented in Chapter 4, the deployment of facilitation strategies, a solid
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technology infrastructure combined with proven collaborative software, and
the involvement of Ecollaboration experts.

Finally, the conclusion discusses the many paradoxes that organizations
face in the context of the twenty-first century. It then reinforces the main ele-
ments for building successful virtual teams in a knowledge management and col-
laborative philosophy.






Collaboration in the Twenty-First Century

1.1 The Knowledge Era

Throughout the ages, wealth, power, and knowledge have been intimately
related. This situation is not different for organizations of the twenty-first cen-
tury that wish to implement virtual teams to improve their competitiveness.
This chapter substantiates this assertion with a look at some historical events. It
discusses the latest technological evolution and the impacts on the workers. It
presents the Ecollaboration enterprise model. Finally, it differentiates the indus-
trial from the knowledge culture, or what constitutes a necessary shift to develop
successful virtual teams.

Back in the feudal system of medieval England, land ownership consti-
tuted the primary source of wealth. While the feudal system provided the peas-
ants with a sense of security from marauders and barbarians, it grew at the
expense of the common people. Speed and access to information were limited,
and it was only in the late 1700s that the feudal system was abolished.

The Industrial Revolution in England saw the development of a new
source of great wealth through the development of machinery and the owner-
ship of factories, with capitalists providing an impetus to the speedy growth of
the industrial era. As society moved from an agriculturally to industrially based
economy, workers moved in droves to cities in search of ever-expanding oppor-
tunities. However, the conditions in which people lived in these factory towns
were generally horrendous, unhealthy, and dangerous. While many industrial
workers did not read or write, their proximity favored information access and
speed and supported the creation of unions. Under this structure, they could
more easily work together to exercise power against the abuse of employers.
Finally, their efforts resulted in the Factory Acts enacted by Parliament in the
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mid-1800s, which regulated the number of hours that men, women, and chil-
dren were allowed to work.

The industrial era is now coming to an end in many regions in the world.
Technology is changing the way that we work and knowledge is becoming a new
economic resource. Many inventions, such as televisions, computers, and the
internet, have contributed to the improvement of information access and speed.
This has also led to a change in workers’ profile and importance. Indeed, more
and more workers are using technology in their work, thereby requiring differ-
ent skills and competencies and more knowledge than ever before.

Take the example of the office secretary. The traditional secretarial posi-
tion basically required typing and shorthand skills and some administrative
competencies. Today, many secretaries have shifted to administrative assistant
positions requiring solid computer skills and knowledge of basic and advanced
administrative software, as well as being able to operate and manage office
equipment such as fax machines, photocopiers, and printers. In addition, many
of the traditional secretarial functions have been transferred to professional
workers. It is not unusual to see the boss typing, formatting, and printing docu-
ments today.

Let us now have a closer look at the last 15 years and their impact on tech-
nology and people. Figure 1.1 presents a summary of the information technol-
ogy evolution and transition from the industrial to the knowledge culture from a
business perspective.

Business

intelligence

Knowledge
Internet management

Enterprise CRM, B2B /\/
Open Resou_rce
systems-  Process Planning /\/
distributed  "eengineering /‘\/

computing /\_/

| Industrial culture

Ecollaboration

Knowledge culture >

™~
1L

| Change management |

1990 1992 1994 1996 1998 2000 2002 2004 2006

Figure 1.1 Information technology evolution.
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From the mid-1980s to the beginning of the 1990s, open systems and dis-
tributed computing were gaining popularity in enterprises. Open systems and
distributed computing can be defined as a set of standard programming inter-
faces, conventions, and functionalities for the distribution of applications across
networks of computers. Another name for this period is the transition to client-
server architectures. Traditionally, mainframe computers or minicomputers
were used to store data, programs, and applications. In other words, those com-
puters were being used as data and application servers using dumb terminals.
Microcomputers followed and offered more power and memory. They could
replace the dumb terminals, allowing for variations in the distribution of data,
programs, and applications.

At the time that client-server architectures were being deployed, micro-
computers were also becoming smaller, lighter, more portable, and more accessi-
ble in terms of price. Change management specialists, best known at the time as
methods and procedures analysts, became involved in training and supporting
the multiplying users. New job positions emerged, such as local area network
(LAN) architect and LAN security administrator. More responsibilities were
also assigned to help desks, which resulted in additional employment opportuni-
ties. Yet there were numerous deployment initiatives that failed to address peo-
ple (i.e., the users) up front. My experience has been that machines were moved
in and installed before the users were informed and properly trained. I can still
remember my first experience as a user of a computer network. It was only after
the print queue became repetitively jammed, the one-person help desk was con-
sistently overwhelmed, and the users started screaming that formal training was
finally organized.

The open systems wave and its client-server architectures offered new
opportunities for managing business processes. As these new environments were
being completed, the wave of process reengineering initiatives began around
1992. This approach gained in popularity and complemented the traditional
system analysis and design methods. Its main objective was to review business
processes in order to simplify and streamline operations, improve productivity,
and reduce costs, as well as to allow for custom systems development.

Unfortunately, this approach often targeted a large spectrum of processes,
involved many users, and led to long periods of questioning before any software
programs could be tested or new processes implemented. There was a mixed
level of satisfaction with this approach, some exceeding and others simply failing
to deliver the anticipated benefits. Nonetheless, the initiative allowed for best
practices to emerge and be recognized in many business areas. Somehow, and
maybe because of the participation of the users in the analysis and design
processes, the reengineering period marks the transformation of methods and
procedures to the change management practice that we know today. One suc-
cessful reengineering initiative I remember concerned the development of a sales
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and distribution system in a large telecommunication systems manufacturer.
The initiative involved key users from the beginning and focused on the main
issues instead on dwelling on exceptions. The project team was very motivated
to deliver a solution that improved the critical business processes within the time
frame and budget available. However, most of the efforts were concentrated on
the system delivery; change management was limited to user training with mini-
mal documentation, which was typical in those days. Nonetheless, the end users
adapted and the system remained in use for more than 10 years (i.e., until it was
replaced by an ERP system).

The knowledge acquired during the waves of open systems and client-
server architecture and process reengineering contributed considerably to the
next one, the ERP period, which really picked up in 1996. The ERP systems
offered an integration of data and processes into a client-server architecture,
based on best business practices. That they were often considered a solution for
Year 2000 issues partially explained their popularity. They usually covered the
back-office functions and associated processes from finance and control, sales
and distribution, material management, production, plant maintenance, human
resources, and payroll to project management. ERP systems from software
manufacturers such as SAP, BAAN, JDEdwards, PeopleSoft, Oracle, and Law-
son, to name a few, were and are still popular.

While many ERP systems implementations were successful, many failed
for various reasons, such as lack of management commitment, deficient or weak
project and change management strategies, desire for customization instead of
compliance to best business practices, and lack of involvement by users and ERP
experts. The ERP initiatives were also often perceived as technology projects
driven by technology people, or at least very much influenced by them. The
ability for organizations and people to adapt and the impact analysis on the
business were typically not integrated into the technology plan; if they were,
they were often underestimated. Consequently, many ERP projects did not
deliver the expected benefits and returns on investment. Yet this wave helped to
confirm the importance of managing changes. It also marked the shift from the
industrial to the knowledge era based on the high level of data and processes
integration and the resulting quality and timeliness of information. Take the
case of an organization that targeted the whole spectrum of back-office processes
and involved more than 5,000 users. It started the project from a technology
perspective. It did involve many key users in the planning stage but did not
develop a thorough change management strategy. It basically concentrated on a
training program. It identified the benefits but did not articulate a plan to moni-
tor and measure them. Consequently, resistance and issues resulting from the
changes were mainly addressed piece by piece. In fact, the changes were still hav-
ing impacts years after the system had been implemented. The anticipated bene-
fits could not be measured or realized despite the efforts. However, the
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organization did acknowledge important lessons (i.e., plan for change from the
start and monitor benefits all the way).

Around 1998, the Internet gained in popularity. Businesses, professionals,
and households were getting connected all around the world. Information and
knowledge were now at one’s fingertips, as easy and as fast as the communica-
tion lines could allow. At that time, e-commerce applications, B2B, and CRM
systems were being deployed, encouraging the transition to the knowledge era
for workers, clients, suppliers, and other business partners.

B2B, CRM, and other e-commerce systems represent an extension of ERP
systems. B2B systems are commonly tied to back-office systems and cover func-
tions from parts catalogues, material reservations, and purchase orders to
requests for quotations, proposals, and quotations. CRM systems, often called
front-office systems, are also integrated to the back-office systems and include
functions such as sales forecasting, marketing planning, campaign management,
telemarketing, lead generation, customer segmentation, contact management,
sales force automation, and service and claims management. Other e-commerce
applications deal with functions such as shopping, ordering, shipment tracking,
and invoicing.

Those systems were built and implemented based on the lessons learned
from the ERP period, that is, top management commitment, reliance on best
business practices, adequate project and change management strategies, and the
involvement of all parties affected by the changes—from the suppliers, to the cus-
tomers, to the employees. While many projects are still ongoing, the success
ratio is promising. Indeed, e-commerce applications have multiplied since 1998,
with more and more users being connecting to the Internet, using web services,
and performing business transactions. Take the case of the organization dis-
cussed earlier. The project management team was smart to remember the ERP
lessons learned when embarking in the B2B initiative. The system deployment
went smoothly, with the users and business partners being cooperative and
receptive of the changes. Measuring the benefits was also possible. On the other
end, the CRM project undertaken later was limited in terms of change manage-
ment strategy. The best lessons learned from the previous waves were not inte-
grated as technology, system functionalities and business processes were the
main concerns from the start. The impacts on the target population, which was
largely unionized, were loosely addressed. While the users received sufficient
training to operate the system, the changes to the processes and the impacts on
the unions shook the organization for many months after implementation. It is
then that best lessons were assimilated. Better late than never!

The beginning of the twenty-first century corresponds in many organiza-
tions to the deployment of knowledge initiatives, namely, knowledge manage-
ment and business intelligence. Knowledge management projects include the
implementation of business information warehouses linked to the ERP, B2B,
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and CRM applications, as well as external information banks such as Dun and
Bradstreet. The information contained in these warehouses typically includes
statistics on sales, customers, and suppliers. Business intelligence can be associ-
ated with the creation of knowledge repositories holding information such as
sales proposals, project guidelines and tips, software manuals, equipment oper-
ating and maintenance manuals, and experts’ comments and advice.

So far, these projects have known mixed success, mainly because of how
they are being implemented and how the environments are being maintained
and promoted. Those that have been truly successful are making the best use of
the lessons learned from the previous waves: mainly, that they are not technol-
ogy projects but business projects requiring management commitment, users’
participation, and adequate investment in change management. Indeed, users
must not only be knowledgeable of the information available, but they must also
be skilled, encouraged, and committed to using, adding, sharing, and maintain-
ing it. A successful example of the business intelligence wave is one from a
medium-size manufacturer. Known for its innovative and competitive initia-
tives, this organization has undertaken a business information warehouse project
that brought many benefits to the sales and marketing team. The project, pro-
moted by top management, focused on the development of business indicators
into a dashboard. It involved key users from the start and encouraged the par-
ticipation of other users in the validation process. The implementation was a
success, with key business indicators being available at a glance and updated
daily. The sales and marketing people make extensive use of the dashboard in
their daily activities and keep adding indicators to improve the comprehension
of the market.

This brings us to the next wave, Ecollaboration, which has already been
implemented in some visionary enterprises. The main objectives of Ecollabora-
tion are to exchange, communicate, share, and create information; simplify
teamwork; and improve collaboration. In essence, Ecollaboration involves the
innovative features of all previous waves. It is based on open systems architecture
and is tied to the Internet. It uses best business practices and information con-
tained in the ERP, CRM, and B2B systems, as well as knowledge warchouses
and repositories. Ecollaboration can also be defined as a working environment
driven by collaborative technologies or the convergence of telecommunications
and information technology. In other words, the collaborative environment
offers an integration of the information contained in the ERP, B2B, CRM, and
legacy systems; business warehouses; and repositories with asynchronous and
synchronous communication facilities. Ecollaboration is often associated with a
portal solution, yet it involves more functionalities than merely the diffusion of
explicit information and links to business transactions. These functionalities and
facilities, discussed in more detail in Chapter 2, include discussion forums with
e-mail notification and pooling, audio conferencing, video conferencing, and
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much more. Section 1.4 presents several cases of successful Ecollaboration initia-
tives that obviously integrated the best lessons learned from the previous waves.

Figure 1.2 pictures the Ecollaboration enterprise model. The employees
are central to the Ecollaboration model, as they are the ones responsible for the
collaboration. The external partners and parties that gravitate around the enter-
prise include the financial partners, that is, banking institutions, insurance com-
panies, and brokerage firms; the distribution partners, that is, transportation
companies and reseller associations; the customers, competitors, and industry
networks, including industry associations and trade unions; and the supply
chain or the individual suppliers themselves.

Ecollaboration offers numerous opportunities, but the transition to the
collaborative model presents many challenges and issues for organizations and
people. The gaps in functions, time, places of events, languages, and cultures
between the people and the organizational units may cause confusion and con-
flict. This can result in unnecessary pressure on the employees unless carefully
planned and managed. According to T. A. Pearson, chairman of the Measure-
ment Quality Division at the American Society for Quality, “the goal of the
Knowledge Revolution is to provide a new generation of real-time information
systems that align more closely with overall organization objectives while mak-
ing the best use of technology to help everyone manage real-time operations
more effectively. Now, a new Knowledge Theory offers ways to integrate infor-
mation sources with automated knowledge machines and a knowledge supply

Financial
partners
\ Distribution
. . 1
Back office Front Office pariners
systems systems
Customers
Suppliers Employees
Industry
Networks
Supply chain Supply chain Client Services
management Management Competitors
B2B Web commerce U

Figure 1.2 Ecollaboration enterprise model.
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chain to get the right information to the right people at the right time, insuring
that everyone is empowered and aligned to add value to any enterprise” [1].

The transition to the knowledge era, with the increase in speed and access
to information, has much to offer yet changes the social and economic pano-
rama in many ways. In the knowledge world, speed, innovation, and employee
commitment are key factors for the success of the enterprise. Figure 1.3 presents
the shift from the industrial to the knowledge culture using seven business
elements.

The first element is the organizational structure. For most industrial
organizations, the structure is hierarchical and involves a configuration in many
layers and levels that distributes control over a large number of people or units.
It is often formal and complex because of the large number of units and
subunits, which are in turn segmented by products, markets, services, and geo-
graphical areas. This structure can limit communication, information sharing,
accountability, and productivity and often generates frustration and a low level
of trust and collaboration. On the other hand, in a network structure, the foun-
dation of the knowledge organizations is typically flatter, with a small number of
levels reducing the level of complexity. The level of formality of the network
structure may vary depending on how well people reciprocate with each other. If
people are able to directly reciprocate, then communication, shared responsibil-
ity, teamwork, and ultimately productivity can be improved. Such is the case of
a large manufacturer in the wood industry, which has more than 10 facilities in
North America yet operates with only three layers of management. The

Industrial culture Knowledge culture

Organizational structure Hierarchical Network

Focus Financial Marketing
Distribution of information Limited Extended

Management philosophy Rules and procedures Principles and guidelines

Orientation Internal External
Training Occasional Continue
Accountability Unequal Shared

Figure 1.3 Shift from the industrial to the knowledge culture.
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company is proud to relate its success to the spirit of teamwork it promotes and
to the initiatives of the personnel it values.

The second element differentiating the two cultures is focus. The indus-
trial culture targets the financial situation, while the knowledge culture inte-
grates marketing in its philosophy. As a matter of fact, the knowledge culture
gives very special attention to marketing products and services, using and shar-
ing information and providing the framework for innovation. This approach
increases business opportunities, ensures that productivity is sustained or even
improved, and creates positive impacts on the financial position. Many exam-
ples of this element can be found in the software industry. Just think of the
Internet search engines and products that keep offering more and more func-
tionalities and the stock values of the proprietary software companies!

The third element is the distribution of information in terms of flow, con-
tent, and timing. In an industrial culture, the flow of information is usually con-
trolled, with its content and timing carefully analyzed, monitored, and
managed. On the other hand, the knowledge culture promotes a freer and more
extended distribution of information, like the one offered through the Internet.
However, this situation can create problems and abuses with privacy of informa-
tion and ethics. Examples are junk mail and the massive posting of ads called
spam, access and distribution of pornographic materials, hacking, harassment,
misinformation, defamation, and even threats. To this day, legislative move-
ments in many countries have been active with several bills, such as the Protec-
tion of Children from Sexual Predators Act, the Unlawful Internet Gambling
Funding Prohibition Act, the Online Privacy Protection Act, the CAN-SPAM
Act, and the Computer Owners Bill of Rights, amended by the U.S. Internet
Industry Association (USIIA).

Management philosophy, the fourth element, is built on rules and proce-
dures in the industrial culture and on principles and guidelines in the knowl-
edge culture. Indeed, the rigor of the traditional management philosophy
becomes a limitation to employee participation, commitment, and productivity
in the knowledge era. As a matter of fact, people become less and less able to
trust each other in circumstances where there are many rules and rulers,
whether it is in the home, in the marketplace, or at work. On the other hand,
when only principles and guidelines are offered, people tend to be more trust-
ful, cooperative, and oriented toward solving problems instead of dwelling on
personal and group confrontations. One example of this element can be associ-
ated with sales-oriented organizations where sales representatives have flexibil-
ity in setting prices. These organizations typically provide guidelines that allow
the sales representatives to be creative in their pricing strategy so that they can
win more business. In turn, the increase in the win ratio has a positive impact
on the level of confidence of the sales team, the team spirit, and the commit-
ment to the organizations.
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Orientation constitutes the fifth element, being internal in the industrial
culture and external in the knowledge culture. While industrial organizations
are more concerned by the internal analysis of their strengths and weaknesses,
the knowledge enterprises concentrate on a dual assessment by including the
opportunities and threats they face. Therefore, in a knowledge spirit, the tradi-
tional notions of cost or expense, profitability, and enterprise-view must be
complemented with other critical factors, such as added revenue and invest-
ment, sustained growth, and system-view. The pharmaceutical industry is one
example where an external orientation has been integrated within the manage-
ment philosophy. Pharmaceutical companies are typically skilled in assessing
their strengths and weaknesses and looking for and addressing market opportu-
nities. Not surprisingly, the investments in research and development keep
increasing in this sector.

The next element deals with training. Training in the industrial culture is
occasional and usually a planned activity to support new tasks. This can be
explained by the limited distribution of information, management philosophy,
and the focus of industrial organizations. In the mindset of the knowledge cul-
ture, training becomes an ongoing program and is even associated with the
notion of continuous or lifelong learning. I guess some, if not many, of us have
experienced being scheduled for formal training that is then canceled at the last
minute because of business imperatives. However, in the past few years I have
noticed that there is a growing commitment to ongoing training in many
organizations, such as information technology firms. Coaching and mentoring
are also gaining in popularity in many industries. Knowledge transfer is even
becoming a contractual requirement with the clients in many consulting
sectors.

Finally, accountability that has been unequal in the industrial culture is
shared among the workers in the knowledge culture. The network or decentral-
ized management structure, the management philosophy based on principles
and guidelines, and the extended distribution of information are contributing
factors to this shift. In this new cultural framework, the workers have more con-
trol and power over their environment and can build trusting relationships.
They are not under the command of others and do not wait for orders and
approval for actions. They consider themselves responsible for their actions, are
willing to take risks together, and are accountable for the results. Along the same
lines, they aim at achieving high standards of quality in products, services, and
the manner in which they are generated and delivered. They perceive those high
standards as essential and not just an optional extra, as is often the case in the
industrial culture. For example, research and development teams in many indus-
tries can distinguish themselves with their accountability. Take the case of one
of my friends, an oncologist who heads an important research project on blood
cancer. She is proud to say that the team members are the best in the field and
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are highly motivated and committed to the project. They invest their personal
time and money toward the success of the research. Lately, they have accepted
accountability for raising funds to pursue the project. In cases like this, account-
ability goes with dedication.

In conclusion, several adjustments will have to be made for the emergence
of the knowledge culture in organizations, and down the road for Ecollabora-
tion initiatives, to be successful. Knowing about the elements that make up the
knowledge culture is not enough. Strategies must be elaborated, implemented,
and carefully monitored so that the shift to the new economic resource—the
knowledge worker—can really happen.

1.2 The Knowledge Worker—The New Economic Resource

This section describes the knowledge worker, the central part of the collabora-
tive process. It reinforces the importance of taking special care of this organiza-
tional asset so that knowledge sharing and collaboration can occur.

Peter Druker introduced the term knowledge worker in his 1959 book,
Landmarks of Tomorrow. It describes someone who adds value by using informa-
tion to create new information, solve problems, and offer innovative solutions.
Initially, the knowledge workers were known for their ability to generate ideas,
conduct analysis, use judgment, provide synthesis, conduct design, and apply
their specialist expertise. In contrast to the industrial worker who is a machine
operator responsible for producing tangible goods, this new type of worker is
using and manipulating information to produce more information and deliver
knowledge. This transformation marks the birth of a new economic resource,
knowledge, and a new leading class, the knowledge workers.

Knowledge is recognized as an intangible asset and is often called human
or intellectual capital. While it is not yet recorded in financial reports, it has
value based on its potential and must be directed to where it has the greatest
potential. Knowledge is constantly in danger because it can become outdated,
copied, and even stolen. Unlike a machine, knowledge workers can decide to
limit their production, walk away, and go elsewhere with their knowledge at any
time. So knowledge workers cannot be treated like a piece of machinery or any
other physical assets. Neither can they be bought or sold, but only rented
through work agreements.

There are seven types of knowledge that are useful to distinguish and inte-
grate into knowledge management strategies:

* The know-what is associated with knowledge and facts.

* The know-why refers to knowledge about the natural world, society,
culture, and human mind.
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* The know-who targets the people who know what and who can do
what.

+ Know-where contains knowledge of where the knowledge resides.

* Know-when is concerned with the timing for getting and using
knowledge.

» Know-how refers to skills and competencies and the ability to do things
in a practical way.

» Know-how-to-be corresponds to social skills and the ability to interact
and work with others.

While industrial workers mainly use their know-how, knowledge workers
demonstrate know-what, know-who, know-why, know-where, know-when, and
know-how-to-be. Consequently, the productivity or value of knowledge work-
ers is not only a matter of the products delivered and the wages paid. It must
take into consideration the knowledge capital derived from these knowledge
types aggregated in the form of useful training and personal and organizational
experience. Therefore, the value of the intellectual capital residing in the knowl-
edge workers becomes more a matter of its use than its costs.

Imagine a transportation company writing off 10 heavy-load trucks from
its equipment roster before they are completely depreciated. That would simply
be recorded as a loss in their financial statements. Now imagine that the 10 top
researchers of an international pharmaceutical company are to leave, each with an
average of 10 years of service with the firm. This would probably not be reflected
in the financial reports, yet it could have a significant, if not disastrous, impact on
the organization’s ability to compete and ultimately on its financial situation. On
a smaller scale, imagine that a local car dealer loses its best sales representative to
the nearby competition. It could hurt as much, could it not? Hence, no matter
the size of the organization or the type of products and services, knowledge work-
ers and their knowledge must be taken seriously and rightly secured.

So who are these knowledge workers, these important assets? In their early
stage, knowledge workers included professionals such as lawyers, engineers,
bankers, teachers, doctors, architects, and those from the information technol-
ogy fields such as programmers, analysts, and technical writers. With the most
recent technological evolution, knowledge workers with various roles have been
added to the list. This includes knowledge officers, knowledge managers, infor-
mation officers, and content analysts, as well as specialists in various fields such
as sales representatives and customer relationship managers, nurses, automobile
technicians, and laboratory technicians.

Also, other characteristics must complement their ability to create, solve
problems, and innovate. First are their formal education and skills specializa-
tion, work experiences, and learning philosophy. Unlike many industrial
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workers, knowledge workers have formal education, from industry or field certi-
fications to university degrees. For my part, I notice this trend more and more. I
recently attended a professionals’ network meeting. I found many independent
consultants listing more than four degrees and certifications on their business
cards. One woman who specialized in business ethics recommended that a maxi-
mum of four be included. But, she emphasized, this does not mean that one
should stop learning!

As a matter of fact, the combination of formal education with continuous
learning and experiences makes the knowledge workers even more important as
organizational contributors and corporate assets. Moreover, their understanding
of the business, the industry, and the organizations they work for contributes to
their capacity to question, unlearn, and relearn processes, as well as synchronize
best practices with the external environment. For all of these reasons, organiza-
tions need to have clear human development strategies to attract and retain
knowledge workers--even more so as knowledge workers can turn to the com-
petitors and to independent consulting.

Other important characteristics of knowledge workers include self-
confidence, responsibility, and accountability. They view themselves as respon-
sible in driving their destiny, so they are typically persistent and autonomous.
They have different concerns than their twentieth-century counterparts in terms
of remuneration expectations, which range from a set salary basis to a package
with stock options, flexibility in how and where they work, an intrinsic personal
recognition, and a large social power base. In response to these characteristics,
management must build accountability in the workers’ objectives and provide
broader, functionally based classifications and open salary ranges. Maintaining a
competitive job and salary structure integrating pay-for-performance and com-
bining these with opportunities for promotion and assignments to challenging
projects are other strategies to recruit and retain a highly qualified and produc-
tive work force. Indeed, I have sometimes heard SAP consultants complain that
they were always assigned to the same type of work. While they were well paid
and trained, they were bored with their work and were therefore willing to listen
to opportunities from recruiters and to consider new challenges elsewhere.

Along the same lines, knowledge workers consider themselves more as
important business contributors and partners rather than as merely employees.
In the context where knowledge is portable, knowledge workers are quite inde-
pendent. This is why the leaders or knowledge workers in management posi-
tions must excel at dealing with human capital. They need to look at careers in
different ways and not take for granted the loyalty of the employees. They must
also acknowledge that knowledge workers are less responsive to formal author-
ity and much more responsive to the authority of knowledge and skills. Conse-
quently, they must be willing to change the command and control
management styles to an approach of collaboration and teamwork so that
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everyone’s contribution is maximized. This is what a friend of mine is desper-
ately wishing for but does not expect until he is eligible for retirement, in some
200 working days. He started working for an organization at age 18. Since
then, he obtained a university degree and many certifications in his field. He
has participated in many strategic projects during his career. He is well known
and appreciated in the organization and in the industry as well. He has always
been motivated by teamwork and the risk-taking philosophy promoted within
his organization. Unfortunately, about 3 years ago the division he works for
was sold to an international company with an industrial culture. From one day
to another, the working situation completely changed. He now reports to a
command and control type of manager. In fact, he asserts that his manager is
quite representative of the new company’s management. In addition, he does
not find this new manager to be very competent. He does not vocalize his frus-
trations because he has a lot invested in his retirement fund. His loyalty, once
based on mutual confidence and reciprocity, now is only tied to money. Busi-
ness as usual, he continues to give 100% effort on this project that takes him to
many locations worldwide. He intends to become an independent consultant
when he retires next year at the age of 48. As he puts it, if he ever decides to take
a consulting assignment with this organization, the conditions will be much
different!

This brings up the next characteristic, that of leadership and the ability to
include people. Organizations operating under the industrial culture have built
barriers that prevent people from contributing all their skills, ideas, and
energies. Knowledge workers understand these limitations and demonstrate
particular skills in getting the contribution and commitment of others. This
skill is based on the respect for diversity, willingness to comprehend cultural
differences, and a commitment to teamwork and personal recognition. This
allows knowledge workers to define their scope of intervention on a larger scale
and to add meaning and value to alliances, partnerships, joint ventures, and
other relationships. These characteristics reinforce the need for organizations to
align their human resources management practices more specifically to the
recognition for personal and team contribution, as well as diversity training and
management. For example, the Quebec market is quite different from the rest
of Canada and the United States because of the French Canadian culture and
language. For multinationals, successful business requires that the knowledge
and contribution of the locals be accepted and incorporated in the decision-
making process. It also means welcoming and appreciating the locals for their
cultural differences. As a matter of fact, the leaders from international
consulting firms understand that it takes more than competencies to win
important deals in Quebec. It requires an understanding of the client, the abil-
ity to speak the language, and the willingness to partner and form alliances with
local firms.
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Another characteristic of the knowledge workers is their constant desire to
make connections and partnerships and their commitment to collaboration.
This also means that they are aware of and have a positive mindset to obtain an
honest perception of their strengths and weaknesses as they interact with others.
Knowledge workers feel rewarded by their contribution to a team, by being part
of something larger than themselves, and by realizing their own goals within
that team. They are often more inclined to share power evenly so that social
expectations are met. All of these actions lead the knowledge workers to take
risks, to learn from each other, and to learn from mistakes, all without blame or
criticism. With this in mind, organizations must develop a set of strategies to
facilitate, promote, and reward partnering and collaboration. This was the case
in an ERP implementation project that I participated in. The project, led by a
consortium of three consulting firms, involved more than 200 knowledge work-
ers over a period of 30 months. It was realized within budget and on time and in
a collaborative spirit. It also resulted in best lessons being learned without shame
or blame. Recently, a cocktail party was organized to celebrate the 5 years that
the system has been in production. Over 150 people attended the event, a
number that speaks for itself!

Finally, in the twenty-first century, knowledge workers consider technolo-
gies an integral part of their work and an essential tool for the accomplishment
of many of their tasks. As technologies continue to evolve, open-minded knowl-
edge workers will constantly strive to try new technologies. This creates an
imperative for organizations to integrate ongoing and up-to-date technology
training into their human resource management practices and to ensure that
employees have opportunities to use it.

In conclusion, knowledge and the knowledge workers must be considered
essential valuable resources to the success, competitiveness, and survival of
organizations. As pictured in Figure 1.4, they have taken the place of machinery
and have become the center of the new economic system.

Consequently, organizations must not only acknowledge these phenom-
ena, but also bring everything together for the full involvement and contribu-
tion of their employees, from breaking down day-to-day barriers and aligning
human resources practices to developing knowledge management strategies. To
do so, they must ensure the active participation of the leaders in the role of nur-
turing the process through which the workers use their knowledge. This implies
getting them to pay special attention to people and the dynamics of knowledge,
teamwork, and collaboration; in other words, caring as much for the people they
employ as for the deliverables they produce. As illustrated in the examples
above, leaders must not try to control or impose on the knowledge workers.
They must concentrate on the environment where the knowledge is created and
the knowledge workers evolve--taking care of the place so that the people are
taken care of. Bottom line, the old expression that “everyone can be replaced” is
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Figure 1.4 The new economic system.

not appropriate and reasonable in organizations that want to participate in the
knowledge economy.

1.3 Knowledge Management and Collaboration

This section looks more closely at knowledge and collaboration in reference to
organizational capital. It discusses the influence of the level of maturity of an
organization over knowledge and collaboration and from the perspective of the
knowledge worker. It finally recommends actions to get into the collaborative
mode.

Knowledge management has long been associated with information sys-
tems that are able to maintain corporate history, experience, and the expertise of
the knowledge workers. The belief that those knowledge systems could become
a stable organizational structure despite the mobility of knowledge workers is
being questioned today. Indeed, many knowledge management initiatives have
failed and continue to produce poor results, leading to the realization that it
takes more than a technology to manage knowledge.
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Indeed, successful knowledge management initiatives go beyond the
implementation of a technology. In effect, these projects have emphasized the
acceptance and utilization of the technology by bringing together a sense of
motivation, commitment, and collaboration of everyone involved in the knowl-
edge management process. On this basis, knowledge management is now being
more and more associated with intellectual capital management. Intellectual
capital is comprised of three elements: human, structural, and customer capital.

Human capital is typically defined as the competencies and capabilities of
the workers. Consequently, the value of human capital in an organization can be
increased when:

* Workers are continuously educated and trained.
» Workers are guided and valued.
 Opportunities for knowledge sharing among workers exist.

e Conditions of motivation and intellect are created to allow for
innovation.

+ Knowledge is captured for other workers who are not part of the initial
learning process.

Structural capital consists of data and knowledge repositories, documents,
models, and drawings resulting from intellectual activities. Structural capital
offers the most benefit to an organization when knowledge is organized in such
a way that it can be retrieved for reference, to establish expertise, and for net-
working and timely feedback.

For its part, customer capital involves the knowledge embedded in the
business partners, as presented earlier in Figure 1.2, who are the customers, sup-
pliers and supply chain partners, distribution partners, industry networks, and
competitors. Customer capital involves many facets, including branding, busi-
ness relationship, reputation for quality, name recognition, loyalty, distribution
channels, contracts and agreements, technical superiority, and value chains.

Because intellectual capital is difficult to measure, it is not included as an
asset in the corporate balance sheet. On the other hand, technologies and infor-
mation systems have been capitalized for years and treated as assets. So, until
there is a consensus on how to measure intellectual capital, it will be valued by
its use and not in its costs. Nonetheless, there are now many efforts toward mak-
ing intellectual capital management a valid approach in accounting for the value
of an organization. It is simply a question of time and maturity.

The notions of maturity and timing are two elements of psychologist Rob-
ert Kegan’s work on adult development. His theory on the possibility and neces-
sity of ongoing psychological transformation in adulthood as it responds to the
hidden demands of modern life can also be applied to organizations. “As an
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organism grows, its culture of embeddedness becomes more complex, involves
more people in ever more complex arrangements, and sets new tests and
challenges for those persons and institutions which sponsor the evolution of the
species” [2].

Kegan [3] identifies six stages or balances in the transitional process, where
the dynamic pushes toward evolution and growth:

* Stage 0 corresponds to the incorporative balance, where the infant from
birth to 2 years old is centered on his/her body and concentrates on
his/her reflexes and perceptions.

 Stage 1 (age 2 to 7) marks the impulsive balance, where the child acts
from his/her impulses and perceptions. He/she simply understands
objects as they are perceived.

* Stage 2 (age 2 to 12) is associated with the imperial balance. This stage
represents the shift from the infant concentrating on his/her body to

the child developing his/her mind.

* Stage 3 (age 12 to 20) relates to the interpersonal balance. It involves
mutuality and interpersonal concordance. Interestingly, it also inte-
grates the notions of empathy and reciprocal obligations, an extension
of the mind.

* Stage 4, or the institutional balance, typically occurs after 20 years old.
It consists of finding self-identity and regulating relationships, bringing
the importance of the mind to a higher level.

* Stage 5, the interindividual balance, also occurs in adulthood. It is at
this stage that a person exists alongside the group and differentiates
between relationships and one’s own identity. This stage grants an
utmost importance to the mind.

Many adults operate at Stage 3 or below. Some reach Stage 4, and only a
few Stage 5. Kegan asserts that Stage 4, or institutional balance, is now a require-
ment for a successful adult life. This assertion is worthwhile from a personal and
professional perspective. Workers who have reached Stage 4 are independent
employees who can act as effective leaders. They are able to combine the tradi-
tional management skills of planning, controlling, and decision-making with
skills associated with institutional balance, that is, tolerance, compassion, and
the ability to share knowledge and collaborate.

Along the same lines, many organizations today are operating in Stage 1,
where they are centered on themselves and operating in a reactive mode. Those
organizations are far from understanding the importance of knowledge and col-
laboration. Others, working under Stage 2, are more concerned with what can
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happen if someone, such as stakeholders, discovers their lack of position in the
matter rather than taking effective and meaningful actions.

Some organizations have reached Stage 3 by negotiating their need for
knowledge management and collaboration with their workers. While agree-
ments have been reached, they are based on empathetic and reciprocal obliga-
tions and were not reached in an intimate and bonding manner.

The organizations working at Stage 4 have created strong relationships
with their knowledge workers, with some detachment from the traditional envi-
ronment. They have taken a solid position in making knowledge and collabora-
tion an important aspect of management.

Stage 5 organizations have created an interpenetration of systems. In other
words, these organizations possess a multifaceted operating system, where
knowledge and collaboration provide them with the ability to reinvent them-
selves and at the same time reward the workers for their contribution.

Entering the twenty-first century, more and more organizations are matur-
ing and reaching Stages 4 and 5. They are recognizing the importance of knowl-
edge workers and acknowledging the fact that they have become a new
economic resource. These organizations have also come to realize that knowl-
edge management systems are a means to an end, not an end in itself. They now
better understand that they cannot manage knowledge nor the knowledge work-
ers, but only the environment in which the knowledge is created. This phe-
nomenon has contributed to a new definition of knowledge management, with
a focus on collaboration and intellectual capital. Moreover, many organizations
have started the shift to a new culture, where knowledge and collaboration have
become a matter of renewal and survival.

For this shift to effectively occur in everyday life, organizations must rein-
vent the work environment. Barriers to inclusion must be removed and the
focus must be placed on the commitment and contribution of all the workers.
This change cannot occur by offering sporadic events or incentives, such as day
workshops, ethic event weeks, or periodic promotions. Shifting to knowledge
management and collaboration requires serious planning, including the devel-
opment of strategy supported by tactical actions. These actions may include:

* Changing the organizational structures;

* Creating new roles to support knowledge management;
* Reviewing operating procedures;

 Reengineering human resources processes;

* Developing facilitation programs for teamwork;
 Promoting diversity;

* Adapting informal and formal rewards systems;

* Enhancing leadership practices;
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* Investing in training and professional development programs;

¢ Implementing knowledge management and collaborative technologies.

The knowledge strategy and actions must also be combined with a change
management strategy for the shift to occur and be sustained over time. This
change management strategy must integrate several key elements, including the
following.

First, the organizational imperative for change must be established, fol-
lowed by the identification and empowerment of the leader or sponsor. Sec-
ond, a core team of advocates should be assembled to communicate the
imperative for change and to reinforce the need for a new culture. These com-
mitted individuals must be supported by top management and be able to
engage in coaching, education, networking, and mentoring their coworkers.
Third, quick hits should be given priority over long-term projects, as they
constitute a good way to demonstrate the appropriateness of the shift to skepti-
cal parties. This approach has the benefit of positively confronting the antago-
nist leaders and opening the door to further experimentation, coaching, and
learning. Finally, organizations must be willing to offer their workers a new
organizational and social contract--one that commits to making the work envi-
ronment a place where the participants can most efficiently perform and is
based on principles of trust tuned to core business processes-—-in other
words, getting a commitment to the minds of their workers, not just their
bodies.

In this new cultural context, organizations are switching their external
controls to internal controls, such as trust, employee motivation, and the con-
vergence of individual and organizational objectives and goals. They are taking
advantage of the latest collaborative technologies to put together virtual teams to
increase their performance. However, achieving performance through virtual
teaming is based on a new paradigm, one where trust is of prime importance.
This will be explored in more detail in Section 3.1.

1.4 The Virtual Team—A Promising Investment

This section defines what is a virtual team. It explains the collaborative process,
with the knowledge workers being at its center. It then examines how the virtual
team can be a good investment for organizations wishing to increase knowledge
and improve collaboration. Finally, it presents cases of successful Ecollaboration
initiatives.

The term virtual is fairly new and is associated with concepts such as the
virtual knowledge network, the virtual organization, the virtual team, the
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virtual community of practice, and the virtual workplace, to name a few. These
virtual concepts are all part of the Ecollaboration initiative. However,
the virtual team makes the best use of collaborative technologies, as defined in
Chapter 2.

Basically, the virtual team is defined as a group of knowledge workers who
are geographically dispersed but not necessarily distributed across expansive geo-
graphic locations. They are working together toward a common purpose
and goal and using electronic communication as their primary medium. The
virtual team is interested in explicit and tacit knowledge management using
integrated technologies from synchronous and asynchronous communication,
knowledge management functionalities, discussion forums, and much more.
The virtual team may have little or no face-to-face contact. Therefore, it must
build a foundation of teamwork and trust for collaboration to truly happen and
for performance to be achieved.

Among the characteristics of a virtual team is the type. Fisher and Fisher
(4] define the type based on three criteria: time, space, and culture:

1. Time refers to when people work. Virtual team members may be
assigned different hours, different shifts. and different days to
work. They may also work at the same moment but in a different time
zone.

2. Space refers to where people work. Virtual team workers may work in
close proximity to one another or be quite remote. They may share the
same office or a different one on the same floor or another floor in a
given building. Or they may also be located in different buildings, in
different cities, and even in different countries.

3. Culture refers to how people work together--the ways in which they
deal with each other. Elements of culture include languages, races,
nationalities, professions, and education, as well as religious, political,
social, and economic factors. In a way, even gender can influence
culture.

The six types of virtual teams from Fisher and Fisher [4] represent combi-
nations of the three criteria:

Different time, same space, different culture;
Different time, different space, different culture;
Same time, different space, different culture;
Different time, same space, same culture;

Different time, different space, same culture;

NN o e

Same time, different space, same culture.
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For their part, Duarte and Snyder [5] present seven types of virtual teams
based on boundaries and membership:

1. The virtual corporation lacks clear boundaries with the organization
and has a fluid membership; that is, members come and go as needed.

2. The parallel team has clear boundaries and distinct membership and
works in the short term to develop recommendations for an improve-
ment in a process or system.

3. The project or product development team has a fluid membership
with clear boundaries and a defined customer, technical requirement,
and output.

4. The work or production team has a distinct membership and clear
boundaries, where members perform regular and ongoing work, usu-
ally in one functional area.

5. The service team has a distinct membership and aids in ongoing cus-
tomer and network activity.

6. The management team has a distinct membership and works on a
regular basis to lead corporate activities.

7. The action team has a fluid or distinct membership. It deals with
immediate action and emergency situations.

The type of virtual team can also be characterized by the purpose of shar-
ing information and collaborating. Figure 1.5 presents the types of virtual teams
and their entry point in the collaborative process.

The virtual learning team is driven by the acquisition of knowledge. The
members of the learning team usually possess only a broad knowledge of
the topic. Consequently, they begin the collaborative process by learning about
the subject at hand: in other words, receiving explicit and tacit knowledge. Each
member uses the learning by doing exercises or applying the learning on the job.
Questions are typically raised at this stage that can be shared with the team
members for insight and resolution. At that point, the communication of ideas
provides a better understanding of the topic and its application. It usually cre-
ates incentives for further discussion. The discussion results in clarification that
can in turn lead to knowledge base improvement and even innovation. One
example of a learning team is a group of professionals coached by a virtual team
designer on the methodology to implement virtual teams. Another example
would be a group of nurses who are coached by a cardiologist in the leading-
edge techniques required to care for postsurgical patients.

The virtual focus team is concerned with the delivery of a product, service,
or project. The members of the focus team typically have a good knowledge of
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the topic at the beginning of the collaborative process. However, the depth of
expertise may vary from one member to another. In this context, they enter the
collaborative process by communicating their knowledge. They usually shift eas-
ily to discussion and clarification. From there, they focus on improving their
knowledge and may even be capable of innovation. An example of a focus team
would be a group of high-technology sales directors trying to increase sales
opportunities while improving the sales cycle and client satisfaction. Another
example is a group of automobile workers looking to reduce the gas consump-
tion of a car.

The virtual hybrid team is as much interested in delivering a product, serv-
ice, or project as it is in innovating and generating new knowledge. The mem-
bers of the hybrid have in-depth knowledge of the subject, thereby establishing
them as experts. Based on this expertise, they begin the collaborative process
with the goal to improve upon the knowledge of the task at hand, as well as hop-
ing to innovate. An example of a hybrid team is a group of oncologists searching
for a cure for cancer. While they may not discover a cure, they may improve
upon current knowledge and treatment. Another example is a group of chemists
interested in creating a new substance for painting metals. They may only
improve the existing type of paint products or they may develop a new and
innovative product.

Virtual teams with learning, focus, or hybrid objectives have a very prom-
ising future. Their benefits are not only financial, but also include opportunities
to increase the knowledge base and the intellectual capital; in turn, the financial
position can be improved.

In terms of human capital, virtual teams offer many opportunities,
including:

* Increasing knowledge and expertise;

 Improving leadership skills based on team synergy, thereby decreasing
the ratio of managers per knowledge workers;
* Improving just-in-time learning and knowledge sharing;

* Reducing cross-border and cross-organization information sharing, as
well as the associated delays and frustrations;

* Increasing the proportion of challenging assignments;

 Improving the leverage of human capital and the ability to innovate;
* Bringing the best people together irrespective of geography and time;
¢ Increasing the satisfaction and motivation of knowledge workers;
 Improving communication across time, space, and culture;

* Attracting and retaining knowledge workers through flexible work
arrangements and leadership style and improved quality of life through
a reduction in commuting and traveling.
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Figure 1.5 Collaborative process.

The volume of explicit and tacit knowledge or structural capital generated
in virtual teams is expected to be greater than in traditional teams based on the
synergy and trust developed through the collaborative process. Because virtual
teams are using collaborative technologies, the knowledge is also saved as it is
generated. It can then be easily retrieved for reference and feedback to establish
expertise and for networking. The opportunity for growth in structural capital
can translate as follows:

* Reduction in product development and sales cycle time;

¢ Increased research and development activities;

o Increased number of multifunctional teams;

* Improved time to market;

¢ Increased number of product introductions;

* Improved quality of processes and products;

¢ Increased use of information systems.

Finally, virtual teams can develop customer capital or the knowledge
embedded in the business partners by:

* Improving and tightening relationships with partners;

* Improving customer service;

* Decreasing customer complaints;

¢ Increasing market share and sales;
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* Improving company image;

¢ Increasing customer satisfaction;

* Increasing customer loyalty;

¢ Increasing the number of alliances and partnerships;

* Reducing the numbers of intermediaries and delays in processes.

From a financial perspective, virtual teams can lead to:

* Reduction in traveling and livings expenses;

* Reduction of costs associated with searching and collecting
information;

* Reduction of training and recruiting costs;
 Reduction of costs related to workspace;
» Reduction of coordination costs;

e Increased sales revenues.

Following are some early adapter cases of successful implementation of vir-
tual teams from clients of collaborative technology suppliers as presented on
Internet sites.

CBS Learning Lab at Copenhagen Business School

The CBS Learning Lab [6] is a teaching and learning advisory unit at the
Copenhagen Business School (CBS) offering services and products to the CBS
study programs and to administrative staff and students. Its main objective is
twofold: to improve the quality of study programs and to create and communi-
cate new knowledge in higher education competencies development and learn-
ing processes. In order to achieve these objectives, in 2001 the Lab began using
collaborative technologies to organize its learning activities while providing
information on programs and courses and communicating with students and
faculty members.

The CBS virtual learning team brings together over 15,000 students and
teachers, independent of time and distance. Through the use of forums, they are
able to engage in learning activities centered on sharing knowledge, discussion,
and dialogue. Instant messaging or on-line chats is also being used for social
activities and study groups.

The Fielding Institute

The Fielding Institute [7], located in California, is renowned worldwide for its
leadership and the quality of its graduate level programs for midcareer adults.
Founded in 1974, the Fielding Institute was a pioneer in distance learning by
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combining face-to-face meetings with telephone and postal mail communica-
tion. In 1996, this visionary institute traded its electronic mail network for
collaborative technology. Its goal was to make graduate and certificate pro-
grams accessible anytime and anywhere, as well as supporting governance com-
mittee and project teams, including students, alumni, employees, and faculty
members. It is one of the few graduate schools offering a virtual team design
curriculum.

Through the use of collaborative technology, the Fielding Institute has
been able to attract high-caliber students and faculty members from all over the
world. Its virtual learning approach uses mostly asynchronous discussion forums
and is centered on the learner. In other words, the learner takes the lead and
establishes the flow and direction of the process. The instructor facilitates the
learning process by providing the framework for the courses and guiding the
students through active discussions and critical thinking.

This collaborative approach to learning contributes to increasing the skills
and competencies of the virtual members in the chosen domains. It also pro-
vides them with the opportunity to develop virtual collaboration abilities
through practical experiences and to improve their position in the knowledge-
based economy. Some 2,200 users are currently using the collaborative environ-
ment known by the name of Felix.

GlaxoSmithKline
GlaxoSmithKline (GSK) [8] is a leading-edge worldwide research-based phar-

maceutical company. GSK is constantly secking ways to reduce its development
cycle time and time to market, as well as the cost and time it takes to connect
with its many businesses. Those partners include biotech firms, university and
research labs, law firms, outsourced manufacturers, and marketing and advertis-
ing agencies. As a visionary company, it is not surprising that it has already
turned to collaborative technology to achieve its objectives.

GSK uses virtual teams for many activities, including research and
development, coordination of legal documents, management of clinical tests,
and many alliance projects. These teams use collaborative functionalities such
as discussion forums, instant messaging, real-time file sharing, and meeting
tools. Claims of $400,000 in administrative and access costs have been
avoided over a period of eight months in alliance projects using collaborative
technology. These successful initiatives are confirming that virtual teams and
collaborative technology are an integral part of the GSK strategy for growth
and innovation.

Ford Motor Company

Ford [9, 10] is one of the world’s largest car and truck manufacturers. The com-
pany is committed to delivering and improving the quality of its products and
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services. Its workforce includes employees, suppliers, dealers, and other partners
located in more than 200 countries.

Ford uses virtual teams for many purposes, such as leadership programs,
product development, and executive team applications. The collaborative tech-
nology in place involves functionalities such as workspaces and discussion
forums, content management, whiteboards, instant messaging, and workflow.
The number of users has grown to more than 20,000 since the introduction of
collaborative technology in October 2000.

Reduction in information technology costs, traveling, and relocation costs;
reduction in problem resolution cycle time; faster design iterations; timely and
effective interactions; and facilitation in the innovation process are among the
benefits achieved by collaborative initiatives at Ford.

Shell International Exploration and Production

Shell International Exploration and Production (SIEP) [11] represents about
30% of the company global workforce. Its objective is to improve the effi-
ciency and productivity of existing oil and gas and to find new reserves.
Because employees migrate jobs every 3 to 4 years, Shell has turned to virtual
teams and collaborative technology to address the challenge of managing
knowledge.

Since 2000, Shell has deployed communities of practices increasing oppor-
tunities for connecting its employees, continuous learning, knowledge sharing,
problem solving, and innovation. Among those communities, the Outpost
global expatriate network provides information and support for families plan-
ning to move and for connecting expatriate families. There are currently over
15,000 employees in Shell involved in virtual communities and using discussion
forums and other collaborative functionalities.

Shell claims annual savings of over $200 million through the improve-
ment of project management and communication and the enhancement of
information gathering and sharing across the organization. In fact, those savings
could amount to more when cost avoidance cases are considered, such as the
case where a drilling tool was stuck in an oil well. Engineers found a solution to
remove it using the discussion forum and the knowledge base of their collabora-
tive environment. This single event prevented losses that could have amounted
to millions of dollars.

Lowe Worldwide

Lowe [12] is a global communications and marketing consultancy that produces
advertising for multinational clients. It has offices in over 80 countries and
employs more than 9,000 people. Its Asia Pacific (AP) division consists of offices
in Hong Kong, mainland China, Singapore, Shanghai, Japan, India, Thailand,
Philippines, Malaysia, Indonesia, and Vietnam.
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Lowe AP is constantly looking to produce and sustain creative ideas by
assembling the best team of professionals, who may come from several of its
offices worldwide. In 2002, it decided to implement collaborative technology
and deploy virtual teams focusing on pitch development, new business develop-
ment, client account management, and interoffice training. Workspaces, discus-
sion forums, file tools, meeting facilities, and image sharing are some of the
collaborative functionalities used.

This initiative resulted in the reduction of costs for couriers, faxing, phone
calls, and traveling while increasing productivity, enhancing creativity, improv-
ing competitive advantage, and allowing for on-demand client service.

Canam Manac

The Canam Manac Group [13] is a Canadian corporation and a leading manu-
facturer of structural steel components, including steel joists and decks, to be
used in the construction of skyscrapers and in the fabrication of semitrailers and
forestry equipment. The group has divisions in Canada, Romania, India, the
United States, and Mexico and manages projects worldwide.

In the past, the company has relied heavily on phone, fax, and on-site
meetings combined with some electronic documents exchange to manage its
construction projects. To maintain its competitive edge and attract large
national accounts, the company decided to build a powerful communication
and collaborative infrastructure for its structural steel and joist fabrication divi-
sions in 2000. There are now some 2,000 employees using the collaborative
environment and features that involve workspaces and discussion forums, work-
flow, instant messaging, document management, and real-time collaboration.

Benefits generated from virtual teaming and collaborative technology
include reduction in courier services, communication, and travel expenses;
increased revenues; and improved project execution time. Bottom line, Canam
Manac has realized the return on its investment within the first year.

Compaq Financial Markets Group

The original Compaq Financial Markets Group [14] provided solutions to
global financial services firms to support the sales of its technology solutions
worldwide. Since September 2001, the Group has been integrated within the
organization of Hewlett Packard, the technology solutions provider, as part of
its acquisition strategy.

The account managers were responsible for coordinating campaigns that
required the participation of multiple sales agents within Compaq before engag-
ing with customers and partners. These coordination efforts relied primarily on
faxes, e-mail, telephone, and face-to-face meetings.

The Group turned toward collaborative technology and virtual teams to
improve its sales operations. Through the use of collaborative features such as
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workspaces, discussion forums, real-time communication, and instant messag-
ing, the Group improved communication among its sales teams. This improved
communication led to more benefits including reduction in sales cycle time,
increased customer satisfaction and sales productivity, reduction in travel costs,
and continuous and timely sales training and coaching,.

Sharp Microelectronics of the Americas

Sharp Microelectronics of the Americas [15] is the world’s leader in devices and
solutions that reduce parts count, board size, and costs. In 2003, Sharp Microe-
lectronics, known for its innovative initiatives, turned to collaborative technol-
ogy as part of its marketing and sales strategy, with the objectives of increasing
sales productivity and saving money.

Equipped with collaborative features, the virtual sales and marketing
teams can identify and respond faster to business opportunities as well as be in a
better position to develop a total solution for its customers. It can prepare more
competitive quotes by involving the distributors, representatives, and technical
experts in a timely fashion.

Sharp is one of the seven companies that earned honorable mentions in
the NetworkWorldFusion User Excellence Award competition in 2003.

Barclays Global Investors

Barclays Global Investors [16] is a worldwide investment management firm
managing $746 billion in assets for institutional and individual investors. Bar-
clays has deployed collaborative software for its 2,000 employees to speed every-
thing from contract management to deal flow.

The users are working in a virtual environment equipped with many col-
laborative functionalities and features such as document and content manage-
ment, workspaces, forums, and workflows. Through collaboration and sharing
of best business practices, they have been able to improve the response time for
answering queries and proposals and developing contracts.

Sentara Healthcare

Sentara Healthcare [17] is a not-for-profit family hospital and healthcare facility
servicing North Carolina and Virginia. It is one of the largest healthcare systems
in the United States.

In 1999, the organization turned to collaborative technology to streamline
processes, manage documents, and share information more productively. Some
15,000 users distributed in 80 facilities and various medical and administrative
divisions are now working virtually. Over 2,000 virtual teams are using work-
places and workflow on a daily basis for accomplishing their tasks. Some of these
tasks are the settlement on policies and procedures, the development of hospital
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plans, the management of conditions for hospital accreditation, and the mainte-
nance of budgeting information updates.

Through this innovative initiative, Sentara has improved information-
sharing within departments, across business divisions and with business part-
ners, and provided a secure area for physicians and clinicians to share and store
confidential information.

1.5 Building the Business Case

Intellectual capital management is a very interesting avenue for providing a jus-
tification for the investment in virtual teams and collaborative technology.
However, it may not be enough to persuade some of our traditional managers.
Consequently, the business case must be built on financial elements and rely on
some creativity and the development of a hypothesis for the integration of intel-
lectual capital.

In this section, the case of a sales and marketing team in a high-technology
organization is used to illustrate how the business justification can be put
together. The traditional and virtual scenarios are analyzed and then compared.
The case is hypothetical but uses a factual basis for costs and revenues. The
evaluation concentrates on the following costs:

* Knowledge management;

e Coordination;

¢ Traveling and per diem expenses;
* Resignation and Recruiting;

o Salaries and sales commissions;

¢ Collaborative software and consulting services.

Based on the concepts and methodology presented in this book, the
organization targets a pilot project. The scope involves three regions in North
America composed of eighteen sales directors (six per region), three regional
managers, and the district manager based at the corporate head office. The main
objectives of the project are to increase sales revenues and to reduce operational
costs.

Following are the hypotheses that are common in both scenarios:

* Total working hours per week per employee: 40;
* Average number of working weeks per year: 50;

* Average number of working days per employee per year: 220;
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* Average annual base salary including fringe benefits: $100,000;
* Annual sales quota per sales director: $1,500,000;

» Average traveling and living expenses per employee for a district meet-
ing (airfare $750, hotel and meals $580, car rental and parking or taxi
$200): $1,530;

* Rental fees for hotel meeting room and costs of catering services per dis-
trict meeting: $2,000.

The Traditional Scenario

In the traditional scenario, face-to-face coordination meetings are held every
week in each region. The typical meeting lasts for about 3 hours so that everyone
is informed and up to date with the activities of the others.

District face-to-face meetings are held quarterly in one of the regions. The
host region changes every quarter, yet fifteen people are required to travel each
time (i.e., twelve sales directors, two regional managers, and the district man-
ager). The quarterly meetings are spread over 3 days.

Traveling to the district meeting is usually done on the company’s time.
There is a kick-off session the evening that the employees arrive. Sales and
marketing review and planning sessions are held the other two days. Because
the kick-off session is partly considered a social activity, employees are not
compensated for their attendance. Typically, the employees travel back home
on the last day. Traveling back can sometimes be on the company’s time or
outside the working hours. Because it is considered to balance out somehow for
the first night’s session, there is no compensation. For those traveling, the
district meeting corresponds to two nights at the hotel and three days of living
expenses. The meetings take place at the hotel where the employees stay and a
meeting room is reserved with food being catered for lunch.

The total annual coordination costs for the regional weekly meetings are
estimated at $178,977.

The total annual coordination costs of the quarterly district meetings are
estimated at $80,000.

The total annual costs for traveling and livings including the meeting room
and the catering services are estimated at $99,800.

To simplify the example, all of the sales directors meet their quotas. In the
same line, an average commission rate is attributed to each employee category
independent of the products. Sales directors receive 5% commissions on their
total sales, or $75,000 once their individual quota is met. Regional managers
receive 1.25% commission, or $112,500 on the total regional sales once the
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regional quotas are met. The district manager likely will get 0.5% commission,
or $135,000 on the overall district sales once the quotas are met.

The salary for the 22 employees averages $2,200,000 annually.

Assuming the quotas are met:

Total annual sales revenues are estimated at $27,000,000 and total commis-
sions at $1,822,500.

Annual commissions paid to:

Director: $75,000,

Regional manager: $112,500

District manager: $135,000

So far so good for the hard benefits. Now let us be creative in integrating
intellectual capital components. In terms of structural capital, the tacit and
explicit information is not always documented and maintained. While explicit
information and knowledge are often in better shape, the tacit one is often lost
because it is primarily exchanged verbally.

In this context, it is legitimate to assume that an employee can take 1
hour per day searching for explicit and tacit information. A collaborative
employee can also take as much time, that is another hour, providing explicit
and tacit information to coworkers.

As examples, our sales employees may spend time looking for the latest
sales contract form or the one for credit checking. They may not know or may
not remember that the procedures for credit checking have changed lately or
that another person is now responsible for it. They may not know how to cor-
rectly complete the form, nor who to ask for help. They may have forgotten to
consider a winning proposal that could be reused. They may contact several
persons for information, unaware that they have asked the wrong person. They
may be asking the right person who is constantly providing the same informa-
tion to one person after another; not surprising that the associated costs can be

high!

Annual costs associated with the time spent on searching and sharing tacit
and explicit knowledge are estimated at $550,000.

On the customer capital side of the equation, one sales employee may not
know about the new context in a customer account because he/she missed the
first part of a meeting or did not happen to be in the hallway when two of
his/her colleagues discussed it. Not only is he/she not searching for the informa-
tion, he/she does not even realize that it exists. Once he/she learns about it, it
may be too late for action, and a sale, or even a client, may be lost. Again being
conservative, it is not unrealistic to believe that some sales, approximately 0.5%
of the total sales revenues, are lost in this fashion.
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Loss of sales resulting from lack of knowledge-sharing and collaboration is
estimated at $135,000 annually.

Some employees may also feel they are losing sales or wasting time in coor-
dination meetings each week. Some may not appreciate traveling every quarter
for regional meetings that are consuming some personal time and not necessarily
leading to more sales and commissions. In short, these situations and others you
are familiar with can lead to frustration, loss of motivation, and resigning from
your position in hopes of greener grass at the competition.

Being conservative, let us assume that one sales employee resigns each year
and that it takes 3 to 4 months to recruit and bring aboard a new employee—
hopefully with no recruiter fees incurred. While there is a cost savings in salary
of approximately $30,000, there can be a loss in total sales, say 0.5% of total
sales. This scenario is somehow conservative because it does not involve any loss
in the client base nor the departure of other employees.

Annual costs associated with employee resignation and recruiting are esti-
mated at $105,000.

The Virtual Scenario

The virtual scenario connects the sales employees through collaborative tech-
nology. This scenario also shifts the traditional command and control manage-
ment style to one of collaboration optimizing management of explicit and tacit
information. In this respect and based on the ongoing creation and flow of
information and knowledge in the collaborative environment the cost of man-
aging information can be reduced by half, to $275,000 without lost in sale
opportunity. The form of coordination changes so that the number and
the time to be invested in face-to-face regional and district meetings can be
reduced.

In the virtual scenario, regional meetings are reduced from 3 to 2 hours
and are scheduled on a bimonthly basis. The district meetings are still held over
3 days or 1 evening and 2 days but only every 6 months.

The total annual coordination costs for the regional bimonthly meetings are
estimated at $57,273.

The total annual coordination costs of the biannual district meetings are
estimated at $40,000.

The total annual costs for traveling and living expenses including the meet-
ing room and the catering services are estimated at $49,900.

To encourage collaboration among the sales team, the commission plan is
redesigned. Two options will be analyzed here. Option 1 constitutes a complete
shift in philosophy, with the commission for the directors and managers
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becoming a function of the district sales revenues, as was already the case for the
district manager. Option 1 commission rates are:

¢ Director: 0.30%;
* Regional manager: 0.45%;

¢ District manager: 0.55%.

Option 2 stands in the middle, with the directors’ commissions being a
function of individual performance and both district performance and the
manager’s commission based on the district performance. Both options corre-
spond to an increase in commissions, assuming the quotas are realized. The
commission rates under this option are:

e Director: 2.50% on individual sales revenues and 0.20% on district
revenues;

* Regional manager: 0.45%;

* District manager: 0.55%.

The salaries for the 22 employees average $2,200,000 annually.

Assuming that quotas are met, total annual sales revenues are estimated at
$27,000,000 and commissions are estimated as shown in Table 1.1.

These direct financial benefits of the options are expected to increase the
synergy among individuals. A stronger synergy would greatly stimulate tacit and
explicit knowledge-sharing and management. Moreover, the collaborative fea-
tures of the technology such as discussion forums, content management, and
search engines would even help to eliminate costs associated with unproductive
tacit and explicit knowledge, management, and lost sales opportunities.

Frustration attributed to time wasted searching for information, loss in
sales and commissions, required participation to coordination meetings, and
imposed traveling could be lessened, if not eliminated. As a result, employee sat-
isfaction and motivation could be greatly improved. In turn, this new situation
would fuel the dynamism of the individuals and the team, allow for the creation
of new knowledge, and generate learning opportunities on a continuous basis.
In terms of retention, the number of employees leaving could conservatively be
reduced from one each year to one every 2 years. The impact on sales could be
reduced from 0.5% lost to 0.3%, since the others could take over the accounts
based on the knowledge shared and documented.

Annual costs associated with employee resignation and recruiting are esti-
mated at $25,500.
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Table 1.1
Virtual Scenario—Commissions
Option 1 Option 2
Director (18) $81,000 $91,500
Regional manager (3) $121,500 $121,500
District manager (1) $148,500 $148,500
Total $1,971,000 $2,160,000

This new collaborative spirit could even generate a chain effect, such as
improving customer or partner relations and satisfaction as well as company
image, reducing the sales cycle, attracting new clients, and creating new
sales opportunities. In this context, it is not unrealistic to believe that it would
have a positive impact on sales revenues or a 5% increase over the traditional
scenario.

Assuming a 5% increase in sales revenues, annual sales revenues are esti-
mated at $28,350,000 and commissions are estimated as shown in Table 1.2.

To be coherent, the costs associated with employee resignation are revised
as follows.

Annual costs associated with employee resignation and recruiting are esti-
mated at $27,525.

As mentioned previously, this initiative is considered a pilot project
intended to demonstrate the benefits of collaborative technology and virtual
teaming. In this context, the collaborative software has been leased, and not
purchased, in order to minimize the financial risks. Under the $10,000 annual
lease agreement, the supplier hosts the collaborative environment on its tech-
nology infrastructure for a maximum of 25 participants. This alternative to

Table 1.2
Virtual Scenario—Revenue Increase—Commisions
Option 1 Option 2
Director (18) $85,050 $94,200
Regional manager (3) $127,575 $127,575
District manager (1) $155,925 $155,925
Total $2,069,550 $2,234,250
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purchasing means that many costs, such as software administration and those
associated with maintaining a technology infrastructure, are avoided.

However, efforts and costs for analyzing, designing, implementing, and
managing the collaborative environment and the virtual team must still be
invested. Indeed, there are several tasks that must be done prior to going
live--that is, starting to work virtually. Those are presented in detail in
Chapter 4.

To ensure the success of the project, the enterprise has decided to contract
a team of consulting experts. For a lump sum of $60,000, the group is responsi-
ble for coordinating the project activities, conducting the analysis and design,
configuring the software, preparing and animating the launching session includ-
ing training, providing facilitation and coaching during the year, and finally
supporting the evaluation of the virtual teaming experience.

Annual costs of collaborative software is estimated at $10,000 and consult-
ing fees at $60,000.

Comparing the Scenarios

Table 1.3 presents a consolidation of the costs and revenues.

In the traditional scenario, total costs are estimated to $5,171,277 and
total revenues to $27,000,000 for a benefit of $21,828,723.

In the virtual scenario with no increase in sales, the costs under the com-
mission plan Option 1 are estimated to $4,688,673, representing a $482,604
or 9.3% reduction over the costs of the traditional scenario. The benefit
increases by 2.2% to $22,311,237. Under option 2, the costs are estimated to
$4,877,673, representing a $293,604 or 5.7% reduction over the traditional
scenario. The benefit in this case increases by 1.3% to $22,122,237.

In the virtual scenario where there is a 5% increase in sales, the costs under
Option 1 are estimated to $4,789,248, representing a $382,029 or 7.4% reduc-
tion over the costs of the traditional scenario. The benefit increases by 7.9% or
$1,732,029 to $23,560,752. Under Option 2, the costs are estimated to
$4,953,948, representing a $217,329 or 4.2% reduction over the costs of the
traditional scenario. In this case, the benefit increases by $1,567,329 or 7.2% to
$23,396,052.

In the virtual scenario where there is no increase in sales, the ROI period is
1.7 month for Option 1 and 2.9 months for option 2. It drops to about half a
month in both options when there is a 5% increase in sales.

From the employee's perspective, there is an incentive for endorsing the
collaborative philosophy and for participating actively in virtual teaming. Tables
1.4 to 1.7 compare the scenarios and present the positive impact on the total
compensation for each type of employee. There is no need to comment further
as the numbers speak for themselves!
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Table 1.4
Traditional to Virtual Scenario with No Increase in Sales—Commission Plan Option 1
Traditional Virtual
Commission Total Commission Total % Increase in
Rate Commission Compensation | Rate Commission Compensation | Compensation
Director | 5.00% $75,000 $175,000 0.30% $81,000 $181,000 3.4%
Regional | 1.25% $112,500 $212,500 0.45% $121,500 $221,500 4.2%
manager
District | 0.50% $135000  $235,000 0.55% $148500  $248,500 5.7%
manager
Table 1.5
Traditional to Virtual Scenario with No Increase in Sales—Commission Plan Option 2
Traditional Virtual
Commission Total Commission Total % Increase in
Rate Commission Compensation | Rate Commission Compensation | Compensation
Director | 5.00% $75,000 $175,000 25%and  $91,500 $191,500 94%
0.2%
Regional | 1.25% $112,500 $212,500 0.45% $121,500 $221,500 4.2%
manager
District | 0.50% $135,000 $235,000 0.55% $148,500 $248,500 5.7%
manager
Table 1.6
Traditional to Virtual Scenario with 5% Increase in Sales—Commission Plan Option 1
Traditional Virtual
Commission Total Commission Total % Increase in
Rate Commission Compensation | Rate Commission Compensation | Compensation
Director | 5.00% $75,000 $175,000 0.30% $85,050 $185,050 5.7%
Regional | 1.25% $112500  $212,500 0.45% $127575  $221,575 7.1%
manager
District | 0.50% $135,000 $235,000 0.55% $155,925 $255,925 8.9%
manager
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Table 1.7

Traditional to Virtual Scenario with 5% Increase in Sales—Commission Plan Option 2

Traditional Virtual

Commission Total Commission Total % Increase in

Rate Commission Compensation | Rate Commission Compensation | Compensation
Director | 5.00% $75,000 $175,000 2.5% and $94,200 $194,200 11.0%

0.2%
Regional | 1.25% $112,500 $212,500 0.45% $127,575 $227,575 7.1%
manager
District | 0.50% $135,000 $235,000 0.55% $155,925 $255,925 8.9%
manager
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Collaborative Technologies

2.1 Technologies Overview

This section presents an overview of collaborative technologies. It discusses the
global context of the technology in terms of technological infrastructure. It also
provides a description of collaborative software characteristics, functionalities,
and features.

Collaborative technology was earlier defined as a product resulting from
the convergence of telecommunication and information technology. In other
words, collaborative technology offers teams the facility to work in a private and
secure virtual environment. This virtual environment, much like an office build-
ing, can be built on different types of landscape, have different architectures,
and be equipped with different facilities.

Figure 2.1 presents one example of a collaborative technology landscape.
First, the virtual participants or users are typically distributed geographically and
are using microcomputers, also known as clients (in reference to distributed or
client-server architecture, as discussed in Section 1.3). These computers can be
equipped with Web cameras and speakers to support video and audio conferenc-
ing features. They can also have a wireless device for communication purposes.

In practice, the clients are hooked to a high-speed line to connect to the
Internet. They pass through a firewall, get to a communication server, and then
reach the application server where the collaborative software and the enterprise
systems reside along with their associated database. The landscape may take
other shapes, such as having the communication and collaborative software on
the same server and the enterprise systems on another. In another case, the users
may have to access a portal installed on one server before reaching the applica-
tion server where the collaborative software and enterprise systems are installed.

4
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Figure 2.1 Technology landscape.

The technology landscape depends on many elements such as the number
of users, the type of processes and transactions performed, the volume of data,
the frequency of use, and much more. All of these elements must be analyzed
carefully to ensure the robustness of the global technological architecture as well
as its performance.

The functionalities of collaborative software can be broken into four cate-

gories:
1. General characteristics;
2. Technological characteristics;
3. User functionalities and features;
4. Administrative functionalities and features.

Essentially, the general characteristics relate to supplier information, main-
tenance and services offered, and other elements, such as languages and
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documentation. Technological characteristics refer to the software framework
and the technological landscape components. User functionalities and features
are concerned with the facilities available and accessible to a typical user.
Administrative functionalities and features are the ones restricted in use to the
knowledgeable user responsible for customizing and maintaining the collabora-
tive environment. The best-of-breed products integrate many, if not all, of those
characteristics, functionalities, and features.

Collaborative manufacturers also often propose preconfigured modules.
The preconfigured modules are built on the characteristics, functionalities, and
features. They are essentially out-of-the-box solutions to support and improve
collaboration for specific processes and tasks.

Today, the collaborative software market offers a wide range of solutions.
However, the word collaborative is often used very loosely. Some products are
labeled collaborative, but they are very limited in terms of functionalities and
features. Take the case of some so-called collaborative manufacturing applica-
tions. They do not have any of the collaborative features. They only offer an
exchange of data files between business partners using a dedicated communica-
tion line, an intranet or the Internet. This is similar in nature to the electronic
data interchange of the 1980s.

Some other applications labeled collaborative simply grant access to their
partners to look up information. Take the case of B2B applications that claim to
be collaborative, when in fact the suppliers simply provide user passwords to the
clients to check the product lists and prices.

Another case of a misused label is an application that provides static infor-
mation, what some refer to as a porzal. While these applications are providing
information and data to many business partners, they are essentially managing
content. They should be rightly named informational portals. Along the same
lines, Web conferencing applications are often called collaborative, yet they only
offer synchronous features. So beware of the label.

Following is a list of characteristics, functionalities, and features, as well as
examples of preconfigured modules for collaborative software.

General Characteristics

Supplier information This information provides a general picture of the
strengths of the supplier in terms of length of time in business, location and size
of operations, number of licenses sold, and list of customers, partners, and
alliances.

Support and services These characteristics refer to the elements offered by the
supplier to help the customers install, maintain, and use collaborative software.
These elements include help-desks, consulting services, user groups, training,
hosting, and Internet sites.
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Documentation Documentation covers all the information for using, manag-
ing, enhancing, and maintaining collaborative software. It typically includes the
preconfigured module documentation, user and administrator manuals, and the
developer guide, as well as the documentation relative to the technology, pro-
cesses, treatments (also called programs), and data architecture.

Language Collaborative software may support many languages for use, admin-
istrative, development, and maintenance purposes. This implies that the user
can choose the language in which the application will be displayed and the char-
acter sets it will allow. This also applies to the administrator in relation to ad-
ministrative functionalities. This language characteristic extends to the
documentation offered on-line and in hard copies, as well as to training, con-
sulting, and help-desk services.

Technological Characteristics

Portal  Collaborative software may offer an interface to specific portals, includ-
ing client-developed or off-the-shelf portals such as Plumtree, Citrix, Viador,
SAP, and Oracle, to name a few.

Computer-aided design ~ Collaborative software can support two-dimensional
(2-D) and three-dimensional (3-D) computer-aided design (CAD).

Web conferencing Web conferencing provides an effective way for an audience
of remote participants to exchange data, voice, video, and multimedia in real
time. It can support electronic presentation with the display and annotation of
slides, whiteboard ideas, and software applications. Web conferencing also in-
volves on-line telephone meetings with many participants.

Wireless  Wireless refers to the ability to support mobile workers using those
communication devices.

Accessibility This characteristic refers to user interface support, including text,
color, frames, and keyboard shortcuts. Accessibility also relates to many initia-
tives such as Section 508 of the U.S. Rehabilitation Act and the international
standards of the World Wide Web Consortium's (W3C) Web Accessibility.

Security  This characteristic refers to the facilities offered to manage the access
rights of users and administrators. Bulk-load facilities are particularly interesting
when a large number of user accounts need to be created or changed. The
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security characteristic also involves the level to which security is established,
such as a zone, workspace, forum, team, type of users, and user role.

Operating systems, servers, and database This makes reference to what is re-
quired to install and operate collaborative software in terms of computer and
operating systems, Hypertext Transfer Protocol (HTTP) or World Wide Web
(WWW) servers, databases, and browsers.

Open Database Connectivity and Lightweight Directory Access Protocol support
These characteristics are very interesting for integrating collaborative software
with the enterprise system architecture. Open Database Connectivity (ODBC)
is an application programming interface (API) that allows a programmer to ab-
stract a program from a database. The Lightweight Directory Access Protocol
(LDAP) offers a support for synchronizing e-mail directories between
applications.

User Functionalities and Features

Site map The site map displays what is available to the user in terms of forums,
workspaces, calendars, chat rooms, and bulletin boards.

Summary page 'The summary page represents an overview of the users’ favorite
elements of the collaborative environment, such as forums, calendars, and
tasks.

Workspaces Workspaces are created for general and team purposes. They may
include discussion forums, chat rooms, calendars, and bulletin boards.

Discussion forums Discussion forums consist of threaded discussions with top-
ics and replies. They can include folders and links to Internet sites or file loca-
tions, and have text, drawing, and even audio and video file attachments.

Other features that can be integrated to forums are:

e Reminders, or the feature where an e-mail is sent to the user address as a
reminder for tasks;

* E-mail notification used to inform the user of new replies;

¢ Tracking facility for identifying changes and additions;

* Rich text editor for formatting documents;

 Spell checker that provides alternative spelling for words that are not
recognized;

* Facility to search and filter information;
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» Workflows involving steps and conditions and the resulting states and
decisions;

* Pooling, where survey, responses, and results can be managed.

Search engine The search engine offers the ability to search across workspaces,
entries, and attachments using elements such as author name, date, key word,
and text.

File content and document management This feature refers to the creation, or-
ganization, access, and management of information and documents in the form
of text, images, video, sound, and animation. Elements include:

» Bookmarks or flags for frequently used documents;

» Web file systems for storing and organizing documents;

* Versioning control to ease the review, modification, and coauthoring of
documents;

* Integration and links to electronic libraries and catalogs.

Calendars Calendar management helps users to manage and synchronize their
personal and group calendars. Calendars can help manage events, seminars,
meetings, and activities. There may be many calendars, such as a general calen-
dar, a team calendar, and a personal one.

Electronic Chat  Chats are real-time text conversations, with discourse scrolling
up the screen and disappearing as new utterances appear at the bottom. In an
active session, new text at the bottom of the screen may be appearing almost as
fast as one can read and type. Electronic chat implies that discourse remains
available on the screen for only a matter of seconds.

Quick messages  This feature lists the users who are currently on-line. It allows
one to send and receive quick messages when connected.

Bulletin boards and Web pages Bulletin boards and Web pages are similar to
electronic mail, except that the information and documents are managed by one
member, kept in a central repository, and made available to many users.

Administrative Functionalities and Features

Zone A zone can be described as the highest level in the collaborative environ-
ment. In other words, there can be many zones to separate groups of users such
as employees or business partners.

Workflow management Workflow management is concerned with enforcing
the policies, procedures, and best practices in a specific area. It deals with pro-
cesses, information, and documents through creation, collaboration, approval,
publishing, audit, training, and viewing. Workflow management can integrate
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flowcharts, e-mail notifications, versioning, history tracking, and approbation
using electronic signatures.

Basic customization toolkir A basic toolkit provides menus and templates to
ease the configuration of a collaborative environment. The toolkit gives flexibil-
ity and autonomy to customers wishing to set up their own collaborative envi-
ronment, including user setup and security access rights. The menus and
templates included in the toolkit support the customization of the look and feel
of the pages and the management of zones, workspaces, forums, teams, and us-
ers. The toolkit may even offer the possibility of developing workflows and re-
ports.

Developer toolkit  This toolkit proposes advanced commands to customize the
collaborative environment, including access commands to ODBC databases and

LDAP support.

Backup and archiving Backup and archiving features allow for the automation
of the processes by specifying date, time, and file locations.

Activity log This feature provides information on the log-in, creation, entry,
deletion, and modification of files. Logs can be produced at different levels, such
as zone, forum, or user.

Disk usage This feature provides information on disk usage. Usage can be re-
ported at different levels, such as zone, forum, or user.

Examples of Preconfigured Modules

Group decision support A group decision support module involves many func-
tions, such as survey, pooling, and voting options, as well as analysis and
problem-solving software with intuitive and advanced graphics facilities. Some
have a built-in analytic framework to build and deploy a complete business in-
telligence solution. This module can be used for many processes in many indus-
tries. It can reduce delays associated with problem resolution, improve team
member participation and synergy, and strengthen team commitment.

Project management A project management module typically includes project
estimating, scheduling, resource planning, time and attendance, project ac-
counting with billing and expense reporting, and project reporting. Depending
on their level of sophistication, this collaborative solution can address specific
projects and industries, such as consulting, construction, architecture, and engi-
neering. A project management module can reduce delays, increase the under-
standing of risks, enforce roles and responsibilities in a timely manner, and
contribute to delivering in time and on budget.

Proposal coordination A proposal module organizes, facilitates, and tracks the
steps for responding to a request for proposals (RFP), request for information
(RFI), request for quotes (RFQ), or other kinds of proposals. It can reduce de-
lays in producing a proposal, improve its quality, and increase the win ratio.
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Clinical study management This module is designed to manage the setup, cap-
ture, and review of all trial-related information involved in a clinical study. It
also supports knowledge sharing in a timely fashion and can result in innovative
scientific outcomes.

Contract management This module assists in managing the full lifecycle of con-
tracts, from creation through negotiation to maintenance. The collaborative
contract module, similar to the proposal module, can reduce delays every step of
the way and improve the win ratio.

Recruiting management ~ This module helps manage resumes, interviews, hiring
policies, and information. It can automate the full-cycle hiring process from the
receipt of a resume, phone screening, and the first and second interviews, to the
reference check, the offer, and final hiring. Again, this module reduces delays in
the process while tracking valuable information and knowledge on candidates.

Help-desk management This module addresses the need of help-desks, call cen-
ters, information technology (IT) departments, and technical support personnel
in reporting and solving problems. It can track a request from the time it is re-
ceived, prioritized, assigned to an expert, resolved, and closed. This module can
keep track of problems and solutions, improve the delay in responding to cus-
tomers’ requests, and ultimately reduce the number of calls.

Sales account management  This module focuses on the needs of the sales teams
in managing their accounts and servicing clients. It can provide information
such as customers’ and prospects’ profiles, inquiries, inventory, delivery status,
and sales leads. This information can be shared among the team members to im-
prove sales productivity and customer satisfaction.

2.2 Selecting the Right Technology

Selecting the collaborative technology is one important step for the success of
Ecollaboration initiatives in an enterprise. Collaborative technology refers to the
collaborative software with its features, functionalities, programs, and database.

Figure 2.2 presents the Partner Capital approach for the selection and
planning of collaborative technology. This approach focuses on business part-
ners and capital management, the drivers for a successful project. Its main objec-
tive is to ensure that the technology selected will improve collaboration between
business partners and increase intellectual and financial capital. There are four
levels in the approach:

1. The strategic level;
2. The business level;
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Focus
Business Partners
Intellectual and Financial Capital

Ecollaboration project definition and justification »
Change management strategy
Actual and target business processes »
Recommendation et deployment plan
Data and programs architecture » Systems

Technological Infrastructure » / Technology \

Figure 2.2 Partner Capital approach.

3. The system level;
4. The technology level.

Selecting collaborative software should be part of the enterprise strategic
plan as an initiative for organizational change and renewal. In some ways, this
project can be compared to the one for selecting an integrated ERP system. It
can involve a very large team of specialists and key users from across the organi-
zation. It can also last for a very long time with no consensus being met among
the participants. Yet it is much different from an ERP project because of the
profound cultural shift it requires.

An organization wishing to conduct an enterprisewide selection project for
a collaborative technology must understand the need to shift to a knowledge phi-
losophy. This shift cannot occur by word of mouth, a disclosure in a manage-
ment communiqué, or sporadic initiatives. As learned in the ERP wave, change
of this magnitude must be carefully planned and orchestrated with the commit-
ment of top management and the active participation of managers at all levels.

Implementing such a cultural change at all levels of the organization can
be a very demanding and ambitious undertaking. People must comprehend the
new orientation, accept, and support it, as well as be willing to realign their tac-
tical plan and day-to-day operations accordingly. This exceeds what is involved
in an ERP project that targets changes in processes. Indeed, it means changing
the way organizations have thought and operated for more than a century.
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In this context, the project must be clearly defined and accepted as part of
the strategy for improving overall organizational productivity. In the case of an
ERP, it meant accepting the streamlining of processes and the integration of sys-
tems and data to reduce costs and increase benefits. However, selecting an ERP
system did not challenge the traditional organizational philosophy built on
command and control, rules, procedures, and a hierarchical structure. Selecting
a collaborative software does. This is why the strategic level in a collaborative
project becomes so important.

It is not surprising at this point in time that conducting an enterprisewide
selection project for a collaborative technology might be difficult, if not risky,
for many organizations. This is especially true for large corporations with many
divisions that may have different cultures, market demands, and business priori-
ties. The level of readiness of these business units might be so different that it
would make an enterprisewide project simply inappropriate.

This is why many organizations narrow down the scope of the project to a
limited number of collaborative initiatives. However, these initiatives should be
representative in terms of collaborative functionalities and features required
enterprisewide. They should also involve a limited number of divisions or busi-
ness units and partners. In any case, the divisions, business units, and partners
should have a spirit of collaboration or a natural tendency toward it so that the
cultural shift can occur. The project should also target critical business processes
that can transition into a virtual environment over a reasonable time period.
The processes should also involve a limited number of participants who demon-
strate collaborative skills and competencies and, even better, already work
together.

The project should have a scope that puts the odds in one’s favor, that is,
one that minimizes the risks and increases the chances for success. On the other
hand, limiting the scope to only one or two collaborative initiatives is not rec-
ommended, because the collaborative requirements gathered may not be repre-
sentative of the enterprise needs. Over time, this may result in the selection of
many collaborative software platforms. Such a multiplicity increases the overall
costs for an enterprise in terms of licenses, maintenance, and training.

Once the project scope is defined, the project manager and the key stake-
holders, including the project sponsor and the business unit managers, lay out
the collaborative scenarios for each initiative. The collaborative scenarios should
provide enough information for estimating the costs and benefits. Finally, the
business cases are consolidated into a justification for the project.

At the same time, a change management strategy is elaborated with the
participation of a change management specialist and a representative of the
human resources group. Its objectives are to support the shift to a knowl-
edge culture and to encourage the implementation of other virtual teams
through the use of the selected collaborative software. Consequently, this
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change management strategy must include a plan to communicate the benefits
of virtual teams and collaborative technology outside the project team. It should
leverage on the initiatives’ success to create a quick-hit impact on the organiza-
tion as a whole. This change management strategy will be further detailed in the
implementation phase.

The business level follows the strategic level. It involves the project man-
ager and the business unit managers. It consists of an overview of the work,
tasks, and people involved in the business processes. The business level should
provide an estimate of the total numbers of users, including the administrators
responsible for managing the collaborative software environments. This infor-
mation is required to establish the number of software licenses to be purchased
or the hosting arrangement to be negotiated. This evaluation is revised at the
time of implementation.

The impacts on the users and their ability to transition to a collaborative
mode must be subsequently assessed. Finally, a plan to migrate into a virtual
environment is developed based on the costs and benefits evaluated at the strate-
gic level and the information gathered on the tasks and the people involved.

The third level concerns the systems architecture. It is assessed with the
participation of an enterprise systems architect. This level can be associated
with the concept of enterprise architecture integration (EAI). The system archi-
tecture or EAI may involve up to three layers, as pictured in Figure 2.3. The
first layer constitutes the highest entry point for a collaborative application and
relates to a portal application. The next layer refers to the collaborative software
with the user and administration functionalities and features. The third layer,
the lower one, consists of the enterprise systems with their business functions
and data. At this point there is no need to specify the name of the programs or
data files involved in the lower level. This is done later at the time of implemen-
tation. However, the interfaces and the data conversion requirements can be

Portal layer
|

Collaborative software layer

Enterprise systems layer

Figure 2.3 Enterprise architecture integration.
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estimated. Once the layers are defined, the target systems architecture is com-
pleted and the elements required at each level are consolidated into a functional
requirements list.

The fourth level addresses the technological components. Its definition
requires the participation of a technological architect. This level is often referred
to as enterprise infrastructure integration (EII). More specifically, it includes the
technological characteristics of the collaborative software and the specifications
for the technological infrastructure. The establishment of those components are
based on the business and systems architecture needs established earlier. This
fourth level is also detailed at the time of implementation.

The requirements gathered at each level are finally consolidated and a list
of supplier characteristics is developed. The requirements are categorized (e.g.,
essential, necessary, nice to have) and each category is assigned a ponderation
factor (e.g., high 10, medium 5, low 1). This information is subsequently assem-
bled into a request for proposal or for a quote. The RFP or RFQ document is
then sent to suppliers who are preselected based on a survey of the current mar-
ket offering.

The proposals or quotes received are analyzed and scored. The finalists are
identified and invited to demonstrate their software. Customers used as refer-
ences may also be contacted and visited. These steps allow the substantiation of
the evaluation of the suppliers and software and the review of scores. Finally, the
collaborative software is selected and the target systems architecture and techno-
logical infrastructure are confirmed.

Let us now give a brief illustration of the application of the Partner Capital
approach using the high-technology organization from Section 1.5. The organi-
zation established internationally decides to launch a project for selecting col-
laborative software. However, an enterprisewide scope is not appropriate or
feasible for many reasons. Some of these reasons include:

 The enterprise is distributed in many countries, with divisions having
different organizational structures, objectives, and priorities.

+ Not all the divisions have the maturity to transition to a knowledge
culture.

» Some divisions have not implemented or are currently implementing
an ERP, B2B, or CRM system. This means that the processes and data
are not integrated. In other words, they could be distributed and dupli-
cated across many systems, even technological architecture. In this con-
text, process reengineering, data cleanup, and conversions could
become an intensive, demanding, and complex task in the collaborative
project. It could also be disruptive for the ongoing ERP, B2B, and
CRM projects.
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The organization targets its North American divisions and business func-
tions to narrow down the scope of the project. It considers the sales and market-
ing operation in one district (the one used for the business case in Section 1.5), a
good candidate based on many aspects. The level of maturity in the three
regions of the district is adequate for a shift to a knowledge culture. The
employees have been working together for many years. The spirit of collabora-
tion is present and the employee turnover is relatively low. The district manager
also possesses the main characteristics to be a good project sponsor. In recent
years, the level of integration of the systems and technology architectures has
been improved with the implementation of ERP, B2B, and CRM systems. The
sales and marketing team is familiar and understands the benefits of change
management, since they have been involved in those previous enterprise proj-
ects. Moreover, there is an interest and willingness to embark in such an innova-
tive project. So the choice of district sales and marketing group is confirmed. It
will drive the collaborative technology selection project and become the pilot
site for implementation.

Four collaborative initiatives are defined as part of the project. These ini-
tiatives are representative of the enterprise collaborative needs and include most
of the functionalities and features offered by the best-of-breed collaborative soft-
ware. These initiatives and associated critical business processes are listed below:

* The first one is a focus virtual team for the process of Sales and market-
ing coordination, the one used in the business case example. It involves a
total of 22 sales directors and managers.

¢ The second initiative is a learning virtual team for ongoing 77aining on
various topics, such as products, customer relationship management,
sales management, ethics, and legal requirements. The participation
would be on a rotation basis and limited to a maximum of 20 people
each quarter.

* The third team is a hybrid team composed of some 15 salespeople
dedicated to Market research and the identification of new product
opportunities.

* The fourth team is a focus team responsible for the Management of
requests for information, proposals, and quotes for the district. This team
is composed of 10 to 15 participants, depending on the clients and vol-
ume of requests.

The business case is developed for each initiative and consolidated into a
final justification for the collaborative project. The change management strategy
defined at this stage involves an impact analysis, a communication plan, and a
training plan in intellectual capital and collaboration.
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Now that the strategic aspects are being covered, the work and team
aspects of each critical business process can be looked at. For example, the tasks
associated with the business process Sales and marketing coordination are:

+ Review of current opportunities;

¢ Definition of new opportunities;

* Review of lost opportunities and sales;
¢ Sharing of customer information;

¢ Organization of sales and marketing events.

In terms of users, there would be an overlap between the teams dedicated to
each process. In other words, some users will be involved in more than one team
at a time. Consequently, the total of number of users is estimated at 60, includ-
ing 58 users and 2 system administrators. All of the users have an excellent com-
prehension of the tasks and data involved in the processes. They are also
computer literate and could transition quite easily into a collaborative
environment.

Based on the costs, benefits, and evaluation of the tasks and participants
for each initiative, the recommended deployment plan consists of two phases:
(1) Sales and marketing coordination and Customer requests, and (2) Training and
Research and development.

The next step is the systems level or EAL It has been decided that the col-
laborative environment would not be integrated into the organization portal at
the time of implementation. Nonetheless, the collaborative software selected
would need to be compatible with the portal technology in place.

The second layer consists of the collaborative requirements to support
business processes and tasks. As an example, the collaborative functionalities and
features for the task Sharing of customer information include the following:

* Inclusion of the task in a summary page;

* Group and personal calendars for organizing meetings on customer
information;

e Chats to discuss customer information;

* Dedicated workspace for the work;

* Discussion forums to share tacit customer knowledge;
¢ E-mail notifications for important notices;

« File systems for explicit information such as customer contacts, actual
products, licenses, and renewal dates;

¢ Search engine to find tacit and explicit customer information;

¢ Availability of the collaborative environment 24 hours a day, 7 days a
weeks;
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¢ Collaborative environment secured and backed up;
* Activity logs to monitor who accesses the information;
¢ Archiving on demand;

¢ Teleconferencing to discuss special or critical customer situations.

The enterprise systems are identified at the third layer. The needs for
interfaces and data conversions required are drafted. Finally, the target systems
architecture is completed. For example, the systems architecture for the task
Sharing customer information would involve the collaborative application itself,
the sales module in the ERP system, the CRM system, and some legacy systems.
In other words, generating and managing tacit information would take place in
the collaborative environment. Generating and managing explicit information
would remain in the enterprise systems and interfaced to the collaborative envi-
ronment. There would be no data converted.

The fourth level, or EIl, includes technological characteristics, namely,
Web conferencing, wireless access, accessibility options, security features, and
ODBC and LDAP support. It also involves a technological landscape corre-
sponding to the one presented in Figure 2.1, where the collaborative application
resides on the same server as the enterprise systems.

The requirements are finally consolidated into grids and the request for
quotation is assembled. Figure 2.4 presents an example of the table of contents
for the RFQ that would be sent to the preselected suppliers.

2.3 Integration Issues

This section presents an overview of the concept integration and the associated
issues that may be faced when selecting and planning a collaboration tech-
nology. There are four types of integration based on the level Partner Capital

approach:
1. Strategic integration;
2. Business integration;
3. Systems integration;
4. Technological integration.

Situations or points corresponding to each type must be considered to
ensure the robustness of the collaborative structure.

The first point of integration in a collaborative project occurs at the strate-
gic level. As mentioned earlier, it is very important that the project be integrated
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1. INTRODUCTION

1.1 Objective of the document

1.2 Project definition, scope and deployment plan
1.3 Response format, deadline and contact person

2. COMPANY INFORMATION

2.1 Organizational structure and divisions involved
2.2 Current systems architecture
23 Current technological infrastructure

3. COLLABORATIVE REQUIREMENTS

3.1 Supplier characteristics

3.2 Technological characteristics

33 User functionalities and features

3.4 Administrative functionalities and features
35 Target systems architecture

3.6 Target technological infrastructure

APPENDIX 1 - REQUIREMENTS — RESPONSE GRIDS

Figure 24 Sample RFQ table of contents.

into the strategic plan of the organization. Moreover, it must be endorsed by
senior management and supported by a well-defined change strategy plan. One
other strategic integration issue concerns keeping senior management focused
and committed to the project from the beginning to the end. Failure to do so
jeopardizes the project and the anticipated benefits for the organization.

Another strategy point of integration relates to the stage of evolution of the
organization. Ideally, the project should respect the technology evolution map
pictured in figure 1.1 of section 1.1. It should come after the ERP, B2B, CRM,
business intelligence, and knowledge management projects are completed and
the best lessons learned are assimilated. Ultimately, following the evolution map
ensures that the organization is mature enough to get into a project that calls for
a shift in culture. It also offers a more integrated system architecture and techno-
logical infrastructure from the start. There are situations that do not meet these
criteria, however, a selection of a collaborative software could be justified. In this
context, risks analysis becomes very important and should be integrated as part
of the strategic planning activities.

Take the case of two organizations merging together, one having an ERP
system in place and the other in the process of implementing one. The project of
selecting and implementing a collaborative software fits into the strategic plan as
a means to create and sustain the synergy of the two organizations. In other
words, the objective of selecting and implementing a collaborative technology is
to ease the acquisition and not to integrate the business, systems, and techno-
logical architectures. Integration issues are bound to occur at the other levels.
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Let us explore these issues using practical examples from the organization and
collaborative project scope of Section 2.2.

Business integration issues arise when a business process or a task is
duplicated or distributed in many collaborative environments, such as those in
Figure 2.5. In this case, the tasks Share customer information and Review lost
opportunities and sales exist in the collaborative process Sales and marketing coor-
dination as well as in Proposals management.

In the collaborative process Sales and marketing coordination, the task
Share customer information involves every customer independently of requests
for proposals, information, or quotes. On the other hand, the collaborative
process Proposals management restricts the task Share customer information to
customer information associated with requests for proposals, information, and
quotes. This means that some customer information can be duplicated and dis-
tributed in the two collaborative environments. This is also the case for the task
Review lost opportunities and sales. These situations can impact the quality of the
information, generate misinformation, and create confusion for the participants
in the collaborative processes.

Figure 2.6 proposes an integrated view of the collaborative business
processes. In this case, the tasks Share customer information and Review lost
opportunities and sales are removed from the Proposals management process and
performed solely within the Sales and marketing coordination process.

While the processes and tasks may be integrated at the business level, there
may be integration issues at the enterprise systems (EAI) and technological

Sales and marketing coordination
I
. ) i Reviewlost i i | Organize sales
Review current Define new i tuniti Share customer : d et
opportunities opportunities | £ opportunities nformation anc marketing
i and sales events
Proposals management
I
Analyze Prepare and hare customer : | Follow up iy I(?S.t
. I opportunities
requests track proposals| : information i | with customer
E and sales

Figure 25 Collaborative business integration issues.
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Sales and marketing coordination

Review current Define new Rewe\:v Iq:t Share customer Or?janlzeksiles
opportunities opportunities opportunities information and marketing
and sales events

Proposals management

Analyze Prepare and Follow up
requests track proposals with customer

Figure 2.6 Integrated collaborative business processes.

infrastructure (EII) levels. Figure 2.7 presents an example in relation to the Pro-
posals management process. In this case, the system functions associated with the
Prepare and track proposals task are distributed among many systems and techno-
logical platforms, depending on the type of accounts.

For the medium accounts, the system functions associated with the pro-
posal is achieved in the ERP system using a specific set of rules and master data.

Proposals management
|
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requests track proposals with customer
— 7\
— / \
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Figure 2.7 Systems and technology integration issues.
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For the large accounts, the functions take place in the CRM system. Each sys-
tem has its own technological characteristics and technological platform. To
resolve these integration issues, the collaborative technology can be linked to the
integrated enterprise systems using an API or Web services.

An API is defined as a set of instructions or rules that enable two operating
systems or software applications to communicate or interface together. It is a
one-to-one service. On the other hand, Web services offer the possibility of
openly working with other businesses, systems, and programs through publicly
available open APIs.

A Web service is an alternative to standards such as Corba, DCOM, and
RML. It uses standard protocols such as HT'TP, SMTP, and XML. Web services
are more open and can store, access, organize, manage, and share files and docu-
ments from any location. Some collaborative software manufacturers are using
Web services to link their collaborative environment with popular ERP and
CRM applications.

For small accounts, the functions can occur in either or both legacy sys-
tems. This situation impairs the quality of information. As mentioned earlier,
integrating systems and data can be an intensive and complex task. It can be a
project in itself and can sometimes justify postponing the collaborative initiative
until the issue is resolved. One alternative is to make the best of the situation
and decide which enterprise systems, functions, and data to use every time there
is an integration issue. This can be achieved manually, that is, case-by-case.

Another solution is to use an API or a Web service based on predefined
rules to interface the collaborative software with the legacy systems. This does
not make the integration problems disappear, but it does not stop the collabora-
tive initiative. In any case, the enterprise functions and data should not be dupli-
cated in the collaborative environment, because it would worsen the integration
issue. For the same reasons, the data should not be converted in the collaborative
environment.

Managing calendars can constitute another integration issue. In the task
Sharing customer information, the personal calendars in the collaborative envi-
ronment are used to organize meetings. Each participant also has a calendar in
the Microsoft Outlook environment. Fortunately, many collaborative software
applications have accounted for this integration issue and offer an interface that
synchronizes calendars between applications and technological platforms.

The integration issue for e-mail directories is similar to the one for calen-
dars. Many collaborative software programs have taken care of this issue by
using LDAP for synchronizing e-mail directories’ information between applica-
tions and technological platforms.

Along the same lines, many collaborative manufacturers have adapted
their software to be compatible with popular portal technologies. The same is
true for the collaborative software linking to 2-D, 3-D, and CAD technologies.
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They have also integrated on-line meeting and teleconferencing facilities into
their collaborative solution.

The project manager, systems architect, and technology architect are
responsible for documenting the integration points and issues. This
documentation will support the final evaluation of the collaborative
technologies. It will also be used at the time of implementation to develop a
detailed plan and conduct the analysis and design of the organization, the work,
the team, and the technology components.
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3.1 The Virtual Challenge—Building Trust

One of the best lessons learned in enterprise technology projects is that technol-
ogy is not an end in itself. Focusing only on technology has proven to be just not
enough for achieving success. The ERP, B2B, CRM, and knowledge manage-
ment waves have testified to this. The lessons learned definitely apply to virtual
teams and collaborative technology. Moreover, Ecollaboration requires a transi-
tion from an industrial to a knowledge mindset. This section explains the Ecol-
laboration paradigm and the underlying ecosystem required for knowledge
sharing, collaboration, and trust to emerge.

Organizations are using many strategies to shift to the knowledge culture.
They involve the employees at the start of projects. They promote cooperation
and teamwork. They provide training and development. They develop and
publish policies and procedures in concert with the parties impacted. They
offer incentive programs for participating in technologies and business program
implementations. They plan and deploy change management activities. They
integrate knowledge transfer and sharing in performance management and
rewards programs. They introduce the concepts of key performance indicators,
balanced scorecard, and intellectual capital in strategic planning. They even
create new positions such as knowledge champions and chief knowledge
officer.

All those strategies are founded on good intentions, but they are not
always producing the expected results. As a matter of fact, the feeling “knowl-
edge is power” and the thinking “every man for himself” are still strong in
organizations today. The financial focus is omnipresent and remains a top prior-
ity in day-to-day operations. Knowledge sharing, business partnering, and

61
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collaboration are great words to use in speeches, but they basically remain on the
lips of the speakers. In this context, employees have not changed their behavior
very much. They remain preoccupied by their personal status. They are screen-
ing, keeping, and protecting information as a way to remain valuable and to
protect their employment and position within the organization. They might be
referred to as knowledge workers, yet they and their organizations have not
really made the transition to the knowledge culture. By definition, they are not
collaborating, that is, working jointly toward common goals and rewards. They
are simply cooperating, that is, doing concurrent effort in the pursuit of congru-
ent goals for a personal compensation.

One important condition for shifting to the knowledge culture is to break
down the barriers to collaboration. Collaboration can only happen over time
because it requires that the participants have developed trusting relationships.
Indeed, collaborating that includes creating and sharing knowledge to attain a
common goal are intangible activities that can neither be supervised nor forced
out of people. Building trusting relationships can be difficult in traditional
face-to-face teams. Needless to say, it represents a greater challenge in the virtual
context.

But what is trust? The definition of trust from Zand, as quoted by W. G.
Hugli [1], makes a clear statement on the collaborative aspect as “a willingness
to increase your vulnerability to another person whose behavior you cannot con-
trol, in a situation in which your potential benefit is much less than your poten-
tial loss if the other person abuses your vulnerability.” In other words, trust can
exist when the people involved in a relationship are working in good faith, and
with respect to their explicit and implicit commitments are being honest and do
not take advantage of others.

How familiar are you with collaborative teamwork? To answer this ques-
tion, let us take the key words on trust out of the previous statements and reflect
on them: control, good faith, respect, honest, abuse, vulnerability, commitment, and
take advantage. Which words would you associate with each of your team expe-
riences? How many of those experiences have you attached positive key words
to? How many include all the positive key words? Finally, would it be simpler to
ask how many team experiences you truly enjoyed and would be willing to live
again? If it would be simpler to ask the last question, then probably most of your
team experiences have been based on cooperation and not collaboration. Trust
might have been existent but not predominant.

You might be thinking now that it takes more than trust for successful
teamwork. You are right, because trust is built on many constructs, including
the positive key words from above: good faith, respect, honesty and commitment, as
well as competence, expertness, dynamism, encouragement, acceptance, integrity,
predictability, transparency, goodwill, benevolence, responsiveness, morality,

credibility, reliability, dependability, reciprocity, openness, generosity, carefulness,
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trustworthiness, and attraction. The same constructs apply to virtual teams, with
the technology dimension adding to the challenge.

The Ecollaboration paradigm derived from my experience addresses trust
in the context of virtual teams. There are four domains in the Ecollaboration
paradigm as pictured in Figure 3.1. They are (1) Work, (2) Team, (3) Organiza-
tion, and (4) Technology. The domains are surrounded by trust, and perform-
ance is located at their intersection.

The Work domain refers to:

 The dimensions of the work in terms of complexity, difficulty, and level
of uncertainty;

¢ The content of the tasks;

¢ The roles and responsibilities involved in doing the work;

* The processes, workflow, and deliverables;

 The templates and tools used to do the work;

* The work plan.

The Team domain includes:

e The values;

* The participants with their skills and competencies;
¢ The training and development of the participants;
 The templates and tools to facilitate the team efforts;

¢ The facilitation plan.

Figure 3.1 Ecollaboration paradigm.
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The Organization domain involves:

¢ The organizational context;

¢ The culture and leadership style;
 The critical success factors;

* The performance indicators;

¢ The reporting process;

* The evaluation program;

 The reward and compensation program.

The Technology domain is comprised of:

» The functional and technological characteristics of the collaborative
technology;

* The technological design, including the collaborative software configu-
ration and technological infrastructure.

The many virtual teams I have participated in have led me to compare the
Ecollaboration paradigm to an ecosystem. In this ecosystem, trust affects the
domains and the domains influence trust. The synergy between the constructs
of trust and the elements of the domains acts as a catalyst for collaboration that
in turn fuels virtual team performance. However, this synergy does not happen
by magic. First, the elements of the domains must all be accounted for and well
positioned to solidify the trust structure. Secondly, the team members must
understand and believe in the value of the virtual ecosystem and the robustness
of the trust structure. To do so, efficient and effective communication must be
planned and integrated into the change management strategy. This communica-
tion will become the foundation of trust in the virtual team.

Figure 3.2 shows a detailed view of the Ecollaboration ecosystem. It speci-
fies the elements at the domain intersections and presents the trust constructs in
the background.

The intersection between the Team and Organization domains includes:

* Culture and leadership style of the organization;

¢ Training and development of the participants.

This intersection solidifies the trust structure by transferring the new cul-
ture to the virtual team based on knowledge and a leadership style grounded on
principles and guidelines. It also recognizes the commitment of the organization
to providing training and development to the virtual team participants. The
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Team domain Work domain
1. Values 13. Dimension
2. Participants skills and competences 14. Content of the tasks
3. Training and development 15. Roles and responsibilities
4. Facilitation templates and tools 16. Processes, workflow and deliverables
5. Facilitation plan 17. Tasks templates and tools
18. Work plan
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Figure 3.2 Ecollaboration paradigm—ecosystem view.

objective of the training and development program is to complement the par-
ticipant skills and competencies required to do the work with a comprehension
of the virtual challenges. It should include the concepts of intellectual capital,
knowledge culture, Ecollaboration paradigm, and ecosystem. It must also inte-
grate hands-on training on the collaborative technology. Training and develop-
ment activities should start at the launching session and be ongoing.

The intersection of the Team and Work domains embodies the following
elements:

o Team values;
* Work dimensions;

» Skills and competencies;
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* Roles and competencies;

* Facilitation templates and tools;
* Facilitation plan;

* Work plan.

This intersection solidifies the trust structure by ensuring that the team
and the work are aligned. It maps the team values with the work dimensions in
relation to the level of complexity, the difficulty, and uncertainty. It matches the
skills and competencies of the participants with the roles and responsibilities of
the work. The intersection also ties the plan, templates, and tools to facilitate the
team with the work plan.

At the intersection of the Work and Technology domains, the elements are:

o Content of the tasks;
» Processes, workflow, and deliverables;
* Task templates and tools.

The trust structure is strengthened at this intersection with those three ele-
ments being tied together. In other words, the collaborative technology is con-
figured to support the work processes, workflow, and deliverables. It also
integrates the templates and tools to achieve the tasks with respect to the con-
tent. Finally, the technology infrastructure is designed to support the collabora-
tive environment.

The Technology and Organization domains’ intersection involves the fol-
lowing elements:

+ Collaboration technology;

¢ Technology infrastructure.

This intersection constitutes one important pillar of the trust structure. As
a matter of fact, the organization must ensure the adequacy of the collaborative
technology and the technological infrastructure supporting it.

Finally, at the intersection of the four domains are the elements related to
the virtual performance:

* Organizational context;
e Critical success factors;
e Performance indicators;
* Reporting process;

* Evaluation program;
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* Reward and compensation program.

These elements are coupled and form the backbone of the trust structure.
They help in monitoring and measuring the virtual team performance. First, the
organizational context, the critical success factors and the performance indica-
tors are interrelated and specifically defined with respect to the particularities of
the virtual teaming initiative. Finally, the reporting process, the evaluation pro-
gram, and the reward and compensation plan are aligned to ensure performance
management efficiency and effectiveness.

The many constructs of trust can develop once the trust structure is stable
and secure, with all of the elements in the right place. In other words, the team
members can behave “constructively” when they will feel that the environment
is safe. In turn, the safer the environment gets, the more constructively they will
behave. However, the notions of ecosystem and trust constructs can be per-
ceived as philosophical concepts and received with skepticism and resistance.
This is why training and development are so important.

As mentioned earlier, the change management strategy must address those
concepts and articulate them in a communication plan. The communication
plan should be developed based on the analysis of the participant skills and com-
petencies in relation to the virtual teaming concepts and the capacity to change.
It is imperative to recognize that people may not be ready to receive a talk about
Ecollaboration ecosystem, trust constructs, and structure in those terms. There-
fore, the language and the messages should be adapted to the target populations
and the situation.

Building trust takes time. Overnight change must not be anticipated.
Expectations must be realistically managed and patience exercised. While com-
munication on task is essential for establishing trust in a virtual team, social
communication complements it. Therefore, combining communication on task
with social communication into a training and development strategy becomes a
powerful avenue. Section 3.4 discusses in more detail the strategies for facilitat-
ing virtual teams, building trust, and achieving performance.

3.2 Group Dynamics

Another element coming into play in building and sustaining trust in virtual
teams is group dynamics. This chapter looks at some theories and models of
group development for traditional and virtual teams. It also proposes a model,
the Virtual Star Team Model, derived from my experience.

Back in the 1950s, Wilfred Bion conducted many studies on group
processes inspired by his psychoanalytic work in a military psychiatric hospital.
His efforts were directed at developing a group-as-a-whole model. Bion [2]
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claimed that the behavior in a group is the product of more than the contribu-
tion of the individual members. His observations were that the members tend to
act as if the group is an entity in itself and that they are responsible for its sur-
vival. He concluded that the work group emerges over time in a rational and
cohesive way and that it contains the authentic interaction and positive direc-
tion needed to accomplish its task.

He defined three patterns or methods for ensuring the survival of the
group: (1) dependency, (2) pairing, and (3) fight or flight. These patterns are
also referred to as basic assumption behaviors. The basic assumption behaviors
can be perceived as dysfunctional because they are based on the belief that every-
thing the members do is to stay alive. These behaviors happen as a way to deal
with stress and conflict, to respond to perceived threats, and to avoid the task at
hand.

Dependency is characterized by an emotional state close to despair, where
the members seek the safety and security of the leaders. Under this behavior,
the leader is treated as omnipotent and omniscient and is responsible for
taking care of the team members. The pairing behavior corresponds to an
emotional state where the members believe that the development of creative
relationships will solve all the problems. On the other hand, a fight or flight
behavior creates anger and panic, with the members attempting to protect
themselves by fighting or fleeing from authority figures. Bion suggested that
most groups have a tendency to fall into one of the basic assumptions more
readily than others, but can finally accomplish the task for which they are gath-
ered together.

In 1965, Bruce Tuckman [3] proposed a model in four sequential stages to
which he added a fifth one in 1975. To this day, his theory remains a popular
reference for explaining team development and behavior. The five stages of his
model are (1) forming, (2) storming, (3) norming, (4) performing, and (5)
adjourning.

Stage 1, forming, deals with why the members are in the group, who they
are and what the group will be like. At this stage, the team members have a high
dependence on the leader’s guidance and direction, yet they test the leader’s tol-
erance and that of the system. The leader must then be ready to explain and
answer many questions on the purpose, processes, and objectives of the team.
The leader must also provide information on the external relationships and try
to clarify the roles and responsibilities. In Stage 1, the leader directs.

Stage 2, storming, starts when conflicts arise as team members resist the
influence of the others. It is characterized by power struggles, discussions on
rules, leadership, and the ability to complete the task. At this point, the group
has difficulty making decisions. The members must focus on the goals of the
team, avoid emotional issues, and look for compromises. At this stage, the leader
acts as a coach.
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Stage 3, norming, concerns the establishment of codes, rules, roles, and
responsibilities. At this point, the members can agree and reach consensus. Com-
mitment and unity get stronger and the team can engage more easily in social
activities. The team as a whole responds better and demonstrates greater respect
for the leader. The leader can more effectively facilitate and enable the team.

Stage 4, performing, focuses on getting the work done as a group. During
this period, the team is concentrated on doing the work. The members share a
vision and clearly know what they should be and are doing. They are autono-
mous and progress without the interference and participation of the leader.
Moreover, they can look toward overachieving the goals and can make decisions
against the criteria previously agreed on with the leader. Disagreements can
arise, yet the members positively resolve them. The leader needs only to delegate
and oversee the work.

The last stage, adjourning, corresponds to saying goodbye and reassessing
the experience in terms of lessons learned. It constitutes the break-up of the
team. Adjourning comes with recognition for all the members.

Edgar Schein [4], a social psychologist, discussed the four stages of group
dynamics. Those stages correspond to specific issues taking priority in groups at
particular times. The four issues are (1) dependency and authority; (2) intimacy;
(3) confrontation, creativity, and stability; and (4) survival and growth.

The dependency and authority issues deal with who will lead, who has
power, who will follow, and what are the rules. The intimacy issues concern role
definitions and peer relationships. This stage is marked by a distorted perception
of harmony and friendships in the group based on an unrealistic assessment
about how good the members are and how much they like each other. The con-
[frontation, creativity, and stability issues correspond to the need to be creative and
to succeed. It also deals with a difficulty in letting go of old solutions. Finally, the
survival and growth issues focus on purpose and achievement as a team.

Connie Gersick [5], a social scientist, introduced a punctuated equilib-
rium model of group development. This model postulates that groups develop
and change in a discontinuous stepwise manner, with periods of inertia punctu-
ated by periods of change. Her studies suggest that groups work in the same
temporal pattern independently of the structure, tasks, or deadline. She claims
that internal group processes focus primarily on project time frame with seg-
ments and transition points.

The first transition point occurs when the first meeting is held. One long
period follows with a discussion on the strategies and approaches to accomplish
the work. Next is the midpoint, where the group sets the direction for the sec-
ond long work period. This midpoint transition consists in reviewing the strate-
gies and approaches. The second long period of work is concerned with
achieving the tasks. The last point of transition refers to the completion period,
where the work is completed and the team adjourns.
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As for traditional teams, virtual teams require members to have adaptive
and creative behaviors. Because they interact through collaborative technologies,
virtual teams need a group dynamics model that takes into account the com-
plexities of the work environment.

Duarte and Snyder [6] have developed a model in four stages to describe
virtual team dynamics: (1) inception, (2) problem solving, (3) conflict resolu-
tion, and (4) execution. The model takes into account the task and the social
aspects of group dynamics and integrates factors of influence.

The first stage, inception, coincidences with the development of prelimi-
nary plans and the definition of objectives, initial roles, and responsibilities. It
involves encouraging the inclusion of all members and the generation of ideas
and brainstorming. The next stage, problem solving, deals with the clarification
of members’ expertise and the revision and clarification of the roles and respon-
sibilities. At this stage, the status and positioning of the members in the team are
defined. Problems also get identified and resolved. The third stage, conflict reso-
lution, involves discussions of divergent points of view, interests, and interper-
sonal relationship issues. It is characterized by power struggles over the
allocation of resources, differences between members, and discussions of poten-
tial solutions. Finally, the execution stage focuses on achieving the tasks with an
equitable and effective participation of the members. Organizational and other
barriers to performance are addressed. Interaction and communication processes
are driven positively to ensure work completion.

Duarte and Snyder identify three factors that affect the virtual team
dynamics: (1) time, (2) environmental influences, and (3) team composition. In
relation to the time factor, they refer to the work of Gersick and, more specifi-
cally, to the concept of transition points. They have identified four transition
points or events in virtual teams. The first event corresponds to the abandon-
ment of plans and agendas. The second coincides with the feeling of urgency to
finish on time. The third one relates to the renewal of the contract between the
team members, the organizational environment, the sponsor, and the senior
management. The final transition point is specific to the new agreements on the
direction agreed on for finishing the work.

They also define the influences of the environment from three angles: (1)
the level of organizational embeddedness, that is, how rooted the team is in the
organizational setting, (2) the nature of the work, and (3) the impact of the
technology.

They find that the organizational structure, processes, communication,
and reward and compensation system support and nurture the activities when
the virtual team is highly embedded in the organization. On the other hand,
when the team is not highly embedded, it may have difficulty getting informa-
tion, acquiring resources, and gaining the support of management. In relation to
the nature of the work, their findings are not surprising; that is, complex tasks
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typically generate more situations of conflicts and disagreement than simple and
repeatable ones. The impacts of technology depend on how complex the tech-
nology is, how the technology fits the tasks, how comfortable the members are
in using it, and how they are using it.

Finally, the team composition can influence the dynamics in terms of cul-
ture differences, functional background, and team size. Indeed, the dynamics of
the team are influenced by the culture of each one of the members, their experi-
ence in cross-cultural teams, and understanding and perceptions of the culture
of their peers. The functional background is much like a culture. People with
different backgrounds may act and think differently. An engineer will look at an
issue differently than a marketing or human resource specialist. Cultures will be
explored in more detail in Section 3.3.

The size of the team is the other component that may affect group dynam-
ics. A large team may typically involve many cultures and functional back-
grounds, so it may be more difficult to orchestrate the work. On the other hand,
a small team may be limited in terms of skills and competencies.

Sahay et al. [7] are the proponents of another model of virtual team
dynamics. They also include the notion of team structure in their studies and,
more specifically, the production structure and the social structure. Their model
has four stages: (1) initiation, (2) exploration, (3) collaboration, and (4) culmi-
nation and dissolution or completion.

The initiation stage involves ambiguity about roles and responsibilities,
shared goals, procedures, and rules. The next stage, exploration, is characterized
by the absence of team identity. The members do not feel united, yet they are
aware of the existence of the others and they can communicate. At the third
stage, collaboration, the members share a scheme of reference and communicate
more effectively. The last stage, culmination and dissolution, is characterized by
the completion of the deliverables, the end of the work, and team closure.

One other interesting model is the one from the business psychologist
Harvey Robbins [8], inspired by Tuckman’s model. This model applies well to

virtual teams, as it integrates many important aspects, namely:

 The external conditions imposed on the group---particularly the col-
laborative technology, distance, time differences, and lack of face-to-
face interactions;

* The structure of the group and the individual member’s profile;
* The group’s size and its composition in term of diversity;

¢ The culture of the individual and the emerging culture of the group;

* The relationship between the organization and the group, that is, a
fluid or distinct membership, depending on the type of project or
tasks.
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The Robbins model includes five stages:

1. Forming and norming;
2. Low performing;

3. Storming;

4. High performing;

5. Adjourning.

Table 3.1 summarizes the main characteristics of each stage.

These models and theories are excellent complements for understanding
virtual team dynamics. Based on my own experience, I suggest another model
that combines the Robbins model, the points of transition from Gersick,
Duarte and Snyder, the Ecollaboration ecosystem presented in Section 3.1, and
the virtual process cycle discussed in Section 1.4. Figure 3.3 presents this inte-
grated model called the Virtual Star Team model.

The successful or star virtual team is at the center of the collaboration and
knowledge sharing process. It is attached to the domains that constitute the pil-
lars of building trust in the team, that is, the task, the work, the organization,
and the technology represented by the rings. The star team members are then
glued together by the trust constructs.

This solid structure provides the virtual team with the strength and
determination to go through the five stages of development borrowed from
Robbins. The first stage corresponds to forming and norming and the second
one to low performing. As in Gersick’s model and the one from Duarte and
Snyder, this integrated model has transition points. The first transition point
occurs after the end of the low-performing stage as the members realize that
they are not progressing in a way to complete the work on time. At this
point, the team gets a sense of urgency and feels pressured and stressed. These
feelings lead into the next stage, storming, where the plan, tasks, roles and
responsibilities, and earlier agreements are reviewed. The next transition point
occurs when new agreements are reached and the team is confident it can
meet the target end date. Then the team accesses the stage of high perform-
ing. The last stage coincides with the completion of the work and the team
adjourning.

In conclusion, successful virtual teams integrate the knowledge sharing
process and the Ecollaboration ecosystem with the trust constructs within
their group dynamics. In turn, the dynamics allow for the development of
a safe and productive work environment, where smart people can get even
smarter.
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Table 3.1
Robbins Model

Stage Characteristics

Forming and Informal and conceptual setting
norming Cautious introduction of participants
Low-risk involvement with avoidance of conflict
Uncertainty about task and process with an attempt to clarify goals and objectives
Establishment of ground rules
Search for direction and guide for actions
Low Informal and socio-emotional setting
performing Difficulty in getting the process and task done
Expression of uneasiness about the context
Acknowledgement that the work is not progressing as expected
Storming Mix of formal, task-oriented, and socio-emotional setting
Conflict mixed with criticisms and power struggle

Expression of feelings and negative feedback about process or progress as task is
temporarily interrupted

Doubt about ability to complete the task as a team
Leadership negotiation with leadership shifting from member to member
Ground rules previously established being questioned
Reorientation of the group toward goals
High Formal and task-oriented setting
performing Full involvement of members with acceptance of other views
Voluntary effort and warm relationships
Creativity and innovation opportunities
Adjourning Informal and socio-emotional setting
Acknowledgement of the results and the contribution of the team members

Reassessment of experience in terms of lessons learned

3.3 Smart People Getting Smarter

This section discusses the requirements for the creation, conversion, and sharing
of knowledge, as well as learning in teams. It looks at the aspects of motivation
and creativity in the collaboration process. It then relates the common defini-
tion of intelligence, that is, the intellectual quotient (IQ), with emotional intelli-
gence (EI). It differentiates tacit and explicit knowledge and their roles in the
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Figure 3.3 Virtual Star Team Model.

knowledge process. Finally, it brings into perspective the characteristics of smart
people and explains their special capability to get smarter as they interact with
others.

Two elements at the intersection of the Team and Work domains (from
Section 3.1) are the participant skills and competencies and the roles and responsi-
bilities. These elements support the development of trust constructs within the
Ecollaboration ecosystem. They also represent one important requirement for
creating, converting, and sharing knowledge. They can also influence the level
of motivation and creativity in the group.

Skills and competencies refer to the professional background, the
hands-on experience, and the expertise required to achieve specific tasks. In the
context of teams, they also involve social attributes including interpersonal abili-
ties, a sense of community, and mentoring or coaching capabilities, necessary for
learning to occur. Roles and responsibilities typically concern the work that
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should be done, who should do it, and what it involves. The notions of roles and
responsibilities also have a social dimension in teams. Every member has a par-
ticipatory role with responsibilities to facilitate the team in de-livering the work,
to support and coach the others, and to create a safe and pleasant environment
where all can grow and learn. Moreover, each member has an active part in
motivating and encouraging collaboration within the group.

Skills and competencies can be related to IQ and EI. IQ is perceived as a
genetic gift and something that cannot be changed much by experience or edu-
cation. Many people believe that it is the condition for success, yet it would
only contribute to about 20% to the factors involved in a successful life. This
can explain the growing importance of EI. EI includes self-control, persistence,
and the ability to self-motivate, control impulses, and empathize. Contrary to
IQ, EI can develop with time and through life experiences. Finally, smartness
can be defined as the joint product of IQ and EI. Being smart involves under-
standing oneself and our peers in terms of professional and personal abilities,
motives, emotions, and habits. It also means being able to put all this knowl-
edge together to get along with others, improve relationships, and conduct life
and work activities in the most satisfying way.

IQ and EI influence our ability to learn and to share knowledge, as well as
to motivate others and ourselves. Going back to the seven types of knowledge
presented in Section 1.2, IQ basically deals with:

 The know-what, associated with knowledge and facts;

* The know-why, referring to knowledge about the natural world, soci-
ety, culture, and human mind;

+ The know-who, concerned about the people who know what and who
can do what;

* The know-where, involving the information of where the knowledge
resides;

» The know-when, concerned with the timing for getting and using
knowledge;

 The know-how, related to skills and competencies and the ability to do
things in a practical way.

EI is more concerned with the know-how-to-be or social skills, including
the abilities to interact, motivate, and work with others.

Along the same line of thought, IQ can also be associated with explicit
knowledge and EI with tacit knowledge. By definition, explicit knowledge is
easily expressed and can be formalized and shared in simple ways, through, for
example, experience, facts, observation, and learning. On the other hand, tacit
knowledge is not easily expressed and is highly personal. It can be difficult to
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formalize, express, and share. It is often associated with subjective knowledge,
such as insights, intuitions, and emotions. Tacit knowledge can be acquired
through experience without words or language. It has two dimensions: (1) a
technical dimension referring to skills and know-how and (2) a cognitive
dimension represented by mental models and perceptions.

Based on the notions of tacit and explicit knowledge, Ikujiro Nonaka and
Hirotaka Takeuchi [9] describe four types of interactions for knowledge creation:
(1) socialization, (2) externalization, (3) combination, and (4) internalization.

Socialization refers to the interaction from tacit to tacit knowledge. It
involves more than transfer knowledge. It relies on social activities where experi-
ences, technical skills, mental models acquired through apprentice-master rela-
tionships, on-the-job training, imitation, observation, and practice are shared
and result in more knowledge being created.

Externalization deals with tacit to explicit knowledge. It is described as a
process where tacit concepts are expressed through the use of metaphors,
hypothesis, analogies, and models. In other words, externalization translates the
tacit knowledge into tangible words so that they are more easily accessible and
reusable.

Combination, or explicit to explicit knowledge, is straightforward in the
sense that it consolidates concepts into a knowledge system. The explicit knowl-
edge is combined, exchanged, sorted, published, documented, classified, and
categorized. This type of interaction is very useful for training and education.

Finally, internalization is associated with explicit to tacit knowledge. It can
be described as the action of learning by doing. This is supported by knowledge
being exchanged, published, documented, and discussed. Internalization is par-
ticularly helpful in providing quick answers and solutions to problems.

The studies of William Glasser [10], an educational psychologist, are also
interesting in understanding how knowledge, both explicit and tacit, is shared
and assimilated. The percentages in Table 3.2 represent the average amount of
retention or learning that adults maintain from a given activity.

Table 3.2
Average Retention of Knowledge in Adults
Reading 10%
Hearing 20%
Seeing 30%
Hearing and seeing 50%
Discussing 70%
Experiencing 80%
Teaching 95%
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For his part, Chris Argyris [11] goes beyond the tacit and explicit interpre-
tation of knowledge creation. He proposes three types of learning: (1) single
loop learning, (2) double loop learning, and (3) transformational learning.

Single loop, also called incremental learning, occurs when new skills and
capabilities are acquired through incremental improvement without examining
or questioning underlying beliefs and assumptions. In single loop learning, the
behaviors are defensive. The focus is to remain in unilateral control, to win, and
to suppress one’s own and others’ negative feelings. Single loop learning also
emphasizes the intellectual and deemphasizes the emotional aspects of the
problem.

Double loop, or reframing learning, deals with the underlying patterns and
behaviors that are questioned and the frame of reference that is challenged.
People involved in double loop learning avoid making assumptions. They
define the purpose or problem with valid information and support free and
informed choice. They share the ownership of the task or problem. They seek
to grow and learn through experience rather than by protecting themselves or
others. They can also take risks in discussing what was previously not
discussable.

Triple loop, or transformational learning, implies that the undiscussed can
be discussed. This type of learning leads to new possibilities and to possible
transformations. Triple loop learning requires a very special environment to
occur, one where there is trust and security. This may explain why single and
double loop learning are more likely to occur in our traditional Western organi-
zations. Triple loop learning offers greater opportunities, as it is not masking
reality with defensive actions but confronts reality to allow for greater and pro-
found change in behaviors.

Peter Senge [12], inspired by the work of Argyris, proposes five compo-
nents or disciplines that influence learning, creativity, and innovation: (1) per-
sonal mastery, (2) mental models, (3) shared vision, (4) team learning, and (5)
system thinking.

Personal mastery refers to continually clarifying and deepening one’s per-
sonal vision. It focuses on energies, personal interests and spirit, patience, and
objectively seeing reality. Personal mastery makes one aware of where one is and
where one wants to be. In turn, it creates a tension that drives changes. Personal
mastery, with its “creative tension,” means more than simply putting time into
one’s work; its goal is to try to achieve what really matters to what one truly
enjoys.

Mental models are associated with assumptions, generalizations, and pic-
tures or images that influence our understanding of the world and how we take
action. They dictate what we decide to accomplish and how. We must first be
ready to examine and question our mental models to improve how we are deal-
ing with others and how we share knowledge and learn.
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The shared vision involves the picture of the future that fosters commit-
ment rather than compliance. It relates to a genuine vision where people excel
and learn because they want to and because they are instructed to. Sharing a
vision means being connected, bound, and tied together by a common aspira-
tion. It gives power and encourages people to care for each other so that the
vision can be realized.

Team learning is based on dialogue and the capacity of team members to
suspend assumptions and enter into genuine thinking together. It integrates
individuals, interrelationships, teams, skills, knowledge, wisdom, theory, and
application to create more learning. Team learning sets the stage for group crea-
tivity and innovation.

Finally, systems thinking combines all the disciplines to help people make a
mind shift from seeing themselves separate from the world to being part of it,
from seeing problems as caused by someone or something else to seeing how
their actions create their problems. It focuses on making people discover how
they create their reality.

So with all this in mind, how do smart people get smarter?

 They are willing to discover and try new things. They are curious and
enthusiastic to learn. They take an active role in the world and their
work. They ask questions and seek answers.

» They look toward achieving their goals. They can shift to and add new
goals. They are willing to adjust their efforts. They use constraints to
their advantage.

* They are not defensive and do act upon fear. They do not have personal
agendas and do not get involved in politics. They engage not in rumor
but humor.

* They can look at subparts while maintaining a collective view. They
demonstrate they can be trusted, that they are loyal and can adapt.

» They make the best of learning opportunities. They do not get angry
with themselves or others. They do not look for people to blame. They
make the best of the worst and do not see themselves as victims. They
accept mistakes as a natural path for learning.

 They use tact. They provide open, frank, and honest feedback for the
benefit of all.

» They demonstrate a good nature, an ability to reconcile people, and to
forgive. They connect to others, think more deeply about different
aspects and perspectives and engage in self-reflection.

* They encourage risk-taking through reflection. They are open and able
to question their behaviors. They can exercise critical self-reflection in a
positive fashion.
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* They have a hold on themselves and can manage their stress and anxiety
in a positive way. They look forward, not backward. They do not
ruminate.

» They encourage their peers to question their behaviors in a positive
way. They are humble and are capable of admitting their mistakes and
changing their opinions and behaviors.

 They are not judgmental. They demonstrate patience and understand-
ing of themselves and others. They accept others and their opinions by
embracing and welcoming differences. They look for extending and
expanding the relationship boundaries.

* They let go of the desire to drive the learning process. They are gener-
ous in sharing their knowledge. They give without any expectations.

* They practice good listening and try to read between the lines, that is,
what is not being said. They are aware and sensitive to the nonverbal
reactions of others and themselves.

* They discourage negative discussions and remain focused on positive
issues. They look for solutions, not problems. They are mood lifters.
They bring hope and optimism to others.

* They endorse a win-win strategy and favor the consensus approach.
They identify barriers to communication and provide interventions to
remove them. They focus on the situation and issue of behavior, not on
the person.

3.4 Dealing with Cultures

Smart people come into teams with different cultures. Professional and corpo-
rate background, experiences, family, languages, nationalities, and religions are
rooted in cultures and can affect the collaboration process. Indeed, cultures
impact how people see the world, work together, solve problems, and reconcile
dilemmas. Following is an overview of different cultures and underlying
behaviors.

Trompenaars and Hampden-Turner [13] have identified five cultural
dimensions of how we relate to other people: (1) universalism versus particular-
ism, (2) individualism versus communitarism, (3) neutral versus emotional, (4)
diffuse versus specific, and (5) achievement versus ascription.

The wuniversalists are more concerned with rules than relationships. They
can readily draw a contract. They look for consistency and uniformity, with all
cases being treated the same way. They are formal in the way they do business
and deal with others. For them, a deal is a deal and there is only one truth, the
one agreed upon in the first place. On the other hand, particularists focus on



80 Building Successful Virtual Teams

relationships more than on rules. They can build informal networks. They treat
cases on an individual basis and can create private understanding and agree-
ments. For them, relationships evolve and so do perspectives. In their context,
contracts can be changed. These changes will not cause doubt in the trustwor-
thiness of the persons involved.

The individualists most frequently use “I” instead of “we.” They can make
decisions fast. They consider that people can work alone and be responsible for
their actions and decisions. They look for high performers and give them free-
dom to act and to take initiatives. They believe in individual incentives and are
not surprised by, and even expect, high job turnover. The communitarians are the
“we” people who look for common goals, group achievements, and joint respon-
sibilities. They look for integrating personality with authority and building
morale and cohesion within a group. They seek low job turnover and mobility.

The neutrals are typically introverted or private people who do not will-
ingly share what they think and feel; yet their body language may be revealing.
They want to avoid warm, expressive, and enthusiastic behaviors because they
associate them with lack of control and inconsistent with high status. They are
the ones sticking to agendas and asking for time-outs in meetings so they can
put themselves together. On the other side, the emotionals, can be extroverted
and reveal a lot of their thoughts, emotions, and feelings, both verbally and non-
verbally. They can be dramatic and very fluent in their communications. They
dislike social distance and prefer warm and enthusiastic settings.

The specifics are direct to the point, precise, blunt, and definitive. They act
and work on principles, independently of the people they deal with. They prefer
detailed instructions, clear guidelines, and set procedures to ensure compliance.
They consider management as the realization of objectives and standards with
rewards in return. For them, private and business agendas are two separate
things. The diffisses are more evasive and tactful, even opaque individuals. They
perceive management as a process that is continuously improving. They can
attach and deal with private and business issues all together. In that sense, they
look at the overall situation when dealing with peers.

The achievement-oriented individuals like and use titles only when they are
relevant. They respect their superiors in hierarchy based on their performance
and knowledge. They do not consider age or gender as determinants for a job
position. They favor management by objectives (MBO) and pay for perform-
ance. They discuss and challenge decisions with technical and functional refer-
ences. The ascription-oriented people make extensive use of titles, especially to
clarify status. They respect superiors to demonstrate their organizational com-
mitment. For them, age and gender are attached to specific job positions. For
them, direct rewards from managers are more effective than MBO and pay-for-
performance programs. They consider that people with higher authority can dis-
cuss and challenge decisions.
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Trompenaars and Hampden-Turner comment on two other cultural com-
ponents that might influence teamwork and collaboration: (1) time and (2)
internal versus external control.

People have different behaviors with regard to time horizons and orienta-
tion. Some are looking at the past, some others like to focus on the present, and
others are more concerned with the future. Along the same lines, some people
like sequences and others synchronic patterns.

The past-oriented individuals like to talk about history and origins and
usually remember dates of events. They show respect to ancestors and predeces-
sors whom they often mention and refer to. They have a view based on tradition
and history. The present-oriented individuals prefer activities and enjoyments of
the moment. They deal with the here and now and are not the type to postpone
to tomorrow or dwell on the past. They do not object to planning but they do
not enjoy it either. They live the present with intensity. They usually have a con-
temporary view on things. The future-oriented people enjoy talking about
opportunities, potentials, and prospects. They plan, strategize, and make com-
mitments for the future. They have an interest and belief in young newcomers
and look at the past and present to get advantage in the future.

The sequential people do one thing at the time. They can size and measure
time. They also use it to pace themselves. They respect schedules and are known
to be on time. They like to follow plans. They can even manage their relation-
ships and the time they allow for connecting with others based on their estab-
lished schedule. On the other hand, the synchronic individuals can do many
activities and tasks at a time. They go by approximation and manage schedules
and agendas with flexibility. They do not regulate the time they spend with peo-
ple according to a predefined schedule. They tend to go with the flow of things.

The internally oriented individuals can have attitudes that are dominating,
and even aggressive. They typically interpret conflicts and resistance as signs of
convictions and determination. They tend to be focused on themselves, their
groups, and organizations. They do not appreciate when the environment is
changeable, as they feel things can get out of control. The externally oriented
people are more flexible and focus on others. They look for harmony and are
sensitive. They can compromise more easily. They do not resent shifts, cycles,
and changes.

Schein [14] talks about three other types of culture: (1) operator culture,
(2) engineering culture, and (3) executive culture.

The operator culture is based on human interaction. It promotes commu-
nication, trust, and teamwork as essential elements for achieving work. Further-
more, it acknowledges that events can be unpredictable. Rules and hierarchy can
also become unproductive, and even limiting. In those conditions, the operators
or team members must be prepared to change the rules and work together to
solve problems.
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The engineering culture relates to the groups responsible for the basic
design elements of technology being used in an organization. Depending on the
industries, the groups may include engineers, architects, information technology
specialists, biologists, or chemists. This culture is oriented more toward abstract
and impersonal concepts than on human interaction. Indeed, the engineering
culture tends to think of people as impersonal resources and sources of problems
rather than contributors of solutions.

The executive culture focuses on corporate tacit assumptions. It is con-
cerned with control, financial results, stockholders, and market position. It con-
centrates on survival and growth with litde time left for interpersonal
relationships. The executive culture looks at people as human resources, as a cost
more than a capital investment.

Duarte and Snyder [6] propose five other cultural dimensions: (1) power
distance, (2) uncertainty avoidance, (3) masculinity versus femininity, (4) long
versus short term, and (5) high versus low context.

The power distance dimension refers to how the distribution of power is
expected and accepted by the members. The high-power-distance members will
want to make decisions and take charge, while the low-power-distance members
will seek and encourage consultation.

The wuncertainty avoidance dimension relates to the degree of structure to
achieve the work. Members looking to avoid uncertainty will tend to spend
more time building structure and planning the work.

The masculinity and femininity dimension concerns the gender that can be
associated with values and behaviors. Members with the masculinity dimension
can be perceived as direct and tough. Members with the femininity dimension
demonstrate nurturing and caring behaviors.

The long versus short term dimension concerns the opportunities over time.
This dimension resembles the time dimension. The short-term members will
focus on the current opportunities and advantages. The long-term members will
consider actions and decisions in light of the future opportunities.

Finally, the high versus low context dimension deals with the amount of
information needed to make a decision. The low-context members will be satis-
fied with the facts, while the high-context members will want to spend more
time searching and collecting information.

One other form of cultural differences may reside in the generation gap.
Men born from 1930 to 1945, or the postwar generation, were working, while
most of the women were staying home—taking care of the household and the
children. This generation also considered marriage a lifetime commitment.
Employees were mostly looking for stable employment, even to work for the
same employer until retirement between the ages of 55 and 65 years old.
While some of them are still active today, there are few who are computer
literate.
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The baby boomer generation was born between 1946 and 1964. More
women of this generation had access to and were encouraged to get an educa-
tion. Many are active in the workforce. The baby boomers do share the family
values of their parents but consider divorce a choice and a possibility. The baby
boomers do not necessarily expect to work all of their lives for the same
employers, but many look to retire by the age of 55. The baby boomers
were not raised with computer technology; however, many are computer
literate.

Generation X was born between 1965 and the beginning of 1980. Many
members of GenX have an educated and professional mother as part of the
workforce. Many of them have divorced parents and have grown up in a recon-
stituted family. GenX expects to work for several employers and remain active
over the age of 55. GenX were raised at the beginning of the computer wave.
Many, if not most, are computer literate.

Generation Y was born between 1980 and 1995. They typically have a
mother who is part of the work force, often educated and professional. Divorce
and reconstituted families are just a common reality. They expect to work only 3
to 5 years for any given employer. Their goal is to slow down or work part-time
at an early age. Gen Y is the computer generation. They could be considered
masters in the field. Indeed, they have much experience with software, video
games, and the Internet, including chat rooms, virtual games, music, and
movies.

All these cultural influences must be considered when putting together a
virtual team. Dealing with cultures implies education, training, and develop-
ment initiatives. This is why the launching session of the virtual team must
include time to discuss cultural differences. The participants must understand
their own mental models before attempting to comprehend the culture of the
others in the group. Once they have defined their cultural style, they are ready to
engage in a discussion on how their cultural behaviors and beliefs can impact
and influence the group.

This discussion should lead to respecting and welcoming the diversity. It
should help in establishing cultural differences as an added value, an opportu-
nity, and an advantage for learning, creating, and innovating. Furthermore, the
members must integrate how they will deal with cultural issues into the team
charter. They must agree to make every effort to reconcile differences using
humor, frames of reference, examples, or metaphors. In other words, they
should use all their smartness to create and maintain a safe environment where
everyone can contribute, learn, and grow.

I will conclude with a personal cultural experience in a virtual environ-
ment. First, let us mention that my mother tongue is French. I learned English
while attending university, so it is more of a business language to me. This can
sometimes create confusion or misunderstanding.
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Now the context: I was part of a virtual team where all of the members had
extensive experience with virtual teaming. Since we were all familiar with the
collaborative technology as well, we did not meet face to face for the team
launching. It was done virtually in an asynchronous discussion forum. There
was only one man in the group. He had a good sense of humor and the other
female participants liked to tease him. At one point, they mentioned that he had
virtual cooties. I thought it was a typo and they meant virtual cookies. But there
was not a typo, since they kept referring to virtual cooties.

I looked in the dictionary but did not find the word. I did not join in the
conversation, since I did not understand what they were talking about. I
searched the Internet and found a site where there were animated bugs. I was
really puzzled. Reading through the conversation thread again, I thought they
were talking about some sort of disease. I am usually very involved in discus-
sions. I was shy to comment then and I remained silent through the duration of
this topic—through five long days of it!

It was summer and my neighbor was outside cutting her lawn. This neigh-
bor’s ethnic origin is Polish, but her mother tongue is English. So I asked her
about cooties. She said they were fleas. Ah hah, fleas! I went back to the discus-
sion forum and noticed that they said only men had cooties. So it had to be
more than fleas. I was puzzled even more. I did not know about any bug infesta-
tion that affected only men! This conversation was really embarrassing me. I
decided then to phone my trusted American sister-in-law. She repeated the
word cooties out loud. I was surprised to hear my 10-year-old niece in the back-
ground saying that only boys had them!

Finally, I learned that having cooties is an expression kids use to say that
boys are silly. It has nothing to do with men having a bug affliction. I came to
the virtual discussion and told my peers about the anecdote. They laughed for a
good while. In fact, they were still laughing when I met them face to face at the
adjournment meeting. Talk about cultures and humor!

3.5 Facilitating the Team

The objectives of facilitation are to develop trust and encourage collaboration,
to ease the efforts of the team in achieving the work and, ultimately to build suc-
cessful virtual teams. Facilitating virtual teams requires a new mindset driven by
a new management style. This section presents suggestions and tips for the vir-
tual team facilitator.

But what is a virtual team facilitator? Why does the virtual team need one?
A virtual team facilitator is a professional who specializes in organizational devel-
opment, more specifically, in team learning, motivation, and collaboration in a
virtual work environment. Productive and rewarding virtual experiences do not
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happen by chance. So it requires the active and timely participation of a facilita-
tor to support the efforts of the virtual team manager and the participants from
the creation to the adjournment of the team.

The facilitator is especially important because the virtual environment, the
team process, and the dynamics are different from the traditional face-to-face
setting. It represents a fundamental change that needs to be carefully attended to
and managed. Indeed, the technology adds complexity to communication, col-
laboration, and work. The virtual team can also have a diversity of cultures to
account for and be dealt with. Finally, the virtual team is more challenged in
creating and sustaining trust with little or no face-to-face meetings and physical
cues.

While these are valid reasons for having a facilitator, there are still people
who could be tempted to go ahead with virtual teaming without a facilitator or
with the facilitator role assigned to the project manager and the members.
These situations can be compared to some ERP, CRM, and business intelli-
gence projects that did not involve change management specialists or only
included trainers. These projects were driven on the assumptions that every-
thing would fall into place and that people would adapt and easily follow once
the technology was implemented. Most of these projects did not produce these
expected results. It is very important to remember the best lessons learned, that
is, technology is not an end, but a means. For the people who are still skeptical
of the importance of a virtual facilitator, here are some questions that should
change your mind.

In an audio conference, have you ever used the mute button to comment
without the other party hearing? Did you ever get the feeling that the other
party used the mute button and commented among themselves? How can you
account for who is present and truly listening and participating?

In videoconferencing, are people sometimes distracted by the live images?
Can people be uncomfortable with the medium? How can it affect the
participation? Can it prevent them from participating fully? How do you
account for presence? How do you deal with people getting in and out of the
room?

With e-mails and in discussion forums, have you ever wondered if the oth-
ers are reading the notes and looking at the documents? Do you send a read
acknowledgement when asked or do you deactivate it? Have you ever been
impatient or even frustrated by the delay or lack of response? How do you sup-
port conversations when people access them at different times? How do you
account for presence and how people feel about something? How do you deal
with people who are not contributing?

These issues, combined with the team dynamics, the diversity of cultures,
and the complexity of the work create many traps the team may fall into. Here
are some of these traps:
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» False consensus occurs because of delays in responses, long discussions,
discouragement, lack of interest, and lack of real buy-in.

e Closure cannot be reached because of frustrations, interferences, and
difficulty in solving problems and making decisions.

* A rigid hierarchy is built because some participants are more present,
using power, and exercising control.

* Routine patterns of behaviors are resulting from a lack of interactions
and motivation. They are lowering the capabilities for creation and
innovation.

* Things get misinterpreted even more when there are no or few physical
cues. Assumptions are not validated. They cause misunderstanding,
delays, frustration, and even conflicts.

 Covert conflicts over personality and others factors occur. They are not
discussed or resolved and are jeopardizing the well-being of the group
and the delivery of work.

For all those reasons, it is important to develop a plan and to design tools
and templates that take into consideration the work and the profile, skills, and
competencies of the virtual team members. The virtual team designer and the
facilitator are responsible for this design, with the participation of the team
manager. Finally, the facilitator is responsible for driving the facilitation activi-
ties with the support of the virtual team manager.

The facilitation process starts at the first team interaction, that is, at the
launching session. This session should preferably be held face to face and
planned over 1 to 3 days, depending on the complexity of the work, profile, and
virtual experience of the participants and their familiarity with the collaborative
technology. This session must be carefully planned and organized. It should
absolutely not be rushed, as it is the first get-together of the team. It must be
considered a key period for setting the conditions for trust and the tone for
future communication and collaboration. Social activities should also be organ-
ized to allow for informal interactions throughout the launching period.

The project sponsor and the project manager start the session with a pres-
entation of the organizational context of the virtual team, its objectives, and the
leadership style praised. The participants subsequently introduce themselves;
more specifically, they discuss their backgrounds, skills and competencies, per-
sonal and professional values, and experience with virtual teaming. The virtual
team project manager then details and discusses with the participants the work
in terms of project plan, deliverables, roles and responsibilities, processes, tasks,
workflow, tools, and templates. It is possible that these elements may be
included in a formal project charter.
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The facilitator and team manager continue with a joint presentation of the
organizational components: the organizational culture, the critical success fac-
tors, the performance indicators, the reporting process, the evaluation, and the
reward and compensation programs.

The team members then discuss their expectations and apprehension with
regard to virtual work and teaming. They must also talk about how conflict will
be addressed and resolved. They develop a virtual team charter including the
purpose of the team and their operating guidelines. They also agree on a sched-
ule to review and discuss their expectations and the application of the team
charter. Finally, the facilitator drives the hands-on training on the collaborative
technology.

Other face-to-face meetings should be organized during the life of the vir-
tual team. They should include communication on tasks and integrate social
activities. They must contribute to the development of the participants and ulti-
mately reinforce trust and collaboration.

A list of tips for working virtually that can be used by the facilitator to gen-
erate the discussion for the development of the team charter is as follows:

+ Assume good intent and remind others of it when there is misunder-
standing, confusion, or the discussion gets heated.

» Manage expectations in asynchronous communication by agreeing on a
delay for posting replies, for example, within 24 hours.

¢ Practice and encourage good listening.
» Use open questions.

* Behave as you would like the others to; avoid negative words, such as
“weak” and “incompetent”; do not be judgmental; do not use global
terms (e.g., everyone, all the time) or stereotypes (e.g., women do not
get this); do not point fingers or criticize.

* Use positive language and tone; be encouraging.
e Show interest and concern; be flexible.
* Be as explicit as possible.

* Do not assume or interpret; rephrase what you understand; ask for
clarification.

e Use humor with care.

 Express your emotions and feelings with emoticons, that is, signs for

describing body language.
* Acknowledge the participation, contribution, and creativity of others.

 Always keep in mind that not everybody thinks, feels, perceives, and
understands the way you do.
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* Do not put flames in the environment; watch what you say and how
you say it; when upset, wait to reply.

* In posting, state the topic and identify who is concerned.

¢ Advise when you will be absent for a long period and specify the dates.

* Respect privacy and confidentiality.

* Keep the conversations in a logical place and do not duplicate conversa-
tion threads.

* When there is a new topic, start a new conversation thread.

* Try not to include too many topics in one posting; keep it short and
simple; use attachments for support information.

» Use the social discussion forum for group synergy; do socialize with
respect (e.g., beware of bad jokes).

* Do not get obsessed with typos and formatting.

¢ Inaudio conferencing, call from a quiet location; avoid cell phones and
speakerphones; avoid paper rustling and using computer keyboards;
start with the presentation of everyone attending; avoid conversation or
going in and out of the room; mention when you leave and reenter;
always say your name before speaking; speak slowly and clearly; use
words for body language; do not use the mute button for private talk
with colleagues.

¢ In teleconferencing, start with the presentation of everyone attending;
avoid going in and out of the room; mention when you leave and reen-
ter; avoid moving too much; speak slowly and clearly.

When the launching session is finished, the team members reunite in the
virtual environment. The facilitator posts the team charter in a discussion
forum. A list of emoticons and the virtual teaming tips can also be posted. The
facilitator then asks the members to confirm their commitment and to reiterate
their expectations with a reply in this particular forum. It is also in that forum
where the teams will periodically review and discuss how the charter is being
respected and what expectations have been met. Discussions on team issues and
conflicts should also be held in this specific place.

Finally, the facilitator creates another discussion forum for social and
informal conversations. This forum should have an inviting name, such as The
Social Club, The Karaoke Lounge, The Café Corner, Time for Tea, or The
Cocktail Room. The facilitator also proposes that the members attach a resume,
a personal presentation, and a photo to their user profiles.

Once the work begins, the facilitator must work closely with the team
manager to ensure effective and efficient interventions. It is reccommended that a
private forum be created for the team manager and the facilitator to coordinate
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their efforts in facilitating the team and the work. The team manager and the
facilitator should always consult before taking any action with regard to the
member participation and performance. They should always deal off-line with
the members concerned, such as using e-mails, phone calls, or face-to-face
meetings.

There are many techniques and behaviors that can be used for avoiding
and getting out of the traps presented earlier. William Isaacs [15] suggests that
conversations are inspired by the nature of the situation as well as the inbred
characteristics, unspoken needs, and feelings of the participants. He believes that
people take a stance because the conversation needs someone to fill a role and
not because they intend to. The roles he refers to are from the Four Player Sys-
tem of David Kantor [16]. This theory and this system are interesting in the
context where the team members are all contributors to the facilitation process.
The four roles are: (1) the mover, (2) the follower, (3) the opposer, and (4) the
bystander.

The mover prefers direction, discipline, commitment, perfection, and clar-
ity. He/she is committed and wants to deliver a quality product on time and on
budget. He/she sometimes comes across as omnipotent, impatient, indecisive,
and controlling, even dictatorial.

The follower wants completion, compassion, loyalty, service, and continu-
ity. He/she can sometimes be perceived as placating, indecisive, plaint, wishy-
washy, and overaccommodating.

The opposer embodies courage, integrity, correction, and survival. His/her
temperament can sometimes be described as critical, complaining, blaming,
attacking, and contrary.

The bystander is interested in perspective, patience, moderation, preserva-
tion, and self-reflection. He/she sometimes comes across as disengaged, judg-
mental, withdrawn, or deserting and silent.

A team member may take on more than one role during the life of the
virtual team, depending on the situation. The facilitator must make the best
use of the roles in each situation. In other words, the facilitator might ask the
bystanders to voice their opinions, the opposers to clarify their comments, the
movers to explain their assumptions, and the followers to provide a thought or
opinion.

On the other hand, the facilitator must always allow the team to make
decisions and resolve issues. He/she must never dominate. When the situation is
heated, he/she can suggest air time limits, that is, ask the members not to reply
for a period of time. After the given time period, he/she asks if the members feel
better about the situation and are now capable of going back to the main stream,
that is, address the initial topic or issue. He/she might summarize the situation
with a focus on the positive aspects. He/she can demand politely that the people
who were disruptive have to first hear the others.
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At any time, the facilitation must be accessible and predictable. The facili-
tator must treat people fairly and get everyone involved. He/she must give credit
and praise and look for reinforcing changes for the better.

I conclude this section with a virtual teaming experience where the facili-
tator, based in Indonesia, invited the team members for a “happy hour” every
Friday night. In reality, the asynchronous conversations would last for the
whole weekend. His famous greeting, “Aloha Friday,” was welcomed and we
looked forward to this weekly informal get-together. The social forum was a
place to clear the air from work and pressure, to learn about each other’s lives
and where we lived, and to virtually laugh. I still remember freezing on a Mont-
real winter weekend when the facilitator, with his Indonesian neighbors, went
camping. They were having termites exterminated from their houses. Appar-
ently, this was no big deal. Termites were not unusual, just another cultural
difference!

3.6 Measuring Results

Measuring the results of virtual teams refers to the assessment of the perform-
ance achieved in relation to the predefined goals and objectives. In the knowl-
edge era, getting results means more than the realization of a financial
performance. It involves sharing and creating knowledge as well as increasing
the intellectual capital in order to improve organizational agility and competi-
tiveness. This section proposes definitions of virtual team performance and dis-
cusses results in the context of financial and intellectual capital.

Leimeister et al. [17] make a distinction between effectiveness and effi-
ciency of virtual teams. They define efficiency as a valued ratio between input
and output. They associate effectiveness with the success of political programs or
the degree of achieving objectives. They claim that a conclusion for virtual team
performance based on a pure focus on efficiency would not be objective. They
are proposing a framework called IT-Enabled New Organizational Forms
(ITENOF) which integrates three theories: (1) the resource dependence, (2) the
core competencies, and (3) the transaction cost in a political economical
perspective.

The resource dependence theory does not assume that profitability is the
ultimate goal of organizations. Instead, it proposes that it is the reduction in the
complexity resulting from being dependent on resources. The core competence
theory states that the success and failure of an organization are determined by its
uniqueness and specific characteristics visible to the customers, such as poten-
tials, assets, and resources. The #ransaction cost theory has its foundation in the
economic evaluation of a transaction.

Similarly, Brown [18] proposes five components to measure virtual team
performance:
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1. Task accomplishment: the ability to meet the objectives given both
time and resource constraints;

2. Efficiency: the achievement of the task with minimal inputs in terms
of time and resources;

3. Quality: the degree to which the outcomes approximate or exceed
industry standards;

Adaptability: the responsiveness to external influences and pressures;

5. Fulfillment of the member’s developmental and resource needs: the
opportunities for individual growth and learning and the fundamen-
tals in terms of human resource management.

Piccoli [19] and Lurey [20] use the definition of team effectiveness pro-
posed by prominent field researchers Cohen and Bailey [21] and Hackman [22].
They define it in terms of:

The group-produced outputs (output acceptability);

2. The consequences a group has for its members (individual psychologi-
cal outcomes);

3. The improvement of the members’ abilities to perform effectively in
the future (team viability).

Duarte and Snyder [6] also refer to Hackman’s model but present it under

different labels:

1. Signs of problems or unexploited opportunities;
2. Ciriteria of intermediate effectiveness;

3. Final criteria for effectiveness.

Signs of unexploited opportunities refer to the degree to which the team is
collaborating. These signs can include low utilization of the virtual environment,
group pressure, and incomplete use of information. Intermediate effectiveness
deals with the time and effort dedicated to complete the task. Final criteria for
effectiveness look at both the task and social dynamics. In other words, it consid-
ers the work output as well as the satisfaction of the team members.

Along the same lines, Wang [23] uses the term rtask-effectiveness to discuss
the degree to which the desired outcomes are produced as the team’s task gets
completed. He looks at two dimensions of effectiveness: (1) task performance
and (2) member satisfaction. Under task performance, he identifies three criteria:
(1) quality, (2) quantity, and (3) costs. After a review of many studies, he con-
cludes that criteria to evaluate performance are usually context and task specific.
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These approaches are all similar in nature. As mentioned earlier, organiza-
tions that are using virtual teams to transition to the knowledge era must look at
financial and intellectual capital criteria to justify the investment and build the
business case (as discussed in Sections 1.3, 1.4, and 1.5), as well as measure per-
formance. In this respect, the measures must refer to the quantitative and quali-
tative output and the outcome or the assessment of the results compared to the
intended purpose.

One approach gaining in popularity is the Knowledge Balanced Scorecard
adapted by De Gooijer [24] from the Balanced Scorecard of Kaplan and Norton
[25]. This method focuses on the strategic objectives of the organization and
integrates four major perspectives that can be linked to the capital components:
(1) financial aspects, (2) stakeholders’ perspective, (3) internal business processes
perspective, and (4) people perspective.

The financial perspective or financial capital perspective refers to the tar-
gets established in terms of tangibles costs and revenues. It also involves the capi-
tal invested in information systems and technology.

The stakeholders’ perspective captures the ability to satisfy the stakeholders.
It involves measuring the contribution to many indicators such as the business
relationships, the organizational reputation, the technical superiority, and the
value chains. This perspective relates to the customer and other business part-
ners capital.

The internal business processes perspective deals with the internal business
results leading to financial success and satisfied customers and stakeholders.
These processes are keys to ensure that outcomes will be satisfactory. They can
be considered the mechanisms through which performance expectations are
achieved. This perspective also relates to the structural capital, and more specifi-
cally to the management information systems and the knowledge repositories of
processes, procedures, and best business practices.

The people perspective focuses on the abilities of employees, the quality of
information systems, and the effects of organizational alignment to support the
accomplishment of the goals of the organization. This perspective is very impor-
tant in order to meet the changing requirements and the customers’ and stake-
holders’ expectations. It refers to the human capital defined as the competencies
and capabilities, as well as the satisfaction of the workers. It also involves the
structural capital embedded in information systems, that is, the information
that can be retrieved for reference, building expertise, networking, and timely
feedback.

Table 3.3 shows how the business case in Section 1.5 can be mapped to
the Knowledge Balanced Scorecard perspectives and the capital components.

Measuring the financial performance of virtual teams is quite simple and
involves comparing the anticipated costs and benefits to the actual ones and cal-
culating financial ratios such as the return on investment. Table 3.4 presents
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Table 3.3

Mapping the Business Case to the Balanced Scorecard

and the Organizational Capital

Elements of Business Case

Knowledge Balanced
Scorecard Perspective  Capital Components

Knowledge management Stakeholders Customer/business partners
Business processes Structural
People Human
Coordination Financial Financial
Traveling and per diem Financial Financial
Resignation and recruiting Financial Financial
People Human
Salaries and sales commissions Financial Financial
Collaborative software and Financial Financial
consulting services People Structural
Human
Table 3.4

Intellectual Capital Performance Indicators

Capital Components

Indicators

Customer/business partners

Management credibility

Execution of corporate strategy

Number of customers--number of new and lost customers
Market share

Customer and stakeholder satisfaction index

Customer and business partner ratings

Number of customer complaints

Number of new leads

Number of contracts

Ratio of sales contacts to sales closed

Average time from customer/business partner contact to response
Average length of relationships

Ratio of customers or business partners to employees
Annual sales per customer
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Table 3.4 (continued)

Capital Components Indicators

Structural Quality of processes
Number of new patents

Number of new reusable templates, lessons learned, and best prac-
tices documented

Number of new business processes documented
Number of accesses to knowledge databases
Reuse rate of accessed documents
Contracts filed without error
Human Employee satisfaction index
Leadership index
Motivation index
Empowerment index
New suggestions/solutions/processes suggested
Ability to attract employees
Employee turnover rate
Average duration of employment

Hours spent in debriefing and searching information

Hours spent by manager to explain strategy and actions

some of the intellectual capital indicators that can be used for measuring the per-
formance of virtual teams.

In conclusion, measuring virtual team performance is not based on scien-
tific measures but is estimated by financial and intellectual capital indicators. As
a matter of fact, the evaluation does provide reliable numbers in the context of
the knowledge economy, as it accounts for all the criteria that make up the value
of the virtual team output and outcomes.
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Ecollaboration Methodology

The following methodology for implementing successful virtual teams using
collaborative technology integrates the best business practices in project man-
agement, change management, and virtual teams design. It also draws on the
elements discussed in the previous chapters, including the concepts of knowl-
edge worker, collaboration and knowledge management, the business justifica-
tion or the business case, financial and intellectual measures, technology
integration issues, group dynamics theories and facilitation techniques, the
Ecollaboration paradigm, and the Virtual Star Team Model.

41 A Methodology—A Basic Recipe

A methodology is like a recipe. It is intended to provide assistance and guidance
in preparing a dish. As in cooking, the Ecollaboration methodology involves:

» Cooks and helpers, or the people responsible for delivering the
outcome;

¢ The ingredients, or the components involved in the preparation of the
outcome;

* The techniques and instruments, or the methodology, templates, and
tools to deliver.

People

Ecollaboration steering committee members The steering committee is especially
important in large cross-functional or enterprisewide Ecollaboration projects.
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It is made up of the project sponsor and the senior managers. It provides Ecol-
laboration leadership in line with corporate objectives. It approves investment
and resources for the project, major changes to the project scope, and key deliv-
erables and milestones. It also resolves corporate issues. This steering commit-
tee may be different from the one involved with the deliverables of the work
achieved virtually.

Ecollaboration project team members This team is made up of the people re-
sponsible for delivering and managing the Ecollaboration project. These mem-
bers are essentially responsible for the Ecollaboration components. They are
not responsible for the work being achieved virtually. They include the project
sponsor, the project manager, the human resources representative, the Ecol-
laboration designer, the technology architect, the programmers, and other tech-
nology specialists.

Virtual team members  This team involves the people responsible for delivering
and managing the work to be accomplished virtually and for which they are ac-
countable. Basically, these are the team manager, the team facilitator, and the
immediate participants, who can have different business titles, roles, and func-
tions depending on the type of work to be accomplished virtually. These mem-
bers can be scientists, technicians, laboratory experts, sales representatives,
engineers, or other types of knowledge workers. Depending on the virtual team
objectives, the virtual team can also include the members of the steering com-
mittee or the managers responsible for the virtual deliverables.

Ingredients

Organizational components The organizational components refer to the entity
or entities that have authority over the Ecollaboration project and the virtual
team initiative and to which the people are reporting. These components can be
positioned at the corporate level, a division level, or a business unit level.
Organizational components also include cultural and leadership aspects and
critical factors that can influence the success of the virtual team initiative. Other
important elements are (1) the indicators for measuring the performance, (2)
the process for reporting progress and issues, (3) the program to evaluate the vir-
tual team participants and the virtual initiative itself, and, finally, (4) the reward
and compensation for the virtual team members.

Virtual work components These components make reference to the work to be
realized virtually. They include the dimensions or nature of the work, its con-
tent, the roles and responsibilities necessary for its accomplishment, the pro-
cesses, flows and deliverables, the templates and tools to be used, and, finally,
the delivery plan.

Virtual team components These components target the elements for the consti-
tution of the team: the values supporting it, the members’ profiles, the member
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selection process, the training program, the facilitation plan, templates, and
tools.

Technology components The technology components involve the overall Ecol-
laboration environment, from the technology infrastructure supporting it, the
collaborative software itself, and the elements required for the integration, to the
enterprise systems including interfaces and conversion programs.

Techniques and Instruments

Ecollaboration project management  These techniques and instruments are used
to manage the implementation of the Ecollaboration initiative. They include a
project plan and the documentation for the approval of the design, the reporting
of issues, the progress, and the overall evaluation.

Virtual team design and management These techniques and instruments are
used to conduct the analysis and to produce the final design of the virtual team,
including the design of the work, the team, and the organizational compo-
nents, as well as the design of the program to facilitate and manage the virtual
experience.

Technology design and management These techniques and instruments facili-
tate the analysis of the functional and technology requirements. In other words,
they help document the Ecollaboration functionalities and the technology infra-
structure that will support them. These techniques and instruments are also
used in the selection, delivery, and maintenance of the collaborative software
and for its integration within the enterprise technology architecture.

Organizational change management  These techniques and instruments aim at
facilitating the change within the organization undertaking the Ecollaboration
initiative including the teams that will now transition to a new mode of func-
tioning that is working in a virtual environment.

Typically, beginner cooks use a recipe to ensure that they include all the
necessary ingredients and follow the correct techniques respecting the quantity,
time, and temperature to produce a decent product. On the other hand, great
chefs often use recipes simply as a reference. It is not unusual for them to intro-
duce variations in ingredients and techniques based on their knowledge and
experience and depending upon the event. Along the same lines, the proposed
Ecollaboration methodology must be considered a basic recipe that can vary
depending on the type and size of Ecollaboration projects and virtual team
initiatives.

Baking a cake for an afternoon tea party of 8 or for a wedding of 200
guests can be based on the same recipe. However, the cakes will be different sizes
and can have different shapes and flavors. Amazingly, beginner cooks can do as
well as great chefs when they have a good recipe, techniques, and instruments.
They can even bake memorable dishes. Yet it does make sense to start on a small
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scale and try a simple recipe that can be appreciated by most people. Grand
events should be avoided at first unless supervised and helped by a master.

The same holds true for implementing a virtual team. The success is a
matter of judgment in choosing the project scope and size, determination in
putting together the best working crew and selecting the right ingredients,
patience in learning the techniques, rigor in using the instruments, and, finally,
effective and efficient use of expert advice.

In other words, a pilot project is recommended that does not call for
important investments but that can generate interesting benefits in a short
period of time--what is often referred to as a quick-hit project. Ideally, the vir-
tual team size should be relatively small, with a maximum of 25 people. In terms
of scope, the pilot project should involve virtual team participants already
known for their ability to collaborate and deliver. The level of complexity of the
virtual tasks and deliverables should also be kept to a minimum or not much dif-
ferent from the traditional ones. Ecollaboration experts should be involved in
the pilot project so that the best business practices or techniques and instru-
ments are used properly and knowledge is transferred for future projects. Chap-
ter 5 provides additional information on key success factors for implementing
Ecollaboration projects.

4.2 Resources, Roles, and Responsibilities

There can be different organizational structures for an Ecollaboration project
depending on the type of virtual teams being implemented. Typically, the Ecol-
laboration structure is two sided; that is, there is a structure for the project of
implementing the virtual team and one for supporting the work achieved virtu-
ally. The structure proposed in Figure 4.1 presents the case where the Ecollabo-
ration steering committee is responsible for the Ecollaboration project as well as
the virtual team initiative or work.

Ecollaboration Project Steering Committee

The steering committee typically includes the project sponsor and the senior
managers from human resources and information technology. It may also
include managers from the business units responsible for the virtual work.

The responsibilities of the steering committee involve:

¢ Ensuring that the Ecollaboration project respects corporate directions;
* Allocating all necessary resources (e.g., financial, human, technical);
* Approving the charter and plan for the Ecollaboration project;

* Approving the charter and plan for the virtual work;
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Figure 4.1 Ecollaboration organizational structure.

Resolving issues submitted by the Ecollaboration project sponsor and
the virtual team manager;

Approving any major changes to the Ecollaboration project budget,
plan, or content, as well as the virtual work;

Participating actively in communication activities to facilitate Ecollabo-
ration comprehension in the organization.

The members of the steering committee should have the following profile:

Several years of service in the enterprise;

Good comprehension of the culture and leadership style of the
organization;

Understanding of change management and the human factor;
Experience in technology projects with organizational impacts;
Familiar with collaborative technologies;

Familiar with the concepts of collaboration and virtual teams.

Ecollaboration Project Sponsor

The project sponsor is the person supporting and promoting the Ecollaboration
project within the organization. He/she acts as the liaison person with the Ecol-
laboration steering committee. He/she is also the reporting manager of the
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Ecollaboration project manager and the virtual team manager. Typically, he/she
is one of the senior managers of the business units delivering the work virtually.
More specifically, the project sponsor is responsible for:

Approving the Ecollaboration project charter, plan, and deliverables;
Approving the virtual work charter, plan, and deliverables;

Reviewing and approving project amendments and changes submitted
by the Ecollaboration project manager;

Reviewing and approving work amendments and changes submitted by
the virtual team manager;

Resolving the Ecollaboration project issues submitted by the project
manager;

Resolving the work issues submitted by the virtual team manager;
Reviewing the Ecollaboration project and virtual work progress;
Reviewing the virtual initiative evaluation;

Participating actively in communication activities to facilitate Ecollabo-
ration comprehension in the organization (including the launching
session).

The project sponsor should have the following profile:

Has several years of service in the enterprise;

Has good comprehension of the culture and leadership style of the
organization;

Has an understanding of change management and the human factor;

Is involved as leader in technology projects with organizational impacts;
Is a disciplined and proactive decision-maker;

Is familiar with the work of the virtual team;

Is familiar with collaborative technologies;

Is familiar with the concepts of collaboration and virtual teams.

Ecollaboration Project Manager

The project manager is responsible for the management activities related to the
Ecollaboration project, and in this respect directly reports to the Ecollaboration
project sponsor.

More specifically, the Ecollaboration project manager is responsible for:

Developing the Ecollaboration project charter and plan;
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Assisting in the validation and approval of the design components and
other deliverables for the implementation of the virtual team and
related work;

Participating in the evaluation and selection of the collaborative
software;

Managing issues for the Ecollaboration project;
Measuring and reporting progress of the Ecollaboration project;

Reviewing and approving Ecollaboration project amendments and
changes in accordance with the project sponsor;

Participating in the virtual team launching session;

Participating in the definition of the lessons learned from the virtual
initiative;

Conducting the evaluation of the Ecollaboration project;

Closing the project;

Coordinating and supervising the Ecollaboration project team
members;

Participating in the Ecollaboration steering committee meetings upon
demand;

Participating actively in communication activities to facilitate Ecollabo-
ration comprehension in the organization.

The Ecollaboration project manager should have the following profile:

Experience in project management, and more specifically in technology
projects with organizational impacts;

Experience in collaborative technologies;

Experience in virtual team analysis, design, and implementation;

Good comprehension of the culture and leadership style of the
organization;

Understanding of change management and the human factor;

Ability to control priorities and scope, give assignments to the team,
and set limits;

Facility to communicate and work with coworkers or others involved in
the Ecollaboration project.

Ecollaboration Designer

The designer is responsible for the activities related to the analysis, design, and
implementation of the virtual team and the collaborative software. The designer
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reports directly to the Ecollaboration project manager and works closely with
the technology architect, the human resources representative, the analyst/pro-
grammer, and the virtual team facilitator.

More specifically, the Ecollaboration designer is responsible for:

* Analyzing and designing the work, team, and organizational
components;

* Participating in the elaboration of the functional and technological
requirements;

* Participating in the evaluation and selection of the collaborative
software;

* Participating in the evaluation of the performance of the virtual initia-
tive and the consolidation of the lessons learned;

* Participating actively in communication activities to facilitate Ecollabo-
ration comprehension in the organization.

The Ecollaboration designer should have the following profile:

* Experience in Ecollaboration projects, and more specifically in analysis,
design, and implementation of virtual teams and collaborative
technologies;

* Experience in collaborative software configuration;

* Understanding of change management and the human factor;

« Facility to communicate and work with coworkers or others involved in
the Ecollaboration project.

Human Resources Representative/Change Management Specialist

The human resources representative is responsible for managing organizational
changes resulting from Ecollaboration projects, is involved in the analysis and
design of the organizational and team components, directly reports to the Ecol-
laboration project manager, and works closely with the Ecollaboration designer
and the virtual team manager.

More specifically, the human resources representative is responsible for:

* Managing organizational changes within the scope of the Ecollabora-
tion project;

¢ Participating in defining the virtual team values and boundaries for
productivity;

¢ Developing the profile of the virtual team participants;

* Elaborating the selection process and procedures;
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Coordinating the selection of the participants;

Participating in the development of the training program;

Participating in the analysis and design of the reward and compensation
program;

Participating in the evaluation of the virtual initiative and the consoli-
dation of the lessons learned;

Participating actively in communication activities to facilitate Ecollabo-
ration comprehension in the organization.

The human resources representative/change management specialist should

have the following profile:

Experience in human resources management, including recruiting,
training, and compensation planning;

Good comprehension of the culture and leadership style of the
organization;
Understanding of change management and the human factor;

Facility to communicate and work with coworkers or others involved in
the Ecollaboration project;

Experience in technology projects with organizational impacts;
Familiar with collaborative technologies;

Familiar with the concepts of collaboration and virtual teams.

Technology Architect

The technology architect is responsible for the analysis and design of the tech-
nology, reports directly to the Ecollaboration project manager, and works
closely with the Ecollaboration designer, the analyst/programmer, and the IT

group.

More specifically, the technology architect is responsible for:

Defining the functional and technological requirements;
Participating in the evaluation, selection, and implementation of the
collaborative software;

Developing the final technology design and ensuring integration within
the enterprise architecture for the virtual initiatives;

Participating in the preparation of the technology infrastructure and
the configuration of the collaborative software;

Setting user security;

Participating in the consolidation of the lessons learned.
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The technology architect should have the following profile:

 Experience in Ecollaboration projects, and more specifically in the
analysis, design, and implementation of collaborative technologies;

* Experience in technology infrastructure analysis, design, implementa-
tion, and maintenance;
+ Familiarity with the technology infrastructure of the organization;

* Ability to communicate and work with coworkers or others involved in
the Ecollaboration project.

Analyst/Programmer

The analyst/programmer is responsible for the analysis and design of the inter-
faces and conversion programs, reports directly to the Ecollaboration project
manager, and works closely with the Ecollaboration designer, the technology
architect, and the IT group.

More specifically, the analyst/programmer is responsible for:

* Documenting interfaces and data conversion requirements;
¢ Developing and testing interfaces and conversion programs;

¢ Implementing interface programs and converting data.

The analyst/programmer should have the following profile:

» Experience in analysis and development of interfaces and data
conversions;

 Familiarity with the systems architecture and the data of the
organization;

» Comprehension of the current state of the business processes and the
vision;

* Ability to communicate and work with coworkers or others involved in
the Ecollaboration project.

Virtual Team Manager

The team manager is responsible for managing the work realized virtually and,
depending on the type and nature of the team, may report to the Ecollaboration
project sponsor, another sponsor, or simply a senior manager. The team man-
ager is an active participant in the analysis and design of the virtual initiative and
works closely with the Ecollaboration project manager, the Ecollaboration
designer, the human resources representative, the technology architect, and the
virtual team facilitator.
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More specifically, the virtual team manager is responsible for:

Participating in the development of the Ecollaboration project charter
and plan;

Participating in the analysis and design of the work, team, organiza-
tional, and technology components;

Assisting in the validation and approval of the design components and
other deliverables specific to the virtual initiative;

Participating in the virtual team launching session;

Developing and managing the virtual work plan and work issues;
Participating in the facilitation of the virtual team;

Conducting the evaluation of the participants and the virtual initiative;
Participating in the consolidation of the lessons learned;

Participating in the Ecollaboration steering committee meetings upon
demand.

The virtual team manager should have the following profile:

Experience in project management and with the work being realized
virtually;

Familiarity with technology projects with organizational impacts;
Familiarity with collaborative technologies;

Good comprehension of the culture and leadership style of the
organization;

Understanding of change management and the human factor;

Ability to control priorities and scope, give assignments to the virtual
team, and set limits;

Ability to communicate and work with coworkers or others involved in
the Ecollaboration project and the virtual initiative.

Virtual Team Facilitator

The virtual team facilitator is mainly responsible for designing the facilitation
approach and for facilitating the virtual team. The virtual team facilitator
reports directly to the virtual team manager and works closely with the Ecol-
laboration designer.

More specifically, the virtual team facilitator is responsible for:

Developing the facilitation plan, templates, and tools;

Participating in the development of the training program and the analy-
sis and design of the organizational components;
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Participating in the virtual team launching session;
Facilitating the virtual team;

Managing virtual teaming issues and measuring progress with the team
manager;
Participating in the evaluation of the participants and the virtual
initiative;

Participating in the consolidation of the lessons learned.

The virtual team facilitator should have the following profile:

Experience in virtual team analysis and design, and more specifically in
facilitation programs;

Experience in managing human resources and facilitating virtual teams;
Experience with collaborative technologies;

Good comprehension of the culture and leadership style of the
organization;

Understanding of change management and the human factor;

Facility to communicate and work with coworkers or others involved in
the Ecollaboration project and the virtual initiative.

Virtual Team Participant

The virtual team participant is involved in delivering the work virtually and
reports directly to the virtual team manager. The participant works closely with
the other virtual team members and the virtual facilitator.

More specifically, the virtual team participant is responsible for:

Participating in the virtual team launching session;

Participating in the facilitation of the virtual team;

Delivering the work virtually with respect to the roles and
responsibilities;

Participating in the evaluation of the virtual team members and the vir-
tual initiative;

Participating in the consolidation of the lessons learned.

The virtual team participant should have the following profile:

Skills and competencies associated with the participant’s role and
responsibilities within the scope of the virtual initiative;

Commitment to working with collaborative technologies;
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* Understanding of change management and the human factor;

» Facility to communicate and work with coworkers or others involved in
the virtual initiative.

Information Technology Group

The information technology group is responsible for all activities related to the
management of the collaborative software and the technology infrastructure. It
works in collaboration with the Ecollaboration project manager and the virtual
team manager.

4.3 Plan and Deliverables

The Ecollaboration implementation plan includes four phases as pictured in
Figure 4.2. They are:

¢ Phase 1: Project and change management;

¢ Phase 2: Analysis and design;

¢ Phase 3: Implementation;

¢ Phase 4: Ecollaboration management.

f ANALYSIS AND DESIGN \
ORGANIZATIONAL DESIGN
WORK DESIGN
TEAM DESIGN
TECHNOLOGY
IMPLEMENTATION
TECHNOLOGY IMPLEMENTATION
VIRTUAL TEAM LAUNCHING
( ECOLLABORATION MANAGEMENT \
VIRTUAL TEAM FACILITATION
VIRTUAL WORK MANAGEMENT
COLLABORATIVE SOFTWARE MANAGEMENT
EVALUATION
| PROJECT AND CHANGE MANAGEMENT >

Figure 4.2 Ecollaboration methodology map.
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Following is an overview of the activities, tasks, and deliverables for
each phase based on the assumption that the collaborative technology has
already been selected and installed according to the recommendation discussed
in Section 2.2.

Phase 1-Project and Change Management refers to the coordination of the
Ecollaboration project relative to transitioning from the traditional model of
work to the virtual setting. In other words, it addresses the tasks specific to the
management of the activities and the organizational change involved with
implementing a virtual team. It does not refer to the management of the virtual
team or the virtual work itself.

This phase is partly realized in parallel with the other phases. It finishes
after the virtual initiative evaluation is completed and the virtual team adjourns.
This phase includes the tasks and key deliverables listed in Table 4.1.

Phase 2—Analysis and Design involves the definition of the components
relative to the virtual initiative. It includes four activities: (1) work analysis and
design, (2) team analysis and design, (3) organization analysis and design, and
(4) technology analysis and design. Many analysis and design tasks can be
performed in parallel. However, it is recommended that one first look at
the organization or type and characteristics of the virtual team as well as the
culture and leadership style of the organization supporting the initiative.
Table 4.2 lists the activities, tasks, and key deliverables involved in the analysis
and design.

Phase 3—Implementation involves two activities: (1) the preparation of the
technology for the virtual initiative and (2) the launching of the virtual team.
Typically, these activities are conducted one after the other. They include the
tasks and deliverables listed in Table 4.3.

Phase 4—Ecollaboration management involves four activities. The first three
activities are conducted in parallel: (1) the facilitation of the virtual team, (2) the
management of the work and (3) the management of the collaborative software,
followed by (4) the evaluation of the virtual initiative. Table 4.4 lists the tasks
and deliverables for each activity.

Table 4.1

Phase 1-Project and Change Management
1.1 Develop and approve project charter and plan Project charter and plan
12 Manage organizational change Change management initiatives
1.3 Approve the design components Design approved
1.4 Document and manage project issues Project issues log
15 Measure and report project progress Project progress reports
1.6 Evaluate and close the project Project closing document
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Table 4.2

Phase 2—Analysis and Design

21 Work Analysis and Design

2.1.1  Analyze the work dimensions Work dimensions

2.1.2  Analyze the work content Work content

2.1.3  Define the roles and responsibilities Roles and responsibilities

2.1.4  Detail the work processes, workflows, Work processes, workflows, and
and deliverables deliverables

215  Develop the work templates and tools Work templates and tools

216  Develop the charter and plan for the virtual work Virtual work charter and plan

22 Team Analysis and Design

2.2.1  Define the virtual team values and boundaries Team values and boundaries for
for productivity productivity

222 Specify the participant profile, skills, and Participant profile, skills, and
competencies competencies

2.2.3  Elaborate the selection process and procedures Selection process and procedures

224  Select the participants and assign roles and Participants selected
responsibilities

2.25  Develop the training program for virtual teaming Training program for the virtual

participants

226 Develop the templates and tools for virtual team Virtual facilitation templates and
facilitation tools

2.2.7  Develop the facilitation plan Facilitation plan

2.3 Organization Analysis and Design

2.3.1  Analyze the organizational context of the Virtual team organizational
virtual team context

232 Analyze the culture and leadership style of Overview of organizational culture
the organization and leadership style

2.3.3  Define the critical success factors Critical success factors

2.3.4  Develop performance indicators Performance indicators

2.3.5  Design the reporting process Reporting process

2.3.6  Design the evaluation program Evaluation program

2.3.7  Design the reward and compensation program Reward and compensation

program

24 Technology Analysis and Design

2.4.1  Detail the functional and technological Functional and technological
requirements requirements

2.4.2  Develop the final technology design Technology design
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Table 4.3
Phase 3—Implementation

31 Technology Implementation
3.1 Prepare the technology infrastructure Technology infrastructure
3.1.2 Configure the collaborative software Software configured
313 Create users and assign passwords Users and passwords
3.1.4 Convert data and implement interfaces and Data conversion, interfaces,

other required programs and other programs
3.2 Virtual Team Launching
3.2.1 Introduce participants Participants” introduction
3.2.2 Present design components Virtual design presented
3.2.3 Develop the virtual team charter Virtual team charter
3.24 Define the participant baseline and expectations  Participant baseline and expectations
325 Train participants in virtual teaming and Virtual team training

collaborative software

4.4 The Tasks in Detail

This section explains the tasks of the methodology. Each task is described as

follows:

The phase and activities it is associated with;

The identification of the main deliverable;

The dependencies, or how the task relates to other tasks in terms of
sequencing;

The description, or what the task involves and how it is being realized;
The roles and responsibilities of the people involved;

The templates offered to support the realization of the task with the
tools supporting them, namely, Microsoft Project, Word, and Excel.
Those templates are presented in the appendix and are available on the

CD.

Phase 1 Project and Change Management

Task 1.1

Develop and Approve the Project Charter and Plan

Deliverable: Project charter and plan.

Dependencies: None—first task.
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Table 4.4
Phase 4—Ecollaboration management
41 Virtual Team Facilitation
411 Facilitate the virtual team Virtual team facilitation
412  Document and manage virtual team issues  Virtual team issues log
413  Measure and report virtual team progress Virtual team progress reports
4.2 Virtual Work Management
421 Manage the virtual work Virtual work management
422  Document and manage virtual work issues  Virtual work issues log
4.2.3  Measure and report virtual work progress Virtual work progress reports
43 Collaborative Software Management
431 Manage backup, recovery, and archiving Backup, recovery, and archiving
432  Manage performance Performance management
433  Manage configuration Configuration management
434  Manage database Database management
435  Manage interfaces Interface maintenance
436  Manage security Security management
437  Provide user support User support
4.4 Evaluation
441 Evaluate virtual team participants, facilitator, Team member evaluation
and manager
447  Evaluate virtual initiative performance Virtual initiative performance evaluation
443  Summarize lessons learned Lessons learned
Description

This task concerns the development of the charter for the Ecollaboration proj-
ect. The charter is a document that provides key information on the Ecollabo-
ration project. It constitutes a formal agreement between the management
teams of the different parties involved and the project team members responsi-
ble for the Ecollaboration project deliverables. This charter is to be distin-
guished from the charters for the virtual work (Task 2.1.6) and the virtual team
(Task 3.2.3).

The Ecollaboration project manager develops the Ecollaboration project
charter using the information gathered in the business case and the input from
the project sponsor, the virtual team manager, and the human resources
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representative or the change management specialist. A typical project charter
includes the following sections:

Purpose of the charter;

Presentation of the business partners: a description of the business part-
ners involved in or impacted by the Ecollaboration project;

Project definition: a presentation of the Ecollaboration project objec-
tives, a definition of the costs and benefits with the intellectual capital
improvements, and a description of the success factors for the Ecollabo-
ration project, including:

Commitment of the executive management team;

Assignation of a project sponsor;

Organizational culture focused on human resources and leadership;
Alignment of organizational processes with the human resources
policies;

Virtual team manager supported by a facilitator;

Solid technology infrastructure combined with proven collaborative
software;

Application of a structured methodology in Ecollaboration;
Integration of change management and training;

Involvement of Ecollaboration experts;

Project scope;

Organizational scope: a description of the different sectors, divisions,
departments, and teams impacted by the Ecollaboration project;
Functional scope: a description of the functional areas and work pro-
cesses involved in the virtual initiative;
Technological scope: including high-level technology requirements,
such as:

Collaborative software to be used with targeted functionalities and

features;

Portal compatibility;

Data conversion;

Interfaces to enterprise business systems;

Use of workflow, templates, and tools;

Programs to be developed.
Scope limitation and requests for changes: a description of the limi-
tations in the scopes and the procedure to manage requests for
changes.

* Project organization:

- Project organizational chart: a presentation of project organization

chart;
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- Resources, roles, and responsibilities: a presentation of the resources
assigned to the project, including their roles and responsibilities.

* Project management:

- Ecollaboration methodology overview: a presentation of the meth-
odology used to analyze, design, implement, and manage the virtual
initiative;

- Project plan and milestones: a presentation of the Ecollaboration
project plan with deliverables and key milestones;

- Issue management: a presentation of the approach and the proce-
dures for managing the Ecollaboration project issues;

- Change management: a presentation of the change management
strategies, including the management of the organizational im-
pacts, the training, and the communication for the Ecollaboration
project;

¢ Project assumptions: a description of the assumptions for the Ecollabo-
ration project.

The Ecollaboration project manager also develops a detailed project plan
based on the Ecollaboration methodology. He/she validates the Ecollaboration
project charter and the plan with the virtual team manager, the Ecollaboration
project sponsor, and human resources representative or change management
specialist. Once validated, he/she schedules a meeting with the steering commit-
tee to present the charter and obtain their approval. The analysis and design can
start after the project charter is approved.

Resources and Responsibilities
Ecollaboration project manager

Develops the project charter and details the project plan;

Validates the project charter and plan with the project sponsor, the virtual
team manager, and the human resources representative or change man-
agement specialist;

Presents the project charter to the Ecollaboration steering committee;
Obrtains the approval for the project charter and plan.

Virtual team manager, Ecollaboration project sponsor, human resources repre-
sentative or change management specialist

Provide input to the Ecollaboration project manager for the development
of the project charter and plan;

Validate the project charter.

Ecollaboration project steering committee
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Approves the project charter and plan.

Templates and Tools

Description Tool Template File Name

Sample—12 months

Ecollaboration project plan MsProject ecollaboration project plan.mpp
Sample—12 months

Ecollaboration project plan Excel ecollaboration project plan.xls
Ecollaboration charter document Word ecollaboration project charter.doc
Ecollaboration project structure PowerPoint ecollaboration organizational chart.ppt

Task 1.2 Manage Organizational Change

Deliverable: Change management initiatives.
Dependencies: Starts after the project charter is approved (Task 1.1) and finishes at the same
time as the Ecollaboration project is closed (Task 1.6).

Description

This task concerns the development and management of organizational change
specific to the virtual initiative of the Ecollaboration project.

The Human resources representative or the person responsible for change
management analyzes the impacts of the virtual initiative on the organization.
He/she can survey the perceptions of the population impacted through inter-
views, questionnaires, and focus groups. He/she defines activities to manage
changes to support the Ecollaboration project manager. These activities are
primarily directed to the members of the virtual team and also to the popula-
tions impacted by the deployment of other virtual initiatives within the
organization.

He/she establishes the profiles of the participants with regard to the par-
ticipation in change management, namely, the Ecollaboration project manager,
the project sponsor, the steering committee members, the virtual team manager,
and participants. He/she then consolidates a communication plan identifying
the target populations, the events or activities, the key messages, the person
responsible, the frequency, and the planned dates.

The profile information of the participant for managing changes in Ecol-
laboration include:

* Role;

* Years with company;

* Years in the position;

* Years of experience with change management;
 Understanding of the project objectives;

* Influence in organization;
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o Interest in ecollaboration;

* Interest in change management;

» Knowledge of collaborative technology;

* Previous involvement in ecollaboration projects;

* Previous involvement in change management;

e Access to financial resources;

* Availability for change management activities;

+ Comments and other pertinent information.

Resources and Responsibilities

Human resources representative or change management specialist

Defines and manages organizational change management activities.

Ecollaboration project manager, project sponsor and steering committee, vir-
tual team manager and participants

Responsible for and participates in organizational change management

activities.

Templates and Tools

Description
Participant profile

Communication plan

Tool
Word
Word

Template
ecollaboration change participant profile.doc

ecollaboration change communication plan.doc

Task 1.3 Approve the Design Components

Deliverable: Design approved.

Dependencies: Starts after the analysis and design phase is completed (Phase 2).

Description

This task consists of the approval of all the design components specific to the

virtual initiative.

The Ecollaboration project manager meets with the Ecollaboration
designer to gather all the information on the components. They consolidate the
detailed design information into a formal document.

The design document includes the following elements:

» Work design: including the dimension of the work, the content, the
role and responsibilities, the processes, the workflow, work plan and
deliverables, the work templates, and tools. It can also include a formal
charter for the work to be conducted virtually.
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¢ Team design: involving the virtual team values, the profile, skills and
competencies of the members, the selection process and procedures, the
participants selected with their specific role, the training program, and
the facilitation templates, tools, and plan.

¢ Organization design: addressing the virtual team organization, the cul-
ture and leadership style of the organization responsible for the virtual
initiative, the critical success factors specific to the virtual initiative, the
performance indicators, the reporting process, the evaluation program,
and the reward and compensation plan.

» Technological design: detailing the functional and technological
requirements based on the enterprise collaborative software, the sys-
tems, and technological architectures. The final technology design
includes the specification for the software configuration, the interfaces
and conversions, and the technological infrastructure.

The Ecollaboration project manager and the designer present the final
design document to the virtual team manager and the project sponsor and
address any concerns and questions. Finally, the project manager schedules a
meeting with the steering committee to present the design and obtain
their approval. The implementation phase can start once the design is
approved.

Resources and Responsibilities
Ecollaboration project manager
Consolidates the documentation for the final design;

Presents the document to the project sponsor and the virtual team
manager;

Presents the design to the project sponsor and the steering committee;

Obrtains the approval for the final design.

Ecollaboration designer
Consolidates the documentation for the final design;

Presents the document to the project sponsor and the virtual team
manager.

Virtual team manager and Ecollaboration project sponsor

Reviews the final design.

Ecollaboration steering committee

Approves the final design.
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Templates and Tools

Description Tool Template
Approval form  Word  approval form.doc

Task 1.4 Document and Manage Project Issues

Deliverable: Project issues log.

Dependencies: Starts after the project charter and plan are approved (Task 1.1) and finishes at

the same time as the Ecollaboration management (Phase 4).

Description

This task concerns tracking and managing all the issues related to the Ecollabo-
ration project, specifically, the analysis and design of the work, team, organiza-
tion, and technology, and the implementation and the management of the
Ecollaboration project.

This task does not include the issues of virtual teaming and work. These
issues are tracked and managed in Task 4.1.2 and Task 4.2.2.

The Ecollaboration project manager logs the issues as they are identified or
reported by any participants in the Ecollaboration project. Examples of issues

are:

Some resources are not available to work on the analysis and design,
resulting in project delays;

The preparation of the technological infrastructure is stopped because a
software purchase order is not being released;

The launching session is jeopardized because the computers set up for
hands-on training is delayed;

The system performance does not meet the requirements, impacting
the work of the virtual team;

The help desk is responding to many calls concerning basic collabora-

tive functions that are already documented in the user training
manuals.

The log or report is used to track issues, resolution time, and responsible
persons. The log should include the following information:

Ecollaboration project name;
Ecollaboration project sponsor;
Ecollaboration project manager name;
Issue number;

Date the issue is received;

Description of issue;
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e Actions recommended;

* Requestor name;

* Priority;

e Date the action should be undertaken;

e Status of the issue (issue logged, issues assigned, actions in progress,
action completed, actions late, critical or late issue, issue escalated, issue

closed);
¢ Person responsible for the action;

e Date the issue is closed.

The procedure for managing issues typically involves the following priori-
ties and procedures:

¢ Ciritical: issues that can cause interruption to the project and impose
important delay in its progress. These issues must be escalated and pre-

sented to the steering committee. Solutions must be proposed within
48 hours.

+ Important: issues that can possibly delay, but not necessarily stop, the
project. These issues typically involve problems for which solutions are
currently available. They should be resolved within one week after they
are submitted. Escalation to steering committee level is not required.

* Minor: issues that do not involve real threat to the project and typically
require little corrective action. Resolution for these issues should be at
the time of its creation. Escalation to steering committee level is not
required.

The Ecollaboration project manager revises the issues log on a periodic
basis. He/she assigns the responsibility for actions on new issues, discusses
actions, and revises the dates with the persons responsible. He provides the nec-
essary support to those responsible for the realization of the actions.

Depending on the impacts and risks, he/she escalates the late and unre-
solved issues to the Ecollaboration project sponsor, who may turn to the steering
committee for resolution.

Resources and Responsibilities
Ecollaboration project manager

Maintains the issues log;

Revises the issues and discusses actions and dates with the persons
responsible;
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Provides support to the persons responsible for the resolution;

Escalates unresolved and late issues to the project sponsor.

Ecollaboration project sponsor and steering committee

Support and resolve issues.

Templates and Tools

Description Tool Template
Ecollaboration project Ecollaboration project
issues log Word issues log.doc

Task 1.5 Measure and Report Project Progress

Deliverable: Project progress reports.
Dependencies: Starts after the project charter and plan are approved (Task 1.1) and finishes at
the same time as the Ecollaboration management phase (Phase 4).

Description

This task concerns tracking and documenting the progress of the Ecollaboration
project. It does not include tracking and documenting the progress of virtual
teaming and work. This is done in Tasks 4.1.3 and 4.2.3.

The Ecollaboration project manager produces a progress report on a peri-
odic basis, typically every two weeks. He/she presents the report and discusses
the progress with the project sponsor. He/she also presents the progress at the
steering committee meetings.

The report should include the following information:

* Ecollaboration project name;

¢ Ecollaboration sponsor name;

¢ Ecollaboration project manager name;
* Reporting period;

¢ Date of the report;

¢ Phases, activities, or tasks completed during the period, started and in
progress, planned to start, and to be completed the next period;

e Planned and actual to-date costs and efforts;

« Comments on costs and efforts discrepancies, risks, and escalation of
issues.

Resources and Responsibilities
Ecollaboration project manager

Produces the progress reports;

Sends, presents, and discusses the progress with the project sponsor;
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Presents the progress to the steering committee.

Ecollaboration project sponsor and steering committee

Review the progress of the project.

Templates and Tools

Description Tool Template

Project progress report Word ecollaboration project progress report.doc

Task 1.6 Evaluate and close the project

Deliverable: Project closing document.
Dependencies: Starts after the project issues (Task 1.4), the progress reporting (Task 1.5), and
the Ecollaboration management phase (Phase 4) are completed.

Description

This task consists of formally closing the Ecollaboration project.

The Ecollaboration project manager gathers and consolidates all the
relevant information for closing the project. This information involves the
financial and intellectual perspectives, as well as the evaluation and the best
lessons learned of the virtual initiative. He/she comments on the results and
provides recommendations for future projects in a formal report.

He/she discusses the report with the project sponsor. He/she subse-
quently presents it to the last steering committee meeting. The steering
committee comments and acknowledges the results. The project is finally
closed.

The final project report includes:

* Ecollaboration project name;

* Ecollaboration sponsor name;

¢ Ecollaboration project manager name;

¢ Date of the report;

¢ Project closing date;

e Planned and actual costs;

e Planned and actual efforts;

e Planned and actual benefits;

e Comments and recommendations.

Resources and Responsibilities

Ecollaboration project manager
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Gathers and consolidates the required information into a final evaluation
report;

Presents the final report to the sponsor and steering committee;
Closes the Ecollaboration project.
Ecollaboration project sponsor and steering committee

Comment and acknowledge the Ecollaboration project evaluation.

Templates and Tools

Description Tool Template
Project closing ecollaboration project
report Word closing report.doc

Phase 2 Analysis and Design

Activity 2.1 Work Analysis and Design
Task 2.1.1 Analyze the Work Dimensions

Deliverable: Work dimensions.
Dependencies: Starts after the definition of the organizational context (Task 2.3.1) and the
analysis of the culture and leadership (Task 2.3.2) are completed.

Description

This task involves the definition of the dimensions or characteristics of the work
to be conducted virtually. This task is done concurrently and uses information
from the analysis of the work content, the roles and responsibilities, the work
processes, workflow, and deliverables. Information about the organizational
context, culture, and leadership style of the organization initiating the virtual
initiative is also used as input.

The Ecollaboration designer meets the virtual team manager to discuss
and define the dimensions of the work.

The dimensions include the following elements:

* Social complexity: the degree to which a team member is dependent
upon or supported in task accomplishment;

* Variety, predictability, and complexity of the work: the degree to which
there are frequent exceptions or routines in the task;

* Analyzability or divisibility: the degree to which a task can be broken
down into steps or subparts;

* Environmental uncertainty: the degree of the stability of the larger sys-
tem in which the team resides;

« Difficulty: the amount of efforts and level of skills required for the
work;
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* Hierarchy and centralization the team is operating in.

The following information can be used as input for analyzing the
dimensions:

» Type of virtual team (learning, hybrid, focus);

¢ Organizational support or sponsorship;

* Anticipated number of members in the virtual team;

* Anticipated geographical distribution of the members;

* Anticipated organizational affiliation, nationality, and languages of the
members;

» Corresponding time zone and work schedule of the members;
* Business objectives;
* Ciritical business processes, workflow, and deliverables;

* Overview of work content (e.g., volume of transactions, frequency of
operations, resources availability);

* Opverview of roles and responsibilities;
 Expected duration of the work;
* Tangible and intangible costs and benefits ;
- Culture and leadership style of the organization:
- Organizational structure: hierarchical versus network;
- Focus: financial versus marketing;
. Distribution of information: limited versus extended;
- Management philosophy: rules and procedures versus principles and
guidelines;
« Orientation: internal versus external;
- Training: occasional versus continuing;
- Accountability: unequal versus shared;
¢ Other pertinent information.

Resources and Responsibilities
Ecollaboration designer

Initiates the discussion, gathers information, and qualifies the dimensions;
Produces the work dimensions deliverable.

Virtual team manager

Provides information, views, and opinions on the work dimensions;

Validates and signs the work dimension report.
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Templates and Tools

Description Tool Template

Work dimensions report Word virtual work dimensions.doc

Task 2.1.2 Analyze the Work Content

Deliverable: Work content.

Dependencies: Starts after the definition of the organizational context (Task 2.3.1) and the
analysis of the culture and leadership (Task 2.3.2) are completed.

Description

This task consists of describing the content of the work, and more specifically,
the tacit and explicit information, templates, tools, and forms to be used.

This definition of the work content is done concurrently and uses the
information from the analysis of the work processes, workflow, and deliverables
(Task 2.1.4). The content information is also referenced in the documentation
produced on the target processes, workflows, and deliverables.

The Ecollaboration designer meets the virtual team manager to discuss
and define the work content element along with an estimate of the frequency
and volume. They also identify the changes from the traditional scenario and
the impacts on the work.

Some examples of content in the context of sales and marketing are:

¢ Asynchronous discussions on requests for proposals;

* Synchronous discussions or chats on proposals;

* Teleconferences on proposals;

* Clients’ requests for proposals received;

* Clients’ proposals produced;

* Clients’ presentations developed;

* Product documentation used;

¢ Reusable documents such as proposals, presentations, and contracts;

¢ Electronic libraries to support the elaboration of proposals;

 Statistical information from business warehouse.

Some examples of changes and impacts are:

* There will be ongoing discussion among all the people involved;
* The proposals will be produced more rapidly;
¢ There can be more proposals delivered;

* The quality of the proposals can be improved.
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Resources and Responsibilities
Ecollaboration designer

Initiates the discussion and gathers information on the work content;
Produces the work content report.

Virtual team manager

Provides information on the virtual work content;

Validates and signs the work content report.

Templates and Tools
Description Tool Template
Work content report Word virtual work content.doc

Task 2.1.3 Define the Role and Responsibilities

Deliverable: Roles and responsibilities.
Dependencies: Starts after the definition of the organizational context (Task 2.3.1) and the
analysis of the culture and leadership (Task 2.3.2) are completed.

Description

This task consists of defining the roles and responsibilities of the virtual team
members. This task is done concurrently and uses the information from the
analysis of the work processes, workflow, and deliverables (Task 2.1.4). The
roles and responsibilities are also referenced in the documentation of the target
processes, workflows, and deliverables.

The virtual team designer meets the virtual team manager to discuss and
define the roles and responsibilities. They identify the changes and impacts on
the traditional roles and responsibilities. They also estimate the number of per-
sons for each role. This information will be used later to define the skills and
competencies required (Task 2.2.2) and to assign the roles and responsibilities
to the participants (Task 2.2.4).

There are two aspects of roles and responsibilities that must be
considered:

* The production aspect involves the roles required to perform the
related functions, that is, to achieve the task;

* The social aspect involves the roles that support the social interactions
for the work to be achieved.

There are three social roles that can be considered:

» Knowledge manager: responsible for communicating know-how, for
sharing experiences and references, and for managing the knowledge
referential;
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Process manager: responsible for maintaining the documentation of the
g g

processes, for keeping the members informed, and for guiding the

processes;

Facilitator: responsible for encouraging contribution and helping the
members to focus on sharing knowledge and experience.

It is possible for some roles and responsibilities to be consolidated or com-
bined. For example:

The role of facilitator might include the responsibilities of process
management.

The role of the virtual team manager could include the responsibility of
managing the work as well as the process.

However, combining the facilitator role to a production role or distribut-
ing its responsibilities is not recommended. Dividing or diluting the facilitation
responsibilities can result in mismanagement of the social aspects and jeopardize
the overall team productivity.

The participant’s profile, skills, and competencies can be elaborated when
the roles and responsibilities are defined.

Resources and Responsibilities

Ecollaboration designer

Initiates the discussion and gathers information on the roles and
responsibilities;

Defines the roles and responsibilities and produces the report.

Virtual team manager

Participates in the definition of the roles and responsibilities;

Validates and signs the roles and responsibilities report.

Templates and Tools

Description Tool Template

Roles and responsibilities report Word Virtual roles and responsibilities.doc

Task 2.1.4 Detail the Work Processes, Workflows, and Deliverables

Deliverable: Work processes, workflows, and deliverables.

Dependencies: Starts after the definition of the organizational context (Task 2.3.1) and the

analysis of the culture and leadership (Task 2.3.2) are completed.
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Description

This task consists of defining the work processes, workflows, and deliverables for
the virtual scenario. This task is done concurrently and uses the information
from the analysis of the work content (Task 2.1.2) and the roles and responsi-
bilities (Task 2.1.3). The definition of the functional and technological require-
ments starts subsequently and integrates the information on the processes,
workflows, and deliverables.

The Ecollaboration designer meets the virtual team manager to discuss the
actual work processes, workflow, and deliverables and to specify the target vir-
tual scenario. They look toward improving the traditional scenario and taking
advantages of the features and functionalities of the collaborative software.

One simple and practical approach for developing the target scenario con-
sists of drawing a flowchart of the process with paper stickers of different colors
and shapes for each element of the design. Office supplies such as Post-its can be
used. For example, a blue square can represent an input, a green square an out-
put, a blue square a formal deliverable, a yellow rectangle a task, an orange loz-
enge an approval, and a pink square a role.

The shapes are stuck on a large sheet of paper attached to a wall as the
process is being defined. This method allows one to visualize the process as it
progresses and to easily make changes. Details can be written on the stickers as
the design gets confirmed. These details involve specifying the elements, such as:

* How the task is accomplished (e.g., discussed in a virtual forum, in
audio conferencing);

e What the are conditions associated with the task;

» How frequently it occurs;

* When it occurs;

* Who is responsible and who participates;

» Whether there are they any special forms or tools supporting the task;
» What the input is and where it comes from (e.g., the ERP system);

* What the output is and where it goes.

The design of the target process must take into account:

* The functionalities, features, and preconfigured modules offered by the
collaborative software;

 The role assigned to the tasks and deliverables;

* The processes implemented in the enterprise systems;

¢ The availability and access to the information required;
 The problems or issues in the actual process;

 The opportunities to improve the actual process;
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* The changes and impacts on the current processes.

It is important to keep in mind that the design targets collaborative
processes involving tacit as well as explicit information. These collaborative
processes are not intended to duplicate or replace the business processes and the
data integrated in the enterprise business systems, but to interface with these.
The technology architect addresses these issues while consolidating the func-
tional requirements (Task 2.4.1).

Once the exercise is completed, the designer transposes the drawing done
with the stickers into an electronic process diagram (using software such as Visio
or ABCFlowchart). This document is attached to the report describing the tar-
get processes, workflows, and deliverables.

The work templates and tools as well as the charter and plan can be devel-
oped when the processes, workflows, and deliverables are defined. The values
and boundaries for productivity can also be determined.

Resources and Responsibilities
Ecollaboration designer

Initiates the discussion and gathers information on the actual and target
work processes, workflows, and deliverables;

Designs the target processes, workflows, and deliverables;

Documents the target work processes, workflows, and deliverables.
Virtual team manager

Provides information on the actual processes, workflows, and deliverables;
Assists in the design of the target processes, workflows, and deliverables;

Validates and signs the report on the target processes, workflows, and
deliverables.

Templates and Tools

Description Tool Template
Report on target processes, virtual work processes workflow
workflows, and deliverables Word and deliverables.doc

Task 2.1.5 Develop the Work Templates and Tools

Deliverable: Work templates and tools
Dependencies: Starts after the work processes, workflows, and deliverables are defined (Task

2.1.4).

Description
This task concerns the development of templates, forms, and tools to achieve the
tasks as defined in the content analysis and the design of the processes. This task
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is done concurrently with the development of the work charter and plan and the
definition of the team values.

Examples of templates, forms, and tools in the context of sales and market-
ing include:

e Customer information form;

* Quotation template;

* Spreadsheet to calculate price discount;

 Customer presentation format;

* Proposal standard document.

The Ecollaboration designer meets the virtual team manager to identify
the templates, forms, and tools already available to support the work. They
detail the changes required, if any, and define the specifications of the templates,
forms, and tools that need to be developed. They document the specifications
and jointly develop the templates, forms, and tools. They can also delegate the
development to administrative assistants.

The specifications can include information such as:

 The current template, form, or tool to convert or change;

* The software to use, including word processing, spreadsheet, presenta-
tion software;

e Header and footer;
» Page setup;

¢ Page numbering;

o Table;

e Fonts;

» Formulas;

 Use of logos and colors.

Resources and Responsibilities
Ecollaboration designer

Initiates and participates in the discussion on the work templates
and tools;

Produces the list of templates and tools to be developed;
Documents the specifications;
Develops the templates and tools;

Coordinates the development of the templates and tools.
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Virtual team manager

Provides information on the work templates and tools;
Supports the development of the specifications;
Develops templates and tools;

Validates and signs the list of templates and tools to be developed and the
specifications;

Validates the work templates and tools.

Templates and Tools

Description Tool Template

Templates and tools list Word  virtual work templates and tools list.doc

Templates and tools specification form  Word  virtual work templates and tools specification.doc

Task 2.1.6 Develop the Charter and Plan for the Virtual Work

Deliverable: Virtual work charter and plan.

Dependencies: Starts after the work processes, workflows, and deliverables are defined (Task

Description

This task concerns the development of the charter and the plan for the work or
the project being conducted virtually. This task is done concurrently with the
development of the templates and tools and the definition of the team values.
The charter involved in this task is to be distinguished from the charters for the
Ecollaboration project (Task 1.1) and for virtual teaming (Task 3.2.3).

A typical charter includes the following sections:

* Purpose of the charter;

* DPresentation of the business partners: a description of the business part-
ners involved or impacted by the virtual work:

* Work definition: including a presentation of the objectives, a definition
of the costs and benefits, and a description of the success factors for the
work;

¢ Scope of the work:

* Organizational scope: a description of the different sectors, divisions,
departments, and teams impacted;

 Functional scope: a description of the functional areas and work
processes involved;

 Technological scope: including high-level technology requirements;
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Scope limitation and requests for changes: a description of the

limitations in the scopes and the procedure to manage requests for

changes.

Work organization:

- Organizational chart;

- Resources, roles, and responsibilities: a presentation of the resources
assigned to the project, including their roles and responsibilities:

Work management.

Methodology overview;

Work plan and milestones;

Issue management: a presentation of the approach and the procedures

for managing the work issues;

Change management: a presentation of the change management strate-

gies, including the management of the organizational impacts, the

training, and the communication to produce the deliverables:

Work assumptions.

The virtual team manager also develops the work plan. He/she can use dif-

ferent tools, depending on the nature and complexity of the work. He/she vali-
dates the work charter and the plan with the responsible parties.

Resources and Responsibilities

Virtual team manager
Develops the work charter and plan;

Validates the work charter and plan with responsible parties.

Templates and Tools

Description Tool Template

Project charter Word ecollaboration project charter.doc

Activity 2.2 Team Analysis and Design

Task 2.2.1 Define the Virtual Team Values and Boundaries for Productivity

Deliverable: Team values and boundaries for productivity.

Dependencies: Starts after the processes, workflows, and deliverables are defined (Task 2.1.4).

Description

This task consists of defining the base values and boundaries so that the virtual
team can work productively. This task is done concurrently with the develop-
ment of the work templates and tools and the charter and plan. The development
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of the values represents an excellent opportunity for the Ecollaboration designer
to transfer knowledge to the team manager on the changes and impacts associ-
ated with the transition from the traditional to the virtual environment. This task
uses input from the work information, including the roles and responsibilities,
the content, the dimensions, the processes, workflows, and deliverables.

The Ecollaboration designer meets the virtual team manager to discuss the
key values that should animate the team and stimulate productivity. They also
look at issues for productivity.

They can consult the trust constructs involved in the Ecollaboration eco-
system for defining the key values of the virtual team: good faith, respect, honesty,
commitment, competence, expertness, dynamism, encouragement, acceptance, integ-
rity, predictability, transparency, goodwill, benevolence, responsiveness, morality,
credibility, reliability, dependability, reciprocity, openness, generosity, carefulness,
trustworthiness, and attraction.

They can consider the following issues or boundaries for productivity:

e Virtual versus human contact: how to create and sustain the human
sensation, the feeling and warmth in the virtual setting despite the lack
of face-to-face contacts and physical cues;

+ Connectedness and coalescence: how to share the responsibility for
connecting and bonding amongst the members;

* Roles: how to encourage the development and the endorsement of the
social roles by the members (see Task 2.1.3);

* Rules, norms, and participation: how to establish and keep a focus on
rules and norms and how to ensure an active participation of the
members;

* Psychological and spiritual issues: how to create a safe environment and
to protect it despite any conflicts, cultural differences, and other situa-
tions that might occur;

* Vulnerability, privacy, and ethics: how to ensure that the members will
respect one another psychologically, personally, and professionally.

Finally, they consider and decide on the need for using formal confidenti-
ality and ethics agreements. If required, the specifications are detailed and sub-
mitted to the human resources representative responsible for issuing the formal
documents.

Resources and Responsibilities
Ecollaboration designer

Initiates and participates in the discussion on the team values and
boundaries for productivity;
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Documents the key values and main issues for productivity;
Consolidates the team values and boundaries report.

Virtual team manager

Participates in the discussion on the values and productivity issues

Decides on the key values of the team and the need for formal confidenti-
ality and ethics agreements;

Validates and signs the team values and boundaries report.
Human resources representative

Provides the formal confidentiality and ethics agreements upon demand.

Templates and Tools
Description Tool Template
Virtual team values virtual team values
and boundaries report Word and boundaries.doc

Task 2.2.2 Specify the Participant Profile, Skills, and Competencies

Deliverable: Participant profile, skills, and competencies
Dependencies: Starts after the roles and responsibilities are defined (Task 2.1.3).

Description
This task consists of describing the profile, skills, and competencies for each role
and associated responsibilities.

The Ecollaboration designer meets the virtual team manager and the
human resources representative to clarify the profile, skills, and competencies in
relation to the roles and responsibilities identified earlier. They must look at
both the production and social requirements.

Because the virtual work environment is different from the traditional set-
ting, the following characteristics should be integrated into the participant
profile:

* Ability to use technologies;
* Ability to work collaboratively;
* Ability to plan and implement networking activities;

» Comprehension of the formal and informal organization and where
resources reside;

» Comprehension of the need and ability to interact and to communicate
with people from different cultures, functions, and levels in the
organization;

* Ability to integrate theory and practice;

* Ability to support and inspire dialogue;
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* Flexibility and critical thinking ability;
* Experience in a number of different locations and functions within the
organization;

* Experience with business partnering.

The process for selecting the participants can begin when the profiles,
skills, and competencies have been defined.

Resources and Responsibilities

Ecollaboration designer

Initiates and participates in the discussion on the profile, skills, and com-
petencies;

Supports the definition of the requirements specific to the social roles;

Validates and signs the report on the profile, skill, and competence re-
quirements.

Virtual team manager
Participates in the discussion on the profile, skills, and competencies;

Supports the definition of the requirements specific to the production
roles;

Validates and signs the report on the profile, skill, and competence re-
quirements.

Human resources representative
Guides the discussion on the profile, skills, and competencies;
Consolidates the report on the profile, skill, and competence

requirements.

Templates and Tools

Description Tool Template
Profile, skill, and
competence requirements report Word  virtual team profile skills and competencies.doc

Task 2.2.3 Elaborate the Selection Process and Procedures

Deliverable: Selection process and procedures.
Dependencies: Starts after the participant profile, skills, and competencies are specified (Task

2.2.2).
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Description
This task involves the elaboration of the process and procedures for selecting
the virtual team members. The selection process may vary depending on the
roles, responsibilities, profiles, skills, and competencies. In some cases, the
selection is done de facto: for example, when members are already assigned to
the work team, when the number of candidates corresponds to the number
required, or when there is not time to go through a formal selection process.

The Ecollaboration designer meets the virtual team manager and the
human resources representative to discuss the selection process and procedures.
The human resources representative presents the different approaches used in
the organization and makes recommendations to address the specific needs of
the virtual team. The Ecollaboration designer and the virtual team manager
decide on the approach for each role.

A typical selection process involves the following steps and procedures:

* Request for candidacy: can be open to the organization at large or can
be directed to specific individuals (i.e., by invitation);

* Review of the applications and selection of candidates for interview by
the human resources representative;

e DPreparation of the interview questions by the human resources repre-
sentative, interview by the human resources representative, and consoli-
dation of the interview results;

* Meeting of the human resources representative with the virtual team
manager and the Ecollaboration designer to review the interview
results, to select the candidates for a second interview, and to prepare
the interviews;

¢ Second interviews conducted by the virtual team manager and the Ecol-
laboration designer;

+ Consolidation of the interview results and preparation of the selection
report by the virtual team manager;

¢ Verification of the references by the human resources representative;

* Other strategies and procedures conducted and supervised by the
human resources representative (see below);

 Consolidation of the final results by the human resources representative
and presentation to the virtual team manager and the Ecollaboration
designer;

* Final selection by the virtual team manager.

Other strategies that can be considered in the selection process include:

¢ Personal profiling to assess sustainability of performance;
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» DPsychometric tests such as Emotional Intelligence, Enneagram,
Myers-Briggs Type Indicator (MBTI), and Gregory Transactional
Ability;

» Competency tests;

e Case simulation.

The selection can start when the process and procedures are accepted.
Note that the strategies described above may be used even when there is no for-
mal selection process, that is, when the members are selected de facto. The
results can be used to assess the skills and competencies of the team members
and the needs for training.

Resources and Responsibilities
Ecollaboration designer

Initiates and participates in the discussion on the selection process and
procedures;

Supports the development of the selection process and procedures;

Validates and signs the recommendation for the selection process and
procedures.

Virtual team manager
Participates in the discussion on the selection process and procedures;
Supports the development of the selection process and procedures;

Validates and signs the recommendation for the selection process and
procedures.

Human resources representative

Guides the discussion and the development of the selection process and
procedures;

Documents the recommendation for the selection process and
procedures.

Templates and Tools

Description Tool Template

ecommendation for the selection
R dation for the select
process and procedures Word virtual team selection process and procedures.doc

Task 2.2.4 Select the Participants and Assign Roles and Responsibilities

Deliverable: Participants selected.
Dependencies: Starts after the selection process and procedures are specified (Task 2.2.3).
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Description

This task consists of selecting the virtual team members according to the selec-
tion process and assigning the roles and responsibilities. As mentioned earlier, it
is possible that some members might be selected a priori because the members
are already assigned to the work team, the number of candidates corresponds to
the number of resources required, or there is not sufficient time to go through a
formal selection process.

The human resources representative typically initiates and supports the
Ecollaboration designer and the virtual team manager in the selection process.
The Ecollaboration designer and the virtual team manager usually do the final
interview and select the participants. They can share the responsibility for docu-
menting the interviews and the selection results. They assign the roles to the par-
ticipants selected.

The development of the training program can start when the team mem-
bers’ selection process is completed and the roles have been assigned.

Resources and Responsibilities
Ecollaboration designer

Participates in the selection process;

Documents the interviews and the selection report;

Validates and signs the participant selection reports;

Assigns the social roles;

Validates and signs the team members’ roles and responsibilities report.
Virtual team manager

Participates in the selection process;

Documents the interviews and the selection report;

Validates and signs the participant selection report;

Assigns the production roles;

Validates and signs the team members’ roles and responsibilities report.
Human resources representative

Initiates and supports the selection process;

Documents the interviews and the selection report.

Templates and Tools
Description Tool Template
Team members’ roles and virtual work team members roles
responsibilities report Word and responsibilities.doc
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Task 2.2.5 Develop the Training Program for Virtual Teaming

Deliverable: Training program for the virtual participants.
Dependencies: Starts after the team members have been selected and the roles and
responsibilities have been assigned (Task 2.2.4).

Description

This task consists of developing the training program for the participants
selected based on their profile, skills, and competencies and their roles and
responsibilities. This task assumes that the participants selected have the basic
skills and competencies to execute the production roles as well as the social roles.
In other words, extensive professional training is out of the task scope. This task
is done concurrently with the development of the facilitation templates, tools,
and plan.

The Ecollaboration designer meets the virtual team manager, the human
resources representative, and the facilitator to develop and organize the training
program to support virtual teaming. They select the topics, elaborate the con-
tent, and develop the training documents.

Topics that can be addressed include:

¢ Ecollaboration ecosystem;

* Virtual team dynamics and virtual team traps;
e Cultural differences in virtual teams;

e Ecollaboration success stories;

» Collaborative software;

¢ Netiquette (network etiquette).

The human resources representative organizes the logistics, including:

¢ The training room reservation;

* The furniture required, such as flip charts, computer projector, paper
pads;

 The setup of the computers required for technical training;

¢ The reproduction of training guides and manuals;

» Communication with the participants, registration, and distribution of
agendas;

 Catering services.

Resources and Responsibilities
Ecollaboration designer

Initiates the development of the training program;

Documents the design of the training program;
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Develops the training guides and manuals.
Virtual team facilitator

Participates in the development of the training program, the training
guides, and manuals;

Validates and signs the design of the training program.
Virtual team manager

Participates in the development of the training program;
Validates and signs the design of the training program.
Human resources representative

Organizes the logistics of the training program.

Templates and Tools
Description Tool Template
Virtual teaming training program report ~ Word virtual work training program.doc

Task 2.2.6 Develop the Templates and Tools for Virtual Team Facilitation

Deliverable: Virtual facilitation templates and tools.
Dependencies: Starts after the team members have been selected and the roles and
responsibilities have been assigned (Task 2.2.4).
Description
This task concerns the development of templates, forms, and tools to facilitate
the team. This task is done concurrently with the development of the training
program and the facilitation plan.

Examples of templates, forms, and tools to be used in the facilitation
process include:

 Sample of a virtual team charter;

e List of emoticons;

* Culture assessment questionnaire;

* Request for virtual participants’ introduction;
¢ List of members’ birthdays;

* List of international holidays, religious holidays, elections, calendars,
and exceptional events;

» Team member satisfaction questionnaire.

The Ecollaboration designer meets the virtual team manager and the facili-
tator to identify the templates, forms, and tools already available to facilitate the
team. They discuss the potential application and the development of other
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templates and tools in relation to the type of work, the members’ profiles, and
the virtual team dynamics model. They also consider the templates and tools to
be used in the launching session of the virtual team.

Resources and Responsibilities
Ecollaboration designer

Initiates and participates in the development of facilitation templates and
tools.

Virtual team manager

Supports the development of the facilitation templates and tools;
Validates the facilitation templates and tools.

Virtual team facilitator

Develops the facilitation templates and tools.

Templates and Tools

Description Tool Template
Request for member introduction Word virtual team request for members intro.doc
Fix bury and burn activity Word virtual team fix bury and burn.doc
virtual team member satisfaction
Team member satisfaction questionnaire Excel questionnaire.doc
virtual team dynamics evaluation
Virtual team dynamics questionnaire Excel questionnaire.doc
List of basic emoticons Word virtual team emoticons list.doc
Sample of virtual team charter Word virtual team charter sample.doc
Individual cultural profile Word individual cultural profile assessment.doc

http://www.jours-feries.com/index.php3?
Link to holidays of the world Internet site  id_langue=2

Task 2.2.7 Develop the Facilitation Plan

Deliverable: Facilitation plan.
Dependencies: Starts after the team members have been selected and the roles and
responsibilities have been assigned (Task 2.2.4).

Description

This task concerns the development of the facilitation plan. This task is done
concurrently with the development of the training program and the facilitation
templates and tools.

The facilitator meets the virtual team manager to discuss the approach and
the plan for facilitating the team. In defining the facilitation approach and plan,
they take into account the type of work; the members’ profiles, skills, and com-
petencies; and the virtual team dynamics model. They also detail the facilitation
activities for the launching session.
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Examples of facilitation activities include:

The development of the team charter and the members’ expectations;
The presentation of the virtual team members;

The periodic review and follow-up on the team charter and members’
expectations;

The assessment of the virtual members’ satisfaction;

The assessment of the team dynamics and the transition points;
Celebration events;

Virtual and face-to-face gathering;

Conflicts resolution meetings;

Reminders of the members’ birthdays, international holidays, and
events.

Resources and Responsibilities
Virtual team facilitator

Develops the facilitation plan.

Virtual team manager

Supports the development of the facilitation plan;

Validates and signs the facilitation plan.

Templates and Tools

Description Tool Template

Facilitation plan Word virtual team facilitation plan.doc

Activity 2.3 Organization Analysis and Design

Task 2.3.1 Analyze the Organizational Context of the Virtual Team

Deliverable: Virtual team organizational context.

Dependencies: Starts after the project charter and plan are completed (Task 1.1).

Description
This task consists of analyzing the organizational context for deploying the vir-
tual team. This task is done concurrently with the analysis of the culture and
leadership style of the organization.

The Ecollaboration project manager meets the designer to discuss and
transfer information on the organizational context for the virtual initiative,

more specifically:

* The type of virtual team (learning, hybrid, focus);
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¢ The organizational support and sponsorship for the virtual initiative;
* The experience of the organization in virtual teaming;

¢ The anticipated number of members in the virtual team;

¢ The anticipated geographical distribution of the members;

* The anticipated organizational affiliation, nationality, and languages of
the members;

* The corresponding time zone and work schedule of the members;
* The business objectives of the virtual initiative;

¢ The critical business processes involved;

* The business justification;

* Other pertinent information.

The information gathered during this task is preliminary. It is used and
detailed in the analysis and design of the work and the team.

Resources and Responsibilities
Ecollaboration project manager

Initiates and participates in the analysis of the organizational context for
the virtual initiative;

Validates and signs the organizational context report.
Ecollaboration designer
Participates in the analysis of the organizational context;

Documents the organizational context.

Templates and Tools

Description Tool Template

Report on the organizational
context of the virtual initiative Word virtual initiative organizational context.doc

Task 2.3.2 Analyze the Culture and Leadership Style of the Organization

Deliverable: Overview of organizational culture and leadership style.
Dependencies: Starts after the project charter and plan are completed (Task 1.1).

Description
This task consists of analyzing the culture and leadership style of the organiza-
tion initiating the virtual team. This task is done concurrently with the analysis
of the organizational context.

The Ecollaboration project manager and the human resources representa-
tive meet the designer to transfer their knowledge and to discuss the culture and



144 Building Successful Virtual Teams

leadership style of the organization. The following elements of culture are
analyzed:

* Organizational structure: hierarchical versus network;

* Focus: financial versus marketing;

* Distribution of information: limited versus extended;

* Management philosophy: rules and procedures versus principles and

guidelines;
e Orientation: internal versus external;
¢ Training: occasional versus continuing;

¢ Accountability: unequal versus shared.

The following topics and characteristics may be used to define the leader-
ship style of the organization:

Goals and objectives
* Vision, values, and strategy;
¢ Integration of learning and knowledge management;
* Standards for achievements--high or low;
+ Consistency in providing direction;

* Integration of technology.

Management
» Openness to change, new ideas, and risk taking;
* Ability to make change happen;
* Ability to learn from mistakes and successes;
* Ability to integrate resources for continuous improvement;
* Ability to leverage diversity;
* Ability to deploy and empower teams;
* Agility—awareness of opportunities and speed of initiative;

¢ Information sharing with employees, customers, suppliers, and other
business partners.

Employee commitment and mobilization
¢ Organizational climate;

e Employee turnover and retention;
Y

+ Communication with employees--frequency, mechanisms, reasons;
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» Work arrangement—when, where, and what policies, balance between
work and personal life;

 Growth opportunities—personal development, training, education;
* Accountability—ownership of results;

¢ Performance evaluation—focus (e.g., results, team work), frequency,
mechanisms;

* Reward and compensation—financial versus nonfinancial, acknowl-
edgment of contribution.

The information gathered during this task is preliminary. It is used in the
analysis and design of the work and the team.

Resources and Responsibilities
Ecollaboration project manager

Initiates and participates in the analysis of the organizational culture and
leadership style;

Validates and signs the organizational culture and leadership report.
Human resources representative

Participates in the analysis of organizational culture and leadership style.
Ecollaboration designer

Participates in the analysis of organizational culture and leadership style;

Documents the organizational culture and leadership style.

Templates and Tools

Description Tool Template

Report on the organizational virtual initiative organizational
culture and leadership style Word culture and leadership.doc
Questionnaire on culture organizational culture and

and leadership Excel leadership questionnaire.xls

Task 2.3.3 Define the Critical Success Factors

Deliverable: Critical success factors.
Dependencies: Starts after the organizational context of the virtual team (Task 2.3.1) and the
overview of the culture and leadership (Task 2.3.2) are completed.

Description

This task consists of defining the critical success factors specific to the virtual
initiative, that is, the factors supporting the team and the work that will be
achieved virtually. These factors complement the ones for the success of the
Ecollaboration project. This task is done concurrently with the definition of
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the performance indicators, the reporting process, the evaluation program, and
the reward and compensation plan.

The Ecollaboration designer meets the virtual team manager and the facili-
tator to discuss the success factors, taking into consideration the context, the
culture, and leadership style of the organization, as well as the team and work
design components.

Some examples of critical success factors for the virtual initiative are:

¢ Virtual team manager presence and feedback;

* Periodic face-to-face meetings;

+ Ongoing training and coaching on diversity;

» Comprehension of key cultural differences;

* Reinforcement of the value of knowledge management;

+ Modification of the reward and compensation plan;

* Management consistency in providing direction and support;
¢ Frequency of management communication;

* Accrued accountability and ownership of results;

* Flexibility in work arrangement;

+ Continuous and just-in-time recognition of members’ contribution;

» Communication and application of rules for members™ exclusion or
expulsion.

Resources and Responsibilities
Ecollaboration designer

Initiates and participates in the definition of the critical success factors for
the virtual initiative;

Documents the critical success factors for the virtual initiative.

Virtual team facilitator

Participates in the definition of the critical success factors for the virtual
initiative.

Virtual team manager

Participates in the definition of the critical success factors for the virtual
initiative;

Validates and signs the critical success factors documentation.

Templates and Tools

Description Tool Template

Critical success factors documentation Word virtual initiative critical success factors.doc
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Task 2.3.4 Develop Performance Indicators

Deliverable: Performance indicators.

Dependencies: Starts after the organizational context of the virtual team (Task 2.3.1) and the

overview of the culture and leadership (Task 2.3.2) are completed.

Description

This task consists of developing the performance indicators and the measure-
ments specific to the virtual initiative. These indicators complement the ones
identified in the Ecollaboration project justification. This task is done concur-
rently with the definition of the critical success factors, the reporting process, the
evaluation program, and the reward and compensation plan

The Ecollaboration designer meets the virtual team manager and the facili-
tator to review the project justification. They detail the performance indicators
for the virtual initiative and how they will be measured. They look at both the
financial and intellectual capital aspects.

Examples of performance indicators and associated measures are:

Financial indicators

Costs reduction;

Sales increase;

Return on investment;

Asset turnover;

Profit margin;

Collection period;

Accounts receivable turnover;

Inventory turnover.

Customer or business partner capital

Management credibility;

Number of customers--number of new and lost customers;
Number of customer visits;

Market share;

Customer and stakeholder satisfaction index;

Customer and business partner ratings.

Structural capital

Quality of processes;

Number of errors in processes;
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» Number of new patents;

* Number of new reusable templates, lessons learned, and best practices
documented;

+ Number of new business processes documented.

Human capital
* Employee satisfaction index;
 Leadership index;
e Motivation index;
* Empowerment index;

» New suggestions, solutions, and processes.

Resources and Responsibilities
Ecollaboration designer

Initiates and participates in the development of the performance
indicators;

Documents the performance indicators and the measures.
Virtual team facilitator

Participates in the development of the performance indicators and the
measures.

Virtual team manager

Participates in the development of the performance indicators and the
measures;

Validates and signs the performance indicators documentation.

Templates and Tools
Description Tool Template
Performance indicators documentation ~ Word virtual initiative performance indicators.doc

Task 2.3.5 Design the Reporting Process

Deliverable: Reporting process.
Dependencies: Starts after the organizational context of the virtual team (Task 2.3.1) and the
overview of the culture and leadership (Task 2.3.2) are completed.

Description

This task consists of developing the process for reporting the issues and the prog-
ress of the virtual initiative relative to the work and teaming. It does not relate to
the Ecollaboration project progress (that is dealt with in Task 1.5). This task is
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done concurrently with the definition of the critical success factors, the perform-
ance indicators, the evaluation program, and the reward and compensation plan.

The Ecollaboration designer meets the virtual team manager and the facili-
tator to discuss the reporting process for the issues and their progress to the
management, more specifically:

+ What progress elements will be reported;

»  What types of issues will be reported;

* Who will report;

* How and when reporting will be done.

Typically, progress reports should be issued every two to four weeks
depending on the nature of the work, the virtual team dynamics model, and the
work and facilitation plans. The steering committee meetings should also
include periods to review the progress.

Reporting issues should be ongoing using issues logs. The critical issues
should be addressed in the steering committee meetings.

If the collaborative environment is considered for reporting progress and
issues, the task and work components should be designed accordingly (e.g., roles
and responsibilities, process, templates, collaborative environment).

Resources and Responsibilities
Ecollaboration designer

Initiates and participates in the development of the reporting process;
Documents the reporting process and forms.

Virtual team facilitator

Participates in the development in the reporting process and forms;
Validates and signs the reporting process report.

Virtual team manager

Participates in the development of the reporting process and forms;

Validates and signs the reporting process report.

Templates and Tools

Description Tool Template

Reporting process report Word virtual initiative reporting process.doc
Virtual team issues log Word virtual team issues log.doc

Virtual team progress report Word virtual team progress report.doc
Virtual work issues log Word virtual work issues log.doc

Virtual work progress report Word virtual work progress report.doc
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Task 2.3.6 Design the Evaluation Program

Deliverable: Evaluation program.

Dependencies: Starts after the organizational context of the virtual team (Task 2.3.1) and the

overview of the culture and leadership (Task 2.3.2) are completed.

Description

This task consists of developing the evaluation program for the virtual initiative
relative to the work and teaming. This task is done concurrently with the defini-
tion of the critical success factors, the performance indicators, the reporting

process, and the reward and compensation program.

The Ecollaboration designer meets the virtual team manager and the
facilitator to develop the program to evaluate the virtual participants’
performance both in terms of teaming and work achievement. The evaluation
criteria must be clearly defined and assigned a weight. They must also
ensure that the evaluation program is aligned with the reward and compensa-

tion plan.

The evaluation program can include many aspects, such as:

Respect for plan and budget;

Quality of deliverables;

Respect for the team charter and values;

Ability to communicate and generate knowledge;
Creativity and innovation;

Effort in documenting and organizing knowledge;
Agility in response--content and speed;
Collaboration and team spirit;

Respect for work processes;

Ability to motivate others;

Ability to deal with differences.

Resources and responsibilities:

Ecollaboration designer

Initiates and participates in the development of the evaluation program;

Documents the evaluation program.

Virtual team facilitator

Participates in the development of evaluation program.

Virtual team manager

Participates in the development of evaluation program;

Validates and signs the evaluation program.
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Templates and Tools

Description Tool Template

Evaluation program report Word virtual initiative evaluation program.doc

Task 2.3.7 Design the Reward and Compensation Program

Deliverable: Reward and compensation program.
Dependencies: Starts after the organizational context of the virtual team (Task 2.3.1) and the
overview of the culture and leadership (Task 2.3.2) are completed.

Description

This task consists of analyzing the reward and compensation program and rec-
ommending a design that will encourage collaboration and generate the expected
performance. This task is done concurrently with the definition of the critical
success factors, the performance indicators, the reporting process, and the evalua-
tion program.

The Ecollaboration designer meets the virtual team manager and the
human resources representative to review the current program and its application
in relation to the virtual initiative. They analyze and propose alternative reward
and compensation plans for the participants, considering the roles and responsi-
bilities of the members, the business objectives of the team, and the expected
benefits. They ensure that each element of the plan is clearly defined and that it is
aligned with the evaluation program and integrated into the organizational com-
pensation plan.

The reward and compensation plan in the context of sales and marketing
may include:

* A base salary based on the roles and responsibilities;

* A commission based on the achievement of team objectives, such as
meeting the sale quotas;

* A commission dependent on the achievement of specific individual
objectives, such as opening new markets and getting new customers;

» A bonus for special contribution, such as supporting peer learning,
innovation, and knowledge documentation.

Resources and Responsibilities
Ecollaboration designer

Initiates and participates in the design of the reward and compensation
program;

Documents the reward and compensation program.

Virtual team manager

Participates in the design of the reward and compensation program;
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Validates and signs the reward and compensation program.
Human resources representative
Participates in the design of the reward and compensation program;

Validates and signs the reward and compensation program.

Templates and Tools

Description Tool Template
Reward and compensation virtual team reward and
program report Word compensation program.doc

Activity 2.4 Technology Analysis and Design
Task 2.4.1 Detail the Functional and Technological Requirements

Deliverable: Functional and technological requirements.
Dependencies: Starts when the definition of the work processes, workflows, and deliverables is in

progress (Task 2.1.4).

Description

This task consists of gathering the functional and technological requirements to
support the design of the technological environment, that is, the collaborative
software and the technological infrastructure. This task takes into account the
functionalities, features, and preconfigured modules offered by the collaborative
software selected by the enterprise.

The Ecollaboration designer meets the virtual team manager and the tech-
nology architect to review the work design, and more specifically the processes,
workflows, deliverables, and roles. They detail the functionalities, features
required, preconfigured modules, and setup for each process, such as:

» Workspaces;

e Discussion forums;

e Calendars;

o Folders;

e Chats;

o Workflows;

e E-mail notifications;

+ CAD support;

* File import and export;
o Link to electronic libraries;
* Audio conferencing;

* Videoconferencing;

e White boards.
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They look at the integration points and analyze the need for interfaces to
the enterprise portal and other systems. They specify the data required and the
need to convert. They confirm the frequency of the processes and associated tasks
and the volume of data. They review the user roles and define the access rights.

They discuss telecommunication, backup, recovery and archiving require-
ments, maintenance of the collaborative software, users’ support, and perform-
ance requirements, including system availability.

They consider the actual technology landscape and analyze infrastructure
scenarios based on the information collected. In other words, they look at vari-
ous server configurations for supporting the telecommunication, database, and
applications for the test, production, recovery, backup, and other required envi-
ronments.

Resources and Responsibilities
Ecollaboration designer
Initiates and participates in the functional and technological analysis;
Validates and signs the functional and technological requirements reports.
Virtual team manager
Participates in the functional and technological analysis;
Validates and signs the functional and technological requirements reports.
Technology architect
Guides the analysis of the functional and technological requirements;

Documents the functional and technological requirements.

Templates and Tools

Description Tool Template
Interfaces requirements report Excel interfaces requirements.xls
Conversion requirements report Excel conversions requirements.xls

virtual initiative technology
Technological requirements and design ~ Word requirements and design.doc

Task 2.4.2 Develop the Final Technology Design

Deliverable: Final technology design.
Dependencies: Starts after the functional and technological requirements are defined (Task

2.4.1)

Description

This task consists of developing the final design relative to the collaborative soft-
ware and the technological infrastructure.
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The technology architect, the analyst/programmer, and the IT specialists
analyze the requirements gathered and develop the final design, including:

* The specifications for configuring the collaborative software;
* The user security profiles to access the collaborative environment;

 The conversion and interfaces programs;

» The technological landscapes (test, production, recovery, backup, and
other required environments) with the telecommunication, database,
and application server setup.

The IT group also defines the software and procedures for maintaining the
collaborative environment once it is in production, more specifically, in relation
to backup, recovery, archiving, performance, configuration, database, interfaces,
security, and help-desk (user support).

Resources and Responsibilities

Technology architect

Initiates and participates in the development of the final design;
Develops the collaborative software design.

Information technology group

Develops the technological infrastructure design;

Develops the maintenance and support procedures.
Analyst/programmer

Develops the conversion and interfaces programs.

Templates and Tools
Description Tool Template
Technological requirements virtual initiative technology
and design Word requirements and design.doc

Phase 3 Implementation

Activity 3.1 Technology Implementation

Task 3.1.1 Prepare the Technology Infrastructure

Deliverable: Technology infrastructure.
Dependencies: Starts after the design components are approved (Task 1.3).
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Description
This task concerns the deployment of the components of the technology infra-
structure to support the virtual collaborative environment in accordance with
the design.

The technology architect and the I'T group work together to install and test
the necessary hardware and software components of the technological landscapes.

Resources and Responsibilities
Technology architect and IT group

Install and test the technological components of the infrastructure.

Templates and Tools

Description Tool Template
Technological requirements virtual initiative technology
and design Word requirements and design.doc

Task 3.1.2 Configure the Collaborative Software

Deliverable: Software configured.
Dependencies: Starts after the technology infrastructure has been prepared (Task 3.1.1).

Description
This task consists of configuring the collaborative software to support the virtual
team according to the design.

The technology architect configures the collaborative software and tests
the environment. More specifically, he/she creates the required workspaces, the
discussion forums, the chat rooms, the workflows, and other required elements.
He/she sets up the required functions such as archiving, administration, CAD
support, and videoconferencing.

Resources and Responsibilities
Technology architect

Configures and tests the virtual collaborative environment.

Templates and Tools

Description Tool Template
Technological requirements virtual initiative technology
and design Word requirements and design.doc

Task 3.1.3 Create Users and Assign Passwords

Deliverable: Users and passwords.
Dependencies: Starts after the collaborative software has been configured (Task 3.1.2).
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Description
This task consists of setting the user groups and assigning user identifications
and passwords for the virtual team members according to the design.

The technology architect creates the user groups, specifying the access
rules of the virtual team environment, features, and functions. He/she defines
identifications and assigns a password to each user. Depending on the number
of users, he/she might create users in bulk.

Resources and Responsibilities
Technology architect

Sets up the user access, identifications, and passwords.

Templates and Tools
Description Tool Template
Technological requirements virtual initiative technology
and design Word requirements and design.doc

Task 3.1.4 Convert Data and Implement Interfaces and Other Required Programs

Deliverable: Data conversion, interfaces, and other programs.
Dependencies: Starts after the collaborative software has been configured (Task 3.1.2).

Description

This task consists of converting the necessary data, implementing the inter-
faces, and other programs required by the virtual team in accordance with the
design.

The analyst/programmer converts the data and implements the interfaces
and other programs with the support of the technology architect. The virtual
team manager and the Ecollaboration designer execute any manual data conver-
sions and ensure that all the required data are valid, available, and accessible.
They also ensure that the interfaces and other programs work according to the
specifications.

Resources and Responsibilities
Analyst/programmer

Converts data and implements interfaces and other programs.
Technology architect

Supports the conversion and implementation of interfaces and other
programs.

Ecollaboration designer and virtual team manager

Convert manual data and validate all the data, interfaces, and other
programs.
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Templates and Tools

Description Tool Template
Interfaces requirements report Excel interfaces requirements.xls
Conversion requirements report Excel conversions requirements.xls

Activity 3.2 Virtual Team Launching
Task 3.2.1 Introduce Participants

Deliverable: Participants introduction.
Dependencies: Starts after the technology implementation is completed (Activity 3.1).

Description

This task involves the professional and personal introduction of the team mem-
bers. The presentation can be done in a face-to-face meeting or in the virtual
environment. This task is usually the first step in the launching session.

The virtual team manager presents the objective of the session. He/she and
the facilitator first introduce themselves, setting the tone for the others. The
facilitator invites the other team members to present themselves. He/she can
provide guidelines and supply templates and tools for the introduction according
to the facilitation strategy and plan. He/she also supports and encourages the
presentation of the members. More specifically, he/she may ask for information
such as:

¢ Their name (obviously!);

» How long they have been with the organization, where they are located,
service, department;

o Their interest in being part of the virtual team;

* Their experience with virtual teaming;

o Their abilities to use technologies;

* Their professional background;

¢ Their personal background and interests;

* Their professional and personal values, aspirations, and goals.

The virtual facilitator asks the members to post their presentations in a
dedicated folder in the Team Start-up discussion forum. (This discussion forum
and folder could have been specified in the collaboration software design and
configured during the technology implementation.) The members should also
be invited to attach a resume and a picture to their virtual profile.

Resources and Responsibilities
Virtual team manager
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Initiates the introduction process.

Virtual team facilitator

Provides guidelines and supports the introduction.
Virtual team participants

Introduce themselves.

Templates and Tools
Description Tool Template
Request for member introduction ~ Word virtual team request for members intro.doc

Task 3.2.2 Present Design Components

Deliverable: Virtual design presented.
Dependencies: Starts after the introduction of the participants is completed (Activity 3.1).

Description

This task consists of the presentation of all the design components, namely:

¢ The work components: dimensions, content, roles and responsibilities,
work processes, workflows and deliverables, work templates, tools, and

plan;

* The team components: values, selection process and the profile of par-
ticipants searched for, and overview of the training and facilitation
process;

* Organizational components: organizational context of the virtual initia-
tive, culture and leadership style of the organization, critical success fac-
tors for the initiative, performance indicators, reporting process,
evaluation program, and reward and compensation plan;

* Technological components: configured collaborative software environ-
ment in the production landscape. (There is no need to present all the
technological components in every landscape. From a user’s perspec-
tive, the presentation of their immediate working environment is
sufficient.)

The task can be done in a face-to-face meeting or in the virtual
environment.

The facilitator sets the stage for the presentation of the components by
explaining how they were developed and who participated. He shares the
responsibility for presenting the components with the virtual team manager.
They both encourage the team members to ask questions and to comment.
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The sequence and length of the presentation depends on the strategy
agreed upon between the two presenters and the medium used. The presenta-
tion can be sequenced as shown in Table 4.5.

Resources and Responsibilities
Virtual team facilitator
Initiates and sets the context for the presentation of the design
components;
Presents the team, organizational, and technological components.
Virtual team manager
Presents the work and organizational components.
Virtual team participants
Participate in the presentation.

Templates and Tools

Description Tool Template

Agenda for the virtual agenda for components

components presentation Word presentation.doc

Table 4.5
Presentation overview

Themes Presenters
1. Context of the component's development Virtual facilitator
2. Qrganizational context of the virtual initiative Virtual facilitator
3. Culture and leadership of organization Virtual facilitator
4. Critical success factors for the virtual initiative Virtual facilitator
5. Selection process and profile searched Virtual facilitator
6. Team values Virtual facilitator
7. Overview of training program and facilitation process Virtual facilitator
8. Qverview of the collaborative technology Virtual facilitator
9. Work dimension and context Virtual team manager
10. Work charter and plan Virtual team manager
11. Production roles and responsibilities Virtual team manager
12. Social roles and responsibilities Virtual facilitator
13. Work processes, workflows, and deliverables Virtual team manager
14. Work templates and tools Virtual team manager
15. Performance indicators Virtual team manager
16. Reporting process Virtual team manager
17. Evaluation program Virtual team manager
18. Reward and compensation program Virtual team manager




160 Building Successful Virtual Teams

Task 3.2.3 Develop the Team Charter
Deliverable: Virtual team charter.

Dependencies: Starts after the introduction of the participants is completed (Activity 3.1).

Description
This task involves the development of the team charter by the virtual team
members. This charter is distinct from the Ecollaboration project charter (Task
1.1) and the virtual work charter (Task 2.1.6). This team charter’s objective is to
guide the participants in the virtual experience. The task can be done in a face-
to-face meeting or in the virtual environment.

The facilitator explains the purpose of the team charter and presents the
key elements involved in a team charter, namely:

 The purpose of the team;
* The operating guidelines.

The facilitator guides the discussion of the participants and gathers ideas
and comments for the development of the team charter. The following topics
can be used to initiate the brainstorming session:

+ The members’ experiences in traditional and virtual teams;

¢ The differences between the good and the bad experiences;

e The definition of successful teams;

» The importance of task versus people.

Once the team charter is completed, the facilitator posts it in a dedicated
folder in the Team-Start-up discussion forum. (This discussion forum and folder
could have been specified in the collaboration software design and configured
during the technology implementation.) They are later used for reference and to
follow up and review how the team is doing with respect to the team charter.

Resources and Responsibilities
Virtual team facilitator

Initiates and guides the development of the team charter;
Documents the team charter and posts it in the virtual environment.
Virtual team manager and team participants

Develop the team charter.

Templates and Tools

Description Tool Template

Sample of virtual team charter Word virtual team charter sample.doc
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Task 3.2.4 Define the Participant Baseline and Expectations

Deliverable: Participant baseline and expectations.
Dependencies: Starts after the introduction of the participants is completed (Activity 3.1).

Description

This task consists of defining and understanding the knowledge, experience, and
expectations of the members with regard to the work and teaming. The task can
be done in a face-to-face meeting or in the virtual environment.

The virtual facilitator animates the discussion, encouraging the partici-
pants, including the virtual team manager, to share and comment on their expe-
riences and anticipations with regard to this specific virtual initiative.

Once the participants have finished, they document their baselines while
the facilitator summarizes the team expectations. They post the information in a
dedicated folder in the Team-Start-up discussion forum. (This discussion forum
and folder could have been specified in the collaboration software design and
configured during the technology implementation.). They are later used for ref-
erence and to follow up and review the progress in relation to the baselines and
expectations.

Resources and Responsibilities
Virtual team facilitator

Initiates and guides the discussion on baselines and expectations;
Summarizes and posts the expectations in the virtual environment.
Virtual team manager and team participants

Define their baselines and expectations;

Summarize their baselines and post it in the virtual environment.

Templates and Tools

Description Tool Template

Sample of virtual team expectations ~ Word virtual team expectations sample.doc

Task 3.2.5 Train Participants in Virtual Teaming and Collaborative Software

Deliverable: Virtual team training.
Dependencies: Starts after the introduction of the participants is completed (Activity 3.1).

Description

This task concerns training the team members in the concepts of Ecollabora-
tion and collaborative software. For a population that has had little or no
exposure to collaborative technology, it is recommended that this task be con-
ducted in a face-to-face environment or with synchronous and videoconferenc-
ing features.
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The facilitator, supported by the virtual team manager, presents the Ecol-
laboration concepts and encourages the discussion among the participants. The
following topics can be included:

¢ Ecollaboration ecosystem;

¢ Virtual team dynamics model;

* Social roles;

e Cultures and differences;

* Typical virtual team traps;

¢ Purpose of facilitation.

They demonstrate the configured collaborative environment, function-
alities, and features. They also support the participants in the hands-on
training.

Resources and Responsibilities
Virtual team facilitator

Trains the team members.
Virtual team manager

Supports the virtual facilitator in training the participants.
Virtual team participants

Learn about the Ecollaborative concepts and the collaborative technology;

Practice in the virtual environment.

Templates and Tools

Description Tool Template
Training agenda Word agenda for virtual team training.doc
Individual cultural profile Word individual cultural profile assessment.doc

Phase 4 Ecollaboration Management

Activity 4.1 Virtual Team Facilitation
Task 4.1.1 Facilitate the Virtual Team

Deliverable: Virtual team facilitation.
Dependencies: Starts after the launching session is completed (Activity 3.2).

Description

This task concerns all the actions and activities to facilitate the team in achieving
the goals. This task is conducted in accordance with the facilitation plan and the
templates and tools. It is done concurrently with the management of the virtual
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team issues (Task 4.1.1) and progress reporting (Task 4.1.2) and the work man-
agement activity (4.2)

The key objectives of facilitation are to (1) support mutual knowledge
construction, (2) offer opportunities for broader participation and more
dynamic interaction, (3) allow for the creation of a sense of a virtual commu-
nity, and (4) use technology to build real solidarity.

Even if the community is already established, the facilitation process must
continue. Ongoing facilitating responsibilities include (1) maintaining the
community environment, (2) guiding and moderating the process, (3) manag-
ing the content, (4) using introductions and ice breakers (as new partici-
pants are joining), (5) involving participants in a collaborative and
creative process, and (6) connecting participants in a transformative learning
experience.

In facilitating the team, the facilitator, supported by the virtual team man-
ager, must keep in mind the following aspects of virtual teaming:

» Communication that rallies around the project and tasks appears to be
necessary to maintain trust. Social communication that complements
rather than substitutes for task communication may strengthen trust.
Responding behaviors are as critical as initiating behaviors and mem-
bers must explicitly verbalize their commitment, excitement, and
optimism.

e When teams encounter a technical or task uncertainty early in the
group process, teams with a higher level of trust can solve problems and
resolve conflicts.

* The task focus can co-exist in parallel with the social focus. Social
exchange is not at the expense of a task focus.

¢ In the teams with high trust, there are explicit verbal statements about
commitment, support, and excitement. The expression of commit-
ment, excitement, and optimism increases the attraction to the group,
tendency for agreement, and collaboration.

By making cultural differences less noticeable, electronic media may
increase the perceived similarity among members and, consequently,
trust.

The facilitator can integrate many mobilizing techniques in the ongoing
activities, such as:

* Fostering relentless discomfort: creating a sense of questioning to
push the individual and the team toward a higher level of performance;
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Harnessing adversity: encourage learning from adverse situations to
improve knowledge and to create an environment for innovation;

Demanding straight talk: using conflicts as a way to express differences
of opinions, to learn about the other individuals and oneself, and to rea-
lign efforts to innovate;

Infusing intricate understanding: getting the members to relate to the
key factors that drive the business;

Using macro-perspective: focusing and encouraging the expression of
individual perceptions;

Appreciative inquiry: showing appreciation and a favorable critical
judgment or opinion;

Cultivating mental fitness: promoting individual and team introspec-

tion to increase the level of concentration and creativity in the virtual
environment.

The facilitator must consult with the team manager when dealing

with dominators or troublemakers. Some techniques that can be used are
(1) the silent treatment or letting go and waiting to see if the group will cor-
rect itself, (2) suggesting air time to let the participants cool down, (3)
politely asking the participants or groups of participants to cool down, (4)
providing directions to get back to the mainstream issues, (5) conducting
debriefing and discussing ground rules, (6) contacting and discussing the mat-
ter off-line with the individuals concerned, and (7) expelling the
troublemakers.

The facilitator should periodically revisit the team charter, baselines, and

expectations with the team members, as well as survey the team dynamics and
members’ satisfaction from time to time.

Resources and Responsibilities

Virtual team facilitator
Facilitates the virtual team.
Virtual team manager

Supports the facilitation process.
Virtual team participants

Contribute to the facilitation process.
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Templates and Tools

Description

Fix bury and burn activity

Team member satisfaction
uestionnaire

Virtual team dynamics
questionnaire

List of emoticons

List of tips for facilitation

Link to holidays of the world

Tool
Word

Excel

Excel
Word
Word

Internet site

Template

virtual team fix bury and burn.doc

virtual team member satisfaction
questionnaire.doc

virtual team dynamics evaluation
questionnaire.doc

Virtual team emoticons list.doc

facilitation tips.doc

http://www.jours-feries.com/index.php3?
id_langue=2

Task4.1.2 Document and Manage Virtual Team Issues

Deliverable: Virtual teaming issues log.

Dependencies: Starts at the same time as the team facilitation (Task 4.1.1).

Description

This task concerns tracking and managing all the issues related to teaming. This
task does not involve the issues related to the work itself (managed in Task
4.2.2) or the Ecollaboration project (managed in Task 1.4). It is done concur-
rently with the team facilitation (Task 4.1.1), the team progress reporting (Task
4.1.3), and the virtual work management activity (4.2). This task can be done in
a private virtual forum shared by the facilitator and the team manager.

The virtual team facilitator logs the issues as they are identified or reported

by any participants in the virtual initiative.

The log or report is used to track issues, resolution time, and responsible
persons. The log should include the following information:

Virtual initiative or project name;

Ecollaboration project sponsor name;

Virtual team manager name;

Virtual team facilitator name;

Issue number;

Date the issue is received;

Description of issue;

Actions recommended;

Requestor name;

Priority;

Date the action should be undertaken;
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Status of the issue (issue logged, issues assigned, actions in progress,
action completed, actions late, critical or late issue, issue escalated, issue

closed);

Person responsible for the action;

Date the issue is closed.

The procedure to manage issues typically involves the following priorities

and procedures:

* Critical: issues that can cause interruption to the project and impose

important delay in its progress. These issues must be escalated and pre-
sented to the steering committee. Solutions must be proposed within

48 hours.

Important: issues that can possibly delay, but not necessarily stop, the
project. These issues typically involve problems for which solutions are
currently available. They should be resolved with one week after
they are submitted. Escalation to steering committee level is not
required.

Minor: Issues that do not involve real threat to the project and typically
require little corrective action. Resolution for these issues should be at
the time of its creation. Escalation to steering committee level is not
required.

The virtual team facilitator revises the issue’s log with the virtual team

manager on a periodic basis. He/she assigns the responsibility for actions on new
issues, discusses actions, and revises the target dates for resolution. He/she pro-
vides the necessary support to the persons responsible for the realization of the

actions.
Depending on the impacts and risks, the facilitator and the virtual team

manager can escalate the late and unresolved issues to the Ecollaboration project
sponsor, who may turn to the steering committee for resolution.

Resources and Responsibilities

Virtual team facilitator
Maintains the teaming issues log;

Revises the issues and discusses actions and dates with the persons respon-

sible;
Provides support to the persons responsible for the resolution;

Escalates unresolved and late teaming issues.



Ecollaboration Methodology 167

Virtual team manager, Ecollaboration project sponsor, and steering
committee

Support the resolution of virtual team issues.

Templates and Tools

Description Tool Template

Virtual team issues log Word virtual team issues log.doc

Task 4.1.3 Measure and Report Virtual Team Progress

Deliverable: Virtual teaming progress reports.
Dependencies: Starts at the same time as the team facilitation (Task 4.1.1).

Description

This task concerns tracking and documenting the progress of virtual teaming. It
does not include tracking and documenting the progress of the work (done in
Task 4.2.3) or the Ecollaboration project (done in Task 1.5). It is done concur-
rently with the virtual team facilitation (Task 4.1.1), the management of the
team issues (Task 4.1.2), and the virtual work management activity (4.2). This
task can be conducted in a private virtual forum shared by the facilitator and the
team manager.

The virtual team facilitator produces a progress report on a periodic basis,
typically every two weeks. He/she can relate the progress to the team charter and
facilitation plan, the team dynamics, the social roles, and the members’ expecta-
tions. He/she presents the report and discusses the progress with the virtual team
manager. He/she presents periodically, or on demand, to the Ecollaboration
sponsor and steering committee.

The report should include the following information:

* Virtual initiative or project name;

¢ Ecollaboration project sponsor name;
* Virtual team manager name;

¢ Virtual team facilitator name;

* Reporting period;

¢ Date of the report;

* Facilitation activities completed during the period, started and in prog-
ress, planned to start, and to be completed in the next period;

e Planned and actual to-date costs and efforts;

» Comments on costs and efforts, discrepancies, risks, and escalation of
issues.
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Resources and Responsibilities
Virtual team facilitator
Produces the virtual team progress reports;

Sends, presents. and discusses the team progress with the virtual team
manager, Ecollaboration sponsor, and the steering committee.

Virtual team manager, Ecollaboration project sponsor, and steering
committee

Review the virtual team progress.

Templates and Tools
Description Tool Template
Virtual team progress report ~ Word virtual team progress report.doc

Activity 4.2 Virtual Work Management
Task4.2.1 Manage the Virtual Work

Deliverable: Virtual work management.
Dependencies: Starts after the launching session is completed (Activity 3.2).

Description

This task concerns all the actions and activities for managing the virtual
work according to the work charter and plan, the production roles, the deliver-
ables, the work processes, the workflows, the work templates, and tools. It is
done concurrently with the virtual team facilitation activity (4.1), the manage-
ment of the virtual work issues (Task 4.2.2), and progress reporting
(Task 4.2.3). This task can be conducted in a virtual forum shared by all the
team members.

In managing the work, the virtual team manager must keep in mind that
managerial behavior control and mechanisms considerably impair trust in the
virtual teams and usually fail to improve the performance. On this basis, the
team manager should consider self-direction a better management approach and
endorse it as a leadership style to foster collaboration and trust.

The virtual team manager should periodically revisit the work charter and
plan with the team members.

Resources and Responsibilities
Virtual team manager
Guides the work and coaches the team members.
Virtual team participants

Deliver according to the work charter and plan.
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Templates and Tools
Description Tool Template
Virtual work progress report ~ Word virtual work progress report.doc

Task4.2.2 Document and Manage Work Issues

Deliverable: Virtual work issues log.
Dependencies: Starts at the same time as the management of the work (Task 4.2.1).

Description

This task concerns tracking and managing all the issues related to the work of
the virtual team. It does not involve the team issues (managed in Task 4.1.2) or
the Ecollaboration project issues (managed in Task 1.4). This task is done con-
currently with the team facilitation activity (4.1), the management of the work
(Task 4.2.1), and progress reporting (Task 4.2.3). It can be conducted in a pri-
vate virtual forum shared by the team manager and the sponsor.

The virtual team manager logs the issues as they are identified or reported
by any participants in the virtual work. The issues may relate to the work plan,
the production roles, the deliverables, the work processes, the workflows, the
work templates, and tools.

The log or report is used to track issues, resolution time, and responsible
persons. The log should include the following information:

* Virtual initiative or project name;

¢ Ecollaboration project sponsor name;
* Virtual team manager name;

o Issue number;

e Date the issue is received;

¢ Description of issue;

e Actions recommended;

* Requestor name;

* Priority;

e Date the action should be undertaken;

¢ Status of the issue (issue logged, issues assigned, actions in progress,
action completed, actions late, critical or late issue, issue escalated, issue

closed);

¢ Person responsible for the action;

e Date the issue is closed.
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The procedure to manage issues typically involves the following priorities
and procedures:

¢ Ciritical: Issues that can cause interruption to the project and impose
important delay in its progress. These issues must be escalated and pre-

sented to the steering committee. Solutions must be proposed within
48 hours.

* Important: Issues that can possibly delay, but not necessarily stop, the
project. These issues typically involve problems for which solutions are
currently available. They should be resolved within one week after
they are submitted. Escalation to steering committee level is not
required.

¢ Minor: Issues that do not pose real threat to the project and typically
require little corrective action. Resolution for these issues should be at
the time of its creation. Escalation to steering committee level is not
required.

The virtual team manager revises the issue’s log on a periodic basis. He
assigns the responsibility for actions on new issues, discusses actions, and revises
the target dates for resolution. He provides the necessary support to the persons
responsible for the realization of the actions.

Depending on the impacts and risks, the virtual team manager can escalate
the late and unresolved issues to the Ecollaboration project sponsor, who may
turn to the steering committee for resolution of the work issues.

Resources and Responsibilities
Virtual team manager

Maintains the work issues log;

Revises the issues and discusses actions and dates with the persons
responsible;

Provides support to the persons responsible for the resolution;
Escalates unresolved and late work issues.
Ecollaboration project sponsor and steering committee

Support the resolution of work issues.

Templates and Tools

Description Tool Template

Virtual work issues log Word virtual work issues log.doc
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Task 4.2.3 Measure and Report Work Progress
Deliverable: Virtual work progress reports.

Dependencies: Starts at the same time as the management of the work (Task 4.2.1).

Description

This task concerns tracking and documenting the progress of virtual work and
the deliverables. It does not include tracking and documenting the progress of
virtual teaming (done in Task 4.1.3) or the Ecollaboration project (done in Task
1.5). It is done concurrently with the virtual team facilitation activity (4.1), the
management of the virtual work (Task 4.2.1), and associated issues (Task 4.2.2).
This task can be done in a private virtual forum shared by the virtual team man-
ager and the sponsor.

The virtual team manager produces a progress report on a periodic basis,
typically every two weeks, in relation to the work charter and plan. He/she
presents the report and discusses the progress with the Ecollaboration proj-
ect sponsor. He/she also formally presents the progress to the steering
committee.

The report should include the following information:

* Virtual initiative or project name;

¢ Ecollaboration project sponsor name;
¢ Virtual team manager name;

e Virtual team facilitator name;

* Reporting period;

¢ Date of the report;

¢ Phases, activities, and tasks completed during the period, started and in
progress, planned to start, and to be completed the next period;

e Planned and actual to-date costs and efforts;

» Comments on costs and efforts discrepancies, risks, escalation of issues,
and measurement of performance indicators.

Resources and Responsibilities
Virtual team manager
Produces the virtual work progress reports;

Sends, presents, and discusses the work progress with the Ecollaboration
sponsor and the steering committee.

Ecollaboration sponsor and steering committee

Reviews the virtual work progress.
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Templates and Tools
Description Tool Template
Virtual work progress report ~ Word  virtual work progress report.doc

Activity 4.3 Collaborative Software Management
Task 4.3.1 Manage Backup, Recovery, and Archiving

Deliverable: Backup, recovery, and archives.
Dependencies: Starts after the technology is implemented (Activity 3.1).

Description

This task consists of ensuring that the collaborative software and the virtual
environments are backed up according to the requirements specified in the
design. It also involves recovering the software and virtual environments when
the system fails and the application and data are lost. Finally, it deals with any
archiving that is required. This task is done concurrently with the other tasks
involved in the management of the collaborative software.

The IT group manages the backups according to the requirements speci-
fied in the design. The frequency of the backup depends on how critical the
application and the data are.

The IT group typically deals with recovery and archiving on demand.
The recovery and archiving demands typically include the following
information:

¢ Ecollaboration project name;
¢ Ecollaboration project manager name;
* Virtual team manager name;

* Recovery information: name, location ,and dates or period of the
objects (e.g., folders, forums, files);

¢ Archiving information: name, location, and dates or period of the
objects (e.g., folders, forums, files).

Resources and Responsibilities
Virtual team manager
Fills in the request for back up, archiving and recovery.
IT group
Backs up the collaborative software and virtual environments;

Recovers and archives according to the request specifications.
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Templates and Tools

Description Tool Template

Request for recovery and archiving Word  recovery and archiving request form.doc

Task 4.3.2 Manage Performance
Deliverable: Performance management.
Dependencies: Starts after the technology is implemented (Activity 3.1).
Description
This task concerns the monitoring of the collaborative system performance. It
involves gathering statistical information, maintaining and examining historical
logs, determining system performance under natural and artificial conditions,
and altering system modes of operation. This task is done concurrently with the
other tasks involved in the management of the collaborative software.

The IT group manages the performance on an ongoing basis.

Resources and Responsibilities
IT group
Requests and analyzes system performance reports;

Takes actions to ensure the adequacy of the performance.

Templates and Tools

Description Tool Template

System performance reports Refer to the system used application/

Task 4.3.3 Manage Configuration
Deliverable: Configuration management.

Dependencies: Starts after the technology is implemented (Activity 3.1).

Description
This task consists of maintaining the collaborative software configuration and
environment according to any new requirements. This can involve creating,
deleting, and modifying objects such as zones, workplaces, forums, folders,
workflows, templates, data files, functionalities, and features. It is done concur-
rently with the other tasks involved in the management of the collaborative
software.

The IT group manages the configuration based on the requests of the vir-
tual team manager.

Resources and Responsibilities

IT group
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Analyzes and manages the requests relative to the management of the col-
laborative software configuration.

Templates and Tools
Description Tool Template
Technological requirements virtual initiative technology
and design Word requirements and design.doc
Conversion requirements report Excel conversions requirements.xls

Task4.3.4 Manage Database

Deliverable: Database management.
Dependencies: Starts after the technology is implemented (Activity 3.1).
Description

This task consists of monitoring and ensuring the operations of the database
including storing, deleting, organizing, searching, retrieving, and managing
access to the data. It is done concurrently with the other tasks involved in the
management of the collaborative software.

The IT group manages the database of the collaborative software and vir-
tual environments on an ongoing basis.

Resources and Responsibilities
IT group
Requests and analyzes database reports;

Takes actions to ensure the adequacy of the database.

Templates and Tools
Description Tool Template
Database management reports  Refer to the system used  application/

Task4.3.5 Manage Interfaces

Deliverable: Interfaces management.
Dependencies: Starts after the technology is implemented (Activity 3.1).

Description

This task consists of managing interfaces. It can involve adding, modifying, or
deleting interfaces based on new requirements from the virtual team or changes
in the technological and system architecture. This task is done concur-
rently with the other tasks involved in the management of the collaborative
software.
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The IT group manages the interfaces for the collaborative software and
virtual environments based on the requests from the virtual team manager and
the analyst/programmer.

Resources and Responsibilities

IT group

Analyzes and manages the requests relative to interfacing.

Templates and Tools

Description Tool Template

Interfaces requirements report Excel interfaces requirements.xls

Task 4.3.6 Manage Security

Deliverable: Security management.
Dependencies: Starts after the technology is implemented (Activity 3.1).

Description
This task consists of managing the security for the collaborative software and
virtual environments. It involves creating, modifying, or deleting user
groups and users as well as managing passwords. This task is done concur-
rently with the other tasks involved in the management of the collaborative
software.

The IT group is responsible for managing security on an ongoing basis.

Resources and Responsibilities

IT group

Analyzes and manages the requests relative to security.

Templates and Tools

Description Tool Template
Technological requirements virtual initiative technology
and design Word requirements and design.doc

Task 4.3.7 Provide User Support

Deliverable: Users support.
Dependencies: Starts after the technology is implemented (Activity 3.1).

Description
This task consists of supporting the users. It is typically assigned to the help-

desk. This task is done concurrently with the other tasks involved in the man-
agement of the collaborative software.
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The IT group provides user’s support on an ongoing basis. Depending on
the nature of the call, the help-desk representative can provide an answer imme-
diately or document the request and dispatch it to a technology analyst.

A typical user support request includes the following information:

e The user name;

e The user identification;

* The system and application involved:

* The description of the problem and its priority;

* The person taking the call and the date;

 The name of the person assigned to the call and the assignation date;

* The description of the resolution and associated date.

Resources and Responsibilities

IT group
Supports the users.
Templates and Tools
Description Tool Template
User support form Word user support form.doc

Activity 4.4 Evaluation

Task 4.4.1 Evaluate Virtual Team Participants, Facilitator, and Manager
Deliverable: Team members’ evaluation.

Dependencies: Starts after the virtual facilitation and work are completed (Activities 4.1
and 4.2).

Description

This task concerns the final evaluation of the team members based on the
evaluation program and criteria established in Task 2.3.6.

The virtual team manager asks all the team members for a self-evaluation
and peer evaluation in terms of teaming and work achievement. He/she reviews
the evaluations with the facilitator and meets with the individuals for a final
evaluation.

Resources and Responsibilities
Virtual team manager

Initiates the individual evaluation process;



Ecollaboration Methodology 177

Discusses the evaluations with the virtual team facilitator and each indi-
vidual team member;

Documents the final evaluation for each member.
Virtual team facilitator

Discusses the evaluations with the virtual team manager.
Virtual team participants

Discusses the evaluations with the virtual team manager.

Templates and Tools

Description Tool Template

Evaluation program report Word virtual initiative evaluation program.doc

Task 4.4.2 Evaluate Virtual Initiative Performance

Deliverable: Virtual initiative performance evaluation.

Dependencies: Starts after the virtual facilitation and work are completed (Activities 4.1 and
4.2).

Description

This task consists of a final evaluation of the virtual initiative performance in
relation to the criteria established in Task 2.3.4.

The virtual team manager meets the participants and the facilitator to dis-
cuss the performance of the virtual initiative.

Resources and Responsibilities
Virtual team manager
Initiates the final performance evaluation of the virtual initiative;
Documents the final performance evaluation of the virtual initiative.
Virtual team facilitator and team participants

Participate in the final performance evaluation of the virtual initiative.

Templates and Tools

Description Tool Template
Performance indicators virtual initiative
documentation Word  performance indicators.doc

Task 4.4.3 Summarize Lessons Learned

Deliverable: Lessons learned.
Dependencies: Starts after the evaluations are completed (Tasks 4.4.1 and 4.4.2).
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Description
This task consists of collecting, organizing, and reporting the lessons learned
from the virtual initiative.

The virtual team manager, supported by the facilitator, meets with the
team members and the project partners, including the Ecollaboration project
manager, designer, the human resources representative, the technology archi-
tect, and the IT group to discuss and draw lessons from the virtual initiative.
They look at the strengths and weaknesses and propose recommendations for
future virtual initiatives.

Resources and Responsibilities
Virtual team manager

Initiates the discussion on the best lessons learned;

Documents the best lessons learned.
Virtual team facilitator

Animates and facilitates the discussion on the best lessons learned.
Virtual team members and project partners

Participate in the discussion on the best lessons learned.

Templates and Tools

Description Tool Template

Lessons learned report ~ Word virtual initiative lessons learned report.doc




Key Success Factors

Transitioning to collaborative virtual teams goes beyond the implementation of
a technology. It constitutes an important change in the way people interact,
share knowledge, and work together. Organizations wishing to implement col-
laborative virtual teams must comprehend that technology, skills, and compe-
tencies are not enough to do the job.

Virtual teams that are using collaborative technologies are expected to
engage in a higher level of collaboration than the teams that simply share e-mails
or are periodically using voice or teleconferencing. Collaborative virtual teams
can recreate or even surpass the traditional face-to-face environment when the
key success factors are combined. Those factors are:

* The commitment of the executive management team and the assigna-
tion of a project sponsor;

* The transition to the knowledge culture with a focus on human
resources and shared leadership;

* An investment in organizational change management;

¢ A robust Ecollaboration ecosystem;

 The application of a structured Ecollaboration methodology;
+ The deployment of facilitation strategies;

 The involvement of Ecollaboration experts;

* Asolid technology infrastructure and proven collaborative software.
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Commitment of the Executive Management Team and Assignation of a Sponsor

Implementing successful virtual teams requires significant investments in
money, time, people, and technologies. It should not be treated as an isolated
initiative but as an enterprise project of strategic importance for the future.

Organizations making this shift must address the selection and implemen-
tation of collaborative technologies based on the best lessons learned from previ-
ous enterprise initiatives, such as ERP, B2B, CRM solutions, and the business
information warehouse and intelligence applications.

In this respect, the success of the project cannot happen without the com-
mitment of the executive management team. Commitment means making the
necessary resources available as well as providing support every step of the way.
Commitment also means giving a priority and visibility to the project at the cor-
porate level. From an operational perspective, a committed executive manage-
ment team reviews the progress of the Ecollaboration project and associated
virtual initiatives in the corporate meetings.

The executive management also assigns a sponsor to demonstrate and
strengthen their commitment to the Ecollaboration project. The sponsor is
empowered by the executive committee and acts on its behalf. He/she has
authority and is responsible to ensure the progress of the project and to resolve
any issues that might occur. Because this role is strategic to the success of the
Ecollaboration project, the sponsor must be carefully selected. He/she must
endorse the knowledge philosophy and be a fierce defender of the inherent
values.

The sponsor is also known for having a hand of steel in a velvet glove.
He/she is a respected manager known for his commitment to life-long learning
and his/her uncompromising straight talk that makes the organization move and
push itself toward greater challenges and innovative perspectives. He/she is
renowned for his/her coaching and mentoring abilities and for his/her capability
to share a vision with patience and dynamism.

The sponsor must also be willing to assume the role for the period of time
it will require for the organization to truly transition to the knowledge culture.
Sponsoring the Ecollaboration project is usually not a short-term adventure.
Consequently, the sponsor must acknowledge and accept the role.

Transition to the Knowledge Culture with a Focus on Human Resources and Shared
Leadership

Understanding that a cultural shift must happen for the deployment of success-
ful collaborative virtual teams is another determinant factor. Ecollaboration is
not a short-term affair or a passing fashion. It is a new and powerful way to
bring people together to create, innovate, learn, and generate even more knowl-
edge and opportunities so that the organization is kept alive, healthy, and
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strong. Organizations that embark on an Ecollaboration project and initiatives
must have acknowledged the need to transition to this new cultural mindset.

However, the industrial mentality is not something that can go away eas-
ily. Hundred of years have been invested in the current modus operandi of our
organizations. Not surprisingly, shifting to a knowledge culture will require
daily efforts and a long-term commitment to human resources and a new leader-
ship style. The idea that everyone can be replaced must now be excluded from
our thoughts. People must be seen as one of the most precious resources an
organization can possess. The knowledge workers must be thought of as the gold
mine of our organizations. They are critical assets, as important as the financial
ones.

In this respect, shifting to Ecollaboration implies significant investments
in human resources development and growth. It involves encouraging new
behaviors, reinforcing active listening, conversing, respecting the uniqueness of
individuals, sharing information, and expressing opinions. Moreover, Ecollabo-
ration looks for rewarding results, not compliance, and promoting risk-taking
while emphasizing professionalism and self-reflection.

It also means converting to a networkeentric structure where people work
in teams and share the leader role. Focusing on human resources and shared
leadership can improve the speed of consolidating knowledge and provide a
solid platform for innovation.

Furthermore, this networkcentric structure can be expected to promote
and support the sense of confidence in the group and the establishment of trust
principles or constructs, such as fairness, consistency, honesty, and reliability, to
name a few. Finally, shifting to the knowledge culture with a focus on people
and shared leadership offers many opportunities to build solid professional and
interpersonal relationships which can, in turn, contribute to the organization’s
mission and objectives.

Investment in Organizational Change Management

Many of us are using e-mail, voice conferencing, and other advanced technology
in our work. But how many can say they are efficiently integrating the people,
the work, the organizational components, and the technology? Collaboration
does not simply occur because people are connected together with state-of-the-
art technology. There are virtual team dynamics to understand and behaviors to
encourage, develop, and reinforce.

Working in a virtual environment using collaborative technologies repre-
sents a major change for most organizations. Successful Ecollaboration initia-
tives involve more than the implementation of a technology. They require a
complete shift in how we are working and how we consider teamwork today. In
fact, Ecollaboration is more than a project. It is a conceptual change and a
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cultural venture. In this respect, the impacts of Ecollaboration must be carefully
analyzed and strategically planned.

As a matter of fact, industrial-minded organizations are used to operating
at a “material level.” They are tied to their past, known strategies, products,
processes, customers, and markets. Under this operative leadership, these
organizations are centered on themselves. They are consequently limiting their
options when confronted with change. They can also operate at the “financial
level,” with a focus on, for example, margin, ROI, sales, and market share.
While this level has added flexibility, it is centered on financial goals. But when
organizations operate at the conceptual level, they are bound by nothing and are
highly adaptive. They can enter into motion and are capable of providing energy
and direction, with a variety of possibilities emerging in a self-organizing struc-
ture. But this motion cannot happen by magic. It requires investment, time, and
effort in managing the change.

Much like the Ecollaboration sponsor who must accept the role for the
time period required for the cultural shift to occur, organizations must be will-
ing to invest substantially in change management. They must put everything
together to get into this new motion They must assign enough change manage-
ment specialists capable of guiding and coaching the management team, the
leaders, and the knowledge workers in the cultural venture, from the beginning
to the end.

Robust Ecollaboration Ecosystem

The industrial culture has its own value system and intrinsic framework. It is
built on a financial system with control and command values at its center. It is a
closed system with not much permeability. It is a system based on the belief that
outcomes can be predicted. But this reasoning goes against the laws of nature:
there cannot be absolute accuracy, because the initial state keeps changing and
moving. One cannot control all the elements of influence and their
interrelations.

In contrast, the knowledge culture promotes an open and chaotic system.
Chaotic is used here in the sense of being unpredictable and nondeterministic. It
replaces the Newtonian imagery of the organizations as machines and human
beings as machines or parts of machines with the notion of living systems.

Indeed, the knowledge culture promotes a robust, yet dynamic, ecosystem
with people and collaboration at its center. The Ecollaboration ecosystem is not
disordered, but perceives order differently than the industrial system. It believes
in self-organization and relies on trust constructs and people to create an envi-
ronment where collaboration can truly and naturally occur.

The Ecollaboration ecosystem encourages knowledge workers to share
responsibilities, to welcome diversity, and to learn from one another. It does not
falsely assume that there is a sense of purpose and belonging. On the contrary, it
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promotes the environment as a place where people can develop satisfying social
relationships, engage in creative disorder, and contribute to organizational
growth and innovation. In the twenty-first century, it will no longer be the
durability of a product that differentiates enterprises, but rather the caliber of
their people, the innovation they represent, the culture they create, and the mes-
sages they convey.

Application of a Structured Ecollaboration Methodology

Organizations with a history of successful initiatives have long recognized the
need and the importance of using structured approaches for managing projects,
implementing new technologies, and dealing with organizational changes. Suc-
cessful organizations are not blindly embarking on projects, but are carefully
evaluating the costs, the benefits, and the risks. They are also being rigorous in
elaborating and managing the projects from beginning to end. Ecollaboration
projects should be treated in the same way.

The application of the methodology proposed in this book constitutes a
solid approach for analyzing, designing, and implementing virtual teams and
collaborative technologies. It goes beyond the simple implementation of a tech-
nology by integrating the best practices in virtual team design, project, and
change management. It also innovates by building into its framework the notion
of an Ecollaboration ecosystem and the values of the knowledge culture.

The Ecollaboration methodology wants to ensure that nothing is forgotten
or falls into a crack. Yet it does not intend or pretend to control every aspect or
to predict every situation. The methodology simply offers a starting and ending
places with a comprehensive path between the two. It encourages learning and
collecting lessons to improve and ease future Ecollaboration initiatives. As in
cooking, the great chefs can always improve their best recipes.

Deployment of a Facilitation Strategy

Trust is an underlying condition for successful collaborative virtual teams. Trust
is difficult to achieve in the traditional face-to-face environment. It does not
become easier in the virtual world. From the employees’ perspective, participat-
ing in a virtual knowledge network can represent an important investment.
They can perceive it as a sacrifice, that is, giving up power and letting go of the
sources of value and potential personal benefits.

In this context, facilitation strategies must be carefully planned and
deployed so that the attitude of “one for all and all for one” is able to emerge and
collaboration can truly occur. Indeed, collaboration cannot be forced on people.
It can only be facilitated. Facilitation is even more important because of the cha-
otic and unpredictable or moving nature of the Ecollaboration ecosystem.

Traditional managers used to directing and controlling, rather than guid-
ing, people will be uncomfortable in this improvisational setting. They need the
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participation of virtual team facilitators so that the fulfillment of organizational
objectives is based on the strength of social and knowledge relationships rather
than the traditional command and control environment. As a matter of fact,
managing an Ecollaboration initiative requires a synergy approach based on a
new workplace perspective and new imperatives for personcentric management.

Virtual facilitation strategies must consequently build on the shift from
placecentric to peoplecentric. They must consider relationships to be the key
determiner of successful virtual initiatives. They need to focus on empowering
the members to plan and execute the team mission and objectives. The facilita-
tion strategies do not intend to create a place, an influence, or a destination, but
to develop fields that influence vision and power. In other words, virtual team
facilitation aims at bringing the people together in a constructive way with good
information so that they can create ways for addressing organizational concerns.

Moreover, virtual team facilitation should rest on the interconnectedness
of a deep and intimate synergy of the members and on the trustfulness of the
environment so that the team can focus on strategic thinking, creation, and
innovation rather than on strategic planning.

The virtual team facilitators can propose a set of guidelines and principles
for the creation of a trusting environment. They can also be proactive in sup-
porting the virtual team manager or leader so that collaboration can rapidly
emerge.

The facilitation strategies involve:

* Clarifying the purpose, direction, and behavioral models of the virtual
team;

* Rewarding results, not compliance;

 Encouraging initiatives and risks;

» Emphasizing professionalism, information sharing, and self-reflection;
¢ Integrating the notions of:

- Dependability, that is, how people behave, respect deadlines and ap-
pointments;

- Consistency, that is, respect of individuals, applications of standards;

- Congruency, or perception matching reality;

- Mutuality and reciprocity, that is, “all for one and one for all.”

Solid Technology Infrastructure and Proven Collaborative Software

Ecollaboration projects and initiatives cannot be successful without a solid tech-
nological infrastructure and proven collaborative software. Selecting the collabo-
rative software must not be done in vacuum. It should involve key players who
are representative of the organizational needs. The technology must also be
selected and designed based on the current and future requirements of a wide
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range of collaborative initiatives and users. It must be flexible and easily adapt-
able when the needs are changing or evolving.

The technology infrastructure must also be carefully planned to support
the collaborative environments. Indeed, collaborative virtual teams must be con-
fident that their working environment will be available, accessible, and main-
tained. The last thing a virtual team needs is to doubt the work environment.
Just think of a collaborative environment as a car. Who would want to find his
car without gas and with a dead battery and a faulty transmission! In this
respect, best technology practices such as backup, recovery, archiving, security,
database administration, performance management, maintenance, and support
must be enforced at all times.

Involvement of Ecollaboration Experts

The involvement of Ecollaboration experts is another key success factor of vir-
tual initiatives. These experts include the Ecollaboration project manager, the
virtual team designer, the facilitator, and the technological architect. Their expe-
rience in Ecollaboration projects and knowledge of collaborative software must
not be overlooked or underestimated.

As a matter of fact, organizations embarking on Ecollaboration projects
must not neglect the involvement of experts. They must not believe that they
can go solo based on their experience with technology and change projects.

Indeed, these experts should be actively participating in every phase of the
Ecollaboration project. This includes from the planning and management of the
project, the analysis and design of the work, team organization and technologi-
cal components to the implementation and evaluation phases. However, their
involvement can vary depending upon the size and nature of the virtual initia-
tives.

Organizations should also plan for experts to transfer knowledge to their
internal resources. They must look at the experts as partners and coaches, yet
not become captive of their services. In other words, the Ecollaboration experts
must walk the talk, that is, share their knowledge and collaborate to empower
the customer team.






Conclusion

This book has been written for business leaders and managers who are interested
in implementing virtual teams using collaborative technologies with the objec-
tives of:

¢ Increasing their knowledge of collaborative technologies and virtual
teaming concepts and requirements;

* Supporting the development of the business case for Ecollaboration and
the measurement of the returns on investments;

+ Offering a structured approach for the selection and implementation of
collaborative technologies;

* Proposing a rigorous methodology based on the best business practices
in project management, change management, and virtual team design
for the analysis, design, and implementation of virtual teams in their
respective fields;

* Ensuring that all the critical success factors are accounted for.

Indeed, the term Ecollaboration is becoming more and more popular these
days. However, it is often misused or used too loosely. As a matter of fact, sim-
ple tasks such as exchanging data files or sending e-mail between business part-
ners are being called Ecollaboration. Some people also attach the term to
information and transactional portals. But Ecollaboration is much more than
that. Ecollaboration implies a self-contained secure virtual environment for
knowledge workers. It involves a system that offers synchronous and asynchro-
nous functionalities and features to share explicit and implicit information.
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There is a wide range of collaborative technologies available on the market.
Some software applications offers basic functions while others include a fully
integrated set of modules, from discussion forums to voice and videoconferenc-
ing. Selecting the technology for Ecollaboration is a project in itself. It should be
based on a structured analysis of the needs of the enterprise in a long-term stra-
tegic perspective. Designing virtual teams should also rely on the application of
a structured methodology such as the Ecollaboration methodology detailed in
this book.

However, the success of virtual teams’ initiatives requires more than the
application of a specific methodology and the implementation of a collaboration
technology. It requires managing changes in the organization as a whole. This is
one of the lessons learned from previous enterprise projects that must be remem-
bered when planning and deploying Ecollaboration initiatives.

Along the same lines, organizations must recognize the importance of
knowledge workers and acknowledge them as the new economic resource before
embarking on Ecollaboration. Ecollaboration must be built on a new mindset,
where the industrial philosophy is replaced by a peoplecentric attitude. This is
not a small affair. The traditional management philosophy based on control and
command and the popular formula of plan, manage, and control represents a
major change and challenge for the implementation of Ecollaboration. The
transition can be expected to be difficult and painful for some managers. Many
people who began their careers in the 1970s and 80s under the traditional man-
agement approach have now become senior managers. They may find the idea
of knowledge workers, trust, and collaboration farfetched. While they may
agree in principle with the collaborative concepts, they may not be at ease with
them or proactive in applying them in day-to-day operations. Behaviors cannot
change overnight. Skepticism can be expected as well as resistance to change.

It is recommended that organizations consider Ecollaboration as a long-
term project because cultural change of this magnitude takes a lot of time. The
theory of small steps is encouraged. In other words, pilot initiatives should be
considered and supported by a change management strategy and communica-
tion plan. In this context, the choice of the project sponsor becomes critical.
He/she is the one promoting changes starting at the level of the executive team.
He/she is also responsible for sustaining the movement toward knowledge and
collaboration in the organization. Consequently, he/she must be a strong
believer of the benefit of Ecollaboration and an ardent defender of the strategic
cause.

Some early adopters have already made the shift to Ecollaboration with
success. The success stories of Shell, Fielding Institute, GlaxoSmithKline, Ford,
and Canam Manac, to name a few, can be stimulating and even inspiring for the
skeptical. Recent world events such as September 11th, the SARS virus, and the
Iraq war, combined with the increasing cost of traveling, the lower birth rate,
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and the aging knowledge workers’ population are other incentives to get into the
Ecollaboration wave.

However, building collaborative virtual teams in those conditions can also
be perceived as paradoxical. On one side, organizations need collaboration to sur-
vive and grow. On the other, they need trusting relationships to develop collabo-
ration. So the more we wish to deploy Ecollaboration, the less feasible it can
appear to be. Not surprisingly, the paradox of trust can be expected to provoke a
clash of oppositional forces among the deciders and participants. Conflict is com-
mon and emotionally powerful and so will be the movement to shift to Ecollabo-
ration. It is an inevitable feature of group life because people are born with
differences, live with different perspectives, and accumulate different experiences.

Dealing with this paradox reinforces the application of the small steps the-
ory. Getting into a debate on Ecollaboration is not advised. One needs to iden-
tify the pros and cons, the sources of power, and the connections. Moreover, it
means exploring the issues and trying to answer many questions prior to col-
laborating. Can I trust you? Can you be trusted? Why would I trust you? Why
should you trust me? But the ultimate decision is to be willing to learn how to
trust and to have faith in the system, a small step at a time. It is when we can
engage in the process of trust that the paradox gets diluted and Ecollaboration
can make sense.

Another paradox that might come into play is the paradox of creativity.
Ecollaboration might be perceived as the novelty that requires throwing out the
traditional management concepts, or at least challenging the status quo. As a
matter of fact, Ecollaboration requires letting go of the command and control
ideology and the hierarchical organization. It means shifting from a limited to
an extended distribution of information, from an internal to an external orienta-
tion, from an unequal to a shared accountability, and from a financial to a mar-
keting focus. However, these changes do not mean destroying the past; on the
contrary, it means building from it.

The paradox of creativity also came into play in the ERP wave. Business
systems had been developed in “silo”, i.e. in isolation from one another for
many years. While they were offering a wide range of functionalities, the infor-
mation was duplicated in many systems and databases. The information was not
always valid and required many efforts to be cleaned up. It took several years for
organizations to accept and justify the transition to an integrated system envi-
ronment. In fact, replacing the numerous systems that had been the core and the
pride of many organizational units required even more than trust and creativity;
it called for courage to embark on the project.

Becoming engaged in an Ecollaboration project demands as much cour-
age. Courage is itself paradoxical when we think of the uncertainty of getting
results. So courage involves moving ahead in spite of doubt and despair and get-
ting energized by the challenge. Fear can be one's worst enemy or a great ally. It
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can either paralyze or mobilize us to accomplished great things. For organiza-
tions in the twenty-first century, Ecollaboration corresponds to staying alive,
growing, and being healthy and competitive. Ecollaboration might be trouble-
some at times, but the paybacks can only be greater. So organizations need to be
courageous and take on the challenge with confidence.

From an individual perspective, getting involved in Ecollaboration can be
paradoxical as well. Virtual participants may want to preserve their identity
while at the same time contribute and belong to a team. They may struggle with
letting go of some of their beliefs in order to join the team. In the same way, the
team will have to adapt to the differences of each member and embrace diver-
sity. The individuals will create within the group and the group will influence
and shape their creativity. At first, the paradox of identity may generate some
tension in the individuals. But once involved in Ecollaboration, they can expect
to be energized and fueled with innovative ideas.

Being part of a virtual team can also be paradoxical with regard to the
notion of involvement. The virtual team can operate on a schedule of 24 hours,
7 days a week. The participants may want to get involved but not be over-
whelmed by the virtual team. They will desire to find support in the team but
not to the point of forgetting themselves. Dealing with the paradox of involve-
ment requires that the members are able to get outside the team and for the
team to create realistic expectations for participation.

The first Ecollaboration initiatives are expected to diminish the paradoxi-
cal pressure and tension in the organization and among the virtual team partici-
pants. As the situation evolves and lessons are learned, progress will occur more
steadily and rapidly. More initiatives will be planned and deployed with less
resistance to change. So while the Ecollaboration sponsor might feel lonely at
times, his/her vision, determination, patience, courage, and trust are keys to
making the transition.

The Ecollaboration sponsor and his/her supporters can also emphasize the
importance of getting into collaborative virtual teams using the global demand
for intellectual capital measurements. Indeed, there is growing pressure to dis-
close all intangible assets generated internally or acquired externally into the bal-
ance sheet statement. One of the reasons is that financial results are no longer
considered enough to reassure the shareholders of the health and strength of an
organization. So innovative metrics about employee, customer, and structural
assets are becoming popular. The intangible assets that would qualify for disclo-
sure would have the following characteristics:

 They are intended to be used, tracked, and measured;
 They are intended to produce future economic benefits;
¢ Their costs can be measured reliably.
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These are still many questions and unresolved issues for tracking those
characteristics, but organizations keep investing efforts to define an approach
that could be accepted in the near future. Some organizations have been using
approaches like the balanced score card from Kaplan and Norton and the Skan-
dia navigator. These initiatives can only reinforce the importance of Ecollabora-
tion in producing intellectual capital assets. One fundamental notion to
emphasize in managing and measuring intellectual capital is that its value resides
in its use and not its costs.

Let us illustrate this with an example. A company hires a new graduate
into an information technology analyst position with a starting salary of
$40,000. It invests into a new orientation program at the beginning of the
employment. It continues the investment through formal and hands-on train-
ing. Over his/her professional life with an annual growth estimated to be 4% in
income, this IT specialist is expected to earn about $6 million. Assuming that
50% of this salary is brain value and can be considered an intellectual asset on
the basis of the accumulated knowledge of the organization and the industry, it
would mean that $3 million could be recorded on a balance sheet. If we lower
this expectation to half of this, it still represents $1.5 million. This new perspec-
tive reinforces the need to take care of business as well as people. It also means
implementing systems to accumulate and manage the tacit knowledge; that is
what Ecollaboration is about.

In this context, the intellectual capital wave could be next after the Ecol-
laboration wave, as pictured in Figure 6.1.
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Figure 6.1 Intellectual capital wave.



192 Building Successful Virtual Teams

This trend could be considered the revenge of the industrial workers.
Indeed, the knowledge workers of the twenty-first century will be in a better
position to negotiate working conditions. They will be able to demand a new
social contract, that is, where they are not treated as machines that can be
replaced at any time.

The new economic reality will need to address the quality of life, offer
greater opportunities for learning, and encourage risk-taking while allowing for
mistakes. In turn, collaboration can be improved, knowledge preserved, innova-
tions multiplied, business partners and employee satisfaction increased, and
much more. Bottom line, the profitability will be sustained and improved in a
win-win perspective for the workers and the organizations.

Finally, the phrase “all for one and one for all” will take on a new meaning
in the knowledge era—a more equitable and rewarding one for everyone.
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34.
35.
36.
37.
38.
39.
40.
41.
42.
43.
44.
45.
406.
47.
48.
49.
50.
51.

Virtual initative lessons learned report

Virtual initiative critical success factors

Virtual initiative evaluation program

Virtual initiative organizational context

Virtual initiative organizational culture and leadership
Virtual initiative performance indicators

Virtual initiative reporting process

Virtual initiative reward and compensation program
Virtual initiative technology requirements and design
Virtual team charter sample

Virtual team dynamics evaluation questionnaire
Virtual team emoticons list

Virtual team expectations sample

Virtual team facilitation plan

Virtual team fix bury and burn

Virtual team issues log

Virtual team member satisfaction questionnaire
Virtual team profile skills and competences
Virtual team progress report

Virtual team request for members intro

Virtual team selection process and procedures
Virtual team training program

Virtual team values and boundaries

Virtual work content

Virtual work dimensions

Virtual work issues log

Virtual work participants roles and responsibilities
Virtual work processes workflow and deliverables
Virtual work progress report

Virtual work roles and responsibilities

Virtual work template and tools specification

Virtual work templates and tools list



Appendix B:
How to Use the CD-ROM

Software requirements

The templates use the following Microsoft 2000 tools/software:
o FExcel;
 Word;
* PowerPoint;

* Project.

Installing and Working with the CD-ROM

1. Create a folder name, “Ecollaboration Templates,” on your local disk
or network.

2. Save the files of the CD-ROM in the newly created “Ecollaboration
Templates” folder.

3. Create a folder for your Ecollaboration project, such as “Ecollabora-
tion Project XYZ.”

Using the Templates

1. Select and open the template file.
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2. Save the file in the folder created for the Ecollaboration project under a
new name, for example, by adding the project name to the original file
name: "{Project name}virtual team charter."

3. Insert the name of the company or project and logo at the right side at
the top of the page.

4. Complete the template information.



List of Acronyms

2-D
3-D
AP
API
B2B
CAD
CBS
CRM
EAI

EI

EII
ERP
GSK
HTTP
IT
ITENOF
LAN
LDAP

two-dimensional

three-dimensional

Asia Pacific

application programming interface
Business to business
computer-aided design
Copenhagen Business School
customer relationship management
enterprise architecture integration
emotional intelligence

enterprise infrastructure integration
enterprise resource planning
GlaxoSmithKline

Hypertext Transfer Protocol
information technology
IT-Enabled New Organizational Forms
local-area network

Lightweight Directory Access Protocol
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MBO management by objectives

ODBC  Open Database Connectivity

RFI request for information

RFP request for proposals

RFQ request for quote

SIEP Shell International Exploration and Production
USIIA U.S. Internet Industry Association

W3C World Wide Web Consortium

World Wide Web
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