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With social networking becoming an inescapable part of our daily lives, organizations are
looking for ways to modernize the tools they provide their employees for connecting and
collaborating with their colleagues. At first these new platforms were mainly delivered by
small startup companies looking to provide enterprise versions of popular consumer tools,
but now the more established software vendors have become key players in what’s commonly
referred to as the ‘social business’ market. IBM has always been one of the leading providers
of collaboration tools, starting with the pioneering Lotus Notes/Domino family to today’s
IBM Connections platform. In Michael’s book, he harnesses two decades of experience to help
organizations see how Connections can be used to enhance the business processes their
employees use to get their jobs done. This is not a basic ‘“To get started click here’ type guide,
but rather a reference filled with advice and examples of how organizations can leverage
IBM Connections to make their businesses more successful.

Alan Lepofsky

VP and Principal Analyst

Constellation Research Inc.

@alanlepo

www.constellationrg.com

Social is transforming how businesses operate both inside and outside the firewall. This book
will benefit current and prospective users of IBM Connections as it provides specific examples
on how to transform existing business processes and get all the benefits from becoming a
social business. The key to implementing social software is to set clear, realistic objectives for
Yyour social business initiatives and to embed social tools into existing role-based processes.
As organizations infuse social throughout the company, driven by social collaboration
platforms such as IBM Connections, they are achieving real business value and benefits as
shown in the examples in this book.

Luis Benitez

Sr. Product Manager - IBM Connections

IBM Collaboration Solutions

@lbenitez

www.lbenitez.com

In this book, Michael introduces the ‘toolbox’ that is IBM Connections to businesses of all
sizes. Written in a simple yet comprehensive manner, Michael provides both a quick start
guide for businesses new to IBM Connections that are looking to get started and get a quick
return of investment, while providing enough challenge and scenario for those businesses
well along the collaboration pathway. With his clever exploration of scenarios he provides
considerable challenge for ideas, business process change, and better deployment from the
use of IBM Connections. Michael’s vendor independence and depth of subject knowledge
makes this book a worthy owners manual for getting the most out of IBM Connections.

Mark Calleran

IBM Champion

Chief Information Officer

The Salvation Army International Headquarters

@mcalleran

www.salvationarmy.org
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Changing day-to-day work practices when “no one has the time” requires communicating
clearly and quickly how to perform common work tasks in the desired new way. Michael’s
book provides change and training teams with just that: familiar, real-world scenarios to
help rapidly embed the substantial tool kit in IBM Connections into these new ways of staff
working together.

Ken Forrest

Finance & IT Manager

Arrow International

www.arrowinternational.co.nz

In writing Doing Business with IBM Connections, Michael Sampson has filled a void for those
organizations that have already committed to IBM Connections. Michael has created a book
that cuts through the technology, and instead focuses on how to unlock the power of IBM
Connections through real world collaboration scenarios. By sharing the experiences of other
organizations Michael has made it easier to translate these lessons into improved work
practices and unlock further innovation. I now have a clearer understanding of how to
effectively engage business users when discussing the benefits of IBM Connections.

Daniel Shorten

Service Desk Manager, Corporate Business Systems

Cochlear Limited

www.cochlear.com/au

This book is a must read for all involved with or looking at IBM Connections. It is not just
another manual for the tooling, but food for thought from real life collaboration scenarios.
This will help you to more easily find business cases in your own company and implement
changes in user behaviour instead of just delivering the software. The book is practical, well-
structured and down to earth using a fictional company and real customer case studies.

Roland Driesen

Director of Research & Development

Silverside

@rolanddriesen

www.silverside.nl

I have often told our clients that a key strategy in driving user adoption of IBM Connections
is to educate their users on the intrinsic business value of the platform. A key part of this is
guiding the users in typical business use cases that they can leverage Connections for on a
day-to-day basis to get their job done. In Doing Business with IBM Connections, Michael
Sampson demonstrates in spades how you can leverage Connections for everyday processes,
that can add significant value to how we all work. Once users see these scenarios in action
they often have that ‘aha!” moment and start to understand Social Business and how it can
directly make them more productive.

Adam Brown

Director of Technology for ISW and Creator of Kudos Badges for IBM Connections

ISW

@adamdrownaus

www.isw.com.au
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For Philip, my son.

Already a leader among men, a dedicated worker, and one who has a heart for people.
You were born at a time when I was deeply into Lotus Notes and Domino;

It’s fitting that this book on IBM Connections is for you.

—MICHAEL SAMPSON
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1 The older book was published by IBM Press in January 2010, and was written by a line-up of
Connections experts from IBM. See IBM Lotus Connections 2.5: Planning and Implementing Social
Software for Your Enterprise by Stephen Hardison, David Byrd, Gary Wood, Tim Speed, Michael
Martin, Suzanne Livingston, Jason Moore, and Morten Kristiansen. Order your copy online at
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Overview

The majority of my professional career has focused on seeing possibilities for working in a
different way. As the messaging strategist for a telecommunications company in the
mid-1990s, [ worked with the product teams to help them imagine new products and
services for our customers. As the principal of a Notes/Domino consulting firm in the late
1990s, [ worked with clients to take current ways of working to a new level through the
power of Notes/Domino. As an industry
analyst with an IT analyst firm for the ) fTres
first part of the 2000s, [ researched and How can we see pOSSIblhtleS for
wrote about future ways of working Working in a different way, and
together. As the principal of my own how do we make it happen?
analyst and consulting firm for most of

the last decade, I've explored, envisioned,

written books on, and consulted with clients about this same big idea—how can we see
possibilities for working in a different way, and how do we make it happen? The book you
hold in your hands is a continuation of this big idea, contextualized for organizations using
IBM Connections.

Overview of Doing Business with IBM Connections

The dream that drove the writing of this book—the possibility I saw—was to provide the
business people charged with implementing and using IBM Connections with a broad
toolkit for how Connections could be used for doing business in new and better ways. Not
a book filled with tips about where to click on the screen to create a new community, but a
book that assumes you will teach yourself where to click once you have caught the vision
of what a community can be used for. To this end, the book is divided into three segments:

1. Chapters 1-2 set the scene on IBM Connections. Chapter 1 is the history lesson on
where IBM Connections came from. Chapter 2 explains the rationale for the
approach taken in this book for bringing IBM Connections to life for business.

2. Chapters 3-5 and Chapters 7-13 each explore a specific collaboration scenario,
which is a method I champion in my earlier book Collaboration Roadmap where |
explored how business activities can be improved through new and different
collaboration technology. The intent is to start with the scenario and explore
where technology makes a difference, instead of starting with the technology and
searching for a place to use it. While not a collaboration scenario, Chapter 6 deals
with a topic essential to the success of using IBM Connections for business.

3. Chapters 14-15 and the two appendices round out the book with some final
words about your continuing journey in using IBM Connections for doing
business, as well as providing a quick reference guide to finding your way around
this book next time you pick it up.
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A Toolbox for Using IBM Connections

IBM Connections is akin to a builder’s toolbox—many individual tools are collected
together and offered from a single place. Of course, the assumption is that people know
which tool to use in any given situation. The skill of the builder is in selecting the right tool
for the task at hand, as well as using the tool

with deftness, precision, and to the
appropriate measure. The purpose of this

The purpose of this book is to

book is to explore the various tools in the eXplore the various tools in
IBM Connections toolbox, and to convey the IBM Connections tOOlbOX,

something of how they should be used. To
this end the book:

and to convey something of
the deftness, precision, and
Covers all of the different tools in appropriate measure with

IBM Connections that people could .
use, doing so within a real-to-life which they should be used.

scenario set in a fictitious company

called Albreto. Some people at Albreto start using IBM Connections for doing
business, and it makes a difference to their work in their first instance, and then
more widely across other parts of Albreto.

Discusses the practical realities in using the different tools for different purposes.
For example, the community tool can be used for running a team project, sharing
learning and best practice, and when making decisions. There are differences in
how the community tool is used in each situation, and these differences are noted.

Integrates the real-to-life scenario around using particular tools in IBM
Connections with a look at how real organizations around the world today are
already making use of IBM Connections. While the book casts a set of possibilities
to stimulate your thinking and planning around IBM Connections, the case studies
show how various organizations are already doing business with IBM
Connections. So while there’s a bit of blue sky thinking in here, there’s nothing
that isn’t already being done by other organizations.

Why Write Doing Business with IBM Connections?

[ wrote this book because the market needs it. Here’s what [ mean by that pithy statement:

IBM Connections consistently rates highly in analyst rankings of enterprise
collaboration and social business software, but apart from one older book on
Lotus Connections 2.5—which is addressed to a business manager and IT
professional audience—there are no books to help prospective end-user
organizations see the possibilities for using IBM Connections for business. That's
a bad sign, and will hurt the product in years to come. I hope this book helps with
mitigating that risk.



IBM Connections is paired with a lot of lofty sentiment about “social business,”
and while I get social business from a vision perspective, I firmly believe it needs
to be made more practical, more real, and more here-and-now in order for people
to embrace the vision. Without ruining the social business vision, this book starts
with a number of core scenarios in what people do today in their work, and
explores where Connections can make a difference. My hope is that when
business people experience how Connections makes a real difference in their
individual and team work today, that they will have a greater likelihood of getting
involved in the more lofty ideas.

Numerous organizations around the world are already using IBM Connections to
great effect. Their stories, however, are hidden in a disjointed set of articles,
videos, blog posts, conference presentations, and interview transcripts. [ wanted a
way to bring these experiences together for prospective and current users of IBM
Connections, so as to highlight the benefits real organizations are gaining from
the set of tools offered in Connections. Note that not all of the organizations in
this book are using the latest version of IBM Connections, but that doesn’t negate
the validity of their experiences with earlier versions of Connections.

In summary, this book highlights both the possibilities and realities of using IBM
Connections for doing business, something which current and prospective users need.

A Few Words on Independent Advice

Let’s be very clear about something at the beginning of this book. I'm not vendor aligned.
I'm independent—as an analyst, strategist, consultant, and thinker. The intent of my work
is to help end-user organizations prosper and do better. I don’t serve the vendors as a
general principle—be that Microsoft, Jive, Socialtext, Central Desktop, or Huddle. In this
specific instance, [ haven’t written this book for IBM. If you spend money with vendors as
a consequence of something you read in this book, I receive no financial kick back. And I
want it that way. To state the intent of my work in a different way, while I'm deeply
interested in what vendors have to offer because these offerings create opportunities for
end-user organizations, it's what end-user organizations do with the technology that
interests me. In summary, my “three no’s” with respect to vendors are:

[ have no business partnership with any vendors.

[ have no financial stakes in vendor companies.

I receive no commission from product or service sales.

[ believe my approach has a huge benefit for you (and one that my current clients greatly
value)—you get truly independent advice. Because my firm doesn’t do technical
implementations of collaboration technology, nor custom development, my
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recommendations aren’t about driving extra work for the rest of my firm. They are
focused on making the best of collaboration technology for you.

Intended Audience

I have written this book with three specific constituencies in mind.

Business People using IBM Connections. End users in an organization who are
expected to use IBM Connections need a sense of the extent to which it can help
them get their work done. As [ describe in User Adoption Strategies (2012), real-
to-life scenarios are an effective way of winning the attention of business users,
and this book presents a
comprehensive set of such scenarios.

This book is about showing

Internal Collaboration Strategists. ; ; ; ;
otential, by highlighting a

People charged with evaluating the p ’ _y_ i g & 8

potential of new collaboration set of pOSSIblhtleS grounded

software need a sense of what it can in real-world experience,
become. This book is about showing

that potential, by highlighting a set of

possibilities grounded in real-world experience.

Line of Business Managers. Managers are often expected to support new initiatives
because it is “good for the organization” and that’s what managers do, but as
organizations get larger, they often miss out on the thinking behind why it is good
for the organization. This book attempts to redress this oversight, by showing
managers how they can put IBM Connections to great use in their business unit.

However, if you fit outside of these core constituencies and want to learn about doing
business with IBM Connections, read on. If you are saying—I don’t care what it is; I just
want it to work for me—this book is very much for you.

Let’s Talk

I'd love to speak with you about your work with IBM Connections. What you're up to.
What you're thinking about doing. What your dream is for your organization if it embraces
IBM Connections to its maximum potential. So let’s talk, and I really mean that. I answer
my own phone (+64 3 317 9484)—you’re calling New Zealand—and personally answer
my email (michael@michaelsampson.net).

With that introduction stated, and the reasons for writing this book clearly outlined, let’s
begin. There are lots of possibilities to explore and consider in the pages ahead.

Michael Sampson
May 2013
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Foreword—by Jeff Schick, IBM Corporation

[ joined the Lotus team in 2006 to create the next generation of collaboration product that
IBM would bring to market. The thinking at the time was that it was becoming easier and
easier to publish and share information on the Internet and that this same phenomenon, if
applied to the business enterprise, would really help people do their work. This meant
IBM needed to move beyond email and instant messaging. At the time, fledgling social
networks on the Internet were so easy to use that even non-technical people could post
and share content. Even young people could do this!

We started the project and gave it the code name of Ventura after a beautiful, artistic,
beachfront California community. As we mapped out what we would build, it became
quickly apparent that IBM had many of these capabilities internally so we could use these
to fast track our development. For example, IBM’s BluePages became Profiles, and IBM’s
Blog Central became the Blogs service, and so on.
It was our plan to announce this new product at Lotusphere 2007 and deliver mid-year.
By late 2006, we really needed to name the product so we hired an outside branding firm
to help us with this effort.
The branding company started out by talking to many people on our team and beyond.
They asked questions that they felt could help them come to a conclusion on a great brand
name.

Is this product hard or soft? Huh?

If this product was an animal what would it be—a lion or a bear? What!

What does this product do? Does it help you?

The branding team went away after they surveyed our team and then came back several
weeks later.

They said that they had found, in their view, the perfect name for our product.
Drum roll please.

The perfect product name should be—Scove. For them, Scove embodied everything we
had built in Ventura because it represented the intersection of Search and Discovery!

[ looked at the branding team and told them that Scove sounded like a very bad skin rash
and something that you would need special ointment for. We fired them immediately.
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The IBM team kicked into high gear. We were getting close to where we needed to solidify
the name so we cast our net far and wide asking people for suggestions. None seemed to
resonate.

Mike Rhodin, the GM of Lotus at the time, took some of the development, product
management, and marketing people, along with our sales executive and locked us in a
room. He told us we were not leaving the room until we had a name. After several hours,
John Dunderdale our sales executive said: We talk about this product by describing the way
it better connects people with people and people with information. Why don't we call it
Connections? Now can you let me out of this room! This was a eureka moment. We all
thought it was a great name and hence Connections was born.

Today Connections represents the #1 social software offering in the market with tens of
thousands of customers around the planet. We are in eight of the top 10 banks and
retailers. Railroads, cement companies, defense contractors, governments, and many more
are using Connections today. There are real customers gaining quantifiable value in every
country and every industry.

Michael has written a terrific book that answers the question: How can my company
become a Social Business and gain value from deploying Connections? His insights and
examples provide the foundation for an enterprise that is embarking on this journey.
There is an extraordinary amount of practical information in Michael’s book. No social
deployment should be without it.

Enjoy and learn.

Jeffrey Schick

Vice President of Social Software
IBM Software Group

IBM Corporation
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Chapter 1.
Introducing IBM Connections

The most challenging aspect of social networking for the enterprise is
understanding the technology as it pertains to optimizing existing
workflows. We tend to try to adapt social software to meet our
(outdated) business processes, instead of seeing 'how things could/should
be' and adjusting processes to take advantage of technology.!

Via Rob Preston, InformationWeek

With all the hype about social networking services on the public Internet—Facebook,
Twitter, and LinkedIn to name but three—it is easy to overlook that IBM has been a leader
in this game for years. While the current nomenclature is different to that of ten years ago,
various IBM research projects were already underway for what would become IBM
Connections. Unlike some research projects that never meet the light of day, those early
ideas coalesced into a mature product that is widely used by customers around the world
and highly praised by industry analysts. As we begin looking at how your organization can
make use of IBM Connections for doing business, let’s look back at the history of this
product, as well as describing what's available in the latest edition of IBM Connections to
hit the market.

In this chapter, we will:
* Review the history of IBM Connections and describe the path to Connections 4.5.

Look at the strategic ideas in the development of Connections 4 and 4.5.

Briefly note the many and varied capabilities of IBM Connections, which will set
the context for our explorations about using Connections for doing business.

Examine the reaction of industry analysts and customers to IBM Connections over
the past few years.
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A Short History of IBM Connections

When IBM acquired Lotus Development Corp. in the mid-1990s, in addition to the
products—such as Lotus Notes and Lotus 1-2-3—it gained a research group focused on
how software could support human collaboration. Since the acquisition, those researchers
have pondered many topics, and been highly visible in forward-thinking collaboration
conferences. The research papers from the IBM Watson Research group in the early 2000s
wrestled with various ways of re-thinking common collaboration tools, including ideas
about re-inventing email, using shared objects in activities for collaboration, and
supporting communities of practice. These and related research papers informed various
internal development projects at IBM, the commercialization of which arrived in 2007.

Lotus Connections 1.0 (June 2007)

IBM released the first edition of a new product, Lotus Connections, in late June 2007. The
core idea of Connections was to empowers users to share and refine innovative ideas and
help people execute tasks more quickly by using a dynamic network of coworkers, partners,
and customers.? Lotus Connections offered five core tools:

Profiles. For finding people based on expertise and current projects.

Communities. For creating a space to work with people who shared a common
interest or did similar work.

Blogs. For sharing details of your work or ideas, to inform other people and invite
conversation.

Dogear. For capturing and sharing bookmarks to interesting Web pages.

Activities. For planning and executing “projects”—anything that required multi-
steps and a checklist style approach—and that could include other people.

The Connections 1.0.1 and 1.0.2 releases later in 2007 added other capabilities, such as
some integration with Lotus Notes, Windows Explorer, and Microsoft Office.

Lotus Connections 2.0 and 2.0.1 (June and November 2008)

IBM released two versions of Connections within 5 months of each other—Version 2.0 and
2.0.1 in June and November 2008 respectively. Both versions delivered new and improved
capabilities for end users across the five major areas above. Version 2.0 also introduced
integration with IBM Lotus Quickr—a collaborative team workspace product from [BM—
for storing documents, and new Home Page capabilities for working with the various tools
in Connections.
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Lotus Connections 2.5 (August 2009)

Lotus Connections 2.5 introduced two new tools (Files and Wikis), and mobile device

support:
®  Files. A new addition to Connections 2.5, allowing for the sharing of documents,

spreadsheets, slide decks and other file-based information with others.

Wikis. For creating single-page and multi-page interlinked content with other
people. Wiki pages can be created and edited using only a browser. Wikis could be
standalone or integrated into a community. Previously wiki capabilities had to be
acquired separately from Socialtext or Atlassian and integrated with Connections.

Mobile Device Support. Users could access Activities, Blogs, and Profiles using a
mobile web client. Only specific devices were supported.

As with the 2.0.1 release, all of the original tools received updates and new capabilities,
and Dogear was renamed Bookmarks so as to broaden the appeal to international users
who did not understand the term.

Lotus Connections 3.0 (November 2010)

Version 3.0 shipped in November 2010, with one major change and a plethora of smaller
ones. The major change was the introduction of the new Forums application. Prior to
Version 3.0, you could have a discussion forum as a tool inside a Community, but not
outside one. In situations where the forum was the focal point for a group of people,
having to tie it inside a Community was not ideal. Hence starting with Version 3.0, a forum
can still be created inside a Community when there is a need to limit access to a list of
members, but a Forum can also be created as a stand-alone tool in IBM Connections. In the
latter case, there is no concept of a membership list as such. People can decide whether to
access the forum or not; membership is not delegated nor approved by a forum owner.

IBM Connections 3.0.1 (April 2011)

Another update arrived only five months later, in April 2011. Once again a whole raft of
updates were delivered across the original and recently added tools. Version 3.0.1
introduced another new application, called Ideation Blogs. This provided a way for people
to share, vote for, and comment on ideas in a structured format. Mobility support was
greatly improved with the release of device-specific applications—for Android, i0S, and
BlackBerry devices. The Lotus brand was dropped from the product name, and the wider
IBM brand was emphasized. The product once called IBM Lotus Connections was
rebranded as simply IBM Connections.



20

Doing Business with IBM Connections

Figure 1-1. Visual History of IBM Connections to Version 4.5
2007)

2.5 {August 2009)

Personol status message
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In any software product, there will usually be user interface changes, revisions, and
updates. There will also be an increasing number of subtle integration points. This visual
history shows the highlights, and does nat attempt to give an exhaustive history.

Footnotes
IWersion 2.0 offered many

for i and

? Forum updates were released in Version 3.0.1.1 in March 2012.
# Actiance support was released in September 2011,

Integration with Quickr for
storing documents

Plug-in for Microsoft
SharePaint

New: Wikis

New: Files

Social Analytics

New: Mabile Device
Support

Mobile web browser
Activities, Blogs, Prafiles

Version 4.5 builds on and extends the previous versions of Connections since 2007.
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Figure 1-1. Visual History of IBM Connections to Version 4.5 (Continued)
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This visual history focuses on end user capabilities, and is not intended to be exhaustive.
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IBM Connections 4 (September 2012)

IBM Connections 4 was released in September 2012. IBM focused on three strategic
themes in Connections 4:

*  Social Platform Evolution. Adding new and improving current capabilities based
on customer feedback and continued research. Version 4 offered improved
integration with other IBM software tools, better support for mobile devices, and
better ways of staying focused on current tasks.

Communities for Teams. Project teams have different needs with collaboration
software than learning communities.? Connections 4 added better support for
project teams with calendar coordination, team activity streams, and file locking.

Communities for Customers. Linking what happens inside the organization with
what’s happening on the web and consumer social media channels enables early
identification of trends, a focus of Connections 4. Organizations can create
customer communities to build relationships, win business, and increase loyalty.

Connections Mail was also added in Connections 4, enabling a user to access their Lotus
Notes or Microsoft Outlook inbox and calendar from the Connections browser interface.

IBM Connections 4.5 (March 2013) ) )
The major focus in IBM

The major focus in Connections 4.5, released in late Connections 4.5 is real
March 2013, is the i.n.tetgration of real do.cument document management
management capabilities such as check-in and check- L
out, approval routing, and nested folders. Social ideas capabilities.

such as liking, tagging, commenting, and download

counts are also available. These document management capabilities are available through
a separately licensed offering called IBM Connections Content Manager 4.5.

In addition to these document management capabilities, Version 4.5 added updates across
many of the current tools—including the ability to export ideas from an Ideation Blog,
view slide decks inline, and access Connections through a new Microsoft Outlook sidebar.

Reflections on the IBM Connections Journey

In reflecting on the six year history of IBM Connections, we see three key themes. First, an
increasing focus over the years on making Connections work for people where they are at.
This translates to better mobile device support, integration with email clients (Notes or
Outlook), instant messaging (Sametime), and file systems (Windows Explorer). Second,
better support for common work styles, such as project teams in addition to learning
communities. Third, a move away from the insistence of only openness and transparency,
and the increased support of restrictions, approvals, and private information.
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Capability Areas in IBM Connections 4.5
Let’s now look briefly at the major capabilities of IBM Connections 4.5.
Profiles—Gaining Insight Into Your People

As organizations grow larger, an individual’s ability to know everyone becomes more
difficult. Some researchers have concluded that this dynamic kicks in at around 150-200
people, which means there are many organizations with people who don’t know what
their colleagues can do—which leads to shocking productivity loss and unnecessary
duplication of effort. The profiles part in Connections provides a mechanism for
establishing links between people who don’t know each other by virtue of sharing
common office space. By making people discoverable based on their expertise, their
interests, their internal social network, as well as other mechanisms, the chance that you
can find the right person or group of people to engage with on an issue—or merely to
track because they’re doing interesting work—goes way up on the probability scale.
Profiles are a bit like getting super-human vision to see through the silos and divisional
boundaries, and across massive geographical distances to zero in on the right person.
With people being so critical to organizational success—or as the all-to-common adage
goes, “people are our greatest asset”—being able to make the best use of the people you've
got is essential. Profiles provide a way of making that happen.

Figure 1-2. Profiles in IBM Connections 4.5

IBM Connections Home Profiles ~ Communities - Apps ~ Sally Adams *

& Profiles by Name ™ Search

My Profile My Network Directory
Walter Jones Who Connects Us?
3 Marketing Manager, Americas
f m ﬁ L' - [ You
Walter Jones@albreto.com
Local Time: 11:38 AM hd
-
B 3 Send Email Invite to My Network Download vCard ﬁ’
= Follow ) A
Edgar Wiliams
- R

Tags Recent Updates Contact Information Background

Walter Jones

Add tag(s) ta this profile Background: b How are you and Edgar Williams connected
I have & classical marketing background, and an MBA from a top school on the East ¥ B akeleCigat Ui s sed MIaliey -lone s

Coast. I've worked in the marketing departments of various large global organizations

connected

ma:‘Keting photography during my career. It's much more than a job for me though; I'm really passionate about

proRCE ambilaor  Sa R nGECD being able to see the world through the eyes of our customers Report-to Chain

south-america ‘When I'm not working in the office or on the road for Albreto, | enjoy spending time Jonathan Spencer

Cloud List with my wife and children. Both my kids are at college, but only one is studying 7 Edgar Williams
marketing. I'm getting used to the idea! « Walter Jones

Things in Commen = When | do travel, | enjoy taking photos of landscapes and interesting buildings. Thar's

There are no items in commen for often seen as a weird combination, but there is something about both that appeals to Full Report-to Chain

you and this profie. me. Same Manager

Profiles give a context-rich way of describing the people in your organization. Much more
than a mere directory entry, a profile gives descriptive, connective, and social network data.
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Forums—Engaging People on Current Topics

Focused discussion on a particular topic allows you to tap the wisdom of your people
wherever they’re located, explore the nuances of decisions, and highlight the differing
perspectives that exist in your organization. The Forums tool in Connections is a place for
holding discussions on any variety of topics. In an open forum, anyone with access to
Connections can ask a question, and anyone with access can leave an answer. Answers can
be threaded, which allows people to reply with pinpoint accuracy to particular issues.
Forums in Connections can stand alone providing a place for open discussion, or
alternatively can be integrated inside a Community to provide a place for community
members to hold focused discussions. In a community, forums can be moderated to limit
access to the discussion.

There are very significant benefits of holding discussions in Forums rather than by email.
Benefits include the ability to gain perspectives from people who would otherwise have
been excluded from the discussion, the capability to search past conversations for relevant
insights, and the ability to analyze discussions to identify people with expertise to share.
While a similar conversation could take place in email, it’s hidden to everyone who wasn’t
involved, and it makes it very difficult for a new discussion member to get up to speed
with the history of the conversation.

Figure 1-3. Forums in IBM Connections 4.5

BM Connections Home Profiles ~ Communities ~ Apps ~ Sally Adams~

E Forums &) This Forum ~ Search Q

Rebooting Marketing at Albreto

Following Actions~ Forum Actions~ Community Actions ~

Tags: marketing, reboot, third-quarter Add or Remove Tags

N .
Marketing Albreto to This forum is for discussing approaches to rebooting the marketing strategy and approach at Albreto. The marketing team will be active in this

the World forum, but marketing Albreto isnt just about the marketing team. We're allin this together. All ideas welcome.
 ———— Start a Topic
~ Topic Tags 2
150f5 Previous | Next
Find a Tag
bestin-class customerded poin- Topics Repiies Likes Latest Post~
P E) Who do we look to as best-in-class at marketing 4 Elo Thursday 2:11 PM
works success third-quarter . ) ) )
in our industry? In related industries?
Cloud | List
Started by Sally Adams By Sally Adams
[2] How will we know we have achieved success? 0 [=lo Thursday 11:33 AM
Started by Sally Adams By Sally Adams
£ Revamping our Retail Point-of-Presence 0 [Z]o Thursday 11:31 AW
Displays
Started by Sally Adams By Sally Adams
) Becoming a Customer-Led Organization - The 0 [Z]o Thursday 11:29 AM
Big Idea

Forums provide a way for people to ask questions and gain input from other people in their
organization. Forums can be part of a Community, or stand alone for focused discussion.
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Activities—Streamlining Repetitive Collaborative Tasks

Checklists are a good way of remembering what to do for tasks that must be done right,
and apply in many circumstances—from travel checklists, to shopping lists, and even
through to surgical intervention. Checklists are a great way of forcing yourself and others
to remember what to remember, and to ensure the right things get done at the moment of
packing, purchase, or procedure.

In Connections, Activities provides a way of Activities pI‘OVldES a way
establishing a checklist for the modern age. of eStabliShing a checklist
Major tasks to complete or information to collect  for the modern age.

can be defined, and then filled out by including

email messages, instant messaging chats, and

documents. Rather than leaving these discrete communication events in Notes, Outlook,
Sametime, or a file folder, they can be brought together due to their inherent commonality.
Activities can be private to an individual, or shared for collaborative effort among a team.
Activities can be saved as a template, so that the next time a similar effort is required the
major tasks and information requirements are already laid out—which helps to increase
efficiency, reduce errors, and forestall major decision oversights. Activities can be
surfaced inside IBM Notes, among other applications, thereby bringing the capabilities to
where people work.

Figure 1-4. Activities in IBM Connections 4.5

IBM Connections Home Profiles ~ Communities ~ Apps ~ Sally Adams ~

& This Adtivity ~ Searc
Activities To Do List Activity Templates Recent Updates = This Activity ~ Search Q
Prepare for the Marketing Board Meeting Following Actions ~ Mark Activity Complete Activity Actions ~ Community Actions ~
» {& Albreto's Marketing Activity Goal - To get ready for the upcoming Marketing Board meeting, where we need to present the strategy... [more]
Team . —
Add Entry Add To Do Item Add Section Display: =
Activity Outline » Purpose and Agenda Actions ~
Recent Updates
» Decide Who Is Going to Present Actions ~
To Do Items
Trash ¥ Arrange Travel and Logistics Actions ~
Members = Flights for Friday (see inside for confirmations) Sally Adams Today 6:45 AM More
* Sections = Hotel Reservations Sally Adams Today 6:45 AM More
Add Section Add to this section: Entry | To Do ltem
~ Post-Meeting Follow-Up Actions ~
v Tags 2
Find a Ta ["] walter - shift 3x meetings so as to help Geoff Assigned To: Walter Jones Walter Jones Thursday 10:41 AM  More
9 prepare
meeting-ink meeting-time [_]Edgar - Confirm timing for the Marketing Assigned To: Edgar Wiliams ~ Sally Adams Thursday 10:43 AM ~ More
Cloud | List Board meeting
["] Andrea - coordinate with board chair re setup Assigned To: Andrea Ross Andrea Ross Thursday 10:44 AM ~ More

requirements for Geoff

Activities offer a way of ensuring the right tasks are completed, and necessary information is
gathered for a decision, task, or project.
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Files—Sharing What We Know

The Files tool in IBM Connections provides a way for sharing files with other people,
either in a team situation, or across the wider organization. The features in Files offer a
significant leap forward over using a traditional file server. Commenting allows people
with access to the file to advise other people about what they have used the file for, any
caveats that should be noted, and any updates that are required. New people discovering
the file don’t have to try to understand what the file is for, because the comment history is
shown immediately in the context of the file.

Versioning enables people to update a document

with new information, context, or explanations— Versioning enables people

and Connections will seamlessly advise those to update a document with
people who have expressed an interest in the file inf .
that an update is available. Files can also be new information, context,

added to Folders (in the plural), meaning that a or explanations.

single file can be shown in multiple folders at the

same time. Having to manually duplicate files so

they can be placed in multiple folders—as well as having to remember to keep all of the
copies updated—is an approach of the past. Files can be tagged with keywords to simplify
findability and enable the discovery of related files. Finally, it is possible to see who has
shared the file with other people, giving new visibility to the impact of specific files.

Figure 1-5. Files in IBM Connections 4.5

IBM Connections Home Profiles ~ Communities ~ Apps ~ Sally Adams ~ Share
E Files =| This Person's Files ~ Search Q
Upload Files  New Folder Recent People
Pinned Files Albreto Marketing Plan Third Quarter.docx
My Files

& Locked on 1/05/13 by Edgar Wiiams.

Shared With Me - Shared with 4 Updated on 1/05/13 by Edgar Wiliams = Version3 15 KB (47 KB including all versions)

Shared By Me Tags: customer-counci, marketing-plan

Community Files [E] ke

Public Files

Download Share Add to Folders More Actions ~
Trash
Comments (1) | Versions (3) | About this File | Sharing

~ Pinned Folders

Add frequently-used folders You last downloaded version 2 of this file

here by clicking the pin icon Version3 gy Download 1/05/13 Edgar Williams 15KB Reviewed changes from everyone, and added some more ideas. This is

coming along great. Thanks

* My Folders Version2 g Download 1/05/13 Walter Jones 16 KB Made a couple of changes to the file, where Edgar asked for my input. An
» Folders Shared With Me d some other ideas in other places too

Public Folders Version 1 Download 1/05/13 Edgar Williams 15KB

[) Feed for these Versions

The Files tool enables people to share files with co-workers, and for comments and versions
to be captured and displayed together. Descriptive data about each file is tracked by
Connections, to help people find and make use of the right file.
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Libraries—Document Management in Connections

The new Libraries tool in Connections 4.5 adds traditional document management
capabilities, such as check-in and check-out, approval routing, access control for setting
permissions (down to the file level), nested folders, and taxonomy via metadata. Social
capabilities from Connections are integrated with these traditional document
management ideas, providing likes, comments, tags, sharing options, and download
counts. Multiple libraries can exist side-by-side in a single community, to allow different
ways of segmenting documents and targeting them at particular users and user roles.
Updates made to documents in a library will be pushed through to the community activity
stream, giving community members a quick way of staying up-to-date with what’s going
on with the content in their libraries.

Figure 1-6. Libraries in IBM Connections 4.5

IBM Connections Home Profiles ~ Communities ~ Apps ~ Sally Adams ¥

{#} communities {#} This Community ~ Search Q

Albreto's Marketing Team Stop Following this Community Community Actions ~
~ {{x Albreto's Marketing You are in: Library > Albreto Marketing Plan Third Quarter.docx
Team

Albreto Marketing Plan Third Quarter.docx ot

The draft marketing plan for Albreto’s third quarter.

Visible only o you | View Published Version
A Updated today at 12:16 PM | 15 KB

Download Upload New Version Check In More Actions ~
Versions | Sharing = About this Fie = Document Type
Overview
s of this doc y avi
Recent Updates Drafts of this document are only available to you
Status Updates Draft Today at 12:16 PM  Sally Adams Download (15 KB)
Version 1 Today at 12:14 PM Andrea Ross Download (15 KB)

Members
Forums
Bookmarks
Files
Activities
Events
Blog
Library

Metrics

The optional Libraries capability in IBM Connections 4.5 adds traditional document
management capabilities for files and documents, including approval routing.

Libraries are only available to organizations that have also licensed IBM Connections
Content Manager 4.5, which is a separately licensed product but is designed to seamlessly
integrate with IBM Connections 4.5.
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Bookmarks—Creating a Collective Pool of Links

What do you do with all of the interesting links you find on the web or your organizational
intranet? The common approach is to save them as bookmark favorites in your web
browser, create a folder of pending reading, or save them to a bookmark sharing site. It’s
the latter approach that offers a collaborative way of collating links of interest, as well as
learning from other people who have saved similar links.

The Bookmarks capability in IBM Connections allows people to use a browser add-in to
quickly save and classify links of interest to a common place. From the Bookmarks page,
other people can access a stream of link updates, or can discover links by exploring a tag,
what someone has bookmarked, or through a variety of search approaches. The
underlying concept is that by giving individual people a new way of saving and classifying
their own bookmarks for future reference, there will be positive flow-on effects for
everyone. If Sally from marketing is saving bookmarks about marketing theory in a social
media world, and Walter from marketing is also interested in that topic, the two of them
can help themselves and each other through what they bookmark. Spread across an entire
organization, it's an approach with a large upside.

Figure 1-7. Bookmarks in IBM Connections 4.5

IBM Connections Home Profiles ~ Communities ~ Apps ~ Gavin Prince~
My Bookmarks Public Bookmarks Popular My Updates . My Bookmarks ™ Search Q
» My Watchlist % My Bookmarks ~ My Recent Notifications
Add to Watchist 2
_— e Sent By: Sally Adams
v Tags 2 Add a Bookmark Notify Delete Selected Display: = a Add to My Bookmaris
Find a Tag More Actions~ Agile But Thorough
e aioh } . Hi- | thought you might be interested in this
cgte @l appie asia-pactic 1-70f7 1 Previous | Next bookmark. Sally Adams
aslan competitor
Select Al | Deselect Al
Sortby: Date~ | Popularity
computer ipad y: el | Foparsy
methodology mobie M Agile Development More
pmbok project-management Today 3:33PM  Tags: agie, methodology
Cloud  List O l Apple iPad 4 More

Today 3:32PM  Tags: computer, ipad, mobike

> People 2 1M Project Management Body of Knowledge More
Today 3:30PM  Tags: pmbok, project-management

1M Methodology Wiki More
Today 3:30 PM ~ Tags: methodology

1M Apple MacBook Air More
Today 3:28PM  Tags: apple, computer

M Bravo Enterprises More
Today 2:57 PM  Tags: asia-pacific, asian, competitor

M Project Alpha More
Today 2:51 PM  Tags: alpha, asian

Show 10 25 50 items per page Previous | Next

B) Feed for These Bookmarks (2) | How to Embed These Bookmarks

Bookmarks give people a way of saving and classifying links in a common place, creating a
repository of insight for the individual and other relevant people.
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Activity Streams and Embedded Apps—Seeing What’s Going On

Activity is happening all the time throughout your organization—people are working on
projects, reading articles, talking about market share, brainstorming on new product
features, getting prompted to approve a leave request, completing a workflow task,
updating a document, and looking for a critical report, among many others. The Activity
Stream brings together all of the relevant activities for an individual, and offers the ability
to complete particular tasks directly from the individual’s Activity Stream—using what
IBM calls Embedded Apps. Rather than just getting a notification to complete a task in
another system and having to open the other system to take action, the required action
can be taken directly from the individual’s activity stream.

Figure 1-8. Activity Streams in IBM Connections 4.5

IBM Connections Home Profiles ~ Communities ~ Apps ~ Sally Adams ~
/ﬁ\ Home £ All Connections ~  Search Q
Customize
Getting Started Status Updates o Do Liet -
View status updates from your network, people and communities you are following.
I'm Following
Status Updates Awaiting flights to #Europe for the marketing conference. Lots oftime enroute You do not have any to do items.
. ahead)|
My Notifications
Go to my to do st
@ Mentions
Action Required Ppst | Clear Add a Fie —
@ﬁ Events =
_ You are not following or attending any
Discover

Walter Jones posted a message to the Marketing Albreto to the upcoming events.

ATy y
World community.
My Page @\E _ . i ) Add to Personal Calendar
a £2 Walter Jones I'll be in Chile next week visting our key

‘QE customers. Please let me know if you have any
#questions for them. Thanks.

A

{#) Friday at 1126 Am | [Z]  Like Recommendations =
& Project Alpha
Andrea Ross posted a message to the Marketing Albreto to the 1relate
4 World community. J.. Weicome to Albreto Marketing Plan Third
Quarter

1 related person

Andrea Ross I'l be in Europe next week for the annual
.‘1 Marketing Conference hosted by our trade association.

Is there anything you'd like me to look out for? Geoff - arrange travel for trip

#conference #europe 1 related person

[+

{} Friday at 1046 AM | [Z]  Like = Develop an app for smartphones that
provides a virtual exhibit of our offerings
The Activity Stream lists all of the updates and happenings of relevance to a user, across the
people and content in Connections. Requests from applications can be embedded, and people
can complete the required work directly in the Activity Stream.

Beginning with Connections 4.0, there is also an Activity Stream in a Community. Activity
updates within the community are displayed in the stream, so that community members
have a quick way of viewing recent changes contextualized in the community. The
Embedded Apps concept is also supported in a community, so that business process
activities of relevance to a community can be posted directly to the stream.
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Wikis—Writing Documents and Building Know-How Together

When Ward Cunningham developed the idea of a wiki, his design goal was to create the
simplest possible way for multiple people to work on a web-based document together.*
Wikis are now widely used for writing documents, creating a “single-version-of-the-truth,”
building know-how, sharing updates, and even writing and publishing encyclopedias.

The wikis tool in IBM Connections continues this tradition, and allows anyone with access
to Connections to read what other people have said on a topic, and if appropriate, to make
changes. Wikis can be classified using tags, to make it easy for people to discover and
participate in wikis of interest and relevance to their work. Whenever someone edits and
saves a wiki page, their new edit becomes the current edition of the document, but the
wiki also keeps a complete history of changes to all pages, allowing people to see how the
wiki page has developed over time. As with Forums, wikis can standalone for widespread
access across your organization, or be integrated into a Community for more selective
sharing and participation.

Figure 1-9. Wikis in IBM Connections 4.5

IBM Connections Home Profiles ~ Communities ~ Sally Adams ~
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'm an Owner Public Wikis Most Liked
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eve Opm?n projects Jonathan Spencer = Updated today at 6:09 AM = Tags: culture,
values vision values, vision

List
Cloud | Lis The vision, culture, and values for Albrefo
L. New Product Development Process Hide

Kyle Smith = Updated today at 5:44 AM = Tags: new-product,
process, product-development

This is the wiki for all new product development. It's a capturing arena for ideas,
and for hosting how we go about building new products at Albreto.

L. Tracking Activities of our Competitors Hide
Sally Adams | Updated today at 12:34 PM | Tags: compefion Add
or remove tags

For tracking relevance activities of our top competitors in our markets and
beyond.

Wikis offer a simple way for people to write documents together. But while the tool is simple,
the resulting collection of interlinked documents can be used to support critical business
processes and make use of everyone’s expertise.
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Blogs—Keeping Everyone in the Loop

While blogging is a well-established idea on the public web for people keeping a diary of
what’s going on in their lives, the technology can be just as easily turned to business use.
For an individual inside an organization, a blog can be used for discussing their current
tasks, reflecting on what's working well and not so well, and for sharing thinking about
current events relevant to their job. For a collaborative team, a blog can provide a forum
for updates, discussion about the health of their project, and current thinking about next
steps, allowing team members to stay abreast of what’s going on. It’s likely that these
updates would have happened before anyway, but they were locked in email which caused
difficulties in following the resulting discussion.

IBM Connections offers a blogging tool for use both inside and independent of a
community space. Blog posts are aggregated in a tag cloud for easy discoverability, and
the social analytics capabilities in Connections can recommend blogs and blog posts for
each user. Search also provides a way for people to look for specific topics of interest.

Figure 1-10. Blogs in IBM Connections 4.5

IBM Connections Home Profiles ~ Communities ~ Gavin Prince~

My Blogs Public Blogs My Updates &£ Public Blog Entries ~  Search Q
Latest Blog Entries Blogs ~ Featured Blog Entries 2
Blogs Listing .
Wy Lik Start a Blog New Entry Display: 5,. Creating a Connected...
ly Likes/Votes fL Blog: Marketing Alb...
- 1-90f9 Page 1 Previous | Next Edgar Willams
~ Tags 2 El2 BE1
Sortby: Date | Titlev | Likes/Votes | Comments | Visits
Find a Tag = Our Mission - What's...
Creating a Connected Albreto Community Biog [=]2 & Blog: Marketing Alb...
blog-about connected genx-emplo Edgar Wiliams  3/05/2013 ~ Tags: connected = 1Comment = 6 Visits Sally Adams
yees genx-interviews hire-genx Elo Do
marketing Develop an app for smartphones that provides a
Cloud | List virtual exhibit of our offerings ideation Biog ~ Most Liked
Sally Adams  Today 6:37 AM 4 Visits
Creating a Connected 2
Do some targeted interviews on the street with Gen 1 votes Albreto

X people ideation Blog
Edgar Wiliams Saturday 6:12 AM  Tags: genx-interviews 1 ~ Most Voted
Comment 3 Visits

. We have some Gen X 2
Do tag team sponsorship of events where Gen X 2 votes
employees. We should
customers are likely to be ideation Biog talk

Kyle Smith Today 6:33 AM 1 Visit None of the marketing 2

None of the marketing team are Gen X. We should Graduated team are Gen X. We shou

hire some. ideation Blog
Sally Adams  Saturday 5:42 AM = Tags: hire-genx = 1 Comment = 7

Do tag team sponsorship 2
of events where Gen X.

Visits Do some targeted 1
interviews on the street
Our Mission - What's Happening with Marketing =] wit.
Community Blog Develop an app for 1
Sally Adams 3/05/2013  Tags: blog-about marketing = 2 Visits smartphones that

Blogs offer a way for both individuals and groups to post on current tasks, projects, and
learning activities, and for other people to contribute their point of view. Entries in Ideation
Blogs display in the blog listing too.
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Communities—Bringing People Together

A community in Connections is a defined place for a group of like-minded people to work
together on a common issue, topic, challenge, or opportunity. Earlier versions of IBM
Connections did this for general groups of various types, and while that’s still the case,
Connections 4.5 adds new capabilities to support
collaborative project teams. The community " .
construct is a way of packaging up a list of Communities in IBM
individual tools from Connections that the group Connections can be used

uses while it’s working together. By putting the for both collaborative

tools together and displaying them in a defined . dl .
community place, members don’t have to projects and learning.

navigate through separate tools and try to keep

everything lined up in their minds. In the community below, for example, members can
hold discussions (using the Forums tool), share links of interest (using the Bookmarks
tool), and share documents of common interest (using the Files tool). The owner or
manager of a community can add and remove tools at any time depending on the needs of
the community.

Figure 1-11. Communities in IBM Connections 4.5

IBM Connections Home Profiles ~ Communities ~ Apps ~ Gavin Prince ~

{#} communities {#} This Community ~ Search a

Market Research for Product Development - Learning Community Follow this Community Community Actions ~
~ Market Research for ~ Community Description Important Bookmarks

Product Development -

Learning Community To share and compare the market research we do across Albreto - to look for trends, Highlight key Web resources.

ideas, similarities, and differences. Aims:

.
=
o
3
=3
o
=
w
]

To more quickly identify research findings we could apply broadly across

Albreto o 8 L{ )]
ﬁh To reduce the amount of customized research we do in separate ik A% ot o
| [

geographies

e To create better products for our customers. View All (4 people
For rr]qre about the vision of this learning community, please see and contribute to Media Gallery =
the Vision forum topic.
Tags: market-research, product-development Upload ~
Overview There are no media gallery files in this
Recent Updates Forums = community
Status Updates Start a Topic
Upcoming Events =
Members E e - =
J Success! Early Identification of Opportunity =0
Forums Last post by Gavin Prince ~ Today 3:23PM  No replie Face-to-Face with Donna G
i 4 bbb it 22/05/2013 2:00 PM
Bookmarks E) New Research on Asian customers in Canada Elo View All Events
Files Last post by Walter Jones = Today 2:27 PM  No replies
Media Gallery E) canadian Research on Customer Needs Elo Related Communities E
Last post by Kyle Smith  Today 2:08 PM  No replies
Events ’ Share links and see what's happening in
Related Communities View Al related communities.

View Al

Communities provide a way of bringing together a group of people to work on a common
issue, topic, challenge, or opportunity. Multiple tools from Connections can be used in a
community space.
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Other Capabilities in IBM Connections

We have briefly investigated the main capabilities of IBM Connections in the previous ten
pages, but to finish this chapter here are a few more:

* Home Page. Facilitates access to aggregated lists of items that are relevant to the
specific user. The key concept is to provide quick access to a list of things that
have changed or been updated, rather than forcing users to click into each tool
manually and one-by-one. The user’s Activity Stream is accessible from here.

Connections Mail. Integrates a user’s email inbox and calendar into Connections,
and can hook into either IBM Domino or Microsoft Exchange. While Connections
has supported integration with email clients for some time—for example, by
allowing a user to drag an attachment from an email message in Outlook directly
into the Files tool—Connections Mail surfaces email and calendar information
inside of Connections. For people who
live in Connections, this integration is a . s
welcome addition. Connectlons_M_all integrates
a user’s email inbox and
Ideation Blogs. Offers a structured way calendar into Connections,

of exploring ideas on a particular topic, . .
gathering initial ideas, comments, and and can hook into either

votes from people in a community. IBM Domino or Microsoft
Highly rated ideas can be moved to Exchange Server.

action by automatically creating an

associated activity. The ideation process

can be free-form, or controlled through specific settings.

Social Analytics. Provides a new way of helping people discover what they didn’t
know but may benefit from knowing’ If you are a member of a particular
community, social analytics will recommend other communities that are related
or potentially helpful. On your home page, content in blogs, wikis, forums, and
other places throughout Connections that may be useful are displayed. When
looking at a profile, the social analytics capabilities highlight things you have in
common with that person—so as to facilitate the initial conversation—and also
recommends people you should explicitly know based on your existing network
of colleagues, community involvement, and content-based activities in
Connections. In essence, social analytics provides a personal coach to observe
what you are working on and coach you on getting better.

As we explored the capabilities of IBM Connections 4.5 in this chapter, it should have
become clear that the product creates many opportunities for organizations. There are
many such products on the market, however, so let’s briefly look at the reception given to
IBM Connections from industry analysts and organizations.
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The Analyst and Customer Reaction to IBM Connections

Both industry analysts and customers have reacted positively to IBM Connections. Here’s
three examples of the analyst reaction:

*  For the four consecutive years of 2010-2013, analyst company IDC rated IBM
Connections as the top product with respect to revenue and market share for
social software in enterprise organizations.® The years 2010-2011 were
particularly noteworthy: compared to the second-placed vendor, IBM almost
doubled its lead in revenue terms from 34% in 2010 to 61% in 2011. That's a
significant increase for the first-placed vendor year-on-year. In its comments
about Connections 4, the
authors in the 2011 report

write, IBM has placed IBM deserves kudus for just how
considerable focus on the user 4 goregsively they’ve brought this
experience of Connections,

with the primary goal product to market—they brought
associated with raising it out early, they continue to invest
employee engagement in order S I ’

to validate the investment in very heaVlly I it, a_nd they ve been
enterprise social software.’ very entrepreneurial.

* Inits third-quarter 2011
report on the use of social media tools inside organizations, analyst company
Forrester Research rated IBM as one of the top four vendors.® The author of
study, Rob Koplowitz, made this comment on IBM: To me, the story here is IBM ....
In this type of emerging market, where we're just starting to see leaders emerge, a
company like IBM you might assume would be a laggard. IBM deserves kudus for
just how aggressively they’ve brought this product to market—they brought it out
early, they continue to invest very heavily in it, and they’ve been very
entrepreneurial.

In a blog post about the release of version 3 of Connections (then called “Lotus
Connections,”) MWD Advisors’ Angela Ashenden wrote about the shock it gave
the market.® She says, When it was first launched in June 2007, Connections
provided a sort of electric shock for the enterprise collaboration software market,
showing that an industry giant can indeed be innovative and market defining ....
With its combination of communities, social networking and task-based activities, as
well as a host of supporting social capabilities, Lotus Connections is unusual in that
it spans both the people-centric, social side of collaboration and the ... project-
centric side which is more commonly associated with document-focused team
workspaces.

There are many examples throughout this book of how customers are using IBM
Connections, but one snippet will suffice for now. The Bayer Group, the global
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pharmaceuticals company, made the decision to switch from Lotus Notes/Domino to
Microsoft Exchange and SharePoint a few years ago. Bayer MaterialScience, one of its
subsidiary companies with 14,500 employees across 30 locations, needed a way of
bringing its researchers together. After

an evaluation of alternative IBM Connections created such
technologies, Bayer MaterialScience

proceeded with Connections. The positive results inside Bayer
positive results that this move created ~ MaterialScience that the wider

inside of Bayer MaterialScience won

the attention of the wider Bayer Group, Bayer GI.'OU.p .adopted .

and a new decision was made to use Connections instead of relying
IBM Connections across the whole so]e]y on Microsoft SharePoint.

Bayer Group for a particular set of

functions, instead of solely relying on

Microsoft SharePoint for that purpose. We will examine the Bayer story in more detail
later in this book.

Summary

In this chapter we have looked at the origins of IBM Connections 4.5, tracing its history
over the past decade. It's a product with well-established roots, backed by a vendor with a
history of delivering collaborative software to enterprises around the world. We then
looked at the major themes that have informed the development of Connections 4.5
specifically, and drilled briefly into each of its main capability areas. We concluded by
looking at the analyst and customer response to Connections over recent years, which has
been stellar.

In the context of this history and current state, we turn our attention in the next chapter to
setting the scene on this book. We will be taking a scenario-based approach to considering
the applicability and value of Connections 4.5 in organizational life, and Chapter 2 explains
what that means.
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1 In his blog post Social Collaboration: A Work in Progress (May 2012), Rob Preston says that this
quote came from a respondent to the InformationWeek Enterprise Social Networking Vendor

Evaluation Survey. See www.informationweek.com/global-cio/interviews/social-collaboration-a-
work-in-progress/240000626.

2 IBM Lotus Connections delivers social software for businesses, IBM United States Software

Announcement 207-112, May 15 2007. Seethp.,LAMALQthm.mm,chmm.Qn,éssLchme,émalmL

3 In Collaboration Roadmap (2011), 1 analyze how the needs of collaborative teams differ from
collaborative groups. There’s also a section on collaborative organizations, which addresses the

beyond team/group requirements. See www.michaelsampson.net/collaborationroadmap.html.

4Ward Cunningham developed the first wiki software, as part of an attempt to find the simplest way
of creating an online database. See en.wikipedia.org/wiki/Wiki.

5> While I didn’t call it social analytics, this concept of expecting the software itself to help people
improve is core to both of the technology frameworks I developed for supporting collaborative
teams and collaborative groups. For collaborative teams, it’s called collaboration auto-discovery
(Pillar 7). For collaborative groups, it’s called Surfacing of Related Groups and Conversations
(Connector 4). For more, see Chapter 2 in Collaboration Roadmap (2011) at

6 Two of the IDC papers are available free of charge at the IBM web site. For the 2010 report by Erin
Traudt, entitled Worldwide Social Platforms 2010 Vendor Shares, see ibmtvdemo.edgesuite.net/

software/lotus/whitepapers/worldwide_social %20platforms.pdf. For the 2011 version by Michael

Fauscette and Vanessa Thompson, published with a slightly different name of the Worldwide

Enterprise Social Software 2011 Vendor Shares, see ibmtvdemo.edgesuite.net/software/lotus/pdf/
idcvendorshares.pdf. For IBM’s press release on the 2012 rating, see www-03.ibm.com/press/us/
en/pressrelease/38066.wss, and for its press release on the 2013 rating, see www-03.ibm.com/

r n/pressrel 4 W

7 See page 3 of Worldwide Enterprise Social Software 2011 Vendor Shares, by Michael Fauscette and

Vanessa Thompson. ibmtvdemo.edgesuite.net/software/lotus/pdf/idcvendorshares.pdf.

8 David Carr at The BrainYard wrote about the Forrester report in August 2011. See Forrester Names

4 Leadmg Enterprlse Soczal Platforms at Mdnmmwkmmﬁhehmmammﬂ

pla];fgrms Forrester subscrlbers can get access to the complete report as part of their subscrlptlon

9 MWD Advisors is an industry analyst firm in the United Kingdom, focused on providing
independent industry insights that show how leaders create tangible business improvements from
IT investments. See Angela’s November 2010 blog post on Connections at www.mwdadvisors.com/
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Chapter 2.
Collaboration Scenarios

Groupware will .... not mysteriously transform organizations from
collections of highly competitive loners into well integrated, cooperative
groups of collaborators. Without careful planning for its introduction and
the changes that this will entail, the impact of groupware will likely be
quite limited. Successful groupware implementation will require both a
careful assessment of the fit of the technology to the organization and a
well designed training program to introduce this new technology and its
potential to the organization members.!

Betty Vandenbosch and Michael Ginzberg

IBM has a history of introducing paradigm-breaking, game-shifting software in the
collaboration space. Lotus Notes was way ahead of its time, and it took a special person to
be able to re-imagine the way work got done using Lotus Notes. Written for a conference
in 1996, Betty and Michael’s quote above highlights the need to examine how the technical
capabilities in groupware could be used for getting work done. Fast forward to the current
wave of social collaboration tools—such as IBM Connections—and the story is no
different. In this chapter we think about why we might actually be interested in using a
tool such as IBM Connections for doing business.

In this chapter, we will:

* Examine the significant business and organizational changes of the past ten years,
and why they have an implication for the information systems we use today.

®  Analyze the concept of collaboration scenarios, and how it provides a lens for
looking at improvement opportunities in line with new collaboration technology.

®* Meet Albreto, Inc, the fictitious organization about to embark on using IBM
Connections for doing business.
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The Changing Landscape for Businesses and Organizations

The last ten years have ushered in a number of significant changes for organizations.

The relentless drive for innovation. Innovation has become a strategic
differentiator for winning in the market. Organizations need the ability to create
new products and services quickly, that address unmet and unfulfilled customer
needs. The rules of competition have been re-written though, since organizations
that previously only had to worry about their competitor down the road now
have to worry about international players with local delivery capabilities. A key
enabler for innovation is the ability—not to mention the individual and corporate
willingness—to unlearn old ways of creating products and services in order to
learn newly-crafted and more effective ways of doing so. A related enabler is
being able to get new employees up-to-speed quickly with the way the
organization currently works, and connect them to other employees with
specialist knowledge.

The always-on highly-connected workforce. While more widespread adoption of
laptops started the transition away from a desk-bound, partially-connected
workforce, the exploding adoption of smartphones and lightweight tablets has
taken it to a new level. Current devices support multiple near-ubiquitous wireless
networks, and feature in-built video cameras for face-to-face-like interaction.
People who carry a laptop, smartphone, or tablet with them have everything they
need for connecting with other people—down the hall or around the world. When
combined with the billions of dollars / pounds / euros spent on deploying ever
faster broadband and mobile networks, you have a potent combination allowing
the re-thinking of decisions on organizational design and business relationships.

The rise of social networks. Social networks .
on the public internet—including but not Social networks have

limited to Twitter, Facebook, Google+,and  demonstrated other
LinkedIn—have created massive sources of approaches for

new data on consumer sentiment, i
purchasing preferences, and brand loyalty. collaborating beyond a

These have introduced new opportunities ﬂurry of email messages,

for prganlzatlons to engage directly with and educated millions of
their customers, prospects, and even

potential business partners. Social employees on the

networks have had a second impact too: possibi]ities of a new
they have demonstrated other approaches way to work.

for collaborating beyond a flurry of email
messages, and educated tens (or hundreds)
of millions of employees on the possibilities of a new way to work. The concepts
of working openly, sharing more freely, and creating explicit social connections,
among others, are being demanded more often in the business world.
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The changing background of new graduates. New graduates joining the workforce
have a different background in how they have worked with fellow students and
kept up with friends. Twitter, Facebook, Google+, LinkedIn, and a host of other
social networking services have set the scene. Open sharing and the possibility of
serendipity are key expectations. Email doesn’t cut it for this group—email is “for
old people”—and top graduates in high demand will shop around for more
progressive employers.? Organizations that have embraced the philosophy of
social business and provide suitable tools to boot have a big advantage. Note that
while [ don’t advocate unnecessarily pampering to new graduates, there is
something to be said for evaluating new ways of working, especially when current
ways are groaning under their own weight.

The need to know what we know. As organizations grow larger, more diverse, and
more geographically distributed, the ability to personally know everyone
disappears. This carries with it tremendous negative implications. These include
being unable to tap the expertise of employees, recreating the proverbial wheel
(although it’'s more common to have to recreate knowledge, methodologies, and
approaches in today’s world), and unnecessary duplication of effort. The latter
can occur by hiring new employees for skills your organization actually already
has, or by outsourcing specific competencies to consulting firms for actions that
could be taken internally if only one
knew who to talk to. Lew Platt, a A izati ]
former CEO of HP once said that HP S Organizations grow larger,

could be three times more profitable ~— IMOre diverse, and more
if only HP knew what HP knows. geographical]y distributed,

The aging of the workforce and the the ablhty to personally know

coming exodus of skilled managers. everyone disappears.

Workers of many years standing are

approaching the age of retirement,

and organizations face the exodus of skilled managers. These manager and their
many years of experience about “how we do things around here” are about to
walk out of the door. Organizational leaders are waking up to the challenge of
how to capture and retain what people know, so it can be used for the good of the
organization even after they’ve left. Previous attempts in the wave of formal
knowledge management systems demanded knowledge capture as a separate,
artificial activity to the flow of work, and largely failed. That approach is not an
option, and what's needed is a new way of helping employees do great work and
capture or structure what is known for wider organizational benefit.

These changes have had many flow-on implications—too many for our purposes here—
but one implication is that the tools we use on a day-to-day basis to get our work done and
collaborate at work are insufficient to the demands now presented. Ten years ago the best
approach for rapid communication and collaboration was email, with wireless email
services on a BlackBerry for those that required updates in real-time. We got a lot done
with those tools, but the world has changed and it’s time to move on.
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Collaboration Scenarios

The major concept that drives how a book is structured is one of the most significant
conceptual decisions for an author. In many books on informations systems, the major
concept of “explaining features” is embraced. The author takes each feature one-by-one,
and explains in precise detail how to use this particular command, or what happens when
you click here, or why you should never ever click this other command. And then you turn
the page and the same is done again and again for 400-1000 pages. There is a place for
such books, and an audience that needs to read 1000 pages of feature-rich instruction. But
I've come to believe that business people and managers need something different. Instead
of talking about features, talk about something that person does already in their work, and
then explain how the new information system can extend, enhance, and enrich what’s
happening. This brings us to the major concept of this book: collaboration scenarios.

About Collaboration Scenarios

The core idea of Collaboration Scenarios is to create a lens through which to look at the
common activities that take place when people are collaborating—in your organization. It
is firmly entrenched in the idea of looking at what work is done in your organization
today, and then evaluating new technology and its impact on the scenario. Collaboration
Scenarios is based on two assumptions:

The core idea of Collaboration
1. The introduction of new Scenarios is to create a lens
collaboration technology does )
not force a change in thework ~ through which to look at the
of the organization. For common activities that take place

example, teams thatrespondto b oy hagple are collaborating—
proposals will still need to peop g

respond to proposals after IBM 11l your organization.
Connections has been installed

—the overall intent remains

unchanged. The introduction of IBM Connections doesn’t remove the need to
write proposal responses, but it could change the way they get written.

2. The “way” teams work together—the routines they follow and the technology
they use—become invisible to them over time. In the pursuit of efficiency, this is
an excellent development. In the pursuit of effectiveness, it can be less so. When
new routines and technologies are available to increase the team’s effectiveness,
continuing the old way means the team is effective only at being inefficient.

There are many Collaboration Scenarios that form the basis of collaborative work, and the
idea is to select the ones that represent the work being done at your organization. The
approach puts the emphasis on what collaboration means in your organization today,
rather than on “cool features” in new collaboration technology. It keeps the consistency of
intent in focus, even while examining technology-enabled opportunities for change.
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Ten Collaboration Scenarios with IBM Connections

In this book we are going to explore ten collaboration scenarios as a way of investigating
how IBM Connections can be used to usher in new ways of working that are more suited
to the nature of work and organizational life today. The intent is to talk about activities

that end users are empowered to do in Connections. The ten collaboration scenarios are:

* Co-authoring documents.

Managing meetings.

Holding discussions.

Distributing team and organizational updates.

Capturing ideas for innovation.

Running a project.

Sharing learning and best practice.

Making decisions.

Finding expertise.

Achieving individual coherence.

The order of these collaboration scenarios is important. The earlier scenarios emphasize
the beginning moves—the small changes in behavior—that will collectively aggregate to
major change over time. As people become comfortable with the earlier scenarios in IBM
Connections, it lays the foundation for embracing the more advanced ideas—such as
running a project, or finding expertise. Let’s briefly touch on each of these scenarios,
before devoting a chapter to each one.

Co-Authoring Documents (Chapter 3)

Working on a document with other people is a common collaboration scenario in
organizational life. Document co-authoring encompasses a range of activities, from the
initial planning, drafting, writing, editing, and through to the final polishing. In Chapter 3,
we look at how IBM Connections provides a new way to support document co-authoring.

Managing Meetings (Chapter 4)

When people meet to discuss ideas, explore possibilities, make decisions, and otherwise
communicate “in the now,” we usually say they are having a meeting. Like working on
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documents together, attending meetings is a very common way of spending your day in
organizations—and sometimes those meetings can be collaborative events. In Chapter 4
we look at how IBM Connections supports a range of meeting activities.

Holding Discussions (Chapter 5)

When teams or groups discuss ideas, challenges, problems, and opportunities, with the
view to exploring the boundaries of what’s known, they are engaging in the process of
discussion. Discussions provide a way of bringing many people’s experience,
understanding, and preferences to bear on an issue of common interest. In Chapter 5 we
look at the capabilities in IBM Connections for support discussions, and examine how to
use discussions effectively.

Setting Up Your Profile (Chapter 6)

While not a collaboration scenario itself, the issue of setting up your profile in IBM
Connections needs to be addressed in order to avoid particular undesirable side effects in
the use of IBM Connections. In this chapter we look at the steps involved in setting up your
profile. The steps outlined can be completed by each user in 15 minutes or less.

Distributing Team and Organizational Updates (Chapter 7)

An organization is a collection of people working together—loosely-defined—towards a
common objective. The actions of any one group of people will have flow-on effects for
others in the organization, and keeping the appropriate people informed about what’s
going on, what's coming up, and what’s holding up progress is an important part of
keeping everyone aligned. In Chapter 7 we look at ways in which IBM Connections can
help with distributing these team and organizational updates.

Capturing Ideas for Innovation (Chapter 8)

In the face of a long list of options for how to innovate products, services, processes,
relationships, and other aspects of organizational life, the approach to selecting which
ideas to implement can best be described as ad hoc. Perhaps a manager takes a wild stab.
Or one team decides to embrace a particular idea. Or the problem is too difficult and so
nothing of substance ever gets done. The wider issue is how to gauge the level of support
for new ideas, along with how to bring together the best thinking in advance of making an
implementation decision. In Chapter 8 we consider how IBM Connections enables
organizations to take a more open and collaborative approach to capturing, examining,
and exploring ideas for innovation.

Running a Project (Chapter 9)

When people work on a project together—an initiative with a particular outcome, a set
membership, and a definite end signal—there’s a lot of moving parts to coordinate across
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the team. There are documents to create. Discussions to have. Decisions to make. Other
people to interview for information. Meetings to hold. It can get chaotic very quickly, and
such chaos doesn’t usually contribute to delivering a great final outcome. In Chapter 9 we
explore how to use IBM Connections to support teams running a project, and reducing the
chaos in the process.

Sharing Learning and Best Practices (Chapter 10)

When multiple people are involved in carrying out similar work, the innovations and new
ideas created by one person could benefit other people in the organization. In the same
vein, other people could have related experiences that could enhance the original idea. But
how does each person know about innovations in work practices that are taking place in
another country? How do people trade ideas, share concepts, and learn from each other?
In Chapter 10 we look at how IBM Connections can be used for sharing learning and best
practices.

Making Decisions (Chapter 11)

Making effective decisions is a critical key to success in organizational life—both for small
teams and for the wider organization as a whole. Deciding to pursue new products, to
innovate a current service, or to change an organizational policy are the raw materials
from which the future of the organization is crafted. Making decisions involves forming
decision options, evaluating the appropriate options, and then committing to a particular
course of action. In Chapter 11 we investigate how to use IBM Connections to support the
decision making process.

Finding Expertise (Chapter 12)

When people need to locate others who have expertise or special knowledge in a
particular topic, how do they find them in your organization? It’s often left to who you
know, or to casting around in a frantic craziness to track down anyone who could help. In
Chapter 12 we examine how IBM Connections provides a new way of finding expertise,
without the frantic craziness.

Achieving Individual Coherence (Chapter 13)

The final collaboration scenario we will investigate looks at the impact of introducing new
collaboration technology on an individual—how they track and coordinate everything
they are involved in and have to do. Adding IBM Connections to an individual’s toolset
brings with it many new possibilities for storing information and tracking deliverables,
and yet there’s a dark underside that needs to be addressed. Feelings of overwhelm,
confusion, and being lost in a giant system are not beneficial. There are some specific
actions individuals can take to minimize these feelings, and we tackle these in Chapter 13.
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Making the Collaboration Scenarios Work for Your Organization

In laying out this list of ten collaboration scenarios, the intent is to provide clear insight
into the possibilities of how IBM Connections can be used for doing business. Equally, the
intent is not to dictate that you must move ahead with all ten scenarios. The scenarios are
options that may have applicability within your organization, or they may not. There are
three steps in making the collaboration scenarios approach work for your organization:

1. What Work is Done Today? Select the Collaboration Scenarios that represent the
common work activities of your organization. You should have a sense of this
based on your prior observations, but if not, start talking to people.

2. How is Work Done Today? Develop an understanding of the routines and
technologies that are used today in carrying out these Collaboration Scenarios.
For example, shadow a couple of teams and watch how they manage their
projects. Or talk to a team manager about how they manage meetings.

3. How Could Work Be Done Better? Look for new technology that could be applied to
the scenario, and evaluate the differences that could be made to the way the
scenario is carried out.

For more on the thinking behind the Collaboration Scenarios approach and its role in the
process of forming collaboration strategy, see my other book—Collaboration Roadmap:
You've Got the Technology—Now What??

Welcome to Albreto, Inc.

Our exploration of IBM Connections through the lens of the Collaboration Scenarios
approach is set in the context of a fictitious company, Albreto, Inc. With offices around the
world, Albreto is finding it increasingly difficult to keep its people aligned, working
together, and doing the great work that originally characterized the Albreto brand. Senior
leadership were aware of their business problem as they watched expenses climb quarter-
by-quarter, in step with declining customer satisfaction, flatlining revenues, and nose-
diving profits. After doing a root-cause analysis with a strategy consulting firm, one of the
recommendations was to re-think the way Albreto’s people worked together. The only
software tools that were made available were a traditional email system, phones, and a
direct line to a corporate travel agent.

Following an evaluation of the various collaboration and social business software
products on the market, senior leadership decided to deploy IBM Connections. The leaders
were attracted to Connections due to its pedigree, its good reputation in the market, and
the availability of global-local support through IBM’s business partner channel. IBM’s
wider vision for Connections and related offerings also stood out to the leaders.
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Accessing IBM Connections

This book assumes you have access to IBM Connections in your organization. In many
cases this will be due to your IT department having installed IBM Connections internally,
either using in-house IT expertise on IBM Connections, or in conjunction with one of the
many IBM Business Partners around the world.

Another approach to gaining access to IBM Connections that has growing appeal among
organizations is as a cloud-based service. This means that another organization—a service
provider—installs IBM Connections in their data center and makes it available to your
organization for a monthly or annual fee. IBM makes Connections available following this
model through its IBM SmartCloud for Social Business offering, but they are not the only
service provider. Others include:

®  Phase 2 International, who provide security hardened cloud servers for both
Microsoft and IBM technologies. See www.phase2.com.

AVNET, Inc., who offer a wide range of IBM technologies through a cloud model.
Enterprise Blue for Connections is its IBM Connections offering. See
www.atech.com.

ISW Australia, an IBM Premier Business Partner. ISW offer IBM Connections and
other IBM technologies in hosted mode. See www.isw.com.au.

Prominic.NET, a long-time provider of hosting for IBM products, offers IBM
Connections in both shared and dedicated models. See www.prominic.net.

If you are contemplating a hosted approach to gaining access to IBM Connections, talk to
your local IBM office or IBM Business Partner for their recommendations.

Thanks to Phase 2 International

The installation of IBM Connections 4.5 used in this book was provided by Phase 2
International. The team at Phase 2 graciously created an instance of IBM Connections
for the fictional Albreto, Inc., with user accounts for the people you will meet in the
pages ahead. As an author who didn’t want to get into the task of installing IBM
Connections 4.5, I was extremely grateful for their help.

If you are considering a cloud-based instance of IBM Connections, make sure you check
out Phase 2’s offering. See www.phase2.com/connections.
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Summary

In this chapter we have recounted recent changes in the world of organizations,
businesses, and government agencies that challenge the status quo in how people work
together. This contextual discussion sets the scene for why new technologies such as IBM
Connections may offer value and applicability to our organizations, and why current ways
of working together may need to be sidelined.

We have also laid out the methodological approach of Collaboration Scenarios. This
approach provides us with a particular way of looking at how new collaboration
technology can improve the way work

is done in our organizations. It starts Collaboration Scenarios provides
with the various enduring activities p

that people do when they are working ~ dll approach for looking at how
together, instead of listing a litany of new collaboration techno]ogy

features frjom_the particular tool. From can improve the way work is
here we dive into ten chapters—

Chapters 3 to 5,and 7 to 13—each done in our organizations.

explaining one of the collaboration

scenarios we have briefly touched on in this chapter in the context of IBM Connections. To
add a bit of spice to the various collaboration scenarios, we also introduced Albreto, Inc. as
the organization about to embark on the journey with IBM Connections.

There’s much to do. Let’s get going.

1 Betty Vandenbosch and Michael Ginzberg, Lotus Notes and Collaboration: Le plus ca change,
Proceedings of the 29th Annual Hawaii International Conference on System Sciences, 1996. See

http://www.computer.org/comp/proceedings/hicss/1996/7330/00/73300061.pdf.

2 That “email is for old people” is a common idea among the younger generation, reflected in the
much higher use among this demographic of text messages, Facebook, and other newer tools. That
young people take into consideration the tools available for working together at a prospective
employer is a concept I have heard from numerous clients.

3 Collaboration Roadmap: You've Got the Technology—Now What?, by Michael Sampson. See
www.michaelsampson.net/collaborationroadmap.html.
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Chapter 3.
Co-Authoring Documents with IBM
Connections

Documents are an integral part of every business and institution, and
organizations that cannot manage the production of documents
effectively and efficiently risk a great deal more than poor business
performance. Today, employees spend up to 25 per cent of their working
day on non-productive, document collaboration related tasks.!

Butler Group

A document can state a position, make an offer, lay out the rationale behind a decision,
capture explicit knowledge, or perform a whole host of other purposes in organizational
life. Writing a document is a common activity, and working with other people on a
document is a very common collaboration scenario. The nature and quality of the tools we
have available to us when working on documents together impact greatly on the
effectiveness, efficiency, and social dynamics involved in the co-authoring scenario.

In this chapter, we will:

Evaluate the options for re-thinking how documents are authored in a team or
group setting.

Consider how to use IBM Connections to improve document co-authoring.

Learn about firms that are using IBM Connections to enhance the way people
work together on documents.

Look at the risk of early-stage collaboration, along with other advanced concepts.
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The Theory of Co-Authoring Documents

Documents state a position, make an offer, or outline an argument at a particular point in
time. Some documents in organizations are created by a single individual, but it is more
common for documents to contain input from multiple people. Currently, the most
common way of working on a document together is by email and attachment—the
document (or spreadsheet, or

presentation) is drafted by a lead The most common wav of
author and sent around for review and y

input by others. In response to the Working on a document together
initial document distribution, the lead is by email and attachment—the

author receives an ongoing stream of .
email messages with new versions of document is drafted by alead

the document—replete with in- author and sent around for
document comments and direct editsto  review and input by others.
the text—and must decide how to
integrate these into the overall master
document. Document co-authoring in this way is an error-prone process:

®  Poor Timeliness. Key reviewers may forget to send their edits back in a timely
fashion, holding up the process for everyone. The lead author needs to keep
chasing them.

Duplicate Comments. Reviewers may make the same comment as everyone else,
but because the input is invisible to everyone but the lead author, there is
duplication of effort.

Comparing Documents Multiple Times. The lead author has the nightmare task of
comparing multiple versions, and then merging input into the master document.

Heightened Risks. Under tight deadlines, developing a document in this way
introduces significant risks—including the possibility of including an old version
of one part of the document. The author might miss a more recent version in their
inbox. There are also practical problems, such as inconsistent formatting
throughout the document.

If document co-authoring is a common activity at your organization, and an email-enabled
approach is the dominant strategy, there are new approaches that can be applied to
reduce the risk of errors. In looking at these new approaches, you can sort the differences
into two overall categories:

1. Shared Storage, Single Author at Time. Providing a means of shared storage,
where the document is stored in a place that everyone can get to. However, the
the approach is still limited to allowing only a single person to work on the



Co-Authoring Documents with IBM Connections

49

document at any given time. Switching from email to shared storage for document

co-authoring can result in process

efficiency savings of up to 50%.

Shared Storage, Multiple
Simultaneous Authors. Extending
the shared storage concept from

Switching from email to shared
storage for document co-

authoring can result in process
efficiency savings of up to 50%.

the first category, one new

approach in IBM Connections
supports multiple simultaneous authors. This means that more than one person
can open the document at a given time and work inside it. Multiple simultaneous
authoring can result in savings of up to 60% compared to email.

Figure 3-1 looks at the capabilities in IBM Connections 4.5 to support co-authoring?

Figure 3-1. Document Co-Authoring in IBM Connections

Category

Tool in IBM Connections

Description

Shared Storage, Single
Author at a Time

Files

Store documents in Files, and
share the document without
email. Documents can be locked
during editing. View history of
sharing activity.

Wiki

Requires moving away from
Microsoft Word and “track
changes.” Will need to spend
extra time on presentation once
the document is written, if it is
going to be provided externally.

Libraries (new with IBM
Connections Content
Manager 4.5)

Check-in and check-out
capabilities, along with
approval routing.

Shared Storage,
Multiple Simultaneous
Authors

IBM Docs (released in
December 2012)

Browser-based authoring and
editing of documents,
spreadsheets, and
presentations. Multiple people
can work on a document at the
same time.

New tools in IBM Connections improve the document co-authoring scenario.
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How to Co-Author a Document in IBM Connections

Edgar looked at his watch, shook his head in disbelief, and then glanced up at his
annual calendar on the wall. “"How am I going to get everything done?” he wondered
to himself. “We’ve got to get this plan finished and ready for the Marketing Board
meeting. And that’s only two weeks away. There’s so much to do between now and
then.” As the VP of Marketing at Albreto, Edgar was responsible for the marketing
department, and had line responsibility for an annual budget of $30 million. It was a
greatrole, but not without its challenges. He knew he had a group of really good
people working for him, but the team’s performance was suffering. Of his core
marketing group, only Walter worked in the same office building, while Andrea, Sally,
and Geoff were all spread across different Albreto offices. It wasn’t an ideal set up, but
it was a situation he couldn’t do much to change. He didn’t want to lose any of them,
but did need to improve performance somehow.

“Hey Walter,” he called across the office, unintentionally disrupting a few people in
the process. “Can we talk for a couple of minutes?”

Walter got up and walked into his boss’s office. “Sure, what'’s up?” Walter asked as he
took a seat.

“We've got to get this marketing plan finalized for the third quarter,” Edgar started,
“and then agree how to present it at the Marketing Board. I'm just not sure I can
handle a repeat of the disaster we had last time.”

“Which disaster do you mean?” asked Walter with a rueful grin. “The disaster with the
presentation, or the disaster with pulling a few all-nighters to get the marketing plan
finalized?”

“The all-nighters, mainly,” answered Edgar. “Clearly that was the start of the problem,
because since we were so exhausted from those, the meeting didn’t go great. Is there a
better way of doing it, or are we stuck with another couple of terrible weeks?”

Walter paused for a moment. “You'll remember that on our last marketing group call
Sally talked about this new Connections thing that is coming to Albreto,” he said. “
think she said it could support new ways of working on documents, holding meetings,
and a variety of other collaborative tasks.”

“Yes, you're right,” said Edgar, “she did. I'd forgotten about that. Or more accurately, |
hadn’t linked what she said then with the problem we’ve got now.”

“Why don’t you give her a call?” suggested Walter. “See if she has some ideas on how
we can avoid a repeat of last year’s problems. As you know, I'm out of the country for
most of next week, so all-nighters aren’t going to work for me.”
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Step 1. Draft the Document

You need a starting place to begin a document co-authoring activity. An initial draft gives
other people something to evaluate and provide input on, and it also sets the scope for the
specific document. That said, it is vitally important to make it a draft, not a beautifully
polished piece of literature. The point is to stimulate thinking, request input, and gain
other perspectives—to put a stake in the ground as it were, not finish the entire building.

Figure 3-2. Draft the Document in Your Word Processing Application
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Albreto Marketing Plan—Third Quarter
Executive Summary
We plan three major activities:
1. Improved point of purchase displays
2. New customer council with Top 10 customers
3. Cultivating a culture of marketing led development at Albreto
Activity 1.Improved Point of Purchase Displays
e What we offer today is sub-optimal. We are getting beaten by competitors in all locations at
our top three channel partners, and potential customers are not purchasing our products.
e We will work with a new design partner to develop a more attention grabbing look.
* Walter—you had some good ideas. Can you please add them in here.
Actil\'ity 2.New Customer Council with Top 10 Customers
e We want to become better at tracking customer sentiment and understanding where we
can add more value in their work. We plan on setting up a customer council with
representatives from our top 10 customers. :
¢ Do we push for monthly, quarterly, or six monthly sessions? Andrea and Geoff—you had o
snme insicht an this h
Page: 10of 1 | Words: 190 | <& | IIBBE 2 = 115% (= ) +

Write a first draft of the document in your word processing application, usually Microsoft
Word or IBM Lotus Symphony. But leave lots of scope for other people to contribute.

pepeer Install the Plug-in for Microsoft Office
< ikl To eliminate manual processes for uploading documents from
y Microsoft Office to IBM Connections, IBM has released plug-in

software to connect the two. Designed for people using
Microsoft Windows, the plug-ins enable you to upload a
document to IBM Connections from inside Microsoft Word,
PowerPoint, and Excel. There are also plug-ins for Windows
Explorer and Outlook. To download, search the web for IBM
Connections Desktop Plug-ins for Microsoft Windows, or ask your
IT team for help in getting these installed on your computer.
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Step 2. Upload to IBM Connections, and Set the Metadata

With the document drafted, you need to put it in a place where other people can access it
and provide their comments. There are three discrete tasks required to make this happen:

1. Save the Document. Use the Save command in your word processing application to
save a copy of the document to your local computer.

2. Upload it to Files in IBM Connections. In Microsoft Word (assuming you have
installed the Plug-in), click on the IBM Connections tab, then click the Files button.
Add one or two tags—more on tags in a moment—and click the Upload button.

If you have not installed the plug-in, open IBM Connections in your web browser.
On the top menu bar, click Apps, then Files. When the Files page opens, click
Upload Files. You will be presented with a pop-up dialog box for uploading the
document you have just drafted. Find your draft document on your local
computer, write a couple of tags, and leave it as sharing with no one for now.

3. View the Document in IBM Connections. Once the document is uploaded, view the
document in the Files tool in IBM Connections. See Figure 3-4.

Figure 3-3. Upload the Document into IBM Connections from Microsoft Word
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Upload your draft document from Word into IBM Connections to start the co-authoring
activity. Tag the document with a couple of phrases, and leave it visible only to yourself at
the time of uploading.
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Figure 3-4. Your Document in IBM Connections

IBM Connections Home Profiles ~ Communities ~ Edgar Wiliams ~

== Files = MyFiles ~ Search Q
Upload Files New Folder Recent People
Pinned Files My F|Ies
Files that you own.
My Files
Shared With Me Download | | Share |Add Tags |Move to Trash Display: = @ Customize
Shared By Me

Community Files i-toft
Public Files [] Sortby: Name | Updated | Downloads = Comments | Likes

Albreto Marketing Plan Third Quarter.docx [Elo N More

Trash O
Updated today at 9:45 AM by Edgar Wiliams

~ Pinned Folders
Show 10 25 50 items per page
Add frequently-used folders

After uploading the document into IBM Connections, it will show in your list of Files. Since
you haven'’t shared it with anyone else yet, no one else can see it in their list of Files. Clicking
the file name doesn’t open the document for editing but instead opens the properties view.

About Tags

Tags are a way of classifying documents to simplify the process of finding them in the
future, differentiating documents from other similarly named documents, and highlighting
other documents that may be similar and

beneficial to review. For this document,

tags such as “Marketing” or “Marketing- Tags are a way of Classifying
Plan” would be appropriate. documents to simplify the
About Naming Conflicts process of finding them in the

_ future, and differentiating
Ifyou have previously uploaded a documents from other similarly
document with the same name as the

current document, IBM Connections will named documents.

ask you to confirm what you want to do.

You have two choices: continue uploading the file as a new version of the existing
document, or renaming the file you are trying to upload so it is saved as a new document
in IBM Connections.

Step 3. Delete the File on Your Desktop
When you have confirmed that your document is in your list of Files, delete the original

file you saved to your computer. If you don’t delete it from your local computer, you will
never know which version is current. Get rid of the local copy; you don’t need it anymore.
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Step 4. Write a Comment to Set the Scope on the Document

It is very important to clearly see the purpose of a document, and if you are asking other
people for their input and perspective, it is equally important to state the contribution you
want them to make. While you know what the purpose of the document is at the point of
uploading it, give it a couple of weeks and tens or hundreds of other documents later, and
it will become a bit fuzzy. It is a good practice, therefore, to make the purpose of the
document as clear as possible in order to remind yourself and set the context for other
people who happen to view your document. In IBM Connections, you can achieve this by
writing a comment on your newly uploaded file. Click the name of your document to open
the full properties view, and then click Add a comment on the Comments tab. When you
have finished writing your comment, click the Save button.

Figure 3-5. Write a Comment to Set the Document’s Scope

EZ Files =| MyFiles ¥ Search Q
Upload Files New Folder Recent People

Pinned Files Albreto Marketing Plan Third Quarter.docx

My Files

Private  Updated today at 9:45 AM by Edgar Wiliams = Version 1 15 KB

Shared With Me A Tags: customer-counci, marketing-plan  Add or Remove Tags

Shared By Me B ke

Community Files

Public Files Download Upload New Version Share Add toFolders More Actions ~

Trash

Comments (0)  Versions (1 About this File Sharing

~ Pinned Folders

Add frequently-used folders There are no com
here by clicking the pin icon

Enter your comment:

* My Folders Here's the first draft of the marketing plan for the upcoming quarter. I'm looking to you all for two things:
] (a) any input on the validity of the strategies proposed.
, Wi
Folders Shared With Me (b new ideas on other activities we should pursue. Ive noted “three major activties, but that can change

Public Fold
ublicFolders As you know, the deadline is this Friday. This document has to go to the marketing board for approval soon after that.

And remember, this is just a draft. Lets make this great!

Thanks, Edgar)|

Follow this file to get notified when comments or updates are posted

Cancel

Write a comment on the document to set the scope for what the document should
accomplish, and in a co-authoring situation, the input you are seeking from other people.

The document is now ready to share with other people. It is in IBM Connections. It has
appropriate metadata to help identify it now and into the future. And the document has a
comment to set the scope for requested input.
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Step 5. Use the Share Tab to Share the Document with the Co-Authors

With the document in IBM Connections, it is time to share it with your co-authors. Click
the Share button when looking at the document properties page in Connections, and enter
the names of the people who will be working on the document with you. Start typing their
names, and Connections will offer type-ahead completion options to help you share the
document with the right people. Since you are inviting people to work on the document
with you, give them Editor rights. If you only give them Reader rights, they will be able to
view the document, but not make any changes.

Figure 3-6. Share the Document with the Co-Authors
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Trash Editors: Walter Jones X | | Sally Adams X | | Andrea Ross X | | Geoff Black X 2
~ Pinned Folders Message: Team,
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Add frequently-used folders input on. We talked about this at our catch bp earlier today.
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) Thanks, Edgar ings:
* My Folders .
ange.
* Folders Shared With Me
Cancel
Public Folders bval soon after that.

Use the Share option to give access to the document to your co-authors. Since they will be
working on the document with you, make sure you give them Editor rights.

The message field in the sharing dialog box is important. Use it to briefly explain why you
are sharing the document with your various co-authors. Each of your co-authors will have
other responsibilities to complete, and by writing an appropriate message here you can
give them the information they need to prioritize when they will work on the document.
You would have done this anyway when sending the document by email; this is the place
to put that text now.

In essence, what we have done here is to send a workflow request to your various co-
authors. Once you have shared the document with them, each co-author will receive an
email notification for the document that requires their attention (Figure 3-7). The newly
shared document—along with the message you entered in the sharing dialog above—will
also show in each co-authors My Notifications area in IBM Connections (Figure 3-8).
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Figure 3-7. An Email Notification of a Document to Review
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Once you have shared the document with your co-authors, they will receive an email alerting
them to the document, and highlighting what you are requesting of them. They can click to
open the document in IBM Connections, even from Microsoft Outlook and other email clients.
Email becomes a conveyer of notifications, not a means of distributing documents.

Figure 3-8. A Connections Notification of a Document to Review

/ﬁ\ Home £ All Connections ™ Search Q
Customize
Getting Started My Notifications o Do Liet =
View updates and comments related to your content, and nofifications you have sent
I'm Following and received. ;
Status Updates You do not have any to do items.
5 ~ What are you working on right now?
My Notifications
Go to my to do list
@ Mentions
Fiter By: [ Al V| show: [Forme v
Action Required —
Saved Edgar Williams shared the file Albreto Marketing Plan Third Events =
X Quarter.docx with you and 3 others. You are not following or attending any
Discover Team, upcoming events.
My P Here's the document | need you to review and provide input on. We
v Fage talked about this at our catch up earlier today. Add to Personal Calendar
Thanks, Edgar
Albreto Marketing Plan Third Quarter.docx R —
Tags: marketing-plan, customer-council Recommendations =

When opening the My Notifications area in IBM Connections, each co-author will see the new
tasks and activities they have to complete.
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Step 6. Each Co-Author Locks the Document, then Downloads It

After receiving notification that the document is ready for their input, each co-author
should work on the document at a time that is convenient to them, although with regard
to the deadline for giving input on the current document. Before downloading the
document, lock the file to prevent other people from making changes while you are
working on it.

Figure 3-9. Lock the Document Before Downloading

IBM Connections Profiles ~ Communities ~ Apps ~ Walter Jones ~

E Files = This Person's Files ~ Search Q

Upload Files New Folder

Recent People

Pinned Files Albreto Marketing Plan Third Quarter.docx

My Files
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~ Pinned Folders Sort by: Date A Add Comment
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» My Folders (a) any input on the validity of the strategies proposed.
(b) new ideas on other activities we should pursue. I've noted "three major” activities, but that can change.

» Folders Shared With Me

Public Folders As you know, the deadline is this Friday. This document has to go to the marketing board for approval soon after that

And remember, this is just a draft. Let's make this great!
Thanks, Edgar.

Add a comment

Locking the document signals to other people that you are working on the document, and
prevents them from making changes at the same time.

After locking the document, click the Download button. The document will download to
your computer immediately so that you can edit it. Since you have locked the document,
no one else can make edits to it until you have uploaded your changes in a new version.

The whole co-authoring process hinges on one simple reality: each subsequent author is
working on the document that earlier authors have already worked on. The edits and
comments from earlier authors display in the document, meaning that subsequent authors
do not have to recreate the same edits and comments time and time again. When the
document is handed back to the original author, he or she has everyone’s comments in a
single document, not spread across many versions.
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Step 7. Make Your Changes, and Then Upload a New Version

Open the document using the appropriate application—such as Microsoft Word or IBM
Lotus Symphony—and make your contributions inside the document. There’s a couple of
essential points to keep in mind as you work on the document:

®  Focus on Structure and Content. If you will see the document a few times before it
is finalized, focus your initial comments on the document’s structure, main
content areas, and the big ideas the document is trying to portray.

Ignore Spelling and Grammar for Now. In the initial co-authoring rounds, don’t get
hung up on spelling, grammar, and whether every sentence flows perfectly. That
can come later with subsequent versions—and edit rounds—of the document.

Note Agreement and Disagreement. If someone has already made a major
comment you agree with, note your agreement in the document. If you disagree
with a major comment, note that too. Your input will help the lead author decide
which comments to keep.

Once you have finished making your contributions, save the file to your computer, and
then upload your version back to IBM Connections. Unless you are the original owner of
the file, you need to do this from your Web browser (if you are the original owner, you can
use the plug-in within Microsoft Word). Using the properties page in your Web browser
for the file, click the Upload New Version button. You will be prompted for your new
version (the file you saved to your computer), and also to summarize your changes to the
document; it is essential that you write at least a sentence (see Figure 3-10). As the list of
versions gets longer, that one line summary will help other people see what was changed
as they scan the list. When you have done this, click the Upload button.

Once you have uploaded the document to Connections, unlock the file so subsequent co-
authors can make their contributions as
well. If you keep it locked, they will be . .
unable to upload their new versions. The list of versions shows the

latest version at the top of the

Anyone with access to the document in liSt, along with the Change
Connections can view the list of versions,

using the Versions tab (see Figure 3-11). summary that was entered
The list of versions shows the latest when uploading each version.

version at the top of the list, along with the

change summary that was entered when

uploading each version. On viewing the list of versions, the lead author can see who has
completed their review of the document, and by virtue of their absence from the list, those
co-authors who have not yet made any changes. If input is still required from specific
people, the lead author can reach out by email, phone, instant message, or some other way
to request their input.



Co-Authoring Documents with IBM Connections 59

Figure 3-10. Upload a New Version and Summarize the Change
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Upload the document you have edited into Connections, and write a comment to summarize
the change you made. The comment greatly helps when scanning the list of versions.
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Figure 3-11. Scanning the List of Versions
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In reverse chronological order, the list of versions tracks the history of the document over
time, and notes who made changes when.
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IBM Connections provides ambient awareness of the updated file through the notifications
area for the lead author, and also by default the lead author will receive an email when the
document has been updated.

Figure 3-12. Ambient Awareness of the Updated Document
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The My Notifications area shows when other people have updated a document you own. You
can click directly to view the document page in IBM Connections from this list, and also pop-
out the information pane to the right-hand side of the notification.

Step 8. Finalize the Document

Once you have received the required feedback from your co-authors, lock the document in
IBM Connections, download it, and work through the suggested structural, content, and
other editorial changes. With the new master document in hand, you will need to choose
whether to request another round of feedback from your co-authors, or finalize the
document as is. This is going to depend on several factors, such as the number of co-
authoring rounds you have already been through (two should be the absolute minimum;
one round is not enough), how complete you think the document is, and whether further
co-authoring rounds will add sufficient new or revised information to justify the time and
expense. If you choose to seek another round of input, be specific about what you are
asking your co-authors to focus on—perhaps its the structural integrity of the document,
or specific areas that need more content. If you choose to finalize the document without
another round of input, be sure to thank your co-authors for their input and assistance,
and to make the finalized document available for their records.
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Closing Comments on Co-Authoring Using the Files Application

In this section we have looked at how the Files application in IBM Connections allows a
new way of co-authoring documents. Some parts of the process are the same as what
teams experience today when using email and attachments—such as when the lead
author writes the document, and when co-authors work on the document at their
computer. What's very different, though, is where the document is stored. With email,
everyone has their own copy, it’s very hard to corral all the different versions, and it’s
basically impossible to see where everyone is at with the document. In comparison, by
centralizing the storage of the

document in IBM Connections, and L
inviting co-authors to access the By centralizing the storage of the

document when they are ready to document in IBM Connections, all

makg their chalnges, evgryone car.l ’see co-authors can see the list of
the list of previous versions, and it’s

clear who has to take the next actionto Previous versions, and it’s clear
move the document forward. who has to take the next action

- - to finalize the document.
Before finishing our discussion of co-

authoring using the Files application,
let’'s examine a couple of other capabilities that may be useful.
*  Deleting Past Versions. When the document is finished and the final version has
been accepted, the document owner has the option of deleting the list of draft
versions. If the intent is to make the document public in IBM Connections, it’s
often a good idea to delete the working versions to remove any prospect of
confusion for subsequent readers of the document. The downside is that you—
and your organization—lose the sense of who contributed what to the document
over time. If you have specific regulations that prevent the removal of earlier
document versions, you won’t be able to take that approach.

Sharing to a Community. You can share the document with a community in IBM
Connections, without having to move it from where it is. Look back at Step 5 (on
page 55) to see that you can share the document with people or communities. The
beauty of this capability is that you never again have to create duplicate copies of
a document to share with multiple people or communities. There’s just a single
version of the document in IBM Connections, displayed in many different places.
That makes any subsequent updates to the document much easier.

Updating the Document Description. When the document is finalized, it is good
practice to update the description of the document to make the intent and scope
of the document clear to future readers. No one is left fumbling around trying to
figure out what the document is for.

Let’s now examine some of the options for co-authoring documents on mobile devices.
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Sidebar: Working with Files on a Mobile Device

With the increased proliferation of smartphones and tablets, people want to be able to
access IBM Connections from more than a desktop or laptop computer. IBM has released
apps for IBM Connections for i0S, Android, and BlackBerry devices, and these are
available free-of-charge from the respective App Stores.3

Once you have installed the app appropriate for your mobile device, and have configured
your login details, you will see a range of navigation options down the left-hand side of the
app- Reviewing the Updates option gives a list of recent changes, and for the document co-
authoring scenario, you will be notified when someone has edited the document. Click on
the document name in the Updates list to open the Details view.

Figure 3-13. Viewing the Document Details on an iPad
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(4 4 | Here's the first draft of the marketing plan for the upcoming
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(a) any input on the validity of the strategies proposed.
” (b) new ideas on other activities we should pursue. I've noted
"three major" activities, but that can change
]
= As you know, the deadline is this Friday. This document has
to go to the marketing board for approval soon after that.
=]
And remember, this is just a draft. Let's make this great!
I
Thanks, Edgar.
Today 10:03 AM
& J

Open the Details pane for the document you want to view. From here you can download it to
your iPad for viewing.

To open the document for viewing on an iPad, touch the jumping arrow in the top-right
corner. In the pop-up menu, touch Open then View. You can now read the document on
your iPad.
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If you are the owner of the file, you can also edit the document on an iPad and upload a
new version. If you are not the owner, while you can edit the file, you can’t upload a new
version from your iPad. As the owner wanting to edit the file, touch the jumping arrow,
then touch More, then Lock. Once the document is locked, touch the jumping arrow again,
and choose Download. When the document has downloaded, touch the document’s name
in the list of downloaded files, and touch Open. You will be prompted with a list of
appropriate apps in which to open the document—Docs To Go is suitable on an iPad. Make
the required edits to your document, and save it inside Docs To Go with a new file name.

To add the new version back into IBM Connections, touch the icon with the up-arrow in
the bottom left-hand corner of Docs To Go, and then touch Open In. Choose Open in
Connections from the app list, which will bring back the Connections app. Change the file
name to the name of the original file in order to upload a new version. Enter a summary of
your changes, and touch Upload. Once the document is in Connections, unlock it so your
other co-authors can make their changes.

Figure 3-14. Uploading a Revised Document from Docs To Go on the iPad
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. ideas. This is coming along great. Thanks]

Open in
SugarSync

IBM Connections

Upload your revisions to IBM Connections. Start in Docs To Go, click the sharing button, and
open it in IBM Connections. Use the original file name, write your change summary, and click
the Upload button. Don’t forget to unlock the document once it is in IBM Connections.
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An Alternative Approach—Use the Connections Wiki

Information workers are very used to thinking about a document as a file. A file is self-
contained, can be sent or distributed to other people, and is associated with a particular
application—for example, Microsoft Word. In the first part of this chapter we have
continued with this paradigm, and considered how to use the Files application in IBM
Connections to support co-authoring. But there is a second option, and that involves the
use of the wiki application. Let’s look briefly at how to use the wiki for co-authoring.

Step 1. Create the Wiki

The first step is to create a new wiki. From the menu bar in Connections, choose Apps,
then Wikis. Click the Start a Wiki button, and fill out the form to name, tag, secure, invite
people, and describe the wiki (see Figure 3-15). In a co-authoring situation for a specific
document, steer away from open access to all users, unless you are very clear that you
want to open contribution to everyone. When you make someone an Editor, they’ll receive
an email alert, and an alert will appear in their notifications area in Connections.

Figure 3-15. Start a Wiki for Document Co-Authoring

IBM Connections Home Profiles ~ Communities ~ Apps ~ Edgar Wiliams ~ Share
I__Wikis I My Wikis ~ search Q
I'm an Owner Ty
Start a Wiki
I'm an Editor
I'm a Reader . . .
Name: Albreto Marketing Plan Third Quarter 2
I'm Following
Tags: ing-| . i 2
Public Wikis g marketing-plan customer-council
— Read access: All users
~ Tags ) ®) Wiki members only
gs yet Edit access: All logged in users
®) Wiki editors and owners only
Members: Editor |V | Type to find person
Add Groups
Editors: Walter Jones X | | Sally Adams X || Andrea Ross X || Geoff Black
Description: It's time to put together the marketing plan for the third quarter. We'll use this wiki to do that.| ?

* Required

Name, describe, and detail the wiki to be used for working on a document with other people.
Instead of treating the document as a file, a wiki treats it as one or more online pages.

Once you have completed the form, save the setup for your new wiki. Connections will
then display the default opening page for the wiki, with IBM’s explanatory text about how
to use it (see Figure 3-14). Edit the page to get rid of IBM’s default instructions.
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Figure 3-16. IBM’s Default Opening Page in Your New Wiki

You are in: Albreto Marketing Plan Third Quarter > Welcome to Albreto Marketing Plan Third Quarter

Welcome to Albreto Marketing Plan Third Quarter

Welcome to Albreto Marketit

New Page
[Z]  Like | Updated today at 3:22 PM by Edgar Wiliams | Tags: None Add tags
Index Edit Page Actions ~
Members
Trash After logging in, what you can do depends on how the wiki owners have set access. If you cannot contribute in a way that you want, click
Members to find an owner and ask them to give you appropriate access. If this is a community wiki your access depends on your community
T ip, and you must ask a community owner to give you appropriate access.
~ Tags >
Here are some ways to start contributing:
Notags yet e To change the wiki title, click Wiki Actions and select Edit Wiki. You must be an owner to see the Wiki Actions button
e To edit a page click Edit.
» Members B « To create new pages click Page Actions and select Create Child or Create Peer. Child pages are created below the current page,

peer pages are created at the same level.

To move a page, click Page Actions and select Move Page.

To be notified by email about edits or comments to a page, click Following Actions and select Follow this Page. To be notified about
changes to the wiki, click Following Actions and select Follow this Wiki.

To see previous versions of a page click Versions.

After creating the wiki, edit the opening page to delete the default opening words. Click Edit,
select the text, and delete it.

Step 2. Write the First Draft of the Document

The beauty of a wiki is that you don’t need anything but a web browser to write your
document. A browser is sufficient. Using the newly created page in your wiki, write the
first draft of your document, keeping in mind the advice given earlier in this chapter about
making sure it is a draft. Your intent with the first edition is to stimulate thinking, request
input, and gain other perspectives. Don’t write a document that’s so articulate that it
leaves little room for others to make a contribution.

Figure 3-17. Write the First Draft of the Document

Albreto Marketing Plan Third Quarter
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We plan three major activities:

1. Improved point of purchase displays
2. New customer council with Top 10 customers
3. Cultivating a culture of marketing led development at Albreto

Activity 1. Improved Point of Purchase Displays

+ What we offer tndav is sub-ontimal We are aeftina heaten hv comnetitors in all Incations at our ton three channeal

Draft the first version of the document using the new wiki page, and save your edits when
you are done. Make sure it is a draft though, not a final version.
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Step 3. Write a Comment to Set the Scope of Contribution

In asking for input to the document, it is good practice to clearly state what you are
looking for from your co-authors. Click Add a Comment on the Comments tab at the
bottom of the wiki, and write a succinct statement.

Figure 3-18. Write a Comment to Set the Document’s Scope

Comments (1) Versions (3) Attachments (0 About

Edgar Williams commented today at 3:43 PM Permalink
n Here's the first draft of the marketing plan for the upcoming quarter. I'm looking to you all for two things:

(a) any input on the validity of the strategies proposed.
(b) new ideas on other activities we should pursue. I've noted "three major” activities, but that can change.

As you know, the deadline is this Friday. This document has to go to the marketing board for approval soon after that.
And remember, this is just a draft. Let's make this great!

Thanks, Edgar.
Edit | Delete

Write a comment on the wiki to set the scope for the contribution you are hoping for from
your co-authors. If there’s a deadline, be sure to state that too.

Step 4. Invite Your Co-Authors to Contribute

With the draft of your document now created in the wiki, invite your co-authors to
contribute their thoughts, perspectives, comments, experience, and other input. If you
didn’t add them as members when you were setting up the wiki, click on Members in the
left-hand navigation pane, and then click the Add Members button. Ensure that you add
your co-authors as editors (not readers), so they can edit the wiki page.

Figure 3-19. Invite Co-Authors by Adding Them as Editors

(X
Add Members
Members: |Editor Vv | :
Add Groups
Editors: Sally Adams X || Walter Jones X || Andrea Ross X | | Geoff Black X

Cancel

Add your co-authors as Editors to the wiki, so they can edit the wiki document. If you add
them as a reader, they can see the document but not change it.

Each co-author will receive an alert notifying them they have been added to the wiki.
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Step 5. Each Co-Author Edits the Wiki

On being alerted they have been invited to the wiki, co-authors should work on the
document at a time that is convenient for them, but mindful of the deadline for completing
the document. To work on the document, open the wiki and click the Edit button. This
opens the document in edit mode directly in your web browser. Along the top of the
editing window—as long as the editor is in Rich Text mode—you have access to
paragraph styles, font styles, and other text layout effects just like in a word processing
application.

Figure 3-20. Edit the Wiki to Make Changes
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Executive Summary

We plan three major activities:

1. Improved point of purchase displays
2. New customer council with Top 10 customers
3. Cultivating a culture of marketing led development at Albreto

Activity 1. Improved Point of Purchase Displays

Edit the wiki document to make your changes. In Rich Text editing mode, you can use
paragraph and font styles, just like in a word processing application.

There is no ability to lock a wiki document before editing it, so the risk is that another co-
author will attempt to make changes at the same time you are. If two people edit the wiki
at the same time, the first co-author to save their changes wins the editing cycle, and the
other co-author will be told that there is a conflict when they attempt to save the
document. While they can overwrite the changes made by the other co-author, that has
the potential to upset people and will greatly damage the collaborative spirit in the group.

The simplest way to deal with this problem is the following: when you open the document
to edit it, write the following line in red at the top of the page, and immediately save the
document: Fred Jones is editing this page now. Sametime me for access. If another co-author
visits the wiki, they will see the alert on the page and will know not to start their edits yet.
If they have an urgent change to make, they can contact you quickly through IBM
Sametime instant messaging. When you have finished editing the page, remove the first
line and click Save and Close. And if your name isn’t Fred Jones, please use your real name.
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Step 6. Coordinate the Co-Authoring Process

While the wiki provides a way for working on a document with other people, there are a
three coordination processes that need to be taken into consideration. These are notifying
other co-authors that it is their turn to edit, working on very long wiki documents, and
using Comments to summarize the changes you have made. Let’s take each in turn:

®  Notifying Other Co-Authors. Whenever one co-author saves the wiki page, an alert
is generated for the other co-authors and is displayed on their Home Page in
Connections. This is an ambient form of alert, and the idea is that other co-authors
pick up on the alert and take their turn editing the wiki page. That is not always
going to work, and also in time-crunched situations, something more will be
required. The easiest way to deal with notifying other co-authors in a more
intentional and direct form is to send them an instant message in Sametime. If the
document has to be completed

quickly, an instant message that says USil’lg a single page wiki is
“I'm done, it’s your turn” will greatly

speed document completion. fine for short documents and
where only a few co-authors
* Working on Very Long Documents. are involved. It would be
Using a single page wiki is fine if the ]
final document will be one to two better to Spht the document

pages in length, and is being written into multiple wiki pages if

by three to fogr co-authors. For lon.g there are many co-authors.
documents with many co-authors, it

would be better to split the document

into multiple wiki pages. This would allow individual co-authors to work on their
page in the wiki without the nagging sense that another co-author is awaiting
their turn, or having to constantly scroll through a 50-page wiki document to find
the section to comment on. To add a new page to the wiki, click the New Page link
in the left-hand navigation pane. This will create a new top-level page in the wiki.
To add a sub-page to a current page, click Page Actions, then Create Child. The
page hierarchy of the wiki will be updated in the left-hand navigation pane, to
allow for immediate access to specific parts of the long document.

Summarizing Changes with a Comment. If you have made substantive changes
inside the document, it is good practice to write a short comment to note what
you have done and to summarize the changes you made. To leave a comment,
scroll to the bottom of the wiki page you have just edited, and click the Add a
Comment link on the bottom of the Comments tab. When co-authors next visit the
wiki, they will have a quick way of reading through the changes that have been
made to the wiki, without having to compare different versions of the page.

Once you and your co-authors have completed the document, either make the wiki more
widely available, or copy-and-paste the text into a layout application for finalization.
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Closing Comments on Co-Authoring Using the Wiki Application

A great question to ask is when a team should use the wiki application for co-authoring
documents instead of the files application in IBM Connections. While there doesn’t have to
be a hard line between the two options, as there are situations where both approaches are
complementary, here are some ideas on when it makes sense to start co-authoring a
document using a wiki:

*  When you want the initial focus to be on content instead of layout. A wiki is
designed to be a simple way of working on a document—or collection of
documents for that matter—with other people. Wikis support simple ways of
presenting information, and steers clear from precise detailing in paragraph
styles, in-line sidebar comments, and other advanced capabilities. Most wikis
have improved significantly over the past five years in terms of the visual richness
they offer document authors, but they are still not equivalent to a rich document
authoring application like Microsoft Word or IBM Symphony. So it makes sense to
use a wiki when those rich and advanced capabilities are not needed, or are not
needed immediately. Create the
document in the wiki in the first oo
instance, get the content right, and [t makes sense to use a wiki
then do the required layout in a when rich and advanced
dedicated application. layout capabilities are not
When the finished document is needed. Create the document
not going to be sent outside your  in the wiki, get the content
organization. If it is going to be a I‘lght, and then do the requ1red

document for other employees to 1 . h li .
read (and maybe comment on) ayout 1n another application.

inside your organization, but

doesn’t need to be distributed to customers, business partners, or other external
parties, the document could start life as a wiki page, and continue as such until it
is no longer required. There’s no reason for it to be a file as such.

When the document will be a collection of pages and sub-pages, but the document
doesn’t have to be read from beginning to end. A wiki allows you to create long
documents that are broken up into multiple pages and sub-pages, and to use an
index list of pages to enable the reader to jump immediately to what they want to
read. A document as a file takes a more linear approach, of starting at page one
and finishing at the end. Sometimes that’s needed, but not always.

In closing, in keeping with the versioning capabilities of the Files application, the wiki will
display the list of versions of all pages. If you start with a small group of editors and
readers and then plan to make the wiki available to many people, you have the option of
deleting previous edits.
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Case Studies

Organizations are already using IBM Connections to support the document co-authoring
scenario. Let’s look at a couple of organizations taking different approaches.

Genesis HealthCare System, United States

Genesis HealthCare System, based in Ohio, offers health care and related services across a
number of facilities, including a not-for-profit hospital operated on two sites in Zanesville,
Ohio. Genesis uses a range of IBM software, such as Lotus Notes and Domino, IBM
Connections, IBM Sametime, and Lotus Traveler (for mobile access). With respect to IBM
Connections, it is being used among IT staff and various business units, with Communities,
file sharing, Wiki documents, and discussion forums the main areas of emphasis.

One group that has achieved a significant benefit from using IBM Connections involves a
collaboration between the Billing Office, Medical Coders, and the Health Information
Management (HIM) group. The three groups are using a private Community to collate
information regarding the billing details of a

patient’s visit. Kyle Woerner, an IT Business

Consultant in the Information Technology Before they were sending
group, explains it this way: emails, sending spreadsheets
The Private Community connhects our and maklng phone calls to

Billing Office, Medical Coders, and each other and it was nearly
Health Information Management teams impossible to know the real

together (about 20 staff) to review )
missing information needed to time status of any one account

complete the billing process. Before that needed correction.

they were sending emails, sending

spreadsheets and making phone calls to

each other and it was nearly impossible to know the real time status of any one
account that needed correction. Now each of the HIM team members have their own
Wiki page that the Coders and Billing Office can access, update accounts and see other
needed information. Content in the Wiki pages is always current and it has
dramatically cut down on the time it takes to process a correction. I don't have any
hard numbers on the time savings, but the group has shared examples of what would
typically have taken weeks to resolve is now down to days.

It's worth noting that the change is fairly simple—using Wiki pages to collate information
from multiple people in order to gain a single view of the patient’s bill—and could be
implemented quickly. No custom development is required. The essential task is to agree in
the wider group how the wiki and its various pages will be used to support the current
business process. But the benefit has been significant; as Kyle said above, there are
examples where what used to take weeks to resolve can now be resolved within days.
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Ricoh

The Business Development Center (BDC) of Ricoh, the global document and printing
solutions company, focuses on building new businesses that can be delivered on a global
scale. The center needed a better approach to collaborating with global staff, external
contractors, and other third-parties.* Current ways of working, including email, face-to-
face meetings, and teleconferences, were proving increasingly insufficient to meet its
needs for collaboration and information exchange. Ricoh adopted IBM SmartCloud
Engage, a hosted version of IBM Connections, to address these shortcomings.

The BDC started using files and activities in Connections in its New Product Release
Process, which required coordination across its global marketing teams spread over five
locations. Moving away from the old way of working and re-imagining the process in
Connections resulted in a 20% reduction in

workload. Here’s what was involved in Moving away from the old
achieving that efficiency benefit: .
way of working and re-

Previously, before a new product was imagining the process in
introduced to the marketplace, BDC Connections resulted in a

marketing staff would create materials 0 . .
containing information about the release 20% reduction in workload.

and send the materials to overseas global

sales companies. Once feedback was received, staff members would respond to
questions or implement change requests. Often the process was repeated several
times, resulting in increased workload for the marketing staff and complaints from
staff members who were upset their requests could not be properly implemented
because of time restrictions. The company resolved these problems by reengineering
the work process so that staff can publish documents in rough form using the
SmartCloud Engage platform’s Connection capabilities that also allow global sales
companies to collaborate on revisions. This change was partly motivated by a desire
for a more proactive method of assimilating the market and customer information
available to the global sales companies to more effectively provide products tailored
to local needs.

In addition to its success in improving document co-authoring, Ricoh is also using
Connections in other areas. Two of those are:

Improving communication with sales engineers, by using a community. This is
allowing problems to be resolved faster.

Holding discussions with Ricoh employees and non-Ricoh partners to gather
ideas and opinions.

While the use of IBM Connections at Ricoh is still in its early days, the initial successes it
has achieved are laudable.
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Advanced Concepts

As we draw this chapter to a close, let’s explore three advanced concepts:

1. How social dynamics work in early-stage collaboration.

2. Modeling the benefit of co-authoring using IBM Connections.

3. Exploring multi-person, simultaneous, real-time co-authoring using IBM Docs.
Social Dynamics Risk in Early-Stage Collaboration: Conformity Takes Hold

Social scientists report that if group members are told or exposed to what the other
people in a group think about an issue, there is a greater likelihood that subsequent
people in the group will conform their thinking. This is decision making in light of full
prior disclosure. The opposite finding is true too: that conformity decreases when people
do not have full insight into what others are thinking.

This principle gives rise to a potential danger in collaborative situations. Let's take
document co-authoring as an example. In the first review cycle, what does the author
want? I'd argue for high-quality feedback from reviewers, so the document can be
improved. In an “attach document to email and distribute it for feedback” approach,
because none of the reviewers can see what the others have already said, they have to
make an independent decision, and give independent feedback. In a more open approach
like we have explored in this chapter, because the feedback of others is accessible in
parallel with the original document, we run the risk that subsequent reviewers will reduce
the quality of their review.

Potential problems are free riding and decreased feedback:

Free riding. "Jim's already said kind of what [ wanted to say. I won't say anything."
*  Decreased feedback. "Sally, Lily and Dave have already agreed with the ethos of
the document. I'm not going to say what I really think."

Thus, in general, we have a risk in early-stage open collaboration: that because
subsequent people can see what others have already said, they will be less likely to share a
diverging opinion.> For a specific group, however, it is going to come down to the trust and
interpersonal dynamics of the people involved. If you are confident people will speak their
mind, go for open collaboration. If you are unsure, perhaps the first round of reviews
should be a less open approach.

In terms of later-stage document co-authoring, where you want convergence on a final
edition, the “attachment and email it around” approach will be less optimal in comparison
to using a shared file or wiki in IBM Connections.
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Modeling the Benefit of Document Co-Authoring

When I'm running a Collaboration Roadmap workshop, [ will often pull out a spreadsheet
to model the difference in time involved in co-authoring a document using email versus
the new ways we have explored in this chapter. The scenario usually unfolds like this:

¢ Sally is the lead author, and it takes her 240 minutes to write the first draft of the
document. When she sends it around by email to her five co-authors, they each
are seeing only Sally’s first draft, and it takes each of them 60 minutes to add their
input. Sally spends 120 minutes to create the second master edition, based on the
five round one versions. In the second review round, her co-authors are seeing
input from the other co-authors for the first time; it takes each of them 60
minutes to further review and comment. On subsequent reviews, the amount of
new information is reduced for the co-authors, but it still takes Sally 120 minutes
to create each new master version.

In an open collaboration situation, each co-author gets to see the totality of input
from the initial author and all subsequent co-authors, so their input is given in
that wider context. The time invested in the first round is equivalent, but in the
second and subsequent rounds the time is much less. And because there’s a single
evolving master document, rather than a master document held by Sally that has
to be updated based on a whole lot of other copies from the reviewers, Sally’s task
takes less time too. Finally, the number of review cycles may be less because co-
authors have already seen what the other co-authors are saying.

Figure 3-21. Co-Authoring Documents a New Way (Time in Minutes)

Approach: Write Document, Attach to Email, Distribute for Input to Co-Authors

Actor Versionl Version2 Version3 Version4  Total Time
Sally (lead author) 240 120 120 120 600
Bill (co-author 1) 60 60 30 0 150
Jim (co-author 2) 60 60 30 0 150
Owen (co-author 3) 60 60 30 0 150
Lucy (co-author 4) 60 60 30 0 150
Sandy (co-author 5) 60 60 30 0 150
Total 540 420 270 120

Total time taken 1350 22.5 hours

Approach: Write Document, Manage Co-Authoring through IBM Connections

Actor Versionl Version2 Version3 Version4  Total Time
Sally (lead author) 240 60 60 0 360
Bill (co-author 1) 60 30 0 0 90

Jim (co-author 2) 60 30 0 0 90
Owen (co-author 3) 60 30 0 0 90
Lucy (co-author 4) 60 30 0 0 90
Sandy (co-author 5) 60 30 0 0 90
Total 540 210 60 0

Total time taken 810 13.5 hours

40% faster delivery

Document co-authoring using IBM Connections provides open access to the document and
comments from all prior co-authors. This leads to a significant reduction in time required.



74 Doing Business with IBM Connections

Real-Time Simultaneous Co-Authoring Using IBM Docs

In some document-intensive industries co-authoring a document by round-robin—I edit,
you edit, he edits, and then I edit again—is too slow. The ability to have a single document
version that everyone inputs into in turn does not address the need for speed, clarity, and
overall flow. For example:

*  Lawyers Writing a Contract. Under time pressure to get a contract finalized,
multiple lawyers will work on the contract at the same time. Historically each
would write their own respective sections of the document in different Word
documents, and then give them to the lead author to assemble. Differences in
paragraph and font definitions makes the process of merging the different
documents messy.

Business Advisors Writing an Audit Report. Audit reports for a client can run to 200
pages, and will require input from multiple people. Advisors have traditionally
divided the document into separate

sections, and then given them to a lead .
author to bring them together. It is IBM Docs is a newly released

difficult to get consistency in voice and Co-authoring tool to support

ﬂ'ov.v when such documents are the needs of people when

divided up though. . .
simultaneously co-authoring

In such situations, a different way of working Capabilities are required_
on documents together is needed, and this falls

into the realm of real-time simultaneous co-
authoring tools. IBM Docs is a newly released co-authoring tool to support the needs of
people when simultaneously co-authoring capabilities are required.®

Here’s how it works:

One person creates a new document in IBM Docs, or uploads a current document.
IBM Docs supports documents, spreadsheets, and presentations.

The creator of the document (or spreadsheet or presentation) invites other
people to work on the document with them.

Opening the document in IBM Docs opens it in a web browser. Anyone with editor
rights to the document can type into their version of the document, and their
updates are automatically spread across all of the other open editions of the
document in real-time. What one person types in this instant is seen immediately
by the other authors in their version of the document. Input from other people is
highlighted by a background color, to differentiate between what you have
written and what other people have contributed.
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IBM Docs has a commenting function, which allows an author to write a comment
into the document. These comments show down the left-hand side of the
document, and are also denoted in the document with a colored icon. Other
authors can respond to the comment, thereby creating a threaded discussion
directly in the document.

When the document is finalized, it can be published for wider use.

Figure 3-22. Real-Time Co-Authoring with IBM Docs

Albreto’s Marketing Plan - Third Quarter fratt was auinsaved at 4.00 M.

File Edit View Insert Format Table Team Tools Help
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Executive Summary

500 Add N A
We plan three major activities:
(3 Thats a pretly sad statistic. What = 1. Improved point of purchase displays
evidence do we have on this? 2. New customer council with Top 10 customers
Michael Sampson May 6, 2013 3. Cultivating a culture of marketing led development at Albreto
o Activity 1. Improved Point of Purchase Displays
) There is a lot of research. I'l share o What we offer today is sub-optimal. We are getting beaten by competitors in all
it with you. locations at our top three channel partners®.
Leroy Graham May 6, 2013 ¢ Impact: Potential customers are not purchasing our products. )
o We will work with a new design partner to develop a more attention grabbing look
=} Respond

Activity 2. New Customer Council with Top 10 Customers

¢ We want to become better at tracking customer sentiment and understanding
where we can add more value in their work. We plan on setting up a customer
council with representatives from our top 10 customers|

Editors (3/3)
Michael Sampson
Adelaide Craft

Leroy Graham

IBM Docs is a real-time simultaneously co-authoring tool for documents, spreadsheets, and
presentations. Multiple people can author a document at the same time, and updates are
immediately displayed for everyone who currently has the document open in their browser. It
is a very new offering from IBM, and may not yet be available in your environment.

Real-time simultaneous co-authoring has a particular affinity for document intensive
industries. It will be interesting to see if it becomes the de facto way of working on
documents in the future.
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Action Plan

STRATEGY

With your colleagues,
start discussing the
effectiveness of your
current approach to
document co-autho.ring.

Look at the various options
in IBM Connections for

re-imagining document
\ co-authoring—Files, Wikis,
\ and IBM Docs

ACTION PLAN

Co-Authoring

Documents

Select and use one of
the approaches in
this chapter for the
next document you
need to co-author.

Make sure you install
the add-on software
for linking IBM
Connections to your
desktop applications,
such as Microsoft
Office. If you'll be
using files when out-
and-about, install the
mobile app for your
tablet or smartphone
as well.

Pay attention to what
works better than
your current
approach to
document co-
authoring, and what
is worse. Discuss
your thoughts with
your colleagues. How
can you maximize the
advantages, and
mitigate the
disadvantages?
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Summary

In this chapter we have looked at how IBM Connections offers new ways of enabling
people to co-author documents.” This is the first of ten collaboration scenarios we will
explore in this book. IBM Connections offers three new ways of improving document co-
authoring, and we put most of our

attention on doing so with the Files IBM Connections offers three
application. We looked at how a couple

of organizations are using new ways of new ways of improving
co-authoring documents to achieve document co-authoring: Files,

significant benefits, and concluded the Wikis. and IBM Docs for real-
chapter by looking at three advanced ’

concepts around document co- time CO'aUthorlng'
authoring.

In the next chapter we turn our attention to the second collaboration scenario: managing
meetings.
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1 Butler Group, Document Collaboration Inefficiencies Waste Up to 25% of Staff Time: Butler Group,
January 2007. See .domain-b.com/infotech/itn 2 2 11 llaboration.html.

2 For more on the Document Co-Authoring collaborative scenario, see my blog posts at

currents.michaelsampson.net/document-co-authoring/. The topic is also analyzed in more depth in
Chapter 2 of Collaboration Roadmap.

3 Note that your organization may provide the standard apps via an internal app store or similar
process, or may actually provide customized versions via internal channels. To check, talk to your IT
department. It is vital to keep in mind three things about these mobile apps:

1. Not Fully Functional. None of the apps are as full functional as using a Web browser on a
computer. The apps make many features available, but not all, and are limited by the
design constraints of the device in question.

2. Constantly Getting Better. The apps are constantly getting better, as IBM releases new
versions of IBM Connections, as well as new versions of the respective apps.

3. Non-Equivalence. The apps for different mobile platforms are different from each other,
often in subtle ways.

4 For more on Ricoh'’s use of IBM Connections, see Ricoh generates new ideas with lateral
communication on a global scale (August 2012), at https://www-01.ibm.com/software/success/
cssdb.nsf/CS/RNAE-8WQLDU, and IBM Customer Testimonial: Ricoh Improves Business Processes
with SmartCloud Engage (July 2012), at www.youtube.com/watch?v=SmxdYVMq8iQ.

5 This is exactly the same dynamic—leveraged in the opposite direction—that a new entrant
calendaring vendor discovered in their meeting scheduling research: that in a multi-person group,
the latter people were very unlikely to reject a particular meeting time if everyone else said they

could make it. See my June 2007 blog post at currents.michaelsampson.net/2007/06/messaging-
news.html for more.

6 As a newly released tool from IBM, IBM Docs will undergo rapid and significant updates over the
next couple of years. For a snapshot of what’s coming as at January 2013, see my notes on the IBM

Docs session at IBM Connect 2013, at currents.michaelsampson.net/2013/01/id502.html.

7 In this chapter we did not look at using Libraries in the co-authoring scenario. Libraries is a new
tool that was first introduced with IBM Connections 4.5 in March 2013, and requires the optional
add-on of IBM Connections Content Manager 4.5. There were two main reasons for excluding
Libraries from this chapter: first, it is new, and thus very few organizations will have it available.
Second, its emphasis is more on controlled documents and re-creating a document management
system inside IBM Connections. The emphasis in such a system is quite different from the more
collaborative ways of working on documents we have described in this chapter. If your organization
has the Libraries tool available and you can see how to make it work for document co-authoring,
proceed.
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Chapter 4.
Managing Meetings with IBM
Connections

An effective meeting is 80 percent planning, 20 percent execution. Too
often people spend most of their time in the meeting and the least amount
of time getting ready for it. Plan better meetings. They don't just happen.!

Tim Lewis

People spend a lot of time in meetings. A recent study by researchers from the London
School of Economics and the Harvard Business School found that CEOs spend an average
of one third of their working week in meetings.? Most had multiple meetings a day. We're
not all CEOs, but that’s also a common reality for managers, information workers, and
others in today’s organizations. It's not all bad news, though, because meetings have a
clear role to play in bringing people together, enabling intensive discussions, and making
decisions. But if the meeting is poorly run, or the wrong people attend, you are going to
quickly get grumpy, unproductive individuals.

In this chapter, we will:

Review the theory of managing meetings, including the human and technological
factors to get right.

Examine how to use IBM Connections for managing meetings, from pre-meeting
preparation through to post-meeting accountabilities.

Meet a couple of organizations that are making use of IBM Connections for
managing meetings today.

Consider a number of advanced concepts, such as when it’s possible to dispense
with a meeting altogether.
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The Theory of Managing Meetings

Meetings provide an opportunity for people to interact in real time, to focus on a topic at
hand, to air different perspectives, and to form common agreement about a way forward.
Having a “meeting” of minds and intent is a core part of collaboration—the coordination of
future work efforts toward a shared and common outcome. Unfortunately, meetings can
be a waste of time if they are poorly led, badly
structured, or unnecessary.

Meetings can be a waste

In evaluating the state of meetings in your of time if they are pOOI’ly

organization, some of the following common
issues may come to the surface: led’ badly StFUCtured’ or
unnecessary.

* People come unprepared to the meeting.

They’re already harried and breathless

when they come in the door, and claim to have had no time to read the materials
in advance of getting together. The first half of the meeting turns into an ad-hoc
presentation of the materials, rather than a discussion about implications.

Some meetings are just for airing status updates, because there is no other way of
informing everyone about what’s going on. The team doesn’t have a work
tracking dashboard that summarizes current state on multiple projects, so they
have to get together for two hours every week to remind their colleagues about
what they are working on.

People don’t know why they’ve come to the meeting, because although they’ve
seen the agenda, it is unclear what contribution they are supposed to make. But
they’ve come anyway, in case they “miss out on something.” And if they have
flown in from another city or country to attend the meeting, that represents a
waste of time and money and little to show for it.

Meetings drag on for too long, and a few people dominate the discussion by re-
hashing more loudly what they’ve already said earlier in the meeting. Other
people zone out and do email, play with their iPhones, or surf the web.

It's unclear what people are supposed to do next when leaving the meeting.

While we could try to resolve these issues by putting in new technology, it would be waste
of time and effort. Most of these represent failure in meeting practice. They are human and
organizational cultural issues, not technology ones. That said, and based on the
expectation that the human and cultural issues are recognized and active work to mitigate
them has begun, new technology can lend some weight to managing meetings differently.
For example:
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People who come unprepared to meetings because they have not read the
materials in advance may do so because the materials are only distributed 10
minutes before the meeting. The human practice has to change, so that materials
are made available at least 48 or 72 hours beforehand. Technology could help in
three ways: by reminding the person tasked to distribute the materials they have
a hard deadline coming up, and if they fail to do so, the meeting is automatically
rescheduled. Technology could also help by the provision of a shared repository
for meeting materials, to get away from email distribution. Finally, for people who
go from meeting to meeting and are never at their desk, an iPad or similar tablet
could allow them to catch up on reading while on the move.

Meetings held simply for status updates can be eliminated by having an
appropriate shared work tracking tool. The human practice—an expectation that
everyone will use it and keep their work status appropriately updated—is
essential to making it work. Besides, maybe the meeting shouldn’t be eliminated
altogether. There is real value in discussing roadblocks and mitigations, so the
two-hour in-person weekly meeting to share work status updates transforms into
a 30-minute audio conference focused on improvement.

People who attend meetings in case they “miss out on something” can be
discouraged from doing so through a human practice and a technology change.
The human practice is a return to taking real minutes during the meeting—
something we seem to have forgotten in recent years. The technology change is
that these minutes are posted to the team'’s shared repository, and there is an
open invitation after the meeting to further discuss any matter in the repository.
If someone wasn’t there, they can still state their perspective. And if someone
should have been there, that can be fixed for future meetings.

Meetings that drag on for too long because some people dominate the discussion
while others zone out can also be mitigated by practice and technology. The
practices include approaches such as better meeting facilitation (by an external
person if required), the calling of shorter meetings, the removal of chairs from the
meeting room so everyone has to stand up, the banning of laptops and
smartphones except for the person taking minutes, and so on. Technology can
also play a role: if the discussion is actively captured using dialogue mapping,
people who keep returning to the
same topic can be prevented ;
from doing 50.3 While technology can play a
supporting role in fixing
Clearly there are a number of ways of meetings, the human practice

“fixing” meetings in your organization, ] ]
and while technology can play a considerations are fundamental.

supporting role in doing so, the human
practice considerations are fundamental. Installing any form of new technology without a
correlated revision of the human practices around meetings is misguided.
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How to Manage a Meeting in IBM Connections

Edgar finished composing the email message and sent it off to the Marketing team.
They’d had great success at using IBM Connections to pull the document together for
the Marketing Board, and now they needed to plan when to meet to prepare the
presentation for the board meeting. The board meeting was only a week away, and
his sense of urgency was rising fast. He’d proposed an “all-hands-on-deck-cancel-
everything-else” meeting at Head Office on Friday, which would require Andrea, Sally,
and Geoff to fly in for the day. But he felt like he had no choice. The replies started
coming back almost immediately.

“Friday’s out for me,” wrote Andrea at 10.22am. “Sorry, but I have family
commitments I can’t cancel this close.”

“I'm already scheduled to be out-of-the-office on Friday,” wrote Geoff at 10.25am.
“Did you forget about the market research session in New York, or do you want me to
cancel that too? Surely not ... we took a long time to get that session set up?”

“It’s pretty much out for me too,” commented Sally at 10.44am. “There are some
things I could move easily, but getting a whole day free for a meeting would be pretty
tough at this stage. Is there another way?”

Even Walter at Head Office said he couldn’t make it on Friday. “While I don’t have to
fly in, I have back-to-back meetings,” he wrote at 11.03am. “I have the same question
as Sally ... is there another way?”

Edgar felt exasperated. “Now what?” he said to himself. The one strand of hope had
been Sally’s question—“Is there another way?”—and he decided to call her and ask
for her thoughts about whether there was or not.

“We used Connections to support writing the document,” Sally said. “We could use it to
support our meeting too.”

“How do you see that working?” Edgar questioned, somewhat skeptically.

“If we’re willing to re-think what a meeting looks like,” Sally began, “and in particular,
how we will maximize the time available for actually talking in real-time, there’s a
variety of things we could do. Connections gives us a way to plan the meeting agenda,
to make it clear who has to do what by when, and by using Sametime there’s even a
way of sharing our screens during the meeting, to add a visual element.”

“This is all new to me,” said Edgar. “I've been to some WebEx seminars where I've sat
and listened for an hour, but I've never participated in a meeting like this. But given
the situation, we have no choice. Can you set it up for us?”
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Step 1. Determine the Nature of the Meeting

Before we dash into IBM Connections and start setting up a meeting, we need to pause for
a moment to determine the nature of the upcoming meeting:

One-Off Meeting. If it is a one-off meeting that will never be repeated, just make
the meeting an Activity.

Ongoing Series. If the meeting is part of an ongoing series and there is an existing
Community for the related team or group, create the Activity in there.

Ongoing Series and No Existing Community. Otherwise, first create a new
Community and then create the Activity inside the new community.

Figure 4-1. Determine the Nature of the Meeting

One-off meeting Create the meeting
as an Activity

Determine the

nature of Ongoing series
the meeting or one-off meeting?
Ongoing series

Yes Create the meeting
}a as an Activity in the
existing Community
Is there an existing community
for the team or group?

Create a new Community,
and then create the
meeting as an Activity
inside the new Community

No

A meeting could be a one-off event, but is more often part of an ongoing series of meetings.
For ongoing meetings, create the meeting as an Activity in an existing or new Community.

For the meeting in this chapter, it is part of an ongoing series for the Marketing Team.
Since the Marketing Team does not currently have its own Community, we will create one
in Step 2.
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Step 2. Create a Community for the Team

A community in IBM Connections is a separate space that can be used by a team to work
together via a number of tools—such as Files, Wikis, and Activities, among others. A
community can be public (which means it is open for anyone to join), or moderated or
restricted (two options which limit who can join a community). For the community we are
creating for the Marketing Team, since the content will be intended for the Marketing
Team, create a new community with Moderated access rights. This gives the community a
level of access control, but doesn’t hide it totally—which is what Restricted access does.

To create a community, hover over the Communities tab along the top menu bar in
Connections, and click I'm an Owner. This opens a page listing the communities you
individually or jointly own. Click the Start a Community button, and fill out the resulting
form with the details about your new team space.

Figure 4-2. Create a Community for the Marketing Team

IBM Connections Home Profiles ~ Communities ~ Apps ~ Sally Adams ~

{ﬁ} Communities {{} Public Communities ~ Search Q

Start a Community

*Name: Albreto’s Marketing Team
Tags marketing-team ?
Web Address: https:/icon45. phase2. com/communities/community/

albreto-marketing-team 2

Enter a short name to customize the link, or leave blank.

*Access: Public - anyone can join
®) Moderated - people must request to join ?
Restricted - people must be invited to join

Members: Select a role and add people to that role.

Owners |V | |Type to find person

Edgar Wiliams (Owners) X | | Geoff Black (Members) X | | Andrea Ross (Members) X | | Walter Jones (Members) X
Description: ) )+  Font - Size -~ B U E A D

HE e == = BIR L

The team space for Albreto’s marketing team. We will use this for working on documents together, holding our
meetings, and ensuring we are working together to do great marketing for Albre|o|

body p Press ALT 0 for help
Upload a Community Image = Change Community Theme

* Required

Save Cancel

Fill out the Start a Community form to create a specific place in IBM Connections for the
marketing team. It is good practice to type a few tags, and a description.

When you have finished, click Save at the bottom of the form.
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Figure 4-3. Your New Community for the Marketing Team

IBM Connections Profiles ~ Communities ~ Apps ~ Sally Adams ~
{#} communities {§) This Community * Search Q
Albreto's Marketing Team Stop Following this Community Community Actions ~
~ils Albreto’s Marketing ~ Community Description Important Bookmarks
Team
The team space for Albreto's marketing team. We will use this for working on Highlight key Web resources.

documents together, holding our meetings, and ensuring we are working together to
do great marketing for Albreto.

n

Members

Tags: marketing-team

%&b Forums View Al (5 people)

B Aska question, brainstorm, or simply share your ideas.

Start the First Topic

Overview
Recent Updates Bookmarks =
Status Updates JQ Share Web resources with your community.
Members Add Your First Bookmark
Forums
Bookmarks Files =
Files
Files = Folders

Metrics

- E There are no files for this community.

- B

Tags Share Your First Fie
No tags yet

The default layout of a new community in IBM Connections includes an overview of the
community, a discussion forum, a place for bookmarks, and a files area. There is also a
members list on the right, and the navigation is on the left.

The Activities tool we need for the meeting is not included by default in the community.
To add the tool, click Community Actions in the top-right hand corner, then Customize. In
the list of tools to add, click on the word Activities. Once done, click the X in the circle to
close the list of tools.

Figure 4-4. Add the Activities Tool to Your Community

Albreto's Marketing Team Stop Following this Community Community Actions ~
Add Content
Lt Blog + LL Ideation Blog + £ Activities added 1. Wiki +
{i} Subcommunities + Feeds + E Media Gallery + #@ Events +

{i} Related Communities 4

Add the Activities tool to the new community for Albreto’s Marketing Team. The Activities
tool is not added to the community by default.
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Step 3. Set Up the Meeting as an Activity

An Activity provides a way of quickly drafting a structure for an activity, task or event that
has multiple steps—you could think of it as a plan for a small project. Activities include
various capabilities that we can use later

on in the meeting process—such as task s :
delegation for the post-meeting An ACthlty pI‘OVldES away of

activities. It is therefore a good tool to quickly drafting a structure for
use when planning a meeting. an activity, task or event that has
Create a new Activity for your meeting. mlﬂtlple Steps—you could think

Within the community for Albreto’s of it as a plan for a small project.

Marketing Team, click on Activities in the

navigation pane, then Create Your First Activity.* You will get a form to complete to
describe the meeting, the people, and the overall goal. Since the Activity is in a community,
you do not have to set up what individual people can do, unless you want to further limit
access to the new activity. In most cases, leave the default Members options in place—
which allows all members of the community to access the Activity as an Author. Author
rights permit each individual to create new items, edit items they have created, and delete
their own items. They can not update or delete items created by other people though.

Figure 4-5. Setup the Meeting as a New Activity

IBM Connections Home Profiles ~ Communities ~ Apps ~ Sally Adams ~
- wities ~ | Sarec Q
Activities To Do List Activity Templates Recent Updates &= My Activities = Search N
~ {{ Albreto's Marketing .
T Start an Activity
eam
Name: Prepare for the Marketing Board Meeting
Tags: 2 marketing-board third-quarter
l{‘ 7\1 Members: Note: All community owners can edit activities.
L_‘7 ®) Allow all members of this community access in the activity as Author
_) Allow only the following community members access in the activity as: Author v
Activity goal. To get ready for the upcoming Marketing Board
Overview meeting, where we need to present the strategy
Recent Updates
Due date: 10 May 2013
Status Updates
Template: 2 None | Pick an Activity Template

Members
Forums
Bookmarks
Save Cancel
Files

Activities
Use an Activity to name and describe the nature of the upcoming meeting. As Authors,

current members of the community can be involved in planning and executing the meeting.

Click Save when you are done to get an empty canvas for setting up the agenda, tasks, and
other coordinative information for your meeting.
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Step 4. Define Your Purpose and Draft the Agenda

One of the commonly recommended strategies for having a highly effective meeting is to
set an agenda that all participants can see in advance. This allows meeting invitees to
decide whether or not it makes sense for them to attend the meeting. Each person
ultimately has to make the choice whether to attend based on the nature of the proposed
meeting, and in light of their other commitments. Let’s use the Activity we have just set up
to define the purpose of the meeting.

The tools at our disposal in an Activity are Entries, To Do Items, and Sections.

*  Entry. Something to be completed or working on, but which could have multiple
to do items associated with it.

* To Do Item. Used for assigning a task, either to anyone to complete—because it is
a shared task—or to a specific person.

¢ Section. Used for grouping entries and to do items, so as to provide a structure to
the activity.

In order to get going with our meeting, set up four sections as placeholders for the major
themes. Use the Add Section button to add the following sections—Plan the Agenda,
Decide Who Is Going to Present, Arrange Travel and Logistics, and Post-Meeting Follow-
Up. After typing each section heading you can click Save or just press return.

Figure 4-6. Create the High-Level Structure for Your Meeting

Prepare for the Marketing Board Following Actions ~ Mark Activity Complete Activity Actions ~ Community Actions ~

- ({ Albreto's Marketing Activity Goal - To get ready for the upcoming Marketing Board meeting, where we need to present the strategy... [more]

Team Add Entry Add To Do Item Add Section Display: =

Actions ~

’ Plan the Agenda

[? ?\\ ’ Decide Who Is Going to Present Actions ~

D » Arrange Travel and Logistics Actions ~

’ Post-Meeting Follow-Up Actions ~

Overview ) Feed for these Entries

Use Sections to create the high-level structure of your meeting. Sections allow people to gain
an at-a-glance sense of what the meeting is all about.

With your preliminary structure set in place, you might decide that you do not like one of
the section headings you have just created. To revise the name for a section, use the
Actions drop-down list at the extreme right-hand side of the Plan the Agenda section, for
example, and then click Edit Section. Change the name to Purpose and Agenda, and click
Save. This immediately updates the heading for everyone with access to the Activity.
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Figure 4-7. Changing the Name of a Section

Edit Section

Section: 2 Purpose and Agenda]  x

Having used an Activity in IBM Connections to establish the structure of the meeting, it is
easy to update the structure and associated items. There is only a single version of the truth,
not a whole collection of historical versions and outdated truths floating around in email.

Under the newly minted Purpose and Agenda section, create the following as an Entry.
Click on Purpose and Agenda to expand the section, then click Entry:

Purpose—to prepare for the upcoming Marketing Board meeting on May 10, and
develop a great approach to presenting the plan.

Figure 4-8. Use an Entry to Set the Purpose for the Meeting

~ {> Albreto’s Marketing Activity Goal - To get ready for the upcoming Marketing Board meeting, where we need to present the strategy... [more]
Team Add Entry Add To Do ltem Add Section Display: [=|=
~ Purpose and Agenda Actions ~
ﬁ} Title: )I develop a great approach to presenting the plan‘
Tags: ‘ ‘
Overview Attach File | Add Bookmark | Add Custom Fields ~
Recent Updates Description: S &+ || Font |[ size BRAR] Alv @~
Status Updates
EESESE k% Mo BE =

Members

Forums

Bookmarks

Press ALT 0 for help

Files
Activities Section: |Purpose and Agenda
Metrics [] mark this entry private

[C] Notify people of this entry
Activity Outline * Required

Recent Updates

To Do ltems Save | |fCancel

Use an Entry for defining the purpose of the meeting, under the Purpose and Agenda section.
This will clearly show all members of the Activity what the meeting is about, and set the
scene for their contributions before, during, and after the meeting.

Click Save when you have finished.
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With the first Entry added, now create separate To Do Items for the three main agenda
topics—by clicking To Do Item under the Purpose and Agenda section. As To Do Items,
these can be ticked as complete, something you can not do with an entry:

Agenda Item—Brainstorm how to present the marketing plan in a memorable

way, and in a way that’s most likely to get approved.

Agenda Item—Decide who is going to present (please advise availability for May

10 in the main section for that)

Agenda Item—Take care of any travel and logistical details required for attending

and presenting at the marketing board on May 10.

Click Save after entering each To Do Item.

Figure 4-9. Use To Do Items to Set the Agenda Topics for the Meeting

Prepare for the Marketing Board Meeting Following Actions ~ Mark Activity Complete Activity Actions ~ Community Actions ~

~ {{ Albreto's Marketing

Team

)

Overview
Recent Updates
Status Updates
Members
Forums
Bookmarks

Files

Activity Goal - To get ready for the upcoming Marketing Board meeting, where we need to present the strategy... [more]

Add Entry Add To Do item Add Section Display: =

~ Purpose and Agenda Actions ~

= Purpose--to prepare for the upcoming Marketing Board meeting on May 10, and develop a great approach to presenting Hide
the plan
by Sally Adams | Today 5:45
Add Comment = Add ToDoltem = Edit More Actions ~

ToDo: nd in a way that's most likely to get approved| x

» More Options
* Required

Save Cancel

Use To Do Items under the overall Purpose and Agenda section to add the main agenda
topics for your meeting. To Do Items can be marked as complete, which is good for tracking
progress during the meeting.

With those four items added, we now have a high-level structure, a clear purpose, and a
set of achievable agenda items—some of which have already been given sections of their
own in the Activity to allow for a greater breakdown of what needs to happen during the
actual meeting (see Figure 4-10 on page 90).

What makes this so great is that there can always be a single version of the upcoming
meeting agenda, instead of a series of agendas that have to be distributed by email. The
days of “Have I got the latest agenda?” are a thing of the past.
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Figure 4-10. Defining the Purpose and Agenda Items for the Meeting

IBM Connections Home Profiles ~ Communities ~ Apps ~ Sally Adams ~

& This Activity ~
Activities To Do List Activity Templates Recent Updates &= This Activity ~ Search Q

Prepare for the Marketing Board Meeting Following Actions ~ Mark Activity Complete Activity Actions ~ Community Actions ~

- (t Albreto’s Marketing Activity Goal - To get ready for the upcoming Marketing Board meeting, where we need to present the strategy... [more]

Team Add Entry Add To Do ltem Add Section Display: [=|=
~ Purpose and Agenda Actions ~
= Purpose--to prepare for the upcoming Marketing Board meeting on May 10, and develop a great approach to presenting Hide
the plan
L] by Sally Adams | Today 5:45

Add Comment | Add To Do tem | Edit = More Actions ~
Overview
[]Agenda Item--Brainstorm how to present the marketing plan in a memorable way, and in a way that's most likely to get  Hide
Recent Updates approved
by Sally Adams | Today 5:49

Status Updates
Members

Add Comment | Add To Do tem | Edit = More Actions ~
Forums

O Agenda Item--Decide who is going to present (please advise availability for May 10 in the main section for that) Hide

Bookmarks by Sally Adams | Today 5:50
Files
Activities Add Comment = Add ToDoltem Edit More Actions ~
Metrics

[]Agenda Item--Take care of any travel and logistical details required for attending and presenting at the marketing board Hide
on May 10
by Sally Adams | Today 5:51

Activity Outline

Recent Updates Add Comment | Add To Doem | Edit | More Actions ~

To Do ltems Add to this section: Entry = To Do ltem

Define the purpose of the meeting in the Purpose and Agenda section of the activity, along
with a set of achievable targets—or agenda topics in this case.

One of the great things about an Activity is that it can be shared with other people. What
you have just created and are viewing on your screen can be viewed and updated by the

other people you have invited. There are three levels of access rights that can be given to
someone: author, reader, and owner.

¢ Authors can add entries, to do items, and sections, as well as leave comments.
They can delete their own items. They can not modify or delete items created by
other members.

* Readers can see what is listed in the Activity, tick off To Do Items assigned
specifically to them, but not add or remove anything else.

L]

Owners have the highest level of access, and are able to do everything an author
can do, plus reorder the various aspects of the Activity, delete items created by
other people, and even delete the Activity entirely.

Let’s move now to collaborating on the agenda.
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Step 5. Collaborate on the Agenda

With the initial structure set for the meeting, it is time to reach out to the other people you
hope will attend. Even if they don’t come to the meeting itself, it would be great to get
their input in advance of the meeting. The ideal situation is that we can invite other people
to collaborate on the upcoming meeting from within the activity. The next best alternative
would be to head away from the activity and alert them to the collaboration opportunity
through another means—an email message, a Sametime instant message, or even a phone
call. Let’s run with the ideal situation and use the activity, because it offers the greatest
simplicity.

The way to achieve this is to create a To Do Item for each person inside the activity, and to
note that you are inviting them to collaborate on the agenda in advance of the meeting.
Use the To Do field to specify what you want from each person (e.g., Edgar—any comments
on this agenda in advance of our meeting?), assign the To Do Item to Edgar, and set a due
date. It is worth taking this approach if you have up to five people involved, because it
clearly lays out the contribution being requested. And it will only take you 1-2 minutes to
do for up to five people.

Figure 4-11. Invite Collaboration on the Agenda

¥ Purpose and Agenda Actions ~
rv’]’w = Purpose--to prepare for the upcoming Marketing Board meeting on May 10, and develop a great approach to presenting Hide
1 / the plan
e by Sally Adams | Today 5:45
Add Comment | Add ToDoltem | Edit | More Actions ~
Overview []Edgar--any comments on this agenda Assigned To: Edgar Wiliams ~ Sally Adams Today 6:23 More
Recent Updates in advance of our meeting?
[[] walter--any comments on this agenda Assigned To: Walter Jones Sally Adams Today 6:23 More
Status Updates in advance of our meeting?
Members
ToDo: Geoff-any comments on this agenda in advance
Forums
Tags:
Bookmarks
Files Assigned To: Geoff Black
. Type to filter this lis
Activities
. Anyone (shared)
Metrics
Andrea Ross
Edgar Williams
Activity Outline @) Geoff Black
Sally Adams
Recent Updates ¥
Walter Jones
To Do ltems
Trash
Members Due date: 3 May 2013 x

Create a To Do Item for each person you want to look over the agenda and provide input. To
Do Items alert each person about what is being asked of them, and can be ticked off as done.

What makes this approach so useful is that the assignee receives an alert via email that
they have a To Do Item to accomplish, and the To Do Item also shows in the Action
Required section of their home screen in Connections. In addition, once they have
provided input, they can mark off the To Do Item to show it has been completed.
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Step 6. Schedule the Meeting

As your colleagues start collaborating with you on the agenda in the activity, some of the
specific topics to be addressed in the “meeting” will often be handled without having to
speak in real time. The activity becomes a meeting place—with people meeting around
content of common interest—and what we usually call a meeting is reserved for the more
difficult issues or those that require real-time interaction. To set up such a meeting, use
the calendaring application in your email client to send out a meeting invitation. In IBM
Notes, open your calendar and click New.> This opens a blank Calendar Entry. Give the
calendar entry a subject, set the date and time, enter the names of your colleagues that
need to attend the meeting (click Required to do free-busy search for the next available
meeting time for everyone), and click on Online Meeting to set up a Sametime meeting. In
the description field include a link to the Activity in IBM Connections, since this is where
the meeting description, agenda, and related discussions are taking place.

Figure 4-12. Create a Calendar Entry in IBM Notes to Schedule the Meeting

Window Help

&8 - SearchAll Calendar Q

A Home g Sally Adams Mail & Calendar - Calend... _j New Calendar Entry for  x
HP =y} Fle e b %
L;‘:) Save and Send Invitations Save as Draft Display~ Delivery Options... Check Calendar...
P4 ~
& [~ Highimportance |~ Returnreceipt |~ Sign |~ Encrypt I~ Mark Private
Calendar Entry ™ Notity Me S
2 @ v 3
& [ ] Meeting = I~ Mark Available
)
# Subject Prepare for the Marketing Board Meeting
x r o r o
Ch When Starts Mon 06/05/2013 1] |10:00am Localtime  [&|
1 hour
Ends: Mon 06/05/2013 fis] [11:00am. @ |Localtime
u* Repeat This entry does not repeat
o
— Who [~ Do notreceive responses from invitees [~ Prevent count [~ Prevent ion
L 2
e Required: |Edgar Williams, Walter Jones, Andrea Ross, Geoff Black,
F' Optional
FYl
o
o Where: Location: Sametime Meeting (see details below)
I~ Include conference call information in the Location
You have not entered any conference call information into your Calendar conference call preference.
Rooms: Find Rooms... |
Resources: || FindResources.. |
Online Meeting: There is an online meeting : Albreto’s ing Team Cancel Online Meeting o

Schedule the meeting by sending a meeting invite in your calendaring application. In IBM
Notes, create a Calendar Entry. In Microsoft Outlook, create a Meeting.

When completed, send the meeting invitation. Your colleagues will be able to accept or
reject the meeting, and once accepted, it will be added into their calendar. When it is time
for the meeting, each attendee will be prompted to join the meeting, and will have all of
the details available immediately to them within the meeting invite.
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Using your calendaring application to schedule the meeting is the most seamless way of
doing so, but there are two other alternatives in IBM Connections that you could pursue.
Both have downsides that limit their effectiveness, but let’s look at each in turn.

Alternative 1. Use Comments in an Activity Entry to Signal Availability

The meeting owner could set up an Entry in the activity to ask the list of desired attendees
when they are unable to meet on a particular day—and set the Notify option on the entry.
On receiving an alert about the entry, each person would open the entry and leave a
comment. This would result in a threaded comment stream showing when people could or
could not meet (see Figure 4-14).

Figure 4-13. Create an Entry to Gauge Availability

Title:

Files Urgent-What times can you meet on Monday?
Activities Tags: meeting-time
Events Attach File | Add Bookmark | Add Custom Fields ~
Metrics ipti 7 - /
Description: -] -+ Font v Size - bl £ [ 5 A &~
=& M BEe
Activity Outline
Recent Updates Hiall
We need to meet on Monday. Whattimes can you meet? Or not meet?
To Do ltems
Trash body p
Members
Section |Purpose and Agenda v|
* Sections
[[] mark this entry private
Add Section
Notify people of this entry
~ Tags ? Notify Type to filter this list
No tags yet [V] Andrea Ross [v] Edgar Wiliams [¥] Geoff Black
[[] sally Adams [v] Walter Jones
Andrea Ross Edgar Wiliams X | | Walter Jones Geoff Black >

Notify Message: Ifthere's a time you can't meet, please leave a

comment. | need your response by 5pm.

Create an Entry to gauge the availability of desired attendees, and send a notification to
request immediate input via the comments against the Event.

Figure 4-14. Meeting Attendees Signal Availability via Comments

Bookmarks

=| Urgent--What times can you meet on Monday? Sally Adams Today 9:14 AM More
Files e Can'tdo 2pm to 3pm. Sorry. Have a client meeting | can't change Andrea Ross Today 9:18 AM More
Activities [E)I'm in the same meeting with Andrea, so 2-3 is out for me too. And Geoff Black Today 9:20 AM More
then | have another meeting immed
Events [=) Between 9am and 11am is best for me. | have other events Edgar Wiliams Today 9:23 AM More
Metrics throughout the day, some of which I could c...

Once all desired attendees have signaled their availability, the meeting owner can choose the
time that works best for as many people as possible.

For a small group it could work if everyone was quick to leave a comment regarding their
availability. For a larger group, it would be unlikely to result in a common meeting time.
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Alternative 2. Use the Events Tool in a Community

The Events tool was added to IBM Connections in Version 4. Since it does not have any
free-busy searching capabilities, it is intended more for advising people about meetings
they could attend. In theory, however, an event could be created for your upcoming
meeting, and your colleagues could respond with their intention to attend or not.

To create an event in your community, first add the Events tool in the same way we added
the Activities tool (see Step 2 in this chapter, and the instructions on page 85). Once the
tool is added, click Events on the left-hand navigator, and then click Create an Event. Give
the event a title, a tag or two (planning-meeting), set the start and end times, the location,
include a link to the activity in the description field, and tick Notify Community Members.
Click Save when finished. These steps create a meeting which people can choose to attend
or not. If they will attend, they can click the Add to Calendar button to have it appear there.

Figure 4-15. An Opt-In Event in Your Community

Albreto's Marketing Team Stop Following this Community Community Actions ~
~ it Albreto’s Marketing Back to community events

Team Prepare for the Marketing Board Meeting

Created by Sally Adams =~ When: Monday 6/05/2013  Time: 10:00 AM - 11:00 AM  Tags:planning-meefing = Location:Sametime Online Meeting

l{ﬁ%} Will Not Attend Follow Edit More Actions ~
L“ I

Description:

Meeting on Monday at 10am to discuss the upcoming Marketing Board meeting. See the Activity for the agenda, task list, and more.

Overview

Recent Updates ~ 3 People Attending
Status Updates

Edgar Wiliams
Members Owner

Forums

Bookmarks Geoff Black
Files n Member
Activities Saty Adams
Events n Owner

Metrics

~ Tags 2

Find a Tag

~ Comments (1)
planning-meeting

Cloud List n Geoff Black commented on Today 9:35 AM
Thanks Sally. That time is great for me.

Delete

An Event can be used to signal an opportunity to attend a meeting. People can say whether
they will or will not attend the meeting, but there is no free-busy search.

While in theory an Event could be used for scheduling the meeting, in practice there are
two issues which limit its effectiveness. First, there is no free-busy search. Second, each
accepted event needs to be added to each individual’s calendar—manually, and by them.
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Sidebar: Accessing an Activity from a Mobile Device

The mobile apps for IBM Connections provide access to Activities. Users can access, view,
edit, and add entries, to do items, and comments to an Activity from a mobile device. If
they own the activity, they can also edit the activity title, description, and other details.

From an iPhone, for example, you can browse an Activity, contribute comments, and keep
track of what is happening. This means that highly mobile workers have full access to their
activities while out-and-about. Note, however, that given the size of the iPhone’s screen,
once the keyboard is extended there is very little space for viewing what you are
contributing. You can definitely do it, but it is not the most optimal approach for constant
access. In summary, on an iPhone and other smaller screen mobile devices, the mobile app
offers a great but limited approach for viewing an activity and sometimes adding or
editing entries, to do items, and comments.

Figure 4-16. Access an Activity on an iPhone
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Access Activities on an iPhone to stay current with what is happening. You can add entries
and to do items to the activity on an iPhone, but not edit current entries or to do items.

The mobile apps for iPad and Android tablets obviously give more screen space for
making changes to an activity.
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Step 7. It’s Meeting Time—Using IBM Sametime

IBM Sametime is a complementary application to IBM Connections that enables people to
hold meetings, and use screen sharing, voice, video, and instant messaging tools to
communicate during the meeting. It is a web conferencing application from IBM. The
beauty of using IBM Sametime for a meeting is that no one has to travel to attend; they
turn to their computer, tablet, or smartphone from wherever they are, connect to the
meeting, and they are in.®

Figure 4-17. Use IBM Sametime to Hold an Online Meeting
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Hold your meeting using IBM Sametime, which allows everyone to meet via computer or
tablet without having to travel. Share the activity in the meeting and work on it together.

Once you have started the Sametime meeting, bring up the activity you have been working
on during earlier steps in this chapter, and share it with all meeting participants. This
allows everyone to view the activity on their screens, and as you make changes to the
entries and to do items, all participants will see you doing so. This helps with keeping
everyone on the same page during the meeting. Of course other people can separately
update the activity with entries, to do items, and comments during the meeting (using a
web browser or a mobile app), and these will be displayed for everyone to see as
Sametime updates the screen.
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Using IBM Sametime gives you additional options during the meeting, such as:

Showing a Presentation. During the discussion about who will present, the
meeting leader could open a draft presentation and review the key ideas.

Adding Someone Else to the Meeting. If you need input from someone else during
the meeting, and assuming they are available, you can quickly add them to the
meeting. They can provide their input quickly, and then leave.

IBM has released mobile apps for attending Sametime Meetings on i0OS and Android
devices. On an iPad, connect to the App Store and install the IBM Sametime Meetings app.

You can attend the meeting just like you would on a laptop computer.

Figure 4-18. Mobile Apps for Sametime Meetings
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Mobile apps enable meeting participants to join a Sametime Meeting from tablets. There is
even a version for the iPhone, but be aware of screen size limitations.

One final comment: it is difficult for one person to take notes on the meeting, keep the
activity up-to-date, and fully participate in the flow of the verbal discussion. If you have

someone who can do all three tasks, give them the job. If you do not, separate the duties so

the people who need to discuss ideas are not also the note taker.
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Step 8. Follow-Up After the Meeting

During the meeting appropriate entries, comments, and to do items should be captured
within the activity, and as agenda items are completed they should be marked as such. At
the conclusion of the meeting, the meeting leader should do a final check with everyone to
ensure that all issues and topics have been raised, and that everything people have agreed
to do has been documented in the activity as to do items.

Figure 4-19. Defining a Shared List of To Do Items in the Activity
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Using the Post-Meeting Follow-Up section in the Activity, the team members jointly note
what has to happen after the meeting has concluded. To Do Items are assigned to individual
people so everyone has clarity on who is doing what to move the team closer to success.

Once the meeting in IBM Sametime is finished, the participants switch into execution
mode and should be making progress on the items they have been assigned. As this
happens, here are a couple of suggestions:

1. Tick Completed To Do Items. As you complete to do items that have been assigned
to you, tick them to show they have been completed. The activity gives a common
view on what is happening across the team, demonstrates forward momentum,
and encourages others to get their tasks completed.

2. Ask for Input When Required. Collaboration software such as IBM Connections
helps people to collaborate, but just because you have been assigned a task
doesn’t mean you have to do it alone. If you need input from other people, post a
comment in the activity to request that, or use IBM Sametime to have a quick chat.

Your activity in IBM Connections supports planning for the meeting, completing some
meeting tasks before the meeting, documenting things to do during the meeting, and
keeping everyone aligned after the meeting. Make effective use of it.
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Closing Comments on Managing Meetings with IBM Connections

We started this chapter by reviewing what is wrong with many meetings today, and
observed that the most significant issues can not be solved solely by using a new piece of
technology. Numerous organizational and human behavioral issues need to be dealt with
on an ongoing basis in order to improve meetings—such as having a strong agenda,
inviting the right people to the meeting, and

using meeting time to maximum effect. In the The most significant

context of addressing those issues, we have issues related to meetin
explored how Connections and Sametime) can u g

be used to enhance meetings. ineffectiveness can not be
solved solely by using a

Here are three closing comments: .
new piece of technology.

1. Using Activities for Ongoing Meetings.
If you have a meeting that recurs on a weekly or monthly basis, you could either
use one Activity for all instances of the meeting, or have a separate Activity for
each meeting. There are pros and cons for both approaches, but the former
approach of using one Activity for all meetings seems the best. It means your
team members only have one Activity to work with, and that all previous
discussions, agenda topics, to do items, and any associated comments are always
available in the Activity. New people joining the team can scan through the
historical record contained in the Activity, and quickly get up-to-speed with
what’s going on. If there is one Activity per meeting on-the-other-hand, the task of
tracking back through previous meetings is more of a challenge, as is the task of
setting up each new meeting as its own Activity.”

2. Accessing Activities through IBM Notes. Activities can be added to the sidebar in
IBM Notes, providing access directly inside the Notes interface. You can add and
edit entries and to do items, add members to the activity, and even drag-and-drop
email messages or individual attachments from IBM Notes into the activity.
Activities are synchronized through the IBM Notes replicator for offline access,
meaning that any changes made while offline will be resynchronized with your
Connections server when you next connect to the network. There are a few
settings that need to be configured in your IBM Notes client in order for this to
work; talk to your IT department for the correct settings in your organization.

3. Supporting Big Meetings. The scenario in this chapter was a meeting for a small
group. If you are planning for a multi-day “big meeting”—for hundreds or
thousands of people—use a community instead of an activity. You will need to
hold discussions, capture ideas, and share updates among the meeting planners,
which are all scenarios we cover in the upcoming chapters.

In summary, let’s work to make meetings better through improved meeting practices and
better meeting technology.
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Case Studies

Enhanced ways of managing meetings using IBM Connections is a reality for many
organizations today. Let’s look at two of those, both from the Netherlands.

Silverside

A boutique IT consulting firm based in Gouda, Silverside advises organizations on
improving business outcomes through better collaboration. With partnerships with
Microsoft, IBM, and other vendors, Silverside works to bring together the best offering for
the client’s requirements and business goals, implemented by Silverside’s methodology.

Silverside’s consultants work remotely from home or at a client’s site for most of the
week, but everyone comes to the office on Monday. The first meeting on Monday morning
is for Sales and Marketing, during which all current work for clients is reviewed. An
activity in IBM Connections is used during the meeting to capture thinking, delegate tasks,
and achieve a common statement of planned intent. If the firm has won new customers, or
is planning a new marketing event, all of those details are included in the activity.

The whole company meets from 11-12pm on Monday. The topics to discuss during this
weekly meeting are held in an activity in IBM Connections, which during the meeting is
displayed onto a large screen for everyone to see. The meeting reviews the highlights from
the earlier Sales and Marketing meeting, previews the work coming up over the next
week, gives people with extra availability an opportunity to take on additional tasks, and
provides a forum for raising and discussing essential topics.

Decisions, action points, and topics for future meetings are written into the activity, which
everyone can access in Connections at any time. And of course to do items in the activity
that are assigned to an individual show up in their individual task list in Connections,
which means consultants have the global statement of intent and their own task list.

Roland Driesen, Director of Research & Development, comments on the use of meetings:

With everyone handling about five projects in parallel and visiting a lot of different
customers during the week our work and communication is hard to structure. We
found that email, phone calls and one-on-one meetings were time consuming. Since
we implemented a common collaboration language, planned the weekly company
meeting to control our priorities, and re-introduced IBM Notes, Sametime and
Connections, we became more effective and better informed. By creating live minutes
of our meetings in Connections we have introduced a shared overview, more
discussion and more control over important tasks. The result is a better informed and
more productive team that has less stress and more fun.

Silverside uses IBM Connections for a range of other scenarios too, including creating
documentation, holding discussions, and managing events.
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Saxion University of Applied Sciences

With 2,300 employees and 24,000 students, Saxion University of Applied Sciences is one
of the largest higher education institutions in the Netherlands.® The university is spread
across four locations, and offers teaching and research in almost 100 areas. Driven by a
vision of the new world of work in the
21st century, Saxion embarked on a

: : Driven by a vision of the new
journey to make work more effective,

efficient, and flexible. Starting in 2011, world of work in the 21st

IBM Connections was part of the century, Saxion embarked on a
technology that enabled this journey. journey to make work more

In its early user adoption work, and a effective, efficient, and flexible.

pilot project with 55 employees, there

was a significant focus on understanding the way work was getting done currently, and re-
imagining how to do it better using IBM Connections. One of the early challenges
identified was the lack of effectiveness and efficiency in meeting practices. The group
running the pilot project developed a way to improve meeting effectiveness and efficiency
using Activities in IBM Connections.

In Saxion’s model, while Activities provides a common storage place for all meeting-
related information, three behaviors formed the behavioral framework for effective
meetings: preparation, holding the actual meeting, and processing of actions.

Marion Vrielink, an ICT Advisor at Saxion University, comments that the new way of
holding meetings had a significant impact:

The result is a more efficient and effective meeting culture with clear agreements and
a central (digital) place for sharing and collaborating on meeting information,
accessible from any device, any time and anywhere. People no longer need to search
through different folders, mailboxes, and shared drives to find meeting information;
they always have all recent meeting information in one digital overview, such as the
meeting agenda, actions, decisions, documents, discussions and announcements. By
doing their work (collaborating around meetings) using an Activity, employees are
contributing information and automatically enriching their own Profile with their
expertise. This has positive flow-on effects for Saxion, our employees, and students.

In keeping with the use of one Activity for managing multiple recurring meetings, Saxion
creates a section in a meeting activity called Proposed Decisions and another section called
Decisions. The proposed decisions section contains a brief statement of all proposed
decisions, for discussion before, during, or after any one meeting—and could link to a
discussion forum for deeper analysis. As decisions are made, these are shifted into the
Decisions section so the team has a consolidated list of all decisions spanning all of its
meetings.
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Advanced Concepts

In this chapter we have talked about how to use IBM Connections for managing meetings.
Let’s explore three advanced concepts in relation to managing meetings:

1. Re-thinking the need to have a meeting.

2. When it's worth paying the price for face-to-face meetings.

3. The availability of video meetings from wherever you work.
Re-Thinking the Need to Have a Meeting

One of the possibilities we have when empowered with new technology is to re-think the
activities that have become common place in light of earlier technological capabilities. The
need to meet provides us with one such possibility.

A meeting represents a specific form for getting something done—by bringing people
together at the same time and perhaps at the same place, everyone can hear what the
other meeting participants are saying, a sense of whether there is common agreement or
not can emerge, and decisions can be made in light of those factors. There are instances
when a meeting as the form of achieving these objectives remain absolutely essential, but
there are other times when a different form could be used for achieving the same
outcomes. For example:

® Meetings held to discuss the pros and cons of an idea could be replaced with a
discussion forum in IBM Connections (see chapter 5). If the right people are
involved, the need to meet around a table could go away entirely—the meeting is
an older form of discussion that can be replaced with a newer form.

Meetings held for the purpose of deciding priorities and allocating resources
could be replaced with a structured list of possible initiatives, along with a means
for the right people to comment on and rate the initiatives they believe should be
supported. This would allow the initiatives that were viewed highly to rise to the
top of the priority list, without having to resort to a meeting.

The Clifford Chance Foundation, the charitable arm of the global Clifford Chance legal firm,
has experienced such a re-thinking that replaces two forms—meetings and emails—with
a wiki for decision-making and resource allocation.’

The Clifford Chance Foundation is made up of staff of all levels of seniority from across
the whole firm, who come together to review applications for funding for charitable
causes. As a virtual group tasked with making recommendations to the board, they
have an operational challenge—they can only have so many conference calls, each of
which must be focused on reaching decisions quickly. If each application were e-
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mailed to every member, the number of interactions and disjointed discussions would
be considerable and inefficient.

The introduction of wikis into this environment means that group members can now
post each new application to their designated wiki, along with meeting agendas,
minutes, decisions and management communications. With everyone’s contributions
organised by topic, the wiki makes it easy for members to comment on submissions or
help draft communications. A daily e-mail alert with links to the most recent additions
means that members can see who changed what and when, on each page. Using the
wiki is a much more efficient way of collaborating than relying on Microsoft Word
and e-malil, as fewer interactions means less chance of missing something. Foundation
members claim that their

meetings are far more focused Corporate email messages,
because most of the discussion . .
takes place beforehand. Intranet pews 1tems, posters on
the wall in the lunch room are all
Corporate email messages, intranet examples Of how new technology

news items, posters on the wall in the ] ]
lunch room are all examples of how new has enabled a re-thlnklng of how

technology has enabled a re-thinkingof ~ to distribute information.

how to distribute information to people

beyond having a meeting for that

purpose. IBM Connections allows us to go further than this, and to re-think even more of
the meetings we have. Let’s face it: we have too many meetings of the wrong type now,
and this fact cheapens those meetings that are essential. Let’s re-think the poorly-
executed meetings and lay the foundation for wonderfully-executed meetings.

Sometimes It’s Worth Paying the Price to Meet Face-to-Face

There are times when it’s worth paying the price to meet face-to-face, and insisting on a
remote meeting in such cases will significantly undermine the efficacy of the interaction.
Here’s five factors to consider when choosing a remote or in-person meeting:

*  Type of Meeting. What's the nature of the meeting? Giving a talk to a large group,
leading a workshop, interviewing business people about their work ... these lend
themselves more to face-to-face interaction. If it's a routine catchup between
existing team members, forget the travel and look for remote meeting
approaches. That’s said, it’s great to bring team members together at least twice a
year, to help with building trust, reestablishing team bonds, and given people an
opportunity to celebrate their successes together.

* Length of the Meeting. How long is the target meeting for? Between one and three
hours is about the maximum for an effective meeting by video or web conference.
Once it gets much longer than that, being there in person becomes more
important. For example, sitting through an all-day meeting where team members
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are conferencing in, means participants use so much extra energy just to hear
what other participants are saying.

Time Zone Differences. How many time zones are we crossing, and for how long? If
your teams are at opposite sides of the globe, and thus transversing 12 or so time
zones, meetings and presentations had better be short. For longer events—day
long or multi-day meetings—turning up in person may be worth it.

Questions That Can Only Be Asked Face-to-Face. Are there questions that can really
only be asked face-to-face, because they involve a subtle interplay between
words, facial expressions, and body language? Business development questions
are often of this nature.

Facial Expressions and Body Language. How important is it to be able to read facial
expressions and body language, and to incorporate those observations into your
approach to the meeting? If it’s a routine meeting with people you know well, you
can probably guess what their facial expression looks like. Actually being there
isn’t important. For new teams, or when new team members are added to an
existing group, being there becomes more important.

It's not always possible to meet for a face-to-face meeting, but sometimes it’s essential.

Figure 4-20. Choosing Between a Remote Meeting or a Face-to-Face Meeting

Factor Remote Meeting Face-to-Face Meeting
Type of meeting Routine catchup between Talking to a large group,
existing team members leading a workshop, interviews

Length of meeting | Between one and three hours More than three hours; one to

three days (or more)

Time zone Only a few time zones Many time zones

differences

Questions/Topics Questions and topics that are Confidential, sensitive, or
regularly discussed difficult topics

Facial Expressions | Already know their facial Vital to understanding and

and Body Language | expressions and body language | guiding the meeting

When choosing between a remote or face-to-face meeting, look for the presence of multiple
factors lining up under either type. Once you have got three factors, that’s usually the
approach to take.



Managing Meetings with IBM Connections 105

Video Meetings Where You Work

There’s an interesting change afoot in how video conferencing is used for meeting with
others, and it has a direct bearing on the use of IBM Connections. Two reports in
September 2012 made the following observations:

*  CFOs place high priority on making more video conferencing equipment available,
in order to reduce travel costs and the associated impacts.!°

In recent expenditure patterns, organizations are de-emphasizing room-based
video conferencing equipment (including full-immersive telepresence
equipment) and shifting more towards video-enabled desk phones and desktop
video devices.!!

Throw in the tremendous traction gained by Apple over the past two years with the
second, third, and fourth generations of the iPad, all of which support video meetings, and
you have the makings of a new story: video conferencing where you work, not where you
go to have a meeting.

When done right, room-based video conferencing is tremendous. That point isn’t up for
negotiation. Being done right means big screens, great audio, and a jitter-free experience.
If you are lucky enough to work at an organization that makes telepresence suites
available for inter-office meetings, the experience is even more incredible. It's supposed to
be “as good as being there,” but given you don’t have to travel for a few hours either side
of the meeting, perhaps it’s “even better than being there.” However, while room-based
video conferencing and telepresence does have a place for small and large group meetings,
(a) you still have to go somewhere different to
where you work to participate, and (b) it’s hard
booking such a room on a regular basis for a one-to- If you have a tablet or
one meeting. If such meeting rooms are scare, most smartphone, wherever

organizations will prioritize those for group you are, regardless of
meetings rather than one-to-one discussions, unless being at your desk or

of course you happen to be the CEO. o
not, you can initiate or

Which brings us to video conferencing where you jOil’l a video meeting.
work. PBX-based video conferencing systems that

put a video-equipped phone on your desktop, took

the leading position for video shipments in 2Q 2012 (see the Infonetics study). If it hadn’t
been for the growth in that segment, according to Infonetics, the whole video conferencing
and telepresence market would have reported much worse figures. If the person calling
you has a video phone too, you get desktop-to-desktop video in the flow of day-to-day
work. If you have a tablet or smartphone with video capabilities—an iPhone or iPad with
FaceTime for example—you can achieve the same outcome without requiring special
hardware. Wherever you are, regardless of being at your desk or not, you can initiate or
join a video meeting.
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Action Plan

STRATEGY

Evaluate the effectiveness
of your current meetings,
and list what is and isn’t
working as well as it could
or should.

Review the approaches in
this chapter which offer
new ways of managing
° your meeting information,
\ and provide new ways of
\ actually meeting.

ACTION PLAN

Managing Meetings

Stop distributing Experiment with IBM Improve your team’s
meeting agendas, Sametime as a capability to have a
minutes, and tasks by replacement for productive meeting.
email. Start using an audio conferences Schedule a workshop
Activity in IBM and some meetings to explore best
Connections instead. that currently require practices in holding

travel. Talk with your effective meetings.
team and colleagues

about what does and

doesn’t work with

the new approaches.
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Summary

People spend a lot of time in meetings, and well designed meetings can be a very effective
forum for collaboration. In this chapter we have looked at how you can use IBM
Connections to support meetings, from the initial planning phase through to post-meeting
follow-up. IBM Sametime offers complementary

capabilities for holding the actual meeting when the

meeting participants can’t be in the same location. In this Chapter we have
After looking. at how two organi.zations.are using looked at how you can
IBM Connections to support their meetings today, .
we looked at three advanced concepts, including use IBM Connections to
whether a meeting is necessary or not, and the Support meetings, from

move to video meetings where you work. the initial planning

Meetings are a common forum for holding phase thI‘Ongh to post-
discussions, but discussions don't have to be meeting follow-up.
limited to real-time meetings. In the next chapter

we investigate how to use IBM Connections for

holding discussions when participants can't be in the same location or meet at the same
item.
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1T haven’'t met Tim Lewis (yet), but this quote about meetings is something he said in 2002 while the
Manager of Knowledge and Culture at Eddie Bauer. I like it—it captures a reality I fully agree with,
and try hard to live. For the quote, see www.netspeedleadership.com/article.php?article=14. For
Tim, see www.linkedin.com/pub/tim-lewis/3/967 /48a.

2 See Rachel Emma Silverman, Where's the Boss? Trapped in a Meeting, WS] Online, February 2012, at
i . /article/SB10001424052970204642604577215013504567548.html.

3 See Jeff Conklin’s book, Dialogue Mapping: Building Shared Understanding of Wicked Problems, at
www.amazon.com/Dial -Mapping-Building-Understanding-Problem 47001

4If you are not going to use a Community to host the Activities tool for your meeting, look for the
Apps tab at the top of the screen in IBM Connections. Open the Activities tool, and click Start an
Activity. This will create a standalone activity for your meeting.

5 For organizations using Microsoft Outlook for calendaring, the steps are similar. Talk to a colleague
or your IT group for specific guidance based on the version of Microsoft Outlook you have available.

6 If you are unsure whether your organization is licensed to use IBM Sametime, please check with
your IT department. It may be available but you don’t know about it. Or it may not be available, but
you could champion for it given the potential benefits. For more details about IBM Sametime, see

7 Sasja Beerendonk and Marion Vrielink facilitated a Birds-of-the-Feather session at IBM Connect
2013 on using activities to manage meetings, and one of the topics in that discussion was about
using a single activity for multiple meetings. The discussion went well, and I captured some notes on
my blog; see currents.michaelsampson.net/2013/01/bof106.html. Alan Hamilton, a Social Business
Consultant with IBM in the UK, has also written about using one activity for multiple meetings. You
will observe that Alan’s screenshots are from an earller version of IBM Connectlons See

8 The case study on Saxion University is based on a presentation at Social Connections IV in

December 2012 (see www.slideshare.net/soccnx/managing-meetings-effectively-with-activities),
and an update at BLUG in March 2013 (see www.blug.be/blug.nsf/pages/Event20130321_Sessions).

9 See my blog post, From Email to Wiki: A Clifford Chance Case Study, at
currents.michaelsampson.net/2010/10/from-email-to-wiki.html. While Clifford Chance is not using

IBM Connections—Atlassian Confluence and Microsoft SharePoint are the tools of choice—the
concept is what’s important.

10 This is from a Deloitte survey of 250 CFOs around the world. See CFOs playing bigger role in
driving sustamabllzty efforts in their orgamzatlons from September 18,2012, at

1 Infonetics Research, Enterprise videoconferencing bogged down in Q2 by Europe, public sector,

September 2012, at www.infonetics.com/pr/2012/2Q12-Enterprise-Telepresence-and-Video-
Conferencing-Market-Highlights.asp.
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Chapter 5.
Holding Discussions with IBM
Connections

The true spirit of conversation consists in building on another man’s
observation, not overturning it. !

Edward G. Bulwer-Lytton

There is nothing quite as satisfying as a great conversation with a group of people who
share a common interest, are working towards a common outcome, or who really want to
work something out. If you can get the dynamics right and people check their egos at the
door, it's almost a magical experience. The ideas are flowing. People are sharing different
perspectives. Disagreements arise. Alternative ways of handling the matter are explored.
Tempers flare. Passion is stirred. A compromise is mooted. There’s more discussion. A
new way begins to be understood. And by the end of the conversation, the group has
coalesced around a way forward, one that’s mutually satisfying, and one that couldn’t have
happened without everyone’s full participation. Such conversations are all too rare in
business life, and we need more of them. This chapter shows how to use IBM Connections
for holding discussions in a collaborative setting.

In this chapter, we will:

Look at current ways of holding a discussion using email, and the limitations of
such an approach.

Consider new ways of holding discussions in IBM Connections, especially when
team members are unable to travel for a face-to-face meeting.

Investigate how firms are using IBM Connections for discussions today.

Explore a number of advanced concepts, such as how to engage quieter people.
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The Theory of Holding a Discussion

A discussion provides a means for individuals, a team, or a group to discuss ideas,
challenges, problems, and opportunities, with a view to exploring the boundaries of what’s
known and lay the basis for making a decision. Discussions are frequently held around a
meeting table, which allows the participants to both hear the words and read the body
language and vocal intonation of other speakers. Due to the difficulties of getting everyone
necessary around a meeting table

whenever a discussion is required, While there are some

discussions are also frequently held by . . .
email. However, while there are some efficiencies to be galned by

efficiencies to be gained by holding a holding a discussion by email,
discussion by email, the approachisnot the approach is not without

without significant problems, such as ignificant problem h as
confusion around conversation flow S1g8 Cant problems, such a

and context. This leads to:? confusion around conversation
flow and context.

Frustration. People in the team

can get frustrated with each

other because their conversation is rendered chaotic by email. The academics tell

us that failing to get team members to have the same mind and outlook on a

project is one of the most significant roadblocks to project success; continually

being frustrated with others does not contribute to healthy inter-team member

relations and can hinder people from reaching a common position.

Misunderstandings. It is very easy for people to add or remove others from
specific messages in a thread, which means that everyone who received the
original message is not guaranteed of seeing every resultant messages. Some
people are added; others are removed. Thus not everyone is going to have the full
picture of the conversation, and if they have missed out on certain important
messages, they’re will not have the same view or perspective on the conversation
that others have. This can lead to mis-understanding and conflict.

Constant Re-evaluation of Topic Fit. New messages that arrive late in the piece
force each recipient to cast their mind back to where the conversation currently
stands, and then to re-evaluate just where precisely in that neatly ordered
representation the new message should be slotted. Email helps greatly with
helping people say what they want to say when they want to say it, but it doesn’t
help everyone else comprehend the important of what’s being said. They’ve got to
figure it out for themselves.

Fragmented and Time-Delayed Conversations. While email is designed as a store-
and-forward communication environment, which gives great power to all
involved to communicate when they are ready to do so, such time delays in
communication endeavors leads to fragmented conversations. You ask for
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feedback on something that you’re working on; it may take three or four days
before you've heard back from everyone, by which time the issue is no longer
relevant. And even if you do email others to let them know that you're no longer
looking for input, it is most likely that others will review the older messages first,
thus responding anyway. You are going to get messages that you don’t need
anymore (and some of the subsequent points raised may make you re-evaluate
decisions that can’t be changed easily now), while other people are going to waste
their time giving input that can no longer be fruitfully used.

Scattered Messages. Merely looking at your email inbox isn’t going to give you a
total sense of a conversation that you are involved with, because it misses all of
your contributions. Where are those? In your Sent folder. The majority of email
clients do not show your

contributions in line with

contributions of others, Email means that people have to

instead moving them off work harder to follow the flow of
somewhere else. . ;
a conversation than they would if

Email means that people have to more conversationally correct

work harder to follow the flow of a tools or approaches were used.
conversation than they would if

more conversationally correct tools

or approaches were used. A discussion forum, for example, enables people to specifically
insert their feedback and thoughts into the correct place in a conversation hierarchy.

By changing the technology used for holding discussions, individuals, teams, and groups
can improve both discussion efficiency and discussion effectiveness:

Discussion Efficiency. The purely mechanical tasks of holding a discussion are
more efficient in a discussion forum compared to a collection of email messages.
Where to click to read the latest messages is more clearly stated, and these new
messages are shown immediately in the context of prior messages. People don’t
have to try to remember which discussion a particular thought is part of; it’s
obvious just by looking at where it is positioned.

Discussion Effectiveness. Holding a discussion in a discussion forum can positively
impact the effectiveness of the discussion. Wider participation from people with
diverse perspectives can be achieved in the discussion, since it is more accessible
for input from other people, instead of being limited by design to those who were
included in the original email thread. A second way of increasing discussion
effectiveness is through the retention of the discussion for future reference by
staff, and the incorporation of the discussion in search results. People can look
back to see the thinking behind decisions, and if the thinking is more widely
applicable, can leverage earlier approaches in current challenges.

There’s a lot to be gained by shifting discussions out of email and into a discussion forum.
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How to Hold a Discussion in IBM Connections

The Marketing Board presentation was a resounding success. While it had been up to
Geoff to make the pitch on the day for a new approach to marketing at Albreto, the
whole team were able to share in the after glow—their work had paid off, they’d been
given the green light to proceed, and they saw great things in the future. Equally true
was the realization that this was the beginning of the real journey. The essential
change in strategy was to cease viewing the marketing function at Albreto as an add-
on to the real work of product development, but instead to integrate customer-led
thinking into the way products were imagined, drafted, designed, and manufactured.
Sure this approach had worked 20 years ago when Albreto was new to the market, but
times had changed.

“We’ve got a million things to do now,” said Geoff, with obvious exaggeration, but the
other team members knew what he was saying. “How do we pull together our best
thinking and the different ideas we’ve discussed in passing into an integrated set of
ideas that will help us move forward?”

“Let’s have a marketing retreat,” suggested Walter. “We could get together for two,
maybe three days, and plan out what we’re going to do.”

“That is a very common way of working around here,” offered Andrea. “The trouble
would be finding a time that would suit us all, given our other work and family
commitments. But perhaps we could pull it off.”

“Mmm, I'm less sure,” said Sally. “You are right: it is a very common way of working
here at Albreto, and we could take three days, but ... I think there’s a better way.”

“You're not going to suggest a three-day video conference, are you?” said Geoff. “We
tried one of those once, and it was an unmitigated disaster.”

“Don’t worry, I'm not thinking of that,” replied Sally. “What I am thinking of is this:
how about we use a Forum in IBM Connections to get the integrated set of ideas that
you want, without requiring travel for a two or three day meeting.”

“What does a Forum offer us?” asked Edgar.

“It’s a very simple concept,” said Sally. “It gives us a way of having a conversation
about our topics, and we can do it from wherever we are—the office, the road, even at
home. Everything is captured in one place, and we can each see what everyone else
has said. There’s a few things we need to get right in order to make the human side of
it work, but it’s a great alternative to taking a chunk of time away from the office.”

“I'm willing to give it a try,” said Geoff. “We’ve already experienced the power of IBM
Connections in getting to this point. What about the rest of you? Are you in?”
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Step 1. Determine the Nature of the Discussion Forum

After Geoff had asked if the other team members were willing to give the Forum a try,
Sally had quickly interrupted and said there was a twist they needed to discuss first. That
was whether they were willing to have their conversation openly so that anyone else from
Albreto could see what they were saying, or whether they wanted it to be a private
discussion just for the marketing team. Walter and Andrea had both immediately
expressed their dislike of the open conversation idea, and that they should quickly drop
the whole Forum thing. Sally asked them to suspend judgment for a couple of minutes, and
said that IBM Connections supported both approaches, and that it was up to the team to
make the decision whether they’d run with a public forum or a private one. Geoff then
asked Sally what she saw as the differences between the two approaches, and after
searching for a moment, she pulled up a chart that laid out four differences.

Figure 5-1. Deciding on a Public or Private Forum

Decision Attribute

Public Forum

Private Forum

Confidentiality over
discussion items

Anyone with access to IBM
Connections at work can see
and contribute towards
discussion items. It’s an open
conversation.

Only those people invited to
the Forum can see and
contribute discussion items.
It's hidden and private.

Suitability for
discussing sensitive or
secret topics

Low suitability. Anyone with
access to Connections will be

able to see what is being said.

High suitability. You can limit
access to specific people, and
conversation items are
hidden from search results.

Potential for
serendipity in
contributions

High potential. Other people
with an interest in the
discussion can have their
say.

Almost non-existent
potential. You have to be pre-
invited to even know about
the discussion.

Forum compared to a
discussion by email

Improves discussion
efficiency, plus increases the
prospect of discussion
effectiveness through
participation from other
people.

Improves discussion
efficiency, but doesn’t do
anything for discussion
effectiveness because
participation is limited.

There are four differences between public and private forums. In IBM Connections, public
forums are created outside of a community (although a forum could be created in a
community that had open membership). Forums created inside a community can be made
private by setting the community’s access rights to Restricted.
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There are three ways of creating a public forum, and one way of creating a private forum:

Public Forum (Three Approaches). A public forum can be created in one of three
ways in IBM Connections. The first is to create a Forum directly, because the
Forum tool is one of the main out-of-the-box tools that can be created in a
standalone mode. A Forum created in this way has no access privileges; it is open
and public by design. The second and third approaches are to create a community
with Public or Moderated access rights, and then use the Forum tool that is
included by default in the community. Anyone can contribute to a forum in a
public community. Anyone can read the forum in a Moderated community.

Private Forum (One Approach). The Forum tool does not have the concept of
access privileges in IBM Connections. To limit access to a forum, therefore, you
must create a community with Restricted access privileges, and then use the
forum inside the community. People wanting access to the forum must be a
member of the associated community.

In this chapter, we will take the approach of creating a community with Public access
rights and using the forum inside the community. This approach gives the flexibility later
on for using other tools—such as ideation blogs, wikis, and files—for the community of
people that originally came together around the forum. In the previous chapter we created
a community for the Marketing Team. Throughout this book they will continue to use that
community for their internal team-related activities. If the forum they were going to
create was private to the team only, it would make sense to use the Marketing Team
community instead. But since in this chapter the intended community of people is
different for the forum—potentially everyone at Albreto—we need to create a second
community in IBM Connections and use the forum in there.

Step 2. Create a Public Community

As we did in the previous chapter (see instructions on page 84), create a new community
with the following details:

Name. Give the community the name Marketing Albreto to the World.
Tags. Enter the tag marketing.

Web Address. Use the short name of marketing-albreto.

Access. Leave the access as Public - anyone can join.

Description. Write a one to four line description of the community. Start with
something like We all have a role to play in Marketing Albreto. Let’s work together.

Click Save to create the public community.
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Step 3. Give the Forum a Specific Name

The Forum tool is included in a new community by default, and a forum is created for
containing discussion topics, questions, and replies. The name of the forum is the same as
the name of the community, and before we get going we need to change the name of the
forum to something meaningful.

To change the name of the forum, click Change the name of the forum

Forums in the left-hand navigator, and then ~ t0 Something meaningful for
click the Forums tab in the main screen area. the discussion you hope to

Open the Marketing Albreto Lto the World stimulate within the forum.
forum, and under Forum Actions along the

top of the forum click Edit Forum. Change

the name of the forum to something meaningful for the discussion you hope to stimulate
within the forum. For example, Rebooting Marketing at Albreto would be a suitable title,
and should be complemented with a description of the forum.

Figure 5-2. Give Your Forum a Meaningful Title to Focus the Discussion

Edit Forum

*Name:
Rebooting Marketing at Albreto

Tags:
marketing, reboot, third-quarter Add or Remove Tags

Description:

This forum is for di i to ing the ing strategy
and approach at Albreto. The marketing team will be active in this forum, but
marketing Albreto isnt just about the marketing team. We're all in this
together. All ideas welcome.l

* Required

Give the forum a specific name, as a means of signaling the type of discussion you want to
stimulate in the forum. Bland forum names can lead to bland and meandering discussions.

Click Save when finished.
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Step 4. Create the First Discussion Topic

The Forum you have just created is the container in which discussions can be held. It’s like
a meeting room in which meetings can be held, although unlike a meeting room it enables
multiple simultaneous discussions to take place. You begin the first discussion topic by

clicking Start a Topic. The discussion form has one required field, and four optional fields:

*  Atitle for the discussion topic, which is required. A clear title, strongly stated and
with specific details, will draw people into the topic much more than a bland title
will. For example, “Upcoming Marketing Plans” is too weak. “Engaging Customers
Directly through Social Networks in the Third Quarter—Discuss” is a lot better.

*  Atick box for marking the topic as a question. If it’s not a question, don’t tick it.

* Afield for tagging the topic with specific phrases. This helps with describing the
discussion topics in the Forum, and grouping like topics without searching.

* Alarge rich text field for your contribution to the discussion. Rich text means you
can use different fonts, sizes, and colors to help get your message across.

* A place for attaching one or more files to the discussion topic.

Figure 5-3. Creating a Discussion Topic

Rebooting Marketing at Albreto Following Actions~ Forum Actions~

~ Marketing Albreto to
the World Start a Topic
* Title:
Engaging Customers Directly through Social Nef

rt 77 [CIMark this topic as a question

S Tags:

social-networks third-quarter

. HTML Source Rich Text
Overview

Normal ~  Font v  Size v bl ] U 5 A Q- x x? B

EsrE e BBeREE20

Recent Updates

&
&
T

14

Status Updates

(]

Members
One option we have starting from the third quarter is to engage more directly with customers through social networks. There are

Forums many social networks in which our customers participate. Should we make a concerted effort to engage directly with lhem’7|
Bookmarks
Files
Metrics body p Press ALT 0 for help
Attachments:
. Attach a Fik
~ Topic Tags 2 acharie
e . * Required
Save Cancel

Creating a discussion topic is a simple matter of filling out a form. Give the topic a title and
write the initial paragraph or two to stimulate discussion. Adding a tag is a good idea too.
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In a situation like the marketing team’s discussion, where a Forum is being used for the
first time, one person could seed the Forum with a wide range of initial topics and
questions. This means that when other team members visit the Forum for the first time,
they are seeing a list of discussion topics and questions that are relevant to them. From an
adoption perspective, this encourages adoption because the Forum—a mere technical
construct—is diminished in importance and

the content inside—what’s actually relevant Seed the Forum with a list of
to the people—is increased in importance. An

alternative approach is to ask each person in tOpiCS to diminish the fact that
the team to contribute a small number of it's a Forum, and put the focus

topics—between one and three—to the on the content inside.
Forum, so that they get early exposure to the

mechanics of creating a new discussion topic

and feel greater ownership of the initial list of questions. That, too, can benefit the
adoption process albeit in a different way. On balance, I recommend seeding the Forum
with an initial list of topics and questions—five topics or questions seems about the right
number. | think the first impression that the work happening in a Forum is relevant to the
team is more important than the mechanical ability to create a topic. The latter can follow
shortly after, but the first impression is essential.

Figure 5-4. The List of Topics

Tags: marketing, reboot, third-quarter Add or Remove Tags
This forum is for discussing approaches to rebooting the marketing strategy and approach at Albreto. The marketing team will be active in
this forum, but marketing Albreto isn't just about the marketing team. We're all in this together. All ideas welcome:

~ Marketing Albreto to
the World

Start a Topic

(f[!]ﬁ 15015 Previous | Next
[

Topics Replies Likes Latest Postv
J Who do we look to as best-in-class at 0 [=lo Today 11:34 AM
marketing in our industry? In related industrie
N ?
Overview ol
y Sally A y Sally A
Recent Updates Started by Sally Adams By Sally Adams
Status Updates [2] How will we know we have achieved 0 “]o Today 11:33 AM
?
Members success?
Started by Sally Adams By Sally Adams
Forums
Bookmarks J Revamping our Retail Point-of-Presence 0 [=]o Today 11:31 AM
. Displays
Files play
. Started by Sally Adams By Sally Adams
Metrics
=) Becoming a Customer-Led Organization - The 0 [=]o Today 11:29 AM
_— Big Idea
~ Topic Tags 2
P 9 Started by Sally Adams By Sally Adams
Find a Tag — . . i o
=) Engaging Customers Directly through Social 0 [=]o Today 11:28 AM
best-in-class customer-led point- Networks in the Third Quarter - Discuss
of-presence retai social-net
Started by Sally Adams By Sally Adams

warks success third-ouarter

Sally creates an initial list of topics and questions in the new forum, seeding it with content
to stimulate discussion. Discussion topics have a speech bubble icon. Questions are denoted
with an icon with a question mark inside. If the icon for a question is too subtle, just prefix
the topic title with “Question—"to give a clearer statement of what it is supposed to be.
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Step 5. Invite Participation

With the forum established and a set of initial topics and questions added to the forum, it’s
time to invite the other team members to participate. Since the forum is in a community,
the community has the concept of a “membership list.” Clicking the Members link in the
left-hand navigation pane of the community allows you to add or invite members. At the
same time, being a public community, people can elect to join the community without
having to request permission.

In Sally’s case, Walter, Edgar, Andrea, and Geoff already know that the discussion forum is
being created, and will be waiting for an alert to let them know it is ready. Sally can add
them as members to the community. While looking at the members page, she clicks the
Add Members button and enters the names of the people on the marketing team.

Figure 5-5. Invite Participation from Team Members

IBM Connections Home Profiles ~ Communities ~ Apps ~ Sally Adams ~
{§) Communities {#) This Community ~ Search Q
Marketing Albreto to the World Stop Following this Community Community Actions ~
~ Marketing Albreto to Members
the World

Members nvitations

Find a Member

Add Members Invite Members Import Members Export Members
ﬂ] Filter by: | All v
LT
Add Members
Overview Members: | People V| as |Members V| |

Recent Updates
Status Updates Geoff Black (Members) X | | Andrea Ross (Members) X | | Walter Jones (Members) X | | Edgar Wiliams (Members) X
Members

Forums Save Cancel

Bookmarks
Files 1-10f 1 (1 person) Previous  Next

Metrics Sort by: Name | Date Added~

Sally Adams
Owner

Invite participation in the forum by adding team members to the community. They can be
added directly because they already know the forum is coming.

Click Save when you have finished adding the names.
If specific people don’t start participating within a day or two, follow-up to ask when they

will join. Sally should also talk about the forum at the next marketing meeting or
teleconference because that helps to make the forum a real part of the team’s repertoire.
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Step 6. Stimulate Participation, and Be Involved Yourself

Someone has to make the forum work, and to make it real even when it is barely alive.3
That is the key human dynamics principle of holding discussions in IBM Connections.
Being an “Owner” confers benefits and status, but it also carries responsibilities. Making
the forum work by stimulating participation, being deeply involved, and proactively
resolving any discussion problems is a key element of that responsibility. Here are five
specific steps you can take to stimulate participation:

1.

Raise the Important Topics. Create topics and ask questions in the forum that
focus the members on matters of essential interest. In the activity you undertake
in the forum, it is essential that the other members see you as a role model—that
you are posing the right topics, asking the right questions, and doing what you
can to keep the forum focused on its purpose. If as the owner you won'’t take this
role, someone else has to pick it up—or the forum will flounder and die.

Be Involved in Discussions. Be actively involved in the discussion around your own
topics and questions, as well as on the topics and questions that other people
have created. When someone else replies to one of your topics or questions, make
a subsequent reply yourself—acknowledging what they said, or following-up on
something they asked. This validates the core idea that the forum is a real place of
conversation, because the person who left the reply as well as everyone else who
views the discussion topic in the future will see that you have been involved.

Draw in Contributions from Other People. Encourage other people to be actively
involved in the discussion forum. If you know that Kyle from the Product
Development group in the Toronto office has an interest in a specific topic, call
and seek his participation. And thank him when he gets involved. Draw on your
own understanding of the organization and its people to bring the right people to
bear on the current topics in the forum.

Treat the Discussion Forum as a Real Place. Refer to the discussion forum as a real
place during ad-hoc encounters with people, scheduled catchups with staff, and
team or group meetings. If someone raises a vital topic in a meeting, tell them
they should raise it in the Forum.

Steer and Moderate the Discussion. Steer the discussion to the essential matters,
encouraging more discussion where that’s required, and discouraging discussion
where less is necessary. When people are discussing the essential matters that are
core to the purpose of the forum, be involved in the discussion yourself. Tell other
people about the discussion topic and ask them to contribute their point of view
too. On the other hand, discussion topics that are not essential to the forum
should be stopped. For a light touch, leave a reply commenting that you don’t see
this topic or question as essential to the forum, and asking the people involved to
focus on the other topics. If that doesn’t work, and the topic or question is
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garnering activity that is still not essential to the forum, call the people involved
and talk it through. Perhaps they see something in the topic you don’t see. Be
open to learning a different point of view, but if as the owner of the forum you still
think it is non-essential, suggest they move the discussion to another forum.

Sidebar: But This All Takes Too Much Time ...

Someone you work with is going to complain about the “extra time” it takes to use a
discussion forum instead of email. Their complaint will be about all the steps involved
in going into the Forum, creating topics with all the different fields, and then trawling
through the discussion forum to find topics and questions they need to respond to.
“Doesn’t it take less time to just use email?” they ask.

Here’s a way of answering that question.

1. Using a discussion forum does take time, but so does the current approach of
using email. From the perspective of what you have to type to make each
approach work, there isn’t actually a lot of difference though.

2. Ifthe discussion forum takes more time, it does it at the front of the process—
creating the topics or questions, and structuring the forum. By comparison, if it
is quicker with email, it is quicker when creating and sending the initial emails.

3. Incomparison to email, a Forum offers significant benefits over its lifetime.
Previous conversations are not hidden in people’s inboxes, forever lost to the
purview of other people. Expertise is clearly demonstrated in discussion
contributions, and is thus discoverable by other people. Discussions confer
long-term benefits beyond the immediate discussion; when someone is facing
the same issue in 24 months, the whole discussion doesn’t have to be held
again. Open the Forum and the line of argument is in plain view.

4. The real difference is one of perception. Your people have used email for
holding discussions for years, and thus have deeply ingrained habits. How to
use email to hold a discussion has become invisible to them because they have
done it so often. Using a Forum for a discussion is new—and by implication
your people don’t have deeply ingrained habits. These habits have to be learnt.

5. In summary, people are very efficient at using email for holding discussions,
and will initially be inefficient at holding discussions in a Forum. But the
relative effectiveness of using a forum is much higher than using email. Once
people have used a discussion forum for 20 to 30 times, it will start to become
an ingrained way of working ... and the argument will go away. But if it doesn’t
—because the Forum isn’t being used for the right purposes or is being
approached the wrong way—then go back to email.
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Step 7. Remember the Power of the Personal Touch

One of the skills necessary to run an effective discussion forum is knowing when a more
immediate personal touch is needed. While an online discussion forum allows for wider
participation that is not constrained by time and space, having such a discussion can take
much longer than an interactive face-to-face, voice-only, or video-facilitated discussion.
There will be times in the life of a

discussion forum when complementing  \While an online discussion forum

the discussion with a more interactive
format is beneficial. For example:

allows for wider participation
that’s not constrained by time
To Resolve a Differing Opinion and space, having such a

That Text Can’t Achieve. A di . Kk hl
couple of people are going 1Iscussion can take muc onger

back-and-forward on a than an interactive discussion.
particular topic, and each is

getting more entrenched in their own opinion. They are not listening to what the
other is saying. Call for time out on the text-based discussion and schedule a
teleconference—or even a face-to-face meeting if that is practical—to give each
party an interactive forum for discussing, listening, and trying to reach a joint
position. A third person may need to be involved as a facilitator or moderator of
the discussion if the two can’t come to a natural conclusion. Summarize the main
points from the interactive discussion in a post in the online discussion to give
everyone a heads-up on what transpired.

To Thank Individuals For Their Contribution. If someone you haven'’t spent a lot of
time with starts making thought-provoking and valuable contributions to the
discussion forum, reach out to thank them. A genuine thank you in the forum is
appropriate and useful, but if it is possible to go further and thank them in a more
personal way, do so. This could take a variety of forms, such as a phone call to
convey thanks and express interest in their work, scheduling an informal chat
over coffee when you are next at their office location, or sending them a hand-
written note through the internal mail system. Taking such actions outside of the
online discussion forum helps to blur the difference between the online world
and the real world—and help to make both as effective as possible.

To Bring In a Schedule-Slammed Expert. Everyone at your organization will not
have the same ability to actively participate in a text-based discussion. If you need
input on a particular topic from an expert, but they lack the time to deeply engage
on their own, schedule a teleconference or meeting with them. Set the agenda as
discussing particular salient topics, and have a notetaker available to capture the
key ideas, guidance, and specific recommendations from the expert.

In closing, the power of the personal touch shouldn’t be a matter of last resort. Make it a
natural mode of operation to raise the effectiveness of the online discussion forum.
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Engaging with Discussions in IBM Connections from Mobile Devices

As discussions in IBM Connections become a core part of the day-to-day work in your
organization, people will want to be involved in discussions from wherever they are and
using whatever devices they have available. Unless enabled by an administrator, IBM
Connections does not support the

posting of replies to a discussion topic A5 discussions in IBM
by email, even if you have elected to C . b

receive email notifications of new onnections become a c.ore part
topics.* You have two options: of the day-to-day work in your
organization, people will want to

be involved from mobile devices.

Mobile Apps. Use one of the
mobile apps that IBM has
released for IBM Connections
on i0S, Android, and BlackBerry devices. Open the discussion topic, and read it
and any replies. Post your comments as replies, or create new discussion topics.

Mobile Web Browser. Forgo the use of a mobile app and just engage with the
forum through the web browser on your mobile device. Login via the browser just
as you would on a laptop or desktop computer.

Using the mobile app for an Android smartphone, for example, you can quickly get into a
current discussion topic and post a reply. Here’s the steps involved:

1. From your I'm Following screen, notice that a new discussion topic has been
posted in a forum you are active in, or that a reply has been posted to one of your
discussion topics.

2. Touch and hold the notification to open the Select Actions window.

3. Open the topic by touching its name in the Select Actions window—in the case
shown in Figure 5-6, that’s the third option in the list. When it opens on your
smartphone, read the discussion thread.

4. Touch the Reply button at the top of the topic to post a reply to the topic. If you
want to post a reply to one of the existing replies, touch the desired replies and
then touch its associated Reply button.

5. Touch Post at the top of the screen to lodge your reply in the discussion hierarchy.

To post a new discussion topic in the forum, you need to return to the main Connections
screen on your smartphone, and then touch to open the Forums tool. Find the forum in
which you want to post your topic, touch its name to open it, and then touch the plus sign
at the top of the screen. This opens a new topic window, in which you can type a title,
description, and tags. You can also mark the topic as a question.
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Figure 5-6. Discussions Using the Mobile App for Android

A Updates

I'm Following

1

Andrea Ross replied to the Re: Who do we
look to as best-in-class at marketing in our
industry? In related industries? topic thread

in the Rebooting Marketing at Albreto forum.

2 hours ago, 11:34am

Who do we look to as best-in-class at
marketing in our industry? In related 1
industries? We should learn from what other...

I've always thought that Bravo Enterprises does a
very job in this area. They are in our industry, but
not in our current geographies.

We all have arole to play in Marketing
Albreto. Let's work together and develop
better ways of getting the message of
Albreto's great offerings in front of our

ll 1:49 PM

Select Action

Andrea Ross

Re: Who do we look to as best-in-
class at marketing in our industry?
In related industries?

123

target customers.
1 hourago, 12:00pm Rebooting Marketing at Albreto
Sally Adams created a topic named How will
we know we have achieved success? in the
Rebooting Marketing at Albreto forum.

2 hours ago, 11:33am

Sally Adams created a topic named
Revamping our Retail Point-of-Presence
Displays in the Rebooting Marketing at

= & &

A Reply

Title
Who do we look to as best-in-class at marketing in our

industry? In related industries?

We should learn from what other organizations are
doing. Who do we look to as best-in-class in
marketing in our industry? In related industries?

n Sally Adams
5 minutes ago, 1:46pm

L )
‘ [ More Actions...

Re: Who do we look to as best-in-class

Description

Andrea, I'm with you on this. Bravo is
excellent. In our market though, | would
point to Crevas Industrial |

[ Reply

Re: Who do we look to as best-in-class at marketing
in our industry? In related industries?

I've always thought that Bravo Enterprises does a
very job in this area. They are in our industry, but not
in our current geographies.

n Andrea Ross
5 minutes ago, 1:46pm

Engage in discussions in IBM Connections using the mobile app on your smartphone. Open
the topic and create a reply in the discussion hierarchy, or add a new discussion topic.
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Step 8. Don’t Kill Unexpected Participation

By making a discussion forum publicly accessible to people you don’t know in your
organization sets the stage for collaboration. It signals an intentional willingness to hear
from other people—in essence

broadcasting an invitation to participate. You can quickly and effectively

Your response when such participation . . . .
actually happens must align with this kill unexpected participation

underlying collaborative ethos, otherwise by following some devious
making the forum public will have been strategies—but the pOil’lt is
for nothing. . .

that we want to avoid doing so.

You can quickly and effectively kill
unexpected participation by following some devious strategies—but the point is that we
want to avoid doing so. Be careful not to embrace one or more of these strategies:

* Ignoring Their Contribution. Don’t say anything in response to their contribution
in the Forum, and quietly warn other current members of the Forum not to do so
either. Once the unexpected contributor sees that no action is being taken on
what they have said in the forum, they will leave and never come back.

Undermining What They Said. Immediately counter their contribution with a bevy
of reasons why what they have said will not work. Focus on all of the negatives,
and refuse to be drawn into the possibilities. Don’t concede that there is any
potential validity in their contribution.

Playing the Power Card. If the unexpected contributor lacks the formal
qualifications you have amassed, or has little experience in the subject matter, be
quick to point out that you are the established expert and by comparison they
know nothing. For good measure tell them it has been tried before and failed.

Focusing on Style, Not Substance. Comment exclusively on their poor choice of
words, their lack of grammatical coherence, or the extreme brevity through which
they have conveyed their thinking. This will alleviate the need to put any
consideration into the substance of what they have said, and will allow you to
write them off as a lightweight contributor.

Clearly there’s a time and place during the life of a discussion when diverging input is
welcomed and has a possibility of being fully examined. If that time has passed, write a
note to that effect in the discussion forum so unexpected visitors don’t waste their time
writing a comment that will be ignored. If you are no longer open to wider participation
on a particular topic in the discussion forum, clearly say so. It's much better to pay the
lesser cost of a potential misunderstanding than to pay the high cost of a lost collaborator
by ignoring their thoughtful contribution.
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Step 9. Tidy Up the Discussion Forum

The Forum in IBM Connections provides a much improved way of holding discussions. As
long as the forum is active and engaging, there will usually be enough of a shared
conceptual model about what’s happening to make it work for the people involved.

Forums benefit from being tidied up once in a while. Such tidying up includes:
*  Locking Non-Current Discussion Topics. A locked topic prevents people from
commenting further (see Figure 5-7) and sends a clear signal about which topics

are current, which are not, and encourages people to spend their time on the
current topics. You need to be a community owner to lock a topic. If you don’t
want to lock a topic and prevent replies, but still want to signal non-currency,
prefix the topic title with the word “Closed” and the date on which it was closed.

Marking Questions as Answered. Discussion topics raised as questions should be
marked as answered when the appropriate answer has been given. Either the
original topic author needs to do this, or one of the community owners.

Highlighting the Impacts. Point to the impact a topic had in your organization. If
the discussion led to the revision of an organizational policy, it’s good to say that.
The people who were involved in the discussion at the time will recall what
happened, but it’s good to state the wider outcome of the discussion—because it
shows that the forum is a real, valid, and essential part of organizational life.
Otherwise over time people will forget, and new people won’t know anything
about what happened.

Enhancing Findability of Key Topics. Add relevant tags to the discussion topics to
enhance findability. This ensures that the experience conveyed in the discussion
thread has a higher likelihood of being found by people requiring access to the
original material and to the people who were involved in the discussion.

Summarizing Topics and Comments. A summary post that draws together what
was said in a specific topic can point out the main lines of the discussion and the
decision that was made (see Figure 5-8). This saves new people who come across
the thread from having to read through the entire discussion thread just to get a
sense of what was discussed. A summary written by someone who was involved
can greatly enhance the future usability of the forum.

Thanking Participants for their Involvement. Thank the leading discussion
participants for their involvement in the discussion, but do it without squelching
their original motivation for being involved. For example, calling the discussion
an “exercise” in getting people’s input can signal that you weren’t really serious.
Equally, claiming that everyone just reinforced what you already knew
diminishes their contribution and will weaken their resolve to contribute further.
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Figure 5-7. Locking a Discussion Topic

IBM Connections Home Profiles ~ Communities ~ Apps ~ Sally Adams~
& Forums £ This Forum = Search Q
Rebooting Marketing at Albreto Following Actions~ Forum Actions~ Community Actions ~

Tags: marketing, reboot, third-quarter Add or Remove Tags

~ Marketing Albreto to
9 This forum is for discussing approaches to rebooting the marketing strategy and approach at Albreto. The m