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“Michael’s ideas on user adoption are action-oriented: learn by doing, learn now and fast. There is very little abstract ‘consultant speak’
about the importance of collaboration. An idea of his | like a lot is ‘Facilitated Group Re-Imagining.” It's easier than it sounds! It means
getting groups or teams together to discover how they work today, then define—with them—how they can work in the new collaboration
context. This lets teams define their way of working together. Getting an intact group to agree on working in a different way is critical to
success.”

Jane McConnell

Intranet and Portal Strategist, NetJMC

France

www.netjmc.com

“Michael has been a ‘collaboration strategist’ for 15 years—well before ‘workplace collaboration’ entered mainstream business vernacular.
All his thoroughly researched, expertly written, and accessible books and articles attest to his deep experience and abiding interest in
effective team work and the various technologies produced over the last decade or so to support collaboration. In this latest publication,
Michael focuses on the user—the key to achieving success from collaboration technologies, regardless of the product. Providing a wealth of
insight and guidance, User Adoption Strategies is a must-read for anyone planning a technology implementation or seeking practical means
of helping users make effective use of today's technologies to improve their workplace collaboration.”

Lynn Warneke

Information Management & SharePoint Consultant

Melbourne, Australia

au.linkedin.com/in/lwarneke

“Michael’s book provides a comprehensive toolkit which you can put to good use when you need to get people to use the new stuff you
have developed. Obviously the book is centred around online tools, but most of the approaches work equally well with many other kinds of
projects—and not only things online. Michael has written a book for everyone who is working with change management and adoption.
Whether you're an experienced change agent or you're coming to terms with your first project, I'm sure that you will find many useful tips
and strategic approaches, and that you'll find yourself reaching for the book again and again.”

Martin Risgaard Rasmussen

Application Consultant, Grundfos Holding A/S

Denmark

www.linkedin.com/in/martinrisgaard
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“Michael Sampson’s book User Adoption Strategies is a must-read. In it, he compellingly outlines the need for behavioural change if
collaboration tools are going to succeed within organisations, and provides a simple four-stage model for planning this transformation.
Most importantly, he outlines 20 different change strategies that can be applied to gain adoption of collaboration tools. These range from
quick-and-easy activities to major enterprise initiatives; all are worth considering. This is a masterwork, and it highlights what organisations
must do to make collaboration tools work.”

James Robertson

Managing Director, Step Two Designs

www.steptwo.com.au

“What | enjoyed most from the book is the way Michael explains these strategies. Not only do you get to know how they work, but also
when to apply them (in which situation), and why they actually help you. All this is written in very understandable language filled with lots
of examples, making it easy for you to grasp the concepts immediately. While reading, a few times | thought ‘why didn't | think about this
before?’ These aren’'t complex frameworks for which you need to read and think a lot beforehand to understand them, and neither does it
take a lot of time to apply them.”

Rene Modery

Web Program Manager

Author, “Chapter 6. Exploring Different Options for Implementing SharePoint Solutions” in The SharePoint 2010 Handbook (2011)

www.modery.net

“Although most of us work on the technology end of collaborative software, we almost always get involved in the discussions surrounding
the age-old question ... '"Why aren’t people using <insert-vendor-software-name-here>?' The easy knee-jerk answer (and one I've used a
number of times myself) is that it's not the technology, it's the culture. While true at a certain level, there’s so much more behind getting
people to adopt collaborative software so that it delivers on the promises that were made. Michael Sampson, a well-known expert on the
topic of collaboration, dives deeply into what makes for successful user adoption in his book User Adoption Strategies: Shifting Second Wave
People to New Collaboration Technology. This should be one of the first books that is read and studied before launching your SharePoint/
Connections/etc. rollout. And since the book is vendor-agnostic, it really doesn’t matter what platform you're rolling out. These problems
are common to all of them."

Thomas Duff

Developer, Regence

Author, IBM Lotus Sametime 8 Essentials: A User’s Guide, with Marie Scott

www.duffbert.com
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To Matthew, my second-born son,
an avid reader and budding author of great books.
I’'m looking forward to reading your books in the years ahead.

—MICHAEL SAMPSON
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The acknowledgements section of a book is one of the best sections, and as | have started to write my own books, I've begun to pay more
attention to the acknowledgements section in other people’s books. It is “one of the best” because you get an insight into the support
network behind the author—and as has been said many times before, it takes more than one person to write a book.

This book has benefitted greatly from the input and support of many people, including:

Lee Reed, Jane McConnell, Paul Culmsee, and others for their feedback on earlier iterations of these ideas in my first two books,
Seamless Teamwork and SharePoint Roadmap for Collaboration.

Kurt Kragh Serensen for an invitation to present a half-day workshop on user adoption strategies at the IntraTeam conference in
Copenhagen in March 2010. | wrote most of the first edition of this book in advance of that workshop.

Samuel Driessen and his colleagues at Entopic invited me to speak on collaboration and user adoption in the Netherlands in March
2012. Facing a rapidly dwindling supply of the first edition of the book, | started writing this second edition in advance of visiting
the Netherlands. While it wasn't finished for the visit, the pending trip provided sufficient motivation to get started.

Jed Cawthorne (Canada), Catherine Grenfell (Australia), Michelle Lambert (Australia), Gavin Knight (New Zealand), and Martin
White (United Kingdom) for their feedback and editorial input. After reading a draft of the first edition, Martin said | needed to
address the topic of measuring user adoption. | could not take his feedback on board for the first edition, but there’s a whole
chapter in this edition on that topic.

Kingsley and Barbara Sampson—my parents—for editorial assistance in getting the book ready to go—both the first and second
editions. The accepted wisdom is to engage a professional editor for your book and to not “ask your mother” to do it. Clearly the
people who say such things have not met my mother or father.

I have the privilege of working with great clients—you can see the type of engagements at michaelsampson.net/clients/. | have learnt a lot
through these projects, and while the names of my clients are not emblazoned in these pages, the lessons shine through. | am very grateful
for the opportunities afforded me by my clients to serve them directly while learning principles and lessons for wider benefit.
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For an author, in one sense, you could argue that acknowledging “*my family” is kind of blasé. I'm the sole breadwinner at home, so writing a
book to sell could be seen as “merely a way of winning the bread.” But I'd argue that authoring a book takes more than that, and can’t be
neatly left behind in my writing den. An in-progress book goes with the author wherever they go, and even intrusions like getting up from
the dinner table to capture an idea for a current chapter have an impact on one’s family. So it isn't blasé to say “thank you” to my family,
and to acknowledge that they have had to live with someone who has their head in a book and their body in the home. I've tried to drive a
wedge between these two aspects, but it hasn't always worked.

Teaching the concepts and ideas in my books through public seminars has brought me into contact with many people around the world.
Beginning with the publication of Seamless Teamwork in late 2008, and picking up significantly with the release of SharePoint Roadmap for
Collaboration in 2009 and User Adoption Strategies in 2010, | have presented day-length seminars in many places. Throughout the course of
these seminars there are many opportunities for discussion and contextualisation, and | have learnt as much from these discussions as the
attendees. My thanks to all the public seminar attendees for their questions and input.

Writing books has also brought a raft of invitations to keynote at conferences, especially on the international scene. Whether attendees
have known it or not, | try to bring my latest material to life during these conference keynotes, rather than merely repeating older material.
Many of the newer concepts in this book can trace their genesis to specific conference keynotes. Hence my very real thanks to the
conference organisers for the invitations to speak—even those | turned down due to
prior commitments—and equally, thanks to the conference attendees for the post-

nime Many of the newer concepts in
keynote discussions.

this book can trace their genesis
The most delightful result for me from writing and publishing books has been the to speciﬂc conference I<eynotes.
people I've met. A book becomes many things once it is released—an orchestrator of
new relationships, a doorway to new conversations, and a lightning rod for new
experiences. I'm very grateful for the opportunity to have met new people through my previous books, and | look forward to the new people
I will meet through this second edition of User Adoption Strategies. Ultimately, this is what it's all about for me—meeting new people and
having an opportunity to help them in their collaboration journey.

Michael Sampson
July 2012
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Overview

Here's the question: What is the biggest complaint around the introduction of new collaboration technologies into a team, group, or
organisation?

The answer: No one uses them.

The new tools are barely used for five minutes before being rejected, if they're used at all. The very people who are supposed to use them
don’t do so—they keep going with earlier ways of working.

Sometimes “culture” is blamed for this failure (see Chapter 3 for more), but | believe it is more accurate to point to lack of intentional effort
on user adoption.

Overview of User Adoption Strategies

This book aims to help rectify the lack of intentional effort on user adoption at your organisation. It greatly expands on my previous work on
user adoption in Seamless Teamwork and SharePoint Roadmap for Collaboration, by adding three main contributions:

* Theory of Change. There is an extended discussion about the theory of individual and group change, which forms a vital backdrop
for the specific user adoption strategies discussed in Chapters 5-9. Although we don’t delve deeply into the theory of change,
having an appreciation of what motivates people to change is helpful when formulating a user adoption approach for a specific
organisation.

*  Model of Adoption. The Four-Stage Model of User Adoption, a new framework for the user adoption process, is introduced in
Chapter 5, and discussed in chapters 6-9. There are multiple strategies that can apply within each stage, and these are covered in
the four subsequent chapters. | give examples about how each strategy can be applied, and include data from a recent survey on
the use and effectiveness of user adoption strategies.

*  Broad Applicability. This book includes discussion of collaboration technologies beyond SharePoint. Two of my previous books
focused exclusively on helping organisations embrace the technology of SharePoint to enhance business collaboration, those
being Seamless Teamwork (Microsoft Press, 2009), and SharePoint Roadmap for Collaboration (2009). This book moves on to a
broader discussion.
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My intent is that you can read this book quickly and apply its ideas rapidly. While the book should be read straight through (because each
chapter builds on what came before), once you have set your User Adoption Approach, come back to it often and use it as a reference guide
for your work.

AToolkit for User Adoption

There are over 20 strategies for user adoption profiled in this book. Although | state clearly in Chapter 5 that the intention is not that you
embrace them all, don’t wait until then before figuring that out. I'll say it now: Don’t do them all.

I have developed a toolkit for you to take and use in your user adoption work. This toolkit includes the material on change (Chapter 3), the
Four-Stage Model (Chapter 5), the various strategies (in Chapters 6-g), and the User Adoption Jigsaw (Chapter 10). But you have to do the
hard work of using the toolkit appropriately in your organisation—which means selecting which tools to apply to your user adoption
challenge at the right time.

A Doing Book

This is a “doing book.” Perhaps you feel you are stuck at the traffic lights in relation to the adoption of collaboration technologies at your
organisation. The light is currently on red, and so it's fine for you to sit there and wait. But
once it changes to green, you have to go. Not doing so will result in a rear fender-bender, a . Wl P
ticket from a police officer, or a fist in the face from an angry driver. Green signals that action Thisis a domg book.” The
is required—you can't sit any more and wait—you've got to go! ideas and pri NCi ples in here

That's no different to the principles in this book. You will come to a point in your collaboration are not mere theory' Wlsely

journey when you get pushback from the people you are trying to help. That's the red light. im p|ement6d, they contain
This is the place where it suddenly gets hard. It's okay to sit there for a while and the power to transform the
contemplate why you are getting pushback, but with the coaching of this book, don't sit
there for too long. The ideas and principles in here are not mere theory. Wisely implemented,
they contain the power to transform the way people work.

way people work.
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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 organisations prosper and do better. | don't serve the vendors—be that
Microsoft, IBM, Jive, Socialtext, Central Desktop, Huddle, or anyone else. If you spend money with vendors as a consequence of something
you read in this book, | receive no financial kick back. And | 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 organisations, it's what end-user
organisations do with the technology that interests me. In summary, my “three no’s” with respect to vendors are:

* I have no business partnership with any vendors.

* Ihave no financial stakes in vendor companies.

* lreceive 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 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.
Why Write User Adoption Strategies?
Why write this book? Here’s my top five reasons:

1. Thetopic needs a book. | feel as though I'm short-changing people when the topic of user adoption strategies is handled in a

paragraph long conversation (*Yes, it's really important”), or even in a 30-minute presentation. There is much that needs to be said,

and much context that needs to be communicated. A book is the best mechanism for delivering the greater message.

2. People who work with new collaboration technologies need the guidance in this book to make their work successful. With no
adoption, the organisation gets no value—and that’s both costly and sad.

3. Thereis a dearth of coherent guidance around user adoption strategies for collaboration technology, and this book aims to fill the
gap. Too many people are running blind—and scared—and it's time to offer some direction.
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4. Thereis alot of noise about user adoption at the present time. It fascinates me to see the current level of interest in this topic
coming through in blog posts, articles, white papers, and Twitter. What's missing is something that pulls it all together and provides
an end-to-end approach. That's the intent of this book.

5. Thisis my topic. | feel as though all the work | have done around the design and use of collaboration technologies in organisations
comes together in this topic. This is where it really matters.

With respect to this second edition, | wrote it because the first edition was almost out-of-print, | wanted to put the book into the bigger size
of Collaboration Roadmap (my 2011 book), and | had a whole lot of extra ideas and updates to share. Merely reprinting the book as written in
mid-2010 didn’t seem good enough. | also wanted to add a chapter on measuring user adoption, and couldn’t include that without doing
other updates.

Intended Audience
Who are you? Based on the people | work with, | know some of you by name, and the roles you play. | have written this book for:

Project Managers. It is your responsibility to ensure the new collaboration technology is implemented. This book is a resource for
you to use in guiding your team in the effective delivery of the project—not just the technical details, though, but the critical issue
of user adoption.

Business Analysts. You work between the IT function and the people in the business, trying to understand and communicate needs
and requirements in two languages. This book will help you in looking deeper at the challenges of introducing new collaboration
technologies into existing work groups and teams.

Collaboration Strategists. Your mandate is to explore opportunities for applying new collaboration philosophies and technologies to
improve the way work is done. This book will assist you in bringing the wider organisation along on the journey you have in mind.

Change and Training Managers. You are charged with ensuring the people in the organisation have the capability to carry out their
work, but struggle with making change stick. The traditional classroom training approach has some validity for new collaboration
technologies, but must be complemented by other strategies. This book offers the opportunity to up-skill in your work.
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Let’s Talk

I'd love to speak with you about your work with user adoption strategies for collaboration technologies. What you're up to. What you're
thinking about doing. What your dream is for your organisation if it embraces collaboration technology to its maximum potential. So let’s
talk, and I really mean that. | answer my own phone (+64 21 642 998)—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 is work to do.

Michael Sampson

The Michael Sampson Company Ltd.
michaelsampson.net

July 2012
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Foreword—by Nancy White, Full Circle Associates
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Collaboration shouldn’t be an elusive practice. We recognise we can and must work together. We recognise that technology has changed
what it means to work together, both when we are in the same place or scattered across the globe. We have the business imperatives. We

have the technology. Yet why does it remain so hard?

Let me tell you a story.

A research organisation had a support team who recognised early on the possibilities of the use of social media for their scientists. So they
installed blog and wiki software, created training sessions and thought that it would be a quick and obvious adoption. It was SO clear to

these smart individuals. Their scientists were clever. Easy.

Not so. After some missteps, the team changed their strategy. They were not
scientists. They needed the scientists to define the rules of the game. Instead of
training sessions, they convened conversations about research, not about social
media. As real collaboration needs surfaced, they offered suggestions and
experiments between them. The technology folks created prototypes for
experimentation, taking a page from the very practices the scientists used on a
daily basis. Prototypes were set up, feedback offered and applied and tools and
practices subsequently adjusted.

What happened? Practices to enhance collaborative research emerged. They just
happened to use technology as part of the process. The scientists did science, not
“blog and wiki” classes that they felt were a waste of time.

To follow up, the technology team readjusted their roles to stewarding the
technology—keeping an eye on how the scientists were using the tools, making

Instead of training sessions, they
convened conversations about
research, not about social media.

As real collaboration needs surfaced,
they offered suggestions and
experiments between them. The
technology folks created prototypes
for experimentation, taking a page
from the very practices the scientists
used on a daily basis.

adjustments and looking out for new options. They were careful not to define the conversation, instead listening and contributing. They
lived the words Michael shares with us on page 249, "Go! Learn! Adjust! And then go some more!"

Through the process these "technology stewards" redefined their roles. What about the scientists? Think about it. Are scientists “second
wave adopters?” In reality, the scientists are first wave adopters in their fields of research, but second wave technology adopters. It took
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seeing the collaboration from their context to bring them on board, but without making them feel like second-class citizens and by
respecting their way of working.

I'm attracted to the idea of second wave adopters—that large group of people Everett Rogers writes about in Diffusion of Innovations. They
are the people who are out there getting work done. If we as leaders are about creating the conditions for that work to happen, then this
should be a group we pay attention to and support. When we did our research about technology for communities of practice for our book
Digital Habitats: Stewarding Technology for Communities, we recognised that people use technology creatively, often in ways the designers
or IT never expected. We realised there is a role that is different from IT, a role that requires both knowledge of technology and knowledge
of the people. In this dynamic interplay, we have the issue of technology adoption.

Waves are funny things. Think of ocean waves. They go up and down, they can be The I<ey IS staying aIert, I<nowing
gentle or pound us into the sand. Just when we think we have their rhythm, the next how to swim, and being ready

wave changes and surprises us. The key is staying alert, knowing how to swim, and
being ready for the unexpected. for the UneXpECted.

Michael Sampson is about to take you surfing on the ocean of collaboration
technology adoption. In clear, practical language, he offers us insights that can reduce the pain and increase the benefits of collaboration
software adoption. Come on, catch the wave!

Nancy White
Full Circle Associates, www.fullcirc.com
Author, Digital Habitats: Stewarding Technology for Communities, with Etienne Wenger and John D. Smith
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Chapter 1.
Focusing on User Adoption is Critical

Adoption can be hard ... particularly with broad-brushed tools that can do so much.*

Scott Jamison, Jornada

The world is filled with groovy technology to support people working together. There’s no shortage of it. During the decade that | tracked all
new product and service announcements in the “collaboration” space, hardly a day went by without at least one existing vendor releasing
new features, if not a new entrant vendor making a splash on the global stage. My contention is

that the technology to support collaboration is no longer the limiting factor. User adoption is.

The technology to
support collaboration is
1. Consider the evidence on the importance of user adoption no Ionger the Iimiting
factor. User adoption is.

In this chapter, we will:

2. Contemplate the cost and risk of not developing a user adoption approach for your
organisation.

3. Define the term “user adoption strategies” and its derivatives, as used in this book.

4. Learnthe difference between first and second wave people.
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The “Why" of User Adoption Strategies

The user adoption “problem” is a refrain | hear all over the world when I'm working with organisations on collaboration strategy—in
Singapore, in Australia, in the United States, in Europe, and yes, even in my home country of New Zealand. But it's not just what I'm
hearing. There is growing agreement among multiple groups of people involved with collaboration technology—the vendors, the
consultants, the internal evangelists, the end-user organisations—that an intentional focus on user adoption is essential. I'd go as far as
saying that many are coming to the view that this is the main game.

The basic thinking goes like this: There is growing agreement

among multiple groups of
O Itisimportant to choose the right collaboration technology for your group, 9 Pied P

organisation or community—not too much to confuse them, and not too little to PeOp|e involved With
annoy them. For this you need to know certain things (e.g. how the people within collaboration tech nology
the target group work), you need to get various things right (e.g. vendor selection, . .

o . , : that an intentional focus on
risk mitigation, and technology integration), and you need to have the right _ _ _
people in place to make it work well (e.g. business-focused IT administrators). | user adopt|on is essential.
talk about this in depth in Collaboration Roadmap.

O There will be a group of people in any organisation who quickly and actively embrace the new collaboration technology. These are
people we have traditionally called “early adopters,” but in this book are called “first wavers.” They are the people for whom
getting to use the new technology is sufficient reward to experiment and try things out. They don’t need someone else to actively
advocate how new technology will help them, make their lives better, or be better than the current technologies they are using
today—they're able to intuit it for themselves.

O There are only a few first wave adopters within any group, organisation or community. Getting beyond them to the second wave
adopters is essential to driving better business performance. This is because second wave people are carrying out vital business
activities, there are many more of them numerically within any group, organisation or community, and as a consequence they have
a much greater impact on business performance.

O Second wave people, however, are different from first wave people. They don’t easily make the intuitive leap from what the
technology does to how they could use it to do their work better; they need help from others to adopt new ways of working.
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This book is about how to help second wave people do this.
User Adoption Problems in SharePoint Land

I have done a lot of work with SharePoint during the past six years, resulting in two SharePoint-focused books. One of the problems | have
frequently observed involves the “IT-department-led” implementation of SharePoint. This isn't a problem with the technology of
SharePoint as such, but rather a problem of how specific organisations
approach the use and adoption of SharePoint. " o .
An “IT-department-led” implementation

By the time IT professionals have SharePoint ready to go for everyone of SharePoint creates prob|em5 when

else, they have forgotten the pain and frustration they experienced when . . . .
learning SharePoint. In addition, while SharePoint is “the job” for IT WOI’kIng with business users on adoptlon.

professionals, it's definitely not the job for business end users. Business
end users have a job to accomplish, and SharePoint is merely a means to an end. These factors create two problems for IT professionals
when working with business users on SharePoint adoption:

1. They think all business users know what they know— SharePoint has become second nature to them, and they can’t understand
the “big deal” users are making about changing their work and embracing SharePoint.

2. They don't share a common motivation or language with the business users, and so talk at cross-purposes. Both sets of people
may be speaking English (or French, or German, or Danish), but for all intents and purposes, there is no common ground on which
a conversation can be held.

Again, this isnt a technology problem—it can happen regardless of the specific collaboration technology your organisation embraces. The
problem is the approach taken by the organisation (or part of it), and its effects can be very damaging.

Other people who work with organisations on SharePoint have commented on the same phenomena. For example:

O Lee Reed frequently presents on the user adoption challenge with SharePoint at conferences and events in the United States.? Lee
says, Oftentimes, SharePoint is rolled out with great fanfare and is lauded as a fantastic solution to a huge number of business
challenges. "We're transforming our organisation through collaboration,” the mass e-mail notification might say. Well, your users have



Chapter1 Focusing on User Adoption is Critical 21

heard that before, haven't they? Users have a hard time believing such pontifications, and their skepticism can quickly undermine
any efforts to roll out SharePoint.

O Kim Lund from Mindsharp wrote a blog post in late 2009 entitled How to Increase SharePoint End User Adoption.3 Kim writes, If you
find that user adoption of SharePoint is avoided or slower than anticipated in your working environment, you are not alone. Many
students that | have trained, consulted [with], and listened to have expressed their pain points for SharePoint adoption.

O Clare Stone from Pentalogic Technology wrote a white paper on barriers to end user adoption on SharePoint in October 2009.4
Clare starts the white paper with this statement: /t’s easy to deploy an application like SharePoint within an organisation; the hard
part is getting people to use it in a way which makes them more productive. Many people | talk with disagree that deploying
SharePoint is “easy,” but fully agree that user adoption is the “hard part.”

Various research reports on SharePoint during 2011 also highlighted the same issue—adoption is a major challenge.5
User Adoption Problems with Collaboration Technology

| wrote above that many people are coming to see that an intentional focus on user adoption is essential. While it's definitely a problem for
organisations with SharePoint, it's not exclusively a SharePoint problem. For example:

O Socialtext (www.socialtext.com), an enterprise collaboration software and professional services company, released a white paper
on user adoption in 2009.% In the opening section, the white paper states: The success or failure of any social software solution ... [is]
a direct result of its adoption rate .... There are plenty of examples of failed social
software projects. Why did they fail? Because they were not embraced by users.

NewsGator: how you approach

O NewsGator (www.newsgator.com), a software company focused on enterprise social software in the enterprise

social computing extensions for SharePoint, also released a white paper on user o ]
adoption in 2009.7 In the opening remarks, NewsGator says: This paper presents has a b'g Im PaCt on ado Ptlon .
a model for proactive analysis that should be undertaken prior to or during the

early phases of deploying an enterprise social computing initiative. Investing the

time and effort to complete the analysis should greatly increase the opportunity for successful adoption and active ongoing
participation. In other words, how you approach social software in the enterprise has a big impact on adoption.
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O The UCView published an article | wrote on user adoption and Lotus Connections in April 2009. | started with, Increasing user
adoption is a common challenge for organisations that introduce collaboration and social software tools such as IBM Lotus
Connections. Administrators often find it difficult to teach business users how new tools can help them in their work. People are busy,
and in today’s economic maelstrom, people are scared. In such times, the safe approach is to stay with what you know given the
inherent productivity and efficiency of this option.

User Adoption Problems with Other Technologies

Vendors outside the collaboration camp are also advocating the importance of user adoption, thereby illustrating that it's a broad and
general issue.

O InaMarch 2005 white paper from Business Intelligence (Bl) vendor Business Objects, the author writes: A typical Bl project has a
return on investment (ROI) of 430%—assuming proper implementation and organisation-wide user adoption. Failure to achieve user
adoption results in missed deadlines and compromised business performance. Despite today’s pressures, proactive organisations with
an eye to business advantage can enjoy unprecedented benefits. New thinking
suggests that user adoption is a key determinant of success.®

O Inlate 2010, a study from IBM and MIT commented on the difficulties with Lack of UnderStanC_lmg of how
gaining acceptance of business analytics inside organisations, and pointed the touse ana |ytICS to improve the

finger at user adoption issues. Business analytics is atop most companies' apps business is the to po bstacle to
wish lists. The business goal, of course, is to make sense of the enormous amount

of data and information housed in their servers—and stop making critical wides prea d ado ption of

decisions from the gut. The problem, however, is that the adoption of analytics is business analytics technology.
being hindered not by technology but by age-old people problems: change

management and cultural resistance.® The research cited four main obstacles to

widespread adoption: lack of understanding of how to use analytics to improve the business, lack of bandwidth due to competing
priorities, lack of skills internally in the line of business, and an existing culture that does not encourage the sharing of information.

This book does not contextualise user adoption within these other areas, but the approach and strategies outlined in the book can be
applied to mitigate the problems noted above.
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What'’s Going On?
Why all this discussion and interest in user adoption strategies? Here’s what | see:

O Thetechnology is easy to buy and install. It's easy to get the latest and greatest technology; it's fairly cheap, it's widely accessible,
and it’s available from many different vendors. When Nicholas Carr said that IT doesn’t matter, part of his argument was that the
widespread availability of mature technology to any purchaser eliminates opportunities for competitive differentiation. It's not the
IT that matters—it's what you do with it.

O 'Just because” isn’t enough. Having “cool” stuff is directly appealing to some people,

and unappealing to others. Even the latest and greatest SharePoint or Enterprise 2.0 Even the latest and g reatest

technology lacks the punch required to get everyone to shift “just because.” SharePoint or Ente rp rise 2.0
Something more—an intentional approach to encouraging user adoption—is tech nology lacks the pun ch
required.

required to get everyone to
What's the Cost of Not Doing It? shift “just because.”

Have you heard the saying, “Hope is not a strategy”? Unfortunately, hope is the “strategy” in

which many organisations put their trust when rolling out new collaboration technology. The IT department builds it, makes it available,
and then “hopes” that the target people in the organisation will make good use of it. While hope is not an upfront strategy, it's a frequently
embraced surrogate.

What's the cost of embracing this surrogate approach? Consider the following three stages:
O ThelT department at your organisation decides a new piece of collaboration technology would be a good idea.
O The T department goes out and purchases what they think is needed, and gets it installed, configured, and ready to go.

O The ClO sends out a one-time email to everyone in the organisation, saying “The new kit is available; go for it.”

What's going to happen? In 99% of instances, a big fat nothing. There has been no communication or expectation setting about where the
new tool should be used, nor how much, nor what it's designed to replace. No stories have been told about the benefits people and teams
will receive by using the new tool—neither exemplar stories from within your organisation, nor real-to-life scenarios that have been
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developed to communicate context and prospect. And there is no cultivation of a movement among the staff to reinforce the validity and
potential of the new tool. The CIO’s email is going to fall flat. End of story!

What are the costs of this?

1. Waste of money, time, and effort from IT in discovering, learning and deploying the new tool. In a large organisation, this could
range from hundreds of thousands to millions of dollars wasted. In light of today’s economic realities, few organisations have the
freedom to do this.

2. Further erosion of the trust and partnership between the IT department and the rest of the business. In too many organisations, IT
is already seen as the “business prevention department.” Failure in collaboration technology initiatives represent further strikes
against this trust and partnership.

Low Adoption is Costly .
Most business cases

One way to understand the cost of not doing any intentional work around user adoptionistoinclude  35sume 100% user

it in your financial models! Do a sensitivity analysis on the impact of less than perfect user adoption.

In a recent blog post, Jason Whitehead wrote: adopt|on and ignore
the impact low levels

[ 0 f [ ' i .
... most business cases assume 100% user adoption and ignore the impact low levels of adoption of ado ptl on have on

have on return on investment (ROI). As you know, benefits are only realised if your people .
actually use the system consistently and effectively. Unless you currently have full and effective return on investment.
adoption of your existing systems, it is naive to think that you will achieve 100% adoption of your

new systems.

To account for less than perfect user adoption, you need to examine how different adoption levels affect your business case. If you find
that the projected ROl no longer makes sense you can either scrap the project or determine what additional resources and effort is
required to increase adoption to the point that it will deliver an acceptable ROI. *°

What's the benefit of doing this sensitivity analysis? You will gain a very clear picture about the importance of user adoption in a language
that senior executives can understand. This will be of great benefit to you in advocating for the kind of intentional user adoption work
proposed in this book.**
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Looking at the cost of low adoption from another angle, consider an organisation of 1,200 employees embarking on the collaboration
journey. The technology costs $200 per employee, and the decision is to license it for everyone immediately, and then run a pilot program
for 6 months with 400 staff. These 400 staff receive training and encouragement to use the new approach (at $300 each). Twelve months
later, only 200 people are using the technology, and then only in a half-hearted way. Of the $360,000 out-of-pocket expenditure, $260,000
has been wasted.

Figure 1-1. Poor Adoption Equals Wasted Expenditure and a Lost Opportunity
Pilot Program 12 Months Later

200 actual users \

$100,000 expenditure
actually “in use”

4oo for pilot
($120,000 training)

1200
employees

($240,000
licensing)

1000 non-users

8oo0 for “later on”

N

$260,000 expenditure
not yet “in use”

The failure to adopt new collaboration technology and ways of working results in wasted expenditure, missed opportunities, and a low chance of
achieving the initial vision that drove the investment in the first place. User adoption is critical to success.
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There is a third way that adoption is costly too: it creates a littered landscape of poorly-adopted tools. One team uses Yammer. Another
team uses SharePoint, plus a bit of Basecamp for working with external parties. A third team uses LotusLive. A fourth uses another tool.
This situation has many negative implications, such as confusion among staff about what tool to use, high ongoing licensing fees payable to
vendors, high internal support costs due to the burden of supporting so many tools, difficulties in delivering training, and severe challenges
when on-boarding a new employee. There is no “way we do things around here,” but rather an incoherent collection of tools used by
specific teams for specific purposes. Complexity reigns.

User Adoption Strategies—The What

In the first half of this chapter, | set the background on the user adoption challenge and its importance. In order to be clear on what we are
talking about with user adoption strategies, this section defines three ways this book uses the phrase and its derivatives.

The collective phrase “User Adoption Strategies” refers to a grouping of individual strategies that an organisation can use to encourage
people to start using a new collaboration technology. In this sense it’s the global term to refer to all available strategies for user adoption.

A “User Adoption Strategy” is a single self-contained way of encouraging people to start using a new collaboration technology—for
example, the Real-to-Life Scenarios strategy, is a “user adoption strategy.” When |
profile a particular user adoption strategy in chapters 6-g, the strategy includes a

name, a description, and instructions about when the strategy can best be applied A “User Adoption Strategy” IS a
within the process of user adoption work. Si ngle self-contained way of
A “User Adoption Approach” refers to the intentional plan developed by a specific encouraging peOple to start using

organisation to encourage the process of user adoption by a specific group or set of a new collaboration tech nology.
groups. Either one user adoption strategy or multiple user adoption strategies will

be embraced within the User Adoption Approach. The approach should be contained
in a document of some form, although the document is intended to convey a shared agreement and commitment from a group of people
within the organisation about the user adoption approach.

Second Wave People

The term “second wave" is used throughout this book, and “second wave people” are the intended audience for your user adoption work.
They are your target market. Let's examine what second wave people are like.
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“Second wave people” or “second wavers” represent the largest body of people in a group, community or organisation.*2 They are generally
the ones who have to use the new collaboration technology as it's given, rather than having any direct input into what it is and how it could
be used. They are very different from “first wave people”—the early adopters of anything new, the advocates, the champions, the
enthusiasts. First wavers are more at peace with change, permissive of chaos, unfazed by ambiguity, and actually derive enjoyment from
figuring something out. As | said, they are very different from second wave people!

Here are the differences between first and second wave people, differences which form the fabric within which the advice in this book is
given. Think of these differences as “ideal-type hallmarks.” Not all of them will apply to every individual in the two waves, but if you see
more than two in a given person, then it's likely they are a second waver.

O What-why reversal. A first wave person is attracted to the “what” of the new collaboration technology, but may struggle to
articulate the “why”—the future oriented picture—to other people. They may “get it” implicitly, but struggle to put it into words. A
second wave person gets the “why” (if it's conveyed in terms of their work), but will need help with the “what.”

O Different reference groups. A first wave person sees their use of the tool within a self-
created reference group, usually outside of their organisation. A second wave person ~ (Gett] ng to use new tools is
sees their own work, and the use of tools contextualised within an internal reference reward enoug h for first

group.
wavers, but second wavers
O Different rewards. Getting to use new tools is reward enough for first wavers, but

. _ have to understand where
second wavers have to understand where and how the new tools will improve their )
current work. and how the new tools will

improve their current work.

O Speed of adoption. First wavers will quickly embrace new tools, and will learn how to P
do so through trial-and-error. Second wavers need greater external help and
handholding to successfully make the transition from current tools and approaches to work.

O Nature of involvement. First wavers have a high degree of involvement in defining what could be done, what should be done, and
how to do it. Second wavers are generally expected to follow along and do what they're told.

O Dealing with the old. First wavers will be quick to call the old stuff "dead" and will want to move away from it as quickly as possible.
Second wavers want to embrace new things within the context of what they already know and have.
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O Itistheirjob vs. It could be used for their job. First wave people often have an organisational responsibility to try out new things, and
see what could be useful to the way work gets done. It's part of their job to explore the new. For second wavers, they actually have
a “real job” to do—that’s how they describe it—and the specific technology to enable interaction and collaboration is, at best,
tolerated.

Note that second wavers won't wear a badge proclaiming their membership in the Second Wave Adopter Club. Recognising them requires
paying attention—looking out for the types of indicators | have listed above. Note, too, that although the book is focused on people in the
second wave, the advice will also help people in the third and subsequent waves.

People sometimes ask how first wave people can influence or “preach to” the second wavers. The most effective way is to “live the
message.” Once you have people in your organisations who are using the new tools as part of
their day-to-day work, other people will see that. If the new tools and approaches are relevant
to their work as well, they will be “brought into the fold.” Clearly this means the new system
has to work, it has to show benefit compared to current ways of working, and it needs to ) )
become absorbed into the working approach of the organisation. People who are not in the dEPa rtment actlvely using
early waves don’t want to invest time and effort learning a new system that lacks the the new system doesn’t
capability to deliver on its promises.

Having people in the IT

solve the user adoption

The difference between first and second wave people is a key reason why deployments of prob|em—i n fa Ct, it is more
collaboration technology driven by the IT department usually fail. Having people in the IT
department actively using the new system doesn’t solve the user adoption problem. In fact, if
it's just the IT department that is actively using the new system, it is more likely to cause the adOption pr0b|em.

user adoption problem. IT people are “abnormally profiled” in comparison to the rest of the

organisation, and there can be quite a level of antagonism between IT and other groups. For

user adoption to become less of a problem, you have to get beyond the IT department through engagement with business teams and
groups. For more on business engagement, see Chapter 6 in my book Collaboration Roadmap: You've Got the Technology—Now What?

likely to cause the user

“Users” or “Staff Members”

A quick note on the use of the word “user” in this book. It's been said that drug addicts and people who use computer software are the only
two groups in society who go by the label “users.” While | don‘t have a particular love for the use of the word “user,” other alternatives
sound worse. We could talk about “staff members.” But then we'd have “Staff Member Adoption Strategies”—quite a mouthful. We could
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talk more generally about “people,” but then we'd have “People Adoption Strategies.” That doesn’t work for the same reason. Let's be clear
though that the focus is on people who work inside the organisation—the employees, the staff members, the managers, and the
executives. In short, “user adoption” is the best phrase we have.

Summary

This introductory chapter has laid the foundation for this book. We've talked through why an intentional focus on user adoption is
important, and have considered the evidence that user adoption challenges are not limited to any one particular technology. It's a broad-
based problem. User adoption doesn’t happen by default, regardless of the technology involved.

This chapter also looked at three other issues. First, it addressed the cost of not taking the user User adoption doesn’t
adoption challenge seriously, and proposed one way of quantifying the financial impact of less than

perfect user adoption. Second, it defined key terms that will be used throughout this book, such as ha Ppen by defau lt'
“user adoption strategies,” “user adoption strategy,” and “user adoption approach.” Third, it rega rdless of the
provided insight into the difference between first wave and second wave people, the latter being the tech no|ogy involved.
key focus of this book.

In Chapter 2 we turn our attention to the organisational context in which our work with user adoption takes place.
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Chapter 2.
The Context for User Adoption Strategies

Users resist systems that create hassles more than they solve problems. 3
Stephen Arnold, ArnoldIT

Adoption by users of a new collaboration technology isn’t an isolated event. It doesn't just happen all of a sudden, with nothing beforehand
and nothing afterwards. It is part of a process, and the effectiveness of the user adoption approach is dependent on the nature of this wider
process. In this chapter, we look at the context for user adoption strategies, and learn how

to make our specific work with user adoption as effective as possible. . .
Adoption is part of a process,

In this chapter, we will: and the effectiveness of the
user adoption approach is
dependent on the nature of
this wider process.

O Think about why we are doing this.

O Look at two process models that provide a good context for user adoption
strategies for collaboration technology.

O Review one (all-too-frequently-used) model that provides a poor context for user
adoption strategies.
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Ugly or Beautiful

User adoption isn't the first thing done when approaching new collaboration technology, but neither should it be an isolated event tacked
on the end. An organisation can’t take an ugly piece of collaboration technology, do a beautiful job of user adoption, and expect success.
The two don't work together. Likewise, you can’t be beautiful at the upfront things, and

expect overall success if you take an ugly approach to user adoption. Again, the two don't . . ,

work together. But effective user adoption is essential to the overall approach to new An orga nisation can’t take an

collaboration technology. Ug|y piece of collaboration

For example, it's unlikely you woke up this morning and said, “*We need to focus on user tech nology, do a beautiful JOb
adoption!” just because you felt like it. On the contrary, if you did wake up and say that— of user adoption, and expect
and congratulations if you did—you were thinking about user adoption within a particular success.

setting, as part of a staged process, and with a specific result in mind.

Figure 2-1. The Context of User Adoption

The Particular Setting The Staged Process The Specific Result

Lots of
document
co-authoring

Better
approaches

are available

Need to )
support User Adoption

Windows
and Mac

Better ways of working

User adoption isn’t a random or disassociated event in relation to new collaboration technology and approaches at work. It happens
within a particular setting, as part of a staged process, and with a specific result in mind.
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The context of user adoption has three elements:

O The particular setting is when a new tool has been tested and evaluated, and found by some people within the organisation to
offer something of value to other people and groups within the organisation. That is, there is some evidence from direct
experience within the organisation that by using different collaboration technologies, something better is possible.

O The staged process is when user adoption work happens after the infrastructure is built out, business engagement has been done
(to discover needs, opportunities, and requirements), and the focus switches from having great technology available to using great
technology to improve the business.

O The specific result is improving the way individuals and groups work together, as a consequence of adopting a new way of
working. The specific result is not the use of the technology as such—it’s what happens as a consequence of the technology being
used.

Let’s look further at each of these three elements.

Element 1. The Particular Setting

In most organisations, the responsibility for choosing new collaboration technology to support work is a task for the IT department—or
depending on where you work, the “IT group” or “IT organisation.” Members of the IT department should have specific training to help
them identify appropriate technology to support collaborative work, as well as an

appreciation of the integration pathways needed between any new system and the

existing suite of systems. In most organisations, the

responsibility for choosing

For example: )
new collaboration technology
O A (.1|str|but.ed research team that works on documents together is curr'ently to SUppOI’t work is a task for
using email and attachments. There are better ways of carrying out this work
process, given the availability of newer technologies. the IT de partment.

O IT knows any new technology considered for this work process must be able to
support Windows and Mac desktops, because members on the research team can select the desktop they prefer.
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O Active Directory is the authoritative source of people information for the organisation, and any new system must integrate with it
to support identity and login.

The great hope with such a context is that “the business” isn't ignored. Phrases such as “Business-IT alignment” and “Business-IT
partnership” were designed to evoke the idea of both groups working together—IT bringing a deep appreciation of specific technologies
and how they could be used within business groups, combined with the business contributing a deep appreciation of their opportunities and
threats, along with dreams for how to seize or mitigate these, even if they

didn’t know the specific way of doing so.

McKinsey: Compared to an isolated IT
How your organisation approaches this matter is really important. In its 2008

report on Web 2.0 technologies in business organisations, McKinsey & approaCh’ satisfaction is hlgher and

Company found that the approach taken to introducing new technology is dissatisfaction is lower if the business
correlated with both satisfaction and dissatisfaction (see Figure 2-2). Note has some involvement ea r|y inthe

that McKinsey uses the term “adoption” to convey the initial presentation or
introduction of the technology to the enterprise, rather than talking about
“user adoption” as we do in this book. What's startling is that in every case,
satisfaction is higher and dissatisfaction is lower if the business had some
involvement early in the process of technology introduction compared to an IT-dominated approach. That is option 2, “The IT department
finds and tests new technologies and then brings them to the business units” receives the lowest level of satisfaction and the highest level
of dissatisfaction. In each of the other six options, business units have varying levels of greater involvement earlier in the process, resulting
in a higher level of satisfaction and a lower level of dissatisfaction.

process of introducing new technology.
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Figure 2-2. McKinsey on How Companies Adopt Web 2.0 Tools

B Respondents who report highest satisfaction
I Respondents who report lowest satisfaction

The business identifies new technologies and works
with IT to bring them into the company (n = 166)

The IT department finds and tests new technologies
and then brings them to the business units (n = 91)

The business conveys its needs, and IT responds,
sometimes with new technologies (n = 109)

The business identifies new business opportunities, and IT
responds, sometimes with new technologies (n = 106)

The business identifies new technologies and brings
them into the company without IT support (n=61)

New technologies are adopted based on requests
from corporate headquarters (n = 39)

Which statement best describes how Web 2.0
technologies are adopted at your company?

Total As selected by respondents
who report highest or lowest levels
of satisfaction with Web 2.0 tools?
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McKinsey found that business involvement and leadership in the process of introducing Web 2.0 technologies at work resulted in higher satisfaction
and lower dissatisfaction with the tools. Involvement and engagement during selection translated to higher satisfaction.
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Element 2. The Staged Process

There is a staged process in which user adoption strategy work takes place. It's not the first thing you do, nor the last. For example, you are
not going to head out to a random desk at the office tomorrow, find a user sitting there, and invite them to a two-hour training course on
the new collaboration technology. First you must:

1.

4.

5.

Complete the due diligence work to assess the capabilities of the new technology.

Decide to push ahead with further investment.
Write the business case to secure senior management support.
Build out the underlying infrastructure.

...and soon.

Yes, there is a role for early user involvement, but only for specific users within
the staged process.

Broadly speaking, here are the activities that happen before the user adoption
strategy work begins with second wave people:

o

New and existing vendors are constantly being monitored for new

Based on what the IT department
understands about how different
parts of the business work, potentially
valuable new technologies are
highlighted for further investigation.

announcements that may provide value to the organisation. This is the “technology scanning” role of the IT department.

Based on what the IT department understands about how different parts of the business work, potentially valuable new
technologies are highlighted for further investigation within the IT department.

If a new technology passes the further investigation stage and continues to show business merit, exploratory discussions or
workshops are set up with specific business groups to evaluate potential fit.

If a fit can be demonstrated and a leader on the business side is willing to take an active role in championing the use of the
technology within their department or group, then a deeper round of business and IT engagement starts. This would usually
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include the creation of a pilot infrastructure, the design of a pilot program to test the applicability of the collaboration technology
within the department or group, and the development of a business case to outline joint expectations.

Now, a warning. Don’t read the above and conclude that a focus on user adoption can wait until the last moment. Although you won't start
working with second wave people until the tail end of the implementation process on user adoption as such, you have to start planning your
user adoption approach long before reaching the end of the process. How to encourage user adoption is a constant theme that underpins
the entire process, even though the work happens at a particular time.

Also keep in mind that work on adoption happens when business users are helped to transition from the way they work now to a new way
of working. Once the new way has become the new “now way,” adoption efforts have served their purpose and are no longer required.

Figure 2-3. Adoption and “The Way We Work New"”

“the way we “the way we “the way we

work now” work new” work now”

“adoption”

Adoption of new technology and approaches to work takes place when transitioning from working in one way to working in a
different way. Once the new way has become the new “now way,"” adoption efforts have succeeded.
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Element 3. The Specific Result

The final element of context is the specific result that happens as a consequence of using new collaboration technology. In the workshops |
run on collaboration strategy, | call this “the global why.” Why is the use of this tool beneficial to the organisation—surely it's not being
implemented just because it's new?

Forexample, it could be that: Why is the use of this tool beneficial to
O Running a team project in SharePoint is much better than using the organ iSGtiOﬂ—SUre'Y it's not being
email and the file server. Document attachments are reduced, implemented jUSt because it's new?

making it much clearer who has the latest edition. There is no

more document chaos, because there is ever only one current

edition of the document. Growth in storage requirements for email is one of the most pressing concerns for many IT organisations,
and by implementing SharePoint—or one of the alternative collaboration workspace offerings—they are anticipating a levelling off
of this growth. Actually, when | run through the document co-authoring scenario during a SharePoint Collaboration and
Governance masterclass,*> which compares using email and SharePoint to support document co-authoring, the attendees discover
that storage savings of at least 80% are possible by shifting the co-authoring process to SharePoint. In addition, hands-on time for
co-writing the document is cut by half, if not more.

O Feedback on new ideas is gathered more quickly through Yammer than in email blasts. Someone is able to ask a question and
target it to a specific set of people in the organisation, and engage in rapid dialogue about pros and cons. The organisation is able
to quickly gauge the pulse of the staff through Yammer, and then form subgroups to attack new market segments and
opportunities.

O Visibility into key business processes is currently terrible! No one knows the status of their requests, no one knows who to call to
get an answer, and it's just one big black hole! Implementing collaborative workflow capabilities in Lotus Notes provides an
opportunity to resolve these issues, and for everyone to see the current status of their requests within the wider context of other
requests.

Genentech, a biotech company, describes one of its desired results as reducing the cost of drug development. Bringing a new drug to
market used to take 10 years and $1 billion; but that's recently increased to 14 years and $1.5 billion. Genentech is focusing its use of various
collaboration technologies on reducing this timeframe and cost.*
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It could also be that “the global why" is driven by less appealing prospects. Perhaps the organisation is about to become subject to new
industry or governmental regulations about information capture and archiving, and current approaches just aren’t cutting it. Or the firm has
just been acquired, and its existing technology is being thrown out in favour of the acquirer’s technology platform.

Three Context Models

Now that we have investigated the context for user adoption strategies, let’s take a look at three models for approaching collaboration
technology in the organisation. | recommend two of the models—the Collaboration Roadmap model, and the Scenario-Led Planning
model. | do not recommend the third model, but have included it to describe the all-to-frequent default approach taken by organisations.

Model 1. Business Collaboration Roadmap

In my strategy roadmap book—Collaboration Roadmap: You've Got the Technology—Now What?—I outline a seven-stage roadmap for
approaching collaboration technologies in the organisation.?

The seven stages are:

While technology provides an

1. Really Understand the Technology. Examine new technology and the opportunities opportun ity for worki ng in
it affords for improving the way work is done. The IT department will usually lead different it's onl 0%
this process, but it should be done in collaboration with business groups. ITrerent ways, I1t's O_ y 1070

of the success equation.

2. Outline the Vision. What is the vision that drives our interest in and work with
collaboration and collaboration technology in our organisation? The vision isn’t

about using new technology—it’s about improvement in processes, organisational effectiveness, and innovation, among others.

3. AcceptTechnology is a Small Factor in Success. While technology provides an opportunity for working in different ways, it's only 10%
of the success equation. Other disciplines—including governance, engagement, and user adoption—carry much more weight.

4. Determine Your Governance Approach. Many collaboration technologies are broad-based and can be used in many different ways—
it's the set of governance decisions about how and where it will be used that makes the difference. The governance strategy lays
out initial shared expectations about the method of use, as well as a process for revision.
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5. Make Every Effort to Engage the Business. A joint exploration into the possibilities for how a specific collaboration technology can
improve the performance of a particular business group or department, using one or more engagement strategies, e.g. workshops,
one-to-one meetings, and proof-of-concept examples.

6. Apply Intentional Effort to Adoption. The process of encouraging user adoption for the new collaboration technology, using one or
more user adoption strategies, e.g. exemplar stories, real-to-life scenarios, and over-the-shoulder watching.

7. Pursue Increasing Value. After achieving initial success with new collaboration technology and approaches to work, pursue value in

other areas.
Figure 2-4. The Seven Stages of Collaboration Roadmap
Governance is an
essential discipline for
effective collaboration
Determine Your
Governance Approach
Technology is Drive the use of Much more than Initial success opens
available that can technology off technology Work alongside the way for pursuing
reconnectus —» avisionof ~— isneeded for success business unitsto —— more value
Really Understand improvement Accept Technology is a understand how they Pursue Increasing
the Technology Outline the Vision Small Factor in Success work Value
Make Every Effort to

Engage the Business

Gaining adoption requires
more than merely
installing new tools
Apply Intentional Energy
to Adoption

Creating a business roadmap for collaboration technology involves seven stages, including understanding the technology, developing a governance
approach, engaging with the business about areas for improvement, and user adoption strategies.
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In other words, the user adoption strategies stage happens near the end of the process, but this stage is intensely impacted by what comes
before. It's impossible to involve everyone in choosing and evaluating new tools. Most

people in the organisation aren’t that interested, let alone have the time to do so, but a _ _
representative sampling of staff should be involved as part of their work. While the user adOptlon

strategies stage happens near
the end of the process, it is

The second model—Scenario-Led Planning—doesn’t even mention user adoption intensely impacted by what
?:E;Z?ﬁ:l but nonetheless lays out an approach that is very user adoption strategy comes before.

Model 2. Scenario-Led Planning

It is a huge responsibility to be charged with articulating and implementing a collaboration strategy for an organisation. Fundamentally, it
requires structuring the way people interact with others, and comes with great power for good or bad. Therefore, before taking action
consider these four key points:

1. Identify the key user groups in the business, and create scenarios of how they could work better through new and improved
collaboration technologies.

2. Understand the facts of the tools from the vendors, but define your own architecture.
3. Know what the exit strategy is for working with any vendor.
4. Consider what is involved in migrating away from the current environment.

Consideration 1. Collaboration Scenarios

Collaboration scenario planning happens when key user groups in the business are interviewed to understand what they do, and then the
analysis is combined with an understanding of new tools available for doing the work in a different way. This allows for some estimation of
the benefits of working in the new way, as well as the costs of changed work practices to the people involved.

Our work practices combine habitual ways of working with tools and technologies that have been around for ages. One of the most
common patterns of collaborative work is for a Microsoft Word document or Microsoft PowerPoint slide deck to be emailed around for
comment. With the new technology available today, both for deployment inside the organisation and as hosted services on the Web, this
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pattern can be exchanged for something different. Documents can now be drafted in Google Docs, and colleagues can be invited to read,
review and comment on the document without it ever being emailed about. There are benefits to the latter approach that do not exist with
the former.

One of the key mindsets in choosing a collaborative tool is to find something flexible enough to deal with a wide range of end-user
scenarios. By creating a new platform of commonality in tool availability and usage, things that work in one department can then be carried
over and used in other departments. Put another way, skills picked up in one setting will apply

to other settings. If the technology is too tightly focused on one or two use cases, then

people will have to learn to adopt a multitude of tools, which is not going to happen. It also One of the key mindsets in
makes the movement and correlation of data between systems difficult, which leads to a . .
more complex environment. choosing a collaborative tool
is to find something flexible

enough to deal with a wide

“He that defines the terms, rules the conversation.” Vendors define their own architecture for g nge of end-user scenarios.
collaboration and attempt to impose their view of the world on others. In so doing, they

hope everyone will see the world from their perspective, and will thus become intellectually

aligned with their products and services.

Consideration 2. Facts and Architecture

There is another way: Define the terms yourself. Create a reference architecture for collaboration centred in the needs and requirements of
the people and teams in your organisation. By all means learn from vendors about what they offer, but do not take the vision of one vendor
as objective truth—it’s just their point of view. To help start on this process consider using the Seven Pillars, a vendor-neutral framework |
developed in 2005, that describes seven core requirements for collaborative teams.*s In my strategy book, Collaboration Roadmap, two
additional frameworks are presented—for collaborative groups and collaborative organisations.?°

Once the architecture is defined, seek to understand the facts about the capabilities of the tools offered by different vendors. How do the
products work? What can they actually do? What can’t they do? Then put this set of facts against the reference architecture to see how well
a given vendor meets the needs of your people, and study the mitigations needed to cover the gaps.
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Consideration 3. Exit Strategy

When choosing a vendor and a product, know what the exit strategy and cost are likely to be. Be sure to select a vendor who meets your
risk profile for systems that support core business activities. Just as email has become a mission-critical system, so too will the collaboration
platform become a mission-critical system. This is not the place to skimp and save every penny, nor the time to align with a vendor who has
insufficient strength to last for the long haul.

Another question is the availability of local support, not just at the corporate office, but in other places around the world where you do
business. Where does your organisation work today? Can the vendor or its business partners provide support in those locales?

Consideration 4. Current Environment

The final key consideration is to model what is involved in migrating away from the current collaboration environment. Very few
organisations have a green fields opportunity, due to current and embedded tools. Transition and migration costs for IT investments are
sizeable, plus there is the need to re-train staff and administrators, or find new ones. More than one collaboration platform review has been
cancelled because the costs of migration far outweighed the perceived benefits. Also consider which current systems can be turned off as a
result of your work. The aim should be to create a streamlined place of working.

Finally, be wary of assuming that you must shift to a new platform in order to rationalise your
current information architecture. Some organisations which have shifted from IBM Lotus Notes
and Domino to Microsoft Exchange and SharePoint, for example, have said how wonderful it has
been to reduce duplication of information, to re-architect certain applications so that the
information is better shared across the organisation, and more. Yes, those are great outcomes— doesn’t even talk about

but you do not have to shift platforms to do it. It is possible to improve what you already have user adoption strateg ies as
and reap the same benefits, although making a switch can give you more clout to get certain
changes underway.

Scenario-Led Planning

such, but it lays a great
foundation for moving to a

Reflections .
7 user adoption focus.

Scenario-Led Planning doesn’t even talk about user adoption strategies as such, but it lays a
great foundation for moving to a user adoption focus. People outside of the IT department have been involved. The people inside the IT
department evaluating the technology have done so from a business-oriented approach. Starting with scenarios and enhancing the
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execution of those scenarios gives the IT people a much clearer picture of how to support and enhance work, rather than starting with the
cool features and functions of some new piece of kit.

Model 3. Build It and Throw It Out There

| said at the beginning of this chapter we would look at one approach that provides a bad context for working with user adoption strategies.
This is called the “Build It and Throw It Out There” approach to new collaboration technology implementation. Unfortunately, it's often the
current default approach when dealing with collaboration technologies.

When the “Build It and Throw It Out There” (or “BITIOT” for short, although that looks too close to “IDIOT” to be used more than once)
approach is taken, these are the hallmarks:

O The T department discovers a new collaboration technology and starts to explore all its cool features and functions. Technologists
love features and functions!

O After the IT department has played around with it for a while, the decision is made
within IT that it's time for the rest of the business to start using it. The “Build It and Throw It

124
O Anew implementation of the collaboration technology is spun up within the server Out There” a pproaCh does
room, and a memo is sent out to heads of departments saying, “This is the new tool techno|ogy "to"” ateam,
you will be using from now on.” Perhaps a training course is run one Tuesday at 2pm, . .
but that's the extent of it. There is no attempt at engagement. There is no realisation group, or organisation,
\\ N "
that user adoption is a process, not a one-time event. rather than “with” them.

The “Build It and Throw It Out There” approach is quite different in ethos and intent from the
previous two approaches—it does technology “to” a team, group, or organisation, rather than “with” them. It's not the approach |
recommend. Actually, it's the one | want to get rid of.
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What's Your Context?

Now it's your turn. Reflect on the context in which you are doing your work with user adoption strategies. The two approaches | have
advocated in this chapter—the Business Collaboration Roadmap, and Scenario-Led Planning—are ideal context approaches through which |
have sought to make the following points:

O User adoption strategies may come at the end of the technology implementation process, but they should not be an afterthought.
Someone has to think about this long and hard to get it right.

O The ultimate users of the new tool should be involved throughout the process, not just have the thing dumped on them at the end.

O People must feel respected for who they are and the work they are currently
doina. ) ) )
omng Switching to a different tool that

O People must feel as though they have been heard. is “thrown out there” will not

“Build It and Throw It Out There” is a very different approach, and one | am reluctant to solve the user adoptlon prOblem'

consider as being valid. If you are struggling with adoption of the system you have

created and implemented on your own, with no involvement from anyone else, could it be your own fault? A failure at user adoption may
signal a key factor has been overlooked. Switching to a different tool that is “thrown out there” will not solve the problem. The root cause
must be correctly identified and a new approach developed which involves people much earlier in the process.
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Summary

This chapter has built on the foundation of chapter 1 by expanding our view of where user adoption strategy work fits into current
organisational practice. User adoption isn’t something that happens in a vacuum. It happens within a particular setting, as part of a staged
process, and with a specific result in mind. In terms of the specific result, recall that

the result isn't the adoption of the technology as such, but rather what happens as a

result of the technology being adopted. The specific result isn’t the
Three context models for user adoption were presented. Two are recommended adoption of the teChn0|09y, but
models—Collaboration Roadmap, and Scenario-Led Planning. The current default rather what happens as a result

(and very bad) approach to doing user adoption—"Build It and Throw It Out There"—
was also presented, not in the hope of encouraging you to follow it, but rather with
the desire to point out its fundamental flaws.

of the technology being adopted.

In the next chapter, we turn our attention to the topic of change. Given that we’re asking people to change the way they work, we need
some understanding of what that will mean.
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Chapter 3.
What We Know About Change

| find the whole notion of adoption, which usually means software adoption, to be slightly problematic. What we really should be talking
about is redesigning organisations and their networks to harness people power to get things done quicker, better and cheaper, and
enabling businesses to scale in a better way. This, not tool use, is probably the goal of social business design and Enterprise 2.0. >

Lee Bryant, Headshift

The concept of “user adoption” is intimately linked with “user de-adoption,” which is an inelegant way of saying that in acquiring something
“new,” something currently used has to go or become less important. This brings us to the topic of change, a matter that has already
consumed much paper for books, articles, and PhD dissertations. This chapter
presents a bird’s eye view of current thinking on change, and is intended to set a
baseline for our subsequent discussions on the user adoption challenge. The concept of “user ado ption” is
In this chapter, we will: intimately linked with “user de-
adoption,” which is an inelegant way of
saying that in acquiring something
“new,” something currently used has
to go or become less important.

O Review roadblocks to change for people, groups, and organisations.

O Explore five models of change, which propose different ways of thinking
about the change challenge.

O Consider the change levers for user adoption, pulling together our
analysis of the roadblocks and the models.

This crash course on change will look at what we know about how people respond to change, contemplate how we can navigate this
area, and come up with some very practical principles to guide our user adoption work.
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Roadblocks to Change

One of the first realities we come up against when exploring the subject of change is the matter of resistance—and it's not just a recent
factor to do with new collaboration technology; it's an enduring issue across many types of change. People don’t want to change. Group
norms fight against change. Organisations neuter change efforts. Therefore, let’s start by talking about the roadblocks we will face on our
journey. Discussed in these next three sections is one way of looking at the constituent parts of resistance to change. Note, however, that
there are interplays between the roadblocks at each level, and interdependencies between

roadblocks across the levels.
People don’t want to

Roadblocks from Individuals change. Group norms
fight against change.
Organisations neuter
1. Fear of the unknown. change efforts.

2. Comfort with the status quo.

There are numerous reasons why individuals resist change. Here’s eight of them:

3. Pushback on being forced to change.
4. No sense of the future possible benefit.
5. Being a stakeholder in the status quo.
6. Fear of transparency about their work.
7. Being overwhelmed with possibilities.

8. Loss of faith in IT’s ability to deliver.

Let’s consider each in turn.



Chapter3 What We Know About Change 48

Individual Factor 1. Fear of the Unknown

Fear is probably the largest de-motivator to change. Fear of what other people will think, or not think. Fear of what will happen, or not
happen. Fear is a debilitating emotional response, and while it may not stand up to logical analysis or scrutiny, it has a big influence.

One particular type of fear is that of the unknown—what might or might not happen. In relation to ways of working and new collaboration
technologies, people and groups have existing patterns of working together, and when a new way is proposed, they do not know exactly
how it will pan out. Suppose the proposed future state is worse than the current state? None of us can be 100% certain about what will
happen, and this can hold people back from taking the leap. Sometimes talking through the change and its possible ramifications helps
reduce the level of fear, because people in the group are able to differentiate
between likely and unlikely outcomes, and in light of input from colleagues .
Y y e ntg P 2 Suppose the proposed future state is
and peers, come to a more reasoned position.
worse than the current state? None of
us can be 100% certain about what will

Comfort with the status quo is a second common resistance factor. It's ha ppen, a nd this can hold people back.
human nature to develop habitual ways of working, and indeed, habits are

essential for efficiency in life and work. If habits are strong enough, many of

the actions required to complete work tasks can be done almost mindlessly, thus freeing up thought capability for the more taxing parts of
the work. For example, being able to touch type on a QWERTY keyboard means a writer can focus on crafting wonderful text, not which
button to press next. Even though there may be better ways of typing, the certainty of the status quo is more appealing than the
uncertainty of the future.

Individual Factor 2. Comfort with the Status Quo

Individual Factor 3. Pushback on Being Forced to Change

A third common resistance factor surfaces when people have no input into an upcoming change. They are forced into it. | didn't make up
the saying People resist being changed, but like changing, but | say it quite a lot in presentations. The saying contains a subtle riddle, and
signals a contradiction. Let's consider the first part now, and come back the second part later in this chapter.

The phrase People resist being changed signifies a dislike or internal pushback about having change legislated on you. You have no control.
You have no say. You are told what to do differently with no input or option to discuss. Even if the idea is great, is better than what you've
got today, and has benefits for you, whatever—even if all of this is true—people still resist it.
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Individual Factor 4. No Sense of the Possible Future Benefit

A fourth common resistance factor is having no sense of the possible future benefits. When change is forced on people—if the change itself
is the focus rather than the future benefit—people will resist. This can be for a number of reasons, such as:

O The change and the associated benefits haven’t been explained in language that’s meaningful to the individual.

o
o

The individual assigns low credibility to the person waxing lyrical about the promised future state. They just don’t believe them.

There are outward signs of compliance, but the change is merely a projected image. There is no reality to the change; it's just for
show.

Thankfully cartoonists can capture the funny side of these dynamics (see Figure 3-1).

Figure 3-1. User Adoption is Key

I'M GLAD YOU ASK!
IN THE DAYS
BEFORE OUR NEW SYSTEM
| HAD TO MAINTAIN ALL MY
CONTACTS, MAILINGS, SALES
ETC. IN A BUNCH OF EXCEL
SHEETS

... | HAVE TO TYPE
EVERY WEEK ALL MY
RECORDS FROM MY
SHEETS IN THE NEW
SYSTEM JUST TO
PRETEND | USE IT.

HI,
I'M FROM THE IT
DEPARTMENT AND
WANNA ASK YOU HOW
MUCH OLUR NEW CRM
SYSTEM EASES YOLUR,
WORK

BUT SINCE WE HAVE TO USE

THE NEW CRM SYSTEM...
/

\//: \)) \//: \)) E %\z)

User adoption involves helping people make the transition from one way of working to another way of working. Geek and Poke
presents an insightful view of the challenges along the way. Copyright Oliver Widder. Used with permission.

/

Geck and poke
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Individual Factor 5. Being a Key Stakeholder in the Status Quo

The fifth common resistance factor is being a key stakeholder in the present way of doing things. An individual may have introduced or
implemented what has become the current status quo, and as a result feels a high degree of commitment to what currently happens. They
may resist any changes that suggest they were wrong in their previous change efforts, or that the changes they introduced were not
beneficial to the organisation.

Individual Factor 6. Fear of Transparency About Their Work

Collaboration highlights work-in-progress—as Martin White likes to say, there is no work and there is no progress.24 Working with others in
regular group meetings, and even using technology tools to support tracking of task allocations between meetings, quickly gives a sense of
what is not happening. Specific people aren’t completing their assigned tasks, and this has a negative effect on group performance. Work-
in-progress is highlighted, and what's seen is all bad!

If people are currently able to hide their lack of progress through carefully crafted excuses, S pelelC people aren't

the introduction new collaboration technology will be seen as a threat—and will be met com p|eti ng their assig ned
with resistance. Sometimes the people who complain the loudest are the ones with the . .
most to hide by keeping on working in the current way. taSkSI and this has a negatlve

effect on group performance.
Individual Factor 7. Being Overwhelmed with Possibilities

Many IT departments are terrified of underwhelming people with new systems, especially when lots of time and money has been spent on
selecting and implementing new technology. The IT department wants to show the multitude of new things that can be achieved through
the new system. However, this approach overwhelms people with possibilities they have no need for, and instead of a focused conversation
about what the individual needs, the conversation is fragmented. Because the IT analyst is not talking at a level understood by the
individual, the changes are resisted.

Individual Factor 8. Loss of Faith in IT’s Ability to Deliver

The final resistance factor is caused by individuals losing faith in the IT department’s ability to deliver new systems that make work life
better. If the IT department has a poor delivery history, is known for systems that fail, takes too long to deliver new systems (years go by
between initial discussions and system delivery), or treats people poorly during the requirements capture “nightmare,” people will resist
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what'’s coming. Past actions have undermined the trust that should exist between the IT department and the business, and unless this lack
of trust is addressed, people won't try to change.

Roadblocks from Groups

Changing the behaviour of a group is even more difficult than changing individual behaviour. Consider the following four factors:
1. Group habits are often set firmly in place.
2. Change may be irrevocable.
3.  Work practice and technology are inseparable.
4. Animbalance exists between energy and action.

Group Factor 1. Group Habits Are Often Set Firmly in Place

Groups develop habitual patterns of behaviour, and the re-contouring of these group habits is difficult. Members of the group develop
expectations about how other group members will do things, as well as developing mechanisms to cope with what other people do. These
developments take place over time, and unstitching how the group works then putting it
back together in a different way is really hard.

Breaking these habits and
For example: developing new ways of

O Janice will send out the meeting agenda by email only minutes before the event, worki ng can be pal nful and

but everyone on the group has already had a little conversation over coffee about take time and re-negotiation.
what will be discussed.

O Fredrik asks for feedback on his document with too little time for people to do a full review, so the reviewers compare their notes
before going back to Fredrik.

O Bobis always grumpy about deadlines being shifted, so he gets a “special” edition with false deadlines.
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Breaking these habits and developing new ways of working can be painful and take time and re-negotiation. Janice has to be told to be
more prompt with the meeting agenda. Fredrik has to be warned that his document will not be reviewed if he doesn't give everyone
sufficient time. Bob has to grow up and live with shifting deadlines.

Group Factor 2. Change May Be Irrevocable

Loss of the status quo and an inability to go back to the old approach is the second group factor leading to change resistance. When groups
develop patterns of working together, they get very efficient at the various steps. Efficiency is a great success measure—for example,
getting a new product to market 30% faster than the competition can confer huge financial benefits on the organisation. When a change of
approach to work is advocated, it means becoming inefficient at work for a while, until the new way is learnt and internalised. Once the
transition is made, the status quo is lost, and if the new status quo actually isn't any better, it may be impossible for the group to go back.

Group Factor 3. Work Practice and Technology Are Inseparable

Group technology becomes an invisible part of the way groups get their work done. Group members don’t see their work practices as being
separated from the technology underpinning it—both are one-and-the-same. Consensus is

reached by having a meeting—but the meeting isn't seen as a “technology,” it's just a

“meeting.” Document co-authoring takes place over email, but that isn't “technology,”it's  \\/hen the tech nology and

just “email.” When the technology and tooling underpinning work practices are pulled . .
away, it's like separating skin and flesh. It tears, and it hurts. tooli ngu nderpm ning work
practices are pulled away, it's
like separating skin and flesh.

Some people appear very keen to embrace new approaches in their group, and keep It tears, a nd it hurts.

asking for more—or more precisely, for “just one more thing.” But this request for

something additional in the pursuit of apparent usefulness is used as an excuse for not

taking action with what is currently available. It's used as a roadblock for change—the system isn‘t perfect—and until it is perfect it won't be
used.

Group Factor 4. Too Much Energy, Not Enough Action
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Roadblocks from the Organisation

Roadblocks can also be thrown up at the organisational level. When these happen, they are outside of the control of any one individual or
group, but act to further dampen change initiatives. Resistance factors at the organisational level are:

O A History of Success. When the organisation is achieving significant success, those advocating change face a difficult challenge.
Why should the organisation change the way it works when it is already
successful? Change is risky and threatening.2s

Organisational roadblocks are
O Culture. The culture of an organisation will help or hinder the willingness to id fth | of
change. A culture of marketplace entitlement will prevent an organisation from outside or the control o any
seeing it has to earn the right to sell to a customer. A culture of nasty criticismwill ~ one individual or group, but

prevent people from suggestmg n.ew and slightly crazy ideas. We will talk more act to further dam pen chan ge
about culture before this chapter is over. o
Initiatives.

O Politics. When different individuals fight among themselves over whose view of
the past, present or future will be correct, “politics” rears its ugly head. Who do the
other people in the organisation follow, and how can they force others to embrace their view too? When politics gets ugly, the
willingness to collaborate disintegrates because people are too focused on winning whatever the cost.

O Inconsistency. If leaders are unwilling or unable to state a single future direction, but instead vacillate between different future
possibilities—this week one idea, next week a different idea, the week after yet another idea—change is resisted. Of course, no one
is really sure what they are resisting because it keeps changing. But the lack of clarity over vision will erect a roadblock to change.

O Systems. Organisational systems are habitual ways of doing things at the organisational level, and are often encoded using
technology and process. If systems are brittle, change will be feared and avoided.

O Time. It takes time to change, as we will discuss shortly in this chapter. If people are kept busy 24/7, with no opportunity to think or
experiment with new ideas, change will be resisted. People have no capability to embrace change because they are too busy.

Other roadblocks to change at the organisational level include informal reward structures, formal compensation plans, and historical
baggage.
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Summarising the Roadblocks to Change

How do we summarise all these roadblocks? While there will never be one authoritative summary statement that everyone agrees with,
here’s my attempt: People resist change when it doesn’t make sense. When they can’t see the benefit, it doesn’t make sense. When the future
benefit is only marginally more appealing than the status quo, it doesn’t make sense. When organisational factors fight against the change,
it doesn’t make sense.

Marc Elsmar penned these words about change and the reasons why change is resisted:

If you really want to change, are there reasons not to? We may feel these are “safequards” which protect us, or we might assume these to
be “cast in iron” requirements or procedures. But often when they are investigated, they are found to be movable, and thus "changeable.”
We simply need to recognise that they are really only an excuse not to change.?®

Yes, there are roadblocks to change, but change is possible! So before we throw our hands up in despair and cry “It's no use; I'll give up while
I'm still ahead,” let’s shift our attention away from the roadblocks and contemplate five models that address introducing and enabling
change for individuals, groups, and organisations.

Five Models of Change
| started this chapter by noting that much has been written on the topic of change. This section offers a sampling of models of change.
Model 1. Stages of Change

Academics have studied change processes for decades. One academic model developed in the late 1970s and early 1980s is called Stages of
Change.? It has its origins in research looking at how smokers give up smoking. The researchers, James Prochaska and Carlo DiClemente,
proposed a model with five stages of change:

1. Pre-contemplation. In the first stage, or “pre-change” stage, people are happy with where they are. They are not interested in
changing. They will defend their current choices to other people, and with great passion if required.

2. Contemplation. Without committing to making a change, people start to consider what it would be like to change, and whether
change is even possible. The key emotion in stage 2 is ambivalence.
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3. Preparation. An internal decision is made to change, and some small steps are explored about putting the internal decision into
practice. People will search out strategies for change, and resources to help them make the desired change.

4. Action. People start to take active steps to bring about the change they have decided internally they want to see. They need
willpower to keep going with the various actions—not buying cigarettes for example—and are likely to seek out the support and
help of other people.

5. Maintenance. The change has been made, and a new status quo is in place. In the final stage, the focus is on retaining the new
status quo, and not slipping back into past habits.

Figure 3-2. Stages of Change Model

Pre-contemplation

/-—V

Maintenance

Stages of Contemplation
Change

Action

Preparation

Prochaska and DiClemente found that smokers went through a five-stage process when giving up smoking habits. The model has been applied more
widely to other areas.
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What they said, in essence, is that change doesn’t just “happen”—it’s less an event than a process. There are five stages in their view of
change, and each takes time.

Kurt Lewin, a psychologist, also saw change as a process, albeit one with three stages rather than five. His three stages are:

O Unfreezing.The initial part of the process, where roadblocks to change are overcome, and the existing way of doing things is
dismantled.

O Change and Transition. The introduction of the new approach, which results in a time of uncertainty, confusion, and transition.
Efficiency drops as people learn a new way of doing their work.

O Freezing. The change is becoming the new way of doing things, and people are becoming increasingly comfortable with the new
approach.

Model 2. Diffusion of Ideas

A second model of change is called Diffusion of Ideas. The essential idea is that people are more likely to adopt a new behaviour when
someone they respect or admire endorses the behaviour. The opinion leader makes the change safe, and as a result the change becomes a
new social norm in a particular community.

Figure 3-3. Diffusion of Ideas
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Change flows through people in a social context. People who are quick to embrace a new way of doing things have an impact on others who admire
or respect them.
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In order for the opinion leader to be effective in introducing change to the community, the following concepts need to be true:

O Theleader has to demonstrate the change. There must be a very clear difference between current practice and the demonstrated

change in order for it to be recognised as something different.

O Theleader has to be willing to be viewed as being different, and not part of the crowd. If they don’t get any followers, they will face

ridicule.

O Theleader has to welcome new followers into their idea, and then make the idea about the collective, not about them. They have

to give up sole claim to the idea once more people risk their reputations on the idea.

O Thefirst and early followers are critical to the spread of the idea to the rest of the community. If they are unable to embrace the
idea and emulate the example set by the leader, the idea will die before it can impact the community. The leader needs to make

the change something others can embrace.

| see good crossover between this model and Stages of Change. The Diffusion of Ideas model highlights the role influential or significant
others have in the process of change for an individual. This can become part of the context used within the Stages of Change model to assist
with pre-contemplation (I see someone else | admire doing something) and contemplation (I would like to do what they are doing).

Model 3. The Change Journey

The Change Journey model embraces the word “journey” rather than “stages” or “process”
in its title.2 One of the presuppositions of the Change Journey is that change is not a linear

process, but rather a place of exploration, experimentation, and redefinition along the way.

People embarking on the change will have some sense of what’s coming up, some initial

goal to work towards, but much of the journey will be about responding to the unexpected.

There are four distinct aspects in the Change Journey model:

The Change Journey views
change not as linear process,
but rather a place of
exploration, experimentation,
and redefinition along the way.

1. Preparation.The initial part of the journey requires getting ready for the upcoming change—some things will be known, and some
things will be unknown. People going on the journey need to explore and understand the various options for getting where they

think they need to go, as well as deciding who to travel with.
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2. Starting the change journey. Getting started on the change journey itself is based on joint planning and agreement about where
to head. The first steps are taken to start shifting the individual or group towards its desired goal.

3. Living the change journey. As the journey progresses, there will be challenges, new opportunities, even new people along the way.
Deciding how to embrace these changes, and whether to make small or major adjustments is a critical part of the change journey.

4. Creating skills for working in constant change. The final aspect of the change journey is in developing skills to cope admirably with
change as it occurs. People need to be ready for new changes, and developing

responsiveness to change quickly is a critical individual and group skill.
Key lessons from the Change
Key lessons from the Change Journey model include the importance of conversation and Journ ey model include the
group agreements about where to go, as well as the importance of developing skills and . .
competencies to deal with change as it happens. Im porta nce of conversation
and group agreements about

Model 4. Culture and Work Practice where to go.

I said earlier we would come back to culture before this chapter was finished. | have a

strong view about culture and work practice for collaboration technologies. As with the word “collaboration,” “culture” can be thrown about
in conversation as a way of muddying the waters. Or to put other people off, as in, “It's all about culture, you know"” (and therefore
unknowable, and therefore let’s not even try).

| dislike it when the word “culture” is used as a conversation stopper, and thus my aim in this section is to transform the word “culture” into
a conversation stimulant. Let’s start by seeing if culture can be isolated from work practice.

Culture and Work Practice

If the implementation of new technology requires a “change in culture,” then my view is that the words, nuances and ways people express
themselves to other people also need to change. For example, if you get someone to change from reacting with "That's stupid” to “"Help me
understand your perspective,” you have changed the culture of their interaction.

Work practice is simply the way people carry out the tasks and activities of their role. If | communicate and collaborate with other people via
email—holding conversations about a project, working on documents together, reminding others about commitments and expectations—
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then the work practice involves the use of email. If work practice changes, then people choose to use different tools to carry out their work,
with associated pros, cons, and implications for other people.

I'm not attempting to argue that a change in work practice is by definition simple. It may be—if everyone in the group or team recognises
the problems and feels the pain of how they practice work now. But it may not be—if the people on the team or group think everything is
going well, do not have the mental time or space to think about doing things differently, or don't believe the benefit of the change is
sufficient to offset the costs and short-term reduction in efficiencies.

Work Practice Is Only One Part of Culture

It turns out that work practice is only one part of culture. Other more important parts include shared attitudes, values, and goals.29 While
work practice encompasses the way work is done within a particular social setting, these three additional aspects address the group’s view
on particular topics (shared attitudes), what it collectively views as being valuable (shared

values), and why the social setting exists (the shared goal being pursued).

, , One way to explore the
Therefore, one way to explore the degree of “cultural” impact of new collaboration " L -
technology is to assess which aspects of culture are affected. For example, take an intact deg ree of “cultural” im paCt
group or team, and explore with them their current culture. What attitudes do they share? of new collaboration

What do they value? What goal is the group or team working towards? What practices do they .

follow to get their work done? It may be that the introduction of new collaboration tech nology Is to assess
technology only changes work practice. The work practice may change from using email for which aspects of culture
working together, to using an online team workspace. are affected.

Conversely, the introduction of new collaboration technology can impact on the other three
aspects of the cultural matrix, and this is where things get complicated. Let’s look at how attitudes, values, and goals may be changed as a
result of introducing new collaboration technology.

O Changing Attitudes. The group’s attitude to openness is an important cultural factor. If a group has the shared attitude of private
working, then people do their own work towards the group’s overall goal, with periodic reporting points. People are largely left to
their own devices. A technology like Yammer demands greater openness to work—so if this is introduced into a group with the
shared attitude of private working, it is going to require a change of attitude to one of greater openness.
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O Changing Values. The value the group places on individual feedback versus group consensus will have an impact on potential
change requirements. If a group currently demands that people’s comments in a document are traceable back to individuals—
either for idea ownership or as part of wider records management mandates—the group will be less inclined to embrace wiki
technology where individual contributions melt away in light of wider group consensus over the document form and structure.
Fully embraced, wiki technology leads to a suppression of individual identity in favour of the group. This is a significant
transformation of a group’s value, and if the technology is directive in this sense, it requires a much more significant change than
just a change of work practice.

O Changing Goals. A group’s goal can be changed as a result of introducing new collaboration technology. Perhaps the goal was to
inform the rest of the organisation what was happening with the development of a new product, and this was enacted through a
monthly email newsletter. By introducing a blog, this work practice becomes a monthly blog post. Then when people start
commenting and requesting additional feedback, a weekly blog post is introduced. Then people from other parts of the
organisation start giving ideas for improving the product, and thus the goal changes from informing a group of people to acting as
a steward for new ideas. It's a very different outcome from what was expected.

An Example: Document Co-Authoring

Consider the example of working on a document—the document co-authoring scenario. The traditional approach involves a lead author
working on the document until they are fairly happy with it, and then distributing it for feedback and reaction. This might happen by email,
or by uploading it into a collaboration space, using Central Desktop, Basecamp, Huddle,
or Lotus Quickr. Other people look at the document, and give their feedback. The lead
author then takes the comments they want to take, and incorporates them into the The fun starts when a more

new master” edition of the document. This is a change of work practice only. extensive cha ngeis pI’OpOSGd,

The fun starts when a more extensive change is proposed, such as obliterating the such as obliterati ng the current
current approach to document co-authoring and replacing it with a radical alternative. a pproach to document co-

Tak.e the examplle of a wiki be.lng introduced. Now it is complfetely possible for a Wlk'l to authori ng a nd replaci ng it with
be introduced without changing the fundamental work practice—the lead author still ] _
writes the document, albeit in the wiki rather than Word, and then notifies the other a radical alternative.

people on the team that the document is ready for their review. Reviewers open the

wiki page, read through the current status, and leave comments at the bottom of the wiki page; they don’t change the text directly. In this
case, the technology has changed, and the work practice has changed, but that's about all.
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In order for wiki technology to live up to its promise of open, freeform document creation by a loose federation of contributors, a more

fundamental change is required. Instead of having a lead author, there is now a group of people working on the document, pretty much all
at the same time. Instead of one person claiming “ownership” of the document,
it's “owned" by a collection of collaborators. This is a major revision to the work

practice of the group, and means there are now things to be wrestled with. For In order for wiki teChnO|Ogy to live

example, you know you have a not-just-work-practice issue when you hear up to its promise of open, freeform
ts like: .
comments fike document creation by a loose
O "Butit’s my document!” federation of contributors, a more

O "I'mnot ready to show you what I've written yet!” fundamental Change IS reqU|red.

O ‘"Butit’s just a draft!”
O "Why are you changing my words?”

In this scenario, the change in work practice is minor in comparison to the changes required in attitudes, values and goals! The shared
attitude has to be revised to say other people have good ideas, and they are permitted to see—and change—your in-progress thinking. This
is based on the belief that earlier feedback and involvement from others will lead to a better outcome for the whole group.

Shared values have to change too—the value that we place on less-than-perfect ideas, the value of one person’s work in relation to the
contributions of others, and the greater value attributed to openness and transparency versus private work. While one person in the group
may quickly buy into a new set of values, it's only if the value statements are shared and enacted together that the new approach makes
any sense.

Finally, there is a goal change too. The lead author used to see the goal as demonstrating their brilliance at writing a great document, and
getting a round of “well-done” comments from others on the team. Now the goal is for the team to write a better and more rounded
document, working together throughout the process.
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Figure 3-4. Analysing Document Co-Authoring for Culture Changes

Activity Develop a Document with other
People
Goal Write the RFP response that wins us

new business

Values Ask when you need help

Attitudes Author does the heavy lifting
Reviewers critique and challenge

Work Practice  Lead author, with feedback from other ’ ‘

@®®

people, distributed by email
|

Email with Freeform
link to site Wiki draft

Wiki for
collecting comments

New technology for document co-authoring can be introduced in different ways. These different ways cross one or more dimensions of culture. The
more dimensions the change crosses, the more difficult it is to introduce the change.

In summary, this model is about recognising the different levels in “culture” across which change can be introduced. The more levels the
change crosses, the greater the degree of change is required. If it's just a revision of work practice—swapping one tool for another—the
change is much easier than if it involves attitudes, values, and goals. If the higher levels of culture must be modified in order for the new
technology to make its promised difference, then a proportionately greater amount of time and space must be provided for the change to
be explored, discussed, and negotiated.
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Model 5. Sticks and Carrots

No discussion of change is complete without reference to “sticks” and “carrots.” Both are used as motivators for change—a stick is
something that hurts you if you don’t change (less pay, getting fired, being relegated to the “out-crowd”), and a carrot is something you get
if you do change (higher pay, a promotion, a bonus, being part of the “in-crowd”). Both motivators have a different profile of effectiveness.

At Salesforce’s annual customer conference a few years ago, John McGuigan from Fiberlink Communications presented a case study on the

adoption of Salesforce at his firm, and compared the short-term and long-term effectiveness of different motivational routes to user
adoption.3°

Figure 3-5. Path to Sustained Adoption

Usage
Punishment/Sticks
V4
I ‘
! \‘ Increased Utility _...
I} .‘_..----"'

The threat of punishment is the highest motivator for short-term change, followed by the promise of financial reward, but both deliver only short-
term gains. For long-term change, increased utility is the highest motivator.
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As you can see from the graph, while punishment (“sticks”) was the fast route to quick adoption, it quickly fizzled out. Financial reward
(“carrots”) offered a less rapid route to user adoption, and while it was sustained for a longer time compared with punishment, it too fizzled
out. The most effective strategy over the long term was to orient the user adoption approach around increasing utility—such as making the
work easier to do, and making Salesforce a critical part of day-to-day work flow.

Summarising the Models of Change

Much more could be said about change, the cultivation of change, the management of change, the introduction of change, and the
effectiveness of change, but what we have covered is enough for now. Note these summary statements:

O Change is a process, not an event. Change doesn’t just magically happen in an instant; there is a process to be worked through.
Different models propose different stages in the process.

O Change takes time. Individuals have to re-wire the way they work,

and re-factor the habits they have internalised about how work gets Change starts as an idea—an

done. This is even more so for groups, when group habits have to be imagined future state in someone’s
re-wired in the new way. mind. It becomes increasingly real
O Change is social. The right people can have a large impact on the through d process of d iSCUSSiOﬂ,

introduction ofchange into soual. settings. Early opinion leaders who exploration, experi mentation,
model the desired change, and win early converts, can fundamentally . i .
rewire the way groups and communities work together. learni ng, a nd mid-course corrections.

O Change is made real by what people do. Change starts as an idea—an
imagined future state in someone’s mind. It becomes increasingly real through a process of discussion, exploration,
experimentation, learning, and mid-course corrections. While the concept of the ideal future state may appear quickly, its
realisation in a group takes time.
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A Roadmap to Change

We have covered a lot of material in this crash course on change, and it's time to round out our discussion. Here are seven critical concepts
we can take from this chapter into our user adoption work:

1. Involve people in the change.

2. Deploy the right levers for change.

3. Make it about organisational improvement.

4. Use repetition to make the proposed change real.
5. Encourage change rather than drive change.

6. Give people time and space for change.

7. Prove that the change works.
They have control over the

Concept 1. Involve People in the Change change—whether that’s partial

Earlier in this chapter we evaluated the first half of the saying, People resist being changed, or total control. They have time
but like changing. Given what the first half says, how can the second half hold any validity? 0 think about it, and are

Since the phrase hinges on the word “but,” there is an active comparison between the first involved in the process.
and second halves of the phrase. What's true in the first half is not true in the second half,
so the conditions that bring about the pushback on change in the first half are not the same conditions that bring about change in the
second half. This means that people like changing, when the following is true:

O Changeis not legislated on them. They are the legislature, or an active participant in it.

O They have control over the change—whether that's partial or total control. They have time to think about it, and are involved in the
process.
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O They have a say in what's happening—they can express their opinion, argue their view, make their voice heard.

Consider the different change response you get when a new and larger flat screen TV is released to market. If Robert waits until Daniel, his
neighbour, has purchased one, the conversation may go something like this:

Daniel. Robert, I've just purchased the new 65”TV. It's awesome. You've got to get one.
Robert. Well, that’s fine for you, but my 42”TV is more than adequate. | don’t see any reason for anything bigger. It's a waste of money.

Robert interprets Daniel’'s comment as forcing change, and pushes back. As an alternative, if Daniel and Robert go to the TV shop together,
look at the new 65" TV together, and discuss the pros and cons of updating their current 42" TVs together, Robert has an involvement in the
proposed change and is much more likely to celebrate Daniel’s purchase, if not buy one for himself at the same time.

In summary, as much as possible, involve people in the process of what's going on. Hold the engagement meetings and issue an invitation
for people to attend. Keep them updated with what's coming. Let them feel a degree of involvement and control over the process. Be
collaborative in your style and approach, not dictatorial.

Concept 2. Deploy the Right Levers for Change

There are numerous motivators that can lead people to change—be they a small change like buying a new 3D television, through to a big
change in career or educational aspirations. Deploy the right motivators for change in your
work.

There are numerous

motivators that can lead

O Pain. The desire to avoid actual or perceived pain is a motivator for change. The more peop|e to cha nge, dep|oy
real and immediate the pain, the greater willingness people have to change and do the I’ig ht motivators for
things differently. Pain can sometimes be attributed to missing out on something )
other people have. Some people like to be first—they are first movers in getting the cha nge in your wo rk.
new model car, the new large screen TV, the new iPad from Apple—they gain an
internal benefit from being first and knowing that. Fear of missing this pride of place can
be a motivator for doing extreme things, like waiting in line for many hours to get one of the latest Apple iPhones!

Common motivators are:
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O Actual Social Pressure.Verbal (or even non-verbal) pressure from other people that you are not measuring up or are missing out
on something, can be a motivator to change. When everyone else in the management group starts turning up to management
meetings with a printout of their performance chart for the week, and these are compared and discussed during the meeting, even
the slowest adopter of new technology is going to get quickly onboard. This motivator is about making change popular.

O Perceived Deviance from the Norm. Robert Caldini, author of Influence: The Psychology of Persuasion, an influential book on
persuasion and change, said that the belief that “everyone else is doing it” is a huge motivator for people to act in a certain way.
They want to be part of great movements, and don’t wish to be an outlier.

Whether everyone else is actually doing it or not is largely irrelevant; if
someone believes everyone else is, they will be motivated to change. The belief that “eve ryone else is

. - .
O Better Defaults. Change can be very nuanced. Default choices can have a big domg it"isa huge motivator for

impact on what people do. For example, organisations that send out monthly peOp|e to act in a certain way.
newsletters by email find that subscriber numbers are vastly different if the They want to be pa rt of g reat
defaultis "no” versus “yes.” Only 5% of their customers will actively sign up if , .
the default is “no,” whereas on the other hand, only 5% of their customers movements, and don't wish to
will opt out if the default is “yes.” It's subtle, but makes a huge difference. be an outlier.

O Getting Pleasure. The desire for pleasure is also a motivator of change, even
though the prospect of pleasure is a lower motivator than the threat of loss or pain. Pain is a much greater motivator, but the
prospect of pleasure or benefit can work in some situations.

O Linkage to a Higher Goal. The final motivator or lever for change is linking the current change to a higher goal. It's not about
switching from email to a team workspace, it's about getting to market 30% faster. It's not about changing the way groups work
together, it's about beating a competitor who is making inroads into key customer accounts. Providing a wider perspective on the
change secures buy-in and commitment.

I have personal experience with pain as a motivator for change. In 2007, | developed repetitive strain injury (RSI) in my wrists as a
consequence of typing so much. So | studied the options of how to eliminate the pain—stopping typing wasn’t an option (writing and typing
is essential in my work). | had previously read that the QWERTY keyboard layout is not as efficient as Dvorak. As a result, a QWERTY typist
is more likely to get wrist pain than a Dvorak typist. So | decided to change—to drop my typing habits of 17 years with QWERTY. | was pretty
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good at typing too; | never had to look at the keyboard, | could type relatively fast (6o words a minute or so), and | had trained my fingers to
type without even thinking about it.

Then | switched to Dvorak, where the only two keys that remain the same are "A” and "M.” Everything else is different! My typing speed
dropped from 60 to five words a minute. My head hurt at the end of the day—I felt physical pain! But | stuck with it, and although it took me
a lot longer than | was expecting—nine months rather than the one month the books had promised—the Dvorak approach really worked.
My wrists are fine—the RSI has gone. It now feels easy to type. Dvorak is much more efficient. The avoidance of the pain of RSl was the
motivator | needed to make such a massive change.

Concept 3. Make the Change About Organisational Improvement

Change calls into question the value of the current approach to work. By default, when change is proposed, the people performing the
current approach will think it is because they have failed. This is all the more so when the people who designed the current approach are still
around and have invested in making it work.

For this reason change needs to be framed as organisational improvement, and in Cha nge needs to be framed as
particular, how the proposed approach builds on and extends the current approach. That organ isational im provement,
is, thg current approach provides an essential foundation on which the new approach can andin pa rticula r, how the

be built, and the current approach and the new approach are merely two steps on the )
same journey. In the same vein, there will be various factors making the next step prO POSGd a PproaCh bU ||d5 on
important—for example, the market is changing, customer expectations are changing, key  3nd extends the current
partners are changing, or the business strategy is changing. Be clear in your conversations
about what factor is leading the need for change, and celebrate what went before. a pproaCh ’

Concept 4. Use Repetition to Make the Proposed Change Real

Did one of your schoolteachers ever say, “Repetition is the mother of knowledge?"3* Mine sure did! Math facts. Historical facts. Bible verses.
People’s birth dates. In all cases the more you repeated something, the more likely you would “get it"—remember it for the exam, and then
retain it for later use.

The same concept applies in change. Repetition is the "mother of change,” the way of bringing about a different set of habits. It's about re-
grooving the way we do things. In a 2009 blog post, Harvard Professor Rosabeth Moss Kanter wrote:32
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In my experience, people don't "get" the important messages leaders try to send the first time around. This isn't intentional, but there's
too much noise and too many distractions. And leaders with a lot of ideas find that people wait to see which ones take priority, which
ones will be acted on, and which ones the leader really cares about.

I also find that people don't automatically read all of their emails or download attachments. They read the subject line to see if they
should. If the subject line is blank, there's a risk that the message will be missed. (I now try to stuff the gist of the message in the subject
line.)

Furthermore, even if people hear something once, they don't necessarily remember that they did. Busy people with multiple projects
might forget that something has already been discussed and raise it again at
a meeting. Leaders cannot assume that just because it has been said, it has
been heard.

Use the principle of redundancy. If

the message is very important, send
So use the principle of redundancy. If the message is very important, send it . - S .
through multiple media, in various forms, and do it a few times. It seems it throu g h multi P le med la, IN various
annoying, | know, but the delete key is so easy to use. | never mind a polite form S, an d do it a few times.
follow up (after a little time has passed), especially if it is easy to respond.

As for speeches, make those headlines dramatic, repeat them several times, and keep the theme going in the next few speeches.

I don't think redundancy is waste; | think it provides focus. If you want everyone to be on the same page, put the page in front of them
conveniently and often.

Repetition makes the idea real. It reinforces that other people are actually serious about the idea and the change; it's not just a flight of
fancy. It helps re-pattern the way people think so they start to follow the idea, with small or large steps.

Concept 5. Encourage Change, Don't Drive It

The mindset of the person introducing a change and advocating for it is really important. One common mindset is that of “driving”—you
have probably heard the phrase “driving change,” or in our context, “driving user adoption.” | really dislike the phrase “driving user
adoption.”
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If you take a “driving” approach, it will come through in the way you engage with people, the way you talk to them—in fact, the whole
demeanour of your approach and ethos. The “driving” idea always makes me think of a slave driver, whipping the slaves to make them work
harder and faster. | don’t know about you, but that’s not an image that | want to bring to life in the organisations | work with.

The alternative word, and the one | always use, is “encouraging,” as in “encouraging user adoption.” It's a totally different mindset, and
results in a different way of engaging with people, talking with them, and
helping them through a process of change. It takes into account the core

ethos that people have to be involved in the process. While the word is “Encou rag i ng user adoption” Isa
softer, | don't think it signifies any of the following: totaIIy different mindset, and results in
O Thatyou are wishy-washy, and don't know what you want. a different way of engaging with

people, talking with them, and helping
them through a process of change.

O Thatyou are willing to leave it up to chance.

O Thatyou are a pushover and will back down quickly if challenged.

David Gurteen, a knowledge management consultant, speaker and facilitator, recently wrote an article that speaks to the difference
between driving and encouraging change. He said: 33

In a recent interview at the KM India conference, | was asked for my views on "“Incentivising Knowledge Management.” Well | explained
the reasons for not doing it but did not suggest an alternative approach. So here it is.

If traditional incentives can have a negative impact, what's the workaround?

First stop using them; they don't work and do great harm. The problem with traditional incentives, rewards and talk of motivating people,
engaging and empowering them etc. is that this approaches the situation from a mindset of “doing things to people.” It says, "They are
lazy people; we know best and we will find ways of manipulating them to do what we would like them to do.” People see through this;

they resist; they become cynical and it actually makes matters worse!

Here is my answer: "Stop doing things to people and start to work with them!” Rather than "Hello | am here to help you!,” take the
attitude "Hello, let’s talk and see how we can better work together.”

It’s that simple!
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But there is secondary issue here. Asking—"How do we incentivise people?”—makes the big assumption that they need to be incentivised.
Yes, they may not be doing what you would like them to be doing but how do you know that the reason is lack of motivation? You don't. If
there are problems then you will only find them out by sitting down and talking
with them! .
Work with people, not at them.
Work with people, not at them. Explore how work can be done better by getting Exp|ore how work can be done
alongside the people doing the work. Jointly explore the benefits that are possible by better by getting a Iongside the

working in new and different ways. - _
people doing the work. Jointly

Finally, contemplate .the. difference in approach taken by a ga.ngster z?nd a coa.c.h. The explore the benefits that are
gangster turns up uninvited, tells people what to do, and outlines serious ramifications

for non-compliance—broken fingers perhaps, although probably something worse! pOSSIble by Worklng in new and

different ways.
A coach is very different. The coach is invited to come, plans for improvements are
collaboratively developed, and those plans are implemented in a collegial
environment. Feedback, discussion and mid-course corrections are a natural part of working with a coach. An idea for improvement part
way through the process isn't taken as an affront, but the stimulation to work more effectively to a mutually desired outcome.

In short, gangsters drive; coaches encourage.

Concept 6. Give People Time and Space for Change

If we accept that changing something is a process, not an event, then it follows that people need time and space to make the required
changes. In an organisational setting, having this time and space available without fear of reprisal is essential. For example,

O People need time to consider the impact of the change. They are doing the work, and a new work practice and collaboration
technology will re-contour how they do it. Time is required to examine and explore how it will change. We should expect people to
want to understand how something is likely to change before leaping ahead with no forethought.

O People need time to see what works best. The people doing the work have the best understanding of what's involved getting the
work done. If an external party advocates a change in technology, the people doing the work need the opportunity to explore the
impact of the change. Does it really make a difference? They will be best placed to make that judgment.
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O Groups need time to discuss potential changes. In re-contouring the way a group works, discussion about work practice will take
time. Re-thinking the way work is carried out today, and re-evaluating how it could best be done with new technology requires a
significant investment of time and effort.

Lack of time has a negative impact on user adoption too. One respondent to a recent survey Lack of time has a negative
dopti te: . .

on useradoption Wrote impact on user adoption.

Sadly our user adoption strategy has NOT worked. Folks are just too crazy-busy. | work

for a very small non-profit organisation with a barebones staff, although we will soon hire several new key people. Existing staff members

completely balked at switching out of Google Apps, in which they have a heavy history of investment using the calendar, documents, and

email for managing their virtual collaboration. It just did not "take”; there was no buy-in.

While other user adoption issues are contained in the comment above, lack of time and space to make the change—due to being “crazy-
busy” or “schedule-slammed”—is clearly a contributing factor.

Concept 7. Prove That the Change Works

Finally, prove that the change works. Deliver on what's promised. Work with people to help them achieve the proposed benefits—stick
around until the job is done. Being able to talk about the teams and groups in your organisation that have already successfully made the
transition to the new approach and technology is very powerful; much more so than painting a picture of what work life could be like.
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Summary

Changing the way people work is essential for user adoption strategies—some change in approach and technology will be required. The
change itself may be large or minor, but it's a change nonetheless, and if approached in the wrong way, can have dire consequences for user
adoption.

In exploring the topic of change in this chapter, we have laid a foundation for our The cha nge itself may be |arge
subsequent discussions on user adoption. We started by looking at the major or mi nor, but it’s a cha nge
roadplocks Fo change, at the individual, group, and organisational levels. We then nonetheless, and if approached
considered five models of change, and extracted some key lessons from each. We ) _
concluded by outlining seven critical concepts to make change work in line with user in the wrong way, can have dire
adoption. consequences for user adoption.

In the next chapter we turn our attention to new ways of working, and look specifically
at various collaboration technologies that may be introduced into an organisation. Our user adoption work happens within the context of
change, and these new technologies are part of that context.
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Sidebar: Re-Thinking WIIFM?—by Jason Whitehead

Employee motivation for adopting new technology is critical for IT success. The prevailing attitude is that employees will have “no choice”
but to use the system. The reality is that employees have many choices in how, when, and the degree to which they adopt new systems. For
example, employees choose if they are going to follow business rules, if they will keep information outside of the system, if they will enter
data right away or wait days or even weeks before sharing it, and if they will enter complete and accurate data.

For years many pundits have said the best way to motivate user adoption is to “sell” people on what they get for using the new system.
They argue that you need to constantly tell each person, *“What's In It For Me?” (WIIFM). So, after many years of organisations beating the
WIIFM drum, we find most IT systems still suffer from low or

ineffective user adoption. Is it time to re-think WIIFM? )
| strongly suspect the people who first came

What’s Wrong with WIIFM? up with WIIFM were management
I strongly suspect the people who first came up with WIIFM were consultants, not pSyChO|Og|StS' The WIIFM
management consultants, not psychologists. The WIIFM message, message, while Iogical on the surface, doesn’t

while logical on the surface, doesn‘t hold much appeal upon closer hold much appeal upon closer inspection
inspection. )

Back in the 1960s Yale psychologist Victor Vroom developed the Expectancy Theory that deals with employee motivation and behaviour. In
essence, Expectancy Theory states that individuals are motivated to take action IF:

O Thereis a positive correlation between efforts and performance.
O Favourable performance will result in a desirable reward.
O The reward will satisfy an important need.

O The desire to satisfy the need is strong enough to make the effort worthwhile.

Expectancy Theory means employees need to believe that by adopting the new system they will gain a reward that is significant and
meaningful to them. The problem is that the WIIFM message—as it is typically applied—rarely meets these criteria. Here's why:
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O The reward for adopting the system needs to be meaningful and desirable for each individual employee. Many IT projects do not
actually take the time to learn what is a meaningful and desirable reward for the individual employee.

O The rewards we desire change over time and vary from person to person. What motivates a young employee at the start of their
career may be very different from what motivates an older person close to retirement. Also, different life phases and priorities—
like planning a wedding, caring for a sick relative, getting divorced, and spending time with children—all influence what rewards
are meaningful to the individual at any given time.

O Many organisations, especially those with a poor track record of implementing systems, lack the credibility for employees to
believe that the system will deliver the anticipated benefits and/or that the employee will receive the promised rewards for
adopting the system.

O While WIIFM messaging promotes the benefits of adopting the new system, it often ignores the costs/effort involved. Many times
it just “isn't worth it” to the employees to go through the pain of adopting the new technology.

A Better Approach

Instead of trying to sell employees on WIIFM, help them focus on the need to shift their behaviour. The psychological theory of Cognitive
Dissonance shows us that when people hold conflicting views on a subject they are motivated to change (or justify) their attitudes, beliefs,
or behaviour. This means we need to help people realise that the business needs,

environment, performance requirements, and management expectations have changed and

the behaviours that made them successful before need to shift. Instead of trying to sell

employees on WIIFM, help

them focus on the need to
*  Setting expectations that it is no longer !ousiness as usual. Explicitly state what has shift their behaviour.
changed and what are the new expectations for employee performance. For
example, you might stress things like changes in the economy require that we
become more competitive by doing E. Or that new government regulations require we do X, Y, and Z. Or that in order to be eco-
friendly and good corporate citizens we need everyone todo A, Band C.

We can do this by:
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* Instead of focusing on one-way, passive communications, focus on engaging employees in two-way discussions. Ask them
questions so they are forced to think about what has changed and how they need to adjust their behaviour to be successful in the

new reality.

*  Explicitly state that how you perform your job (the work practice) is just as important as how well you perform (the work outcome).
Communicate it is no longer sufficient to be a great individual performer if the way you utilize systems and processes prevents
others from excelling in their jobs.

IT professionals have relied on the WIIFM message for years with little success in motivating user adoption. Is it time to re-think WIIFM? You
betitis.

About Jason Whitehead

Jason Whitehead is the Founder and President of Tri Tuns, LLC., an IT and organisational effectiveness consulting firm in the United States.

See www.trituns.com.
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Chapter 4.
New Ways of Working

Business data and business processes are unifying forces within the enterprise. By putting your new collaboration tools in the context of a
business process or objective business measure, you can drive adoption across the entire spectrum of employees.34

Joe Schueller, Cisco Systems

There are hundreds of products that fall under the phrase of “collaboration technology.” Since we are focusing on user adoption of new
collaboration technology and approaches for greater business benefit, it is helpful to have an

understanding of the types of technologies that are available, and that set the context for our )

work. In this chapter, | will discuss common collaborative scenarios—the fundamental building By pUttmg your new

blocks of technology-supported collaboration—and highlight new technologies for collaboration tools in the
approaching each scenario. .

PP 9 context of a business
In this chapter, we will: process or objective

business measure, you
can drive adoption across
the entire spectrum of
employees.

O Learn about collaborative scenarios people do regularly.

O Consider current ways of approaching each collaborative scenario, and the problems
that result.

O Lookinto new collaboration technology that can support existing scenarios in new
ways, and the associated benefits.
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Collaboration Scenarios

Various approaches can be taken when talking about the technology that is used to support collaboration. For example:

O You can differentiate by product groupings—such real-time interaction (presence and availability, instant messaging, and web
conferencing), calendaring (enterprise, web-based, and mobile), team workspaces, and social collaboration (activity streams,
rating, and commenting). Such a lens creates a differentiation based on accepted

industry product areas. . .
P Collaboration Scenarios

O You can differentiate by intent—for teams that would be creating a shared place for starts with a collaborative
joint access, location independence, and real-time joint editing and review, among

others.35This approach looks across different product groups to highlight the specific activity people ca I’I’y- outas
needs of a team, group, or organisation from the technology. d regu lar pa rt of their

O You can differentiate by Collaboration Scenario—an approach that starts with the WOI’k, not the tech nO|Ogy'

different collaborative activities people carry out as a reqular part of their work, and
then links those activities with particular types of technology. The technology is only considered in the context of the scenario 3®

This chapter takes the third approach.

Common Collaboration Scenarios

Among the many Collaboration Scenarios, common ones include:

O Managing aTeam Project. When teams work together on a project—an initiative with a particular outcome, set membership, and
definite end signal.

O Sharing Team and Organisational Updates. How different parts of the organisation are kept up-to-date with current happenings and
future plans.

O Finding Expertise. When people need to locate others who have expertise or special knowledge in a particular topic or field.
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O Collaboratively Authoring Documents. When two or more people work on a document together—planning, drafting, writing,
editing, and the final polishing.

O Collaborative Idea Management. When many people have ideas on what could or should happen, and how those ideas are brought
together for analysis.

O Making Group Decisions. When many people are involved in forming decision options, evaluating the options, and making a
decision.

O Managing Meetings. When people meet to discuss ideas, make decisions, explore possibilities, and otherwise communicate “in the
now.” The scenario includes the pre-meeting planning activities, as well as the post-meeting follow-up.

O Sharing Learning and Best Practices. When many people are doing similar work, and innovations in the work approach made by one
person could benefit other people doing the same work.

O Holding Discussions. When teams or groups discuss ideas, challenges, problems, and opportunities, with a view to exploring the
boundaries of what's known.

O Individual Coherence. A special Collaboration Scenario that considers the impact of introducing new collaboration technology on an
individual—how they track and coordinate everything they have to do.

Examining Collaboration Scenarios

In this chapter, we are going to focus on six of these scenarios:
1. Managing a Team Project.
2. Sharing Team and Organisational Updates.
3. Finding Expertise.
4. Collaboratively Authoring Documents.

5. Collaborative Idea Management.
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6. Making Group Decisions.

The chapter concludes with a brief look at three other scenarios: holding meetings, requesting feedback, and sharing best practices.

Managing a Team Project

Email is the most commonly used collaboration technology today. It's the most common tool people use to collaborate on team projects—
discussing issues, checking up on timeframes, swapping documents. But email is not ideally suited to managing team projects, for a variety
of reasons:

O Document Chaos. When co-authoring a document, no one is sure if they are working on the most recent edition, and someone has
to bring together all the suggested changes to create a new master copy. It's messy, error-prone, and takes far too long.

O Versioning Chaos. When Jim is looking for a particular document or spreadsheet, . o
how does he know whether the copy on his desktop, in the file folder, or one of While email is the most
multiple copies in his email inbox is the most current version? Basically he doesn’t. common |y used

't's awild guess. collaboration technology

O Communication Chaos. Using email for conversations leads to chaos. Although todayl itis not ideally suited
modern email clients offer the ability to show related messages in a thread,
threading is not sufficient to give a proper and natural ordering of email messages
when many people are conversing on an issue over a multi-day or multi-week
timeframe. Messages will be sent and received out of order. Some team members will respond to earlier messages in the thread,
not the latest one. They're not trying to be malicious (in most cases)—they’re trying to contribute—but since their contributions are
handled via email and not a more appropriate tool, they contribute to conversation confusion.3?

to managing team projects.

What can be done? Many organisations are experimenting with collaboration sites for team projects—Microsoft SharePoint, Lotus Quickr,
and Central Desktop (see Figure 4-1), among others. A change of collaboration technology introduces changes to the way work is done:

*  People switch to the collaboration site, and stop using email for the communication, collaboration and coordination work of the
team project. The big idea with a collaboration site is that all of the documents, conversations, meetings, and tasks related to the
project are brought together in a single application, instead of being separated across several different applications.
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* Documents are stored in the team site, and not emailed around. All work on a document, spreadsheet or presentation is done out
of the collaboration site; people don’t work any more with local copies. That means a document is opened directly from the
collaboration site, and after the changes have been made, it is saved
directly back into the collaboration site.

. S o - Documents are stored in the team
* Communication and discussion happens in a discussion area within the

collaboration site, rather than in email. This can be quite a big change for site, and not emailed around. All

people, because discussions no Ion.ger come through tC-J their BlackBerries v ork on a docu ment, Spreadsheet
and iPhones. Although the discussion can be much easier to follow, there . is d fFth
is a single version of the truth, and no one has to keep their own copy of or presentatlon Is done out or the

the discussion. collaboration site; people don't

* The coordination around the team project happens within the work any more with local copies.

collaboration site. Tasks are created and assigned to people. Meetings are
scheduled, and held. Project time lines are shared, and updated.

*  People can be easily added to and removed from the collaboration site, to accommodate changing project membership. New
project team members can quickly review what's been happening in the project, and examine the current status of its different
aspects.
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Figure 4-1. Central Desktop for Managing Team Projects
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projections. This is a true testament to the great work that you all do here at Forever39. Thank you so much for all
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Central Desktop’s cloud-based collaboration platform, SocialBridge, connects people and information in the cloud, making it possible to manage
projects, share files, combine knowledge, inspire ideas, and more. See www.centraldesktop.com for more.
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ng Team and Organisational Updates

everyone on the same page, whether it be in a team, a department or across the entire organisation, is a major communications

job.The act of getting the message out is just one small part of the overall process; ensuring that people understand the message, and can

then cha

nge to work in a different way are much bigger aspects.

The most common approach to sharing updates across a group of people is email blasts.

o

A project leader sends out a weekly project status update email to all team members, with the message in the body of the email
along with an attachment for them to read (probably a new version of the dreaded project plan). The project leader knows that
she’ll have to deal with at least one person in the coming days who is working off the wrong project plan.

A departmental manager writes a fortnightly email to everyone in his department, explaining senior management’s current top
priorities, and outlining where he'll be in the coming weeks. In inviting comments and feedback, he knows that a few people will
ask the same question, but he's become used to copying-and-pasting from previous emails so as to save time.

In keeping with our focus on changing work practice, each of these areas can be revamped given new collaboration technologies. For
example, a blog could be used in both instances to facilitate the same process of communicating, but in a different way:

The project leader would post her weekly update on the team’s blog, and everyone on the team would know where to find the
current edition of the project plan. In that respect, the project plan changes from being a “file” that has to be downloaded and
reviewed, and becomes a web page in the team’s collaboration site that is always up-to-date with the latest information. There is
no more searching or calling around to find the current plan.

The departmental manager changes his work practice and now writes a regular blog on his departmental intranet site. Rather than
merely restating what management have been talking about, he is able to link to the blog posts from his seniors, in order to give
his people access to the source message. He is then able to add his interpretation of the message for his people. Through the
comment function on the blog, people within the department are able to ask questions and provide their feedback directly,
without having to send private emails. Everyone in the department is able to see the questions that have already been asked, as
well as the responses that have been given. They can seek further clarification on particular topics if something remains unclear, or
put their energy into asking a different question.
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Figure 4-2. Sharing Team and Organisational Updates via a Blog
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Blogs provide a way of sharing updates within a team or group. People can request that updates are pushed to them (via a subscription), and are

able to leave comments for the original author and other blog readers to see.
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A law firm used a blog to replace its monthly inside newsletter. One benefit they quickly discovered was the faster “time-to-market” for
newsletter articles, which no longer sat around for weeks on end before being released. A second benefit was that management developed
a more natural and informal “voice” for staff communications.

Finding Expertise

How do you find experts within your organisation? For many it's a hit and miss endeavor. You know someone, who knows someone, who
knows someone, and eventually you get linked up to ask the question. But sometimes it takes too long, and the customer on the other end
of the phone isn’t getting the answer they want. Or it does sort-of work. You get through to someone who is apparently the expert, but they
can't understand what you are trying to say. Unfortunately this work practice is all too common in organisations today, leading to lost
opportunities, disappointed customers, and much wasted time.

With new collaboration technologies, locating experts can be done in a different way—through a different work practice.

O People have a profile within the collaboration technology, where they describe what they see as their areas of expertise—such as
strategic analysis, financial projections, facilitating group discussions, or automotive
industry analysis . Other people are able to browse through the profiles and expertise

areas, to see who has expertise and experience in a particular area. With new collaboration

technologies, locating
O When looking at a profile, there are links to the person’s current work projects, some be d .
recent blog posts, and some items they have posted in discussion forums. Before you experts canbedoneina
make contact, you are able to read the source material and evaluate for yourself their different way—th roug h a

expertise. different work practice.

O Once you have found the person you want to speak with, embedded presence
information tells you if they are currently online and available for interaction. If they are not available, through a link to their
electronic calendar, you can see where they are and when they expect to be back.

O Newer expertise profile systems also highlight areas in which the other person has a common interest to you, and lists people that
both of you know. The point of this is to convey their trustworthiness, put the person in a wider social context, and to suggest some
topics to talk about when making contact with the other person for the first time.
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There has been a lot of recent vendor activity around expertise profiles. For example, IBM includes these capabilities in IBM Connections.

Figure 4-3. Discovering and Evaluating Experts via Profiles
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IBM Connections includes a personal profile page for each person, which displays key information about their work and areas of contribution.
Contact information is also displayed, to speed time-to-contact. See www.ibm.com/lotus/connections.
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The profile part of IBM Connections started life as an internal system at IBM to help people find experts—it was called BluePages. One of
the enduring challenges with expertise profiles is that asking people to

manually keep their profile up-to-date doesn't work, and secondly, the experts

in the organisation may not want to be found because of the extra requests for ~ Once we gave Contributors the choice

aSS|.stance they’ll receive. IBM founc_l that having ways for exper.ts to share about how to share their knowledge
their knowledge through non-real-time means made the adoption challenge .
and experience, we found that they

much easier:
were more likely to contribute using
Once we gave Contributors the choice about how to share their

knowledge and experience, we found that they were more likely to these social o ptl ons, since t h ey

contribute using these social options, since they realised that the result realised that the result would be fewer
would .befewer emails, IMs and phone cglls as/'<ingfor their basic email s, IMs and o hone calls askin g for
expertise. Once Seekers find an expert via Profiles, they are able to ) . ]

consume some of their knowledge and expertise without disrupting them. ~ © heir basic expertise.

The nature of the remaining email/IM/phone requests from Seekers were

about their deeper experience, their knowledge that will always remain

tacit. In effect, Contributors sharing their more ‘basic’ expertise online enabled Seekers to accelerate whatever collaboration they further
required from Contributors.3®
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Collaboratively Authoring Documents

Preparing a document—a snapshot in time as to the current thinking of a team or group—is a frequent process for information workers. The
standard work practice today revolves around a lead author drafting the document on their computer, attaching it to an email message,
and sending it out to other people to review. Once the other people have marked up the document with their comments, the lead author
gets numerous copies back which they have to reconcile and collate into a new authoritative “master” copy.

Thanks to new collaboration technologies, there are different ways of collaboratively authoring documents.

O Using a wiki like Socialtext or Atlassian Confluence, the lead author can start writing using an online web-based document. When
they are ready for others to add their input and feedback, they send a link to the wiki page. The other authors have the ability to
change the text directly (with roll-back capabilities in a wiki, the lead author can roll-back to an earlier version if required), or leave
comments on the bottom of the page.

O With atool like PleaseReview, the document can be uploaded to a central server and all the reviewers can be invited to see the
document. All edits and changes are carefully maintained on the PleaseReview server, and reviewers are able to see everyone
else’s changes, thus leading to a reduction in the duplication of the same
comment. Finally, because everyone is working directly within the master

copy, albeit in a controlled way, the integration of multiple copies into a The lead author no |onger has to
new master goes away for good. See Figure 4-4. correlate multiple copies, and
O Atamore basic level, rather than the document being sent out by email, reviewers can see the comments

the lead author can store the document in a Microsoft SharePoint team site, andin put of others.

and when they are ready for input and review from others, can start a

“Collect Feedback” workflow process. This prompts reviewers for feedback,

and all in-line edits and out-of-line comments are saved into a single copy stored in SharePoint. The lead author no longer has to
correlate multiple copies, and reviewers can see the comments and input of others.

In essence, there are many new and different ways of collaboratively authoring documents—and the three examples above are by no
means exhaustive 3 It's a different work practice from what most people are used to.
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Changing the way teams work on documents can have significant advantages. When | discuss the collaborative authoring scenario in a
workshop, we invariably get a saving of at least 50% in process time across the target collaborative team. This is a result of eliminating the
need to merge comments into the master document, make comments that other people have already stated, and giving quicker access to
each team member to review and comment on the document. PleaseTech, the vendor of PleaseReview, say that their clients are seeing
savings of up to 65%.

Figure 4-4. Document Co-Authoring with PleaseReview
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Collaborative Idea Management

Creating, collecting and ranking ideas for process improvements, new products and services, and many other areas of business and
organisational life are great ways to make continual innovation a part of the fabric of how work gets done.4° To do so, you need some way
of collecting the ideas in the first place. This can be done by email, where people send their ideas to a particular address
(newideas@mycompany.com for example), but then the ideas are hidden, not available for everyone to see, and generally get forgotten.
This leads to cynicism among employees because they never hear back about their ideas, and the organisation misses out on a potential
treasure trove of insights and motivation for improving operations, technology, and customer service.

New collaboration technology provides a much better approach to idea

management. Ideas are submitted in an open forum, allowing for everyone Ideas are submitted in an open
inside the organisation to see what is being proposed. Any employee can

contribute their perspective on an idea, providing a way for managers to gauge fOI’UI’T], allowi ng for E€veryone inside
the motivation and feeling behind specific ideas. the organisation to see what is

being proposed. Any employee can

contribute their perspective on an
O Aspace for new ideas is created, most likely with sub-spaces for

different groupings of ideas (an idea space for a product, one for a Idea’ prowdmg a \./V8y.fOI’ manage_rs
particular client, another for a certain process, and so on). This needs to to gauge the motivation and feellng

be set up so people can see related ideas together, without having to behind specific ideas
wade through ideas that are irrelevant to them. '

Here's how this different approach works:

O People are invited to visit the idea space, and type in their ideas. The idea
space displays an up-to-date list of all the ideas which have been contributed.

O Other people are able to browse through the ideas in the idea space, and read what others have written. They have some options
for contributing: they can add a new idea themselves, they can comment on someone else’s idea ("I think this is great, and would
really help Sales move more of these,” for example), and they can vote. Ideas with greater numbers of votes move to the top of the
list, while those ideas with fewer votes move to the bottom.
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O When it's time to make decisions about where to invest in new products, how to serve clients better, and how to improve

processes, the underlying contributions have been made, and the person responsible has a goldmine of thinking to help guide their
decisions.

O People can search for ideas on particular topics, related to When it's time to make decisions about

Rar‘cicular pI’C.)dL.JCtS and serviC(.es, or with pal’.tiCL.J|aI’ keywords in the where to invest in new pI’OdUCtS, how
title or description. In very active collaborative idea management

systems, this helps people quickly find ideas that are relevant to to serve clients better] and how to
their work. improve processes, the underlying

Collaborative idea management is supported by collaboration technology contributions have already been made.

from Elguji Software (see Figure 4-5), NewsGator in Social Sites, and
Kindling, among others.4
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Figure 4-5. Idea Management with IdealJam

The Zeta Corporation community has contributed: 15 ideas | 72 votes | 19 comments

Select an IdeaSpace [Allideas 9
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Recent | Popular | Most Comments | In Progress | Completed | Rejected | Withd R t Ci t:
promote | 17 INcrease gross profit on LZ44 product line
2 IdeaSpace: Manufacturing -
—_— Tags: costs, 1z44, profit —_— -

_Jemo | Bruce Elgort- 07 Mar 2010 / Comments (1) Attachment(s) | | Linked Idea

No Opinion  After analyzing the SAP data for the LZ44 product line | believe there are ways to increase our
gross profit margin. Some initial thoughts on this included changing the supplier for the packaging
from Zen Manufacturing to PPC Manufacturing. We can save at least 1.75 million dollars each
fiscal alone ...

rromote | 77 Use ldeaJam to help collect and manage new product features
1 IdeaSpace: Customer Service
Damok Tags: solutions, ideajam, social media

_emete | Bruce Elgort- 07 Mar 2010 / Comments (0)

No Opinion  Currently we have no single place to collect and manage feature requests received from | Ateehment(s)
customers for our products and services. | have seen IdeaJam used by some of our suppliers and
other vendors with great success.

Promote New contact management system
1 IdeaSpace: Sales
Demote | T2GS: C'M, contact management, customers

_Demote | Carter Jetson - 16 Oct 2008 / Comments (0)

No Opinion  We need a new contact management system as the one tha we are using is currently obsolete and
cumbersome. | would suggestion something like Saleforce.com or Goldmine.

Promote Increased production of Widget 2ZY4428

-2 IdeaSpace: Manufacturing Ay
Demota Tags: widget, production, widget #2zy4428

me Brian Parr - 16 Oct 2008 / Comments (0) Linked Idea

No Opinion  We need to increase the production of widget #2ZY4428 based on the recent increase in demand. |

suggest that we increase the number of widgets from 4500 widgets/month to 10000 widgets/month
promote | 77 San Diego Industry Conference
3 IdeaSpace: Sales
Demote Tags: widgets, tradeshow, conference, sales

IdeaJam from Elguji Software enables everyone within a group, team or organisation to see what ideas have been proposed, to give more details

Lisa Delray - 16 Oct 2008 / Comments (1)

(via comments), and to vote for ideas. See www.elguji.com.

Home | Tags | Statistics | Top Innovators | My Favorites | Unvoted | My Profile | Logout | Help

Search... | Go!
Advanced Search

Post my idea

| Dashboard |

Top Idea Tags

brochures catalog conference contact
management costs crm
customers ideajam im incentive
scheme 1z44 medical parking lot
production profit safety Sales service
single sign on social social media
solutions sports support team building
tradeshow turnaround twitter vacation
vision widgets widget widget #2zy4428
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Making Group Decisions

A final example of changing work practice is how decisions are made in a group. Today a common work practice is that the group meets
once a month and reviews the various ideas and requests they have received. Some decisions are made, and the meeting disbands. This
approach leads to “decision crawl,” as it takes too long for decisions to be made.

There is a different work practice in how groups can make decisions. This involves creating a collaboration site where all inputs for the
decision can be located, combined with a new work practice which sees the different members of the decision group visiting the
collaboration site on a regular basis to read and review the requests or ideas. When someone has a point of view to share, they type their
reaction directly into the appropriate place in the collaboration site. When everyone has had sufficient time to review the materials,
everyone is asked to vote for the requests they think are best. Most decisions get made outside of a traditional meeting as such, leaving any
actual meeting time to debating particularly difficult issues.

Collaborative decision making can be undertaken using a range of collaboration technology:

O ASAP StreamWork site could be set up for a particular decision. Depending on the nature of the decision needed, various tools—
an Agenda, a Pro/Con table, a SWOT analysis, a Quick Poll, and others—can be added to the site to provide structure and focus for
the team members. See Figure 4-6.

O A Microsoft SharePoint site could be set up with a Custom List, where each item is a decision request. Members of the decision
group can review each decision request, and discuss and vote on the various matters. This approach to decision making is quite
popular among some large organisations using SharePoint.

O GroupSystems ThinkTank is another collaborative decision-making tool. ThinkTank offers a variety of decision-making tools—for
structuring ideas, for commenting on ideas, and for voting on ideas, among others. ThinkTank is also available as a hosted service,
called ThinkSpace.

These tools can also be used by people during face-to-face or virtual meetings. They provide a way of structuring and visualizing the
decision being discussed. Direct Relief International uses SAP StreamWork in this way:4

"We were looking for a solution that could help us drive projects forward,” said Ross Comstock, IT director at Direct Relief. "It helps us
quickly get a group of people together and focused on working through a problem, even if they're in different countries. For that purpose,



Chapter 4 New Ways of Working 94

SharePoint was too general. SAP StreamWork was much simpler, with a lot of tools built into it to drive decision-making. When | have a
meeting with stakeholders, | can pop into SAP StreamWork and illustrate where we are on a project. It offers a simple way to tell a story,
and it helps our communication with stakeholders.”

Figure 4-6. Collaborative Decision Making with SAP StreamWork

SAP’StreamWork™ Home Activities ~ People Inbox 7 Henrick ¥ Q
Renew contract for Kent Convention Center Activiy Detais | | Actions &
~ ACTIVITY = A AddTool - [} AddFie ~  [/] AddActiontem  §, AddParticipants ~ &8 Tools Catalog
Feed « == SWOT for Kent Convention Center Comments
Action ltems Full Screen | More Actions v
®:

HELPFUL HARMFUL

m

v

PARTICIPANTS (27) & Henrick Forsell

Familiar location, meets More expensive than

our conference needs other sites Please add any strengths, weaknesses,
~ WORK ITEMS + Greatfeedback from * Hotels are expensive too opportunities, or threats that you think we've
customer survey .

too hot missed. We need to close off our decision by the
L end of this week.

INTERNAL

Pl - Reply - Delete

Mouyi Cheng Done - | think we've covered all

the key points.
STRENGTHS e

Can we renegotiate the

contract

* Should we look at
multi-year contracts

.« Lots of attractions in the

area

Competition looking at
same venue
Butitis still the best
venue

to add a Thri

EXTERNAL

Click to add an Opportunity

OPPORTUNITIES
Summary | Full Text

EXTERNAL

ol + Geographic distribution of attendees Comments

« 5 Action tems: 0 For You Najit Dharma @ Chat (6 online)

StreamWork is an online collaborative decision-making service from SAP, which enables people from one or more organisations to work together on
decisions. See www.sapstreamwork.com.
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Other Collaboration Scenarios

There are other collaboration scenarios not covered above, but that doesn’t make them any less valid. For example, change of work
practice can be explored for:

O Holding meetings. Travel is frequently used as a way of bringing people together for meetings, or the meeting is held by phone
(one-to-one, or a conference call). New technology can be used to replace or enhance both types of meetings—video conferencing
and TelePresence instead of travel, and screen sharing as a complement to phone-based interactions and meetings.

O Requesting feedback. Asking other people what they think about a particular work item—a report for a client, a quotation from a
potential supplier, a blog post for the outside blog—is a common collaborative scenario. Email is frequently used today as the
means of sharing the work item and seeking feedback. In the future, there is an opportunity to use new tools which offer better
support for this scenario, such as workflow routing systems, screen sharing, and quick surveys.

O Sharing best practices. Being consistent in service delivery is essential to winning the reputation of being great at what you do. It
can be hard enough for one person to deliver to the same consistent standard day-after-day, but it's even harder where many
people do similar jobs for different clients or segments of the market. How do good ideas get debated and brought into common
practice? Today's approach is usually based on email distribution lists and the odd face-to-face meeting. New technology can
support sharing best practices using group-editable web pages in a wiki, with ties to the group’s core methodology.

Summary

Technology is important when it comes to supporting collaboration between people. The technology creates opportunities for new ways of
working, but demands an alignment between what the group needs to get done, and the nuances of the work practices. We have looked at
a number of common collaboration scenarios in this chapter, and explored how current scenarios can be carried out in new and better ways
with new collaboration technology.

We have covered a lot of ground up to this point, all aimed at setting the context and getting our thinking in line for the user adoption
challenge ahead. Chapter 5 marks a significant shift in focus. The Four Stages Model of User Adoption is introduced, followed by extended
discussion on each stage in chapters 6-9.
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Chapter .
The Four Stages Model of User Adoption

Adoption cannot be mandated. End users have to want to use the product, and will do so when they see a net benefit to them and their
work. 43

Michael Idinopulos, Socialtext

When | talk to groups, they quickly learn three things about me. First, | use a Mac for most of my work. Second, | have lots of children. Third,
| like frameworks as a way of explaining the world and giving a simple method for understanding something complex. This chapter is a
frameworks chapter, and in it | outline the Four Stages Model of User Adoption.

| like frameworks as a way of
explaining the world and
giving a simple method for
understanding something
complex.

In this chapter, we will:

O Learn why talking about the features and benefits of a new product aren’t enough
for user adoption by second wave people.

O Beintroduced to the Four Stages Model of User Adoption.

O Discover what's coming up in the next four chapters, which look at each stage of
the model in turn.

O Find out how the Global Survey on User Adoption Strategies informs the ranking of use and effectiveness of different user adoption
strategies.
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Does Talking About Features Work?

A collaboration software vendor who offers an add-on product for Microsoft SharePoint recently ran a seminar focused on moving people
from collaborating using email to collaborating using SharePoint. In its advertising for the seminar, it outlined the following agenda topics:

1. The benefits of shifting from email to SharePoint.

2.  What features are missing by default in SharePoint.

3. How to add missing features to SharePoint by using an add-on solution.
4. Options for improving the features in SharePoint.

5. Best practices when using the product features of SharePoint.

In examining the above list, | see the following underlying user adoption ethos: speak briefly about the benefits of shifting from the old
technology to the new technology, and then describe how the add-on product improves on the default experience of the new technology.

What's the problem with this? Simply extolling the benefits of product features
as a user adoption strategy isn’t enough—it lacks the power to change behaviour Slmp|y extolli ng the benefits of

and won't lead to people actually adopting the new technology. Result: it will fail. pI’OdUCt features as a user adoption

Something much greater is needed, and this chapter presents the framework strategy Isn’t enOUgh—it lacks the

that will guide our discussion about the "much greater” things. power to change behaviour and

. won't lead to people actuall

Four Stages of User Adoption _ PEOP y
adopting the new technology.

One of the key conclusions coming out of Chapter 3 was that “change is a
process, not an event.” In other words, change doesn‘t regularly happen with a
single “big bang” event; there are a series of distinct events that make up the overall process.
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When we apply this thinking to the challenge of user adoption for new collaboration technology with second wave people, there are four
distinct events—although the phrase “stage” is preferred in this book.

The four stages in the model are:
1.  Winning Attention.
2. Cultivating Basic Concepts.
3. Enlivening Applicability.

4. Making it Real.

Figure 5-1. The Four Stages Model of User Adoption

STAGE 1 STAGE 2 STAGE 3 STAGE 4
Winning Cultivating Enlivening Making

Attention Basic Applicability It Real
Concepts

The Four Stages Model of User Adoption provides a framework for approaching second wave people with new collaboration technology.
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Quick Overview of the Four Stages

Let’s take a quick look at each of the four stages. Note that developing a User Adoption Approach around Yammer is used as an example in
this section.

In Stage 1, you have to win the attention of second wave people. By their very nature, second wave people have little interest in product
features and benefits stated within the context of product features. Something else is necessary, and in this first stage, there are various
strategies that can be used effectively to win attention. For example, if Yammer is being explored as a

new collaboration technology for a firm, providing a “Real-to-Life Scenario” about how Yammer could

help particular groups become more effective and efficient is a common way to win attention. Second wave peop|e

In Stage 2, having won their attention, you have to communicate the basic concepts of the new have little interest in

technology. This means second wave people need to understand a few core concepts about the new prod uct features and
technology in order to have a reasonable discussion about how it could be applied to their work (in benefits stated within
Stage 3). For example, understanding the basic idea of a hashtag in Yammer is essential to
understanding how Yammer could be applied within a work group for project tracking, orina the context of
community of interest for sharing and discussing current topics. p roduct features.

In Stage 3, the focus shifts from explaining the basic concepts to bringing the applicability of the new

approach to life. During this stage, the applicability of the new technology is explored within the context of a particular group or team, and
there are various strategies which can be used to do so. Continuing the Yammer example, a “Facilitated Group Re-imagining” session could
be set up with a group to explore how they currently keep other people up-to-date with what they're working on, combined with an
ideation session about how Yammer could enable them to do so in a different way (and the benefits which could accrue).

The final stage, Stage 4, is about making the new collaboration technology real and relevant to people and groups. The previous three
stages have discussed what could be, and stage 4 is where it actually has to happen. For a group that decides to use Yammer, this is the
stage where alternative ways of keeping other people up-to-date are physically removed (*Zero Other Options”) or socially frowned on
("Stop Doing, Start Doing Patterns”).
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Deep Dive on the Four Stages

The next four chapters talk through each of these stages in turn, and provide a range of strategies for meeting the objective of each stage.
For example, in Stage 1 you can use the strategy of “Exemplar Stories” to win the attention of second wave people. Chapter 6 on “Winning
Attention” talks all about Exemplar Stories—what they are, how to apply them, and how effective they are.

In each chapter, the presentation of a user adoption strategy follows a similar format. The particular intent is to go beyond merely naming
each strategy, and to comment in much more detail about where and how it can best be used, and for what types of collaboration
technologies it would work best. For each strategy, the following is included:

O The name and description of the strategy.

O Instructions on how to implement the strategy.

O Thoughts on when to use it within the lifecycle of your user adoption approach.

O Analysis of why the strategy works to encourage user adoption—drawing on our discussion on change and motivation in Chapter 3.
o

Survey data on what other people and organisations are doing with user adoption strategies, based on my recent global survey on
user adoption. See the next section for more on this survey.

One of the strategies—the Bulk Loading Party—even comes with a four page case Take a linear a pproach to pIa nni ng
study! Landcare Research in New Zealand used a Bulk Loading Party with one of your user adoption work but a

its groups, and the positive effects that resulted are explored. . o '
circular or repetitive approach to

Is the Process Linear? the implementation of your plan.

Figure 5-1 depicts four stages, starting on the left-hand side of the page and

progressing to the right-hand side of the page. | have also used the word “stage” in naming and describing the model. Does this mean the
process is linear—that Stage 1 must be fully completed before moving to Stage 2, which in turn must be fully completed before moving to
Stage 3?7 In a word, No.
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The intent is this: take a linear approach to planning your user adoption work, but a circular or repetitive approach to the implementation of
your plan. That is, make a general plan about how you will approach the user adoption challenge, and then implement it in small ways with
different groups, capturing what you are learning in each stage to inform and improve the way you implement the stage the next time. For
example:

O Youdevelop a couple of Real-to-Life Scenarios (for Stage 1, Winning Attention), and make these available to people within your
organisation through the intranet, a road show, and various channels of communication.

O Afew people show quick interest in learning more, and so you schedule a Web-based training session with them and their group.
The basic concepts of the new collaboration technology are explored (per Stage 2, Cultivating Basic Concepts).

O One group wants to apply what they have learnt in their work, and various strategies from Stage 3 (Enlivening Applicability) are put
in place. For example, a Facilitated Group Re-imagining session is held to explore current and new ways of working.

O Finally, after the group develops a new picture of how it is going to work, a Bulk Loading Party is staged to get everyone into the
new way of doing things, and then current ways of working are de-emphasised (Zero Other Options).

O What you have learnt through the process of working with this particular group is linked back to the Stage 1 activities. In particular,
a new Exemplar Story is created, which will form the basis for future "Winning Attention” endeavors.

In summary, Figure 5-1 could show the model as a non-linear process, but while the depiction would be more true-to-life, it would be much
more confusing about what you should actually do.

Don’t Do Them All There are over 20

Before we jump to a brief discussion of the user adoption survey, a vital comment needs to be Strategles discussed in
made. There are over 20 strategies discussed in the next four chapters. Don’t do them all. The the next four cha pters.
purpose of discussing each strategy isn't to be directive and say that you should do it, but rather to ,

be informative about what you could do within the context of each stage. Remember, it's the stage Don’t do them all.

that matters, not the particular strategies. The strategies are just possible ways of implementing

the intent of the stage. Equally, you may have a different idea for a strategy to use in each stage. Go for it! If you know how to implement

the strategy, and have experience with its effectiveness, then run with what you know.
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The Global User Adoption Strategy Survey

It is easy to write about a strategy for user adoption, and how it could be used, but there is much greater value for you if the write up of a
strategy includes use and effectiveness data from a wide group of people around the world. The first part gives an idea of how a strategy
could be used in practice. The second part reports on actual usage and perceived effectiveness from real people who are putting a particular
user adoption strategy into practice. Both aspects are necessary, and both are presented in the next four chapters.

Two Surveys

To provide the required insight on actual usage and perceived effectiveness, | commissioned two global surveys on user adoption. The first
survey in early 2010 gave initial data for the first edition of this book. The second survey—running from late 2011 to early 2012—repeated
the first survey, but with some changes in how the key questions were ranked by the respondents. These changes were introduced to
strengthen the results in the second survey, and to allow a deeper analysis of the data.

Both surveys collected user adoption data across multiple collaboration products and services: Microsoft SharePoint, IBM Connections,
Socialtext, Google, and Central Desktop, among others. The first question to the survey allowed multiple answers, so respondents could
indicate if there were multiple collaboration technologies being used at their organisation.

The surveys received a high number of responses:

O Survey 2010. Over 400 respondents completed the survey, with high representation from organisations with less than 100
employees. This was due to the large number of respondents who were using the Central Desktop service. In terms of
collaboration tools, respondents were basically equally split between Central Desktop (a hosted collaboration service) and
Microsoft SharePoint (usually an in-house collaboration service).

O Survey 2012. Over 180 respondents completed the survey. The highest representation was from organisations with over 10,000
employees. The most common collaboration tools in use by respondents were Microsoft SharePoint and IBM Connections, both of
which are enterprise-focused collaboration tools. Compared to the respondents from Survey 2010, almost three times as many
respondents to Survey 2012 had a written user adoption document or plan to guide their work.

Figures 5-2 and 5-3 provide a graphical snapshot of both surveys, covering respondent information, size of organisation, and products used,
among others. Figures 5-4 and 5-5 present summary findings on the use and effectiveness of the strategies from the surveys.
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Figure 5-2. Snapshot of the 2010 Survey Respondents

Number of Respondents
Size of Organization
Less than 100 55.5%

100-500 m— 12.5%
501-1000 = 6.4%
1001-5000 m—10.6%

5001-10000 === 420
Over 10000 — 1 g0/,

Product of Focus (multiple answers permitted)

Central Desktop 50.6%
Microsoft SharePoint 45.5%
Google 16.7%

Lotus Connections or Quickr === 4.7%
Yammer = 4.7%

Other Products Atlassian Confluence
Jive Social Business Software
Other/Not Listed

Written User Adoption Document or Plan

11.8% of respondents had a written
User Adoption document or plan

The survey of 2010 gained over 400 responses, with high representation from small firms, and widespread use of both Central Desktop and Microsoft
SharePoint.
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Figure 5-3. Snapshot of the 2012 Survey Respondents

Number of Respondents

O 111111

Size of Organization

Less than 100
100-500
501-1000
1001-5000
5001-10000
Over 10000

— 11,30

23.7%
— 0 10/,

— ) O ()0

Product of Focus (multiple answers permitted)

Microsoft SharePoint
IBM Connections
Other / Not Listed
Yammer

Other Products

56.5%

31.7%

124%
— 1().8%
Google Apps

Atlassian Confluence
Central Desktop

Length of User Adoption Work

L 17% | 20%

24% 17% 12%

Not started 0-6 6-12

months months

1-2 years 2-4 years >4 years

Written User Adoption Document or Plan

No

The survey of 2012 gained over 180 responses, with high representation from larger firms, and widespread use of both Microsoft SharePoint and IBM

Connections.

30.6% of respondents had a written
User Adoption document or plan
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Figure 5-4. Summary Findings from Survey 2010

Executive Support
Real-to-Life Scenarios
Exemplar Stories
Roadshow

Classroom Training
Web-Based Training

Pages on the Intranet

Over-the-Shoulder
Watching
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Easy First Steps

Zero Other Options

Stop Doing, Start
Doing Patterns

Bulk Loading Party

Respondents were asked to rank their use of particular user adoption strategies, and assess the helpfulness of the strategies they

Use of the Strategy
Percentage of respondents
using the strategy

44%
36%
33%
23%
56%

58%

59%
50%
40%
49%
24%

28%

5

were using. Summary findings for the 13 strategies are shown above.

“,

rating the strategy “very
helpful” or “extremely helpful”

47%

49%

31%

40

43%

28%
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Figure 5-5. Summary Findings from Survey 2012

Use of the Strategy Rating of Effectiveness
Percentage of respondents Percentage of respondents
using the strategy rating the strategy highly

Executive Support [

Real-to-Life Scenarios AN

Exemplar Stories A7

Roadshow [EEYA)

Organizational Chaos [ERZTT)

Classroom Training £T7

Web-Based Training AL/

Pages on the Intranet JR¥AT) 8%

Facilitated Group
Re-Imagining

One-to-One Coaching [EEYEZ)

Embedded Champion

82%

Sandbox for
0,
Experimentation 68%

Easy First Steps L)

Build It And They

Will Come 70% 3%

Zero Other Options EEYA7)

Stop Doing, Start

Doing Patterns 51%

Bulk Loading Party [Ee{}7}

Internal User Group AR

Respondents were asked to rank their use of particular user adoption strategies, and assess the effectiveness of the strategies they
were using. Summary findings are shown above.
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Based on the data collected through the two surveys, for most strategies in the next four chapters, you will find related survey data on the
use and effectiveness of the strategy. There will also be direct quotes (with slight edits to correct grammatical errors, or to make the quote
read more easily) from respondents about their use of each strategy.

For Survey 2010, two product-specific user adoption reports were Based on the data collected th roug h
developed—one for Central Desktop, 4+ and one for Microsoft the two su rveys, for most strategiesin
SharePoint*5—and if you are usmq glther ofthese t.wo products, | the next four cha pters, you will find
encourage you to look at the specific strategies being used and the
effectiveness being reported by the survey respondents. The survey data related survey data on the use and

from both surveys reported in this book is not broken down by product, but  effectiveness of the st rategy.

rather reported at the level of the strategy. That's the key difference

between this book and those two reports—the book doesn't break strategy

use down by product, but the reports do. No product-specific reports had been developed based on Survey 2012 at the time of publishing
this book.

Summary

This chapter introduced the Four Stages Model of User Adoption, a new framework for approaching the user adoption challenge. A brief
discussion about the four stages was provided in this chapter, with Yammer being used as an example of how it could be applied. The next
four chapters—6 through g—take each stage in turn, and analyze various strategies that can be used within the context of each stage.

The chapter also provided insight into the survey data that will be reported for many of the strategies in Chapters 6-9. In brief, the data is
from two global surveys that ran in 2010 and 2012, gathering data on the use and effectiveness of various user adoption strategies. The
surveys were not focused on one particular technology, but rather gathered data from many people and many organisations using a range
of technologies.
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Chapter 6.
Winning Attention

Social marketing is the adaptation of commercial marketing technologies to programs designed to influence the voluntary behaviour of
target audiences to improve their personal welfare and that of society of which they are a part. 4

Alan Andreasen, Georgetown University

There are many possible factors that make a person interested in something—the internal warm-and-fuzzy feeling from being first, the
desire for promised benefits, the need to be seen as “getting it,” or the wish to keep up with the crowd. For any of these factors to be
triggered, though, something has to first grab their attention, cutting through the noise

and busyness of their lives. Welcome to Stage 1 of the Four Stages Model of User

Adoption: Winning Attention. Social marketing is the
adaptation of commercial
marketing technologies to
programs designed to

Discover five strategies that can be used to win attention. influence the volunta ry
behaviour of target audiences.

In this chapter, we will:

O Learn about the need to win people’s attention.

o
O Find out more about each strategy, and how to apply it within our work.
o

Compare the relative effectiveness of each strategy, based on results from a recent user adoption strategies survey.
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What's Going On Here Then?

Winning attention. It's a pithy phrase, but contains a deep nugget. “"Winning” signifies that there are other competitive factors at play. In
the case of second wave people, these include being busy and having little time to stop and think about better ways of doing things, having
an established way of doing things, and giving little credence to the claims of first wave technologists. The second word—"attention"—
signifies being especially alert to a particular person or idea, and ready for action, should that be required.

The major goal of Stage 1 is to win someone’s attention to a new way of
working. For this we need practical strategies that will enable our message The goal of Stage 11s to win someone’s
to rise above the noise and clutter of day-to-day life, and be noticed by attention to a new way of worki ng. For
second wave people. Without their attention, we won't get their intention. . . .

this we need practical strategies that

Strategies to Win Attention will enable our message to rise above
the noise and clutter of day-to-day life.

Five practical strategies for winning the attention of second wave people, in
the context of collaboration technologies and approaches to work, are
discussed in this chapter.

1. Executive support and sponsorship that focus on the use and role of the new technology and approach in their work.
2. Real-to-life scenarios that portray how the new technology and approach could be used.

3. Exemplar stories giving specific instances of where the new technology and approach are currently delivering value and benefit
within the organisation.

4. Aroadshow to carve out a specific slice of time to focus on the possibilities of the new technology and approach.

5. Organisational chaos where the normal rules of business are ineffective and thus suspended, and people are more willing to
consider new rules.
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Figure 6-1. Snapshot of Survey Results for Stage 1

Use of the Strategy Rating of Effectiveness
Percentage of respondents Percentage of respondents
using the strategy rating the strategy highly

. [ ¢ 6 ¢ ¢ 6 ¢ (3
Executive Support _
Real-to-Life Scenarios R Ry i
Exemplar Stories AR AR AR AR AR A
(3 3 3 3 (3
Roadshow

(3 3 3 [}
Organizational Chaos

12%
Highest Use by Size of Organization
Most c ly used strategies by size of org ployees)
Less than 100 Executive Support 79%
plar Stories 70%
101 to 500 Executive Support 81%
Exemplar Stories 76%
501 to 1,000 Executive Support 74%
Real-to-Life Scenarios 68%
1,001 to 5,000 E lar Stories 77%
Executive Support 75%
5,001 to 10,000 Executive Support 76%
Exemplar Stories 76%
Over 10,000 Executive Support 87%

plar Stories 81%

Executive support, real-to-life scenarios, and exemplar stories were the highest used strategies in Stage 1. Executive support ranked highest for

effectiveness.
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Strategy 1.1 Executive Support

Executive support is the first “winning attention” strategy. The use of this strategy is not limited to encouraging user adoption with
collaboration technology, but is advocated widely as a critical success factor for successful IT projects. Thus it should not be a surprise that it
can be highly effective at encouraging user adoption.

Description

Having executive support means the changes in work practice you are advocating within your organisation have strong middle or senior
management support. Executives are willing to get involved and “cover your back” from the naysayers and detractors who will inevitably
come forward. They will remove organisational roadblocks that are thrown up.

Executive support for winning attention can take two forms: . . )
Executives play a key role in allocating

O Talk. Executives talk about the beneﬁ'.cs that can be accrued resou I’CGS—pEOp'G, ti me, an d bud get—
through the use of the new collaboration technology. ’
to the overall program of work. This
O Action. Executives themselves use the new collaboration will n orma | |y have ha ppe ned befo re

technology as part of their work. ) )
the user adoption work begins.

While our focus in this section is on Executive Support as a strategy for

winning attention, it's important to remember executives play a key role in

allocating resources—people, time, and budget—to the overall program of work. This will normally have happened before the user adoption
work begins, but being able to point to sign-off on the program is just as important as pointing to active personal usage by executives.

How to Use It

Using the executive support strategy involves three core steps:

1. Convince senior executives that improvements in performance are possible and attainable as a consequence of changing work
practices. If executives have already signed off on the initiative and allocated resources to make it happen, this step is essentially
won.
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2. Get senior executives to speak about the new way of doing things, the new way of working. This should be done in internal town
hall meetings, on the internal CEO blog, in conversations with others, and so on.

3. Getsenior executives to start using the new approach—assuming it's
relevant to their work—and to be seen to be actively doing so. There are pre-cond itions to usi ng the

H I
There are pre-conditions to using the executive support strategy—make no executive SUppOFt Strategy' You can’t

mistake about that! You can’t just bow!| up to an executive and ask them to jUSt bowl up to an executive and ask
start doing stuff publicly and within their own work practice without laying them to start doi ng stuff puU bl |C|y and
any groundwork. In other words, you need to be credible in their eyes (by L ) )

having a history of delivering good outcomes for the organisation), have a within their own work pra ctice

credible message (what you are saying is logical and believable, and you can without |ay| nganyg roundwork.
back it up with facts and reasoning), and show a credible link between what

you are advocating and the changes and improvements they are trying to
bring about in the organisation (they can see the value and benefit in line with their wider objectives). In summary, executives invest in
people they trust.

Therefore be very clear that gaining executive support takes time. It's much less about a conversion experience as a result of a one-time
three-minute conversation in the hallway, and much more about relationship building and proving yourself over months or even years. If
you don't have it, find someone who does.

When to Use It

Use the executive support strategy as part of the upfront Winning Attention stage. When a second wave person hears an executive talking
about the new technology, or receives an invitation from an executive to take part in a conversation on a blog, they will reach out for
greater understanding.

It's important to note that executive support provides only the environmental context setting for people, and doesn’t address the specific
requirements of individual users. Knowing that the use of the new technology is “supported by” and “actively used by” the executives, is
insufficient to drive change by itself. Executive support is a critical factor, but only as a starter.
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You can't use the Executive Support strategy to overcome resistance you have created by being rude and obstinate during the earlier parts
of the collaboration journey. If you have not listened to the feedback from business people, nor been proactive in seeking out the real needs
of the organisation, don’t think that executive support will save you. It smacks of forcing people to change, and the most common result is
that your work and approach will be undermined. Executive support can be a beautiful complement to a well-executed collaboration
journey, but it can’t fix an ugly one.

Why It Works
Why does executive support work?

O AMsignificant other” is seen to be actively using the tool, thus giving organisational sanction and credibility to its use. It's not just
“those guys down in IT” (or wherever); it's being championed by executives. Strong executive support can be effective in removing
organisational roadblocks.

S .
O It sends a significant social and contextual message that “This is If it's 900d enough for the executive

important!” If the lead advocate for the new work practice through a team to use the new collaboration

new collaboration technology has secured executive support, and the .
executives are raving about it, and using it actively, then people pay technology to SUppOI’t their

attention. meetings and discussions, then it's

_ o _ good enough for others as well.

O For people who want to move up in the organisation, using the tool
becomes part of their journey. If it's good enough for the executive
team to use the new collaboration technology to support their meetings and discussions, then it's good enough for others as well.

O Itsends the signal that executives have already learned to use the tool, and by implication, other people will be able to learn to use
the tool also.

A warning: Executives can say the wrong thing, and screw up your best plans. Perhaps they cast the new way of working using a ridiculous
metaphor—"It's the new ant farm” for example—and this turns people off and sets back your plans. If this happens, go back, talk to them
some more, and give them a better metaphor to use in the future. In the ideal situation, though, you should ensure they have a great
metaphor ready to go so you aren’t relegated to life as an ant.
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Figure 6-2. Data from Survey 2012 for the Executive Support Strategy

Use of the Executive Support Strategy
Percentage of respondents using the strategy sometimes or frequently

— Mttt
e PRREER

Effectiveness of the Executive Support Strategy
Effectiveness rating by respondents using the strategy sometimes or frequently

17% 33% 44%
\Neutral Agree Strongly Agree
St‘_mngly Disagree Sometimes “ Rated.twice as
Disagree effective by those
using the strategy
Frequently 61% frequently
Highest Use in the Adoption Lifecycle
Use of the strategy correlated with length of time working on adoption
20% | 25% 17%
Not started 0-6 6-12 1-2 years 2-4 years >4 years

months months

Complementary Strategies Comparison with Survey 2010

Other adoption strategies most commonly

used with Executive Support of respondents were using

the Executive Sponsorship
and Support Strategy

very Helpful
m Extremely Helpful

The Executive Support strategy is commonly used, and ranked highly for effectiveness. Only a few respondents said it was not effective

44%

Exemplar Stories 25%

Pages on the Intranet 46%

Embedded Champion 40%

Helpfulness

Internal User Group 30%
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Examples and Case Studies

Here are some examples of how organisations have used the executive support strategy:

O Susan Hanley, a SharePoint consultant and author, recently wrote: One of the more successful SharePoint solutions I've observed was
in an organisation where a key executive stopped responding to any e-mail message with an attached document. He politely replied to
each sender that he would read the message when the message included a link to the document they wanted him to review rather than
an attachment. He truly "owned” the solution and took accountability for effecting change by modeling the behaviours he wanted
every employee to follow. 47

O Aninternational organisation purchased IBM Connections and IBM

ickr. The IT staff ff ki ith th i . .
Quickr. The IT sta .at one office wor| .ed with t eexeFutlve teamto The IT staff worked with the executive
enable them to gain access to upcoming board meeting papers stored

in a Quickr space from their iPads, thereby eliminating the need to team to enable them to gain accessto

print and distribute bulky reports once a week. The executives loved upcom i ng board meeti ng papers

the new approach, and encouraged their PAs and other heads of . . .
stored in a Quickr space from their

departments to do the same.

o e . iPads, thereby eliminating the need to
During the early investigations into opportunities for using . . .
SharePoint, it was discovered that the IT Steering Group was not pri nt and distribute bUlky reports
functioning as a high-performing team. One reason: they were relying  ONce a week. The executives loved the

on email f'and atta.chments for sharing all thellr |nformat|on., and there new a pproach, and encouraged their
was nothing to bring the group together. This meant that issues were

taking months to be resolved. The SharePoint administrator created a PAs a nd Other heads Of depa rtments
Meeting Site for the steering group, and invited the members to join. to do the same.

One new capability in the Meeting Site was the ability to assign tasks

to specific executives, and this was adopted by the group. The result

was that group members had a clearer picture of what they were responsible for, and they starting coming to meetings much
better prepared to make decisions about current issues. Other people in the organisation also noticed the improved performance.

O Asmall organisation with employees spread across many remote locations embraced Central Desktop. Management mandated
that Central Desktop had to be used for tracking projects, and this mandate flowed through to actual usage.
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Strategy 1.2 Real-to-Life Scenarios

Real-to-life scenarios provide a narrative picture of how using a particular technology can improve the way work gets done. Let’s explore
the use of real-to-life scenarios for new collaboration technology, and how this strategy can be used for winning people’s attention.

Description

The real-to-life scenario strategy paints a picture of what could be if a person or group of people started using a new collaboration
technology as part of their work. The intent is that as people hear the scenario, they can compare and contrast what is being talked about
with the experience they have today with current tools and approaches. If the scenario is sufficiently compelling, they will want to learn
more about how to get involved. The strategy is designed to evoke an "l want that”

desire on the behalf of people who hear or read the scenario. )
A scenario can be used to

Real-to-life scenarios in the work context could be on: emphasise the benefits of the
O Aday inthelife of customer services. new way of Working, especially
if the new way of working
eliminates time-consuming
steps without reducing the

A scenario can be used to emphasise the benefits of the new way of working, especially effectiveness of the process.
if the new way of working eliminates time-consuming steps without reducing the

effectiveness of the process. Think back to our discussion in Chapter 4 about Document

Co-authoring, or Making Group Decisions. In both cases, new technology and approaches to these processes can make a significant
difference.

O Aproject being carried out by a research team.

O Discovering experts in unlikely places.

How to Use It

There are three steps involved in making use of the real-to-life scenario strategy at your work.
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1. Think about the main business activities undertaken at your work. Depending on the nature of your organisation, you'll come up
with a short list (not very diverse, fairly focused organisation) or a very long list (highly diverse firm, broad focus). You need to
develop the real-to-life scenario in the context of the work of your organisation in order for it to hold power.

2. Select one activity from the list. Ideally, it should be an important activity frequently carried out within your organisation, and
where you know some of the people who are involved in doing that activity.

3. Write a story—or if you think that term is best left for what you read to your kids at night, write an “end-to-end narrative
scenario”—about how the business activity can be enhanced through the application of new collaboration technology.

Before considering two specific scenarios, recall our discussion from Chapter 2 about the two context models for user adoption work. In the
first, Business Engagement came before User Adoption Strategies. In the second, the development of Scenarios was the first step in the
model. What this means is that you should already have some reference points from earlier work that propose specific scenarios about how
work can be improved. Make use of this work. It links your current work with the foundational ideas of the overall process, and it also
streamlines the effort you will need to expend in identifying and elaborating on scenarios.

Let's look at two specific scenarios. You should aIready have
Scenario 1. Team Project Collaboration some reference points from

My first book, Seamless Teamwork: Using Microsoft SharePoint Technologies to Collaborate, earl Ier work th?t propose
Innovate, and Drive Business in New Ways (Microsoft Press, 2008) has two roles. First, as SPeCIﬂC scenarios about how
an easy-to-read manual for business users and business teams that explains how work can be im proved. Make
SharePoint can improve work practice. Second, as an example of a real-to-life scenario, in
this case an end-to-end team project. For more on Seamless Teamwork, see
michaelsampson.net/seamlessteamwork/.

use of this work.

The book is organised around the idea of someone—in this case Roger—getting a new project to lead at work, and then examines how
SharePoint supports the execution of that project. The reason for choosing this approach is that many people can identify with some or all
of the aspects of what Roger and his team have to work through. And by identifying with them, they start to see themselves in the book.

Here are the highlights of Seamless Teamwork:


http://michaelsampson.net/seamlessteamwork/
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Roger works for Fourth Coffee as a project manager, and he comes into work one day to find he’s been given a new high profile project to
manage, Project Delta. However, he is directed to use SharePoint for managing the project, something he hasn’t done before. Chapter 1
includes an exploration of why using SharePoint for managing a team project is better than using email.

Roger needs to find a set of qualified people from within Fourth Coffee and other partnering firms, to work with him on the project. He uses
the My Site capabilities of SharePoint to find the internal people, based on their previous experiences, their work context, and their
organisational affiliations. This is covered in Chapter 2.

After finding a team, Roger needs to create a place in SharePoint for the team to work. But it needs to work for more than just the direct
inner team members, as there are two other groups in the organisation who will need support from SharePoint to make the project work.
Chapter 3 addresses the design of these three SharePoint sites, and in the process, introduces the reader to topics such as sites, lists and
libraries, and Web parts.

With the team ready to work, and the team’s work place set up, Roger has to bring the two together. Chapter 4 talks about what Roger
does, covering off technical considerations like email or RSS alerts to keep team members in the loop on current status, and human factor
considerations such as how the team blog can be used to overcome the risk of silence in virtual teams.

Fourth Coffee has a standard process for projects like Project Delta, and chapters 5 to g describe Roger’s enactment of the project process
within SharePoint.

O Chapter 5 outlines the team’s need for a shared vision for Project Delta, and how the team’s wiki and other capabilities can be used
for discovering and documenting this.

O Chapter 6 addresses brainstorming using SharePoint, as a way of thinking broadly about the range of options for meeting the
performance outcome from Chapter 5.

O Chapter 7 deals with taking the options identified in Chapter 6 and exploring each one. The use of the Idea Analysis briefing
Content Type is addressed, covering the benefits of content types as a way of making a standardized document template available
throughout the firm.

O Chapter 8 works through the decision making process for Project Delta, where the team needs to take the leading ideas it has
documented as a result of Chapter 7, and decide which one is the best. A SharePoint survey as a way of evaluating the starting
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positions of team members is addressed, along with the use of out-of-the-box SharePoint workflows to collect feedback on a

document from other people.

O Chapter g addresses the need for correctly closing out Project Delta, both at a human level through a team celebration, and then
also the technical tidy-up required in SharePoint and other places. For example, each team member’s My Site should be updated
with details about Project Delta. They should all write a blog post in their My Site blog about their role in Project Delta. And if they
have linked SharePoint with Outlook, Groove or Colligo Contributor, those links need to be removed.

Chapter 10 wraps up the book with some backwards glances and future ponderings. The backwards glances recap the main tenets of

Seamless Teamwork. The ponderings outline some ideas on using SharePoint for other purposes.

Scenario 2. Collaborative Document Creation

Aresearch firm is composed of cross-disciplinary researchers, who work together on specific projects. Their main work activity is writing
proposals and research reports—in other words, collaborative document creation. The current way this happens is through Microsoft Word,
a file server, and email. To use a real-to-life scenario means to create an end-to-end narrative story about how a new collaborative

document creation technology could be used to enhance the way these groups work together:

O Allnew proposals and research reports are created in a project-specific collaboration space.

People involved are invited to be members of the space.

O Researchers use a wiki page to create the overall structure of the document, and then link
to specific sub-documents in the Document Library for each part. The wiki page gives the
overall context to the document, and notes the current status of each sub-document.

O Thereis one lead author per document, as well as a supporting cast. Using email
notifications, changes to the relevant documents are broadcast to interested parties. When
someone is working on the document, it's shown as being checked out, to prevent others
from working on it at the same time.

The main work activity for
researchers is writing
proposals and research
reports—in other words,
collaborative document
creation.

O When it's time to formally review the different parts of the document, a workflow process is used to request feedback from

multiple people. There is only ever one copy of the document in existence.
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With the scenario developed, it can now be tested with a specific research group. This means the scenario becomes a communications
bridge between the IT department offering particular technology capabilities and the research groups needing to get their work done more
effectively.

When to Use It

Use the real-to-life scenarios strategy at the beginning of your user adoption approach. In addition to communicating the big idea to the
people you are engaging with, it also sends the signal that you have thought through their work and understood what could be done. It can
be used instead of Exemplar Stories (because you don’t have specific experience within your organisation), or in addition to Exemplar
Stories (because you want to push the boundaries on what has currently been done). Exemplar Stories are the focus of the next section.

When you find a group of people who love the scenario and want to embrace it, you will need to:

O Provide specific training on the basic concepts of the technology, so they can translate the narrative scenario into something they
can actually do. This is Stage 2 of the Four Stages Model of User Adoption, and is discussed in Chapter 7.

O Have some way of gathering stories or measures about how the real-to-life scenario played out for the team involved. Maybe it
significantly reduced the stress of being involved in multiple projects—a great story. Perhaps it reduced project completion time by
30%—a key measure. Or it shrunk the document review cycle by 5o0%—another key measure. Gather what you learn, so you can
use these “real and from-my-organisation” illustrations in future Real-to-Life Scenarios or new Exemplar Stories.

Why It Works

The real-to-life scenario strategy works because:

O It’s personal. If you've got the right scenario—and by that | mean something people do on a regular basis—they can see themselves
inside the story.

O It’s practical. It shows the possibilities of the new technology and work practice embedded within their work reality. It's not just a
feature/function checklist with no context. It's about them, and their work.

O It’s "promptive.”Yes, | made that word up, but it provides them with something to think about. They remember the story, they
recall the concepts, and it may lead them to wanting to know more.
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Figure 6-3. Data from Survey 2012 for the Real-to-Life Scenarios Strategy

Use of the Real-to-Life Scenarios Strategy
Percentage of respondents using the strategy sometimes or frequently

e PR o
Frequently ’n\’n\’ﬂ\’ 16.7%

Effectiveness of the Real-to-Life Scenarios Strategy
Effectiveness rating by respondents using the strategy sometimes or frequently

) 14% 56% 28%

Yeutml Agree Strongly Agree
S{mngly Disagree Sometimes m Rated three times
Disagree as effective by
those using the
Frequently strategy frequently

Highest Use in the Adoption Lifecycle
Use of the strategy correlated with length of time working on adoption

21% 22% 18%

Not started 0-6 6-12 1-2 years 2-4 years
months months

>4 years

Comparison with Survey 2010

Compl y Strategi

Other adoption strategies most commonly

used with Real-to-Life Scenarios of respondents were using
the Real-to-Life Scenarios

strategy

Very Helpful

18% Extremely Helpful

Executive Sponsorship 41%

Pages on the Intranet 41%

Embedded Champion 36%
One-to-One Coaching 36%

Helpfulness

Internal User Group 30%

Over half of all respondents used the Real-to-Life Scenarios strategy sometimes. Those using the strategy frequently strongly agreed that the

strategy was effective for user adoption.
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Examples and Case Studies

DNV, a global risk management firm, used a real-to-life scenario to highlight the benefits of sharing and communities. The scenario was
presented in a light-hearted animated video and was released for internal use. It's also available on YouTube.

Figure 6-4. A Real-to-Life Scenario

Hexagon Wrench has mastered the art of working alone, but when he is unable to finish a new design project, he discovers that there are other
people in his firm who can help. As he gains their assistance, he begins to make small steps toward helping others as well 48

In a similar vein, but using real people rather than animated ones, Microsoft takes the same approach with its That’s Why | Use SharePoint
resource site.*® The site offers ten videos that take a before-and-after approach to explore the value of SharePoint. It's lighthearted, but
poignant. The scenarios include Take a Number (about sharing what you know through a blog), Team Player (coordinating input from many
people), and The Elusive Chris Smith (people search). After watching each of the videos, there is a link to an explanation about how to make
the scenario work in SharePoint. Thus the site paints a scenario of what could happen, and also gives specific advice about how to set up
SharePoint to enable the scenario. What Microsoft has done in general can be applied more specifically within organisations.


https://youtu.be/bxRUVrOA7eQ
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Strategy 1.3 Exemplar Stories

Exemplar stories are a commonly used user adoption strategy, designed to show how a particular aspect of a collaboration technology is
being used by a real group or in a real situation in the organisation. Good exemplar stories are aligned with the vision and strategy for new
collaboration technology and approaches in the organisation—they provide an exhibit of the vision and strategy in action. Exemplar stories
are different from a real-to-life scenario that discusses what could happen, while an exemplar story relates what is actually happening or
has happened.

Description An exemplar story is a case study

Everyone can relate to a story—a word picture of something actually happening. An about a pa rticular group within
exemplar story is a case study about a particular group within your organisation,and ~ YOUI Organ Isation, a nd how they
how they are using a new collaboration technology well, and the benefits they are are usi ng a new collaboration
getting from it technology well, and the

Exemplar stories are much more powerful if they are drawn from within your benefits they are getti ng from it.
organisation, rather than from outside. This is because the social and cultural sifting

has already happened in order for the exemplar story to work. On the social side, the

exemplar story has happened with people who work within the same organisation, which means that anyone else who hears it has the
opportunity to actually go and talk to them. And on the cultural side, the story shows it’s actually been proven that the new technology can
work within your organisation, thus eliminating potential roadblocks.

How to Use It

During your engagement work across the organisation, there will be some people who grasp the new technology and run with it. They see a
clear need, and want the benefits the new technology offers. Stay in touch with these groups so you can figure out how to improve what is
being offered, as well as capturing what is being learnt. In your situation, it could be:

O Agroupin marketing that is using the new collaborative document co-authoring service to work with outside marketing
professionals. As a result, they have cut the co-authoring cycle times by 40%.
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O Agroupin product development have switched from tracking projects on a whiteboard to using Lotus Quickr, and are now able to
see current status at any time, from any place. Everyone feels much more in control of their work, and tasks are completed 30%
faster.

O The executive team has stopped using printed reports for their fortnightly meetings, and instead all members of the executive
team have been given Apple iPads. Executives can read the documents in advance of the meeting—they are posted into the
Executive team’s wiki site in Atlassian Confluence—and then during the meeting mark-ups and revisions to the documents are
shared in real-time with everyone.

Once you have identified the target group, capture the story. Write it up. Do a video interview with the people involved. Put it on your
intranet. Include it in your internal newsletters from corporate communications. Hold a brown bag lunch and get the person to come and
speak about what they are doing and what happened. Let the audience ask questions so they can understand for themselves what
happened and the benefits that resulted. Use the story—and its method of communication—to spark people’s interest in further
engagement, social interaction and influence, and understanding.

When to Use It

Exemplar stories are a great way to win people’s attention, in advance of them starting to use the new collaborative technology, as well as
after they have started using it by demonstrating additional options and opportunities. The pre-condition for using exemplar stories within
your organisation is that you already have a few people or groups using the particular collaboration technology, and you are able to interact
with them to capture what they have been doing. You also need trusting relationships to get the truth about what's happening.

Why It Works

Exemplar stories work because they convey the business value that a known or knowable person or group has achieved as a result of using a
particular collaboration technology. The story has high social validity, because it is something real that happened to real people and groups
within the current organisation. It's not a story from “out there” that “probably won't translate into our environment.” If people want to
check it out and see for themselves whether it really happened, they have the opportunity.

A factor of why the strategy works is risk reduction. People are presented with real people from their own organisation talking about
something that has really happened. It is from inside, and it has been done already. It's not just an idea that might work. It has worked, and
there are real people who will attest to it working.
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Exemplar Stories is a commonly used strategy for user adoption. Respondents rank the strategy highly for its effectiveness.

Winning Attention

Figure 6-5. Data from Survey 2012 for the Exemplar Stories Strategy

Use of the Exemplar Stories Strategy
Percentage of respondents using the strategy sometimes or frequently

e
Frequently /n\/n\ln\!l\l 22%

Effectiveness of the Exemplar Stories Strategy
Effectiveness rating by respondents using the strategy sometimes or frequently

18% 54% 25%
Neutral Agree Strongly Agree
St‘rongly Disagree Sometimes “\:l) | Rated twice as
Disagree effective by those
using the strategy
Frequently 41% frequently

Highest Use in the Adoption Lifecycle

Use of the strategy correlated with length of time working on adoption

20% 25% 18%
Not started 0-6 6-12 1-2 years 2-4 years >4 years

months months

Comparison with Survey 2010

Complementary Strategies

Other adoption strategies most commonly

used with Exemplar Stories of respondents were using
the Exemplar Stories

strategy

very Helpful

iU Extremely Helpful

Executive Sponsorship 39%

Pages on the Intranet 41%

Embedded Champion 37%
One-to-One Coaching 37%

Helpfulness

Internal User Group 31%

125
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Examples and Case Studies

Here are three examples of the Exemplar Stories strategy in use at different organisations:

O Aninsurance firm with offices around the world used Exemplar Stories as a strategy for spreading learning and winning the
attention of people and teams not currently using the new collaboration technology (SharePoint 2010). These were discussed at a
monthly internal web conference, with a representative from a business team presenting on their specific use of the technology.
For example, one business team discussed how they were using a SharePoint site to capture risks and issues during their reqular
project meetings. As a consequence, their monthly reporting was much
simpler because the core data and subsequent follow on actions had already

been captured in the system. One team discussed how they

were using SharePoint to capture
O Lowe's, a major home improvement chain in the United States, . ) .
implemented IBM Connections in 2010 to support an enterprise risks and issues duri ngregu lar
collaboration strategy. Here's one of its exemplar stories: During beta tests, project meeti ngs, which made

an enterprising Paint Department employee decided to try something new to . :
demonstrate the ease of cleaning a Teflon paint tray. She poured latex paint month ly repo rtin g muc h sim p ler.

into it, let it dry, and then peeled the paint out whole. She left both the paint

"mold” and the paint tray on the paint counter. Customers were amazed and delighted. Suddenly, she was sold out of the paint trays
and shoppers were clamoring for more. The employee turned to all her traditional channels to get additional inventory. She accessed
the company’s enterprise inventory system, however, like most major retailers, the business process tightly controls the amount of
additional inventory employees can request. After exhausting other traditional sources, the employee then turned to the Connections
platform and asked "out loud” if anyone knew how she could get more inventory. Funny thing happened. Although everyone felt her
pain on the inventory shortage, they started replicating her paint mold/tray demo in their stores. And guess what? Suddenly other
stores were selling out of the paint trays too. As interest in the thread and the display idea grew in popularity, sales skyrocketed. When
applied on an enterprise level, the unique display idea represented more than a million dollars in additional revenue of the SHUR-LINE
Teflon 9" MetalTray.s°

O Atalarge multinational retailer of technology and entertainment products, Sarah Haase—the Collaboration Manager—has seen
the power of exemplar stories to help people put into words what they want. Sarah describes it this way: The majority of my
requests come as: "l need a SharePoint site because | have a new project” or "I saw someone else's SharePoint site that you created, and
I want a site that looks like that." From those requests, | have to work with the team to distill down to what they actually need. | offer
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up ideas and examples of things we could implement to really make a difference in how they do work on a day-to-day basis. We discuss,
come to a consensus and then | build out the SharePoint solution.5*

Strategy 1.4 Roadshow

Picture the scene: a 4o-ft articulated truck, painted up with your corporate logo, kitted out with the best that collaboration technology has
to offer (including hands-on testing computers in the trailer), free drinks and snacks for attendees, you get to drive, and you have three
months to tour the country and visit all the offices in your organisation. Your mission is to show off the latest and greatest capabilities
coming in the next generation of collaboration technology. At each stop, you are inundated with fans from each office, desperate to get
inside and catch a glimpse of the future, eager to sign up for the new gear, and hugely delighted that you have come to give personal
attention. Ah, the life of the roadshow!

While such a scene might work for large organisations during an advertising blitz for A roadshow involves creati nga
a new product, getting senior management sign-off for a collaboration technology small collection of prese ntations

roadshow—zo-ft articulated truck and all—probably isn't going to happen. So what is that convey the promise and

a “roadshow” in our context? } _
potential of new collaboration

Description technology to improve work.

A roadshow involves creating a small collection of presentations that convey the

promise and potential of new collaboration technology to improve work, and then setting up a series of onsite meetings with people at
various locations to present the ideas and engage in conversation and discovery with them. You (and ideally a few others) travel to different
offices within your organisation, make the presentations, demonstrate the potential, and gauge the level of interest from attendees—based
on their questions, discussions during morning or afternoon tea, and follow-up email or phone calls. Those who show high interest become
key contacts for pilot programs and early involvement.

How to Use It

There are four broad steps involved in holding a roadshow:
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1. Develop the message. Work out what you are going to say, and for how long (if this is the first time you are doing it, half-a-day is
more than enough). Craft the presentations and demonstrations you will use to convey the message, and gather up the real-to-life
scenarios and exemplar stories you will talk through.

2. Schedule the meetings. Find a lead champion at each roadshow location to help choose a date, and sign up attendees. All the
logistics will have to be organised too—booking a room, ordering the coffee and refreshments, booking flights and hotel rooms,
and so on.

3. Gotraveling. If you have compressed the roadshows into a two-week timeframe, pack a large suitcase and hit the road. If you
want to be kinder to yourself, make shorter, more strategic trips. If there are multiple offices you need to visit in a far-off place,
then try to accommodate all of them during one trip, not multiples.

4. Follow-up. Collect business cards or contact details while you are on the road, and follow-up when you get back to the office. Find
out what resonated with them. Ask whether they are ready for early involvement.

If you decide to run a half-day roadshow, your agenda should cover the business and environmental context, a description and
demonstration of the new technology, scenarios and exemplar stories of where the new technology could help or has helped within the
organisation, and a discussion of how to get involved. As an example, your agenda could look like this:

0830-0900. Coffee and registration.

0900-0930. The challenges facing our business, featuring a 5-minute video from the CEO.

0930-1000. About the new technology, and how it will help us improve our game.

1000-1030. Scenarios from others in our business, with two 5-minute video interviews featuring the people who have been

involved.

1030-1100. Coffee, donuts, and discussion.

1100-1130. How to get involved in the pilot programs.

1130-1200. Open discussion.

Clearly there is a cost in undertaking a roadshow, but if the conditions are right, it can be an effective way of winning attention.

A warning. If you run the agenda above, don't schedule another meeting for 12pm or you will miss out on the benefit gained from the post-
event mingling. If you leave quickly, you won't get to meet the people who could become your key contacts. Plan on staying around and
being available for at least an hour to meet those people who want to talk with you.
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When to Use It

There are a couple of instances when roadshows are an effective strategy:

O When there are a lot of people in your organisation who could be interested, but you need to discover who to work with first.
Roadshows can help to identify them.

O When there are big changes coming up in collaboration technology and work practice, and you need a forum for discussion and
engagement with people from across the organisation. Roadshows are a great way of saying that something big is about to
happen.

Why It Works

Let's face it: People are busy—probably too busy! Cutting through the immediate demands on their time and getting them to focus on
important matters is a real art. Face-to-face meetings can be an effective way to gather people together for time to focus on a topic, and by
extension, roadshows can be as well.

O Roadshows create a bounded time and space to talk through new ways of Face-to-face meeti Nngs can
working, and to reinforce the importance of doing so. If you have some great be an effective way to gather
presentations, mixed with a great presentation style, it creates a memorable )
event. people together for time to

focus on a topic, and b
O Roadshows are presented in a social context. People within one office building or PIC, Y

location attend with their peers and colleagues. The subjects presented will be eXtenSion/ roadshows can be
replayed during subsequent meetings and catch-ups, thereby giving a greater as well.
likelihood of being remembered.

O Roadshows give the opportunity for talking through the business and environmental context. Time can be devoted to discussing
these contextual factors.

O Roadshows are an efficient way of interacting with many people and groups, when you are unsure who is going to respond to the
key messages. By holding one larger event with representation or involvement from many, you can quickly identify the key people
to work with further.
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Figure 6-6. Data from Survey 2012 for the Roadshow Strategy

Use of the Roadshow Strategy
Percentage of respondents using the strategy sometimes or frequently

Frequently ’ﬁ\'n\'] 12.4%

Effecti of the Roadst Strategy
Effectiveness rating by respondents using the strategy sometimes or frequently

26% 53% 15%
Neutral Agree Strongly Agree
Strongly Disagree Sometimes Rated three times
Disagree as effective by

those using the
Frequently strategy frequently

Highest Use in the Adoption Lifecycle
Use of the strategy correlated with length of time working on adoption

22% 22% 18%
Not started 0-6 6-12 1-2 years 2-4 years >4 years
months months
Complementary Strategies Comparison with Survey 2010
Other adoption strategies most commonly
used with Exemplar Stories of respondents were using
the Roadshow strategy

Executive Sponsorship 50%

Pages on the Intranet 51%

g Very Helpful
Embedded Champion 44% 2

=%

g ﬂ Extremely Helpful
Internal User Group 32%

Half of the respondents make some use of the Roadshow strategy, with 12% of respondents using the strategy frequently.
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Examples and Case Studies

Here are

o

Onefina

three examples of the Roadshow strategy in use at different organisations:

A bank in South Africa ran into problems fairly quickly with its SharePoint implementation. SharePoint had been selected by the IT
department and installed with a "build it and they will come" philosophy, but this led to significant problems—such as a system
that didn't address user needs, and low user acceptance. In re-thinking how the bank could approach SharePoint, a variety of
strategies were used to develop buy-in, win acceptance, and communicate clearly. The roadshow strategy was one of these. It
involved visiting selected branch offices and showing staff the capabilities that were coming with SharePoint 2010. Using the
roadshow strategy allowed the bank to emphasise its focus on better collaboration between people, rather than the new
technology as such.5?

One company holds ‘Collaboration Days’ to describe the new collaboration technologies that are coming, and the opportunities

these create for staff. Instead of giving presentations about the various capabilities—such as IBM Connections—the collaboration
team sets up stands, similar to what would be used at a trade show. Staff are
invited to browse the stands during the day, look at the demonstrations, and . .
talk with the booth personnel. Staff have really liked this informal approach to Instead of giving presentatlons
learning about upcoming opportunities. This approach is taken at various about the various ca pa bil ities,

offices across the United States, and staff at global offices are given similar the collaboration team sets up

opportunities through virtual approaches.s3 L
stands, similar to what would

The roadshow strategy was used at a chemical company to increase awareness be used at a trade show.Staff
of the new business network and internal communities based on IBM . o
Connections. The collaboration team provided presentations, demonstrations, have rea”y liked this informal
and opportunities for discussion at important company sites, to which a pproach to learnin g.

interested executives, employees, community members, and specific teams

were invited. The roadshow strategy was one part of the company’s overall

adoption plan .54

| suggestion—if you are showing live demonstrations during your roadshow events, make sure you have a recorded backup in case

it doesn’t work due to a network or system failure. Having a Plan B ready to go for such demonstrations is just good planning.
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Strategy 1.5 Organisational Chaos

The final “strategy” for winning attention is organisational chaos. In all fairness, it's really a situation or opportunity that can be turned to
your advantage for winning people’s attention. But so we don't miss the wider benefit, if there is chaos and uncertainty happening within
your organisation now, it may be possible to introduce additional changes that would be rejected under normal circumstances.

When everything is going along smoothly, the outlook is pleasant, and everyone knows exactly what to do to keep the organisation running
asitis, itis very difficult—maybe even impossible—to advocate change. While I'm not

suggesting that you create organisational chaos and uncertainty for the sake of it, | am

saying that if you are facing such chaos and uncertainty now, then make good use of it. I'm not suggesti ng that you

Consider the approach taken by the new CEO of eBay who took over just before the Create orga r?lsatlonal chaos
recent worldwide financial meltdown: and uncertai nty for the sake of

, _ o it, but if you are facing such
Although Donahoe had led the privately held Bain & Co. consulting firm before )
moving to eBay, he says running his first public company, with so many chaos and uncertai nty now,
constituencies, required a different approach. It's not a popularity contest: You do then make g ood use of it.
what you think is right for the company and resist the attacks from those who prefer
the status quo. "When | became CEO, there was an opportunity to take the next step,”
says Donahoe, 49. "And the next step was making changes that we knew were going to be unpopular in the short term." Donahoe, in
fact, found that many employees and investors were more open to dramatic change than they might have been otherwise. "In a crisis,
people were scared enough and uncertain enough that | could take action," he says. 55

Let's explore organisational chaos in more depth.
Description
There are times in the life of organisations and their people when big changes happen. A new CEO joins the firm, and to shake things up,

implements a far-reaching re-organisation. Lines of authority and reporting are re-drawn, new executives are brought in to replace those
that have left to “pursue new avenues” (a polite spin on being fired for non-performance), and a roster of new initiatives is proposed to
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replace the current focus areas. Flow-on effects of these changes include new people being added to established teams, new performance
management systems, and more. Talk about chaos!

Chaos can arise in other ways too. For example:

O Pharmaceutical companies know all about fast approaching chaos as their drugs approach the end of patent protection, and
competitors offering generic replications line up for a feeding frenzy.

O Organisations that drive growth by acquiring both competitors and complementary businesses know about the chaos of trying to
integrate the people and systems from the new acquisition into the “way we do things around here.” Many things can remain
undefined for a long time, causing high levels of stress and inaction.

O Unexpected natural disasters—such as earthquakes, severe weather disruption, and volcanic eruptions—can bring about
organisational chaos. Approaches to working together that worked previously stop working, causing immediate challenges for
collaboration. This can create the right conditions for a new willingness to explore alternative ways of working together.

During times of chaos, changes in how people work can be implemented as part of the drive to survive. Take Molson Coors Brewing
Company as an example. It acquired 10 companies over a decade, but remained a

collection of individual businesses. A new CEO, on a recommendation from an

employee, gave staff a new way to interact with their peers and colleagues around When usi ng the orga nisational
the world—using Yammer—as part of a multi-pronged approach to developing a
new cohesive corporate culture.s® chaos StrateQY/ you have to show
causality—a realistic link between
what you are advocating and the

The most important aspect of using the organisational chaos strategy as a driver eventual betterment of the

for gaining attention is to show causality! You will need to provide a realistic link organisation or situation.

between what you are advocating and the eventual betterment of the

organisation and situation. It's no use proposing minor changes with no linkage to

overall improvement. The people hearing what you have to say need to perceive the linkage. For example, for employees at Molson Coors,
there was a clear linkage between new ways of interacting and a more cohesive corporate culture.

How to Use It
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When to Use It

Use the organisational chaos approach for big and fundamental changes—the way people interact, the communications technology people
use when working with others, and so on. Don’t waste the opportunity on inconsequential things that don‘t exhibit a clear linkage from the
current problem to the eventual solution.

Why It Works

Organisational chaos works to win people’s attention about upcoming changes because people are already in a change-ready mode. They
have experienced the pain of past ways of working, and know something has to change.

O People have lower resistance to change. As a consequence of the wider stress and uncertainty of the environment, people are
more willing to embrace change, if they can see a link between the now and something better.

O People know the old must go. Organisational structures that used to work, and organisational approaches that were effective in
previous times, are not looked on with so much fondness. The old way of doing
things has contributed to a real and current problem, and new stuff is

required. People who have been through

I talk about “organisational chaos” as a user adoption strategy in my SharePoint traumatic organt sational

Roadmap masterclass, and when | see that it's the next slide up, | always take a deep restructuring find it difficult to
breath before clicking. | know there will be people listening who have been through swallow the idea that

traumatic organisational restructuring, and the mere idea that it could be harnessed . .

for something good can be difficult to swallow. organlsatlonal chaos could be

harnessed for something good.
During a recent masterclass, one attendee put up his hand. | thought, “"Here we go for

the pushback.” But he didn’t. He related a situation from his organisation from the late

1980s, when some major IT changes were introduced during a time of massive environmental and organisational chaos. He summarised the
experience by saying, While we’ve never been bold enough to do it again, | look back on that experience as one of the best change and transition
situations | have ever been involved with.
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Figure 6-7. Data from Survey 2012 for the Organisational Chaos Strategy

Use of the Organizational Chaos Strategy
Percentage of respondents using the strategy sometimes or frequently

. . . . .

Sometimes T ,n\ ’ﬁ\ ,n\ T 1 26.3%
L3 4

Frequently l\ 1 7.5%

Effectiveness of the Organizational Chaos Strategy
Effectiveness rating by respondents using the strategy sometimes or frequently

17% 33% 35% 12%

Neutral Agree Strongly Agree
Sl:‘rongly Disagree Sometimes I Rated almost ten
Disagree times as effective
by those using the
Frequently 38% strategy frequently

Highest Use in the Adoption Lifecycle
Use of the strategy correlated with length of time working on adoption

21% 16% 22%

Not started 0-6 6-12 1-2 years 2-4 years >4 years
months months

Complementary Strategies
Other adoption strategies most commonly
used with Organizational Chaos

Executive Sponsorship 46%

Pages on the Intranet 46%

Easy First Steps 37% | Comparison with Survey 2010
{  Organizational chaos was not measured |
Internal User Group 25% i inthe 2010 survey i

The Organisational Chaos strategy is only used by one out of three three respondents. Some respondents use the strategy frequently, and rank it as
highly effective.
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Examples and Case Studies

Here are three examples of organisations that have made use of organisational or environmental chaos to win attention:

O After aserious earthquake an insurance firm received a huge volume of claims. It had previously used multiple claims systems, with
no integration between them. Due to the organisational chaos being experienced from the huge influx of claims, decisions were
made quickly about developing a unified claims system, and the new system was released within six weeks. While the
development of a unified claims system had been on the organisational agenda for some time, no decision had been made. It was
always put off as being too hard. But the chaos of the claims as a consequence of the earthquake made it imperative to act—and
act quickly.

O During one of the recent Middle East crises, a government agency had to coordinate its response effectively. This involved
capturing as much intelligence from the area as quickly as possible, and both formulating and promulgating its strategy rapidly.
Previously this work had been done using email messages and attachments, and while there had been some work done on shifting
to SharePoint, people had shown little interest. When the crises
occurred, adoption of SharePoint was immediate. People had to use . .
SharePoint to stay relevant. When the crises occurred, adoption

of SharePoint was immediate, even
O Aconsulting firm was in the early stages of introducing various new

collaboration tools to its employees, and was planning to use one among people who had shown

subsidiary for testing its approach to engagement and adoption. When little prior interest. People now had
the financial results for the subsidiary were analyzed before the to use SharePoint to stay re levant.
initiative started, the senior management team was shocked at the poor

performance. Since part of the root cause for the shocking results could

be tracked to poor information sharing—an area the new collaboration tools would address—the priority and visibility of the
initiative rose. The new tools moved from the nice-to-have list to the must-do list.

None of these organisations planned for these situations, but they were able to take action quickly to achieve strategically-aligned
outcomes when the need arose.
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Two Other Possible Strategies for Winning Attention

Before concluding this chapter, let’s talk briefly about two other possible strategies for winning attention. | do not recommend either of
these strategies, but note them here because they are used by some organisations.

Incentives

People often ask whether | recommend incentives—like contests or prizes—to encourage user adoption? After asking the question, they
usually proceed to relate how they have given away T-shirts, chocolates, or game machines to promote user adoption. Their perspective has
been that such an approach has worked really well for their organisation. But

when | ask what happened after stopping the incentives, their bright smile falls

away and they admit that “people stopped using the system.” If the focus is on the incentives for

That's the core of my concern about this strategy—that when the incentives usi ng the SYStem/ wh ile PeOP|e may

stop, usage stops. If the focus is on the incentives for using the system, while do whatever they have to do to win

people may do whatever they have to do to win the incentive, their efforts are . . .
about the incentive instead of the system. And if incentives are needed to the Incentive, their efforts are about

promote usage, perhaps the system itself is an unnecessary add-on to an the incentive instead of the system.
already over-scheduled day.

| think the real question should be: will the new system help them do their job better? I'd prefer to see people pay more attention to this
question, and in exploring where and how the new system actually improves work. While it's less immediate than giving away chocolate,
the long-run benefits are much sweeter.

Tell Clients The New System Will Be Used—Forcing Internal Adoption

A couple of IT leaders have asked what | thought about going around resistant internal staff and telling their clients that a particular new
system will be used for work. The thinking was that instead of engaging directly with employees, if external clients were sold on the idea of
using the new system, that this would force internal adoption.
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In my view, the downsides of this strategy outweigh any possible benefits, with a loss of respect being at the top of the list. In an article for
The BrainYard, | wrote:57

As an IT adviser, you could lose the respect of your internal groups if you go behind their backs and stimulate demand for tools or working
methods that they fundamentally disagree with. In the worst case scenario, you create conflict between people in your company and
their clients, because the clients—thanks to your meddling—now demand something that groups within your company have no intention
of ever doing.

And offering customers something of this scale for free, especially when you’re not the person to pay the internal bill of rewiring how a
group works, is dangerous. If there’s no cost per se to customers, or no equal change and commitment required on their part, you‘ve
struck an unfair bargain, further undermining your relationship with internal groups.

In conclusion, it's not a strategy | recommend.

Summary

This chapter has addressed the first stage of the Four Stages Model of User Adoption: Winning Attention. Before you can talk to second
wave people about the basic concepts of the new collaboration technology and work practice, you need to win their attention.

Five strategies for winning attention were discussed and examined:

O Executive sponsorship and support helps with winning attention because it sends social and contextual signals that the new
collaboration technology and work practices are important.

O Real-to-life scenarios and exemplar stories provide narrative descriptions of how benefits could or have come to people as a result
of embracing the new technology and work practices.

O Roadshows and organisational chaos were the two final strategies under discussion, and both had a place to play in winning
attention.

In the next chapter, we turn our focus to the second stage of the model: Cultivating Basic Concepts. The chapter looks at specific strategies
for enabling second wave people to understand the basic features and capabilities of the new collaboration technology.
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Chapter 7.
Cultivating Basic Concepts

If I had a dime for every time | heard the words ‘companies did not plan for training’ | would be on a sunny beach. You hear that training is
often overlooked and that is a key piece of the user adoption puzzle. | also believe that in many cases training is conducted but it is
ineffective. To be effective, training must be more than one how-to class.5®

Lynn Fraas, Crown Partners

Congratulations on winning the attention of the second wave people in your organisation! They are interested in what's on offer, and if you
have played your cards right, they have some sense of how the new offerings will help them in their work. Stage 2 of the Four Stages Model
of User Adoption is all about Cultivating Basic Concepts—giving your second wave people an understanding of how to transition from a
high-level idea of what's possible to the nuts and bolts of how to actually do it. Please
note upfront that this stage isn‘t about being boring! Although there are specific basic . .
concepts you have to get across, Stage 2 must be done in a way that keeps passion and Inma ny €ases traini ng s

interest alive. conducted but it is ineffective.

To be effective, training must

In this chapter, we will:
be more than one how-to class.

O Discover the role of Cultivating Basic Concepts in user adoption.

O Explore three target strategies for Cultivating Basic Concepts.

O Consider how each strategy can be used effectively, and get a heads-up about the pitfalls to avoid.
O

Examine the effectiveness of the three strategies through the eyes of the survey respondents.
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What CanYou Do?

Knowing “what” the technology can do or be used for is very helpful when the time comes to apply it to work. When faced with having to
use a new collaboration tool, and trying to figure it out at the same time, having that little voice in the back of your head saying “"But Jenny
showed me how to do this last week, so | know it can be done” is a helpful signal to keep going and not give up. Also knowing it was “Jenny”
who showed you is just as helpful, because you can ask her again if you need to.

Now that you have people’s attention, you need to demonstrate the basic principles of the new collaboration product or service. The most
critical thing to note at this point is that you are not aiming to teach everything. Stage 2 is about cultivating an understanding of enough of
the basic concepts of the new collaboration technology so that second wave people can take a more active part in Stage 3. Think of it as
“hang your hat” concepts, or “the 5-7 key things you need to know” in order to understand how the new technology works differently from
what happens today. For example:

O With SharePoint, basic concepts are the site, lists and libraries, permissions, and integration with Microsoft Office and Microsoft
Outlook.

O WithYammer, it's about the short message, free-form group creation through hashtags,% and following people.

O With Confluence, it's editable web pages, tags for classification, on-page discussions, and email notifications.

Strategies for Cultivating Basic Concepts

Three key strategies are discussed in this chapter:
1. Classroom Training.
2.  Web-Based Training.

3. Pageson the Intranet.

Each of these strategies was probed in the two user adoption surveys, and data on the use and effectiveness of these strategies is
presented in this chapter.
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Figure 7-1. Snapshot of Survey Results for Stage 2

Use of the Strategy Rating of Effectiveness
Percentage of respondents Percentage of respondents
using the strategy rating the strategy highly

= MMM
S M MMM
e LTV

Highest Use by Size of Organization
Most commonly used strategies by size of organization (number of employees)

Less than 100

Pages on the Intranet 76%
e (]assroom Training 70%

101 to 500 E———  Veb-Based Training 76%
I ——  Pages on the Intranet 67%

50110 1,000 m——  (|assroom Training 89%
I —— Dages on the Intranet 84%
1,001 to 5,000 S Pages on the Intranet 86%
s \\/eb-Based Training 82%
5,001t0 10,000 e——————————— Pages on the Intranet 88%
I —— \\/cb-Based Training 76%

Over 110,010 Pages on the Intranet 85%
I \eb-Based Training 81%

All three strategies were widely used by survey respondents, and all three attracted only a small level of support for their effectiveness.
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Strategy 2.1 Classroom Training

One of the most frequently embraced user adoption strategies is the Classroom Training strategy. In this section, we look at the different
ways classroom training can be configured, some comments on how to use it effectively, and then we look at the survey data on the use
and effectiveness of classroom training around the world.

Description

In classroom training, many people are brought together into a room for classroom-style training (remember your school days?). Basically,
someone stands up the front and talks about what the new collaboration technology enables you to do, and the “students” listen and
hopefully learn. There should also be some practice thrown in for good measure.

Internal trainers have a different

outcome in mind than external
O Internal vs. External Trainer. For organisations with their own training . Fori | . h
group, an internal trainer will front up on training day and deliver the trainers. For internal trainers, the
training material. Internal trainers may already know some of the outcome is greater understanding and

peoplg they are training, so their abllljcy to engage e?nd person'allze the competence. For external trai ners, the
material is much greater. External trainers can be hired when internal

trainers are not available, or when the material requires a depth and outcome is to deliver the class.
breadth of expertise that calls for someone special. Remember,

however, that internal trainers have a different outcome in mind than

external trainers. For internal trainers—at least the good ones—the outcome is greater understanding and competence for the
employees at the organisation. For external trainers, the outcome is to deliver the class and get paid well.

There are various design considerations with classroom training:

O Off-the-Shelf vs. Custom Material. Staff can be trained with off-the-shelf training material purchased from an external training
content provider, or for organisations with in-house capability, through custom-written training material. The latter will give more
opportunities for engagement and personalisation, but is obviously much more expensive to develop and maintain.

O Hands-On vs. Workbook. Classroom training can be delivered in a hands-on way, where each individual student has a laptop or
computer available. The trainer talks through a core concept, demonstrates how to do it, and then gives the students an exercise
to complete. The alternative is to lecture from the front, and have the trainer demonstrate all the capabilities but not provide
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students with an opportunity in the classroom to try it out. Students leave with a workbook of slides and examples, and then are
expected to try it out at their desks. If the people you will be training are unlikely to read a workbook after the event, condense the
key concepts into a one-page “cheat sheet.” And yes, it must be a maximum of one page!

O Work Colleagues vs. Work Peers. When colleagues are trained at the same time, they hear and work through the material in the
social setting in which it will be applied. Everyone on the same group or team is learning together, and this can be used as a way of
both giving support and holding people accountable when the training ends and people go back to their “normal” lives. The
alternative is to train peers at the same time—people from one location who don't work together. These people are then expected
to go back and spread the training around.

O Train for Starting vs. Training for Everything. Classroom training can focus on giving people enough information and experience to
get going, or it can attempt to give them everything they’ll need forever and a day. When training for starting, the ethos is to give
them enough to get going with a business critical process or practice immediately, and let them know where they can get more.
When training for everything, the ethos shifts to a focus on the different features and functions of the product or service, so
students get a broad understanding of what's possible.

O AnHourvs. A Day. Recall that the focus of the Cultivating Basic Concepts stage is to provide people with sufficient understanding
so they can be more effective during Stage 3. If you can cultivate this understanding in an hour or two, go for it. Don’t schedule a
one-day training session just because that’s the traditional way it's done at your
organisation. Use as little time as possible.

The effectiveness of the
O Lots of People vs. Fewer People. Classroom training sessions can be run with large Classroom Training strategy
or small groups. Larger classes have 30 or more people, while smaller groups
have 15 or fewer, and there’s a middle group of 15-30 too. Larger groups enable will depend on the desig n of
you to “get through” the whole organisation faster, but this comes at the cost of the session, who prese nts the
fewer feedback opportunities, and less ability to engage with specific learners.

Smaller sessions enable more personalized attention, but take longer. materlal, and how they doiit.

Coming back to Lynn’s comment at the beginning of this chapter, “classroom training”
isn't just one thing. The effectiveness of the Classroom Training strategy will depend on the design of the session, who presents the
material, and how they do it.
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How to Use It

Classroo

o

m training is best used under the following conditions:

The material is fresh and presented in a bright and interesting manner. The greater the level of personal and work relevance, the
better. In terms of presentation style, the trainer needs to enjoy what they're doing and exhibit a passion for the topic. In other
words, it's not boring.

Students can try things out for themselves. The more they can do inside a classroom, the better. Being able to try it out, asking
questions, probing the trainer for more information and help, and getting assistance from their fellow students, all helps.

Classroom training is treated as part of a larger process, not a one-time event. By itself, classroom training has little ability to
reform the way people and groups work, but in conjunction with other strategies, it can be highly effective.

It's used for establishing a capability baseline, which can then be extended through additional user adoption strategies. Don't take
a “train, then blame"” approach where after a one-time how-to session has
been run, any failure is the user’s problem. That doesn’t cut it.

It's more effective to train people in smaller increments—train for starting Treat classroom traini ng as pa rt
—rather than attempting to train for everything. Give them something of a |arger process, not a one-

they can go bac!< :.;\nd do immediately and successfully, and tell them where time event. By itself, classroom
to find more training material when they are ready to push the boundaries o _ .
on what they know. training has little ability to reform

Don't let too much time disappear between classroom training and the the way people and groups work.

follow-on activities in Stage 3. A few days is best, because people will have
a greater likelihood of recalling what they started learning. If a month goes by, they will have forgotten pretty much everything.
You will have wasted their time and yours.

Finally, create space during and after the classroom training session to talk with and listen to the participants. They will have ideas that can
be used to improve the way collaboration technology is used at work, as well as feedback on the presentation of the classroom session.
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When to Use It

Classroom training makes a lot of sense when you have many people at particular locations. For example, if there are hundreds or
thousands of people working at a given office, classroom training provides a cost-effective way of Cultivating Basic Concepts. If people are
spread out over many locations, then web-based training (see the next strategy) would be more relevant and cost effective.

Classroom training can work with more distributed teams and groups, but someone has to make the effort to make it happen. An attendee
at one of my user adoption workshops said she carried multiple laptops to far-flung offices to provide classroom training. For her, the
benefit was in gaining feedback she otherwise would not have received.

Why It Works Classroom training makes a
lot of sense when you have

many people at particular

O People learn together, and therefore create the social support structures necessary locations. But it can work for
for continuing with the tool once the class has finished. When the trainer has left,
Bob knows he can talk to Sue for reminders about how to use the new tool.

Classroom training works for the following reasons:

more distributed teams and
_ ) _ groups too.
O People have an opportunity to move quickly from ignorance of the technology to
early stages of mastery. They don't have to figure it out for themselves. The
training group has blazed a trail, and has now provided insight in condensed and quick-to-understand ways.

O People can try the technology out in a test environment, without impacting the real system. They don't have to feel constrained
about creating test projects, or sending their first micro-blog status update, because it's done within a learning social context.

O People learn about how the new collaboration technology will be applied at their organisation. The classroom training events set
the scene for how the specific organisation will approach the collaboration technology. People also hear this in conjunction with
their peers or colleagues, which reinforces the approach at a social level.
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Figure 7-2. Data from Survey 2012 for the Classroom Training Strategy

Use of the Classroom Training Strategy
Percentage of respondents using the strategy sometimes or frequently

.
Frequently /ﬂ\/n\ ’ﬂ\’n\ll\l 25.8%

Effectiveness of the Classroom Training Strategy
dents using the strategy sometimes or frequently

Effecti rating by resp
7% VL) 55% 15%
Neutral Agree Strongly Agree
Strongly Disagree Sometimes m Rated four times as
Disagree effective by those
using the strategy

Frequently 38% frequently

Highest Use in the Adoption Lifecycle
Use of the strategy correlated with length of time working on adoption

| 17% | 23% 21%

Not started 0-6 6-12 1-2 years 2-4 years
months months

>4 years

Complementary Strategies Comparison with Survey 2010

Other adoption strategies most commonly

used with Classroom Training of respondents were using

the Classroom Training

Executive Sponsorship 38% strategy

Pages on the Intranet 46%
Embedded Champion 36% 32

s

] m Extremely Helpful
Internal User Group 24%

Half of the respondents use the Classroom Training strategy sometimes, and a further quarter use the strategy frequently. It's not rated as a highly

effective strategy.
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Examples and Case Studies

Here are some examples of how different organisations have made use of classroom training during the cultivating basic concepts stage of
user adoption:

O Aglobal pharmaceuticals company was switching from eRoom to SharePoint. Classroom and one-to-one training had been critical
to its success with eRoom, but this lesson was not being carried forward with SharePoint. The collaboration manager commented,
With eRoom (our previous tool) we had grass-roots support, since at the time, it was our company's first and only technical solution for
team workspaces, and therefore was eagerly adopted. We required mandatory training before users could have access—initially
performed in classroom or in ‘over-the-shoulder' settings, and eventually available through web-based training (both self-paced and
WebEx style) which we considered key in successful user adoption. By requiring that users learn what was possible with the tool, we
enabled and empowered them to do their jobs better. For our current adoption of SharePoint, due to our company's global strategy, we
will not enforce the requirement for training prior to access. | do have concerns
that this will have negative implications on how successfully the tool is used. |

think users will simply use the file storage features, rather than embracing it for ~ \\e have benefited from havin g
full team collaboration tasks, and this will create support issues as well. . .
dedicated trainers, and a

O Jenny works for a research firm, and in her response to the survey she wrote: |og istics person to organ ise the
l.Jser adoption has worked really well when Wc'e have tak'en the time to first of all attendees. This has allowed
inform staff of the why and what we were trying to achieve through
communications and roadshows, and then following that with hands-on peop le to gain a sense of the
classroom training sessions. We have also benefited from having dedicated im portance of the trainin g that
trainers, and a logistics person to organise the attendees. This has allowed
people to gain a sense of the importance of the training that they were being
invited to—it wasn't just something 'someone in IT was running.’

they were being invited to.

O Agovernment department discovered two keys to making training work. The first was to call the initial sessions “Introductions,”
rather than “Basics.” Staff didn’t want to attend a session on the basics. The second was to tailor the material to specific roles, so
staff learnt only what they needed to do their work.
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Strategy 2.2 Web-Based Training

There has been high interest in web-based training over the past decade, and that's no surprise. It's costly to hold classroom training
events, once you calculate the investment for trainers, travel and time off work. Web-based training offers the potential to greatly reduce
the cost of running training events, while being as effective (and sometimes more effective) as classroom training.

Description

Web-based training involves delivering training material over the web. In
practical terms, this means the training materials are generally “stored” on a web

It's costly to hold classroom training
events, once you have added up the

server somewhere, and can be accessed by authorised people from the web investment in trai ners, travel and
browser on their computer. However, web-based training can also be conducted time off work. Web-based traini ng

“live” with a person presenting to a group of attendees.

offers the potential to greatly reduce

There are a few variations on a theme with web-based training: the cost of runni ng traini ngeve nts.

1.

Live Remote Training. A meeting is scheduled and a trainer presents the

material, but over the web. The trainer sits in their office, probably with a headset on, and walks through a presentation of
capabilities, along with a demonstration of how to use the product or service. Meeting attendees sit at their desks, and “join” the
meeting by opening their web browser to a particular page so they can view the trainer’s presentation and demonstration in real
time. Training events of this nature are usually called “"webinars,” or “web seminars.” Remote training of this nature also offers
opportunities for attendees to ask questions, so the trainer is able to gauge if people understand what they are being told. Such
web seminars offer much of what can be accomplished with classroom training on the content side, but because people are
normally sitting at their own desks, they are less effective at the social cultivation of learning.

Recorded Web Seminars. Web seminars, as above, can be recorded and made available for subsequent viewing on an on-demand
basis. Whenever one of the original attendees wants to go over the material for a second time, they can view it whenever they
want. In addition, people who didn’t attend the original web seminar can be provided with access to the recording. This means that
recorded web seminars can be a very cost effective way of spreading learning throughout the organisation: a trainer gives a one-
time presentation to a group of people, they ask questions to show engagement and help clarify the information, and then
everyone else can be pointed to the recording when they have time available. If greater engagement is required, or there’s a need
for further clarification, a discussion forum can be associated with the original web seminar.
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3. Fulle-Learning Courses. E-learning courses are special purpose learning events created for individuals to take at their own pace. E-
learning materials will generally include content delivery—telling the learner about what they are learning—along with
screenshots, recorded demonstrations, self-paced tests, downloadable worksheets, and more. In terms of training people at their
pace, e-learning is the gold standard, but it comes with a golden price tag too! It's expensive to develop e-learning materials, which
is why most organisations purchase off-the-shelf materials.

How to Use It

Web-based training can be used effectively for cultivating the basic concepts of the new collaboration technology. You can use web-based
training in the following ways:

O Introducing the New Technology. An initial webinar to introduce the new collaboration technology to a large group of people can be
an effective replacement for classroom training. An invitation to attend the webinar can be distributed through multiple avenues—
email distribution lists, an announcement on the intranet home page, posters in the café, and word-of-mouth—and those who
want to come are invited to register. At webinar time, the live attendees hear what's going on, and receive training on the key
capabilities. The webinar is recorded and made available for subsequent viewing by people who couldn’t attend the live event.

O Training by Feature. Develop just-in-time, at-your-desk, training videos on how to use particular features of the new technology.
For example, organisations using SharePoint should have a training video on
the document management features in a SharePoint document library. It's

Fred’s first time using SharePoint for check-in and check-out, and as a result You can use web-based tralnlng
he is shown a 6-minute recorded presentation and video about the steps to deve|op just-in-ti me, at-
involved.

your-desk, training videos on

O Training by Business Process. Develop web-based training materials to how to use pa rticular features
demonstrate how a core busmess_ process is going to be done using the new of the new tech noIogy.
technology. For example, managing the approval of new suppliers used to be
done by exchanging emails and documents inside and outside of the
organisation, but with the recent purchase of Lotus Quickr, the process will be managed out of Quickr places. In rolling out the new
offering, Sally needs to see how to run the process using Quickr—and she watches a training presentation and demonstration at
her desk.
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O Training by Collaboration Scenario. Co-authoring of documents by many people is a common collaboration scenario in many firms.
This used to be done by exchanging emails and attachments. With the recent purchase of PleaseReview, all co-authoring is going
to take place through this medium—including the initial feedback cycle where reviewers don’t get to see the comments of others
(while still contributing to the master copy of the document), and subsequent feedback cycles where comments are open to
everyone.®° Web-based training materials in this scenario provide a way for people to quickly see the steps and stages involved in
setting up a new review, requesting feedback, and working through to approve or reject particular points of feedback.

When to Use It

Web-based training has high applicability during the second stage of the Four Stages Model of User Adoption. But it should also be part of
your ongoing strategy for embedding the ideas in your organisation. The following are examples of when to use the strategy:

O When you have employees or staff spread across many office or work locations. Web-based training—the live webinar variety as
well as the recorded web-based training courses—are a very cost effective way to pass on core concepts.

O When you can't justify the cost and expense of classroom training. Hold a multi-hour web seminar instead, but keep the focus both
on communicating core concepts and engaging with the attendees about how they can apply the core concepts in their work.

O When classroom training has been run (successfully), and it's

time for p_eF)pIe to gejc back to work. Complementary web- Use web-based training when classroom
based training materials can help classroom students recall

what they learnt. training has been run (successfully), and

L
O When you don't have training classrooms available, and you it's time for people toget back t.O.WOI’k.
don’t want to carry multiple laptops to far-flung offices to set up Com p|ementa ry web-based traini ng

atemporary training room for a day or two. materials can help classroom students

O Wheninducting new people into the organisation. Classroom recall what they learnt.
training can be cost-effective when you have enough people to
train in one location, but if your organisation is hiring new
people in small numbers throughout the year and at different locations, classroom training is hard to justify. In addition, some
people would have to wait weeks before a required quorum could be put together. Offering web-based training as part of the
induction program gets new people up-to-speed much faster.
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Why It Works

Web-based training works for the following reasons:

O It’'s multi-sensory. People can hear the message, see the message, and depending on the nature of the web-based training, try it
out for themselves through scripted tests. Multi-sensory learning experiences are more effective than single sensory experiences.

O It’s self-paced, except for the live webinars. People can work through the training material when they want to, at their own pace. If
they already know a particular concept, they can skip over that section and focus on what they need to learn next.

O It’s constantly available. People can look over the training material when they
need it. Training isn‘t constrained to a class at 4pm on Thursday (which may

happen to conflict with another appointment). Web-based trammg is multi-

sensory. People can hear the
O It offers opportunities for engagement. In live webinars, people can ask
. A - message, see the message, and
questions and get answers from the trainer. With self-paced training, ! !
discussion forums can be provided, or the contact details of the trainer can depend Ing on the nature of the

be listed so people can ask follow-on questions. web-based training tl’y it out for
/

O It provides feedback that can be used for improvement. If people ask the same ~ themselves th roug h scri pted
questions at every live webinar, you can change the training to give a better
description. Or if people are watching the same recorded snippet multiple
times, that could signal that the video needs to be re-recorded—it’s too unclear and people aren't getting it. If you pay attention to
what people ask and do, you can quickly get ideas on how to improve your game.

Finally, in comparison with classroom training, the Web-Based Training strategy can decrease class time by up to 50%.
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Figure 7-3. Data from Survey 2012 for the Web-Based Training Strategy

Use of the Web-Based Training Strategy
Percentage of respondents using the strategy sometimes or frequently

. . . . . . . .
Sometimes I\ /n\ ,n\ T ’ﬂ\ T /ﬁ\ T I 40.9%
. . . . . . .
Frequently T /n\ /n\ l\ ’n\ ’n\ ’n 33.9%
Effectiveness of the Web-Based Training Strategy

Effectiveness rating by respondents using the strategy sometimes or frequently

8% 31% 46% 14%

Agree Strongly Agree

Strongly Disagree Sometimes R'ated almost t'hree
times as effective

Disagree
by those using the
Frequently strategy frequently

Highest Use in the Adoption Lifecycle
Use of the strategy correlated with length of time working on adoption

Neutral

‘ | 18% 26% 17%
Not started 0-6 6-12 1-2 years 2-4years >4 years
months months
Complementary Strategies Comparison with Survey 2010
Other adoption strategies most commonly
used with Web-Based Training of respondents were using
58% the Web-Based Training

strategy

very Helpful
Extremely Helpful

Web-Based Training is a commonly used strategy among the survey respondents. It's not rated as a highly effective strategy.

Executive Sponsorship 38%
Pages on the Intranet 42%

Embedded Champion 36%

Helpfulness

Internal User Group 29%
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Examples and Case Studies

Here are some examples of how different organisations have used web-based training for cultivating basic concepts:

O One of the divisions at a biopharmaceuticals company was using a very customized approach to SharePoint, and therefore off-the-
shelf training curricula was not appropriate. Training materials for site members were developed internally, covering an overview
of SharePoint, an introduction to lists and libraries, and a couple of
advanced topics. These materials were initially delivered using Microsoft ) .

Live Meeting, but since January 2012, the four courses for site members Due to usi ngavery customised

have been offered as online courseware, allowing people to work through approach to SharePoi ntl off-the-
i i 61 .. .
the material at their own pace. shelf training curricula was not

O Atadefense and aerospace company, the collaboration manager uses web- a ppropriate_ Traini ng materials for

bas.ed training Yvith th.e engineers..He says:'/v:/ork ir.7 an ?xtrfemely technicgl site members were developed
environment with engineers. Anything that isn’t engineering is a waste of time.

And a lot of what they’re asked to do in engineering they consider a waste of internal |y, and are offered online.
time. So | essentially created an online environment to meet their needs of

being able to share formal knowledge (work instructions, definitions, process,

training) and “"market” their projects to other engineers. | created bite-sized training sessions—complete with engineering examples—to
help the engineers use the system.

O The Australian division of a global consulting firm offers live webinars every three weeks on the basic concepts of using SharePoint.
For example, one session is a 45-minute webinar on using lists and libraries. New staff are invited to attend, and existing staff can
attend if they want to. The internal trainer says staff have become accustomed to online meetings within the organisation, and
since there are no computer training rooms available, she has no choice but to run the sessions online. There’s a key advantage
gained by running the sessions in a live format: she gets to hear the questions people are asking, and can make proactive
adjustments in her courseware and delivery.

People who have used the web-based training strategy note the importance of monitoring engagement levels. Attendees will tune out if a
live session is too long, or presented in a boring way. Asking appropriate questions throughout the session can help with keeping attendees
engaged, and offering alternative recorded methods of learning can provide another approach for people who learn best at their own pace.
Finally, remember that web-based training is just part of the user adoption journey rather than the sole approach.
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Strategy 2.3 Pages on the Intranet

The third strategy for Cultivating Basic Concepts is descriptive Pages on the Intranet.
Description

The Pages on the Intranet strategy involves publishing user-oriented help information to a specified location on the corporate intranet.
When people need to know how to perform a particular task, or use a particular function of the new collaboration technology, they visit the
help pages. The help pages contain clear instructions on how to perform the

steps involved in the task or function, meaning a user can quickly get on with the

task or function without having to interrupt a work colleague. The help pages contain clear

instructions on how to perform the

steps involved in the task or function,

Write help pages on the tasks or functions people will be doing regularly. The meaning a user can qUiC|<|y get on

task-focused pages explain how to carry out one of the tasks in a business . . .
process—perhaps it's how to set up an idea creation space for an upcoming with the task or function without

business planning event, how to start a review of the next press release with havi ng to interru p‘t a work col |eag ve.
input from the external marketing consultancy firm, or how to create a

collaboration space for a new team project in the Product Development Group.

Task-focused pages demonstrate a function of the collaboration technology within the context of a common business process. Whatever
you decide to write, make it about the work people are doing, and the questions they are asking.

How to Use It

The function-focused pages talk about the basic capabilities of the collaboration technology, but do not discuss how those capabilities can
be used in a business process. For example:

O Team projects can be run in a collaboration space. The page on the intranet would describe what a collaboration space was, and
note which tools could be used inside a collaboration space (document sharing, discussion forum, risks and issues register, for
example).

O Blogs can be used to share updates with team members and the wider organisation. The page would talk about what a blog is, how
people get notified, and include links to key internal and external blogs as exemplars.
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O Document reviews end when the lead author closes the review cycle and works through the master document to approve or reject
proposed changes. The page on the intranet would talk about how to approve or reject changes.

The two other strategies we have discussed in this chapter derive part of their effectiveness from multi-modal learning and social
interaction with others. Both of these effectiveness factors can be addressed as part of the strategy:

O Multi-modal learning can be offered through embedded videos or recorded demos of particular tasks or functions. Software to
record short videos and demonstrations is inexpensive these days (a few hundred dollars will do it), and will contribute greater
learning effectiveness. Pages on the Intranet don't just have to be
composed of text. For a great example of multi-modal learning, take a look . )
at what Transfield Services in Australia did when rolling out SharePoint to Mu |t| 'mOdal |ea rning can be

its employees 52 offered through embedded videos

O Social interaction with other people can be offered in a couple of ways. The ~ O r€CO rded demos of Pa rticular
minimum is to name the author of the page so people know who to tasks or functions. Software to
contact when they have a question. If greater interaction would be .

record short videos and

beneficial, a discussion forum related to the particular topic could be

added. demonstrations is inexpensive
Finally, while the pages don’t have to look beautiful, they shouldn't be ugly either. these days, and wil Cohtrl bute
Prepare something that works for the people in your organisation, avoiding the greater learni ng effectiveness.
extremes of presentation. Some people find that preparing two versions of the

material works well—a “cheat sheet” for quick reference, and a longer description.

When to Use It

The Pages on the Intranet strategy has wide applicability for user adoption, but it has a particular role to play when Cultivating Basic
Concepts. Classroom training and web seminars will not be able to cover all the required material, and even if they could, people would be
unable to retain it. Thus Pages on the Intranet can be used for follow-on descriptive material that will both reinforce the ideas taught
through classroom or web seminar methods, as well as extend the learning beyond what either of those modes can do. Trainers in both the
classroom and remote situations should make it part of their role to point people to the pages on the intranet that will help them once they
are back in their own work roles.
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Why It Works

Pages on the Intranet that explain the basic concepts of the new collaboration technology work for the following reasons:

O People can set their own learning pace. Some people will prefer to “eat everything” in one sitting—they will go through the
complete set of pages over a couple of hours so they can see what’s there and rapidly learn the basic skills. If the pages have been
well-written, they give the high-level view of what's possible, as well as the more detail-oriented view of specific tasks or functions.
Other people prefer the “snack and digest” approach to learning the basic concepts, and learn in smaller chunks by reading or
reviewing one page at a time—when they have a specific need for that
information.

Some people will prefer to “eat
O People can focus on what they need to learn. If Christopher already knows the rvthing” in one sittin th
principles in one of the topics, he can skip it and move onto another topic. He e\{e ything™ in one sitting ey
is able to focus on the learning he needs to do for the particular tasks he will go th rough the complete set
carries out as part of his job. Christopher isn’t inconvenienced in his learning of pages over a couple of hours

by having to wait for a trainer to explain a particular topic to other people, as ,
happens in a classroom or live web seminar environment. 50 they can see what's there and

, , rapidly learn the basic skills.
O People can learn when they need to. The pages on the intranet are available at
any time for Christopher to review. He isn’t limited to learning new material
when resident expert Sally is in the office, and he doesn’t have to wait until the next scheduled classroom training session comes
around. He can learn what he needs to learn when he needs to learn it.

Directing people to pages on the intranet can be a useful part of an overall user adoption approach, but as we explain in Chapter 10, don't
make it your only approach.
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The Pages on the Intranet strategy is the most widely used strategy in Stage 2, but achieves the lowest ranking for effectiveness from the three

strategies in Stage 2.

Cultivating Basic Concepts

Figure 7-4. Data from Survey 2012 for the Pages on the Intranet Strategy

Use of the Pages on the Intranet Strategy
Percentage of respondents using the strategy sometimes or frequently

. . . L3 . . . .
Sometimes ﬁ\ T /ﬂ\ /ﬂ\ I\ ,ﬂ\ /ﬂ\ ﬁ\ ! 403%
. . . . . . . . )
s PRRRRRED o
Effectiveness of the Pages on the Intranet Strategy
Effectiveness rating by respondents using the strategy sometimes or frequently

8% 32% 47% 8%

Neutral Agree Strongly Agree
f;:oa;‘zg; Disagree Sometimes H fjfa::i {Zr;; t;;n;i as
using the strategy
Frequently frequently

Highest Use in the Adoption Lifecycle
Use of the strategy correlated with length of time working on adoption

| 16% | 22% 20% 16%

Not started 0-6 6-12 1-2 years 2-4 years >4 years
months months

C 1 ary Str Comparison with Survey 2010

Other adoption strategies most commonly
used with Pages on the Intranet

8
of respondents were using

the Pages on the Intranet

Executive Sponsorship 37% strategy

Web-Based Training 38%
é Very Helpful

Embedded Champion 34%
] H Extremely Helpful

pful

Internal User Group 26%
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Examples and Case Studies

Here are two examples of how different organisations have made use of pages on the intranet for cultivating basic concepts:

O Anorganisation was introducing a new way for handling documents, and the IT team tried three strategies: a written manual
(Pages on the Intranet), video training (web-based training with video), and one-to-one coaching (which we will consider in the
next chapter). The team tracked the time it took people to learn how to use the new system, and found that it took four hours with
the written manual, two hours with video training, and only 20 minutes with one-to-one coaching. Assuming that the people knew
all they needed to know from each of the three approaches (and that is a big assumption), that's an huge difference.

O Thesenior managers at a professional services firm declared that no training would be needed with the roll-out of a new
collaboration technology. They felt the staff would be able to embrace the new way of working without any training. When the
new technology was made available, the internal collaboration manager discovered that the staff did need training—they didn’t
know what to do. In response he used the Pages on the Intranet strategy to
rapidly publish help documentation on the key activities, such as

uploading documents and writing blog posts. Eachtimelam engaged for User

In her response to the 2012 survey, one change consultant commented on why this AdOptIOﬂ work with collaboration
strategy was frequently used: tech no|ogies | prepare a new

I consult in this space, and am therefore always starting my User Adoption strate gy speci fical |y desi gne d for
Strategies again. Each time | am engaged for User Adoption work with the o pportun ities and constraints
collaboration technologies | prepare a new strategy specifically designed for in each environment.

the opportunities and constraints in each environment. Overall, my

observation would be that the more effective adoption methods are usually the

least scalable and cost effective, and are therefore rarely resourced to the requisite level. As a result, the less successful methodologies
that are more scalable and visible—such as help & how-to pages on the intranet, self-help videos and other instructional courseware, and
online FAQs—tend to be the strategies that clients demand and are prepared to resource, whatever the evidence that may be presented
fororagainst. What | always try to do these days is educate my clients on the realities of user adoption and set expectations about the
relative efficacy of their chosen strategies.
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A Final Comment

Remember that people need the capability to absorb the ideas and put them to use. If too much information is given at once, people won't
be able to absorb what they are hearing. You can use the complementary nature of the three strategies to overcome this challenge. For
example, start with a two-hour classroom training session, or a 45-minute web-based training session, and then point the participants to
pre-recorded online training materials or help pages on the intranet. They get the

initial learning kick-start, and know where to find more depth or help in the days to

come If too much information is given

For example, a global biotech firm focused their adoption program for SharePoint at once, peOp|e won't be able to
on site owners, who were seen to be people of influence for particular teams and absorb what they are heari ng.
groups. The first two parts of their adoption approach fitted within the cultivating
basic concepts stage. The central IT business team wrote a series of wiki pages You can use the com plementa ry
about the basic concepts in SharePoint sites (the Pages on the Intranet strategy). nature of the three st rateg les to
Thi's was fqllowed by two half-day onsite training s.essions—held back.-to-back in overcome this challe nge.

various offices around the world—where these basic concepts were discussed along
with how to apply them for particular teams and groups (the Classroom Training
strategy). Once these training sessions had been completed, further engagement was based on an expression of interest from site owners
to learn more. This was provided remotely by the IT business team instead of traveling to the far-flung offices a second time.

Summary

This chapter has looked at three key strategies for cultivating the basic concepts required before staff are able to see how new collaboration
technology could be used effectively in your organisation. Each of these strategies can be used in effective ways, and the factors required to
do so have been highlighted throughout the chapter. Data on the use of these strategies has been provided based on two user adoption
surveys.

In the next chapter, we turn our attention to Stage 3 of the Four Stages Model of User Adoption: Enlivening Applicability. As people take
what they learnt during Stage 2 back into their day-to-day work, they will need support to use the ideas effectively. There are ways of
achieving this, as we discuss in Stage 3.
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Chapter 8.
Enlivening Applicability

End users don't care about all the grand philosophising; they just want a smarter, faster, better way to work. Whether you call it a wiki, a
blog, or a whoozit, people just want an easier way to do their job. Make solutions for specific, concrete use cases, rather than tools for
general purposes.®3

Chris Yeh, PBWorks

Enlivening Applicability means working alongside a group or team and helping them discover the applicability of the new collaboration
technology for their work. If you have won their attention using Exemplar Stories or Real-to-Life Scenarios, you have basically portrayed
the applicability of the new collaboration technology to another orimagined reference

group. Stage 3 shifts the lens from these external reference groups to a particular and
I
certain group in your organisation. End users don't care about

all the grand philosophising;

they just want a smarter,
O Discover the role of Enlivening Applicability in the user adoption process. fa ster, better way to work.

In this chapter, you will:

O Find out about some strategies to help groups and teams explore the applicability
of the new collaboration technology to their work.

O Review the use and effectiveness of different strategies, as reported by the survey respondents.

O Learn why Lee Reed argues “communication, not technology, is the success” in new technology implementations.
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Coming Back to Purpose and Intent

Knowing that something is beneficial for someone else can provide sufficient impetus to get people interested. Hopefully, they will jump in
and try it out themselves. However, that's usually the case for first wave people, not second wave people. Stage 3 of our model focuses on
bringing second wave people to an understanding of where and how new collaboration technology and approaches can make a difference
in their work.

The two previous stages have laid a vital foundation for the activities you will do in Stage 3. In order to explore the applicability of the new
technology, people need to share some common language before an effective discussion can take place. The Stage 1 activities gift this at a
high-level, and the Stage 2 activities complement the high-level overview with a grounding in the basic concepts of the new collaboration
technology. The Enlivening Applicability stage brings both together for a particular group or team.

Before we dive into evaluating the different strategies, think back to Chapter 2. There we discussed the wider organisational context in
which your work takes place. We discussed the process of engagement, where the focus is on working with a small number of
representative groups to understand their work, and develop an understanding of how new collaboration technologies and approaches to
work could fit. The other model talked about scenario development, which focused on the same end. Therefore, remember that your Stage
3 activities are constrained by the overall vision. You don’t have an open book.%4

Strategies for Enlivening Applicability

Let’s look at six major strategies for Enlivening Applicability:
1. Facilitated Group Re-Imagining
2. One-to-One Coaching

Embedded Champion

Sandbox for Experimentation

Easy First Steps

Build It And They Will Come

o v opr oW

The chapter finishes with a brief look at three supporting strategies.
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Enlivening Applicability

Figure 8-1. Snapshot of Survey Results for Stage 3

Facilitated Group
Re-Imagining
45%

One-to-One Coaching
87%

Embedded Champion
82%

Sandbox for
Experimentation

Use of the Strategy Rating of Effectiveness
Percentage of respondents Percentage of respondents
using the strategy rating the strategy highly

M1
M1 | E—
M —
M

68%
(3 [ (3 3 3 ¢ 6 [
Easy First Steps
79%
[ ¢ € ¢ €6 ¢ ¢
Build It And They
Will Come 3%
70%
Highest Use by Size of Organization
Most commonly used strategies by size of organization (7 ber of employees)
Less than 100 One-to-One Coaching 88%
Easy First Steps 82%
101 to 500 One-to-One Coaching 95%
Sandbox for Experimentation 71%
501 to 1,000 One-to-One Coaching 89%
Embedded Champion 89%
1,001 to 5,000 One-to-One Coaching 91%
Embedded Champion 89%
5,001 to 10,000 One-to-One Coaching 82%
Sandbox for Experimentation 76%
Over 10,000 Embedded Ch ion 87%
Easy First Steps 85%

Of the six strategies in Stage 3, one-to-one coaching is highly used and ranked highly for effectiveness. Built It And They Will Come is also highly

used, but ranked as ineffective.
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Strategy 3.1 Facilitated Group Re-Imagining

While “facilitated group re-imagining” makes for a jaw-breaking phrase, the concept is actually quite simple: work with a group or team and
explore how they could apply the new collaboration technology within the context of their work. If you don‘t like the phrase itself, don't let
that put you off. Call it the Facilitated Workshop strategy instead.

Description

The way a group or team carries out its work is frequently predicated on ways of working and technologies that are 10-15 years old. Even if
the group has had new members join in the intervening years, they have been inducted into a particular way of working, and the overall
work practice remains rooted in now outdated ideas. The work practice has not been

revisited in light of new technological advances.

Whether through structured focus

While on the one hand it's highly efficient for people to continue with their current way
of doing things, they may also have become highly efficient at doing unnecessary groups, more free-ra nge group

things. discussions, facilitated workshops,
or any other mechanism that gets

the same outcome, develop an
O Agroup uses an elaborate mechanism for collecting feedback on documents, . C
. . , understanding of what activities
complete with version numbers appended to files. The group doesn’t even _
know about collaborative document co-authoring using PleaseReview. the group doesona reg ular basis.

Consider the typical way a group works together today:

O Meetings are scheduled using a combination of phone calls and group email
messages. No one has ever heard of alternative approaches for streamlining the scheduling process.

O Excel spreadsheets are swapped back-and-forth by email to document and communicate the current status of risks and issues. A
complex script was written some years ago to roll-up the different spreadsheets into an overall summary. The group has never
been told about using a SharePoint list for project-level tracking, with aggregation to get a programme-level view.

O People doing the work experience the pain, but they don't realise that something can be done about it. It's not even a matter of
being comfortable or at peace with the pain—it's just there, but no-one knows that there is a different way.



Chapter 8 Enlivening Applicability 164

How to Use It

The Facilitated Group Re-Imagining strategy involves working with an intact group or team of people to discuss how they get work done
today, and leading them through a process of discovery and discussion to understand how work could be done in the future with new
collaboration technology capabilities. It's important this process is done with a group or team, rather than an individual, because the
collaborative nature of the new technology means that multiple people have to change their work practice at the same time in order for the
new technology to have an impact.

Using this strategy involves the following steps:

O Understand the main work activities of the group. Whether through structured focus groups, more free-range group discussions,
facilitated workshops, or any other mechanism that gets the same outcome, develop an understanding of what activities the
group does on a regular basis. You should be able to get some appreciation
of the main work activities in advance of any meeting or workshops, by

, . .
looking at their place within the organisation and what they are expected to People s understandi ngis

produce. Whatever approach you take, the emphasis is to build an constrained by what they know,
understanding directly from the members of the group. what they have experienced, or
O Demonstrate alternative ways of doing the work. In understanding how the what they have heard from others.

work is done, look for the particular technologies currently being used. Once If they don’t have an awareness of

you can see what's happening, look for opportunities to achieve the same .
: : : what could be, it's very hard for
outcome with the new collaboration technology. Ideally, you will be able to 1 Y

demonstrate the alternatives, and compare and contrast the different them to state that they want it.
alternatives with the current approach.

O Do small experiments to explore fit. Working with the group, set up small experiments to try out a new way of doing things. Perhaps
it's one document that is co-authored using a different approach and technology. Perhaps it's one key event scheduled using new
tools. Perhaps it's the tracking of risks and issues for one project. Identify particular people in the group willing to try out the new
approach.

Let’s be clear about how to be effective with this strategy. People’s understanding is constrained by what they know, what they have
experienced, or what they have heard from others. This extends to how they can envision doing their work—if they don’t have an awareness
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of what could be, it's very hard for them to state that they want it. Thus there is a dual role to play in the re-imagining strategy: probing
team and group members for an understanding of what they do today, plus an educational role to demonstrate what’s possible with the
new technology.

One way of doing this is to present a series of short scenarios about what could be done with the technology. Take meeting scheduling as an
example. For most people today, meetings are scheduled in one of two ways. Either a series of emails or phone calls are placed to find out
when people are available for a particular meeting, or if the meeting is only with people inside one organisation, a free-busy search is done
to find out the next available time to meet. The first approach is time-consuming and error-prone,® and the second approach relies on
everyone having up-to-date electronic calendars, which may or may not be true. Here’s the point: if you ask people in a group that
schedules many meetings if there could be better ways of scheduling those meetings, you will get responses reflecting the two standard
approaches.

O People should reply faster to our meeting enquiries.

O We should use instant messaging to query people about meeting times, because we’ll get a faster response.
O We should make it mandatory to keep our electronic calendar up-to-date.
o

People should not be allowed to block off large segments of their day for _
their own projects, because this signals that they aren’t available for the If you ask peOp|e INa group that

meeting, thus delaying a lot of stuff from happening quickly. schedules many meetings if there

What such people won't realise is that much has been done recently to drastically could be better ways of scheduli ng
improve meeting scheduling, and these ideas have been encapsulated into new those meeti ngs, their responses
meeting scheduling services on the Internet. If you haven't told them about newer will be constrained by the

services that provide a different way of scheduling meetings, they will only see _
improvements within the constraints of what they know. tech nologles they curre ntly know.

Another example of where re-imagining is required is the use of SharePoint. Due to
its ability to store files, many new users merely see it as the new file server. But it can be much, much more than that. To see the new
possibilities and opportunities, teams and groups need help to shape their thinking.
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It's for this reason that “re-imagining” is included in the title of this strategy! It's not about small changes or tucks around the edges, but
rather about how core work practices within intact groups and teams can be re-imagined in light of new technology.

When to Use It

The Facilitated Group Re-Imagining strategy should be used with intact teams and groups. That is, the team or group is well-established,
they have been working together for a while, and they have an existing way of doing things.

The second prerequisite is that from an outsider’s viewpoint, there are clear benefits in working differently. Perhaps certain group members
have started voicing their dissatisfaction with the manual and labor-intensive processes they are stuck in today, and have approached you
for support in changing things. You can see clearly how work could be done better, and the Facilitated Group Re-Imagining strategy
provides you with a way of exploring this.

Why It Works

Collaboration technology is different from individual software. Think about it this way. How | use my email client software has little impact
on how you use email (and for that matter, which email client | choose to use). | use folders to sort and organise my messages; and over the
past few years | have developed quite-a-nice-thank-you-very-much set of folders for tracking projects and managing clients. You, on the
other hand, don’t use folders for organising messages at all—you prefer to keep everything in one folder and use search to find what you are
looking for.

Collaboration technology is different because the choices | make about how | used the technology impacts on you. If | start a document as a
wiki page, you have to keep going with that. If | create a task list in a collaboration space, you need to keep it up to date (or alternatively not

play).

In other words, there is a much greater degree of interdependence with collaboration software than with individual productivity and work
planning software.

As a result, as a member of an intact group, Jill can’t suddenly decide by herself, with no reference or buy-in from others, to start doing
document reviews through Lotus Quickr. Scott can’t suddenly decide to use Yammer for keeping everyone up-to-date, if no one has the
Yammer client installed or open during the day. Making the transition in work practice from one way of doing things to another requires
agreement and commitment from a quorum within the group. Thus a group “sale” is required—multiple people have to buy into the idea.
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Figure 8-2. Data from Survey 2012 for Facilitated Group Re-Imagining

Use of the Facilitated Group Re-Imagining Strategy
Percentage of respondents using the strategy sometimes or frequently

. . . . . . .
Sometimes ’H\ ,n\ ,n\ ’n\ ,ﬁ\ ,ﬁ\ ,n\ 34.4%
. .
Frequently T /ﬁ\ ! 10.8%

Effectiveness of the Facilitated Group Re-Imagining Strategy
Effectiveness rating by respondents using the strategy sometimes or frequently

Neutral Agree Strongly Agree
Strongly Sometimes Rated over twice
Disagree as effective by

those using the
Frequently strategy frequently

Highest Use in the Adoption Lifecycle
Use of the strategy correlated with length of time working on adoption

19% 27% 19% 19%

Not started 0-6 6-12 1-2 years 2-4 years >4 years
months months

Complementary Strategies
Other adoption strategies most commonly
used with Facilitated Group Re-Imagining

Executive Sponsorship 46%

Pages on the Intranet 45%

Easy First Steps 31% Comparison with Survey 2010
Facilitated group re-imagining was not
Internal User Group 31% measured in the 2010 survey

The Facilitated Group Re-lmagining strategy is used frequently by only 11% of respondents. Another 35% make some use of the strategy.
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Examples and Case Studies

Here are some examples of how various organisations use the facilitated group re-imagining strategy:

o

In her foreword to this book, Nancy White tells a story of the Facilitated Group Re-Imagining strategy in action. "A research
organisation had a support team who recognised early on the possibilities of the use of social media for their scientists. So they installed
blog and wiki software, created training sessions and thought that it would be a quick and obvious adoption. It was SO clear to these
smart individuals. Their scientists were clever. Easy.

Not so. After some missteps, the team changed their strategy. They were not scientists. They needed the scientists to define the rules of
the game. Instead of training sessions, they convened conversations about research, not about social media. As real collaboration
needs surfaced, they offered suggestions and experiments between them. The technology folks created prototypes for experimentation,
taking a page from the very practices the scientists used on a daily basis. Prototypes were set up, feedback offered and applied and
tools and practices subsequently adjusted. What happened? Practices to enhance collaborative research emerged. They just happened
to use technology as part of the process. The scientists did science, not "blog and

wiki” classes that they felt were a waste of time. To follow up, the technology

team readjusted their roles to stewarding the technology—keeping an eye on Instead of trainin g sess ions on
how the scientists were using the tools, making adjustments and looking out for social med ia, the su pport team

new options.” . .
convened conversations with

Aninsurance firm in the United States uses the Facilitated Group Re-Imagining the scientists about research.
strategy when working with internal teams. For example, a collaboration

coach worked with a small group that had not previously seen SharePoint, and

nor did they understand the opportunities. Over a couple of weeks, using one-on-one observations, interviews, and workshops, the
coach came to understand the way work was done in the group, and the opportunities for using SharePoint. One new approach
was to use a document library for draft documents, rather than email and attachments. Since the group members were intimately
involved in the initiative, this wasn’t a matter of the IT group “doing SharePoint to them.”

A firm in Europe uses the Facilitated Group Re-Imagining strategy with teams that have unique requirements. Sitting down with
the team and discussing how work is done today provides a mechanism for beginning to understand the current approach, and to
highlight common pains and needs. As these are identified, new possibilities for working together are explored.
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Strategy 3.2 One-to-One Coaching

Spending time one-to-one with someone in their office or cubicle is a great way to cultivate insights about how they really work. It is also a
key strategy for user adoption.

Description

One-to-one coaching provides a way to see how an individual is working today, and to encourage them to explore new collaboration
technology capabilities to overcome current pain points, to do things in better and more efficient ways, or to greatly increase effectiveness.
By becoming immersed in someone’s real work world, you are able to see what they are doing, and can tailor your advice and direction in
appropriate ways. Doing one-to-one coaching requires a delicate balance of observing how they work and directing them to work in new
ways. It's one form of coaching, for the modern age.

This strategy was called over-the-shoulder watching in the first edition of User Adoption Strategies, but | have renamed it in this second
edition. The renaming is intended to portray the dynamic give-and-take during one-to-one
coaching, and to minimise the passivity conveyed by the word “watching.”

One-to-one coaching involves

How to Use It watching someone doing their

The one-to-one coaching strategy involves a combination of two things. First, the ability to wo rk, andd iSCUSSing what you
watch someone at their work, and observe what they are doing. When watching them— are observi ng with them.

sitting in their office ideally—you are looking out for the common activities they doon a

regular basis, and in particular, the activities they do in conjunction with other people.

The second aspect is the permission to interrupt the person during the time you are observing their work, so you can ask for clarification on
what you are observing. This will assist you in developing a deeper understanding of why they are doing particular things. The coach will use
various questions to build understanding, explore meaning, and consider alternatives—such as:

O Canyou please describe what you are doing here?

O Why are you using the old system for those activities?
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O Inoticed you are doing (current approach). Have you considered doing it this way?

Finally, note that an outsider may be required to do this work. Someone too closely tied to the way work is done today—the workarounds,
the excuses, the established way of doing things—will miss things an outsider will pick up quickly.

When to Use It

The one-to-one coaching strategy can be used for many types of IT projects, is very effective (see the survey data results), but is perceived
as being very expensive. Here are some times when it may be worth spending the money:

O When you are trying to understand the group. Early investments in one-to-one coaching will provide a clear sense of the type of
work being done by people in the group. These insights can be used during subsequent engagement sessions.

O With opinion leaders within a team or group. Working with opinion leaders to understand their work and give coaching may result in
them taking the message to the rest of the team or group. Sally is an opinion leader for her group, and as a result of your coaching,
she starts advocating for working in new ways, and wants to set up a broader

discussion session with the group so everyone can see the new thing. Personal attention and coachi ng

O With people who are hard to convince. Personal attention and coaching may be may be the ti p_them_ove r-the-

the tip-them-over-the-edge approach that helps people who have stood against
the changes to get on board. While doing one-to-one coaching, be sure to edge d pproaCh that h8|pS

connect the work they're doing, and the coaching you're giving, with the wider people who have stood aga inst
organisation. For example, mention how the executive team is using these new the cha nges to get on board.
capabilities, or how the sales and marketing groups have started to do so. On

the other hand, giving personal attention to such people may be seen as a

reward for bad behaviour—stay alert to whether the people you're working with are actively changing or merely creating
roadblocks to impede the introduction of new collaboration technology and approaches.

O When you have permission from the people themselves. The athlete in a sports coaching situation gives explicit permission for the
coach to direct them to higher levels of performance. This same principle of granting permission equally applies in the work
setting. The people you are coaching in a one-to-one situation have to grant you permission to enter their work space, observe
their work habits, and give ideas for higher levels of performance. If you don’t have their permission, avoid one-to-one coaching.
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Regarding the perception of expense, one-to-one coaching can be much more effective than alternative approaches, and thus less
expensive overall. For example, the regional offices of a large global organisation were implementing new capabilities for handling
documents, and it was felt that there was no time for classroom training. They tried three alternative approaches: a written document,
video training, and one-to-one coaching. Users took four hours with the written document to understand what they had to do, two hours
with video training, and only 10 minutes with one-to-one coaching.

Figure 8-3. Time Required for Learning and Capability Development

Written Manual

Video Training 2 hours

One-to-One Coaching 10 minutes

When introducing a new way of handling documents, one organisation found that people learnt how to use the new system much faster through
one-to-one coaching.

Regardless of whether there was 100, 1,000, or 10,000 people involved, one-to-one coaching would always be more cost effective assuming
that the time-to-learn difference remained the same across the larger population.
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Figure 8-4. Comparative Effectiveness and Cost of Different Approaches

Time required for learning and 4 hours 2 hours 10 minutes (plus 20 minutes for a coach)
capability development (per person)

Time for 100 people 400 hours 200 hours 50 hours
Time for 1,000 people 4,000 hours 2,000 hours 500 hours
Time for 10,000 people 40,000 hours 20,000 hours 5,000 hours

One-to-one coaching can be more cost effective for capability development than alternative approaches—because people understand the ideas
faster. The figures above exclude content development time, cost, and effort.

Finally, due to the time commitment from the person in the coaching role, it's easy to let excuses put you off because you don’t have
enough time. An attendee at one of my public seminars said they followed a 10-10-10 approach: 10 one-to-one coaching sessions before
introducing the new technology and approach, 10 sessions just after the introduction, and 10 sessions after a couple of months to check up
on how the new approach and technology were being assimilated into the working habits of the teams and groups.

Why It Works Having a watcher/coach

One-to-one coaching works for many reasons: actuaIIy show up at your desk

O It gives personal attention. One person (the watcher/coach) spends some time— and sit to observe and prowde
from 30 minutes up to a couple of hours—sitting with one person (the watched) helprl comments conveys
and observes what they do. What tasks are they working on? How do they handle the tremendous im porta nce
working with others? What tools are they using today? How well are they using

, .
them? Based on what the watcher sees, coaching is provided about next steps. of what's going on.

O It conveys importance. Having a watcher/coach actually show up at your desk and
sit to observe and provide helpful comments conveys the tremendous importance of what's going on.
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O It provides tangible next steps for the coached. The lessons learned by the watcher/coach can be translated into tangible ideas for a
particular person to work on. It essentially gives the person an individualised development plan to work on in relation to the new
collaboration technology.

O It offers a validation and feedback loop. Spending time in one-to-one coaching gives an opportunity to gauge the effectiveness of
earlier training and engagement sessions. Are people getting the message?
Are they recalling the steps involved? Are they making the transition to the _ _ _
new approach and technology? If not, improvements can be implemented Spend Ing time In one-to-one

systemically, so that future training and engagement sessions are more coachi ngg ives an oppo rtun ity to

effective. This might involve adding a module to a classroom training h ff . f I
session, or seeking out additional exemplar stories to help with gauge the efrectiveness o earlier

understanding why the changes are necessary. traini nga nd engagement

Harmon.ie, an independent software vendor that makes add-on software to link sessions. If they are not effeCtlve’
SharePoint with Outlook and Lotus Notes, took a one-to-one coaching approachata Sy Stemic cha nges can be made.
recent conference. It believed its software would make SharePoint more attractive

for the average user, by speeding up common, everyday tasks. To prove the point to

SharePoint influencers, it invited them to try uploading a document to SharePoint with and without its software. And it timed the
difference. The result—a five times reduction in the time required to complete the task.¢
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Figure 8-5. Data from Survey 2012 for the One-to-One Coaching Strategy

Use of the One-to-One Coaching Strategy
Percentage of respondents using the strategy sometimes or frequently

— Mttt
Frequently /ﬂ\'l\'n\/n\/ﬂ\'l\l 301%

Effectiveness of the One-to-One Coaching Strategy
Effecti rating by respond using the strategy sometimes or frequently

Agree Strongly Agree

Neutral

St.rong[y Disagree Sometimes 46% Rated 1.5 times as
Disagree effective by those
using the strategy
Frequently frequently
Highest Use in the Adoption Lifecycle
Use of the strategy correlated with length of time working on adoption
19% 25% 18%
Not started 0-6 6-12 1-2 years 2-4 years >4 years
months months
Complementary Strategies Comparison with Survey 2010

Other adoption strategies most commonly

used with One-to-One Coaching of respondents were using

the Over-the-Shoulder

Executive Sponsorship 37% Watching strategy

Pages on the Intranet 39%
very HEIPﬁll

Embedded Champion 35%

Helpfulness

19% Extremely Helpful

Internal User Group 27%

One-to-one coaching is a commonly used strategy, with 30% of respondents using it frequently. It is rated highly for its effectiveness.
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Examples and Case Studies

Here are some examples of how organisations are using the one-to-one coaching strategy:

O Inthe mid-1990s, BP experimented with virtual teaming approaches and technology. Five projects were set up during the
experimentation phase, and all but one of those projects receive coaching on how to make use of the new technology. The only
project that failed to deliver business value was the one set up with no coaching. Reflecting on the experience, Don Cohen wrote:
“The problem was not that the group couldn’t make the technology work — it was fairly simple to operate. What they lacked was an
understanding of why they should bother. Remarks from the team ("I don’t see how this fits in with my work.” "The people | want to
talk to are not on the network.”) were similar to those made initially by other teams. In part because there was no one to help the group
explore the value of the system and overcome their skepticism, their virtual teaming network declined and eventually fell silent.”?

O The one-to-one coaching strategy has proven its effectiveness over the long haul. In a comment on a blog post about user
adoption, Patti Anklam wrote: At a conference in Boston in the early 1990s, | attended a session with a consultant who was helping
companies with the earliest generations of collaborative tools (think BEFORE SharePoint, eRoom, etc.). He was asked about how he
actually got people to use the new tools. His response was "1,000 cups of coffee.” In

other words, one conversation at a time to help people see whether they might have a _
reason.8 How did he get people to use

\

O Inherresponse to the 2010 survey, one respondent wrote: After a series of the new tools? 1,000 CUps of
instructor-led classes on how a team could use SharePoint to organise their coffee.” In other words , one
information and communicate with team members, most participants seemed mildly conversation at a time.
interested and a few went on to establish a team site (from a standardised template).

Of those, a few have grown more interested and asked for one-on-one coaching and
training. Those who received the special attention really got it and you could see the light bulbs going on in their head.

O Atauniversity in the United States, Judith used one-to-one coaching in person and by using the technology. My approach was to
mentor and coach people who had some experience with Yammer or a willingness to participate. Using Yammer has been our greatest
success. We grew from ten people to 120 in less than three months, and all for professional posts. | needed to post frequently in the
beginning, coach and encourage some people in person, and also do some training by posting. People have taken to it very well. We've
had better luck with Yammer than we have had with SharePoint.
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Strategy 3.3 Embedded Champion

An embedded champion is a locally known and available semi-expert on how to use the new collaboration technology. The person is a peer
(a member of the same organisation) or a colleague (a member of the same team or department) who regularly advocates for the use of the
new technology, and is clearly committed to its use. While embedded champions are frequently used as a first line of support when people
have questions about how to use software features, they can also be used to advocate for doing work in a different way during the
Enlivening Applicability stage.

Description

The Embedded Champion strategy involves giving extra training and personal coaching to certain people who work in selected teams and
groups across the business. The intent is to increase their capabilities so they have a greater depth of understanding about how to use the
new collaboration technology within the context of business processes, as well as how to advocate

within their group for that use. It's a bit like the executive support and sponsorship strategy, but

instead of being messages and observations from the executives, it's from “Jim who sits over The embedded cham piOﬂ
there in that cubicle.” .
strategy creates people in

How to Use It local offices, groups or

The embedded champion strategy creates people in local offices, groups or teams who can point teams who can pol ntthe
the way forward with the new collaboration technology. They will be seen as the go-to person. way forward with the new
They will frequently advocate for using the new collaboration technology instead of current collaboration tech nology.
tools. Because they are local, they will see things that outsiders will miss, and they are likely to

have sufficient kudos within their local environment to propose how things could be done in

better ways. However, note that it takes a special kind of person to be able to work within the current way of doing things, while also being
able to imagine the possibilities for doing it differently. If you have such people at your organisation, you have a great opportunity.

You use the embedded champion strategy in the following ways:

O Find the opinion leaders. Recruit energetic champions who are willing to take a stand and encourage adoption of a particular use
case. In your own work with the new technology, you will come across particular people who “get it” and start agitating for wider
use.
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O Convert key users into champions. Find key users in certain groups or teams and give them special coaching to become champions.
Perhaps this is the person who is always calling you and asking for help in solving a problem. Or they’re the person who asks all the
questions in the workshops. When you find them, give them what they need to improve the performance of their group or team.

O Provide extra training and assistance. Local champions need a deeper level of awareness about the new technology and how it can
be used effectively. Provide extra training and assistance to them—quickly share new exemplar stories with them, invite them to
any onsite or online training sessions you are running, and get them involved in an online community of like-minded people. In the
latter, the group will be able to share success stories and provide support to each other.

O Share the greater vision. Talk to the local embedded champions about the greater Local cham pionS need a
vision. Don’t make it just about improving work practice; make it about rewiring the deeper level of

way the organisation collaborates so it can serve its customers better. Extrapolate from
the immediate concerns to the final outcomes. awareness about the

new technology and how
O Don't forget the under-study champion. The sudden loss of an embedded champion can gy

ruin the momentum behind the new collaboration technology and approaches. Having it can be used effeCtiveW-
another person in the role of an under-study can help with mitigating this havoc,
because they are ready-to-go when the primary champion leaves.

Becoming a champion offers benefits to the selected individuals—improved communication skills, a deeper understanding of the new
system and its possibilities, new career opportunities. There are examples of where an internal champion has gone on to work for the
vendor of the collaboration technology involved, and used their organisational know-how to help people in similar organisations make
great progress.

When to Use It

The most important signal that you can use this strategy is when you can identify appropriate people would could be embedded champions
within your organisation. They need the ability to work effectively within the current systems, combined with the ability to imagine
different ways of achieving the same outcome. If you can find such people, it is particularly effective when:

O There are concentrations of people at particular offices. Having a local embedded champion is very helpful for gaining insight into
where the new technology could be used.
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O Thereis asmall collaboration team, they are located in one place, and the collaboration project is for a short period of time. The
Embedded Champion strategy provides a way of getting people in the business to advocate for new ways of working.

It is important to find the right people to be your embedded champions. They need to be viewed as credible in the eyes of the people they
work with; you don‘t want to entrust the success of your collaboration initiative to someone who is viewed with distrust by the group they
work with. Good attributes to look for include trustworthiness, a good work ethic, a vision for improvement at a business or functional level
(rather than a love of new technology toys), and an ability to work well with other people. In short, take your time in choosing your initial
champions. Don't jump at the first people who put up their hands. Look around, consider

the evidence, and then make your move.

You don’t want to entrust the

success of your collaboration

There are many reasons why the embedded champion strategy works: initiative to someone who is
1. The champion is relevant and credible to the team or group. He or she is an viewed with distrust by the

active member of the team or group, not an outsider. He or she intimately knows group they work with.
the work that has to happen because they are accountable for a part of it.

Why It Works

2. The champion is an ever-present reminder of the possibilities of the new technology, what's been talked about, and what's been
proposed as a way forward. He or she attends the meetings, sits in the coffee room, meets around the water cooler, and sets up
conference calls.

3. The champion is alive and present, and will talk back to doubters—quite unlike Pages on the Intranet or a recorded webinar. If they
hear other people deriding the new approach, they are there to probe reasoning and explore applicability.

4. The champion will be an active voice for accountability, reminding their fellow team members that work is being done in a new
way. They are a force for change within the group, rather than that task being driven by the IT department.
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Figure 8-6. Data from Survey 2012 for the Embedded Champion Strategy

Use of the Embedded Champion Strategy
Percentage of respondents using the strategy sometimes or frequently

o PR

Effectiveness of the Embedded Champion Strategy
Effectiveness rating by respondents using the strategy sometimes or frequently

Neutral Agree Strongly Agree

Rated over two
times as effective
by those using the
strategy frequently

S"o"gb, SDmEdmeS “
Disagree
Frequenﬂy

Highest Use in the Adoption Lifecycle
Use of the strategy correlated with length of time working on adoption

22% 25% 16%

Not started 0-6 6-12 1-2 years 2-4 years >4 years
months months

Complementary Strategies
Other adoption strategies most commonly
used with the Embedded Champion strategy

Executive Sponsorship 43%

Pages on the Intranet 45%

One-to-One Coaching 31% Comparison with Survey 2010

The Embedded Champion strategy was
Internal User Group 29% not measured in the 2010 survey

The Embedded Champion strategy is commonly used, and ranked highly for its effectiveness. Over one in three respondents say the strategy is used
frequently at their organisation.
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Examples and Case Studies

Embedded champions have been used by many organisations. Here's an insight into some recent experiences:

O Atabankinthe United States, IBM Connections was the tool of choice. The value of an embedded champion was evident. One
such champion says: | spent a year as the designated Collaboration Consultant for a line of business with approximately 600
employees. | evangelised the tool, held one-on-one training, facilitated team learning sessions, and answered questions that people
had. The department had excellent adoption of IBM Connections and continues to enjoy much success with it. I'm now in a new role,
and my successor has continued to find that she’s adding value with her work and people appreciate having a friendly human face to
help them navigate the tools.

O Adifferent bank—this time in Europe—were also using IBM Connections, and also found the benefit of the champions strategy,
albeit that they didn’t plan for it. The adoption specialist says: As we were implementing, we didn’t really focus on supporting and
finding ambassadors or champions, but they popped up in different places
and started convincing their colleagues that IBM Connections really has an . . .
added value in daily work situations. We did a roadshow to show people what Cham p1ons pop pEd up In different
they could use Connections for. Though not every participant was convinced P laces and started convincin g their
right away, it was really interesting for us to also get some feedback from the coIIeag ues that IBM Connections

not-so-early adopters. _ _
really has an added value in daily

O Amid-sized software development firm using SharePoint found embedded work situations.

champions an effective strategy. The adoption specialist says, Embedded

champions have worked very well for us, especially as we have paired that

strategy with a high-performing internal user group. Monthly meetings of this group in which best practices, lessons learned and new
ideas are shared are excellent vehicles for driving adoption.

Finally, echoing the earlier comments about choosing the right people for the embedded champion role, a change management consultant
in Australia says, Embedded champions can also deliver results, but only when the champion is the right person, both in terms of technical skill
and attitude. They can be hard to find, co-opt and up-skill, and clients can find it difficult to maintain and nurture these people over time.
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Strategy 3.4 Sandbox for Experimentation

In nursery school, a sandbox provides a place for little children to play together. There are lots of toys for joint play—like trucks, diggers, and
cranes—enabling children to construct cities and roads out of sand. The idea is to provide a safe place to learn about building things, using a
cheap and easy-to-reconfigure ingredient. A “sandbox for experimentation” with collaboration technology works with the same intent,
without the sand.

Description

A collaboration technology sandbox provides a place where people can try out the different tools and features of a new collaboration
technology, in a safe environment. The technology is provided to “play with,” and is separate from the main production environment. What
happens in the sandbox doesn’t cross over to the production system, except for special cases. These special cases include systems that
business users have developed that make real sense for a specific business group, and where the IT group have analysed the system and
signed off on its design, security approach, and any compliance requirements.

The sandbox provides a place for learning, and trying things out. Not everyone will use it, but some will. They will be your local champions
or lead users.

How to Use It

Consider this scenario. Your organisation has decided to buy and use Atlassian Confluence, an enterprise wiki. There are a whole raft of Real-
to-Life Scenarios that can be developed—around co-creation of documents, drafting of presentations, planning upcoming projects, and so
on—but the decision is made to see what other uses people want to put Confluence to. In other words, the collaboration team wants to
create a space for local ideas to percolate and find their way into Confluence.

So the collaboration team does two things: A collaboration technology sandbox

provides a place where people can
1. It creates a production environment for Confluence, where all of the

current business things will happen. It's accessible internally at tl’y out the different tools and
confluence.mycompany.com. features of a new collaboration

technology, in a safe environment.

2. It creates a separate sandbox environment for Confluence, where testing


http://confluence.mycompany.com
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can take place. No current business projects or activities take place here. It's the place to try things out, not to get work done. It
looks very similar to the production environment, except for different branding at the top to remind users that it's the sandbox
version. It's accessible internally at confluence-sandbox.mycompany.com.

People get an invitation to both environments. Soon work starts to happen on the production environment, while testing of ideas starts to
happen in the sandbox. In order to set clear expectations, a few simple guidelines are posted in a prominent location in the sandbox. People
are reminded via visual cues that this is not for critical business projects, it's a safe place to try things out, and there is a 30-day lifespan for
wiki pages. Simple rules like this are essential for the sandbox to work.

Over the subsequent weeks, the following takes place:

O Agroup in marketing uses the sandbox to brainstorm a new campaign. They used to do this process using email and a whiteboard,
but try it out using Confluence. As a result, they see how it could work for them, and now want to do all future work like this. They
will start all future brainstorms in the production edition of Confluence.

O Agroup in product development has been using an Excel spreadsheet for tracking the status of beta customers. This has been an
error-prone process, resulting in some mix-ups and leading to the
inadvertent loss of several expensive beta products. The group

experimented with using Confluence instead, and found the errors You could use the sandbox to show
disappeared because everyone was working off the same page. Now . .
they want to commit to Confluence for this and similar processes. prOOf'Of'Concept demonstrations in
which the various capabilities of the
O The executive assistants (EAs) have always had a strong sub-group
culture of supporting each other, and really making the organisation new tech I’]O|Ogy are broug ht together

hum. But their discussions via email were starting to become for current business processes.
overwhelming—too much disjointed discussion and conversation. A

few key EAs tried out Confluence as a way of streamlining their

discussions, and making previous discussions searchable. The benefits have been immediately obvious, and they want to shift the
entire EA community into Confluence.

The sandbox can be left as a “try-it-and-see-if-you-like-it” place, but that approach can lead to little being explored. You would need the
right people in the groups and teams you are working with to make this approach work. To overcome this risk, one way is to use the
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sandbox as a place for featuring proof-of-concept demonstrations in which the various capabilities of the new technology could be brought
together for current business processes. This gives groups something tangible to explore, and may spark ideas about applicability.

When to Use It

The Sandbox for Experimentation strategy is most appropriate when the technology is a broad-based platform that could be used for many
different activities. As a result, experimentation is needed to explore where and how the different options could come together for a certain

group.

A second signal is where people in a group have expressed an interest in trying it out first, before committing to using it in their day-to-day
work. The sandbox provides a safe place for them to experiment and learn more about the use of the technology, without jumping
immediately to real business-critical projects.

Why It Works

The Sandbox for Experimentation strategy works for the following reasons:

O It’saplace to try things out. A sandbox provides a safe place to try out the new capabilities, and to explore how they could be put
together for addressing current business concerns. If someone does something wrong in the sandbox, business operations are not
compromised.

O Itenables people to build competence. Within a test scenario, people can build competence on using the capabilities—where to click,
how to put something together, and how to create links. This competence is directly transferrable to the production system.

O It reduces the perception of risk. Since the sandbox is approached from the mindset of exploration and experimentation, people can
look at how their current work might be improved using the new technology, without having to formally commit to using it first.
This reduces perceived risk of failure. If it doesn’t work, nothing is lost.

O It provides a place for social learning and group re-imagining. Before committing to a major change, many people like the
opportunity to try things out first. A sandbox provides a group with the ability to sit down together and explore what could happen
if they worked in a different way. Their current process has not been changed, and they haven’t committed to the new way. But
they have taken a significant first step towards that future state.
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The sandbox strategy is commonly used as a way of providing opportunities for learning and experimentation. One in four respondents use the

Enlivening Applicability

Figure 8-7. Data from Survey 2012 for the Sandbox Strategy

Use of the Sandbox for Experimentation Strategy
Percentage of respondents using the strategy sometimes or frequently

Frequently 'n\’n\'ﬁ\'l\'ﬁ\ 24.2%

Effectiveness of the Sandbox for Experimentation Strategy
Effectiveness rating by respondents using the strategy sometimes or frequently

6% 30% 46% 16%
Neutral Agree Strongly Agree
Szrongly Disagree Sometimes m Rated 2.5 times as
Disagree effective by those

using the strategy
Frequently frequently
Highest Use in the Adoption Lifecycle

Use of the strategy correlated with length of time working on adoption

18% 24% 17%

Not started 0-6 6-12 1-2 years 2-4 years >4 years
months months

Complementary Strategies Comparison with Survey 2010
Other adoption strategies most commonly
used with Sandbox for Experi ion of respondents were using

40% the Sandbox for

Executive Sponsorship 43% Experimentation strategy

Pages on the Intranet 46%

g Very Helpful
Embedded Champion 39% 2

i m Extremely Helpful
Internal User Group 30%

strategy frequently at their organisation.
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Examples and Case Studies

The sandbox strategy has been used by various organisations to encourage user adoption. Here are some examples and case studies:

O Ata state government agency in the United States, Central Desktop was the tool of choice. The sandbox strategy was used to
enliven applicability: We set up the sandbox first so people could "play” with Central Desktop, and held a demonstration to show them
how the new tool would be used to improve their current operations. We solicited feedback and incorporated changes when things
didn't work the way the users needed them to. We collected input from the external user community on its effectiveness and
demonstrated an actual cost savings on travel expenditures. Usage is increasing as users are becoming more familiar with the tool and
gaining confidence in using it.

O Atasmall firmin the United States, the sandbox strategy has played an important role in encouraging user adoption. The
collaboration manager says, In our user adoption strategies, building a sandbox and inviting users in worked remarkably well to
increase adoption. Team members felt like they had a say in the design
of the system prior to the entire system being built. In addition, we

had a strong executive sponsor which helped push the system Buildin gasan dbox and invitin g users in
forward. | think most importantly, we utilised the power of social ked kabl I .
influencers (not necessarily managers) in the team and made sure to WOrked remarkably we toincrease

invite those into the sandbox first. After they had experience in the ado pti on. Team members felt like th ey

system, we asked them to help spread the word in their individual had a say inthe desig n of the syste m
departments. This strategy built excitement about our platform and

really boosted long-term (over 6 month) user adoption. P rior to the entire SYS’EG m bein g built.

O Abrewing company uses the sandbox strategy to provide new
teams with a way to try out a SharePoint team site without affecting the production environment. Teams can get a sense of what is
possible in SharePoint, and then request a team site for production purposes.

Attendees at the User Adoption Strategies workshop says that it's important to use the sandbox strategy with people who have a real
reason to use it. People should have a specific set of tasks to accomplish, or a clear objective when using the sandbox. It shouldn’t just be
made available to anyone without any oversight, guidance, and the availability of coaching support.
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Strategy 3.5 Easy First Steps

It can be pretty mind-blowing to hear about all the things you can do in a new system, but mind-blowing is a big turnoff to second wave
people. Too many options and configuration choices decreases their interest. An Easy First Steps strategy provides a way of addressing this
risk.

Description

New systems appear overwhelming to new users, even after they understand the basic concepts. Thus you need to make the first steps into
the new system as easy as possible. This strategy makes a conscious decision to downplay all the possibilities of a new system—"It can do
this,” "It can do that,” “It can also do this other thing!"—and instead lay out four to

seven must-do activities. The approach works because it breaks down the perceived

barriers to taking that first step. This strategy can also be used as a Making It Real The EaSy First StepS strategy
strategy in Stage 4, but it is put here because its role starts in Stage 3. represe nts a conscious decision
How to Use It to downplay all the possibilities

of a new system, and instead lay

Create a set of “Easy First Steps” that people can do quickly and easily. Let’s use IBM a few must-do activities.

Connections as an example when considering how the strategy could be used. IBM

Connections offers capabilities that can be used across a broad variety of business

scenarios, but this breadth can also be intimidating. Following the Easy First Steps strategy would mean that a new user—Victoria—follows
a narrow range of instructions on how to:

O Upload a recent picture into her Profile, if one hasn’t been automatically loaded.

O Write afew lines in her Profile about the focus of her work, and if appropriate, her non-work life.
O Invite a colleague to join her in IBM Connections.
o

Use search to discover and join a community in IBM Connections that holds professional interest.
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O Contribute a Web page to the shared bookmarking portion of IBM Connections, and add descriptive tags so others can find the
page easily.

These Easy First Steps provide the initial pull for Victoria to start using IBM Connections, give her some real-world exposure to the different
capabilities, and enable her to benefit quickly from what other people are already doing in IBM Connections. While the five examples above
are generic activities, they are broadly applicable within Connections and similar collaborative systems. A more tailored list could be
created for particular needs.

Gamification approaches can be used within the Easy First Steps strategy. ISW Development, an IBM Business Partner in Australia, offers an
add-on gamification tool for IBM Connections called Kudos Badges.® The design intent is that Connections administrators can set up
badges for people to earn, by doing various activities in Connections. For example, if they make an activity update, create a blog post, and
join a community in Connections, they can earn the “"New Users Badge.” Within the context of the Easy First Steps strategy, ISW's Kudos
Badges could be used to show new users when they have completed the four to seven first step activities. Speaking more strategically, a
well-constructed gamification approach can be used to focus people on creating value for other people and the organisation through how
they use the system—for example by reinforcing the need to tag files to ease findability.

When to Use It

With its emphasis on “first steps,” this strategy is ideal when people return to their own work environment after the Stage 2 activities have
been completed. They have an appreciation of what can be done, and the Easy First Steps gives them a place to start.

The strategy can also be used when new functionality is added to the current technology, and there is value and benefit seen in embracing
it. Make it easy for people to start using the new capabilities, by laying out the first steps.

Why It Works

The Easy First Steps strategy works because it breaks the conceptualisation of the system as something “out there and unknowable and so
wildly complex that I'm not going to even try” into a set of defined, closed-ended activities that someone can do, and clearly see they have
done. By following the easy first steps, the person gains a sense of accomplishment—"I did itl.” They may also gain a boost in confidence
—"Perhaps | can use this new system after all.” This lays an essential foundation for wider exploration about how the new technology can be
used within the context of group and team activities.
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Figure 8-8. Data from Survey 2012 for the Easy First Steps Strategy

Use of the Easy First Steps Strategy
Percentage of respondents using the strategy sometimes or frequently

e AR 5
Frequently /n\/n\/n\/n\/n\ 24.7%

Effectiveness of the Easy First Steps Strategy

Effecti rating by respondents using the strategy sometimes or frequently
18% 55% 23%
Neutral Agree Strongly Agree
St.rongly Disagree Sometimes Rated five times as
Disagree effective by those
using the strategy
Frequently 48% frequently

Highest Use in the Adoption Lifecycle
Use of the strategy correlated with length of time working on adoption

20% 23% 18%

Not started 0-6 6-12
months months

1-2 years 2-4 years >4 years

Comparison with Survey 2010

Complementary Strategies

Other adoption strategies most commonly

used with Easy First Steps of respondents were using
49% the Easy First Steps

strategy

very Helpful

18% Extremely Helpful

Executive Sponsorship 42%
Pages on the Intranet 43%

Embedded Champion 37%

Helpfulness

Internal User Group 30%
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Four out of five respondents make some or frequent use of the Easy First Strategy. It provides an effective approach for getting users into the new

collaboration technology.
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Examples and Case Studies

Here are some examples of how different organisations are using the Easy First Steps strategy:

O We assign tasks—very simple tasks—to individuals who are challenged with these tools to quickly increase their confidence. This
has led to early adoption.

O We focus on making it easy to use. In fact all steps have to be easy-to-use, otherwise the first major problem the user experienced
could negate adoption. We had to return to the user often, especially early in the process to assess usage. Early acceptance is
important.

O Asasmallteam, informal communication of what, why and how was Itis lmportant to have a tool with
sufficient. It is important to have a tool with a relatively low learning hurdle a relatively low lea rning hurdle to

to'minimise frustrat.ion, alxs well as integra'ting into exitsting ways ofdoing minimise frustration, as well as
things, such as email. Using the tool for simple tasks like document sharing

and using email notifications draws people into the tool. integ rati ng into existi ng ways of

O Inrolling out SharePoint, a firm in the United States took the approach of domg thlngs, such as email.

“Start Personal,” with a focus on activities that staff members could do. For
example, they didn‘t turn on all of the features when they released My Site, but made enough capabilities available so people could
start using it.

As you can see from the above experiences, some organisations also focus on making the first uses of the tool easy to do. Simple activities
like new ways of sharing documents or profile information are emphasised early in the adoption journey, paving the way for more complex
activities later on. As people learn what they can do with the tool and gain personal hands-on experience, this creates a willingness to
consider more advanced applications, along with the competence to go with it. In the final analysis, this approach shows respect for
people’s current understanding and abilities, and gives them an easy way to start using the new technology. It doesn’t start with highly
complex activities, nor activities that are far removed from the current day-to-day activities of people.
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Strategy 3.6 Build It And They Will Come

The final major strategy we will discuss for Enlivening Applicability is “Build It And They Will Come.” For all the bad press I've given this
strategy earlier in the book, it can actually work—if done right, within the right environment, and if the prerequisites are met. Let’s stand
back and discuss when this strategy can work.

Description

The Build It And They Will Come strategy for new collaboration technology involves a light-handed approach. The desire is for grassroots
adoption and advocacy of the new technology, fuelled not by directives or
encouragement from IT but rather from loud and persistent advocacy from
people in the business. It's the strategy that everyone in IT wishes would work,

. _ The desire is for grassroots adoption
and it can—sometimes.

and advocacy of the new technology,
How to Use It fuelled not by directives or

The Build It And They Will Come strategy can be used, but there are major encouragement from IT but rather
prerequisites before it will be successful. from loud and persistent advocacy

1. Reputation of Greatness.You can use it to encourage user adoption, but from people in the business.

you must have a reputation within the business of being amazing.

Specifically, this means you have introduced new systems, technologies,

and approaches that have worked fantastically well, and people actively talk about it. This reputation is built over time from your
previous feats.

2. Rabid Fan Base.You can use the strategy to encourage user adoption if you have created a set of rabid fans within your
organisation who will actively embrace what you put out. They will champion the cause, advocate for its use, and lead the charge
against the ingrained ways of doing things and the people opposed to the change. Your fan base will pick up the new things you
offer, and make it happen.

3. Relevant Broadly Spread Conceptualisation.You can use it to encourage user adoption if your users have clear experience with a
previous generation of the same product category, either within your organisation or from previous employers or their private
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lives, and they are able to see a clear picture of where and how they could use it now. Your users understand what could be, and
intuitively “get it.”

4. Proximity to Where Business Gets Done.You have deep connections with the people in your organisation who are on the front lines
of business. Based on your engagement work with them, you have a clear understanding of what they need to work in better and
more enhanced ways, and this understanding is shared jointly with them. You know what can make their work easier. They know
that you know. You are both working towards the same goal.

Those are four major prerequisites. Given that these conditions are not generally met, one of two things usually happens:
O Absolutely Nothing. The new system is ignored. No one uses it, because they can't see the benefit or value. This is a massive failure.

O Absolutely Everything. Everyone embraces it, but in different ways, with no oversight, resulting in overlapping and conflicting ways
of using the new technology. The environment becomes a mess. This is also a massive failure.

When to Use It

If you meet the four prerequisites above, feel free to try the Build It And They Will Come strategy. If not, don’t even think about it. Work with
other Stage 3 strategies instead, building competence, results, and reputation. Perhaps in
future years you can come back and try this strategy.

The strategy only works in
particular situations, and

The Build It And They Will Come strategy works in particular situations only, and usually usuaIIy on |y when people

only when People already have a high degree of maturity in their understanding about al ready have a h ig h deg ree of
what's possible and how to use the new technology. In such a context, the strategy works I ) ]
because: maturity in their understanding

. . . about what's possible and how
O It'streated as business as usual. Apart from the technology, nothing else is
changing. It's just a new set of technologies for a pre-existing process. to use the new teChn0|OQY-

Why It Works

O It doesn’t require a conceptual leap about how to do work. It is merely a tooling
change, an upgrade, or a refresh of what has already been offered for some time.
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Figure 8-9. Data from Survey 2012 for the Build It And They Will Come Strategy

Use of the Build It And They Will Come Strategy
Percentage of respondents using the strategy sometimes or frequently

— ittt
Frequently /H\’ﬂ\lﬁ\/n\’m 247%

Effectiveness of the Build It And They Will Come Strategy
Effectiveness rating by respondents using the strategy sometimes or frequently

Strongly

Strongly Disagree  Disagree Neutral Agree Agree

Sometimes | Rated seven times
as effective by

those using the
Frequently strategy frequently

Highest Use in the Adoption Lifecycle
Use of the strategy correlated with length of time working on adoption

| 19% | 18% 21%

Not started 0-6 6-12 1-2 years 2-4 years >4 years
months months

Complementary Strategies
Other adoption strategies most commonly
used with Build It And They Will Come

Executive Sponsorship 35%

Pages on the Intranet 42%

Embedded Champion 32% | Comparison with Survey 2010
i The Build It And They Will Come strategy |
Internal User Group 24% {  was not measured in the 2010 survey
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While the Build It And They Will Come strategy is commonly used, over 75% of respondents were neutral or disagreed with its effectiveness as a user

adoption strategy.
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Examples and Case Studies

Here is an example of an organisation that succeeded with the Build It And They Will Come approach:

O Most of the time the best way has been to just let people know what's available. When we started using Google Apps for Business,
most people didn't realise there was a feature called Sites they could use as a wiki. A few of us mentioned it to people when they
wanted to share information, and eventually Sites started popping up and people starting using it.

As might be expected, trying to use the Build It And They Will Come strategy without the required groundwork often leads to failure. Survey
respondents commented on the pain they were experiencing in using the strategy:

O We started with the “Build It And They Will Come” strategy for IBM Connections which didn't work with our business. The project
was also run by the IT team. Based on our experience, we don‘t recommend that IT leads the project—it should be defined and run
by the business to meet the business needs. We had to change track a year
ago and started to define what we actually needed IBM Connections for.

This involved an iterative process of gathering and refining requirements, Our approaCh is “build it and they
and creating a plan for how we could measure the progress of adoption and i " i
performance improvements. We were then able to target areas of the will come,” a ndtoo often there is

business we knew would benefit and concentrate on them. In doing that no clear Strategy behind

we found the other areas of the business picked up their usage and are development and implementation_
beginning to make progress in adoption. lt’s no more than visions and ideas
O The User Adoption Strategy in our organisation for SharePoint is really inside a few executives heads.

weak, or more like non-existent. Our approach is “build it and they will

come,” and too often there is no clear strategy behind development and

implementation. It's no more than visions and ideas inside a few executives heads. | would love to start again and convince the
decision makers of the importance of better user adoption strategies.

Attendees at the User Adoption Strategies workshop often say how much they wish this strategy would work more often, but after we have
talked through the nature of second wave people, the theory of change, and the user adoption model, they begin to see why it usually
won't work. Thankfully there are many other strategies that can be used to help people make the transition to new ways of working.
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Other Enlivening Strategies

The above sections have looked at six major Enlivening strategies for user adoption. In this section, we turn our attention to three smaller,
supportive strategies which can be used towards the same end. Each strategy is dealt with in less depth, and no survey data is reported for
these strategies.

Strategy 3.7 Give It, Remove It, and See Who Yells

One of the clear objectives of your work with the different user adoption strategies is to discover people in the business groups who are
able to make the conceptual leap from how they work today to how they could work tomorrow and into the future with new collaboration
technology. You can use audit logs from your collaboration technology to discover this, or you can use a different approach.

The “Give It, Withdraw It, and See Who Yells” strategy is one way of taking a different approach. Imagine this setting. You decide to
implement a new technology for a particular process. You get some early adopters to talk about what they've done with it, and how it's
helped them (Stage 1). You provide training via the classroom and the Web (Stage 2). You make the new technology available, and do some
work with particular groups around how they could use it (Stage 3). Then you leave for a

couple of weeks, and see what the groups do. And then you turn it off. They can't get to it. . .
They can't see it anymore. And you wait to see who yells. The yeIIers are the people

who are really passionate
about the new collaboration
technology and approach.

The “yellers” are the people who are really passionate about the new collaboration
technology and approach.

O They will demand it back, saying "How dare you take this away when we were
using it for our project!”

O They will show they have “got it.” They understand what can be done and have embraced the new way of working, with an eye to
future possibilities as well. You've hooked them; now don't let them get away!

O They will have seen the benefits that accrue from changing the way they work, and don’t want to lose the benefits.
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Clearly you'll have to use this strategy with care, because it can quickly make enemies. When you do give it back—and do so quickly—be
sure to explain what you were doing. And promise never to do it again! In any case, you will need to make sure that the next time they want
it, it is definitely accessible to them. Otherwise they may really lose faith in the system, and you will lose your greatest advocates.

During the discussion time after a recent User Adoption Strategies seminar, Greg, one of the attendees, relayed his experience with this
strategy. His group had been talking long and hard about the value of discussion groups for knowledge sharing and collaboration, and had
seen some minor interest, only to have it fizzle out and die away after a few open discussion groups had been set up by the Intranet
manager. Greg said:

So we turned discussion groups off, and would you believe it, sometime later we had the secretaries in our firm come and ask for a private
discussion group. When they had a clear and immediate need for a discussion forum, along with an inkling about what COULD be done
from someone in the group who had prior experience with such things, then they were prepared to find a different way to get together.
Using technology we already had available, the new discussion group has

come together excellently, quietly guided by two people in the group keen to )
see it succeed. The Early Public Encouragement

strategy is a way of giving feedback
about someone’s involvement and

Do you like doing things for no benefit? Whether the benefit is extrinsic (you get use of the new collaboration
something for doing it) or intrinsic (you get an inner warm-fuzzy for doing it), the i

benefit is a helpful signal to keep going. The Early Public Encouragement strategy technologyl showmg that people
is a way of giving feedback about someone’s involvement and use of the new
collaboration technology, showing that people are listening and getting value. This
encourages the person to keep going, rather than feeling as though they are
speaking into a vacuum. For example, you could show early public encouragement in the following ways:

Strategy 3.8 Early Public Encouragement

are listening and getting value.

O Leave a comment on someone’s blog post. For example, a project leader could comment on a blog post in the collaboration space.
Feedback and involvement needs to be actively practiced, or people will lose heart and give up.

O Make a blog post about a colleague’s recent blog post, and link back to the original blog post. This shows that others are listening
and taking an active part in exploring how the new technology could become part of daily life.
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O Referto blog posts or discussion contributions in meetings or during conference calls. Allow it to become part of the fabric of how
the group works together.

The strategy works because it reinforces that others are listening and getting value, and that the new technology is real in the group or
team context—because real people are seeing and responding to what's being said. This is part of the Enlivening Applicability stage because
people start to see that it actually works.

What starts as a deliberate strategy should give way to “The way we work around here.” Use the new technologies to facilitate interaction
and conversation—leaving a comment on someone’s blog, or repeating one of their statements on Yammer—goes a long way to showing
the effectiveness of the medium. But while this starts as an explicit strategy in the short term, it eventually becomes just the standard way
of doing things—the way to work, the way to communicate, the way to have conversations, the way to request and gain feedback.

Strategy 3.9 Social Pull Through Invitations

The final enlivening strategy is “Social Pull through Invitations.” This strategy involves making a conscious effort to invite other people to
view, check out, read or comment on something in the collaboration technology that's being used. It's about people reaching out to other
people and pointing out discussions, blog posts, or happenings of potential value to them

and their work.

This strategy involves making a
The strategy helps with the enlivening stage because it demonstrates that real stuff is nSci ffort to invite other
going on inside the new collaboration technology. Other people are working in there. cOnscious e o o nvite othe
Other people are sharing their thoughts, managing their projects, writing blog posts and people to view, check out, read

getting feedback, joining and contributing to groups. Once people see what's going on, or comment on somethi ng in

and how other people are getting value, there’s a chance that they will want to come .
back again. the collaboration technology

that's being used.

You may have to invite them a few times—pointing out stories of interest, news items of

value, discussions of relevance, and so on. If they still aren‘t getting it, walk to their desk

(if you can), have a chat to them, and show them how to subscribe for updates to particular items. Then you won't have to do it as such, but
they’ll be prompted for involvement based on what’s going on inside the system.
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Summary

In this chapter, we have looked at six major strategies for helping people embrace new collaboration technology, with a focus on exploring
and enlivening the applicability of the new technology to their work. The strategies in this chapter emphasise the value and benefits that
come to a group, team or organisation as a result of embracing the new technology.

This stage requires the foundational work of the two previous stages—Winning

Attention and Cultivating Basic Concepts. The strategiesin this Chapter

In the next chapter, we look at the final stage of the Four Stages Model of User emphaSISG the value and benefits
Adoption: Making It Real. During the final stage of your work, the strategies are that cometo a group, team or
focused on doing things that make the new technology real in the context of work. organ isation as a result of

It's not optional. It's not a nice-to-have. It has become the new standard approach— ]
the “new” now. embracing the new technology.
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Sidebar: Give People a Reason to Visit—by Lee Reed

People will only visit SharePoint and use it as a primary information source when the pain of accessing the information any other way is
greater than accessing it through SharePoint. Giving people a reason to visit, then, may be as simple as providing up-to-date information,
access to common forms, automated information routing and providing access to information that simply cannot be found elsewhere.

Keep Information Current, Remove Old Content : .- :
P g People will only visit SharePoint and

Deleting aged information is one of the most difficult things for useitasa primary information source

information workers to do. We generally have the mentality that we should when the pain of accessing the

keep everything we create simply because we might need it ‘someday.’ This ) )
is a fine strategy for us to adopt when we store our files on a network share II"IfO rmation a ny Other way IS 9 reater

but it's not acceptable when we view ‘old’ information within our intranet. than accessi ng it th roug h SharePoint.
When we see out of date information on our Intranet or Internet site we

begin to discount all of the information on the web site. Why is there this

difference between what'’s available on the network share and what's available on the Intranet? | bet it has something to do with the fact
that we've grown accustomed to old information being stored on our network drives. If we associate ‘old’ with ‘network’ then we're not
surprised when we encounter old info on the network. The other side of this coin is that we associate browser-based web sites with ‘new.’
Therefore, when we see ‘old’ information on a platform that we expect to contain ‘new’ information, we are surprised. This makes it all the
more important to remove aged content from SharePoint, such as old documents, aging budget information and previously important
contact names and numbers. Information that is removed from SharePoint can be placed in an archive location that allows users access to
it while not representing itself as ‘current.’ Keep all the information that is presented on your SharePoint sites as current as possible and
remove old content with a vengeance. This will give people a reason to visit—to see the latest information that's available on a particular
topic.

Create SharePoint-Only Information

When you are attempting to modify the behaviour of your user community and have them adopt SharePoint, one way to get them to use
the tool is to create SharePoint-only information. This information will only be found on SharePoint and will not be emailed, printed,
distributed or communicated in any other fashion outside of SharePoint. Good examples of this are messages from the CEO about
corporate performance, strategic focus for the fiscal year, a departmental budget submission process and sales figures. Any type of
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information that forces the user to go to SharePoint will contribute to increased adoption of your SharePoint solution. Consider providing
content that probably hasn’t ever been created and socialised within your organisation previously, such as a Podcast with your corporate
Vice President, a video showing an overview of the new corporate headquarters or a webcam that shows who is sitting in your lobby.
Providing content only on your SharePoint sites make your SharePoint sites attractive to your users and they will repay you with increased
use.

“SharePoint Will Support Our Existing Collaboration”

People are often led to believe, through even the most well-intentioned IT Department, that SharePoint is introducing collaboration into
your organisation. This mindset communicates that somehow the socialisation and sharing of information magically begins shortly after
SharePoint is installed and training on how to use it concludes. Truth is, collaboration is already occurring every day within your company.
Each meeting, project status report, document review and hallway conversation defines the collaborative nature of your organisation. Your
mindset, therefore, should shift from "l will implement SharePoint to enable collaboration within my company” to "I will be implementing
SharePoint in support of the collaboration that's already occurring in my company.” As you work to implement SharePoint, seek out every
opportunity to apply its capabilities to increase the efficiency of the collaboration that is already occurring rather than searching for new
places to apply this technology.

Communication, Not Technology, Is The Success

Keep in mind that a successful implementation of SharePoint doesn’t mean that the technology is implemented successfully. A successful
SharePoint implementation is one in which communication amongst diverse areas of the business or geographic locations increases. It
means that a department or project is now creating documents communally rather than individually. It means that people are beginning to
see the benefits of sharing information and are contributing their knowledge for the common good of the company. With SharePoint it's
very easy to focus on all the nuances of the technology and its implementation. What web part should you use? Do you need to purchase a
third party web part to accommodate a particular need? How much storage do you need to plan for so you don‘t run into problems down
the road? These are important issues, but they aren’t the most important things to focus on in your user adoption efforts. SharePoint's
greatest uplift for your organisation comes from the demolition of the silos of information that have existed in your organisation for some
time and allow the information to be freely available for people to make real business decisions.

Lee Reed is a SharePoint Consultant in Atlanta, GA and has held technology leadership positions in the healthcare, commercial real estate,
multifamily, consulting and legal industries. He is laser focused on assisting companies to leverage their technology investments with a driving
passion around demystifying technology to drive collaboration success. www.linkedin.com/in/leereed
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Chapter g.
Making It Real

The deployments | have seen succeed the fastest and become the most enduring are those that are built under the backdrop of a defined
work process that is better conducted wiki or blog-style than in email, Notes, SharePoint or whatever the alternative. Patterns emerge
within these deployments that change their nature and branch into new uses of the technology—but leveraging the core process (or
processes) is vital to gaining high participation and sustained user attention.°

Jordan Frank, Traction Software

The final stage of the Four Stages Model of User Adoption is to make the new way of doing things real—make it the "new” now. Make it part
of daily life. Make it a regular place where work gets done, and the normal thing to do. And

most importantly, don’t shoot yourself in the foot by failing to do such things as turning off _

older ways of accomplishing the same work. Leve raging the core process

(or processes) is vital to

gaining high participation

o Explor'e ttheimportance of making it real for the second wave people at your and sustained user attention.
organisation.

In this chapter, you will:

O Lookinto a number of key strategies that make the new technology and approach real.

o

Evaluate the effectiveness of the different Making It Real strategies, based on data from the user adoption survey.

O Discover how Landcare Research used the Bulk Loading Party strategy to good effect, and how it turned a group around to
become a lead champion for the new approach.
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How Do | Know This Is Real?

Here's the question: How do people know that the new collaboration technology and approach is “real”? Sure, we have spent three distinct
stages winning their attention, cultivating their understanding of the basic concepts, and enlivening applicability of the new technology, so
perhaps the answer is that we want them to believe it is real based on the effort we have expended. But what makes it real to them? The
answer: The new approach has become the “new standard” way of doing things. In practice, this means:

Business gets done in the new system. Regular business processes are accomplished using the new collaboration technology and
approach.

Alternative systems are removed. Previous ways of accomplishing the same work are removed, either technically by preventing
changes to documents and data in the old systems, or socially through the establishment of new group norms.

Other people expect you to use it. Peers and colleagues are actively using the new technology and approach to get their work done,
and they expect others will do the same. They also wonder why some people have not yet made the transition.

*  The new system becomes invisible. The “new standard” way of doing work starts to become invisible to the people using it. That it
was “recently new” starts to be forgotten. People have used it frequently enough that they know how to use it, and have
internalised what they need to know to use it efficiently.

The new system is integrated with other systems. For organisations subject to regulatory requirements, the new system is
integrated with compliance management systems. If content archiving is a standard requirement, the new system integrates with
the current archiving tools.

Strategies for Making It Real

Four major strategies can be implemented to make the new technology and approach real, and these are explored in this chapter:
1. Zero Other Options.
2. Stop Doing, Start Doing Patterns.

3. Bulk Loading Party.
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4. Internal User Group.

The chapter finishes with a brief review of several supportive strategies.

Figure 9-1. Snapshot of Survey Results for Stage 4

Use of the Strategy Rating of Effectiveness
Percentage of respondents Percentage of respondents
using the strategy rating the strategy highly

Zero Other Options = A A A /
Stop Doing, Start R R
Doing Patterns l 19%
51%
Bulk Loading Party = A
(3 L3 (3 (3 (3 (3 (3
Internal User Group

Highest Use by Size of Organization

Most commonly used strategies by size of organization (number of empl )
Less than 100 Internal User Group 73%
Stop Doing, Start Doing Patterns 58%
101 to 500 Zero Other Options 71%
Stop Doing, Start Doing Patterns 62%
501 to 1,000 Internal User Group 74%
—— Stop Doing, Start Doing Patterns 37%
1,001 to 5,000 Internal User Group 70%
I Stop Doing, Start Doing Patterns 43%
5,001 to 10,000 Internal User Group 65%
Zero Other Options 59%
Over 10,000 Internal User Group 85%

Stop Doing, Start Doing Patterns 54%

The Internal User Group strategy was the highest used strategy, and second in effectiveness to the Zero Other Options strategy.

202
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Strategy 4.1 Zero Other Options

One of the, if not the, biggest roadblocks to the adoption of a new way of doing things is the continued support for the old way of doing
things. For managing a project, this could be having the old file server still available. For publishing updates to a blog, it could be the
continued support of email distribution lists. The first strategy for Making It Real is called Zero Other Options.

Description

The Zero Other Options strategy requires the removal of other options for collaboration. It's SharePoint, or nothing. The plan is in Central
Desktop, or it doesn’t exist. Documents are reviewed via PleaseReview, or they don't get reviewed. This means that people have one of two
choices regarding the new system—use it and get on with work, or don‘t and fall behind. It's not a matter of being unkind. It's about how we
work now.

How to Use It

Use the Zero Other Options strategy by turning off, making inaccessible, or marking as read-only previous systems through which
collaborative work was done. The expectation is set that all work is now to be done within the new system, and under no circumstances is
the old system to be used for current work. Note how the technology decision

and social expectations come together in the following examples: ) ) )
The expectation is set that all work is

O Key dlsc.u55|on p-0|-nts and decisions from meetings are published on now to be done within the new system,
the Socialtext wiki, and people are expected to have an RSS alert set

up to get them. When the project manager is asked to email the and under no circumstances is the old

meeting minutes directly, they reply, "It's in the wiki; goand getthem  gystem to be used for current work.
from there.”

O Once a group has migrated their current documents off the file server into Lotus Quickr, their access rights to the file server are
changed. They retain the right to read and delete documents off the file server, but they can't create or save new documents to the
file server.

O Updates on projects that are broadcast by email receive replies from multiple people saying “Please post this to the team blog.”
And then they delete the message.



Chapterg Making It Real 204

When to Use It

Don't use the Zero Other Options strategy at the start of the user adoption process! It's too heavy-handed, and will only earn you dislike,
active efforts to undermine what you are doing, and an executive rebuff as well.

So how do you use the Zero Other Options strategy? Start with the other strategies outlined in this book—Web-based Training, One-to-One
Coaching, and Facilitated Group Re-Imagining. At some point, however, the new system has to become the new place to work. | heard a
good example of how to use the Zero Other Options strategy during a recent masterclass. The attendee said:

Our engagement approach is to work with a specific group within our organisation for three months. We learn about their work, and
explore ways of improving their work through the new collaboration technology. During the initial two months we develop a joint
understanding of where and how improvements can be introduced, and we build a solution to address their requirements. It is agreed at
the beginning of the process, however, that at the three-month mark, they will no longer be able to use their current file shares. We turn
them off at the end of our engagement with them.

Why It Works

The Zero Other Options strategy works because it makes the new system the place where work is done. Alternative, historical systems are
no longer available for current work, nor are they treated as equally valid places to get work done. It's the new system, or nothing.

While there is a technology element to this—the old systems are made inaccessible or read-
only—there is a much greater social element to it. People see their work colleagues getting The Zero Other Options
work done in the new system, and if they want to get their work done, they will need to as well. )
People receive requests to review a document that's in the new system, and have to go there to Strategy works because it
complete the review. Updates on the team project don't come out by email anymore, soifthey  makes the new system the
want to see the original update and have an opportunity to comment on it, they need to visit

the team blog. place where work is done.

Another reason for the Zero Other Options strategy is to reduce the number of systems people have to check into each day, or use as part
of their work repertoire. Removing older systems and tools reduces the burden for the people in your organisation. It provides clear signals
about which tools have current and future value, and which ones were valuable in the past but have no future.
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Figure 9-2. Data from Survey 2012 for the Zero Other Options Strategy

Use of the Zero Other Options Strategy
Percentage of respondents using the strategy sometimes or frequently

. . . . . . .
Sometimes w /n\ /n\ T ﬂ\ T /h 32.3%
. .
Frequently ﬁ\ Im 10.2%

Effectiveness of the Zero Other Options Strategy
Effectiveness rating by respondents using the strategy sometimes or frequently

8% 30% 36% 25%
Neutral Agree Strongly Agree
Strongly Sometimes 17% Rated almost three

Disagree N .
times as effective
by those using the

Frequently strategy frequently

Highest Use in the Adoption Lifecycle
Use of the strategy correlated with length of time working on adoption

Disagree

| 22% | 22% 24%

Not started 0-6 6-12 1-2 years 2-4 years >4 years
months months
Complementary Strategies Comparison with Survey 2010

Other adoption strategies most commonly

used with Zero Other Options of respondents were using

the Zero Other Options
strategy

Very Helpful

17% Extremely Helpful

Executive Sponsorship 41%

Pages on the Intranet 53%

Embedded Champion 44%

Helpfulness

Internal User Group 27%

About 40% of the respondents were using the Zero Other Options strategy, and it is rated quite highly for effectiveness.
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Examples and Case Studies

Using the Zero Other Options strategy in the right way is important. It's not a Stage 1 strategy—even though many of the people | talk to
wish it was! Here's some examples of how different firms have successfully used the strategy:

O Afirmin the United Kingdom uses the Zero Other Options strategy as part of its engagement and adoption approach. Specifically,
the IT group works with a team of 10-25 people over a six week period. The aim of this time is to introduce them to the new
system, provide training and support, give the target team the opportunity to learn where the new tools and approach will be
valuable in their work, and to migrate documents and data from the

old system to the new one. At the end of the six week period, the old . .
system is turned off, although there is a three month grace period At the end of the six week perIOdl the

where any documents and data in the old system can be recovered if  0|d] system is tu rned offl a|though
ded. . .
neece there is a three month grace period

O Achip manufacturer used the Zero Other Options strategy for where any documents and data in the

driving wiki adoption.” Sameer Patel writes, How did a leading chip :
manufacturer drive Wiki adoption? Simple: Delete all emails and old system can be recovered if needed.

attachments from the server after 45 days. Everyone flocked to the
wiki for fear of losing access to valuable discussions and attachments in the future ... In the case of this un-named company, it worked
like a charm for all of its 4000+ employees.

O Inthe survey from 2010, one respondent wrote: We removed the shared file that people were accustomed to using and put all the
information into Central Desktop. Any work related to clients had to be entered there. Also, any documents that needed to be approved
had to be sent via Central Desktop or we would ask them to resubmit the correct way.

Finally, in looking at the survey results (Figure 9-2), it's discomforting to note how frequently the strategy is used in the early part of the
user adoption process—in the zero to two years timeframe. It's not the best strategy to use at those times, because it comes across as too
heavy-handed, and because employees may not have been given the opportunity to see the value of the new collaboration technology
before being forced to use it. | would recommend organisations use this strategy less in the zero to two years timeframe and more after
that.
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Strategy 4.2 Stop Doing, Start Doing Patterns

The Stop Doing, Start Doing Patterns strategy embraces the social nature of collaborative work to encourage people to make the transition
from the old way to the new way of doing things. Whether this strategy is used in conjunction with Zero Other Options or not, it provides
clear social signalling and agreement about the way to get work done.

Description

Patterns are frequently repeated collaborative activities undertaken within a particular group or team. The pattern could be how projects
are managed (assigning tasks on a whiteboard in a meeting room), how documents are collaboratively authored (a Word document sent
around by email), or how people are kept up-to-date with what’s going on (frequent email blasts).

The Stop Doing, Start Doing Patterns strategy involves discovering the nature of the collaborative patterns being used by an intact team or
group, and defining what has to stop, and what has to start in the pattern. The intent is that instead of talking at an abstract level about
“collaborating more” or “building better communities of practice,” the
language is broken down into specific activities that people perform today ) ) .
and an agreement is reached about how to perform these same activities in The strategy involves discover ng the

the new system. nature of the collaborative patterns
being used by an intact team or group,

and defining what has to stop, and
The specific patterns developed with a group or team will depend largely on what has to start in the pattern.
what they do today, and how and where the new collaboration technology
can be used to improve the current patterns. The purpose of the strategy
isn't normative—to force a team or group to use a particular pattern if they have no need for it—but rather to be directive if they are using
the pattern.

How to Use It

Let's consider a team within an organisation. They are in the product development department, and are working on an upcoming and as yet
not disclosed new product. The organisation is in the high-tech sector, so it’s a physical product that will be shipped to multiple locations
around the world on release, so it can be stocked in both company-owned and third party retail stores.
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The product development team is geographically distributed, but not too widely spread, so they have 3-4 hours a day when everyoneis in
their respective office during the same slice of time. Until now they have been using a collaborative workspace service to coordinate their
work, but are finding it too static and “dead” to enable them to keep up with what's going on. The decision is made to use Yammer
(www.yammer.com) as the new cornerstone of working together.

In the language of the Four Stages Model of User Adoption, here’s what happened:

O Winning Attention.Yammer came to their attention as a result of reading about it in a recent news article on the company Intranet.
The IT department featured a couple of Real-to-Life Scenarios based on what other product development organisations are doing
with Yammer. A few members of the team have experimented with Twitter, so were interested in learning more.

O Cultivating Basic Concepts. The team recently held an in-person intensive three-day “work fest.” Everyone came, and a lot of work
got done—and a lot of fun was had in spending time together
outside of “work.” There was a 30-minute classroom training

session on Yammer. With the help of the business analyst,
O Enlivening Applicability. Once everyone was back in their respective the group has come to an agreement
offices, the One-to-One Coaching strategy was used to gain an about the |(ey collaborative patterns it

appreciation of the common collaborative patterns within the
group. A business analyst spent half a day with 10 different people, embraces tOday’ and how these

observing the work they did and looking for common patterns. patterns wi Il be done using Yammer.
These were discussed and agreed during a recent conference call.

O Making It Real. To make Yammer real within the group, it was decided to use the Stop Doing, Start Doing Patterns strategy. With
the help of the business analyst, the group has come to an agreement about the key collaborative patterns it embraces today, and
how these patterns will be done using Yammer. The analysis and decisions are shown in Figure 9-3.
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Figure 9-3. Stop Doing, Start Doing Patterns in Yammer
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New discussion with a particular hashtag
Link and hashtag shared viaYammer

Brainstorm using a particular hashtag

After defining the key patterns used for collaborating with others today, the product development team decided how they were going to transition

those patterns into Yammer.

To support the team in using the new patterns, five two-minute videos were recorded and published on the intranet. Each video featured a
team member starting down the path of the Stop Doing pattern, and then had them switching across to the Start Doing pattern. To give
everyone access to the videos, each was the subject of aYammer post, with the hashtag #newpatterns. Everyone in the group was
encouraged to subscribe to the #newpatterns hashtag, so they could easily find the videos whenever they needed a reminder about how to
enact their team’s common patterns in Yammer.

As part of your work in Stage 4, use the Stop Doing, Start Doing Patterns strategy when:

O There are many possible ways of using the new collaboration technology, but you want to help a particular team or group focus on
how they can use it best within their current work. The strategy is therefore used to reduce the number of available options.

O It'simportant for business reasons to incorporate the new technology into the standard way of doing things as quickly as possible.
By defining the patterns with the group, they can more rapidly translate the possibilities of the technology into something they will

actually do.



Chapter g Making It Real 210

O Peeraccountability will keep people on track with the new system. For this to work, there will need to be at least a couple of people
in the group or team who will set the pace for using the new technology, and who are willing to encourage others to do their work
through it too.

Why It Works

When Stop Doing, Start Doing Patterns are done with a particular group or team, the strategy works because it helps with resetting
everyone's expectations about how the group’s work will get done. Since everyone has had involvement in setting the new ways to perform
tasks, tentative starts turn into better ways of collaborating using the new tools. More
than that, it gives everyone a new level at which to hold others accountable—in a nice .
. o The strategy works because it
way of course! For example, when Justin sees Lauren start a new discussion in the team _ _
workspace, he can remind her that new discussions are now being started in Yammer. helps with resetting everyone’s
Perhaps he even suggests a hashtag for it. Justin’s polite pushback and coaching expectations about how the

reminds Lauren of the stop doing, start doing pattern. , )
group’s work will get done.

The main point here is not to “do” the Stop Doing, Start Doing Patterns strategy to a
group or team, but to facilitate the process of helping them see the patterns they are
using today, and guiding them to understand the options they have for doing things differently with the new tools.
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Figure 9-4. Data from Survey 2012 for Stop Doing, Start Doing Patterns

Use of the Stop Doing, Start Doing Patterns Strategy
Perc ige of respondents using the strategy sometimes or frequently

L
Frequently /H\/n‘ 8.6%

Effectiveness of the Stop Doing, Start Doing Patterns Strategy
Effectiveness rating by respondents using the strategy sometimes or frequently

\ Neutral Agree Strongly Agree
St'ron\qu Disagree Sometimes Rated over three
Disagree times as effective
by those using the
Frequently 46% strategy frequently
Highest Use in the Adoption Lifecycle
Use of the strategy correlated with length of time working on adoption
22% 26% 19%
Not started 0-6 6-12 1-2 years 2-4 years >4 years

months months

Comparison with Survey 2010

Complementary Strategies

Other adoption strategies most commonly

used with Stop Doing, Start Doing Patterns of respondents were using
28% the Stop Doing, Start Doing

Executive Sponsorship 44% Patterns strategy

Pages on the Intranet 47%
One-to-One Coaching 38% 32
=N
S | /3 Extremely Helpful

Internal User Group 32%

Respondents made some use of the Stop Doing, Start Doing Patterns strategy. Those using it frequently, ranked it as highly effective.
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Examples and Case Studies

During a recent consulting engagement, Susan Hanley helped a project team to develop a team compact. In essence, the team compact
specifies how the team was going to use the various tools in SharePoint for working together. Here’s an extract from the team compact
outlined in Susan’s article for a particular project team:7?

We will use the team site template that's been used on other projects—the one that we are either already used to using or will start
seeing on everything that we are working on.

We won't email documents to one another—we will just send links to documents in our team site.
We will make sure that all of the work for the project, even documents that are not finished, are stored in the team site.

We will all make sure to use the Status attribute when we share documents, indicating whether a document is a Draft, Ready for Review,
or Final.

We will use Ratings to indicate whether a document is potentially reusable or a candidate for a best practice example. (In other words,
this is the framework we will use to apply document ratings—this is what ratings mean for our team.)

When we are assigned a task to review a document for a colleague, we will review the document and update the assigned task.
Ruven Gotz tells how the CEO of his company made a pattern real:73

Very early in my career | learned about the power of leadership when it comes to SharePoint. | was working for a consulting firm that had
a strategic planning meeting every Monday morning. The CEO would sit at the head of the table with a keyboard and mouse, and his
computer would be projected onto the screen at the front of the room. All meeting notes were kept in SharePoint, along with links to key
documents, which were also housed in SharePoint.

At one point in the meeting, the CEO asked me about how | was coming along with a particular proposal. | said it was 9o percent done.
He wanted to see it and asked me where it was in SharePoint. | said, “Sorry, | have it saved to my desktop, I'll upload it after the
meeting.” He said, "No, we'll wait while you go and upload it now.” From then on, everyone knew: Documents must be saved into
SharePoint. | was held accountable for not following the company policy on documents: | never made that mistake again.
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Strategy 4.3 Bulk Loading Party

How do you get the team or group to actually make the transition from the old way of doing work to the new way? One gravitational pull to
overcome is the existence of their current documentation and project plans in the “old system.” If it stays there, it will keep pulling them
back into the “old system.” Thus the challenge is how to get enough material into the system to make it valuable.

Description

A bulk loading party brings together a group of users for 3-4 days to transfer and migrate as much information as possible from the old
system (and old way of doing things) into the new system (and new way of doing things). The benefit of this strategy is that people don’t
have to straddle two systems, and they gain an in-depth understanding of how to use the new

system during the process. For example:

A bulk loading party

O Team projects previously managed using a mishmash of tools are giving way to means that people don't

Central Desktop. Documents, project plans, team members, data tracking

spreadsheets, and other data is transferred from their current locations into Central have to straddle two

Desktop, and put into the correct form. systems, and they ga in an
O Organisational updates will now be done on a new blog, thereby replacing distribution in-depth understandi ng

by email. The last 12 months worth of email updates are posted into the blog, of how to use the new

denoting the original date of distribution, so the new blog isn’t blank and empty. The duri h

sense of history is maintained. SyStem uring the pa rtY'

O Documents will be authored collaboratively using Atlassian Confluence. People in
various groups hold bulk loading parties to transfer the contents of current in-progress Word documents into Confluence, and then
include a comment in the original Word document that the new master is now in Confluence, and a link to its new location.

A bulk loading party is only one of the various ways to transfer information into the new system, and has definite appeal due to the social
nature of learning that takes place as people work together. Other options minimise the social learning, but still get the information across,
such as:
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Data migration by the IT department. The IT folks purchase special migration software to transfer the data from the old system into
the new, and make any translations in form and structure required. In collaboration technology terms, this happens when a file
share is migrated into a SharePoint document library or a Lotus Quickr place. While data migration of this nature can speed the
process, there are two drawbacks. First, an opportunity to learn about the new technology within the context of an actual project is
lost. And second, the lack of involvement by the actual team can breed contempt for the new system and feelings that it was
foisted on them.

Old data is marked read-only. All data in the “old system” is marked read-only, thus putting a clear stake in the ground between
“what was” and “what will be.” Nothing new can be created in the old system, but old content can be referenced from the new
system.

Only current data is migrated as needed. Rather than a one-shot-wonder approach to migrating the data, team members are told to
refer to the old space for read-only documents and plans, and if something has to be updated, then they must create a new edition
of it in the new collaboration space.

How to Use It

A bulk loading party can be applied broadly for the entire system, or on a project-by-project

A bulk loading party can

basis. For example, when a project group is shifting from the old way of working to the new be a pp| ied broad Iy for the
way of working, a party provides the initial impetus to get all current documents and artifacts entire system orona
)

into the new system.

project-by-project basis.

Here’s how to use the Bulk Loading Party strategy:

o

o

Choose a particular group for the party. Given the activities you have previously undertaken in Stages 1-3 of the User Adoption
Model, you should know of some candidate groups. Choose one group.

Set a date and confirm a location. In negotiation with the group, set a date for the bulk loading party and select an appropriate
location. You'll need a room big enough to hold everyone in the group, and ideally one or two projectors at the front of the room. If
you can use an existing training room, people won't have to bring their own laptops. On the other hand, some people may want to
bring and use their own laptops.
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O Support distributed group members. If the group includes remote group members, provide a way for them to be involved. You could
do this by having an open audio channel during the party, or project remote members on the big screens at the front of the room.
If there is food for people at the central location, make sure the remote people can get food too.

O Set the vision for the day or days. Start with a 5-10 minute overview of the task for the “party”—a short speech that sets the vision
for what the group needs to accomplish. For example, it could be the migration of all documents and discussion threads from the
old system into the new system.

O Review the key steps involved. The steps involved in moving documents and data from the old system to the new one shouldn't be
complex; it's just that they’'ll have to be done frequently throughout the party. If the Stage 2 Cultivating Basic Concepts work took
place more than a week prior to the party, re-establish the basic concepts through a quick demonstration.

O Provide shortcuts. If there are ways of streamlining the actions people have to undertake when migrating documents and data, be
on hand to suggest those and make them available. Perhaps it's being able to migrate multiple documents at the same time.
Perhaps it's a quick script for copying and pasting from one screen to the next.

O Beavailable for coaching throughout the day. As people work through the migration of their data into the new system, they will
have questions about the most effective way to do something. Or how to perform a particular action. Or how to create a special
link between a couple of items. Be on hand—in the room is ideal—to help out.

O Do fun stuff. Have food available—nibbles, chocolate fish, muffins, carrot sticks—whatever would be appropriate. Set up friendly
competitions to see who can migrate the most files within a set period of time. Have lunch sitting on the floor. Make the day
memorable by doing out-of-the-ordinary activities.

When to Use It

The Bulk Loading Party strategy works best just before a particular group or team starts using the new system. It offers a way for people to
learn to use the system through in-depth hands-on experience over a short period of time.

For example, a group is going to switch from using email and file shares to using Lotus Quickr. The group has been working together for a
couple of months, so has numerous documents, files and email discussion threads. The group leader calls for a half-day “all-hands-on-deck”
bulk loading party, whereby all of the current material still relevant will be shifted into a new Lotus Quickr space. The group meets, they
have 15 minutes of just-in-time training, and then are set to work—putting the current material into Quickr. At the end of the four hours,
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everything of relevance is transferred across, and the session ends with food and drinks to celebrate the transition. Effective immediately,
everything in the file share is marked as read-only.

Why It Works

Why does the Bulk Loading Party strategy work? There are seven reasons:

O It’s for a short duration of time. A bulk loading party creates a defined time and space to get the work done, and get it done swiftly.
The migration isn't stretched out over weeks or months, which if it is, makes it easier for people not to take the new approach
seriously and fall back into older ways of working.

O People don’t have to straddle two systems. People are able to make an immediate change from the old to the new, because
everything they need is in the new tool. They don't have to straddle two systems.

O Peerlearning at its best. It's highly social, because everyone is working on the bulk load at the same time, in the same place. When
someone has a question, they can ask the colleague sitting next to them.

O Reinforces basic concepts. Particular sequences of using the new collaboration technology—uploading and tagging a file, creating a
discussion thread—are carried out multiple times in the space of the bulk loading party. This helps with habit formation.

O Provides in-depth involvement. It breaks down the new tool into a set of simple things. Rather than being viewed as a single
complex system, people can distinguish the different capabilities in the system that perform various functions.

O Cultivates ownership of the new system. The team transfers their o _
information into the new place themselves, thus cultivating a sense of The team transfers their information

ownership and pride in their new system. This is much better when into the new p|ace themselves. thus
!

compared with the IT team “doing the transition to the team” through Iti . f hi d
automated data migration, and thus losing the opportunity to cultivate cu tlvatmg a sense of ownersnip an

ownership. pride in their new system.

O Thedata gets reviewed by human eyes. The party provides people on
the team with the opportunity to review, check and confirm the data is still valid and useful. Human judgment can be brought to
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bear on the current importance of particular documents and data, rather than a accumulation of junk being automatically dumped

into the new system.

Figure g-5. Data from Survey 2012 for the Bulk Loading Party Strategy

Use of the Bulk Loading Party Strategy
Percentage of respondents using the strategy sometimes or frequently

. . . . .
Sometimes IH\ ﬂ\ I\ ,H\ l 23.7%
.

Frequently I\ ! 5.9%

Effectiveness of the Bulk Loading Party Strategy
Effectiveness rating by respondents using the strategy sometimes or frequently

25% 52% 20%
Neutral Agree Strongly Agree
St.rungly Disagree Sometimes m Rated seven times
Disagree as effective by
those using the
Frequently 64% strategy frequently

Highest Use in the Adoption Lifecycle

Use of the strategy correlated with length of time working on adoption

29% 20% 20%
Not started 0-6 6-12 1-2 years 2-4 years >4 years

months months

Complementary Strategies Comparison with Survey 2010

Other adoption strategies most commonly

used with the Bulk Loading Party strategy of respondents were using

the Bulk Loading Party
Executive Sponsorship 47% strategy

Pages on the Intranet 46%
Very Helpful

Embedded Champion 36%

070 Extremely Helpful
Internal User Group 29% -

The Bulk Loading Party strategy is not frequently used, but the small number of respondents who do use it frequently say that it is highly effective.

Helpfulness
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Examples and Case Studies

While holding a bulk loading party is not a commonly used strategy, there are some examples of it being used. Here are two examples:

O Avresearch firm had been using SharePoint for a number of years, and had good usage across many teams and groups. One team,
however, was very reluctant to get involved, but this changed quickly when a new team leader was introduced. To help the team
rapidly embrace the new system, a bulk loading party was held over a one-day period. The team members got togetherin a
training room and migrated the current documents off their file share into a new SharePoint site—there was some coaching
provided at the beginning of the day, and a fun atmosphere was maintained through food, drink, and a light competitive spirit. By
the end of the day they had migrated almost everything they needed to start using the new system, and what hadn’t been
migrated during the day was shifted across pretty quickly in the days
that followed. As a consequence of the bulk loading party and
subsequent usage of the system, the team transformed from being one As a consequence of the bulk loadi ng

of the most reticent to being on the vanguard of wider applicability party and su bsequent usage of the
across the firm. For more on this example, see the sidebar at the end of
system, the team transformed from

this chapter.
being one of the most reticent to
O Asecond example comes from a law firm in the United Kingdom. With

the introduction of a new document management system, documents belng on the va ngua rd of wider

from the old system had to be moved into the new one. The lawyers, a pp| ica bl||ty across the firm.

however, didn't want to play any role in the movement of these

documents, and ordered that temps be hired to perform the migration.

This duly happened, but the lawyers did not take to what the temps had done. Work and legal meaning is tied up in the documents
and items in such a system, and actually a lawyer’s interpretation was vital. This signals the importance of having the people in the
group involved in the migration of documents and data to the new system.

Getting the dynamics right in a bulk loading party is important, as well as giving people an achievable task. If the team or group has tens of
thousands of documents to migrate, the sole reliance on the bulk loading party strategy will backfire. You will need to complement a short-
term bulk loading party for some documents with an automated process for migrating most of the documents.
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Strategy 4.4 Internal User Group

If you have a good number of people at your organisation, say over 100, you can use an Internal User Group as a strategy for Making It Real.
Description

Auser group” is a self-organising or lightly-organised collection of individuals who share a common usage of a particular thing. It is often
used in the context of computer software—for example, the local Atlassian Confluence User Group, the SharePoint User Group, or the
Yammer User Group. Such user groups provide ongoing education in the use of the particular technology, with a special focus on its
application to business processes and challenges.

An internal user group builds off the same idea and results in the creation of such a group inside your organisation. Participation is
voluntary, and the group has a focus on continuing education.

How to Use It

Use the Internal User Group strategy to spread good ideas on how the new collaboration technology could be used within your

organisation. In your travels between different groups and teams, you will come across

people doing interesting things. They have applied the collaboration technology in a

special way. They have explored some advanced concepts and found a particular benefit Use the Internal User Grou p

from doing so. They faced a difficult challenge, and used the new technology in a certain strategy to spread gOOd ideas

way to resolve it. Topics of this nature should be shared more broadly across the .

organisation, so other people learn from what their peers and colleagues are doing. on how the new collaboration
technology could be used

There are two general ways of establishing an internal user group: within yOUr orga nisation

1. Centre it on events. In an event-centric approach, a user group meeting of an
hour or so is held once a month at which someone talks about what they are
doing. The discussion after the presentation is usually limited to the people who attended the meeting.
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2. Centre it on sharing. In a sharing-centric approach, point-in-time events are deemphasised in favour of continuous sharing and
interaction. Someone has a story to tell—and they tell it. Others can read or listen to the story, comment on it, and discuss their
reaction and further ideas.

The event-centric approach is best when people are co-located and about 80% of attendees are able to come each month. This builds
rapport, and will help other members of the user group to be willing to share what they are doing.

The sharing-centric approach is best when people are geographically distributed, and getting together in person is an infrequent event. You
will need collaboration technology to provide a place for the user group to “meet”—including screen-sharing tools for event-style
presentations, combined with community forum or discussion board type technology to store those presentations and give people a way to
interact around the topics.

Finally, user groups need a moderator. Somebody has to take responsibility in the User groups need a moderator.

early days for inviting people_to talk tabout_what they’.re doing, organising the . Somebody has to take responsi bil ity
events, taking an active part in the discussions, reaching out to others and asking R
them to share their feedback on ideas, and so on. The moderator’s work is all part for inviti ng people to talk about

of making the internal user group real. what they’re doingl organising the
events, taking an active partin the

discussions, reaching out to others
The Internal User Group strategy can be used when you have a sufficient number of and aski ng them to share feedback.
people in your organisation. You need enough people to provide a diversity of
experiences and new ideas to stimulate creative thinking and a willingness to push
the boundaries.

When to Use It

The strategy can be used when you want to clearly transition ownership for the use of the new technology and approach to the business.
Having people from different business groups explain what they are doing and how they are using the technology in their work, makes it a
business-focused community. Finally, when support and encouragement to keep going and explore new ways of using the new technology
comes from business peers and colleagues, it is seen as being grounded in the real work of the organisation.
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Works

Internal User Groups work for a number of reasons.

They connect people across the organisation. People working in particular groups and teams can see that others are using the same
technologies as part of their work. The technology is real because others are actively using it.

They demonstrate real stories. People hear about what others are doing, and how their work has improved and benefitted from the
new technology. It's not just IT spinning a fantasy. For example, when Judith hears how Sarah is using Yammer to ask questions
from others inside the firm, she gets an idea of how she too could use Yammer in her work.

They spread learning. The lessons people learn about using the technology as part of their work are spread throughout the
organisation. This means that other people don't have to do the hard work themselves of discovering the basic steps to success.

They offer encouragement to start. Learning how a group is using the technology in their work will give other people the
encouragement to start using the technology. For example, seeing the layout of an online community and a list of current
discussions will provide encouragement to another group to try this approach in their own work.

They offer encouragement to keep going. Existing groups and teams can learn about what others are doing with the new
technology, and be encouraged to keep going in their own efforts. Yes, there will be speed bumps on the way to mastery, but it's
worth it in the end.

They give people ownership. “Real people” from the organisation are showing what they are doing in applying the technology to
their work. Ownership has transitioned to the business, and people have a voice.

They promote a business focus. The user group focuses on doing the work of the organisation better, not on the technology itself.
Business users talk about how the technology is enabling new ways of working, not that the technology has a particular feature or
shiny button.

They push the boundaries. User groups provide a way of introducing advanced concepts and providing a learning pathway for
people wanting to do more with the technology. Seeing what one group has done will lay the foundation for people in another
group to think how they could apply and extend the idea in their own work.
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Given this long list of benefits, it should come as no surprise that the internal user group strategy is widely used as organisations gain
greater experience with new collaboration technologies and approaches.

Figure 9-6. Data from Survey 2012 for the Internal User Group Strategy

Use of the Internal User Group Strategy
Percentage of respondents using the strategy sometimes or frequently

sty PP 250

Effectiveness of the Internal User Group Strategy
Effectiveness rating by respondents using the strategy sometimes or frequently

17% 56% 23%
Neutral Agree Strongly Agree
Strongly Disagree Sometimes Rated 2.5 times as
Disagree effective by those

using the strategy
Frequently 38% frequently

Highest Use in the Adoption Lifecycle
Use of the strategy correlated with length of time working on adoption

16% | 20% 23% 16%

Not started 0-6 6-12 1-2 years 2-4 years >4 years
months months

Complementary Strategies
Other adoption strategies most commonly
used with Internal User Group

Executive Sponsorship 43%

Pages on the Intranet 46%

Embedded Champion 40% Comparison with Survey 2010

The Internal User Group strategy was

Zero Other Options 10%
ero Other Options 10% not measured in the 2010 survey

Stop Doing, Start Doing 10%

The Internal User Group strategy is the most commonly used strategy for Stage 4. Over 75% of respondents agree or strongly agree that the
strategy is effective for user adoption.
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Examples and Case Studies

Here are some examples of how organisations have used the internal user group strategy:

O Aglobal software firm had been using a particular collaboration technology for a number of years. The early approaches to
adoption centred on exemplar stories and real-to-life scenarios, followed by a few years focused on various training efforts and the
development of local champions. As the technology became more and more ingrained in the way the firm worked, an internal user
group was established to provide a forum for business users to discuss how they were using the technology to achieve their goals.

O Adglobal insurance firm developed an internal user group to provide a forum for business users to talk about what they were doing
with SharePoint, as well as for the collaboration team to talk about upcoming capabilities. The user group met once a month using
WebEx, due to the geographical distribution of its staff, and business users were invited to bring a 10-minute live demonstration of
how they were using SharePoint in their work. Business users were asked to talk
about the challenges they faced, as well as the successes they were achieving.

, - . The user group helped spread
The user group was good for people’s exposure inside the firm, and it helped _
spread good ideas on how to make effective use of SharePoint to other teams gOOd ideas on how to make

that were just learning or hadn't started on their SharePoint journey. effective use of SharePoint to

O Agovernment agency in the United Kingdom formed an expert group around other teams that were jUSt
its new collaboration technology. The experts were drawn from business groups learni ng or hadn’t started on
using the technology in their work, and met in person a couple of times a year.
The intent was to build communities in the agency around the use of the
technology, and to help staff understand the areas of expertise available to
them from their peers and colleagues. While there were only a couple of formal
meetings of the expert group each year, individuals were encouraged to network with each other and keep the discussions going
between meetings.

their SharePoint journey.
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Other Making It Real Strategies

The above sections have looked at four major strategies for Making It Real. In this section, we look at three smaller, supportive strategies
that complement these major strategies. Each supportive strategy is dealt with in less depth, and no survey data is reported.

Strategy 4.5 User Support

In the process of adopting the new way of working, people will have questions. They’ll want to know how to do something. They will have
forgotten how to link to a particular item. They won't be able to find the command for something they do only infrequently. How you offer
support to people at times like this will affect adoption, and the perception of whether the new systemis real or not. If there is good and
responsive support on offer, they will see the system as being real. If it isn't, they’ll quickly come to the conclusion that it's a waste of time.

There are many established ways of offering user support:
O Pages on the Intranet that explain particular functions and how to get particular work tasks done.
O Alocal champion who is available to give guidance and coaching. It works best if this is part of their job.

O Helplines that connect people to knowledgeable people who can provide
real assistance.

A new system becomes real when

people start using it to facilitate
Strategy 4.6 Social Recognition of Contributions conversation and interaction.

User support is important!

A new system becomes real when people start using it to facilitate conversation Email WOF'(S, or at least used to
and interaction. Email works, or at least used to work, because people responded. WO I’|(, because people responded.
Yammer works when other people reply to a question you asked, or use a hashtag

you just created to give additional context. Blogs work when senior members of

the organisation leave comments and ask questions. Anything works when people refer to the contributions you have made in real speech
—while on the phone, during a meeting, or at the airport.
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Make use of this strategy by encouraging people to recognise the work that others are doing in the new system. Respond to questions.
Comment on blog posts. Mention a recent discussion and that person’s contributions in the new system at coffee break. The system thus
becomes real because it is integrated into the social fabric of organisational life.

Strat .7 Data Pull .
rategy 4.7 Data Fu The Data Pull strategy involves

As the new system gets used for more and more business activities, there will be an getti ng peop|e set up with “Saved
increase in the volume of data held within the system. The Data Pull strategy Searches” or particular queries 50
involves getting people set up with "Saved Searches” or particular queries so that
whenever something of interest to them is published in the new system, they are that whenever somethi ng of

alerted. This could be through a hashtag search inYammer, an email alert in interest to them is pUb| ished in

SharePoint, or an RSS search feed.
the new system, they are alerted.

The strategy helps with adoption and making it real because it provides a constant
reminder of the data that’s being added to the system, along with potentially new
connections to people who are actively working in areas of interest in other parts of the organisation.

AndYou’'re Done?

Given that we're at the end of Stage 4, does this means we are finished? Unfortunately, no!

You have worked with one or two groups, and now it's time to keep going. As we'll talk about in the next chapter, working through the Four
Stages takes time—18-36 months for a large organisation.

Before looking at this in more detail, a couple of points of note:

O Lookout for new Exemplar Stories. Real stories from your organisation about how other groups and teams are getting value from
the new collaboration technology are very effective in getting new teams onboard. Capture the stories while you can! In addition,
tell your executive supporters about what's happening, so they feel comfortable about the active role they are taking in advocating
for the continued use of the new system.
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O Work with new teams. When new teams are formed to take on new projects or as part of an organisational restructuring, work with
them to explore how the new collaboration technology can be made real for them. Perhaps there are some people in the new team
who have had previous experience in using the new technology. If they have had a positive experience, use their experience to the
benefit of the new team.

O Induct new staff. When new staff join your organisation, provide induction training on the new collaboration technology. Since they
are coming into an established way of doing things, your efforts should focus on helping them understand how your organisation
gets work done.

Summary

This chapter has reviewed four major strategies that can be used for making the new collaboration technology real within a group or team.
The strategies—Zero Other Options, Stop Doing, Start Doing Patterns, Bulk Loading Party, and Internal User Group—are focused on
translating the potential capabilities of the new collaboration technology into a set of meaningful things that people do. There is also a high
emphasis on leveraging the power of social factors to transition the new system into the new standard way of carrying out day-to-day
work.

This chapter marks the end of our discussion of the Four Stages Model of User Adoption. The five previous chapters have introduced the
model, and highlighted various strategies in each stage that can be used to encourage adoption. In the next chapter the attention of this
book shifts to you, and how you can apply these ideas within your work. Chapter 10, then, is about creating a User Adoption Approach for
your organisation.
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Sidebar: Our Bulk Loading Party—by Mandy Spearing

Landcare Research is New Zealand's foremost environmental research organisation, specialising in the sustainable management of land
resources, the protection and restoration of biodiversity, the effective management of weeds, pests and diseases, climate change
mitigation and adaptation, and more sustainable businesses and communities. Landcare Research has introduced an off-the-shelf
collaborative tool that we brand as InfoFile. My role as Information Support Specialist is to train and support InfoFile users, encourage its
use as a collaborative tool and to ‘champion’ collaborative ways of working.

InfoFile is used as a collaborative workspace for science research projects—both as a document repository available for both onsite and
remote researchers, and as a collaborative environment for the various teams within the organisation. Recently we have been trying to
encourage the use of InfoFile by business teams to enable them to share documents and to develop the use of wikis, discussion boards and
shared tasks. Those groups who have started to use InfoFile are now beginning to reap the benefits, but there are still some groups who
have not engaged with it at all.

The HR Team and Our Party
| generally recommend that a team

Our HR team had some training at the start of this initiative covering the starts with new thi ngs in InfoFile
concepts of InfoFile and some of the potential benefits. At that stage they didn't !

have the time to do any more and were concerned about the confidentiality of COpy over anythmg used on a dally
their documents. basis and leave the rest as ‘read-

However, two things happened to change this. Firstly, there have been some Only' OtherWISe | find that_ files JUSt
changes in staff in our HR team, and secondly, one member of the team became get copled acCross a Iong with all the

involved in the setting up of another group’s site, which has proved to be very issues that shared drives bring
active.

They asked me to restart their InfoFile sites and support them in moving their documents from their shared network drives. We had an
initial meeting to tease out issues like security, the use of a wiki for their weekly team meetings, etc. | always ask teams what their strategy
is going to be for moving their documents into InfoFile and generally | recommend that they start with new things in InfoFile, copy over
anything used on a daily basis and leave the rest as ‘read-only.’ Otherwise | tend to find that files just get copied across along with all the
issues that shared drives bring—no version control, folder structures with multi-layers and no regular housekeeping. However, in this case,
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the HR team wanted to move all their personnel files in one go and start using InfoFile entirely. They also wanted to *housekeep’ their files

as they copied them across.

So it seemed sensible to do this as a team event with me supporting them. In essence, we organised a bulk loading party. The key things

that worked for us in organising this event were:

O Ithappened very soon after our initial meeting, before enthusiasm had waned.

O We used a training room with enough computers for everyone to log in and work on loading the documents. | used the computer
attached to the overhead projector so my view was on the big screen at the front of the room.

O We organised food—lots of nibbles and treats and cold drinks. It was a long day so it was well worth giving people some treats.

o

I had created the site beforehand so everything was ready to go.

O Istarted by showing the team how to upload documents in bulk, how to use good metadata, and how to apply metadata to

multiple documents at the same time.

O We planned for everyone to be there for at least part of the day. In fact not everyone came.

O Istayed for the whole day to field enquiries, make changes, and provide support.

Apart from some initial training in bulk uploading and attaching metadata to groups of documents I really didn’t have to do much training
before the team were loading things. They decided amongst themselves who would do what and agreed as a group to move the files into a

temporary folder after they had copied them into InfoFile. They weren’t quite
brave enough to delete this copy, but needed to move it so they could see where
they had got to. They worked out for themselves how they could filter things to
see their own documents and, particularly because some of the team members
were fairly new staff, they helped each other with unfamiliar filenames.

My role was to encourage them to use sensible metadata, build views and filters,
and to support them generally. This involved some quick thinking and the ability
to react to issues as they occurred. One of these was the general deterioration of

My role was to encourage them to
use sensible metadata, build views
and filters, and to support them
generally. This involved some
quick thinking and the ability to
react to issues as they occurred.
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speed as more documents were added. So | quickly built some new views that filtered by surnames, for example, Surnames A-E. | have a
feeling this would have been a real stumbling block if they had hit this problem back in their office.

To add a bit of light-hearted competitiveness we also had a view on the big screen of the number of documents each person created. At the
end of the day we had loaded about 1600 documents and they have continued to add things since then.

Although the day was a great success it was very important to follow up with the team. This has been really easy because the rapport we
built up on the day means they are happy to contact me and involve me when they want to change something or when they get stuck. In
fact, in only a few weeks, the team has gone from a group who had minimal engagement with InfoFile to one of my best teams of users and
| use them as an example to others. | am going to use the same strategy for some
other groups where the sticking point seems to be the overwhelming array of

documents to be transferred. In onIy afew Weeks, the team

has gone from a group who had
Reflections on the Party minimal engagement with
In summary, the key benefits were: InfoFile to one of my best teams
of users and | use them as an

1. Agood rapport built up between the team and me.
example to others.

2. Ahuge number of documents transferred at once.

3. Achance for me to encourage the team to develop some good habits in metadata.

4. Agreat way to train people where they use what they have learned straight away.

5. Agood way for me to learn more about a team’s work which helps me to support them better.
On the down side, | would not under-estimate the workload to make this effective. You need to:

O Prepare things well.

O Beready to plan the party very quickly (I had to pull it together in three days).
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O React to things quickly on the day.
O Know enough to change things quickly as they come up.
O Follow up with the team very soon afterwards.

I will not use the Bulk Loading Party strategy as my only strategy for engaging groups with InfoFile, but as far as I'm concerned, it's great to
have another tool in the armoury!

But don't just take my word for it—here’s some feedback from one of the team members:

From a user’s point of view the reason | feel it worked so well was that the team decided this was something we needed to do and we
wanted to get on board quickly. The suggestion to make a day session out of it with nibbles to keep it fun, and a day away from our
current workload would ensure we got right into it. It was daunting setting things up and we were worried if it wasn’t set up correctly
before we got started we would hit dead ends when trying to upload the information. This did happen, but having an administrator there
ready to change things behind the scenes immediately made a HUGE difference with getting this up and running. We had a great day of
fun and left the end of the session confident in our abilities to use the system, thanks to Mandy.

Mandy Spearing has worked in Information Management roles for over 30 years, in various colleges and universities in the United Kingdom, and
at Landcare Research from 2008 to 2011. She is passionate about making systems work for the people who use them, and enjoys supporting
end-users in embracing technologies that make their working lives simpler and more effective.
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Chapter 10.
Crafting Your User Adoption Approach

Many big organisations have failed with collaboration tools because they focus on the technology, not the human and business stuff.74
Andrew Mitchell

We have covered many topics in this book—the organisational context for user adoption, various strategies to encourage user adoption,
and survey data on the use and effectiveness of particular strategies. Now it’s your turn to pull together the User Adoption Approach for
your organisation. Providing simple but effective tools for you to do so is the focus

of this chapter. _ _ _ _
Many big organisations have failed

In this chapter, we will with collaboration tools because
O Discover the user adoption jigsaw, and how to use it when planning your they focus on the technology, not
User Adoption Approach. the human and business stuff.
O Find out why having a written plan for user adoption is important.
O Be warned about dropping the ball, and how a User Adoption Analyst can help prevent that from happening.
O Learn about the User Adoption Approach taken at Novozymes, and what Frederik would do differently if he could start over.
O Think through some other factors you will need to consider when crafting your User Adoption Approach.
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Tools for Your User Adoption Approach

Armed with the theory, strategies, and practical advice in this book, it's now time for you to develop the user adoption approach for your
organisation. In this section | profile three tools to help you with this task:

O Using the user adoption jigsaw—for planning your approach.
O Having a written plan—for communicating your approach.

O Appointing a user adoption analyst—for keeping your approach on track.

Let’s consider each in turn.

Tool 1. The User Adoption Jigsaw

[ want you to visualise a jigsaw. It's not a complex jigsaw—it’s actually a very basic jigsaw with just four pieces laid out in a row. The four
pieces correspond to the four stages in the user adoption model.

Here's the big idea. For each stage of the model, make one main strategy your heavyweight. For example, you might choose the following
strategies for each of the four stages of the model:

*  Stage 1 (Winning Attention), Exemplar Stories. Some people in your organisation have already been using the new collaboration
technology, and have some great success stories to share. Exemplar Stories becomes your Stage 1 heavyweight strategy.

* Stage 2 (Cultivating Basic Concepts), Web-Based Training.You work in a large organisation, and are blessed to have great content
creators on staff who can write excellent content and prepare screen movies about the new collaboration technology for delivery
over the web. Also, you want to keep your budget for face-to-face engagements in the third stage.

*  Stage 3 (Enlivening Applicability), Facilitated Group Re-imagining.You have a pretty good relationship with various groups in the
business, and have already fielded some enquiries about group discussions and planning.

*  Stage 4 (Making It Real), Zero Other Options. Once you have worked through how a particular group can revamp its way of working,
you will move to restrict access to previous tools that enabled the previous way of working.
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Figure 10-1. User Adoption Jigsaw

Enlivening
Applicability
Winning :
Attention _—

The User Adoption Jigsaw provides an intuitive way to plan your User Adoption Approach. Each piece corresponds with one stage in the User
Adoption model.

What you have before you is now a draft first edition of your user adoption approach. You have selected a main strategy for each stage of
the model, taking into consideration the wider factors in your organisation (for example, culture, budget, and geography), the directions in
this book about the relative effectiveness of each strategy, and financial considerations for

implementation. Different strategies have different cost profiles—that should be very clear.

The reason for taking the
The reason ft?r taking the “one main strategy for each sta.ge” approtach isto give you a . “one main strategy for each
focusing device. You don’t want to become a headless chicken running here and there with . : .
no forethought. Make a deliberate choice about a main strategy for each stage, and then Stage a pproaCh Is to give
run with it. If it isn't working, by all means go back and re-evaluate why you chose the you a focusi ng device.
strategy you did. Perhaps the Web-Based Training in Stage 2 isn't as effective as you
thought it would be. Take the feedback from your early attempts, and see if the strategy can

be saved. Perhaps it's a matter of wording the text differently. Perhaps it's about using better screen recordings.
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Adding More Pieces to the Jigsaw

It's the user adoption “jigsaw” for another reason—it can be extended. For example, you may discover that one strategy is insufficient to
achieve the intent of a particular stage—some classroom training is actually required in Stage 2, and Stop Doing, Start Doing Patterns need
to be added to Stage 4. You can do it—there is no problem with adding more! The

jigsaw allows you to build up or down on a particular main strategy. Just don’t do too

many strategies and thus lose your ability to focus resources and effort on the The jigsaw allows you to build

heavyweights. up or down on a particular main

Let’s take an example. Gillian is in charge of user adoption for IBM Connections at her Strategy. Just don’t do too ma ny
firm—all of the pre-work has been done to develop a business vision for where and strategies and thus lose your

how IBM Connections will add value to the firm. It has been installed by the IT -
department, and some early Exemplar Stories have been captured. In planning her d blllty to focus resources and
approach, though, Gillian is concerned that the Facilitated Group Re-Imagining effort on the heavyweig hts.
strategy won't be sufficient in Stage 3 to bring the changes she is hoping for. So

Gillian adds two strategies to her jigsaw. The One-to-One Coaching strategy is added

so she can gain a better sense of the type of work people do, in advance of the workshops. By doing this, Gillian is hoping that during her
one-to-one coaching sessions, she will be able to ask pertinent questions about the way work is done today, and explore the openness of
specific team members to using IBM Connections as part of the new way of doing things.
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Figure 10-2. Extending Stage 3 of the Jigsaw
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The User Adoption jigsaw can be extended up or down to add complementary strategies to the main strategy for an appropriate stage. Just don't try
and add everything!

Gillian also adds the Embedded Champion strategy. She knows that her group does not have sufficient resources to be all things to all
people, so part of her challenge is to cultivate a network of supportive people across the organisation. The embedded champion strategy
works well for this, and Gillian makes a note to look out for key people in each group to approach about receiving special training and
joining the champions community she has set up in IBM Connections. If she cant find anyone in a particular group, her back up plan is to ask
for a volunteer.
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It Takes Time to Complete the Jigsaw

Selecting the jigsaw pieces for your User Adoption Approach may take days or weeks to finalise, but putting the jigsaw into practice across
your organisation may take months or years. The timeframe hinges on two main
factors: the magnitude of the change that’s being introduced, and the size of your

organisation. Let's unpack these thoughts. Selecting the jigsaw pieces for

Selecting the pieces—the act of selection—could be done within a minute if you yOU r User AdOPtion APProaCh may

were so inclined. Draw a circle on your desk, throw all the jigsaw pieces into the take days or weeks to finalise, but
air, and whatever lands inside the circle is your Approach. It definitely has the . . . .
putting the jigsaw into practice

benefit of speed, but is unlikely to be effective.

across your organisation may take
Therefore, in light of a greater need for effectiveness, take your time in selecting months or years.
the jigsaw pieces for each stage. Don’t take forever, but equally don‘t do it using
the “circle-throw-and-drop” approach. Expect the process of working out your

approach to take days or weeks—reading, thinking, discussing with others, and so on.

The bigger timeframe—the months and years—is what’s involved in implementing your User Adoption Approach across your entire
organisation. While you will start with a first edition, there will be mid-course corrections and feedback that can be embraced to enhance
the effectiveness of your work—as a suggestion, go back and read the discussion in Chapter 5 (“Is the Process Linear?”). Thus for a new
technology that fundamentally re-wires the way thousands of people work together, plan for upwards of 18-36 months work. For new
technology requiring a smaller degree of change, or fewer people, plan for a 6-18 month timeframe.
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Tool 2. Have a Written Plan

Not all organisations have a written user adoption document or plan. Among respondents to the 2010 survey, only 12% had a written user
adoption plan. Among respondents to the 2012 survey, this number had grown to just over 30%—probably reflective of the larger
organisations represented among the respondents. Regardless, such low numbers are quite startling given the financial investment in a
new collaboration technology. When the respondents were asked about what they wished they had done differently, having a clearer
strategy or plan was the number one reaction.

For example, survey respondents said:

I wish we had started out with a strategy—what we have done has worked fairly well having just evolved naturally, but we are in a
position now where managing the demand for new features and functionality is becoming a challenge. We are the victims of our own
success | suppose!

Create a formal user adoption plan; offer more options for learning about SharePoint; most importantly, create an internal SharePoint
users' group at the beginning of the rollout.

I would have got more support from executives and planned a strategy. I still have time to work this out, but we need more resources both
in staff and financial backing.

If we started again, | would double the funding and effort, rather than the training Havin ga written user ado ption
and communications coming haphazardly or informally. This would be about document or P lan gives you
creating a more coherent message with a running theme that users could relate to somethi ng to show to othe rs, as

and latch on to and follow. Try not to do too much at once, but keep the frequency _ _ _
and relevance of messages high. a communication dEVICE, and as

a tool to encourage shared
thinking and dialogue.

Building on what the respondents said, there are three main benefits to having a written
plan:

O I/t Makes You Think. The process of writing down your thoughts shows you have
thought through the user adoption challenge, and have developed an approach to dealing with user adoption. Deliberate intent is
required to write a plan.
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O It Gives You Something to Share.You have something to show to others, as a communication device, and as a tool to encourage
shared thinking and dialogue. Given the many situations in which new collaboration technologies can be applied, this would be a

good thing.
O ItInvolves Other People. It demonstrates that more than one person is By adVOCating that you write dOWﬂ
involved; it's not a lone ranger approach. As we explore shortly the your user adoption approach, lam

dynamic around the role of influential people in the user adoption .
. . . . not suggesting a long and wordy

process, having more people involved upfront is a good thing.

document that merely takes up

By advo'catlng that you write down your user adoption approach, I am not shelf space. One page will dO,

suggesting a long and wordy document that merely takes up shelf space. One i ) )

page will do, especially for smaller organisations. The one page strategy should especia | |y for smaller orga nisations.

contain the written summary of what will happen during the user adoption

process—the various strategies you will follow. Use the document to show your

completed jigsaw. If required, include more information about why you chose specific strategies for each stage. You can use material in this

book for that, complemented by your own experience and perspective from applying the material to your work.

Tool 3. Appoint a User Adoption Analyst

The biggest danger on starting to implement your User Adoption Approach is to get all excited during Stage 1—signing up executives to
support the initiative through words and actions, diligently searching out the Exemplar Stories from people across your organisation, and
crafting a few Real-to-Life Scenarios to help particular groups expand their thinking about “what’s possible.” You blow your trumpet loud
and long over everything the new approach and technology will bring to your organisation. Much appears to be happening. And then you
get busy.

O People start calling for more information, and asking how they can get involved.
O Groups want facilitated workshops to help them understand the possibilities.

O Executives start demanding more evidence about the effectiveness of what's being proposed.

And you drop the ball. The momentum peters out. The jigsaw is put to one side, so you can focus on immediate concerns. While some
things happen with a few groups, the wider impetus is lost and the benefits of the new technology and approach are limited to a few in the
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organisation. While there is no silver bullet to prevent this from happening, one answer is to appoint a User Adoption Analyst to the project
team.

Figure 10-3. The User Adoption Analyst

R
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The User Adoption Analyst has formal responsibility on the Project Team to plan the User Adoption Approach, and ensure it is adequately
implemented.

The person in this role could be full-time for large projects, or user adoption responsibilities could complement their other activities. In
order for the User Adoption Analyst’s work to be effective, though, it is vital that they have some clout within the project to ensure user
adoption challenges have been adequately planned and addressed.

Let's explore the job description for the User Adoption Analyst.

O Plan the Approach. A User Adoption Analyst has lead responsibility for crafting the User Adoption Approach for the project. This
book—and others that deal more deeply with change—will become well-read resources!
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O Own the User Adoption Approach. The resulting approach is ultimately their responsibility to implement, in line with the work of the
wider project team.

O Advocate for the User. It's the analyst’s role to speak up for the user in project meetings, and constantly remind other members of
the team that the project’s success is predicated on achieving good adoption. Driving home the message that “adoption is a
process, not an event” will be a key mantra for the User Adoption Analyst.

O Watch Out for Adoption Pitfalls. When new ideas proposed during _ _ _
project team meetings will have negative consequences for user When ideas pro pOSEd duri ng pI’OJeCt

adoption—new features that will be complex to use, late-course team meeti ngs will have negative

technology changes, or even dropping the user adoption piece all )
together—it's their formal responsibility to speak up and warn CONSEqUENCES for user adoptlon, the

project team members of the dangers. User Adoption Analyst has the
O Keep InTouch with Other User Adoption Analysts. Organisations responsi blllty to Speak up and warn
with many change programs under way will need multiple User project team members of the da ngers.

Adoption Analysts—at least one on each major project. The people

working in these roles will want to get together in-person or

through collaboration technology to compare notes and share good ideas. Improving the adoption of new technology and ways of
working across the organisation can become an aspect of competitive advantage.

The role of User Adoption Analyst is a very clear way to make the user adoption challenge real to the organisation. Having someone take
responsibility for user adoption in major programs is a critical step forward to finally addressing the lack of adoption for collaboration
technologies.
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Case Study: User Adoption at Novozymes

Novozymes (www.novozymes.com), a global biotechnology company, introduced SharePoint 2007 for its knowledge sharing and
collaboration processes. In this case study, | interviewed Frederik Zebitz7> about their User Adoption Approach. Frederik also discusses some
of the follow-on thinking about what worked well and what they would do differently if they were to start over with SharePoint.

Michael: Tell us a bit about Novozymes.

Frederik: Novozymes is the world leader in bio-innovations, and we work with customers across a broad array of industries. We offer
biotechnology products for detergents, biofuel, food production, and more. Novozymes is a global company with more than 5,000
employees working in research, production and sales around the world.

Michael: Why the focus on user adoption?

Frederik: There were three reasons. Our primary goal is to raise the user’s capability with SharePoint so we can maximise the benefits
Novozymes receives as a result of its usage. This will perhaps be extended with a focus on raising our users’ general IT capability. The
second (and longer term) reason is to lower email storage costs, as users really start

to link to SharePoint items instead of mailing documents to each other. Third, we

hope to reduce search time by using metadata, findability techniques, and improved Our pri mary goal is to raise the

search technology. user’s capability with SharePoint
Michael: What user adoption strategies have you followed? so we can maximise the benefits
NOVOZYI’T]QS receives as a result

Frederik: At Novozymes, we distinguish between four types of SharePoint users—
Experts, Site Owners, Members and Bystanders. We primarily focus on the Site
Owners group, because we believe that by focusing on the skills of this group we will
see more sophisticated SharePoint sites, and that this will encourage other users to
participate and eventually to have their own SharePoint site. We hope to see a general movement from Bystanders to Members, and from
Members to Site Owners. At the moment we do not address the Experts.

of its usage.

In order to reach our goal, we take the following approach:


http://www.novozymes.com
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o

o

o
o

Provide in-house training of Site Owners. This is the “train the trainer” concept, and we offer training materials as well as various
exercises available online.

Provide training packets targeted at departments and project teams, aimed at improving the general user level (for users with the
“Contribute” permission in SharePoint). By targeting a department or team as a whole we hope to improve the anchoring of
knowledge.

Provide two levels of support. For level one, it's a wiki with text and screen casts aimed at displaying better ways of doing common
work practices. For level two support, there is an IT help system to request one-to-one assistance and specialised training.

Provide consultancy on the technology, including general team site development, and the Nintex workflow software.

Keep constantly on the look out for new capabilities that add value to team sites. These often come in the form of third-party
products.

Provide a sandbox, where all employees have been given “Full Control.”

On a larger scale, we run "Town Hall Meetings” on the benefits of SharePoint as seen from a user’s perspective.

Michael: Why did you choose this approach?

Frederik: It was part of a wider strategy to increase the usability of our corporate IT systems, and explore how Web 2.0 tools could be used
at Novozymes. As a Danish company with affiliates around the world, we wanted an approach that could support all of our users, but
equally, we didn't have unlimited funding. We feel that the approach we took gives us maximum reach, and has helped to empower the

users.

Michael: What has worked well for you?

Frederik: The in-house training worked very well, along with the “train the trainer” concept. We also found value from an internal
Novozymes SharePoint user community, and the users and departments have responded really well to our consultancy services.

In terms of training, we found that by providing it internally, we could target the training to specific user needs. In that sense we have
focused more on how SharePoint can support the way we work at Novozymes, as opposed to sending our employees to external training,
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where the focus would be on the capabilities of SharePoint. It also means that our team has gained valuable information about how
SharePoint is being used internally, and that's been really helpful for us.

Michael: What has not worked so well?

Frederik: End user training is more effective and better integrated into a “new way of working"” if a whole team or department have been
trained together. By focusing on Site Owners, we were often only training one or two people from a department, and then had to leave it up
to them to integrate the changes when they returned to their department. This is a hard job! One approach we have been following is to
train groups of people with somewhat similar job functions, and who work together in
informal networks.

End user training is more

effective and better integrated

Frederik: We are really happy with the approach we took, and have found it effective. into a "new way of worki ng” if a
We have been learning along the way, just like our users have been. If we could start whole team or department have

again, there are two things we would change: .
been trained together.

Michael: What would you do differently if you were starting again?

O Technical decisions about SharePoint farms! We have our team sites stored
on two different farms, and only one of them is integrated with our intranet.
We are now facing a migration of the other farm. By having team sites and the intranet on the same farm the users experience
benefits from a better search, a single *“My Profile,” and more. If we were to do it again, | would start with only one farm.

O We started off with just giving people their sites and no support or training. This was a calculated risk in order to get a feel for the
users’ capabilities. Going forward | still find this to be okay as a measuring tool, but | think | would have started our real user
adoption approach sooner.
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Other Aspects to Consider

When putting together your User Adoption Approach (and using the jigsaw), there are a variety of specific “other things” you should know
about, or be aware of. If you don't, these could cause problems for your work. The top aspects to consider are:

O Isyourorganisational culture collaborative?

What is the current state of the second wave people in your organisation?
Why should they listen to you?

What do you want them to do?

What else is changing in their work and work practice?

0O 0 0O 0O O

How can you reach them?

O Areyour strong champions ready?

This section provides a quick “heads-up” on each of these topics.

Question 1. Is Your Organisational Culture “Collaborative”?

Generally speaking, what is the organisational culture at your organisation? Is it “collaborative” or not? For example:

O Are people willing to help other people? Can you ask for help, knowing that it will be forthcoming in a friendly and collegial
manner?

O Are people willing to offer an idea or suggestion without having to get it perfect first? Are they willing to share half-formed ideas in
the spirit of joint discovery?

O Arework outputs viewed as joint deliverables, or as something that is individually owned (and don't you dare touch or modify it)?

O Are people open to constructive feedback focused on improving the way work is done?
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If the culture at your organisation is not collaborative, then you will have little success with collaboration technologies. No amount of
collaboration technology will overcome a non-collaborative culture. If the culture is “anti-collaborative,” then you will need to deploy “big
levers” to change the culture. Strong executive sponsorship, linked with
strong ex_ecutlve modelllhg of the collaborative culture—will be critical. If the culture at your orga nisation is
Working in partnership with the corporate change management people from

Human Resources will also be essential. Don't try and do it yourself. not col |ab0ratiVe, then you will have

little success with collaboration
Another comment on culture. Often a “bad culture” is blamed when .
collaboration technologies don‘t work, or are rejected by the people they are tech nolog ies. No amount of

designed to help. Sometimes this is absolutely true—the culture is the collaboration tech nology will
blem. .
problem overcome a non-collaborative culture.

But in other cases it is not true at all, but the “bad culture” still takes the

blame. The real cause is that the people who are charged with “rolling out” the new collaboration technology see it merely as an IT
deployment, and haven’t give any thought to the impact it will have on the people doing the work. The new tool is rejected, not because it
lacked the possibility of adding great value to people, teams and the organisation, but rather because the user adoption approach was non-
existent.

Question 2. Where Are They Today?

What is the current state of the second wave people you will be working with? How are things with them, and what is going on? For
example:

O Time. Do they have time to listen to you and try out new things, or is their work so stressful that they are running mad 24/7?
“Exploring” new ways of working signals that the process isn't perfect nor totally efficient, but without some white space in which
to try out ideas and see what happens and what resonates, you will find it very difficult to engage with people.

O Prior Experience. Has what you are doing been done or attempted before in your organisation? Are you merely the latest starry-
eyed individual to take on the job of rolling out the new collaboration technology, but something similar has already been tried
before and people didnt like it. Prior experiences like this can put people against you from the beginning, so if this isn't the first
time, do you know how you will avoid the previous mistakes?
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O [T capability. The general degree of IT capability is an important factor, as many of the new collaboration technologies expect
people to do things in newer and less understood ways. Free-form tagging in Yammer or IBM Connections, for example, are less
understood than formally constructed taxonomies. If you are working with people who have a very low level of basic computer
knowledge, then your challenge will be even greater. Either you need the resources to mitigate this lack of basic knowledge, or you
will need to drastically scale back the demands the new system will place on people. How simple can you make it, without
eliminating the benefits sought?

Question 3. Why Should They Listen to You?

Have you earned the right to talk about new ways of working with new collaboration technology? Is the work you are doing viewed in a
generally positive or negative light? Or are people sitting on the fence—neither
committing nor rejecting the concepts. You do need to earn the right to be heard. For
example:

Have you earned the right to talk
about new ways of working with

O Have you sought their input on how things happen today, and how things )
new collaboration technology?

could be made better? The people who do any particular work activity often
know the shortcomings of what they are doing, and long for a better way of
doing them.

O Areyou sufficiently conversant with their current way of working? Can you compare and contrast the new way with the old? You
will be taken much more seriously if you can do this, compared to turning up with a grandiose vision that has no grounding in
current practice.

Question 4. What Do You Want Them To Do?

Saying you want people to “use SharePoint to share documents” or “use Confluence to wiki” or “Yammer to say what you're doing” is not
enough. If that's the beginning statement to a more detailed explanation, then all well and good, but if that's the totality of what you are
able to say, then even you won't make any progress.

In other words, you have to overcome the natural resistance to change, and one of the ways you can do this is to decrease the resistance
mechanism by being very clear about what is involved. As we discussed in Chapter 3, sometimes resistance is a fear of the unknown, and
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you of all people should be able to make the unknown more known. You won't be able to elaborate perfectly on all of the consequences and

implications, but you need to some ideas you can explain clearly.

Question 5. What Else is Changing?

How much stuff is changing in people’s work lives today, in addition to the new collaboration technology? If too much is changing, then no
matter how beneficial the new way of working actually is, they will resist it. They simply can’t handle any more.

| face this in my work. | frequently receive interview requests or beta offers for new collaboration products and services. The analyst
relations firm reaches out to me and requests an analyst briefing, or the
founder of a collaboration technology startup offers me a free license to

use their tool. But | say no, not because it isn‘t good or potentially If too much is Changing, then no
revolutionary stuff, it's just that | have too much else on the go and can't matter how beneficial the new way of
give them the thought they need. . . . N
working actually is, they will resist it.
Question 6. How Can You Reach Them? They simply can’t handle any more.

What forms of communication and interaction can you use to engage with
the people you are trying to help? If they are in the same building, you can walk by and see them. If they aren't, you'll have to do some form
of travel or use some form of technology-mediated interaction—email, instant messaging, a web meeting, or something else.

Frederik from Novozymes had to help numerous collaboration site owners in many countries around the world understand the new way of
working. To do this, he presented a business case for onsite training workshops to provide face-to-face engagement and in-depth
knowledge transfer. This was approved, and he spent six weeks traveling the globe to work with people.

But how do you sustain interaction after the initial burst of activity? In Frederik’s case, he’d met the Site Owners once, but fiscal realities—
not to mention family disruption—meant that continuous travel was out of the question. Instead, he planned to use an in-house web
meeting service to provide the needed follow-on.
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Question 7. Have You Got Your Strong Champions?

In Chapter 5, we talked about the role of Executive Support in the user adoption process, and in Chapter 7, about the Embedded Champion
strategy. Have you lined up these people in your organisation?

In my Lotus Roadmap?® report from early 2010, | conclude with this paragraph:

... perhaps the greatest need that any organisation using Lotus Notes requires going forward is a strong internal leader to champion the
effective use of the technology throughout business operations. Most people don’t care what they use, but a vocal minority will argue
against whatever is put in place. For this reason, a strong leader to counteract this undercurrent is essential if the technology is going to
be used effectively. If such a leader cannot be found within your organisation, then regardless of the historical prowess of the technology
and the future plans from IBM, Lotus Notes will be left to die a slow and painful death.

This requirement is not just limited to Lotus Notes. Any new way of working will have its detractors, and the strongest counteraction
against detractors is internal people who will speak and actively champion the positive.

Any new way of working will

have its detractors, and the

My original plan with this book was to write 120 pages and then publish. But as you can strongest counteraction
see from what you are holding in your hands, it ended up being more than twice as . .
long! There's a lesson here: although you won't know the final state of your User agal nst detractors is internal
Adoption Approach, you have to start. Please don't get stuck in the “just-one-more- people who will Spea k and

thing-then-Vll-be-ready" trap. actively champion the positive.

It's Important to Start

Go! Learn! Adjust! And then Go some more!
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What To Do When Nothing Works

Perhaps you have started on your user adoption approach, and it’s not going all that great! Consider the following comments.
One respondent to the User Adoption Survey wrote:
Very little is working. The tool got in the way and people were reluctant to participate.

If this happens to you, it's time to shift into detective mode. Why did the tool “get in the way?” Interview the people who were involved, and
explore the reasons why the tool was less than effective. Ask why they were reluctant to participate, and what would need to change for
them to do so in the future. Don't leave it as a failure. Find out what was going on, and make plans for overcoming these problems in the
next round.

Another respondent to the survey wrote:
Nothing has yet worked well—we’ve tried classroom training and Pages on the Intranet so far.

Classroom training and Pages on the Intranet are both from Stage 2 of the model, so in the situation of this respondent, perhaps nothing
had been done to win people’s attention first. Or, from the sound of it, nothing had been done afterwards to Enliven Applicability and Make
It Real. There are strategies for both of these stages in this book—go back and work on your user adoption jigsaw!

Finally, a common observation is that younger people are more willing to embrace new ways of working than older people. That may be
true in your particular context, but it's no excuse for writing off the older generation. Perhaps their pushback and lack of support has more
to do with their reaction against the arrogant and rude younger people who have called them “out-of-date” and “so-last-year” whenever
new approaches have been advocated. Or they haven't been treated with respect. Or they haven’t had their learning and change needs
adequately taken into consideration.

So, don't write off older people just because they are less inclined to jump quickly into the action with their full support. You'll need to win
their attention and support—it may just take longer than younger people in the second wave. Note that there are some cases where the
most active participants in new approaches to work are among the older generation—they see the value, they see a path for them to make
a contribution, and they know how to use the technology. Due to their greater years of experience and their ability to coach and inspire,
they make a far greater contribution than many of the “younger” people in the same organisation.
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Summary

This chapter has given you permission to play with a jigsaw at work! It's the user adoption jigsaw, and it provides a simple but effective way
to get going with your User Adoption Approach. The basic idea is to choose one main strategy as the heavyweight for each stage of the User
Adoption model, but to feel free to complement the main strategy with one or two additional strategies if that is required.

Thanks to Frederik at Novozymes in Denmark, we took an inside tour of the User Adoption Approach they put in place for collaboration
team site owners. In light of their situation and culture, Frederik designed an approach to maximise their ability to spread good practice

around the organisation.

Finally, we looked into various factors to be considered when crafting your User Adoption Approach, and what to do about them. These
included culture, current state, credibility, and more.

In the next chapter we tackle the issue of measuring user adoption.
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Chapter 11.
Measuring and Evaluating User Adoption

The potential value of a new technology lies in the new and improved behaviours and practices that might emerge when the technology
is introduced to, and adopted by staff. It’s when people change the way they behave—for the better—and find better ways do their work.
That is when operational performance can be improved, when the organisation’s ability to innovate can increase, when people can
collaborate more efficiently and effectively, and when decision making can improve.7?

Oscar Berg

Embracing the approaches and strategies outlined in this book will cost money, time, and effort. | argued earlier in the book that user
adoption was a necessary part of achieving collaboration success, and have outlined a series of pragmatic steps to get there. Before closing
this book, however, we should talk about measuring and evaluating user adoption—
how to go about it, what that would look like, and the measures and metrics that
make most sense. For those in the thick of dev'eloping new collaboration The pote ntial value of a new
approaches, talk of measurement and evaluation can be an unwelcome thought. ) i

For the managers and executives funding the work, however, it is a way of tech n0|09y lies in the new and

assessing value. And therefore it's a critical topic. improved behaviours and
practices that might emerge when
the technology is introduced to,
and adopted by staff.

In this chapter, we will:
O Look at three principles for measuring and evaluating user adoption.

O Consider four approaches to measuring and evaluating user adoption.
These approaches are complementary, rather than either/or.

O Develop your own plan for measuring and evaluating user adoption, in line with the success you are seeking at your organisation.
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Principles for Measuring and Evaluating User Adoption

Peter Drucker is quoted for many topics, but his measurement quote rings true for this discussion—You cannot manage what you cannot
measure. Measurement is a means to an end, and that end is better management. To contextualise our discussion of measuring and
evaluating user adoption within a management framework, let’s consider three principles of measurement and evaluation:

1. Know what success looks like, and design appropriate measures to bring that out.
2. Use measurement to inform management.

3. Make measurement a way of life, not a one-off event.
Let's talk about each principle in turn.

Principle 1. Have a Clear Picture of What Success Looks Like

The first principle of measuring and evaluating user adoption is that we need to know what success looks like for our organisation at a
particular time in the future, and then design appropriate measures to bring this out. For example, consider the following visions of success
and the associated measures (see the summary in Figure 11-1):

1. If success for the organisation means broader participation by its employees in discussions, then the average number of comments
per discussion topic is an appropriate measure. You would want to add a second measure that brings out the spread of
contributions as well—to show the distinction between broad input from many employees compared to concentrated input from a
few employees. Input from many employees is better correlated with broader participation than frequent comments from a select
few.

2. When introducing an additional way of collaborating, success means that people transition appropriate activities to the new
approach and technology, so that the value being sought is gained by the organisation. For example, consider an organisation that
is introducing the option of new document collaboration approaches through Office Web Apps, which means that employees can
work on documents together without having to use attachments sent by email. In this case, the right measure is the ratio of
documents (or spreadsheets, etc.) that are developed using Office Web Apps compared to those that should be developed using
Office Web Apps but are still developed using email and attachments.
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3. Extending example 2 above, another way of introducing new document collaboration approaches is that it replaces the current
way of working together. In this instance, success means that people transition all their activities to the new approach and
technology, and stop using the older approach. The appropriate measure, therefore, is the percentage of documents developed
using Office Web Apps compared to those developed using email and attachments.

4. Perhaps success means greater transparency of work-in-progress, and this is enabled by using collaborative project spaces rather
than hidden email conversations. One measure of this will be the number of active projects that have an associated project space
that is being actively used for the project.

For each of these examples, management is possible based on what the numbers are showing over time. If the number and spread of
comments in a discussion are insufficient, strategies to encourage greater participation can be introduced. If the transition to new ways of
working together on documents is not taking hold, it signals that more work is required to show the value and benefit of doing so. If the
percentage of projects without an active collaborative team space is low, corrective action will be required.

Figure 11-1. Measuring User Adoption in the Context of Success

Broader participation by employees in discussions The average number of comments per discussion topic
The spread of contributions across employees

Employees transition some activities to the new approach and The ratio of documents developed using Office Web Apps compared to
technology. E.g., document collaboration with Office Web Apps those developed using email and attachments that should have been
developed using Office Web Apps.

Employees transition all activities to the new approach and technology. = The ratio of documents developed using Office Web Apps compared to

E.g., document collaboration with Office Web Apps those developed using email and attachments.
Greater transparency of work-in-progress, by using project spaces The number of active projects that have an associated project space that’s
being used

Ways of measuring and evaluating user adoption must be stated within the business context. Develop a picture of what success looks like, and then
design appropriate measures.
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One implication of this principle is that achieving high levels of sustained adoption of a technology or approach is not always good news—in
fact, it can signal a huge problem. Consider the high levels of adoption of email and meetings:

O High Adoption of Email. It's not uncommon for people to send and receive 5o-100 email messages each day, and in some
occupations and email-intensive corporate cultures, the numbers can reach upwards of 150-300 messages. The reality is that doing
justice to so many messages requires three-to-four hours a day of reading, thinking, and replying to the incoming flood of email.
Do we have high and sustained user adoption with email? Absolutely. Is it an effective way to communicate and collaborate with
others? Many are saying no.

O High Adoption of Meetings. People who spend three-to-four hours a day in email then spend the other half in a meeting room. If
you are going from meeting-to-meeting—you "“live in meetings”"—then you have high levels of sustained adoption. Are these
meetings effective? Some are, but many if not most are not. Again, we have high adoption of meetings as the way to work, but
these are usually seen as an ineffective way of working.

In summary, high user adoption of a particular technology or approach to working together does not mean that it is effective or optimal.
The general principle is to understand the band of optimal usage, and to initiate corrective actions if usage falls below or above this band.
Thus adoption could be:

* Too High. There is too much usage of a particular technology or approach, and users are complaining about the volume of
irrelevant activity. The task is to decrease usage.

*  Just Right. The level of usage is optimal for the conditions. The technology or approach is generally being used for the right
purposes, in the right volume, and is delivering appropriate outcomes. The task is to celebrate what's happening, and to sustain
optimal usage.

*  Too Low.There is insufficient adoption of a particular technology or approach. People are continuing to use older ways of working
together, and this is costing the organisation in time, money, and effort. The task is to explore why adoption is so low, and to use
various strategies to increase adoption.

For email and meetings, the strategies for dealing with these three bands of adoption are shown in the following figure—and clearly this
approach can be used with other technologies and approaches too.
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Too High
Need to reduce levels of
adoption

Just Right
Need to sustain current levels of
adoption

Too Low
Need to increase levels of
adoption
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Figure 11-2. Strategies for Dealing with Three Bands of Adoption

Explore alternatives to using email, such as
discussion systems, real-time document editing
(to replace document reviews by email), instant
messaging (for quick questions), phone calls,
and meetings.

Remind everyone about the principles of
effectively using email. Celebrate an effective
email culture.

Interview people to understand why they are not
using email when they could be. Have they
shifted to new ways of interacting? If so, no
change may be required. Are they relying on
paper-based processes ideally suited to email?
Help them make the transition to email. Are
they holding a meeting when an email message
would be sufficient? Encourage them to make
the change.

Analyze the types of ineffective meetings being held, and
interview people to understand why they are ineffective.
Introduce different ways of sharing information and keeping
people up-to-date. Introduce the principles of effective meetings.

Celebrate an effective meeting culture. Encourage people to
keep following the principles of effective meetings.

People are avoiding meetings and using never-ending email
discussions instead. The organisation is paralyzed by a lack of
decision-making and action. Institute the need for a meeting
when an email discussion is not leading to closure. Train on the
principles of effective meetings, and offer coaching and
facilitation services to help the new meeting culture take root.

Adoption can be too high, just right, or too low. Depending on the current status, different strategies will be required to shift adoption back to the

“Just Right” band.

Figure 11-2 shows an important nuance in the adoption discussion. There are various ways of achieving particular collaborative outcomes,
and new technologies only add to range of approaches. Guiding people to ways of

working together effectively involves a balancing act across current and new ways

of working. Some approaches will increase, while others need to decrease.

Guiding people to ways of working
together effectively involves a
balancing act across current and
new ways of working.
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Principle 2. Use Measurement to Inform Management

The purpose of measurement is informed management. We measure so we can manage better. Any measurements we make should fit
within the ethos of improving, enhancing, and correcting what’s happening. It's very common for easy measures to overwhelm the
measurement and evaluation discussion, particularly quantitative numbers that describe the current state of the system itself. It gets even
worse when these numbers are averaged per employee, and presented to three decimal points. For example, for a firm with IBM
Connections—although this applies regardless of the specific technology—those easy measures would be things like:

O The number of communities.
O The number of blog posts.

O The number of bookmarks.

The problem is these measures lack any context around the specific vision for the use of IBM Connections at the firm, and do not address
how the technology is supposed to improve the way the firm operates. Do the communities in IBM Connections add value to the vision? A
count of communities will not answer that question. Are the blog posts creating value or merely contributing digital noise? Again, a count
measure won't help with answering that. Broadly speaking, quantitative numbers that count items or artifacts in a system are unable to
provide information for better management. They are easy to gather, but useless for management.

Better measurements are possible, and will do more to inform the management

function than any of these easy count measures. They are, however, less easy to The problem is these easy count
gather by clicking a few buttons on a keyboard. It usually requires more time to
capture these measures, more time to reflect on what they mean, and more measures lack a ny context around
tolerance for broad strokes in place of precise (but meaningless) numbers. the specific vision for the use of

Let’s go back to the firm using IBM Connections. In the language of Collaboration collaboration tools at the ﬁrm’ and

Roadmap, we will assume the vision is to increase organisational effectiveness by do not address how the

reducing duplication of effort and deepening learning.7® The firm has employees tech nology is Supposed toim prove
in multiple countries, and these employees have usually worked on their own .

office-aligned projects, even though it was found that similar projects were the way the firm operates.
happening all around the world. Measures that could be used to gauge the
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adoption and usefulness of IBM Connections include:
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1. The percentage of communities that have active representation by employees who come from different offices.

2. The number of communities that have been merged with another community due to the discovery of overlapping interests and

focal areas.

3. The percentage of blog posts that receive comments from employees in other offices, where the employees did not previously

know about the existence of the blog nor the other employee.

4. The percentage of new projects that are set up in IBM Connections where
employees from multiple offices are included in the initial invitation to participate in
the project.

These are more difficult measurements to make, but they hold the promise of informed
management. If the percentages or numbers for any of the above measurements are not
where they should be (or where they should be trending in absolute terms or as a rolling

These are more difficult
measurements to make,
but they hold the promise
of informed management.

average), management can initiate corrective actions to bring the reality in line with the vision. See Figure 11-3 for examples of possible

corrective actions for measures 1 and 4.
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Figure 11-3. Using Measurement to Inform Management and Corrective Action

Historical Situation Desired Situation (Vision) Current Status (What's Corrective Action
Happening)
Communities are formed along From Measure 1. Increase the The percentage grewto 10% | Reach out to community owners and
office lines. Only 3% of percentage of communities with active = after six months, but then coach them on specifically searching
communities have employees membership by employees from flatlined. It has not changed out employees in other offices.

from different offices as members. = different offices to 60% within 2 years.  for the past four months.

Staff work on office-aligned From Measure 4. Increase the After an initial flurry of multi-  Set up discussions with the project

projects. Only 2% of projects percentage of projects with staff from  office activity, projects leaders at the three offices to explore

involve staff from multiple offices | multiple offices to 30% in 3 years. established from the largest why they are going back to using local
three offices are going back employees. Next steps will depend on

to using only local employees.  what we learn.

Measurements taken in light of the vision can be used to inform management and plan corrective action. If key vision-aligned measures are not
trending in the right direction, steps can be taken to understand why and resolve the problem. Such measurements have meaning in the wider
context, and link directly with where the firm wants to go.

Alternatively, if the vision for collaboration was tied to process efficiency—which is
the first value opportunity noted in Collaboration Roadmap—then the measures . .
would include elapsed time and process cost. The intent of using new collaboration Im p|ementatl0n measures then
technology and approaches would be the reduction of elapsed time and process cost your compa risons, concl usions,
over time. It would be helpful, however, to also consider the impact of the changes .. .
. o . . and decisions about corrective

on effectiveness and outcome satisfaction. The relentless drive for efficiency at any _ _

cost i often too costly. actions will be on shaky ground,

and open to attack from
adversaries inside your firm who
dislike what you are doing.

If you only have post-

Principle 3. Make Measurement a Way of Life, Not a One-Off
Event

The final principle is to make measurement a way of life. If you are going to measure
and evaluate user adoption after the introduction of a new technology or approach,
you need to have reliable measures about adoption and value from before the new technology or approach were introduced. If you only
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have post-implementation measures then your comparisons, conclusions, and decisions about corrective actions will be on shaky ground,

and open to attack from adversaries inside your firm who dislike what you are doing.

In the ideal situation, measures and evaluations should be set up in advance to gauge the current timing and cost for targeted processes,
process effectiveness, employee satisfaction with the current process, and levels of adoption by staff and other appropriate people. Once
the new technology and approach has been introduced, these same measures and evaluations are gathered over time, allowing for real
comparisons and effective decision-making about fine-tuning what's happening, or taking a different approach.

Figure 11-4. Comparing the Before and After Process

Traditional Process (Average over 3 Months')

Initial
Job Job Resume Face-to-Face Follow-Up Ref.
Phone . : Negouatlon/
Requisition | Posted Search/Referral Interview Interview Interviews Checks Acceptance

Dept.-wide Rich media Video call Reduce time/ Visual vs.
approval, job descriptions from local cost of travel voice-only
collaboration location discussions/

negotiations
Collaboration w/ Interview
exec. search firms Video vs. taping for
voice-only future eval.
assessment

Remote, on-campus
recruiting

Resume Initial
Search/ Video

Referral  |Interview

With Collaboration

Figure 3

‘Department of Labor Statistics

If a firm’s hiring process involves travel for face-to-face interviews, there’s an opportunity to use video conferencing for remote interviews. This can
result in a process time saving of 30%.
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Consider Figure 11-4, which shows an example from Polycom about how video conferencing can impact the hiring process.’ The traditional
process takes about three months, and includes a variety of steps. By using video conferencing for job interviews and internal discussions
rather than relying on travel, the process time can be shrunk by about 30%. Armed with this data, a firm now has a solid context for the
business improvement opportunity (“reduce the process timing by 30%"), as well as a good sense of the benefit of user adoption. If users
don’t adopt the new technology and approach, this business value cannot be gained.

Summary—Three Principles of Measurement

In this section we have defined three principles of measurement for user adoption. Use these principles to guide your selection of
appropriate measures.

Figure 11-5. Principles of Measurement for User Adoption

Regardless of the approach you take to measuring user adoption, be guided by the three principles above. They will keep your work grounded in the
business or organisational reality, and prevent a myopic focus on numbers at the expense of meaning.
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Approaches to Measuring and Evaluating User Adoption

Building from the three principles we have discussed, there are various approaches to measuring and evaluating user adoption. In this
section we consider four approaches to measurement and evaluation:

1. System utilisation.
2. Justified and unjustified expenditure.
3. The changing mix of collaboration systems.

4. End-user satisfaction.

Let’s look at each in turn.

Approach 1. System Utilisation

System utilisation is the most basic and easily accessible measure of user adoption. System utilisation is a basic (simple) measure because it
reports how much usage the system has garnered over a particular period, but doesn’t contextualise this within the wider context. It shows
a number, not the impact of that number. Measures of utilisation are easy to obtain, because collaborative systems usually report utilisation
counts, and if not, third-party reporting tools can be acquired to perform this task.

While system utilisation is a basic measure, it can be used effectively as part of your measurement and If 55% of em ponees

evaluation strategy. Here are four key ideas about its effective use: i
used the systemin

(o] Per.centages afe more mea.ningful than I’a\./V counts. Saying that 5oo people used the system Ma I’Ch, is that gOOd
during March is less meaningful than saying that 10% of employees used the system during 5
March. Percentages are better able to contextualise a number within the organisational or bad:
context.

O Trends are more meaningful than single numbers. If 55% of employees used the system in March, is that good or bad? Utilisation in
March should be shown in context of utilisation over the previous six or 12 months. If utilisation of a new system is increasing, then
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the new system is probably going well. If utilisation is decreasing or has flatlined, corrective action will be required, unless there is a
clear explanation as to why utilisation decreased. See Figure 11-6.

Figure 11-6. Monthly System Utilisation by Employees

Utilisation 30% 35% 45% 55% 60% 60% 70% 70% 55%

Change 5% 10% 10% 5% 0% 10% 0% -15%

System utilisation was rising steadily from July to February, but then dropped significantly in March. It dropped to a level not seen since October
(five months previous). Finding out why is critically important so that the appropriate corrective action can be taken. The result for March could be
an early signal of pending problems, or merely be reflective that many employees were on vacation during March.

O Rolling Averages Smooth Out the Lumps. The numbers in the utilisation and change rows in Figure 11-6 establish the absolute
usage, but stark changes in any one month can cause unnecessary concern—such as in March when many employees were on
vacation. Using a three month rolling average for utilisation and change eliminates these stark changes, and gives a more even
view on utilisation and change. See Figure 11-7.

Figure 11-7. Three Month Rolling Average of System Utilisation by Employees

Utilisation 30% 35% 45% 55% 60% 60% 70% 70% 55%
Average 37% 45% 53% 58% 63% 67% 65%
Change 8% 8% 5% 5% 4% -2%

Showing utilisation by using a rolling three month average gives a more even view of utilisation over time. It smooths out the months that have
stark changes which can be easily explained and don’t need to be highlighted as deviations from the normal range.
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O Thetrend in context of the opportunity is more meaningful than the trend alone. Showing the utilisation trend in context of the
utilisation opportunity is more meaningful than just showing the trend. If the opportunity is for 80% of employees to use the new
approach, and only 10% are using it, there is huge scope for increasing utilisation.

In summary, system utilisation is a basic but useful measure. Just remember that it doesn’t show the impact of adoption. Different
measures are necessary for that.

Approach 2. Justified and Unjustified Investment

The second measure involves looking at the investment in licensing costs and adoption efforts that have and have not been justified. In line
with the overall vision of improvement, money has been expended to purchase, install, and train people on new collaboration technology
and approaches. It is useful to look at the proportion of this expenditure

that has already been put to productive use, and compare it with the . .

proportion of this expenditure that has not yet been put to productive use. Look at the propo rtion of this

expenditure that has already been put
Consider an organisation of 14,000 employees that is embarking on the

collaboration journey. Its vision of improvement centres on raising the to prOdUCtlve US€E, and compare it with

effectiveness of its processes, and some good measures have been the propo rtion of this expend iture that
establis.h_ed t_o measure thi.s. The te_chnology costs €185 per erpployee, and has not yet been pUt to pI’Od uctive use.
the decision is to progressively roll it out over a three year period. When the
technology is implemented for each new group of employees, they will
receive adoption support at an average cost of €225 per employee. After three years, while the technology has been licensed for all
employees and everyone has received adoption support, actual adoption is only 36% of the employee base.
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Figure 11-8. Justified and Unjustified Investment

Technology Cost €185 per employee

Adoption Cost €225 per employee

Roll-Out Schedule 10% 30% 100%

Licensed Users 1400 4200 14000

Actual Users (%) 6% 17% 36%

Actual Users 840 2380 5040

Total Investment €574,000 €1,148,000 €4,018,000 €5,740,000
Investment Justified €344,400 €650,533 €1,446,480 €2,441,413
Investment Potentially €229,600 €497,467 €2,571,520 €3,298,587
Wasted

The failure to adopt new collaboration technology and ways of working results in wasted expenditure, missed opportunities, and a reduced chance
of achieving the initial vision that drove the investment in the first place. Adoption is critical to success.

There are two sides to keep in mind when looking at the reality portrayed in Figure 11-8:

1. We need to know the impact of the adoption by the 5040 people. We know that after three years 5040 people are using the new
collaboration technology and approaches to increase process effectiveness. What has this meant for the organisation—specifically,
which processes have been improved? For example, if we can show that the proposal creation process has been significantly
revamped, and that as a result we have increased our win percentage by 35%, and that this has led to incremental revenue of €20
million to the organisation, that's a great result. What other processes have been improved?
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2. We need to uncover why the 8960 people have not yet adopted. What are the root causes that have kept the other people from
adopting the new collaboration technology and approach? These root causes can run the gamut from lack of applicability, a poor
approach to engagement, no help with adoption (such as how to apply the new technology to current processes), insufficient
technical capabilities to support mobile workers, and so on. It could also be that the
change involved for these employees is a lot more complex than for the employees
who have adopted the technology to date, and that it will take a few more years for What are the root causes
the technollogy a.nd f'approach to be adopted and justified. By shifting into detective that have ke pt the other
mode and interviewing managers and employees who have not yet adopted the

technology, try to work out the root causes. peop|e from adOpting the
new collaboration

There are a couple of benefits gained by looking at the expenditure that is not yet in use. First,
) ; technology and approach?

for the expenditure on a specific project, efforts to increase the amount of usage reduces the
amount of wasted expenditure, and increases the likelihood of achieving the value that drove
the initial expenditure. Project teams are therefore able to show clear delivery capability for
projects of this nature, and will win confidence from executives for future endeavours. Project teams that fail to achieve the advocated
benefits and adoption will reap decreasing capability and lower executive confidence.

Secondly, it helps by gathering real-world data on the effectiveness (or lack thereof) of the current procurement approach, so that future
expenditures can be managed in a better way. In other words, if the approach to purchasing new technology is fundamentally broken,
gathering evidence about what usually happens post-purchase can provide the rationale for changing current approaches.
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Approach 3. The Changing Mix of Collaboration Systems

A third measure of user adoption is the percentage share of activity across different collaboration systems, and how this percentage share
is changing over time. This measure shows which collaboration systems are being actively used by different groups of people, and how their
usage is changing over time. For particular collaboration systems, if the percentage is low when it should be high, or high when it should be
low, more effort to change the balance of user adoption is needed.

For example, you could use this measure in the following situations:

O Acustomer service team in a call centre has to quickly respond to inbound customer calls. Customers are usually seeking insight
about how to resolve an issue with a new product they have recently purchased. Each customer service team member has
previously maintained their own personal question and answer file in an email folder, and
will send out broadcast emails asking for answers whenever a new question is asked. A
wiki has been introduced to bring the team together. It provides a way to capture What perce ntage of
frequently a‘.sked questions and answers, gives the customer'service teama c'ollaborative' questions are being
way of working together, and enables more accurate resolution of customer issues. In this o
context, the percentage of issues resolved by reference to the wiki is the key measure. If answered from the wiki?
the percentage is low, it signals there is significant room for improvement by including
additional questions and answers in the wiki—and getting away from answers hidden in
email. This may require hiring extra staff to help the team migrate answers from email to the wiki (including resolving conflicting
answers), or alternatively a restructuring of the incentives plan to eliminate the competitive ranking of service agents based on the
number of questions they answer during the day.

Figure 11-9. Questions Resolved By Email and Wiki

By Email 100% 95% 90% 80% 80% 80% 80% 80% 80%

By Wiki 0% 5% 10% 20% 20% 20% 20% 20% 20%

After a promising start, the customer service team has flatlined at 20% in its use of the new wiki for answering questions from customers. Most
questions are still being answered by looking through personal email records.
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O Asales department wants to add greater visibility to its pre-sales activities by creating a single place for all documents and
meeting notes for each customer opportunity. This will be used as a go-to-market differentiator when working with prospects on a
statement of work—there will be no more confusing back-and-forth of documents by email—and it will also make it easier to
transition the customer to a specific service and delivery team once the opportunity has been won. A SharePoint project site will be
used for each customer opportunity. The measure in this case is the percentage of active customer opportunities that have an
associated project site in SharePoint that is being actively used. We would expect to see this percentage increase over time as an
increasing number of sales teams use the new approach with new customer opportunities.

O Aproduct development team has to verify the capability of new suppliers to meet their requirements. This involves collating data
from multiple site visits by different people, and comparing-and-contrasting what each learns. This used to be done by sharing
spreadsheets by email, but a new system for supplier analysis has recently been introduced. The percentage share in this instance
is the number of new supplier verification activities that take place through the new system compared to the spreadsheet.

O Afirm of lawyers wants to transition contract authoring away from the current document management system, because it only
permits a single author at any one time. The new system allows multiple, simultaneous authors. The share of activity is therefore
the percentage of new contracts that are written in the new system, compared to those
that are written in the old document management system.

The percentage share of
Irrespective of the.specllﬁs S|tu'at|on, the.percentage shalre of collaborative aCtIV.Ity in the collaborative activity in
targeted system gives insight into what is really happening on a day-to-day basis. If the current
reality is different from the desired reality, you will need to increase your user adoption the ta rg eted system
activities. For example, if the percentage share in the new system is lower than it “should” be, g ives insig ht into what is
you need to find out why. Interview current users to explore what work is happening in the new .
system, as well as the work that is not happening there. Also interview people who should be real |y ha ppening on a
using the new system and are not, so as to understand why they are not doing so. If you learn day-to-day basis.
that they don't see the relevance of the new system to their work, investigate how to win their
attention. Or perhaps they haven’t received any help in applying the new system to their work, in
which case you will need to offer assistance through stage three strategies such as facilitated group re-imagining, one-to-one coaching, or

an embedded champion.
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Approach 4. End-User Satisfaction

End-user satisfaction is a good measure for user adoption. It gives a sense of how satisfied users are with current collaboration approaches
and technologies, as well as providing insight into the appetite for new approaches. Statements such as the following can be used to tease
out the nuances of end-user satisfaction:

1. "“The new system helps me to do my job.”

2. "“The new system provides a better way of working than the previous system.”

3. “lthink we should use the new system for more tasks and activities in our team.”
4. “lrecommend the new system to other teams and groups in our organisation.”
5. “l'have the tools | need to do my job.”

An appropriate measurement scale, such as a five- or six-point Likert scale, is joined with each statement to uncover the levels of
satisfaction and dissatisfaction across a group of end-users.2° A five-point Likert scale requests end-users to choose one option for each of
the above statements. Common wording for the five options are: Strongly Disagree, Disagree, Neither Disagree nor Agree, Agree, and
Strongly Agree. It is also good practice to include two other options—Not Applicable (NA) and Don’t Know (DK)—so people have a way of
not answering questions that don't apply to their situation. Due to the nature of Likert scales it is not appropriate to average the results, but
it is fine to report the median—the middle value in a list of results.

Administering an end-user satisfaction survey is relatively easy. It is likely that your existing collaboration technology offers a survey or
polling capability, and if so, it's a matter of learning how to use what you already have. The biggest issue will be choosing the right set of
statements to tease out end-user satisfaction in your organisation. Feel free to start with the list above, or if satisfaction surveys are a
regular part of assessing other systems in your organisation, talk to your peers who are already deeply into this approach. If your
organisation does not have survey capabilities, search the internet for a survey service—such as SurveyMonkey (www.surveymonkey.com).

The second biggest issue will be analyzing the results appropriately, and deciding what to do as a consequence of what you learn. This
needs to be done across the set of results, rather than taking one measure in isolation. For example, let's assume the five questions above
are asked, and the results are as shown in Figure 11-10. For each of the results, a next action is proposed—either as a celebration, or to
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uncover the meaning behind the number and make plans to improve it. Note that this analysis in done within the context of all five

statements and their ranking.

Figure 11-10. From Measuring End-User Satisfaction to Taking Action

Q1. The new system helps me to do my job
Q2. The new system provides a better way
of working than the previous system

Q3. I think we should use the new system for
more tasks and activities in our team

Q. | recommend the new system to other
teams and groups in our organisation

Qs. | have the tools | need to do my job

4 Good result, but interview a couple of people with low scores to understand where
the new system is failing.

4 Mini-celebration! The new system is a clear improvement over the old approach.
Good work.
3 Perplexing result. If the new system is better, why are people not overly keen to

use it more? Interview some of the employees and the team leader.

3 Again, somewhat perplexing. What's holding people back from recommending the
new system to other people?

2 Whoa! Something is clearly missing from this team. Time to find out what it is, and
make plans for fixing it.

Measures of end-user satisfaction can be used to plan appropriate next actions for the new collaboration technology and approach. Celebrations are
in order for sustained high numbers; interviews and further discussions when the numbers are low.

Finally, it is worth exploring whether there are significant regional differences in the results and why that is happening. For example, if one
of the medians for employees in Europe is a two, and for employees in the United States is a four, try to find out why through discussions,

interviews, and one-to-one coaching.

Summary—Approaches for Measuring User Adoption

In this section we have looked at four measures for user adoption. These measures are complementary, because they provide insight to the
value of adoption from different perspectives. While it is possible to use a single measure for adoption, using multiple measures gives a
more rounded picture of the adoption reality, and provides better evidence for planning next actions to increase or decrease adoption.
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Developing Your Measurement Strategy

In light of the principles and approaches for measuring and evaluating user adoption discussed in this chapter, your task is to develop an
appropriate measurement strategy for your organisation. If you have just started on your collaboration journey, the number and complexity
of the measures you use will be fewer than if you have been on the collaboration journey for some time. Here’s some ideas:

1. Focus on Value. Concentrate the measures you choose on the areas of value your organisation wants from new ways of
collaborating. The greater clarity you bring to the reason that new ways of collaborating are important, the greater ability you have
to design measures to highlight the transition you are seeking. Making the new
ways of collaborating real implies that you know how to assess whether you are
gaining what you were originally seeking.

The greater clarity you bring

to the reason that new ways of
2. Measure to Manage. Collecting usage statistics and assessing user satisfaction llab . .
levels should only happen within a commitment to active management. The collaborati ng areim portant,
results gained may give pause for a momentary celebration, but they should the g reater a bl||ty you have to

always be seen in light of desired future improvements. If everything is going well, dESig n measures to h Ig h |Ig ht
ask “"How can we improve?” If everything is going poorly, ask *How can we

improve?” The question is the same, regardless of the result. If you are not going the transition you are seeki ng.
to do anything with the results, don’t bother collecting them.

3. Start Simple. Starting with simple measures almost guarantees that you will start. Track the simple measures—number of users,
number of projects with an active team space—for six to 12 months, looking at the trend over time. As you gain greater experience
with the new tools, and greater insight into the behaviours you want to see, introduce complementary measures to highlight these
changes.

4. Make It Personal. While it's important to have a sense of what's happening across the whole organisation, you should also make the
measures of participation and use personal. Managers and team leaders should be able to see how well their individual team
members are participating in the approaches to work, and should have the resources they need to encourage greater adoption by
individuals. If the new way is going to become the “now” way, individuals need to know how they need to change.

In closing, measurement provides a means for assessing progress, and can be used to prioritise and justify additional investments. Choose
your measures wisely.
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Summary

We have focused our attention in this chapter on how to measure user adoption. This involved a brief review of three principles of
measurement, along with an analysis of four different but complementary approaches to measurement. The most important point to take
away is the need to see measurement as a means to an end; the end being more informed management. For example, if a particular
measure reveals a low level of user adoption, corrective action will be required to increase adoption to a more desirable level. If it shows a
high level of adoption—and that this adoption isnt right for the organisation, corrective
action to reduce the level of adoption will be required. ) )

The most important point to
In our penultimate chapter, we discuss how to work with advocates of the old way of take away is the need to see
working. They are likely to be the first wave adopters from the previous generation of
collaboration technology and approach, and therefore need to be treated appropriately. measurement as a means to
Various strategies for working with these people are outlined. an end,- the end being more

informed management.
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Chapter 12.
Working with Advocates of the Old Way

What has been will be again, what has been done will be done again; there is nothing new under the sun. Is there anything of which one
can say, "Look! This is something new"? It was here already, long ago; it was here before our time.

Ecclesiastes 1:9-10 (NIV)

When it's time to introduce a new collaboration technology into your organisation, some people may actively oppose what you are doing.
They are the advocates of the collaboration technologies that your work is going to replace. They won't always fight against what you're
doing, but the likelihood is high that they will. If you aren’t facing such a situation

in your organisation, then breathe a sigh of relief and jump to the last chapter of L )
this book. If you are facing this situation, read on. When it's time to introduce a new

collaboration technology into your

organisation, some people may

O Learn about working with the people who were the advocates of previous actively oppose what you are doi ng.
ways of working.

In this chapter, we will:

O Consider some options for dealing with the collaboration technologies of
yesteryear.

O Contemplate various strategies for working with the advocates of previous approaches to work.

O Remind ourselves that while we can make a deliberate effort to work with them, we can’t solve all their issues.
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Why Will They Resist?

Expecting advocates of the earlier way of doing things to give wholehearted support to what you are doing is naive. Let’s be honest: it's
going to be hard to get their support. For IT professionals, they have built their careers, their reputations, and their contributions within
your organisation around a particular collaboration tool, and you are undermining all their work. For business people, they may have been
the executive sponsor and champion for a previous way of approaching work, and

our efforts are going to do away with what they see as a hallmark contribution of . .
g 9omng Y Y Expecting advocates of the earlier
their career. ) ) ]
way of doing things to give

it?

S0 what can you do about t: wholehearted support to what
you are doing is naive. It is going

What Happens to the Technology?
to be hard to get their support.

The question about what happens to the older technology is easier to answer than

the question, "What happens to the people?” The technology question is easier

because you can make some hard-headed decisions about what's going to happen, and as long as you are strong enough to see it out, it is

just a technology. It doesn’t have feelings!

Here are the various options available on the technology side.

O Automatically migrate current projects to the new technology. Depending on the technology you are looking at shifting from and to,
there may be migration tools available from the “new” vendor, or from participants in the wider ecosystem. If such tools are
available, they can shave significant time and effort off your migration work. You will have to weigh these against the human cost
of manually making the transition. For example, there are quite a few vendors who will help you shift data from Lotus Notes into
Microsoft SharePoint. There are fewer vendors who will help you shift the application designs though, and custom applications will
generally have to be re-developed within SharePoint. While the two platforms are similar for some things, it's not a simple point-
and-click migration.

O Transition with a Bulk Loading Party. An alternative to automated migration is to work alongside teams so they shift across the
documents and data that have ongoing importance. Take another look at the Bulk Loading Party strategy in Chapter 9, which is
less about automated data migration, and much more about data migration within a social context.
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O Let current projects finish on the old technology. Another option is to let current projects finish on the old technology, and start all
new ones on the new platform. This means that teams currently using the old technology are able to keep going without being
undermined or penalised by forcing them to change mid-way through a project. If they were to change, it could lead to a
significant short-term productivity decrease for the team (but on the other hand, if what you are offering is significantly better, and
their project still has some years to run until completion, it may be worth getting them to make the transition to the new
technology immediately). Note that if you take this hybrid approach, you will have some project members who are straddling the
two technology platforms for a while.

O Let the current platform languish with no support. In other words, stop actively supporting the old technology, and let people hear
that the new stuff is happening elsewhere. If they want to be part of it, they’ll have to shift across—and it's their decision whether
to migrate their data or not.

There are pros and cons for each approach, but until you start discussing the options with the people in your organisation, you won't get a
sense of what is the best option.

What Happens to the People?

Now let’s come back to the key concern of this chapter: What do we do about the advocates of an earlier way of working?

With the material we've discussed to date, we have been talking about “second wave” people. They have a job to do, but don't feel a great
connection to the technology itself. With advocates for an earlier way of working, you

are often dealing with “first wave” people from a previous generation. What can you . .
do? With advocates for an earlier

way of working, you are often

1. You canignore them, and wait for them to leave. . . e .
dealing with “first wave” people

2. You can try to get them on board with the new effort. from a pI’EViOUS generation
If you are going to ignore and marginalise them, take whatever approach you think They feel a great connection to
will work best. You'll make enemies, but that may be a cost you have to bear. the earlier tech noloqy.

I'm arguing for a different approach: Try to get them on board with the new effort.
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Given their involvement in earlier efforts, it is highly likely that they know a lot more about the way your organisation works than many
other people. If you can win their support, you will be much better placed to make a success of what you are doing.

One way to think about winning their support is to use a mixture of reason and emotion.

O Forreason, talk about facts. The reasoning approach focuses on the facts of the situation. For example, the new tool can do things
the old one cant (or can’t do as effectively); the decision was made as a consequence of looking at three broad factors; senior
executives are actively supporting the new approach. As facts, they can be measured and evaluated.

O Foremotion, talk about implications. The emotional part talks about implications. As emotions, they can be believed or rejected, but
it's harder to put an absolute measure on them. If they support this, their career will be more secure. They have proven their value
to the organisation over many years, and their support of this new initiative will mean they can continue having a positive impact.

Let’s take a look in more detail at seven useful strategies.

Strategy 1. Show Them What the New Can Do That the Old Cannot

The first strategy is to demonstrate what the new technology can do that the old technology cannot. Perhaps it's a particular way of
streamlining key tasks within team projects. Perhaps it's a new way of structuring and sharing data among distributed team members.
Perhaps it's a new way of forming collaborative groups.

Demonstrate the differences, and be prepared to discuss how the new technology compares with the old. People will have a lot to say
about that.

Strategy 2. Discuss the Decision Process Share how the decision

A second strategy is to share how the decision to move to the new platform was made. If it was to move to the new

the result of a 12-month comparative investigation by a cross-functional team with senior platfo rm was made.
executive sponsorship, say so. If there was representation from people who ran the old

technology, then name those people. If the evaluation project was divided into three main strands

of work—one looking at technology, one at the financial implications of two approaches, and the third looking at strategic factors—bring
along a copy of the terms of reference for the project.
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Linking your current discussion to the overall decision process, and helping them see that a clear process was followed, may reduce any
resistance or desire to undermine your work.

Strategy 3. Get Senior Executive Support

If the decision has already been made, senior executives can be brought into the discussion to lend support for what's happening. It would
be inappropriate to take this as a first strategy, but for particular individuals whose support is critical, a clear discussion with a senior
executive may be all that's required.

You will need to brief the senior executive you choose on the probable push-backs (“but our current tools can already do all that”) and
arguments (“it's a waste of money”) that they are likely to hear. They will need good answers—from the factual to the strategic—to get out
alive.

Strategy 4. Set the Strategic Direction

Another strategy is to step up the discussion from features and functions to the overall strategic direction. Perhaps it's about rationalisation
of vendors. Perhaps it's about delivering a more integrated approach to IT tools for collaboration, search and business process
management.

Perhaps the decision has been made to purchase a new Enterprise Resource Step up the discussion from features

Planning (ERP)orCustomer'ReIajcion.ship Management (.CRM)appIication,.and and functions to the overall strategic
as a consequence, there are implications for the messaging and collaboration

platform. By switching to a new platform, it's less about features or functions direction. Perha pPS it's about
b(?cing better or different, and more about delivering an integrated IT rationalisation of vendors. Or about
infrastructure.

delivering a more integrated toolset.

In other words, arguments about “but our current tool can do that” are rendered

ineffective because it's not about specific features and functions. It's about

strategic alignment—the new tools come from a particular vendor (whereas the current technology does not), the new tool integrates
better with another new IT platform (whereas the current technology does not), and so on.
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Finally, perhaps it's about shifting away from cutting edge vendors with all the new tools, to more strategic IT vendor partnerships. For
example, this could happen within the Enterprise 2.0 market. An organisation may decide to replace the incumbent provider of enterprise
wiki tools with a vendor who offers enterprise wiki capabilities as part of their broader platform.

Strategy 5. Contextualise Within Industry Trends

If you can, demonstrate the link between what your organisation is doing and wider industry “trends”"—however you choose to frame your
industry and the trends therein. If you can demonstrate that the new technology and approach is necessary to support ongoing competitive
positioning, or that strategic business partners are shifting to the new technology and so you need to as well, or that new products or
services will be delivered to market faster-better-cheaper as a result of the new approach, then do so.

Strategy 6. Follow the 80% Rule

With all these strategies, keep in mind that you cannot solve all their problems, nor can you eliminate the fact that what they have worked
long and hard for is disappearing. You can be respectful in your dealings with them, and can make special allowances to get them on board,
but you can’t solve all their issues. There will come a time when they have to
choose to actively support the new approach or not—but that is ultimately their

choice You cannot solve all their problems,

nor eliminate the fact that what they
Strategy 7. Remember Your Work Will Be Replaced One Day have worked Iong and hard for is

Finally, remember that there will come a day when what you are currently d ISappearing. You can be respethU| In

advocating for will be the “old way.” Something new will come along. Someone  ouUr deali ngs with them thoug h.
new will be the advocate for the new way. You will be entrenched in a mindset

around what you put in place. You will be seen as the “old guy” or “old gal.”

When that happens, how will you want to be treated? Whatever you decide is right, act that out now towards the people currently in that
category.
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Summary

There is another group of people who you will need to work with during your user adoption work—the advocates of the “old way” of doing
things—and this chapter has proposed special strategies to use when approaching them. If you can, get them on board. If you can't, give
them a gracious way to exit.

Now to our final chapter, where | recap the journey we have taken together, and outline five specific actions you can take in the next stage
of your user adoption journey.
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Chapter 13.
Final Thoughts

A journey of a thousand miles begins with a single step.
Ancient Chinese Proverb
You made it! Congratulations for getting to this, the ultimate chapter of User Adoption Strategies. We've walked a good journey together,

and now it's over to you. The purpose of this chapter is to briefly review our journey, and to preview what comes next. That might mean
taking separate paths, or it may mean walking together for some more time yet.

In this chapter, we will: Ajourney of a
O Review the main ideas in User Adoption Strategies. thousand miles
begins with a

O Learn about the User Adoption Strategies Workshop and Public Workshop. .
single step.
O Be pointed to other resources | offer on strategies for making collaboration work.



Chapter 13 Final Thoughts 280

Recap and Review

The fundamental purpose for this book was to set out everything | have learnt about encouraging second wave people to adopt new
collaboration technology and the way of working it encourages. The default approach of "Build It and Throw It Out There” isn’t working, and
it's time for a revolution in the way user adoption is handled.

I have made the following points in this book:

o

User adoption is the main challenge when introducing new collaboration technology into groups and organisations, but is
frequently treated as an afterthought, or worse, ignored altogether. There is a high cost in failing to be intentional about user
adoption. This was the focus of Chapter 1.

Work on user adoption isn't an isolated event—it’s part of a wider context. Chapter 2 talked about the wider context, and
advocated two contextual models that treat user adoption as an integral element of the process.

The introduction of new collaboration technology requires that people change the way they work—sometimes in big ways,
sometimes in smaller ways. Regardless of the magnitude of the change, having an appreciation about what brings about change in
people and groups is fundamentally important. Chapter 3 introduced various change models and theories, and Chapter 4 got
specific about different types of collaboration technologies.

There are four broad stages in a user adoption approach—Winning Attention, Cultivating Basic Concepts, Enlivening Applicability,
and Making It Real. Chapter 5 introduced these four stages, and Chapters 6 through g talked about key strategies that could be
used in each stage—including the Executive Support and the Sandbox for Experimentation strategies. Data from a recent global
survey on the use and effectiveness of user adoption strategies was also featured in these chapters.

Taking the ideas, frameworks and strategies outlined in this book, it's ultimately your responsibility to choose how to approach
user adoption at your organisation. Chapter 10 talked about how to create a User Adoption Approach, introduced the user
adoption jigsaw tool, and covered some of the additional considerations you will need to think through. Chapter 11 focused on
measuring user adoption, and set the question within a wider framework.

When new collaboration technology is introduced into an organisation, there are usually “implications” for the people who
advocated and supported earlier collaboration technologies. Chapter 12 provided some ideas on working with advocates of earlier
approaches, and emphasised how getting them on board with the new approach and technology will pay dividends.
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Five Additional Resources for Your Journey

I have five additional resources to help you on the continuation of your user adoption journey. These are:
1. My blog, other books, and research reports.
2. The one-day User Adoption Strategies Workshop.
3. Thetwo-day User Adoption Strategies In-House Workshop.
4. Consulting services on making collaboration work.

5. A conversation by phone about your journey.

Resource 1. Read my Blog, Books, and Reports

I have written a lot over the past decade, covering many different areas related to collaboration. It may be that some things I've worked on
previously will help you—in addition to what you’ve found in this book.

Check out the following resources:

O Iwrite a blog on collaboration, with a focus on culture, governance, and adoption. Feel free to visit my blog at
michaelsampson.net/currents/, or subscribe for automatic updates via RSS.

O I'write a monthly newsletter. Subscribe at michaelsampson.net/getnewsletter/.

O | have written other books on strategies for making collaboration work. See michaelsampson.net/books/ for the current list.

It's all there for the taking. If you can't find what you are looking for, please contact me via my web site at michaelsampson.net/contact/.



http://michaelsampson.net/currents/
https://michaelsampson.net/getnewsletter/
http://michaelsampson.net/books/
http://michaelsampson.net/contact/
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Resource 2. Attend the Public Workshop

There's a time and a place for merely reading the contents of this book, grabbing the opportunity to make a difference with both hands,
and running with it. If that's you, go well, and | wish you all my best.

There is equally a time and a place where hearing this material directly from me will add greatly to your ability to implement the ideas in
this book. If that’s you, then let me tell you about the User Adoption Strategies Public Workshop.

The Public Workshop is a one-day event. It gives you an opportunity to step aside from the busyness of your day-to-day work, and meet
with 15-25 other people from your city who are interested in user adoption. During the course of our day together, | work through the User
Adoption Strategies material (as presented in this book), and you will have opportunity to discuss, debate and localise what you are hearing
through conversations with myself and the other attendees. Given that people from multiple firms attend each seminar, you get to hear
what other people are doing too.

Emma attended one of my seminars in London, and had this to say: | had some awareness of the subject from skimming through the book, but
it has been REALLY useful to have you go over this and use examples and hear what other people do. The user adoption information was very

useful!

Here's the standard agenda for the public seminar:

09.00am Opening Comments and Introductions
09.30am Context and Models

10.30am Morning Break

11.00am Winning Attention (Stage 1) - Group Learning
12.00pm Cultivating Basic Concepts (Stage 2)
12.30pm Lunch

1.30pm Enlivening Applicability (Stage 3) - Group Learning
2.30pm Making It Real (Stage 4)

3.00pm Afternoon Break

3.30pm Measuring User Adoption

4.15pm Your User Adoption Approach

4.50pm Closing Comments

5.00pm End of the Public Workshop
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See michaelsampson.net/public-events/ to learn more about the User Adoption Strategies Public Workshop.

Resource 3. Host the In-House Workshop

As Emma said above, it can be very useful to hear the User Adoption Strategies material from me and learn what others are doing through
the Public Workshop. On the other hand, there’s a lot of value in having a more focused session just for your organisation. That's the role of
the In-House Workshop

The User Adoption Strategies In-House Workshop is an intensive two-day session around the material in this book. There’s a reason | offer
it: people get a lot of value from working through this material in the context of their work and in conjunction with other people from their
organisation. It provides a forum to get everyone quickly to a similar starting place and to help with creating a shared strategy for user
adoption

Here's the basic outline of the workshop:

O Aninitial discussion of your collaboration strategy and previous history with collaboration approaches and technology. This sets
the scene for our time together.

O Aseries of presentations on each of the topics in User Adoption Strategies, along with the most up-to-date case studies.

O Discussion and debate about the various ideas. The purpose of this is to give you and your colleagues a chance to reflect on the
ideas within your context.

O Individual and group exercises to apply the ideas that resonate with your firm, and work out how to implement them.

There is flexibility in the workshop too. For some of my clients, the standard workshop—as above—is all they want. For others, they want
something special. For example, they might want me to lead a focus group with one or two of the business teams during the course of the
two-day workshop. This gives them opportunity to watch how | engage with the business—thus learning how to do it themselves—and it
can also serve as a kick-start to uncovering key areas for investment and focus with business teams. Many of my clients have found that
having an external person involved in this way gives credibility and visibility to efforts around user adoption that they can’t get by
themselves. For more information, see michaelsampson.net/workshops/adoption/.



https://michaelsampson.net/public-events/
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Resource 4. Engage Michael for Consulting on Collaboration

As a Collaboration Strategist, | advise end user organisations on making collaboration work. This means | bring expertise and facilitation
skills to bear on specific collaboration challenges for clients. The common elements of these are an external viewpoint, the development of
capability among internal staff, and review or development of the collaboration strategy.

Here's the type of consulting projects | have worked on during recent years:

O External review of the intranet at a central government department in New Zealand, with recommendations on improvement. The
project also involved writing position papers assessing the applicability of various knowledge management and collaboration
strategies for the department.

O External input into the collaboration and SharePoint strategy for a law firm, both through position papers and by “holding court” at
their premises. For the latter, we meet for a day once a year to discuss and explore their current challenges and issues. | offer my
perspective as an interested but removed outsider.

O Strategic audit of the intranet and collaboration strategy at a high-tech organisation, and their use of Jive to support different
forms of collaboration.

O Facilitation of capability development in the area of user adoption strategies for new collaboration tools and approaches at a risk
management firm in Europe, along with drafting the initial strategy.

O External input into the collaboration strategy and decision approach for a new collaboration technology platform for a global
professional services firm.

O Development of scenarios for new ways of working based on the availability of new collaboration technology, as input into the
collaboration strategy for a global strategy consulting firm.

If one of your projects would benefit from my direct involvement, let's schedule a discussion. It's always a delight to work directly with
people around the world, and see them make significant improvements as a result of joint work.

For a longer list of recent consulting projects, see michaelsampson.net/clients/. To discuss how you can engage me to assist with your
collaboration projects, please contact me via michaelsampson.net/contact/.
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Resource 5. Let’s Discuss Your Journey
I'd love to learn about your user adoption journey, and how the ideas in User Adoption Strategies are helping you. For example:

*  What s the context in which your work with user adoption is taking place?

*  What types of collaboration technologies are you looking at introducing, and why?

*  What strategies are you embracing for your User Adoption Approach, and how effective have you found the different strategies?
What's working really, really well?

If you are open to the idea, then maybe your story can become part of a featured case study on my blog, thereby providing an avenue for
others to learn from your good (or not-so-good) experiences. Let's spread around what we are learning in regards to user adoption, and

help others minimise the pain they have to go through.

The best way to set up a time to talk is to contact me through my web site, using michaelsampson.net/contact/.

Now It's Your Turn ...

Thank you for the privilege of sharing the thoughts in this book with you. | wish you every success in your User Adoption journey, and look
forward to meeting you in person.

Now it's your turn to take the next step.

Go and do great work!


http://www.michaelsampson.net/contact/
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1 Scott is the Managing Partner and CEO at Jornata, a business and technology services provider in the United States. This quote is based on a presentation he gave at the
SharePoint Conference in Las Vegas in October 2009. See www.jornata.com.

2 One of Lee’s recent presentations is called 8 Things You Must Do To Drive SharePoint 2007 and 2010 User Adoption, available to view at www.slideshare.net/leereed/driving-
sharepoint-user-adoption. You will meet Lee later in this book; he writes a sidebar in Chapter 7.

3 Kim’s post can be read at the Mindsharp Blogs web site, sharepoint.mindsharpblogs.com/Kim/archive/2009/12/08/How-to-Increase-SharePoint-End-User-Adoption-.aspx.
Kim talks about pain points, overcoming the pain points, and where to get help.

4 Clare’s white paper, SharePoint: Barriers to End User Adoption—and How to Overcome Them, can be downloaded (no registration required) at blog.pentalogic.net/SharePoint-
End-user-adoption.pdf

5 For example, see the Global36o white paper, How are Businesses Using Microsoft SharePoint in the Enterprise: Market Survey Update for 2011, available at www.global360.com/
download/sharepoint-survey. Another report is from Azaleos—SharePoint Census 2011: State of the Market—available at www.azaleos.com/whitepapers/signup/SharePoint-

Census-2011--State-of-the-Market.

6 Socialtext’s white paper on user adoption is available for download at www.socialtext.com/products/wp_implementation.php. Registration is required. The paper proposes
six steps to drive social software adoption, including (1) encourage a range of use cases, (2) recruit energetic champions, and (4) focus on repeated activities.

7 NewsGator’s white paper on user adoption is available for download at www.newsgator.com/webinars/2009/roadmapsocialcomp.aspx. Registration is required. Like
Socialtext’s white paper, NewsGator’s proposes six key steps within an adoption roadmap, including (1) identify business problems and goals, (2) define use cases to help solve
business problems, and (5) identify obstacles to participation.

8 With Business Objects no longer being a standalone vendor, the white paper isn’t available directly anymore. If you want to track down the white paper, search for Achieving
User Adoption: How to Unlock the Full Value of a Business Intelligence Implementation.

9 See User Adoption is the #1 Challenge for Business Intelligence Too, at michaelsampson.net/2010/11/16/uas-bi/.

10 You'll meet Jason Whitehead again later in this book; he writes a sidebar entitled Re-Thinking WIIFM?, starting on page 73. Until then, read Jason’s blog post on financial
modelling of less than perfect user adoption at trituns.wordpress.com/2010/01/04/the-business-case-user-adoption/.

11 If | take off my “user adoption within the enterprise” hat and think back to earlier in my career working for a large telecommunications company in New Zealand, this type
of sensitivity modelling was central to my work. Part of my role was to forecast the potential impact of introducing new services to market. The driving question was always
about return on investment, and one of the key factors was our assumptions about how quickly potential end users in New Zealand would adopt the new service.

12 | thought | came up with the "second wave" phrase and idea, but just a few weeks before going to press | discovered two other people using it. After picking myself up off
the floor, | decided to continue with the theme in this book. However, for the record, Nancy White used the phase in November 2006 (see www.fullcirc.com/,log/2006/11/

second-wave-adoption.htm), and the team at Headshift used it a couple of times in 2009 (see www.headshift.com/blog/2009/05/secondwave-adopters-are-coming.php from
May 2009 as one example). | like the elegant simplicity conveyed in the phrase, so | will join with the great people who have already used it.
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13 Stephen is an expert on search and content processing. This quote is from Stephen’s October 2009 blog post on SharePoint and user adoption, at arnoldit.com/wordpress/
2009/10/11/sharepoint-and-user-adoption/. The article questions whether the user adoption problem for SharePoint specifically points to more fundamental and core issues
that Microsoft has to resolve—around interaction design, for example.

* McKinsey & Company, Building the Web 2.0 enterprise: McKinsey global survey results, 2008. See www.mckinsey.com/clientservice/bto/pointofview/pdf/
building the Web enterprise.pdf.

*> The SharePoint Collaboration and Governance masterclass is based on my book, SharePoint Roadmap for Collaboration. The public masterclass is a one-day success pitch for
organisations working with SharePoint—it teaches them how to think through the business, technology and people aspects. Learn more at michaelsampson.net/public-
events/.

*Thomas Claburn, Genentech Fights Social ‘Noise’ By Setting Goals, The BrainYard, November 2011. See www.informationweek.com/thebrainyard/news/231903082/
genentech-fights-social-noise-by-setting-goals.

*7 For more on Collaboration Roadmap, see michaelsampson.net/collaborationroadmap/.

8 This model originally appeared in Messaging News magazine in February 2008, and is reproduced here with permission from the publisher—thanks Jeff. See
www.messagingnews.com/story/investing-collaboration-tools.

*9The 7 Pillars framework, more fully entitled The 7 Pillars of IT-Enabled Team Productivity is available for free download. It's 5o pages long, and each of the seven pillars talks
through the current practice, examines the productivity impacts of current practice, outlines an ideal future, talks about the productivity benefits of the ideal, and reviews
some products from 2005 that went some way towards meeting each pillar. See michaelsampson.net/reports/reportosoio/ to get your free copy.

2° See Chapter 2 in Collaboration Roadmap: You've Got the Technology—Now What? for the three frameworks (teams, groups, and organisations), as well as an expanded

discussion on the collaboration scenarios approach. michaelsampson.net/collaborationroadmap/.

1 Lee Bryant from Headshift in London included this quote in his Behavioural transition strategies for E2.0 blog post in August 2009. See www.headshift.com/blog/2009/08/
behavioural-transition-strateg.php. Note that Headshift is now part of the DACHIS Group, a global advisory practice focused on bringing social technology to the enterprise.

*2The actual quote is “People don't resist change. They resist being changed!" by Peter Senge, so even my version goes beyond what Peter says. See www.leadershipnow.com/
changequotes.html.

3 Oliver Widder shares his view of current events on Geek And Poke, a blog filled with cartoons. His cartoon on user adoption is from 2007—see geekandpoke.typepad.com/
geekandpoke/2007/11/user-adoption-i.html. Subscribe to Oliver’s blog for regular updates.

24| don't know if Martin is the originator of the quote as such, but | heard it first from him at a conference in Europe in 2010. So | treat it as “"Martin’s quote.” For more on Martin
White, his books, and his consulting work around intranets, see www.intranetfocus.com.

5 For more on protecting success, see Melba Kurman's February 2011 article, Why People Resist Change, at Innovation Excellence. www.innovationexcellence.com/blog/

2011/02/19/why-people-resist-change/.
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*6This quote is from Slide 5 of Marc Elsmar’s presentation Discovering Change. See elsmar.com/Discovering Change/sldoo1.htm.

*7 Among other resources, this discussion on the Stages of Change model is drawn from www.addictionalternatives.com/philosophy/stagemodel.htm.

8 For more on the Change Journey, see www.changejourney.org.

9 Wikipedians have written much on the topic of culture. See en.wikipedia.org/wiki/Culture.

3° The session was called The Cardinal Rules of User Adoption (see www.salesforce.com/dreamforce/DFog/pdfs/ADMNo17_Williams.pdf). John McGuigan of Fiberlink
Communications presented their approach to user adoption, and included this excellent chart about the short-term and long-run effectiveness of different philosophies of user
adoption for the Salesforce customer relationship management system. Please note that | have re-mastered John's chart for this book.

3 Or more accurately, they'd say, “Repetition is the mother of knowledge. Repetition is the mother of knowledge. Repetition is the mother of knowledge. Repetition is the mother of
knowledge.” Right?

32 See blogs.harvardbusiness.org/kanter/2009/02/the-secret-to-getting-your-mes.html.

3 David Gurteen, the “king of knowledge cafes,” is based in London and is a frequent traveler for conferences, workshops and knowledge cafes. His website offers a wealth of
material on knowledge management, learning, creativity, innovation, and related topics. See www.gurteen.com.

34 See Joe's article, Culture is an OUTPUT, not an INPUT, on Cisco Communities from July 2010, at communities.cisco.com/community/technology/collaboration/
enterprisesocialsoftware/blog/2010/07/13/culture-is-an-output-not-an-input. | do need to have a talk to Joe about his use of the phrase “driving adoption” though.

35 These three are the first of the 7 Pillars in my 2005 report, 7 Pillars of IT-Enabled Team Productivity, available for free download at michaelsampson.net/reports/reportosoio/.
3 For more on using the Collaboration Scenarios approaches, see Chapter 2 in Collaboration Roadmap, at michaelsampson.net/collaborationroadmap).

37| wrote a much longer article in January 2007 about this topic. See Unresolved Issues with Email: Confusion in Conversation Flow, at michaelsampson.net/2007/01/25/
unresolved-issu-2/.

3 Gia Lyons, SharePoint My Sites: It ain’t just about profiles, people, December 2007. See www.giatalks.com/2007/12/sharepoint-my-sites-it-aint-just-about-profiles-people/.

39 For more on the Document Co-Authoring collaborative scenario, see my blog posts at michaelsampson.net/category/scenarios/. The topic is also analyzed in more depth in
Chapter 2 of Collaboration Roadmap.

4° Brainstorming is another collaborative scenario, and there’s an art to doing brainstorming virtually. For more on this topic, and the use of IdeaJam to support such virtual

space brainstorming, see my May 2008 blog post at michaelsampson.net/2008/05/24/brainstorming-i/.

4 Find out more about each of these Idea Management offerings at the respective web sites. For Elguji Software, see www.elguji.com. For NewsGator Social Sites, see the

Idea Stream at www.newsgator.com/products/social-sites-for-sharepoint-2010/idea-stream.aspx, and for Kindling, go to www.kindlingapp.com.
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42 See SAP StreamWork for Direct Relief International: To Focus and Accelerate Projects, at michaelsampson.net/2012/02/10/directrelief/.

43 Michael is the Vice-President, Professional Services and Customer Success at Socialtext (www.socialtext.com). This quote is drawn from the Socialtext white paper Six Steps
to Drive Social Software Adoption, available at www.socialtext.com/products/wp_implementation.php.

44 For more information, see User Adoption Strategies: The Central Desktop Approach at michaelsampson.net/reports/report10031/. The report presents data on the use of

particular strategies by over 200 organisations using the Central Desktop online collaboration service, as well as the strategies they found most effective. Note that this report
is based on the survey from 2010.

45 For more information, see the SharePoint Governance for Collaboration: User Adoption Strategies report, at michaelsampson.net/reports/reportog374-02/. This report looks at
the use and effectiveness of user adoption strategies from over 180 organisations using SharePoint. Note that this report is based on the survey from 2010.

46 Alan is the Professor of Marketing at the McDonough School of Business of Georgetown University and Executive Director of the Social Marketing Institute. This quote is

from his writings in the early 1990s. See explore.georgetown.edu/people/andreasa/.

47 As well as running her own consulting firm (Susan Hanley LLC, see www.susanhanley.com), maintaining an active speaking schedule, and co-authoring a great book on
governance and planning for SharePoint, Susan also finds time to write for Network World. This snippet is taken from her October 2009 blog post A Change Will Do You Good:
Lessons from Change Management for SharePoint Solution Architects, at www.networkworld.com/community/node/43459.

“8To watch the video of Hexagon Wrench, see youtu.be/bxRUVrOA7eQ.
49Visit Microsoft’s That’s Why | Use SharePoint resource site at www.iusesharepoint.com.

5° Susan Scrupski, Serendity Happens ... to Deliver Millions, September 30, 2011, see itsinsider.com/2011/0

5 Derek Weeks, Sawng Her Busmess $5ooK with SharePoint Part IV ofthe Proﬁles in ProductlwtySer/es March 2011, see www.nothingbutsharepoint.com/sites/eusp/Pages/
S

52 Annelize Jonck presented at the inaugural Share Conference for business users in Sydney, in November 2010. See my notes on her presentation entitled Overcoming
Collaboration Challenges by Inspiring Ownership and Training End Users, at michaelsampson.net/2010/11/30/share2010-session11/.

53 At Lotusphere 2012, Mitch Cohen from Colgate talked about their approach to the rollout and adoption of IBM Connections. See my notes on his presentation at

michaelsampson.net/2012/01/19/ls12-ccs112/. Used with permission.

54 At Lotusphere 2012, Dr. CheeChin Liew from BASF talked about their strategy and approach to business networks and communities. See his slides at www.slideshare.net/
basf/socialconnectbasf.

55 BusinessWeek is one of my all-time favourite business magazines. This quotation is taken from Douglas MacMillan’s article called How Four Rookie CEOs Handled the Great
Recession in the February 18, 2010 edition. You don‘t have to be subscriber to read it, as it is also available at www.businessweek.com/magazine/content/i0_og/
b4168032766715.htm
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56 The Molson Coors story is also featured in Douglas’s article from BusinessWeek (above). To see my summary of their actions, look at michaelsampson.net/2010/03/23/ipdt-
molsoncoors/.

57 Michael Sampson, A Collaboration Strategy for the Change-Averse, June 7, 2011, see www.informationweek.com/thebrainyard/news/229402760/a-collaboration-strategy-for-
the-changeaverse.

58 Lynn Fraas is a Partner at Crown Partners, an international hybrid Software and Professional Services firm specialising in information management. Lynn is active in the
industry and is currently the Chair of the AlIM Board of Directors. This quote is drawn from her blog post, 8 Ways to Increase User Adoption of ECM and ERM Systems. See
aiim.typepad.com/aiim_blog/2009/06/8-ways-to-increase-user-adoption.html

59 For an interesting look at how hashtags can be used for forming online groups, see Simon Goh'’s April 2010 blog post, at www.ambientkm.com/2010/04/forming-organic-
online-communities-on.html.

6 The social dynamics of reviewing and providing feedback on documents and other items are fascinating, and worthy of some thought. For example, in the early stages of a
document review cycle, what you want are honest opinions and constructive advice. Showing the reviewers what others have said too early can lead to free-riding and a loss of

quality. For more on this topic and possible approaches to solving the riddle, see michaelsampson.net/2010/03/17/coauthoring-conformity/.

62 Angela Chionchio from Bristol-Myers Squibb presented at the SHARE 2012 conference in Atlanta on their approach to training. See my notes on her talk, Case Study:

Implementing an Effective SharePoint Training Program, at michaelsampson.net/2012/04/25/share2012-6/.

62 Transfield Services won a Gold Award in the 2008 Intranet Innovations Awards program, run by Step Two Designs. The Step Two people say, Transfield’s key innovation was
productising their approach to collaboration spaces with ‘Team Sites in a Box’, and compiling a near-perfect design, support and governance methodology and model, which then
saw rapid, but controlled uptake within the organisation. Learn more about Transfield’s approach, at www.steptwo.com.au/products/teamsites.

83 Chris Yeh is the Vice President of Marketing at PBWorks (www.pbworks.com), a provider of hosted collaboration solutions for business and education customers. This quote
is drawn from a comment Chris contributed to Lee Bryant's August 2009 blog post, Behavioural transition strategies for E2.0, at www.headshift.com/blog/2009/08/behavioural-

transition-strateg.php.

8 Think about it this way. The new technology has been approved for implementation within your organisation based on a proposed vision of how it could improve the
effectiveness or efficiency of the way work gets done. Depending on where the technology sits on a continuum between a broad-based platform for getting a variety of work
done better, to a tightly-focused solution for a particular end result, will determine how much freedom you have in your Stage 3 activities. If the technology is a broad-based
platform, you will have more freedom to explore how and where it can be tailored to improve the work of a particular group. If it is a tightly-focused solution, you will have less
freedom.

It is unlikely you will be able to fundamentally revise what the technology is actually used for. If you discover, as part of your Stage 3 activities, that the Engagement or
Scenario Development processes were fundamentally flawed, you can't fix these within the context of user adoption. You will need to step outside of your user adoption work
and go back to the people who were involved in the earlier contextual work. If they are willing to listen and expand the scope, well and good. If not, document what you are
learning and find a way of having input into the wider contextual process the next time it happens.

85 A few years ago | heard about a Boeing study which found it could take upwards of 20 hours to schedule a meeting. Yes, you read that right—merely to schedule the meeting
to take place! That's a pretty horrific statistic, and a colossal waste of time. For more, see my October 2006 blog post at michaelsampson.net/2006/10/05/20-hours-to-set/
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6 See my April 2011 blog post for more details, Improving User Adoption of SharePoint By Streamlining Essential Tasks—the Harmon.ie Study Findings, at michaelsampson.net/
2011/04/26/harmonie-sharepoint/.

67 See the discussion and link to Don’s paper at Benefit of Virtual Teams - the BP Experience (from mid-1990s), June 2011, at michaelsampson.net/2011/06/22/bp19qos/.

8 See Jack Vinson'’s blog post, You can’t make me do it, at blog.jackvinson.com/archives/2010/05/19/you_cant_make me do_it.html. To learn more about Patti Anklam and her
work in the collaboration space, see www.pattianklam.com.

8 For more on ISW Development and Kudos Badges, see www.isw.net.au/domino/isw/iswdevelopmentwebsite.nsf/vl-titles/Kudos+Badges and www.kudosbadges.com.

7° Jordan Frank is the Vice President of Sales and Business Development at Traction Software (www.tractionsoftware.com), an Enterprise Social Software vendor. Jordan has
many, many insightful things to say about effective collaboration, and he has been a friend for at least half a decade. This quote is a slightly modified version of a comment he
made on Sameer Patel’s blog post from May 2009. See 2009 is the year of Enterprise 2.0? Hold your horses... at www.pretzellogic.org/2009/05/19/2009-is-the-year-of-
enterprise-20-hold-your-horses/.

7+ Sameer Patel, How did a leading chip manufacturer drive Wiki adoption?, Pretzel Logic, July 2009. See www.pretzellogic.org/blog/2009/07/06/how-did-a-leading-chip-
manufacturer-drive-wiki-adoption/

72 Susan Hanley, SharePoint User Adoption Strategy: Team Member ‘Service Level Agreement’, NetworkWorld, November 2011. See www.networkworld.com/community/blog/
sharepoint-user-adoption-strategy-team-member.

73 Ruven Gotz, Practical SharePoint 2010 Information Architecture: Proven Tools and Techniques for Architecting Successful SharePoint 2010 Deployments, Apress, 2012. This
wonderful story is from page 198 in Chapter 10 (Governance, Adoption, and Training). If don’t use SharePoint, don't let the title put you off—it's a great book for anyone

involved in helping people be successful with collaboration tools. See currents.michaelsampson.net/2012/06/ruveng-book-review.html.

74 | presented an evening seminar on User Adoption Strategies in Melbourne (Australia) on February 14, 2010, and Andrew attended. During the discussion time, my notes
state that Andrew said this. You can follow Andrew on Twitter, at twitter.com/awmitchell.

75 Frederik Zebitz is the Web Coordinator at Novozymes in Denmark, and has taken an active role in the user adoption approach for SharePoint at Novozymes. | “met” Frederik
via online tools after he read Seamless Teamwork and SharePoint Roadmap for Collaboration. And in March 2010, | met him in person in Denmark, when he attended the User
Adoption workshop | ran at IntraTeam 2010. See dk.linkedin.com/in/frederikzebitz. Since then, Frederik left Novozymes in 2011. He now works as the Collaboration Manager
at Lundbeck in Denmark.

7® The Lotus Roadmap: Enhancing Business Collaboration with Lotus Software report analyzes the future strategic role of Lotus Notes and other Lotus software within client
organisations, and argues for a much broader definition of the term roadmap. For more information, see michaelsampson.net/reports/reportog321/.

77 Oscar Berg, Enterprise Collaboration: Focus on Improving Practices, CMSWire, March 2011. See www.cmswire.com/cms/enterprise-collaboration/enterprise-collaboration-
focus-on-improving-practices-010596.php. I've had the privilege of meeting Oscar in person in late 2010 when | presented a workshop in conjunction with his then employer in

Stockholm. See also Oscar’s blog—The Content Economy—at www.thecontenteconomy.com.
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78 See Chapter 3 in Collaboration Roadmap: You've Got the Technology—Now What? for more about collaboration vision. Increasing organisational effectiveness is the third core
value opportunity of collaboration technology and approaches, and is discussed on pages 110-111. Find the book at michaelsampson.net/collaborationroadmap/.

79 Polycom’s 2008 white paper, The Power of Collaboration within Unified Communications: Business Case Considerations for Improving Enterprise Performance, includes a great
figure on page 8 regarding process acceleration for new employee hiring. It makes the argument that the hiring process can be shrunk by about 30% by using video
conferencing for some of the interview activities during the hiring process, and offers a visualisation of this improvement in Figure 3. Access the paper at www.polycom.com/
global/documents/products/resources/WP_Power_of Collaboration Unified Comm.pdf.

8 There is an ongoing debate about Likert scales, and whether a five-point or six-point Likert scale works best. A five-point Likert scale allows people to sit on the fence by
choosing a middle point. A six-point Likert scale does not permit this, and forces people to indicate their rating on either side of the middle.
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