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This overview is intended to help those managers, decision makers and project leaders who are considering or trying to decide what to do about Enterprise 2.0 technologies. The comments offer help in answering the questions of what you have to think about, how you go about creating an execution strategy, and how you implement Enterprise 2.0 in your company. 

Much of the information provided is based on my 6 years of experience in getting large scale collaboration firmly established in a Fortune 10 automotive company. This adoption of emergent collaboration was undertaken well before McAfee coined the phrase Enterprise 2.0, yet the lessons learned apply directly. I offer views, opinions, and suggestions that touch briefly on many of the issues and concerns/questions that are likely to arise in your implementation. I hope that by offering an integrated perspective I can save you considerable time in researching the many aspects and impacts of Enterprise 2.0. In my research of Enterprise 2.0, I found considerable bits of information, but nothing that offers a full summary in an integrated fashion.

I have broken my comments into small chunks that address what I believe are relevant topics and which most people are concerned with. I present a brief view, and where appropriate, link to more comments if you have a need for more background. 

I have long noted that although people like bullet based presentations, they often lack the required specificity needed when it comes down actually getting things done. This overview of Enterprise 2.0 is intended to provide help to people who will be charged with Adopting Enterprise 2.0. 
Part 1 –  Making up your mind; Forming a Business Strategy.
Enterprise 2.0 Adoption: What is it and why do we need it?



Any adoption of an idea or a technology starts with pretty simple questions. What is it and what does it do for me? In my work with technology over time, I have condensed it down even further. I simply ask “So What”? 

So, what is it and what does it do for me? What can I expect by implementing it? What does it cost? When assessing the adoption, there will be a lot of questions to address regarding why do we need this and what does it provide us.
The answer may be slightly different if the questions are asked by an executive manager or a member of the general staff. The difference often being how the benefits accrue: corporate or personal. The answer, or the emphasis, may also be different depending on the company you work for or the level of pre-existing knowledge that a person may have. The answer may also vary depending on the type of work the person undertakes. These differentiations will also have an impact on how to undertake an adoption. Try to be aware of the underlying characteristics before using a pat answer you found on the web, or creating a single response to fit everything.
This outline of Enterprise 2.0 adoption is somewhat of a how to, at least pointing out many of the issues that face companies across the spectrum. This is not a rah-rah chanting of an Enterprise 2.0 evangelist, but a real world look at what you might expect or what you may want to consider. I am trying to offer a view with different ideas of how to do things. By doing so, I hope to help people and companies make choices appropriate to them and to avoid hype which may force implementation of an approach that may not fit. 
The benefits of Enterprise 2.0 can be seen as: 

· Ability to capture, share, and transfer information, knowledge and wisdom

· Being able to obtain the right information at the right time in a self service fashion
· Ability to increase the speed of business practices and processes. 

· By minimizing the number of information transactions and associated transaction costs.

· Providing new methods which encourage increased interaction and improved communication

· Thus, creating an environment for innovation and process improvement

The major question that needs to be asked is: 

· What are the necessary conditions to make Enterprise 2.0 work within MY company?

· A true self assessment that defines the current state of the company will help immeasurably along the road to success.

Major questions about Enterprise 2.0 and issues that need to be answered to create the best execution strategy are: 

· Do you need any prerequisites to obtain maximum value?

· Does the company already have effective document management system?

· Do all the tools get deployed at once or do you establish a staged roll-out approach?

· Are any supporting tools necessary or required in order to achieve maximum value?

I believe that most companies will want to establish a solid document management system before implementing Enterprise 2.0. I suggest this since most companies that I deal with have an information flow network that is document centric. Of course, there are companies that are innovation or creativity centric and operate with a different information flow network and a different focus. You have to determine what type of company you work with and what the underlying nature is of how value is created for your company. You will want to tie Enterprise 2.0 to your value creation methodology.
Let’s take a document centric company, it produces products and has been selling these products for quite some time. The company has a history that is defined by its products and all the accumulated information used to create those products. This company has a complete record of documents such as supplier contracts, product specifications, test results, failure reports etc., and these extend over the complete life cycle of the product. These items may be very well controlled and managed and easily retrievable by staff members or may be difficult to find in a rat’s nest of files, un-integrated storage, or hoarding. Documents may reside in many different IT provided applications or on a well organized corporate shared drive. 

The company knows that it has to be more effective in managing its information and wants to get employees more involved in sharing information whether locally or globally. Managers know this is important but are often unsure how to go about it. To make matters worse, managers are trapped in conversations about data management, document management, information management, knowledge management, corporate memory, communications management, and more. 
So, as a first step, let’s keep it simple: 

Knowledge = information + experience + wisdom (and uses data and documents as evidence)

One may also look at it as 
Knowledge = content + context

It is my belief that Enterprise 2.0 is the means to couple experience and wisdom with information in a shareable fashion. It seeks to combine content and context to aid in decision making. It seeks to incorporate more tacit learning into the searchable universe. 

Document centric firms should consider the availability of and access to documents as a prerequisite for making effective gains from the deployment of Enterprise 2.0 technologies. Although isolated cases of success would like be able to develop within areas of local control, I see large scale success as being dependent. 

In more simple terms, you have to know where your stuff is before you can do anything with it.

In this case, content precedes context and the execution strategy should be implemented in the same way. When companies begin to consider benefits of capturing lessons learned, creating a corporate memory, or transferring knowledge upon departures, the need for content preceding context becomes more apparent.   
In cases where creativity is centric, context can precede content. 
Enterprise 2.0 Adoption; problems or issues.
The problems with Enterprise 2.0 have been discussed in considerably length and contain many real and perceived items. Some of the most prominent concerns expressed are: 
· It will end up being used mostly for personal activities

· Or misused

· It will end up exposing Intellectual Property 

· People will use sharing to pass the information more readily to others
· Potential conflicts with existing and installed systems.

· The next “initiative of the month”

· Can’t be integrated with existing business practices or systems.

However, I contend that when these concerns are examined and considered as barriers or limitation, these problems can be addressed and properly resolved. 

Based on my experience with collaborative sharing, the technology is not misused and intellectual property is not at risk. Your people are conscientious, want to do the best job, understand the nature of what is “right and wrong” and, having been trained well, are often the first to admonish another who is being sloppy. Besides, another technology could be equally culpable; phones, faxes, emails, water-cooler conversation, etc.. Misuse and inappropriate behavior generally does not happen, it self regulating.
There can be problems with other systems and these need to be defined, addressed and resolved for optimum results. 

Initiative of the month can be overcome by demonstrating benefit, direct involvement, honest assessments, etc. 

Enterprise 2.0 Adoption; What’s it of made up of.
I have offered a view of what Enterprise 2.0 is from a philosophical view. There are those who seek to define it by what it physically is, that is.. the tools.  So here’s a list of what I think are the main elements. I separate the tools into 2 areas and offer what I hope is a simple view of them for those less familiar with the technology.
Knowledge creation; The following applications are used to create and share information 
· Collaboration software* -- a platform to create the means to share, transfer, exchange and search for the correct and up to date documents, comments on the work, histories of project changes, work timelines, and more
· Wikis – a way to have people write up descriptions of what they do, what they know, how things work, etc. and make available to everyone. Great for creating searchable content that is made available to all. Couple wiki with collaboration software for maximum results
· Wikis are, or can be, highly complimentary to collaboration software (see Integration)
· Blogs – a diary like tool that people use to present their views, opinion, facts about what they do. Can be used to establish two way communication or as a means to provide insight and messages. May in some cases overlap wikis, plan its implementation well.
· Personal profile – a “new and improved” white pages or employee directory that is managed by the employee. Lists who I am, what I do, projects I’ve been involved in, expertise that I possess, a nice picture of myself, etc. Makes for more effective communication among people who may not have met personally. 
· *One should make sure that they differentiate between collaboration software and the objective of establishing a more collaborative environment in which people share, exchange and transfer information, knowledge and wisdom.

· Collaboration software alone does not guarantee complete collaboration

· One should also consider past histories of using collaboration software and how in many cases it results in a shared file directory with limited collaboration

Information usage: the following applications help to find or define information that has been created. These generally apply to supporting the content created in the above tools. 
· Enterprise Search – something like Google and just as good. 
· RSS – a way to get interesting on-going information or changes to content delivered to you at your request.
· Tagging – a way for staff members to provide keywords as to what makes a piece of information important. 5 words to tell others what the information is about.
· Social Bookmarking – same as bookmarks at home, but made available for all to see. Shows others what you think is important. 
· Podcasts – a video means to present information.

Most of the adoption issues presented in this paper addresses information creation applications. I chose to move in this direction since I believe that for business it is the creation of value through creation and manipulation of information that is a driver. Supporting tools are quite helpful and a good search capability is an absolute must --- trying finding stuff in the web without Google search! Introducing supporting tool should be planned for but not introduced if they will lead to dilution of the critical business message. Don’t do it, “just because we can”. Plan for the use of the tools and make sure that the adoption fits the business strategy and the ability of staff to accommodate one new tool after another. 
Enterprise 2.0 Adoption: Links to the past.
I believe that the introduction of Enterprise 2.0 technologies can be viewed from a historical perspective. One need only consider the introduction of office related “desktop” software (like Microsoft Word, Excel and Powerpoint) that supported personal productivity and made dramatic changes in the way office activities were executed. 
In using easy to use, personal “desktop” tools, such as spreadsheets and word processors, users assumed more responsibility for their work, improved work processes, innovated new solution methods and achieved significant improvement in productivity in a mostly democratic fashion. The tools supported “things we did”, benefited the users, made life a lot easier (except it required everyone to learn how to type) and have become completely integrated with all business activities. 
Enterprise 2.0 is introducing “webtop” tools that will offer staff members similar opportunity to create, and achieve additional levels of productivity. Certainly the types of activities addressed will be different, but the same attention to problem solving, innovation, and fundamental change will be open to them. Enterprise 2.0 webtop tools can generate similar personal responses as Word, Excel, PowerPoint and other tools did. 
If you are trying to understand how Enterprise 2.0 tools and technology may impact your company, then I suggest reflecting on the past and considering the lessons learned from the way office tools were adopted.
Desktop tools had a lot of similar issues that we are going to explore here. The tools at first were looked at with a lot of concern about benefits and change. Word application got everyone concerned about typing their own letters and reports, but usage growth pretty much killed the need for typing pools and secretaries. Spreadsheets moved from accounting into all aspects of business and rapidly became an integral tool in all work. People found that they could adapt spreadsheets to lots of different issues and create solutions that otherwise took much longer and resulted in higher quality. Spreadsheet applications could be found not only in accounting but in sales, marketing, engineering, R&D, quality control, and elsewhere. In most cases, the desire to use these tools arose from the users, rather than being driven by management directive or IT force. 
Desktop tools usage was not driven by a corporate demand for compliance, but arose out of grass roots activities in which users could see benefits in time, accuracy, results, and more. The move towards webtop tools holds similar opportunity. 

Enterprise 2.0 Adoption: Return on Investment (ROI)

In assessing the potential value of the introduction of a new technology, executives, or the guys who have the money or the permissions, ask “what is the return on my investment? “
For Enterprise 2.0, most people can’t provide tangible support for costs avoided, improved productivity, increase quality, or impact on profit. This is not stunning since in most cases of new technology introduction, tangible ROI is difficult to determine. The argument is that E2.0 is inexpensive enough to just do it and that it provides a platform of opportunity. So just give it to people, let them figure it out, and then see the value what arises from the flexibility provided to workers.

My experience is that even though executives have a “gut feel” for the benefits, they still want to see any deployment tied to business strategy, and yup, they still want something that suggests an ROI. 

To support this need, I have developed an ROI model, based on the Economics of Transactions. (See http://en.wikipedia.org/wiki/Coase). When you apply Coase’s Theorm to information sharing, you can envision the sharing as a transactional event, in which two or more people are engage in value creation. That is, they are exchanging information, yet at the same time, generally adding experience and knowledge to the information. When these transactions are made more productive, then the processes in which these exchanges occur are more efficient and effective. 
One can develop an ROI by comparing processes in which excess transactions occur, in which transactions are repeated, or in which content at the transaction is low value. Then, one uses a transactional model as a means to provide some insight into tangible cost reduction brought on by reduction in time, increases decision speed, improved process quality, etc. 

When self service access to shared information is instituted, then the number of manual transactions decrease (reducing transaction times from several minutes to seconds), the accuracy of the transaction improves (right information at the right time), the total decision process is shortened (multiple fast transactions combine) and the savings are doubled since a self service transaction frees up both transaction participants.

ROI can be determined by evaluating and assessing the changing nature of transactions that occur among and between all members of the staff. 

When someone suggests that you need to wait to determine the ROI of Enterprise 2.0, I would counter that with the idea that you can indeed see the benefits and in fact, you can set up your execution strategy to help to drive the acquisition of those benefits, by focusing on transaction efficiency.
I also believe that determining ROI is more complex than a simple question of money or funding. I see ROI as a more complex balance of money, executive involvement, political capital (what happens to me if it fails? And do I look good if I succeed), and a question as to whether or not the investment supports the business strategy. I also believe that many executives realize that there can be a negative return on investment even if the monetary investment is small, if the effort results in sidetracking the company or moving the business “off focus”. The investment has to fit the company corporate and business strategy. 

Part 2 – Getting started and planning for success; Linking an Execution Plan to Business Strategy.
Enterprise 2.0 Adoption: Upper Management Support
The success of Enterprise 2.0 is tightly coupled with the acceptance of the technology by the people; from executive management to staff. I think it is a well accepted belief that if upper level management offers its support, demonstrates involvement, and actually participates by using the technology, that that is a very good thing and will help significantly in establishing the technology. It demonstrates leadership.

I recall a VP who, at the time of the introduction of eMail, told all those who he communicated with to use eMail, otherwise he wouldn’t talk to them. It didn’t take a lot of time for his entire staff to move to email, although a bit grudgingly at first. His direct involvement was a major stimulant that sparked a rapid adoption rate.
An alternative, also used in many firms, is a directive from upper management that suggests, and in many cases, demands the use of a new technology, such as Enterprise 2.0. Since this happens regularly, more often than one would expect, one would think that this approach works. Most people rebel against the approach, stamp their feet, call it “the initiative of the month”, but, in the end, there is grudging compliance. Now, this approach may take a lot longer, decrease morale of the staff, and create minimal value, but the demanding executive staff can see “success”, and if it doesn’t work, blame the staff for non-compliance. I am surprised that this type of approach still exists. 

Although direct use of the technology by executive management may not happen, it is wise to at least seek “supportive” executive management, help them understand the benefits, and encourage them to understand the technology, and ask them to encourage use. If you do obtain executive support make sure that you provide dedicated hand holding (24/7 support) and keep them up-to-date of their impact on success. 

Having said this, do not rely strictly on upper management support. Realize that although top-down support is very helpful to success, it must be matched with bottom-up acceptance and ownership. 

If upper level management does not get involved, then as a minimum, seek key champions or stakeholders who can span the bridge between upper level management and staff. Select a key champion(s) who is respected by both upper management and staff and whose reporting in the installation will have impact on how upper management views the installation. 
Enterprise 2.0 Adoption: Staff Support
Although upper level management support is helpful to a successful introduction of Enterprise 2.0, success is more tied to the users, generally those in staff positions charged with the execution of the companies’ business. 

In much the same way that upper management looks for a ROI, staff members also are seeking a ROI. In this case, it is better to consider “what’s in it for me” as the underlying issue. Yes, staff members are selfish, but mostly selfish with their time. How often do you hear “I don’t have enough time”, believe it, they are telling you something. Most staff members don’t have enough time because they are dealing with the problems that Enterprise 2.0 is trying to solve: can’t find information, getting the wrong information, processes don’t work effectively, and more. 

So, other than early technology adopters who choose to operate at the bleeding/leading edge, it is my experience that the majority of staff members are new technology skeptics. (For good insight into this issue see Crossing the Chasm and follow-on books by Geoffrey Moore). 

One can suggest that a good approach is to engage early adopters in the initial deployment of Enterprise 2.0 and leverage their involvement. But in doing so, one must take into consideration that these early adopters are viewed as zealots or evangelists by staff members and, as a result, their optimism is often discounted by others.
So, is there a best way to introduce Enterprise 2.0?: yes

· Make the benefits of the technology obvious to the general staff. 

· Deliver only easy to use tools. 

· Engage a cross section of staff to get involved in the start up

· Rely on the comments and observations of staff to steer the adoption and build out.

· Get a small team to create a solution(s) and have them demonstrate it, promote it and tell others of the benefits.

· Create an awareness program.

· Get people interested in the idea, the tools and the opportunity.

If you don’t do these, then fagedabowdit

Enterprise 2.0 Adoption: adoption models. 
There are a few different way to getting started and there are a few approaches.  One should examine the different ways to determine what’s best for their operation. The two development models are: true grass roots or organized and pre-sold. In current academic discussions they mostly talk about the “emergence” model as representing true grass roots, with little discussion of any other approaches. I see more options. I think there are two approaches:  the open emergence model, and what I call, the controlled emergence model.
The way I look at it, an open emergence model relies on groups of individuals to identify the tool, define its benefits, self organize into an effective group, decide how best to expand to others, promote, sell, and tell others of the benefits, the use and the opportunities and to do so in a democratic fashion. 

This heavily discussed philosophy of an open “emergence” model must also be considered, and contrasted against a controlled emergence model in which guidance and direction are offered to assist in the launch or rollout of Enterprise 2.0. In my view of controlled emergence, companies assume the roles of identifying the tool, describing the benefits, etc.. The company creates the environment for things to happen. 
The primary reason for a use of a controlled emergence model is so that the company can link the execution and adoption model to the business strategy. 

I believe that it will benefit the company more in the long run, if Enterprise 2.0 adoption was guided along the way, and not subjected to potential paths that run counter to corporate vision. 

It is my experience that companies can still enjoy innovation and creativity within a structured environment since the structure removes the angst of designing and developing a solution and focuses staff on the beneficial use of the technology.
In establishing emergent collaboration technologies, I have been involved in organized and managed approaches with minimal executive support, as well as grass roots effort. What I observed was that the grass roots effort devolved into mostly a free for all as many different groups rapidly adopted the technology, but with far different ideas of how best to use it. In those cases, there was no guidance from operations or from IT.

Ultimately there was no integration and, although functionality was taken advantage of, there was only a limited amount of productivity gain, and this was isolated in small teams. 

In developing an execution strategy, you must consider what method of adoption is best suited to your company, and fits best with the business goal, current culture, and other existing technologies. You must choose how you want to lead, whether by a completely hands-off approach or one that provides guidance and assistance within a defined environment.
Enterprise 2.0 Adoption: Expect Change

As you prepare to adopt Enterprise 2.0, a major element of the implementation/execution strategy is to expect (and be able to react to) change. These tools provide more freedom of expression, more opportunity for open social exchanges, chances to create new and improved ways to communicate and stay connected, and more.  

Expect change and, when you see it, seek to understand not the change itself, but the essence of the change. Are people creating new processes, or improving old ones. Are they changing communication networks? Are they moving off track or possibly losing focus on the business needs. 

When you see change occurring that is consistent with the intended business strategy, reinforce it. If you see creativity or innovation occurring, explore the basics of the shift and see if these can be adapted for use elsewhere. Be alert to change, don’t stifle it, let it play out and see what develops. 

In my career as a change agent, I have developed a simple phrase to describe what happens: 

“The only constant in this world is change………….. the only other constant in this world is the resistance to change” 

So, as you expect change, expect resistance as well. 

Enterprise 2.0 Adoption; Long Term Vision 

As you enter your adoption of Enterprise 2.0 technologies, create a long term vision of what and where you think you want to go and what you think the tools will offer your company in the long term. 

If you don’t know where it is leading, that is okay. Just be prepared to respond to directional changes and be ready to make mid-course corrections when and as appropriate. Create an execution plan that has a few scenarios in it. Some of the easy ones are what do we do if it does not go well? What do we do if we have a raging success? How do we assure that the future direction maintains connectivity to the business goals and objectives? If business goals change, how can we shift the direction of the installed base to support new goals? 

Know what you want from you adoption. Understand the implications of the technology. Plan for future events. 
Enterprise 2.0 Adoption; Prepare for Productivity Improvements.
I found this in an EMC webpage. This was written recently.
Adding new layers of collaboration competes for workers' time with phone calls, e-mail messages, and instant messages (IM), creating "one more thing" users have to learn and one more place they have to visit regularly. While this may not be the $588 billion productivity problem claimed by analysts Jonathan B. Spira and David M. Goldes of Basex—a research firm focusing on the knowledge economy—productivity losses resulting from communication overload is nonetheless a serious concern.
I disagree with this comment about new layers of collaboration competing. In fact I see that new layers of collaboration are shifting how users communicate. I find that offices are rather quiet these days, with fewer phones ringing, I don’t see a lot of use of IM and there is an overload of email. When examined in more detail, one realizes that large percentages of emails are requests for information, or clarification of something, or a question about how do we do things (process execution). 

With new “layers” of collaboration, users can shift to self service to information now contained in known locations, replies to email can simply point and link to information, rather than detail the issue for the umpteenth time to yet another person, there are even less phone calls asking for where something is, etc. 

Suggesting that more layers compete would be like saying that the ATM is just another “layer” that gets in the way of getting my money. 

In my observations, productivity losses resulting from communication are brought on by too many low quality interactions that can best be conducted by implementing a self service approach to information, along a Google model.  The more information that is available to staff members and the more readily accessible information is, then communication overload drops and the quality of the communications increases. 

An email exchange pre-collaboration (or Enterprise 2.0) may have sounded like “I need information on XYZ” (no value added). Post collaboration it would sound like, “I found this data, have looked at it and found something about it that is troubling, …and we need to do something. Here’s what I suggest.” Productivity shifts from low value “shopping around” to high value experience added. 

The idea that collaboration is “one more place” that I have to go to, is nonsense when the place has the correct up to date information, in the correct version, with appropriate comments from others regarding the information.

Enterprise 2.0 Adoption: Company Culture

It is very likely that deploying Enterprise 2.0 will change the company culture… Well it should, that is the point. Some of the goals of deploying these technologies are to make it much easier for staff members to create and share information, as well as to make experience and wisdom available to more people whether local or global. The changes that will result will modify both processes and behavior and can create a feeling of increased camaraderie, and an overall sense of working together. 
I have been involved in successful deployments and this is what happens. Needless to say, poor deployments result in status quo, and I have seen that too.

Part 3: Doing it; getting it done
Enterprise 2.0 Adoption: Security



I have found that the first question most people ask when considering sharing type applications within a business setting is “What about security?”
There are a lot of business executives who understandable are concerned about security in the open environment of Enterprise 2.0. Most of these executives become concerned since many presentations offered by consultants or internal IT staff suggest the benefits of a free and open exchange and how this new environment can truly change the way business is conducted. 

The reaction, which should be expected, is WHOA! WAIT! What do you mean free and open? 

This is precisely the reaction that I received during the early adoption of collaboration and one which continued well into and through the entire growth phase. And it was a concern at nearly ALL the levels of both management and staff as the deployment moved forward. The subject of security became a top level slide in all presentations and was the first issue to be address in all communications.

People began to accept that security was in place only when security functionality was demonstrated or related in detail. Until the ability to manage security was set in the minds of management and staff, the project wasn’t going anywhere. 

Users did quickly grasp the idea that access could be granted or denied and assigned to whole groups of items or to a particular item. However, the initial reaction, during early introduction, was to over secure the work, and prevent even co-workers from accessing information. 

Thus began the second phase of security education, in which we began to educate users on the benefits of open access and more freedom in “getting information for yourself”. 

I introduced the idea of “secured, self service” and was able to demonstrate the benefits.

It did take a while, and as the installation grew and people assumed responsibility for security management, the issue began to fade. In fact, the company extended the collaboration to include externally located suppliers. Secured access allowed suppliers to participate and engaged competing suppliers in full security as they undertook product development. 

In creating an execution strategy, some firms, who have already been involved in collaboration activities, would likely understand the issues of access to information, and these firms would have less concern about the fundamental issue and would be more concerned that Enterprise 2.0 tools contain functionality that would provide that same or better access than that which they currently have. However, even in these companies, you should still expect security related questions and be prepared to reply.

Firms not engaged in collaboration would have to be educated and shown how security can protect them against what they fear.

Enterprise 2.0 Adoption: Easy to use tools
If security is the first issue, then ease of use is unquestionably the second (but first in many users view).

Let me make this point completely clear. 

If the tool is not easy to use, do not expect success.
And, it is the users who decide if a tool is easy to use. 

I do not rely on IT personnel to suggest what is easy to use.. period. Far too often IT staff have told me that “This new software application is so easy to use, you won’t believe it. It’s great. You just write out a command in HTML or create a functional macro for anything you want to do or we can use the SDK to …….. blah blah blah” 

Users are the most capable people to determine if any tool, be it software, carpentry, car mechanics, sewing, etc, is easy to use (and does the job better). If it is not, it is thrown out with the trash.

If you deploy a hard to use tool, you can still see usage and movement, or some growth that may suggest success. It is my observation that although this looks like success, it is hollow when viewed against installations with easy to use tools. 

Ease of use is dependent on the current standard previously set by all other tools in the tool kit, whether a desktop, tabletop or webtop. The minimum standard for acceptability is that is works “a lot like” my other tools, requires no training or change of behavior, or is intuitive. Also, easy to use must be easy to use for all staff members, not just early adopted, young users, or others who may relish new technologies.

I have also found that simple technology language turns people off. When a collaboration tool included a “rich text editor”, I had to explain that it was “only” a mini-Microsoft Word. If a tool’s functionality sounds funny, looks to be hard to use, isn’t quite like what I am familiar with, or worse, doesn’t provide useful functionality, either the function or possibly the entire tool will not be accepted. In short, the user is telling you, “This is bad” “I am not going to use it” or “Don’t talk geek to me”, not positive feedback at all.
From a business perspective, inexpensive tools that are hard to use can be far more costly than slightly more expensive easier to use tools. The cost here is not strictly related to money, but to the overall success in serving the business goal. In performance based management, the approach to ROI must balance the cost plus the value obtained.
Enterprise 2.0 Adoption: Establish Incentives.
It is generally considered appropriate to offer incentives or rewards to people for the risks that they take in participating in new activities. When companies deploy Enterprise 2.0 the question is considered. Do we offer incentives, and if so, what kind? 

Incentives can be soft or hard, that is, they can be in the form of money, advancement or self fulfillment. Incentives can also come in the form of a directive from management and be part of a future growth. That is, do this now and you will be rewarded later with either real or implied rewards. I have been involved in establishing incentives with suppliers (maybe not incentives per se) whose contracts included a statement that sharing through use of collaboration software will be required. 
Monetary incentives are the lifeblood within a sales environment, but I have never seen them work well in non-sales activities. Forced compliance (the incentive is an implied “black mark” if you don’t participate) often creates backlash among staff, lose of morale, etc., particularly if the deployment is poor, and success is not achieved. 

For introduction of socially focused Enterprise 2.0 technologies, self fulfillment, increase in status among peers, and general recognition as a leader as often enough to get things started. 
However, in my view, the overall best incentive is driven by the ability of the technology to solve a problem and rid users of barriers to work. It has been my experience that people do want to work efficiently, and will take measures to do so. 

As deployment takes hold, the form of incentive (or motivation) shifts.  Although it may start as “What’s in it for me?” deployment progresses as early users begin to sell and promote the technologies as beneficial. Non-users will join in the movement as they see the train leaving the station and wish to jump on. They will do so out of self preservation and/or as a response to peer pressures (either expressed or subtle) to participate. Also, as the growth occurs, there will be those who will respond to recommendations from peers. That is, a co-worker asks another person to participate since the technology “helps me do my job better”. 

I am suggesting that one form or type of incentive will not be correct for the entire deployment process. Different people are motivated by different things, and people will wait to participate for a number of selfish reasons. Creating a long term vision of what incentives to use when should be a part of an execution strategy. 
Enterprise 2.0 Adoption: Create Awareness

Much is written about viral marketing or very rapid spread of information regarding “how good” something is. Many people will argue that spreading an Enterprise 2.0 solution will result from people just seeing the true value in the technology and all they have to do is step back and wait for the surge to happen. I don’t particularly see that happening in all businesses (although it may in some), and suggest that creating awareness should be a part of an execution plan.
As a minimum, companies should create a brief introduction to Enterprise 2.0 and describe the benefits, goals and path of the deployment project. Information should be presented on what is happening and why and explain the intentions. An awareness should continue throughout deployment and talk about the project, who is using it, what is it being used for, people stories about why they like it, and more. Keeping people informed and advising them on the events, helps them feel good about their efforts and creates a foundation for success. 

And, if the deployment is successful, you will also enjoy the rapid spread of success through word of mouth and people telling people. 
The goal of awareness is to improve the overall flow of information that helps people understand what’s going on. Creating this flow will only aid in the rate of growth of the effort. 

Enterprise 2.0 Adoption: Getting started; First Things. 
You need to develop success cases right from the start, you also need to get people interested and curious. You want to expose people to the technology and get them thinking about it. You want to demonstrate that the technology can solve problems and deliver benefits. You want to get people talking about it. You want to pick some tasks, projects, issues, or problems that readily yield to the type of technology.
Initial efforts also must take into consideration the fact that the technology will be “empty” to start with and will need content before people really start to be excited about the real value and benefits of the tools. If there is not much information, then searching for info will yield little, and not be much fun. 

You will need to assess the environment in which you are deploying the tools and make decisions based on “field observations”. In a grass roots approach, you may want to address the needs or interests of the small group, problems of a small project team, or create a solution for a problem that you manage, but which everyone contributes to. In these cases, you would introduce the tool by clearly showing significant benefits. Once you have a demonstration, the objective is to get people to express interest and question whether they could do they same. 

Ideas may include developing a jointly published manual, a history of the company or a project, a global brainstorming of how to use the tools, and more.

In cases where there are more people being introduced to the concept, an approach may be to get many people involved on a “fun” project.  A “create my profile” project could be used to introduce people to the tool in non-work activity, and people do like to brag about themselves. This type of project exposes people to the tool and sets a lively tone to start. Alternatively, undertake a small scale project similar to the above, as well as seed the tool with content that is generally known to be universally required (HR processes, organizational charts, standard operating forms, etc). Get people active by making the technology the single source/location for these items. A seeding approach would need to be undertaken before large scale deployment and be designed sufficiently well in order to demonstrate a preferred organization.
Depending on the approach taken, getting started often requires lots of handholding about how to use the tool, where to find help, what happens if, etc. Although the concept of viral marketing suggests an easy path to success, any growth still requires communication about the tool, discussion about the benefits, questions about how to use the tool, etc.. 
Getting started is mostly about people. It’s about getting them interested, helping them succeed, creating fun around the adoption, and solving their problems. It should not be about how quickly the technology can be spread or the speed to institutionalization. Growth will occur organically if everything is done correctly and the rewards will be evident. 
Enterprise 2.0 Adoption: Assume success - Information review, discovery, and governance.

After the issues of secured access and ease of use are understood, a series of questions follow that also need to be addressed. A good execution strategy must consider the impact of long term success and the impact on operations. 

The questions arise after personnel begin to understand the vast scale of the information records that are being, or will be captured and stored. The simple question is “What do we do with all this stuff?” followed by “What records do we keep and which do we discard? What regulations, if any, do we have to follow? What do we have to do in order to respond to any legal discovery?”
In short what do we need to do to manage, control and protect what we capture?

If Enterprise 2.0 technologies are set into action, then corporate strategies must evolve that recognize the content as an asset and set up appropriate corporate level procedures and protocols to manage this information as an asset. 

This need to manage information as an asset is not of major concern in effectively deploying or adopting Enterprise 2.0 technologies, but it is a major concern for the company as adoption becomes successful and the volume of information grows. 

Enterprise 2.0 Adoption: Integration

In all activities that share, exchange, and transfer information, close integration of the means of communication are essential. Any successful execution strategy must address integration and how information will flow and how the tools will support the flow. Integration is also essential in using information to improve, upgrade and change business processes and practices. Isolation of any aspect of the execution will lead to less value and lower transaction quality. Integration helps to lower the amount of low value interactions, and increase the ROI.

Historically, there have been tendencies in many companies to “silo” information, or keep it isolated for any number of reasons. These siloing tendencies disrupt information flow networks that form the backbone of most companies. Siloing dis-integrates processes, and creates added information flow paths that only increase complexity, increases time, and lowers quality.

The introduction of Enterprise 2.0 technologies should seek to drive integration and correct improper information flow networks. Enterprise 2.0 technologies can be used to effect change when tools are tied to the business processes. 

Also, if a collaboration software tool is currently installed in a company, then the execution strategy must account for or create a means to integrate Enterprise 2.0 technologies with the current standard. In all cases, any introduction of these technologies should evaluate and assess all opportunities to increase integration and optimize information flow. 
An approach that is helpful in testing integration is to select a current business process, and map it out. Then, knowing the benefits of the new technologies, change the process by removing inefficient elements and replace them with a new method using the new technology. 
Enterprise 2.0 Adoption: Watching, observing, and responding
Most management staff will want to see the results of the adoption, or the use and adoption rate. They want metrics. They want to be able to see a growth path that points to or demonstrates success. 

Two factors that are readily available which provide a good sense of growth: number of active users and number of accesses to selected web pages. One expects to see a typical growth curve; the only open concern or hope is for a rapidly developing upward growth. 

As growth occurs generally across the organization, additional subsets of growth and usage can be introduced to analyze selected activities.  

You also need to watch and observe how people use the technologies, what they suggest it can be used for, what problems they have, what problems they solve, how they tie solutions into the current work flow, how solutions change and improve processes, etc. You will need to respond appropriately with support, encouragement, and reinforcement. You may note a solution that is local yet needs to be expanded across all organizations. You may see a new method of communication evolve that lacks a key element and needs additional technology. Be prepared to respond and keep the momentum moving. 

You may also observe people talking among themselves about the overall effort, talking about how they use it, suggesting that others use it too, and encouraging each other to participate. When you see this, start smiling, you have created a success. 

Enterprise 2.0 Adoption: Not the end

I have written quite a bit about what to do, offered a few suggestions, presented a few ideas on how to get things done, etc. but of course I can’t present everything. There are lot of issues that come up that aren’t necessarily what you thought might happen, so be prepared to react as necessary. 

But in the end, 

· Create a strategy and plan that is good for you

· Keep focused on the plan

· Don’t get distracted by hype

· Watch, observe and react

· Wait for someone else to tell you that you succeeded.

· Smile.

Write to me at shea.kevin@verizon.net if you have any opinion, comments, suggestions, or questions.
