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Abstract

Collaboration is and always has been a centrabfdctr project success. In times of internatiopedjects and
virtual team environments collaboration is more amant than ever. Technology can help overcomegmggdical
boundaries to achieve collaboration. Indeed, teldgy has become an enabler of communication and
collaboration. And yet collaboration is not abdethnology. It is about people and human inteoasti
Technology can enable, facilitate and promote bollation. Provided we are aware of the limitatiangl possible
pitfalls of introducing collaboration tools. Thimper identifies possible pitfalls. And it layst@roadmap how to
overcome them and successfully introduce collabmrabols - without becoming slaves of our own abthration
tools.

Introduction: A call for collaboration

It is a truism: the world of projects has becomggbr and more complex. It has become common koatabut
international projects. Teams are distributedoakr the world, depending on the needs of the pr@ged the
availability of people. It is not unusual thattsedre is being built in Asia while the customesiting far away in
Western Europe or North America. The world hasobex our playground so to say. But even in the lemal
environment of projects, it seems that virtual teare no longer a foreign term. It appears thhassbhecome easier
to communicate with people all over the placestétrted with the phone, and then we had the faxe ddvent of
email revolutionized the way we communicated witters. Everything has become closer together astérfa
Where in the past it took days or weeks for a fdttereceive the recipient it now takes only mééeonds for an
email message to be delivered and of course, wexgrecting a response from the other side not wittays or
weeks but within hours or even within minutes. W&ast world it has become!

There is no end in sight. Communication becomstefaand faster. Every day we can witness thednttion of
new tools and applications which promise to faaiéitand improve collaboration. We have applicadod screen
sharing, telephone conferencing, blogs, documéngharing, email, fax, instant messenger, podcRSS, shared
workspace, surveys, video conferencing, virtualtetfvard, Wiki, and many others. Web 2.0 socialoeting
tools such as Facebook, LinkedIn, Skype, twittes, ghow us that people obviously have a desiiatayact with
each other. They want to share information, sormegi@ven very private data they would never shate thiir
neighbor or even closest friend. What a wondesfoild. Technology has become an enabler of comcatioh
and collaboration. It doesn't really matter thearhs no longer work in one room or location. Tloey be
anywhere around the globe. Thanks to Web 2.0 welacloser.

Technology has increased productivity in our workép A 2009 McKinsey study shows that technologd a
especially Web 2.0 have contributed to a signifiéaarease in productivity. “69 percent of respents report that
their companies have gained measurable businesditseimcluding more innovative products and sesgi more
effective marketing, better access to knowledgeietocost of doing business, and higher revenue<Kihkey
Business Technology Office, 2009, p.1). The usdechnology has become a comparative advantageote th
companies which know how to utilize it. Technoldwgs helped reduced endless meetings, reducecémeen
messages sent, transition time is shorter.  mmftion is available at our fingertip; Wikis allovs to learn from
others’ experiences. Collaboration has becomeet®nks to technology. This is good news.

At first sight that is. The question is whetheisthpicture may not be too rosy after all. Is ialhe the case that
technology is the enabler of collaboration? Isaifgiven that collaboration tools inevitably resiit greater

productivity? What about the millions and milliooEemails being sent every day? How many emailayado we

receive and how many of these contain really hélpdmtent which helps you in your work? To whictteat do

they help save time and to which extent do they lugl back from other, more important things? katitat emails
costs billions of dollars every day in loss prodkitt for organizing and filing emails.
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In many cases we have become addicted to thelgeditiaboration tools. We may even be at a paihére we
believe that the right tool it is the most impottaement in collaboration. We may be able to phran email,
know how to use the fancy collaboration tool in campany, are capable of uploading our latest staport to a
website — but we have a hard time communicating witr co-worker next door.

If this sounds too familiar it may well be that Wwave become slaves of our own tools. Insteadas$ tioelping us
we work for them. We have become fools of collalion tools. Unfortunately we may have not everogmized
it. Instead we are convinced that all these faom§aboration tools are the only way and meansaiilifate,
improve and enable collaboration.

However, collaboration is not about technology #reright collaboration tool. Collaboration is anhan and social
issue. It is about people. Unless we understaaddundation and critical success factors of taltation, live and
nurture collaboration in our daily project life, wemain fools. Until then the saying “a fool wightool is still a
fool” holds true.

This paper intends to warn us not become foolsstanks of tools. In the next section it revealsibalements of
collaboration contributing to project successthén looks at a number of possible pitfalls of abtration tools. In
the last section it discusses how to overcome tipésalls and outlines a roadmap to successfullyonfucing
collaboration tools - without becoming a fool.

Critical Success Factors for Effective Collaboratia

Project success is not about individual accomplestiis It is a joint effort; the project team defiveéhe project.
Corollary, the team is the heart and soul of trequt. Effective project managers understand theevand huge
potential of teamwork. This is why they activelyrtwie collaboration. They serve as role modelsanedpart of the
team. They actively participate and contribute éantwork. Collaboration is the juice of teamworkjsi what
makes teamwork possible in the first place. It emgasses communication, individual and joint execytas well
as the delivery of results on both the individuadl &eam level.

There is nothing about collaboration which calls tlee use of any tools even less technology. Goliation is
about people, and working together. An individigglm member may be an expert. But without the bEtpe rest
of the team can hardly achieve the project vision& It takes a team and it requires collaboratiti is one of the
cornerstones of projects. At the same time we rteeste the value of collaboration. Effective abbiration can
create and unravel team synergy effects. It l¢éadgeater team productivity which is greater thize sum of the
productivity of the individuals in the team.

Effective collaboration doesn't fall from heavelt.takes discipline to evolve. We need to know vidvavorking on
what, what roles need to be filled, who is respalesior what. We want to identify the strengthsl aveaknesses of
our team members. Not to abuse this knowledgéobétter utilize the strengths and overcome thakwesses. In
addition we want to know what drives individualsdahe group in daily project life. Is it the projevision and
objectives we follow or are we driven by other as®

A successful project calls for active and effectbatlaboration. It requires the willingness andcib$ine of every
single individual and the unity of the group to ieefe it together. This open attitude is a critisatcess factor for
effective collaboration. It is a state of minddda based on a set of shared values (Denning,)200%equires the
mutual understanding of everyone involved — froneceive management to the project manager to thm te
member — about the need, the value and the bepéfitdlaboration.

Effective collaboration does not need exquisitéeagthy, highly complex rules. The true spiritaaimplexity rests

in simple rules. What a team needs to become #orpgng team is simple yet powerful guidelines for
collaboration. Such guidelines offer direction whihave to be distinguished from which may lead to
micromanagement, administrative overhead withodtragany value to the project.

Effective collaboration and achieving project obijges go hand in hand. As a matter of fact, catakion is a
means to achieve the project objectives and thusotoe closer to achieving the project vision. Itaicentral
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element in project success. Corollary, you cancbiese project objectives without effective colladtion. On the
other hand, collaboration without a common causeldenowhere. This is why collaboration needs todseilts-
oriented. The same applies to the right use débotation tools. It has to fulfill the purposefatilitating results-
oriented collaboration.

Possible Pitfalls of Introducing Collaboration Took

The first and possibly the most fatal pitfall ofrimducing collaboration tools is the lack of theights about the
critical success factors for effective collaborates outlined in the last section. A tool is al isaa tool; no more,
no less. The purpose of a collaboration tool ignable, facilitate, and/or promote collaboratidtiowever, if we
don’t understand the drivers of collaboration ie first place, chances are that a tool by itself mot inevitably
lead to effective collaboration. It may, but itnist a given. In other words, using a collaboratimol does not make
us great communicators. It takes more than thetiagool. Hence, the saying “a fool with a taektill a fool”.

Another pitfall of introducing collaboration tools the lack of executive support. This is a sitwatwhere the
project manager understands the need and valuedafadoration tool. Unfortunately management déesih may

undermine your well intended effort of introduciagollaboration tool. For example, it may not tleetool or may
not release the requested budget to purchase ainceechnical tool. Consequently you lack the seagy
organizational leverage to introduce the tool.

And even you enjoy executive support it is no gota for a successful introduction of the much eded
collaboration tool. Another obstacle you may fexmdividuals in your own team. This may not reszily be the
case with a common collaboration tool such as enfilt you could face opposition when you needrtevant to
use other tools such as instant messaging, a shaddpace or maybe even a collaboration platfourhsas
SharePoint or Google Wave.

Individual opposition may be caused by a numbefaofors. They may be overwhelmed by the new teldyyo
They may even be afraid of trying to or having $& anything new. Or they may just not be willingry anything
new. They want to stick to their regular, well-knotools. They may acknowledge that they don’t kydout at
least they know how they function. And they ardling to accept the limitations. They feel comfdate in their
own environment. It is cozy and warm. Why try sthing else and lose the security of the known?!

Collaboration tools may create the much neededeprdransparency. Ironically, this is exactly wismime
individuals do not like. They don't want things lbe transparent. Maybe it is because they arédatfnat other
people find mistakes and shortcomings. Maybe ibésause they don't want to reveal or even given up
collaboration waste such as endless meetings.

Yet another reason for people not using a collalmraool may be because is being forced onto th@imey have
to use it regardless if they like it, understanaitneed it. They are expected to use but theyawilling to do so.
They have not been asked if the tools made sefitbeyi could use it. Nobody asked if the toolrisinc with their
daily routines and workflow. Depending on the pobjenvironment this may be a complete showstopteth for
the tool and collaboration in general.

Having formally introduced a central collaboratitmol, say a collaboration platform such as ShamPonay be
quite an accomplishment. Alas, it is no guaraie this introduction yields the desired resultd dence can be
called a successful introduction. Modern toolshsas SharePoint are very powerful. If set up asebuight they
can create immense value to a project. On ther dthed you can easily over-engineer it. Theresaranany
functionalities that team members lose sight oftwhay can, should, or have to do. You can craataformation
overflow. A tool which intends to be easy to us& quickly become too complicate to operate. Adgimbention
can easily end up in disaster. The tool by itdelfelops a life of its own. The administrative iwad to keep the
tool up to date is immense. Potential time saaeeseaten up by administrative duties and inforomativerflow.
The tool may have eliminated some collaborationtgvaghilst creating new one elsewhere. Clearlyansituation
you want to create or be in.

Last but not least a tool may become too centrglour daily project life. In other words, the tdatdelf is at the
center of all collaboration. Other means to prarentd nurture collaboration are neglected. TakeXample the
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team member who is writing a lengthy email to his%ver coworker instead of just speaking to the coker who is
sitting across the table or next door. This i®gample where technology has basically killed thean element of
collaboration. The tool is no longer a tool. dtlhe epitome of collaboration in that specificjpct. This may work
for some time. Nonetheless, it is no foundation I&sting project success because it ignores ontheofmost
important elements in a project: people. We Hza@me slaves of the collaboration tool. We Haa@me a fool
with tools.

Roadmap for a Successful Introduction of Collaboraibn Tools

As frustrating as these possible pitfalls are,dree remedies to overcome them and avoid thelmeiffist place.
Let's have a look at a roadmap for successfullyohicing collaboration tools.

Step 1. Assess the collaboration requirements

The very first thing you have to do is understamel present situation you are operating in. Inmoti@ds you have
to understand the collaboration needs in your ptojds your team collocated or are you dealinchvéitvirtual
team? What kind of project are you dealing withthe first place? How long is the project? Wheilk it be
located, who will be involved?

You also want to have a look at past projects and éut how people in those projects worked. Wiaey
successful, if so, what drove collaboration? Whadediments to effective collaboration did the tedface? Were
they able to overcome them or were they trapped? Hhere been areas where people did work togdther
collaboration has been ineffective and actuallylted in wasted effort? On this token, Manyikeak{2009) have
identified ten forms of wasted effort in collabdoat They are:

1. Divergence = wasted effort due to politics, misrhai€goals

2. Misunderstanding = disconnect in understanding

3. Undercommunicating = excess or not enough timetsperommunication
4. Interpreting = time spent interpreting communicatis artifacts

5. Searching = time spent searching for informatietgtionships

6. Motion = handoff of artifacts or communications

7. Extra processing = excess creation of artifaciaformation

8. Translation = time spent conforming objects to rmamputs

9. Waiting = delays due to reviews, approvals, anddm¢cks

10. Misapplication = incorrect use of methods and tetbgies

In short, once you have assessed collaboratiorireggents in your project environment you want towrnwhether
you need collaboration tools to enable collaboratioto improve an already existing strong collabion culture.

Step 2: Select the right tool(s) — with your team
Just because we are talking about collaboratiols twe are not automatically speaking of technologyut things
into perspective. If you and your team are colledai.e., working in the same location, chancestiat you may

need less technical tools than in a virtual teamirenment.

Michele Sliger and Stacy Broderick (2008) sorted trarious forms of communication with respect teirth
effectiveness (Sliger & Broderick, 2008, p. 164):
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Face-to-Face

Phone, IM, Chat

Email, Wiki, Blog, Website

Documentation for Sign-Off

Exhibit 1 - Pyramid of effective communication

Accordingly the most effective communication is the top of this pyramid. It starts with face-t@da
communication, followed by phone, IM, and chats anty in third place comes the popular email.

Collaboration is useless if it is not aimed in ata@ direction. The same applies to collaboratiools.
Collaboration has to be results driven. Keep thaegt vision in mind. A project is not a loose nkaroup, it
follows the purpose to deliver the project. Piblkge tools which enhance project outcomes, whictefitethe
project and the project team.

Collaboration is about teamwork. On this tokenjolme as many team members in selecting the rigbk as
possible. They usually know their own workflowsshe Choose tools which help team members in ttiily
routines. Different project roles require and diféerent collaboration tools. Classify the vargoroles and the
respective workflows. Then match collaborationldao these workflows. Make sure that the toolpsrts and
facilitates the workflows and “do not allow the pess to become tool-driven” (Hillson, 2009, p. 17).

Avoid collaboration waste: When you assess avigltdols ensure that they don’t create new collation waste.
Some collaboration tools may be great in one tosituations such as email; on the other side theyrsufficient
and can even be disablers to effective collabanaéind community building in a project setting whicils for
many to many communication channels such as cloatpgr polling, groupware, etc. (Comment by Peteifieh

Manyika et al, 2009).

In case you are considering a more complex techtoohsetting up an assessment matrix is a vatuapproach.
Things to account for are technical integrationoeffwith other possibly existing tools, maintenanueeds,
scalability, growth potential, training needs, fise fees, hardware requirements (Hillson, 2009)mdy be a
tedious analysis. And it pays off; it reveals ar@mpares the strengths and weaknesses of the saidals
available — important information especially whemyeed to ensure a budget for the tool.

This brings us to the next point: secure the reargsexecutive support: It is great if you and ryoare project
team have chosen the right collaboration tool. sTiia first important step. It doesn’t stop thef@ollaboration
goes beyond the boundaries of the core project.tedire extended project team includes stakeholdedsthe
project sponsor. If they are the people who atlweamd release the budget you need their suppott,Don’t try to
convince them of the selected to®howthem the need and the added value of the tool.

Step 3: Know how to use the tool(s)

There are endless collaboration tools. One pranisere than the other. Keep the purpose of calidionm in

mind. Don’t over-engineer the tool and don’t beeoaslave of the tool. The purpose of a tool ikelp you, and
not the other way around. Less is more. Keepniple. Make sure that the tool is easy to use easly to
understand by everyone involved using it. You maiyhave to introduce all available features atoninstead you
may be able to gradually introduce features neddethe respective project phases you are in. othice those
features first which add the most value to themlald produce actual results which benefit the wheam.
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Beware of those team members who may be less tlegfynaealous than you. Plan in and conduct end use
training. Also, there is no rule that introduciagollaboration tool is the sole responsibilityaoproject manager.
Involve the team. Let team members introduce apdaé new tools to the rest of the team. Chararesgreater
that the complete team will be actually usinglttshows that they introduced the tool and thét itot forced upon
them.

Step 4: Keep the tool(s) aligned with the projegiurpose

Projects are dynamic, project environments andabolation requirements change. Corollary, collation tools
have to be adjusted to the changing environmeriteck regularly with your team if your collaboratitwols still
fulfill their purposes, i.e., facilitate and promeotollaboration in order to meet the project olyest. If necessary
make necessary changes. The same applies iflingiteam agreed on the use of a collaboratioh foo example
a WIKI, and as time passes neglect the tool and&ak to old habits.

If the team does not see or want to see the vdlaecollaboration tool which is deemed valuabletfer purpose of
the project, you have to seriously consider makireguse of the tool mandatory. Nurturing collaliorais not a
question of forcing the use of a tool, it is a disgsof leadership. “Only a good leader of thentezan break down
the barriers of communication and motivate the teaembers to communicate open and frank by using a
collaboration tool” (Comment by Rainer in Manyikiaaé 2009).

Conclusion

Collaboration is and always has been a centrabffdor project success. In times of internatiopedjects and
virtual team environments collaboration is more artgnt than ever. Technology can help overcomeyggdhical
boundaries to active collaboration. Indeed, tetdmohas become an enabler of communication arldlmmiation.
This is no call for the introduction of more teclogy in our projects. Technology can enable, et and
promote collaboration. However, collaboration @& about technology. It is first and foremost abpeople and
human interaction. Effective collaboration in ajprt setting serves the purpose of the projeds; iesults-driven.
Hence, the key to successfully introducing collation tools is not the understanding of technologl. is
understanding the critical factors for project sscof which collaboration is one element. Collakion is a means
to achieve project objectives. This is why we hewaurture collaboration.

The good news is that collaboration tools can hel@chieve this. Provided we are aware of the npasgible
pitfalls of introducing collaboration tools. This how we can overcome them: First, we need te lfegood
understanding of the real collaboration requiremmémtour project. Second, we have to select tiigt tools which
help enable, facilitate and promote collaboratiophird, we have to know how to use the tools effety and

efficiently. Last but not least, we have to aligih collaboration tools with the project objectivasd keep them
aligned throughout the project life cycle. Chamgimoject environments require us to adjust oulstaocordingly.

We must never forget that a tool is always a tow semains a tool. We must not let technologyadéctour

workflows and become an end in itself. If it does, have become slaves to our own tools. Therhave become
fools with tools. Itis up to us to change it angtrcome the obvious limitations.
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