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cOrdin8 Release 2.0: The Organizational Operating
System™

by Brad Jackson,
cOrdin8 Technologies, LLC

“...the primary changes in the revolution underway today will be driven — not by
changes iproduction— but by changes icoordination Whenever people work
together, they must somehow communicate, make decisions, and allocateesesourc
They must arrange to have the right things in the right places aglihéimes. They
must decide what to do and who will do which parts of it. These coordinatigiti@sti
are performed by managers, clerks, salespeople, buyers, brokers, acepantirib
some degree, by almost everyone who works.T.W. Malone and K.G. Crowston, MIT
Center for Coordination Science, 1991.

At the 1968 Fall Joint Computer Conference in San Francisco — a time when “DoltlaBénd,

Spindle or Mutilate” was the mantra of the punch card and vacuum tubecenaiiting — Doug
Engelbart demonstrated something very different: NLS (oNLine Systempew out of his 1962 work,
Augmenting Human Intellect: A Conceptual Framewshich he published for the U.S. Air Force Office
of Scientific Research. The technology used in NLS incorporated a Ca&lagdeube (CRT), which was
$100,000 at the time and was inspired from his work as an electronic techniamn\wiwy II, a

keyboard, and a mouse, which he invented. It also incorporated live audio, video, windpesexy
and screen-sharing in real-time. It has since became known as the “the shathdemos”.

In recounting his involvement with ‘online workstations’ at a 1986 ACM conterehe reflected

“For me, a workstation is the portal into a person's "Augmented Knowledge Workshiop" --
place in which he finds the data and tools with which he does his knowledgeandritrough
which he collaborates with similarly equipped workers. And further, | conidethe large
system of concepts, skills, knowledge, methods, etc. on the human side of thatworkss to
be taken into account, in a balanced way, when pursuing increased humareekésstf/

! Malone, T. W., & Crowston, K. GToward an interdisciplinary theory of coordinai(CCS 120). Cambridge,
MA: Massachusetts Institute of Technology, CenterGoordination Science. 1991.

2 Douglas C. Engelbart, “Workstation History and Paggmented Knowledge Workshop”, Proceedings of the
ACM Conference on the History of Personal Workstadi Palo Alto, CA, January 9-10, 1986, pp. 73-83.
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In his 1988 book, Groupware: Computer Support for Business T&whslohansen, credits Engelbart as
having articulated and created a prototype of the first comprehensive efsvhat knowledge work with
computers might be like.

In 1984 — fifteen years after Engelbart's demo and some ten years beforeethetlbecame
commercially “hot” — | began evaluatimgoupwarefor its applicability at Texaco. Gerry DeSanctis
(Fugua School of Business) and | defimgdupware, for our purposes, as “computer and
communications-based applications that help groups share information aagemeorkflows.” Texaco
had a long history of being an early adopter of information technology. In 1957, thetherdirst west

of the Mississippi to install an IBM 705 to automate accounting operatidren, ih 1959, they were the
first to implement a process control computer system at their PiwdrAiTexas refinery. By the late
1980s, Texaco launched a Total Quality Management (TQM) initiatnessithe entire company. It was
the most significant change initiative in its history. TQM introdugéeam-based organizational
structure along with a scientific approach to management. Teamised extensive training in how to
operate as a team along with TQM tools and techniques, such as braimgttmot-cause” analysis, and
“fish-bone” diagrams. In their first team meetings, members developeda & conduct’ which
outlined how they would operate as a team. These ‘codes of conduct’ typichitieshstatements such
as ‘listen and respect each other’, ‘get the ideas out first, then disulisyaluate’, ‘come prepared’, and
so forth.

| was interested in exploring whether or not groupware could help TQMsterom 1989 through 1994,
we partnered with then University of Minnesota researchers — GeB8grixtis, Scott Poole, and Gary
Dickson -- who were studying a particular type of groupware system knogrow@gs decision support
systems (GDSS). They had developed an experimental system called §ditiare Aided Meeting
Management), which provided a facility for each team member to dmtarrate or rank, ideas which
were then averaged and displayed on a central screen in the room. Somedehtieed capabilities of
SAMM included the ability for the team to create group decision modelsitoagg alternatives against a
set of criteria (e.g., selecting a vendor based upon a set of requiremensgenicee SAMM automated
many of the techniques found in TQM.
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Together, we conducted two significant studies that involvez s
teams and TQM (see the Appendix for list of published
articles). The first study involved approximately 30teams, =
predominately from the corporate Information Technology =
Department, who used SAMM during their team meetings
over a three year period. The second study, whichwas = B8 _ )
jointly sponsored by the National Science Foundation, — + WSEEEINEEDIERIENY
involved 80 teams from across Texaco. It, also, was -~ | and that the combination of
conducted over a three year period, but it was not these two will soon challenge
exclusively focused upon GDSS. our organizations, be they
public or private, to
henceforth do their changing
The purpose of the SAMM study was to see if a group = | Dby effective, continuing
decision support system, SAMM, which automated many | strategic principles rather
TQM processes and techniques, could have a positive |mpw
on teams. We turned a 330 square foot storage room |nthw
our “Decision Room” with a custom built U-shaped table, 1$
monitors (one for each team member), projector and %
projection screen, and a server to run SAMM. We sought = e
volunteer teams to participate. Over the course of the stuc. IUCIIESRERUASI
there were over 30 teams that used SAMM. We had three.  [REEEURISRISERN[ER0)f
TQM teams that held their meetings weekly using the ~ ~ [IREIIVRToRSTole [SIE1N I fo]o) STy ) B
“Decision Room” whether or not they used SAMM. We X organizations will need to get
also had many teams use it for a one-time, specific purpos% increasingly faster and
such as a strategy session, vendor selection, and JAD (joil.  EESEEEEENE T 6 keep
application development) sessions. improving.” — Douglas

“...the assumptions that
complexity and urgency are

than in incremental steps.
Therefore, in addition to

aspiring to be increasingly
faster and smarter at their

Our expectations of SAMM use by the teams included full % Engelbart

and even participation in discussions, idea generation, % (
democratic choice making, and orderly, documented %
meeting processes. The teams used SAMM to display %
agendas and record information that provided continuity in =
work from one meeting to the next. When SAMM was use%
for brainstorming, high idea generation and participation byﬁ
all members definitely occurred. In addition, decision
quality appeared to improve when SAMM was used, inthe
sense that creative ideas were put forth and the teams
engaged in more thorough problem analysis.

One team, whose charter was to automate the operations
the data center, used SAMM to brainstorm on the topic of

3 NSF Award SES-9109167.

Pttty
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“when is the CPU down”? Team members simultaneously entered respotisguiestion which were
displayed on the group screen in the front of the room. In SAMM, ideas werd patsteut the team
member’s name. By not having their names associated with the iddsedhgwas that the team could
focus on the idea rather than the contributor of the idea. Following the disdldisanssion of all the
ideas, the team realized that the answer to their question depended upon datipesthe person
answering the question: software, operations, or tuning.

Several effects of SAMM were notable. Firstly, the teams usadgiocesses. They planned for their
team meetings. By using SAMM to collect ideas, all team membersagediédeas simultaneously,
which provided a more fair participation in the process. Without SAMMa#& mot uncommon for one
or two members to dominate the meetings because they took a great dediné*ar because shy team
members wouldn’t say anything. Over a long period of use, however, brainstormegeidessed in
SAMM could stand-out even though the team member’s name was not assottaiedkor example,
one team member was dyslexic and other members could identify ideas bgrthat¢enber based upon
spelling.

About halfway through our study, the building that housed our Decision Room was beingageniva
had an opportunity to build a new facility, which was far larger, about 1500 sqatestkincorporated
other technologies, including video conferencing, PCs instead of bamsindés, and access to the full

Texaco network. The new Decision Room is shown Figure 1.

Figure 1 - New Texaco Decision Room (circa 1992)
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The major take-away for me from the SAMM study was that technology agra@ignificant role in
guiding and teaching team members about process in two important wayscaritesiht can be
associated with specific functions that describe how to use it whicksémee, is describing how to
execute the process. Second, technology performs administrativagaskted with the process, such
as combining ideas from al team members into a single list or by calgudaerage ratings in sub-
seconds that would take an individual 30 minutes to do. Ultimately, thediegy makes it feasible for
teams to follow processes.

About two thirds of the way through the study, the building that housed SAMM \wasreaovated.
Because of this renovation, the room and the software were unavailabdséoal months, so the teams
met in a traditional meeting room (i.e., table, whiteboard, flip chart). e leader told a story of
when the team was facing a problem -- and didn’t have access to SAMM beansesaid, “Let’s do it the
SAMM way”. The process and the software — and the team — were dlvinggt. The team had
learned group-solving techniques, such as brainstorming, rating & rankingsf idelti-criteria decision
analysis — all used in TQM -- through SAMM. And, because SAMM automatedtdeseques, it
made doing it simpler for the team to use the techniques.

The purpose of the “Team-Technology” study was to investigate thefrGIB$Ss and other related
information technologies in facilitating a corporation’s transitioa ttynamic network form, which are a
combination of functional-organization and flexible structures such that fjloe coaponents of the
organization can be assembled and re-assembled in order to meet complex and cbamugtitive
conditions.

We surveyed and interviewed 80 teams across different US business @imh&drunits at Texaco at
three different times from 1991 - 1993. We interviewed 2 people per team amtecbierveys from the
other team members. As it turned out, since people tended to be on 2 or 3 amdedvup collected
information on nearly 500 teams. We studied teams from the exploration & poodogsiness unit,
exploration & production research, and the corporate information technolpgstient.

The study looked at:

teams - how are teams designed and how do they operate?
technology- how are teams using groupware?
team-technologyelationships- what are the impacts of technology use on teams?

We found that teams were fluid. Nearly, 70% of teams reported a change imésabership each year.
On average, 2-3 people left the team each year while 1-2 new people joitemhthelhe average
individual was a member of 3.38 teams. Of these teams, more than half wesicotienal; a third
were cross-unit; nearly half were cross-facility; 38% were ertgsand 27% were across time zones.

Teams relied heavily on meetings to coordinate. 96% of the teams hdlt regetings though the
frequency of meetings varied greatly from less than monthly to daily. Appatedy 65% of the teams
met either weekly or twice monthly.

The effects of TQM were mixed. Among the positive impacts identificigdops were:
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“Meetings are more productive”
“We are a team(identity)

“Better documentation”

“Use of procedures in meetings”
“Use of agendas in meetings”

Among the negative impacts were:

“Too many meetings!”

“We don't use it.” (fad)

“Lack of commitment to the program”
“Detracts from the reakork.”

The major barriers affecting teams included:

“Information sharing/communication problems”
“Conflicting approaches to getting the job done”
“Heavy workload”

“Members are dispersed — we have trouble connecting”

Other issues facing teams included:

Information sharing
Prioritizing

Participation
Documenting

External communication

The role of the team leader was critical to establishing and maingampact of TQM. These findings
implied that the coordination needs for teams are high. We also foundftinatation technologies, in
particular, GDSS, may be succeeding where quality methods have been lessfali@@ermanent,
visible, deeper).

In the beginning of the Team-Technology study, which started about a yeahaf§&&NMM study, the
teams were very excited about TQM. Teams throughout the company receamsivextraining in

TQM and problem-solving techniques. It was not unusual to walk down halaved/see charts all over
on the walls for everyone to see what the team felt were importan¢setirack and improve. Two
years later, however, at the end of the study, the only residual of TQkhatdeams typically prepared
an agenda for a meeting and, sometimes, wrote meeting minutes.
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Communities can be defined as “a group of people (1) who have beliefs and vahresiorg (2) whose
relations are direct and many-sided and (3) who practice generalized as Walhnced reciprocity”.l
view communities as different from teams in the following ways:

Attribute Team Community
Number of memberg Small (e.g., 5-7) Large (10s, 100s, 10005)
Participation & Mandatory Voluntary
Contribution
Teams Timeframe Tactical Strategic have few
members | Outputs Deliverables Knowledge sharing in contrast

to communities which may have hundreds, or even thousands. Participation and comtoitbatiteam is
mandatory in that team members must complete and integrate work incoagérdve the team’s
objectives. On the other hand, participating in a community is voluntary. Some padptipate and
contribute in very rich ways and frequently while others participatesa. A team is formed for a
tactical purpose with a schedule to complete its work. A community does moah&and-date. They are
created for the purpose of knowledge sharing and exist as long as thahensseds of their members. |
would further add that teams may have knowledge sharing aspects to thezsahdile communities,
and communities may have aspects that resemble teams.

While SAMM was a real-time (synchronous) software tool that teartswgh members present in the
room, we also explored the use of asynchronous groupware that was threadetbdistyie, sometimes
referred to as ‘bulletin boards’ or ‘forums’. This form of groupwardifates group information sharing
from different geographic locations and with users accessing it atediffémes, which is an essential
capability to support communities whose members may be located arounobtheugtl may never come
together in a physical location. Three of the more interesting appiisatiere:

1. Coffee Bar Talk — social discussion
2. Tips & Tricks — forum for IT support
3. Virtual Town Meeting — limited-time forum for entire IT community

In 1990, we launched Coffee Bar Talk as a social use of groupware. | had discovexedranent by
another company using video-conferencing that linked two coffee barm(Gadifornia and the other in
Oregon). It was on 24/7. The premise was that there are unanticipated shariograftion that may
spawn ideas based upon random meeting of people at the coffee bar. This nesd-tirae, and the user
had to be in the coffee room. | wanted to see if we could extend this campepiple’s desktops and
include more people.

We organized the online space with several themes: sports, movies, esd fogerson would post an
item and categorize into one of the pre-defined categories. Each itechdigplhy the subject along

* Taylor, M., “The Possibility of Cooperation”, Vais from the WELL: The Logic of the Virtual Commoni$87.
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with the user's name and a time/date stamp. It was extremely popular thpughdd management ‘hot’
buttons:

“Employees shouldn’t be ‘wasting’ time in there”
“The comments are not appropriate”

During the initial two years, it was U.S.-centric. It engaged employessdiffices in Houston, New
York, Los Angeles, Denver, New Orleans as well as operational sitesliand (Texas) and Bakersfield
(California). One distinctive thread started by one person’s redi@movie City Slickers In the
movie, a sheep is killed. There were over 126 replies to this one reuiew diverse set of voices from
those in favor of and opposed to gun control; cruelty to animals; and wearing nealfake fur. It was
interesting to me that such a simple post could bring about such deep-fettrenWtiile most managers
fell into the camp of “it's a waste of time”, the head of strategiampihg commented to me that he
wanted to capture the energy in Coffee Bar and channel it in discussions &é®uochpany’s strategy.

The concept of Coffee Bar Talk was to engage people from across the Campenys of both
departmental, or functional, areas, but also geographic areas. It waete let people ‘meet’ and
become acquainted with each other in way that would not be possible othekvgieeson in Houston
sharing a story with employees in a group that included people from Denverngekes, New York and
so forth, would not have been possible. The benefit was that through fenaiicar that new ideas might
emerge through more people being connected and knowledgeable of others imatimrduareas and
locations.

After two years, we reviewed the use of Coffee Bar Talk from skperspectives, including IT-HR and
Legal. IT-HR, which was within the Corporate IT department, didn’t wetT department to be the
‘conscience’ for the company. They didn't want IT to be the one policing whatss'bappropriate.
Legal’s concern was not any particular comment or joke (e.g., a blondehaké&)e ability to put
together collections of comments with other information to show a paltrmtght support a particular
position.

After two years, we closed Coffee Bar Talk because of concern of theppercthat people were
wasting time. It was unfortunate because we were starting a pilot farneteding. | would have liked
to have seen whether it would have been an important facility to providel‘gh@’ for people working
from home to stay connected to a group.

#
Tips & Tricks was originally a community setup to support the then newddws 3.1” environment. It
was a place where IT support people in various locations could post gaestibget replies to technical
problems. It was a ‘support group’ for the support people. It was extremelysfuteeshat it spawned
many similar types of communities focused on specific platforms bnodagies. This type of
community plays a critical role because the knowledge that is genesatetddocumented anywhere else.
There is no book that exists, or could be maintained, regarding all the supyesttiest arise with any
technology and the even more complex world of multiple technologies and reldasdygpe of
knowledge, “know-how”, has to emerge from and be shared amongst the practitioners
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In 1992, as part of the TQM initiative, using an outside consulting firm, Texawcted a “Visions and
Values” study that included some 25,000 employees around the globe. The survey \edsdrians
multiple languages, and the surveys were distributed to the hardesthielaees, including offshore
platforms. Once the results were compiled, each business unit, or depahiacketo review them and
create a plan to address any items where they did not achieve an accppsdtble’ score or where they
received a high ‘negative’ score.

As part of a strategy to solicit feedback from IT employees reggtte items that Corporate IT had to
address, we setup a “Virtual Town Meeting” using a bulletin board-likevaodt We seeded the
software with six questions that tied to the six items from the Vision ahe%aurvey that we wanted to
get feedback. We also added a seventh question, “What's On Your Mind?”

Since we had employees in multiple cities and buildings, we kicked it off iydhtne CIO visit each
major location to review the Vision and Values survey results amditivite the employees to participate
in the Virtual Town Meeting, which would run for a three week period. Kdrilie Coffee Bar Talk
community, where user names were associated with each item, comments rhadéritual Town
Meeting were anonymous. We purposely set it up this way to encourage pesifestcomments that
they might not have if their names were associated with them.

During the three week period, the executive management team huddled daiigetiag room to review
items that were being posted and responded. Initially, the team would reviesntheents and prepare a
collective response which would then be posted in the forum. When it becanmbaie¢he bulk of the
energy was in the open-ended question of “What’s on Your Mind?” (over 80% of the commaelets
were in this category), a key member of the team, who was the champiargobwoware work, Ed
McDonald, categorized items before the team met each day, so they couldansliection of related
guestions. Over time, though, the conversation shifted from questions to threns@magement team to
a conversation and debate among all of the participants.

The comments for “What's on Your Mind?” covered many topics: child/elder cafeteria style
benefits, job posting system, fairness (racism, favoritism, religiortigsdlismoking, and symbols of
rank (e.g., parking spaces, window cubes). There were heated debates amortgrthe pos example,
a long series of comments regarding child/elder care demonstratduetieatves no consensus as to a
reasonable approach, but that there were very strong emotions assoitfathd @ntire topic. This
community, which was the entire US-based IT workforce, included young and iolglergeople, young
and older married people both with and without kids. Some, with kids, wanted tohildveace on-site
while others didn’t because they didn’t want to bring their childremartbusy downtown area.

At the end of the three week period, there were some, who felt that itwasteaof time or that there
were too many useless comments:

“I personally believe [the forum] should go away — it is a waste of time anasgeebring out
people’s pettiness.”

“Reading this...is like slogging through a mosquito-infested swamp in searclref archid.
The quest may be worthwhile, but is surely isn’t pleasant or fun”.
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Most comments, however, resembled:

“Who are these guys that continually want [the forum] shut off due to LORE,Tproductivity
impact, too much time spent, etc...Communication is NOT lost time, and one lInoa@dom is
another woman'’s interest. Ideas are generated from people, not a heads dowumtasky
environment.”

“It is a shame this system will be shut down...After all the inigmharks are responded to this
would make a great ongoing forum for venting company level problems”

“...I'don’t work for IT, but I find this a great forum!”

“Please Please Please...don't close it. You have tapped a simple way tpeopiecloser to an
openness that is a totally necessary ingredient of a World Classndepi@company.”

The Virtual Town Meeting was an incredible amount of work for the manageasam. When printed,
there were over 180 pages of comments. They read through them all and praspdedes, in some
cases, to individual comments, but provided a reply to a collection ofdelatements. From my
perspective, it was very successful in getting a wide-range of opinian®latively short amount of time
for a large, diverse group of people in multiple locations. There wereates@ms that were spawned as
a result to work on many of the items that arose. However, it was the otigl'meeting’ of its kind,;
there was not another one.

% &

There are many different terms that have been used over the last te@rgtyo/cover systems that don't
fit the classic information systems world of transaction procesdiegms, such as, computer supported
cooperative work, computer mediated communication systems, groupware, knowéedggement,
collaborative technology, and so forth. Personally, | haven't liked any &.tAasme, the term that best
captures the broad area is one that | first heard in the early 18@f@izational computing

In the early 1990s, | was on an advisory board for a set of conferences on OiayzadiZamputing
organized by Andy Whinston at The University of Texas at Austin. In thedaseiof thdournal of
Organizational Computing_ynda Applegate, Clarence Ellis, Clyde Holsapple, Franz Radermacher, and
Andrew Whinston defined organizational computing (OC) as “the field of stutip&actice concerned

with discovering useful fits between computing possibilities and org&mz{in contrast to individual)
needs.”

! % ()* + : -1 -

For the longest time, | could not understand why groupware wouldn'’t take offe’3hayreat story
about Oxford University finally establishing an MBA program. One of the ddribe time, commented
that it wasn’t that the proponents of the new program were persuiasias, that the opposition either
retired or died-off. The same can be said of technology adoption. Web 2.0 offegitigs katest “20-

® Lynda Applegate, Clarence Ellis, Clyde W. Holsaplmnz J. Radermacher, and Andrew B. Whinston,
“Organizational Computing: Definitions and Issuelurnal of Organizational Computiny/olume 1, Number 1,
1991.
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year (or 40 year if start counting from Engelbart's demo) overnight ssistery”. Despite the many
attempts at implementing groupware solutions, we could not get usersnaést Boday, though, a new
generation of young people prefers collaborative-based websites overleim#ieir starting point. It is
interesting to note, though, that these initial uses of collaboratliedtgies are social like the initial
uses of groupware at Texaco, such as “Coffee Bar Talk”. The inygeisto channel these collaborative
technology behaviors into business processes.

P n

Without an organizational architecture, groups will create their owquerstructures to manage their
work resulting in what | refer to as the ‘snowflake effect’ whichthee'thousands and thousands and
thousands’ of unique team sites, or portals. The most significant conseqgtitrecsoowflake effect’
can be observed at each coordination point. How much time does each tearsgeadeguulling together
status information to send up one level? Then, that level spend combinimgatiéor to produce an
aggregated report to send up another level and so forth until it rebeltep? Because there are no
standard structures at the team level, there is no automation. Eadhdadamand manager must pull
information from various files stored on in their team’s workspace aridus emails to put together a
report. By the time the status reporting process is completed, theesb-stdtus’ is out of date which is
ironic in that never in the history of organizations has there been gifeBpgeed networks that can move
information almost instantaneously which today’s managers must be askings‘ivineihave these
high-speed networks when all | get is out-dated information?”

/- 0 1 MR, 2

Projects are everything, and everything is a project. Whetheurtbedn is engineering, sales,
marketing, legal, information technology, research, or manufacturingjatiecan be framed as a
project. They are, in fact, how knowledge work is defined and executed. Ulinthgecontainer for
knowledge work is a projecand the collection of related projects for which management has
responsibility is a portfolio

The Project Management Institute (PMI) identified five procesapg for managing a project: initiating;
planning; executing; controlling; and closihdt is interesting to note that the PMI leveraged the “plan-
do-check-act cycle” from Total Quality Management (TQM) as an underlgingept in defining the
interactions between project management processes. The TenSteg® Mesjagement procéssvhich

is a practical implementation of tRRMBOK® Guide provides, among other things, forms for project
management deliverables associated, such as, project charter, risk& amgister, issues and issue log,

® Th Project Management Body of Knowledge Guide (RM® Guide) — Third EditionProject Management
Institute, 2003.
" Tom Mochal,TenStep Project Management methodolegyw.tenstep.com

l4|Page



scope change request and scope change log, meeting log, project statugprejgmtsnanagement
strategies and plans. These processes plus the execution lifeogeleses that define the steps for the
particular project, such as analysis, design, construct, testnatehient, comprise the total work for a
project.

In a recent article on Enterprise 2.0, Andrew McAfee highlights a comfnoentwiki inventor Ward
Cunningham regarding the shortcomings of a highly structured platform, “Foromsdgte ‘What's
going on in the project?’ we could design a database. But whatever fields wehmidatabase would
turn out to be what's not important about what's going on in the project. Vitingtstant about the
project is the stuff that you don’t anticipafe While | agree that the ‘stuff you don't anticipate’ is
important to know, | disagree that you can’t design a database or system td thgpoocess for
handling it. In project management, these processes include: issugemans, scope change
management, and risk management. The data associated with theseepnoessde captured and
tracked during a project. Not doing so, or by not making them visible to managesreel@ading
contributor to why projects fail to deliver on time, on budget or to fail@wgtirSoftware can be designed,
and with flexibility, to facilitate these processes.

The PMI defines a portfolio as “a collection of active programs, piogead other work undertaken at a
specific point in time to help the organization reach strategic tblgsc In essence, a portfolio reflects
the priorities, investments and resource allocatidngHe identification, selection, authorization, and
execution of the portfolio is management’s responsibility who must enstrdhéhportfolio aligns with
current and future business strategies, and by doing so, facilitateszagimiof the organization’s
limited resources.

| believe the best framework upon which to design an organizational atgrététat leverages
groupware is project management.

3 &

| have found computer operating systems to be useful models in understanding,dmaxemt, how
organizations work. A classic textbook, Operating Systerng Stuart Madnick and John Donovan,
defines the termperating systeras “those program modules within a computer system that govern the
control of equipment resources such as processors, main storage, secondpryl&bodevices, and

files. These modules resolve conflicts, attempt to optimize performandeimplify the effective use of
the system”. They further provide a framework within which to study an apgesitstem based upon a
view of the operating system as a manager of resources. They descfiewiag tasks that the

various resource managers within the operating system must do:

1. Keep track of the resources
2. Enforce policy that determines who gets what, when, and how much
3. Allocate the resources

8 Andrew McAfee, “Enterprise 2.0: The Dawn of Emerg€ollaboration” MIT Sloan Management Revie@pring
2006, p. 25.

° The Standard for Portfolio Managemeiftroject Management Institutevw.pmi.org. 2006.

10 Stuart E. Madnick and John J. Donovan, Operatirsie®ns McGraw-Hill. 1974,
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4. Reclaim the resources

An organization must do the same thing. There are competing ideas focess@noney, people). The
organization must determine which ones get funded, when they get started, tamd fouch. They must
allocate the resources. As part of the process for determining véhevlggt, when, and how much, the
operating system uses scheduling algorithms, such as, first-comsefived, shortest-job-first, and
priority. Selecting which algorithm to use is dependent upon the goalsifgatiicular computer
system (e.g., batch vs. real-time), and there are pros and cons of each.nfpbe exg@otential problem
with a priority scheme is that it's possible that a low priority psscmay never run because the high
priority processes always have the resources. Organizations uae &igorithms to determine which
ideas are funded and get resources. Sometimes, this process is fornabaradeswhere an executive
team looks at all the ideas presented to it and decides which ones togaddipan a set of criteria that
will likely include how well it aligns with the organization’s objeeis. Other times, the organization
doesn’t have a formal process and the result is typically a mixtunswtdme-first-served alongside
priority.

Another popular textbook, Operating Systems Contejg James Peterson and Albert Silberschatz,
emphasizes an additional perspective of an operating systecoasa program They define a control
program as “[controlling] the execution of user programs to prevent eraisn@roper use of the
computer.” Similarly, an organization has methods, or business practicegg\be the appropriate
procedures and use of its resources in order to accomplish the organizdijents/es.

Building on the definition of a computer operating system, we define an ortyanétaperating system,
illustrated in Figure 3, as one that:

Facilitates the management of an organization’s resources (peopiey)fior optimum
performance

Serves adlission Controlto provide monitoring of work performance and adherence to the
organization’s processes

UsesDigital Group Memonto facilitate team and community knowledge work that is tightly
integrated witiMission Control

Interfaces with other business systems, such as ERP, CRM, email.

1. Peterson and A. Silberschatz, Operating Sys@mmsepts Addison-Wesley. 1983.
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Figure 2 - Organizational Operating System Architeture

/

The user interface is configured to meet the needs of the user's.leskecutive, project sponsor,
project manager, team member) in the organization. A senior exemaivbave a view to track a few
priority projects or initiatives for which he is a sponsor with alsetup for work that moves into the

‘red’ zone. A project manager will track detailed information aboinglesproject. He will follow new
issues that arise and will want to be alerted to issues that haeen'tresolved by the team after a pre-set
number days.

Mission control is comprised of four related areas: 1) executive dashBpgatifolio manager; 3)
project monitoring; and 4) human resources manager.

-3
The executive dashboard is concerned with the processes associatetbatitigsgnd prioritizing ideas

or new project proposals. It also provides a place to display graphics atwl ditler management tools,
such as Balanced Scorecdrd

The portfolio manager is concerned with the processes associatedledting and prioritizing ideas or
new project proposals. Information, such objectives, timeframe, costsitfesred alignment to the
organization’s strategy, is collected about an idea or proposed projetbeautis the portfolio manager.

12 Kaplan R.S. and Norton D.P., “The balanced scacecaeasures that drive performanddirvard Business
Review Jan — Feb 1992.
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The executive management team, then, can review and discuss théocotibitteas in order to
determine which ones should be funded. There are different approaches agiestizé an executive
may use in order to arrive at a prioritized list of proposals thatvileauthorize to become projects.
The portfolio manager organizes the information and provides various viessisb the management
team with this decision-making process.

4 5

The human resources manager tracks the availability of resourcesjémtpby skill pools, such as
programmers, testers, business analysts, financial analysts,eaglagal, and so forth. This
information is critical in order to ‘staff’ a project team with #qgpropriate skills at the right time. It is
also important when analyzing future skill requirements to deterhmnebest to meet the organization’s
needs, e.g., training, re-tooling, hiring.

, 2

Once a proposal has been approved, it can be viewed with all active projeetproject monitor.
Information available from the monitor includes the sponsor, project ragragject charter, latest
project status report, project health among other status-related atimmm

The change control manager facilitates the process of changes to be medd tproduction
environment. Change requests include changes to the infrastructtrassaiaoew router being added as
well as modified or new applications. A software modification may inviotirgging an operational
server down. If there are other applications running on that server, it igamiptor schedule the
downtime when it will have the least impact and for the users of thoseaippis to be made aware so
that they may plan accordingly. The process typically involves a-firnsgonal review of technical
resources and business process/application owners. The change contgelrraatanates this

workflow.

% 3 - )
When a project concludes, final deliverables from the project agedaand stored in the repository and
can be searched and accessed in future work.

3

The directory contains user ids and related information along with Idygitap memory templates, and
an index to all DGM, communities, and portfolios.

3

Digital group memory (DGM) is a sub-system of the organizationabtipgrsystem. It is the structure
for group information sharing, collaboration, and workflow. There are fowrrhges of DGMS:

1. Programs — structure that organizes information and communicationdtieetion of related
projects which are managed as a set.

2. Projects — structure that facilitates the management of a girgét

3. Products — structure that facilitates that management of a product
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4. Communities — structure that facilitates the sharing of knowledge onraaotopic

DGM is linked to the other subsystems, such as the executive dashboaad,rponjgor. Data may
move from the DGM to these other subsystems and vice versa. For examplayrént project phase,
project health, open issues, and link to the latest status report, aread@@sses between the Project
DGM and the project monitor for real-time reporting by management.

Leveraging concepts from computer operating systems, there are émgeceareas: 1) control program;
and 2) user application and data. A DGM has both as well. The control pragrars the set of
standards that allow an instance of DGM to be inserted into thersgath that data can be shared
between it and Mission Control. The user application and data area &eel amd managed by the
group members. Capabilities of a DGM include:

Ability for members to create items that can link to multiple objectg, (fles, comments, forms)
within the structure

Ability for authorized members to add or update elements within the DGM

Ability for members to track changes made to it

Ability for members to be notified about changes

Ability for members to retrieve outputs from one step in a process thanken input into
another

, 2 3

Because teams are fluid (membership changes, people are on negdtipsy), it is desirable for a user, at
any given time, to be able to determine the overall flow of the team’s wbsce it is currently, what he
has been assigned (or signed-up) to do. Figure 4 shows an architecturesfardRyidal group

memory.
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Figure 3 - Example Digital Group Memory for a Project

The control program for a project is the set of project managenwseagses that govern how the project
starts, finishes, and what it is to produce. Figure 3 shows an example sgecfrpemagement
processes based upon the five process groups identified by the Project Mamtdgstitute (PMI):
initiating; planning; executing; controlling; and clositigThe TenStep® Project Management proéess
which is a practical implementation of tRMBOK® Guide defines project management deliverables
associated with the processes. They include: project charter; veadkdiorvn structure; schedule;
budget; risk register; issues log; scope change log; meeting lpectstatus reports; project
management strategies and plans; help; security; and related DGMs.

The project charter outlines the project’s purpose, scope, budget, tmaeffaliverables, and benefits.
The project management strategies and plans describe how the teamnadjarand control the project.
These include strategies and plans for changing scope of the argjeadw communication regarding
the project. The schedule is used to: 1) identify who will do what patte evdrk and when; and 2)
track overall progress. The budget is used to monitor how much has been speantioigaded to be
spent compared to what was approved. The issue log and scope change laig fexdéptions
management. The meeting log and project status reports support commnrmoatesses. The meeting

13 project Management Body of Knowledge GuiBeoject Management Institute, 2003.
4 Tom Mochal,TenStep Project Management methodolegyw.tenstep.com
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log captures outcomes of meetings, such as decisions and action items. dttestatjs report
summarizes for all project stakeholders the status of the patjagoint in time. The help is to provide
assistance in how to do the project management process, e.g., how to initij¢etayphat is a project
charter, or how to create a communication plan. The security layer defiodsas the appropriate
authorization to make changes to the DGM. For example, the projecten@aagnake changes to the
project charter, but not team members. A team member can make clieagésstie assigned to her, but
not make changes to one assigned to another team member. The related®{BMs & other DGM,
such as a product or community.

Lifecycle management processes are the “user application & data digitel group memory. These
processes describe how the team will produce the project’'s delegraAn example lifecycle process is
described irLifecycleStep® It includes five phases:

Analysis — gather and create detailed business requirements

Design — based upon the business requirements, design a solution

Construct — based upon the design, construct the solution

Test — test the solution to ensure it works correctly and meets thedsusneirements
Implement — move solution into production, train users, and turnover support

aprwODdN R

As with the project management processes, there are strategiesremdyth as testing, data migration,
and training, that are developed on in one phase and executed in a later one déliogeables for a
software development would include: software, user manuals, trainingatsateystem documentation.

Examples of other lifecycles are oil exploration; drug development; andging a legal case.

5 2

A program contains related projects and programs. The Program DGM, asisttogure 5, maintains
program-related information, such as program status, program headtingrdocumentation regarding
the program, program issues, and cross-project information. Issueethasad in one project may be
relevant to the other projects.

15 Tom Mochal LifecycleStep methodologyww.tenstep.com
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Figure 4 - Relationship between Program DGM and Priect DGM

5 2

Many projectscreate groduct Over the life of a product, there will be a series of projectsaitiat
create and enhance the product. A product DGM is the memory that persigtsedife of the product.

It may include items, such as feature ideas, bugs, test cases, and dataméang., user manuals).
Figure 6 illustrates the relationship between project DGMs (one ¢brretease) and a product DGM. In
scoping out the next release, a product manager accesses the Product Déidwithesfeature ideas
that have yet to be implemented. In the case of a software releass, ghg team will also review the
list of bugs that must be resolved as well. Although the new project willaerew test cases, they will
also use previous test cases to ensure that the functionality feeioys versions still performs. While
working on the new release, there are likely to be additional ideas gghetsich will not be included in
the current release, so they are stored in the Product DGM. At the clbsepodject, the team stores
new test cases and the updated documentation.

Figure 5 - Relationship between Project DGM and Prduct DGM
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5 2

As depicted in Figure 7, teams contribute (and pull) “learnings” to (froed¢dommunity. An example
of communities and teams interplay in the exploration and production busiaessnsnunity called
“Deepwater” for exchanging information, experiences, ‘know-how’, and s, fiemjarding deep waters.
There are likely to be multiple project teams operating in the Gulf afddes well as off the coast of
Brazil. As project teams progress their work on their projectqodati project, they share key findings in
the community. Any project team may visit the ‘community’ to pull infofamatexperiences, and so
forth that can be utilized in their project. In this way, the communityesdo/facilitate the movement of
‘knowledge’ learned from one project team to others.

Figure 6 - “Learnings” from one project team can betransferred to many through the community.

% #3

While standardized processes are important for efficiency and automats equally important for
people in different roles within the organization to be able to make adjustroeetensions, to the
various elements of the system. A business unit, for example, that lsitaatd to organizes its
portfolio to align to its objectives must be able to adapt the structune &sisiness changes, but it must
maintain core configuration to ensure information exchange with thefrdge system. Another example
is a project manager who needs to add objects that are unique to his prtjee must maintain the core
configuration in order to facilitate the aggregation of data fosiisControl. By defining and
supporting information exchange standards, new nodes, whether a DGM or a Missioh(E@niro
business unit, program), can be inserted as needed by the organizatiorritarediee management and
administration
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Businesses require the ability to assemble and re-assemble mapaments of their organization in
order to meet complex and changing competitive needs. Synergy in the netwgriainnso that
independent components can function in a unifying way. cOrdin8 is an organizatiaaahgpeystem
developed by cOrdin8 Technologies that facilitates a company’syabilnanage this dynamic structure.
The following are seven constructs configured using cOrdin8.

1. Enterprise & Business Unit Structures
2. Large, temporary organizations (e.g., Post-merger integration organjZatympic Organizing
Committee, political campaigns)

3. Process Templates

4. Repurposing Outputs as Inputs

5. Collaborative workflow (e.g., collaborative project charter developnoaftborative
requirements and design development; issue management)

6. Group decision support systems (e.g., vendor selection process)

7. Final Deliverables Repository

8. Knowledge sharing through communities

9. my cOrdin8s
# /

The following five common structures are illustrated using cOrdin8:

Phase Gate / “Big” Programs
Federated organizations (e.g., IT)
Integrated (managing multiple vendors)
“Little” Programs

“Many, Mini” Projects

arwdE

: & 978,

Industries, such as exploration & production, pharmaceutical, use a phase atdigates where
projects move through a set of business process phases, such as acquire, explope ahd produce, as
shown in Figure x, with a gate, or check-point at end of each business process phiaseyat®, project
deliverables are reviewed and a GO/NO-GO decision is made as teewthet opportunity should
proceed to the next phase.

Figure 7 - Sample Phase Gate Organization

A hypothetical energy company is illustrated in Figure 8. At the higheslt the executive dashboard
displays the major business units, divisions, and departments. In tiriplexthese are: exploration &
production; refining & marketing; and corporate functions. From this viewxacutive can view
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summary business information about each division, such as P&Ls, key perferindicators (KPIs),
and so forth. By clicking on the portal link, he will then go to the executive dasHbohdt business
unit or department.

Figure 8 - cOrdin8 configured with Enterprise Divisons

Following the dashboard link for “Exploration & Production”, the next level d@the dashboard for
“Exploration & Production” as shown in Figure 9. It organizes the overalloEagdn & Production
portfolio by major areas of Gulf of Mexico, Brazil, Nigeria, and Russia.

Figure 9 - Exploration & Production Portfolio

25|Page



Figure 10 shows a portfolio within the Exploration & Production business unitl callé of Mexico.

There are four tabs representing the four business process p@itagee; explore; develop; and produce.
Within each tab, there is a listing of projects. In this example, thaf fgbjects is for the explore phase.
When the user clicks on the ‘show’ icon, a summary report is displayed ighienost frame. The
summary includes project management information, such as the number sf lisise scope changes,
and schedule. The user can drill-down further into any of these. This infumrisaharvested from the

project portal.

Figure 10 - Gulf of Mexico Portfolio - List of Projects in the Explore Phase

By following the project portal link associated with the “Block 3-213” mrpjdepicted in Figure 11, the
user will access the corresponding project portal along with all gfrtiject details. The project portal is
where the team defines the project charter, schedule, budget, sgapdgns, and so forth.
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Figure 11 - Block 3-213 Project Portal

The project manager and team members regularly access this@sfhate information, such as project
updates, comments, and so forth. All of the details of the project and the gedjeetables are
managed in this portal.

% &

A common organization structure for
service units, such as IT, is a federation
where the service unit is embedded within
the business unit but maintains a
relationship with the corporate service
function in order to maintain standards
and professional development. Figure 12
shows an example cOrdin8 structure to
support a federated IT organization at
Acme Oil. There is a ClIO Dashboard,
which has links to each business unit IT
dashboard, such as Refining IT. The

Refining IT Dashboard also includes &  rjgre 12 - Sample Federated Organization Structure

pointer to the Refining IT Dashboard. A

refining project that has an IT component can be tracked both from the Refashbdard (business) as
well as the Refining IT Dashboard.
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When using multiple vendors on a project, it is desirable to view thalbgersject as a whole instead of
having to go from one information system to the next — each one organized differentpiece together
the status. Figure 13 illustrates such an integrated perspective. Ixatmisle, each vendor has a project
portal for their portion of program. Each vendor can only see their porta thieilcompany can view the
whole.

Figure 13 - Integrated Structure - Multiple Vendors (ABC LLC & XYZ Inc)

70 8,

We refer to a collection of related, but independent, projects adel flitbgram in contrast to the “big”
program described previously. An example of a little program is an O& sgagrade at three plants.
Shown in Figure 14, the user has clicked on “Plants — OS Server Upgrade” vapictyslthe list of
projects in the program along with the status of each. The user can thesndieklink to go to portal
for the corresponding project.
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Figure 14 - List of projects within a Program

7 . 8,2

Managing a high-volume of small projects (“Many, Mini”) may be as chalf@ngfi not more so, than
managing a single, large project. These projects may involagrgesomething new (e.g., a new report,
access to a set of data) or a problem that needs to be addressed (gage defect). They are not
predictable in terms of quantity or frequency. Managers and team leadl@iswwdhe project request
backlog along with workload for each team member in order to make assig@msshtsvn in Figure 15.
Team members can view assignments and document work progress asisgelea that arise.

Figure 15 - List of 'small' projects by team member
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Figure 16 - Project Details

Figure 16 is the form associated with a particular ‘small’ projetaddition to the fields in “Project
Information”, team members can attach files in the “Files” tab and adohents in the “Replies” tab.

0 : &

Examples of large, temporary organizations include: post-merger itvegi@ams, Olympic organizing
committees, and national political campaigns). Following a businessitiogu assuming that the
acquired entity will be integrated into, or combined with, the existintydatcreate a new organization,
the integration task is complex and, even, daunting. All the processeR)sydata, budget, people have
to be reviewed to determine what the new organization will look and how and twiiftrthange from

its current state. The integration project is a large effqdir@g an organization of many teams to be
put together in a relatively short order.

Once the high-level organizational structure and processes have bevenirted, the executive
dashboard and initial program and project portals can be built-out. As tedsrale identified,
corresponding dashboards and project portals are created and inserted intcathstoweture.

Figure 17 illustrates the high-level structure for a merger iniegranit. It further breaks down into
other teams for R&D, marketing, manufacturing, and shared services. Ebekefiill breakdown
further as needed. The portal is further structured to support additionesgesdor the steering team for
this unit: meetings; action items; issues; status report. The isdusswhere issues may be identified by
the steering team or are escalated from the other teams.
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Figure 17 - Breakdown of teams in a large, mergentegration project

Using a process template is an easy way to start a new process pithjech portal. Figure 18 shows a
list of process templates from which a user can select, such as a des&gsprThe result of the
selection is a new section that is created with the content ofabegsr.

Figure 18 - List of process templates and resultingutput
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Often, the output of one process is the input to another. In cOrdin8, team rmeanereate the design
in a cOrdin8 outline structure during in the design phase, see Figure 19, ancettimnsame data as the
basis for the schedule in the construct phase, see Figure 20.

Figure 19 - Output in Outline Form from Design Phag

Figure 20 - Repurposed Output as Schedule in Constct Phase

Collaborative workflows, as discussed in this paper, are the complete oppasitesaction-style
workflows where the objective is to reduce human involvement, such as kchgolo' that runs once a
month to print customer invoices. A collaborative workflow seeks to engagéepamrder to bring the
workflow to a final state. They are typically initiated by an individuglthien, triggers others based
upon their role in the process. The process for developing a set of busigeisements and a design as
well as managing issues are examples of a collaborative workflow¢hingO

-3 - 3-

When developing the project charter, the project manager will gesdthprovide their feedback on a
draft. They can use the “Discussion” feature, as shown in Figure 21, toradueats or replies. As each
person reviews the draft, he can read others comments and provide additicen¢®torthose that are
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already documented. The project manager can go to one place to read atoofithents in order to
synthesize them and make adjustments to the draft.

Figure 21 - Collaborative Project Charter Developmat

Figure 22 illustrates a method of collecting feedback on a presentati@ntéaan is developing. Other
examples include a word processing document, website (URL), or spreadsheet.

Figure 22 - Presentation in Studio with Team Discison

- | 5; #3 3-
Most, if not all, projects have a requirements definition followed tgsign phase. The requirements
serve to guide all the subsequent work performed by the team, including deside .théfiei are several
techniques for capturing requirements, the process is an iterativatbreegreat deal of back-and-forth
between those who define the requirements and those who design a solution kemeét/tthout
continuous communication between these two groups, a working solution rdayddeped that does not
meet the client’s needs.

In cOrdin8, the team has access to a requirements and design section. Alket@ders can view the
latest requirements or design elements at any time. They can atbocattaments (threaded discussion)
and files to requirements and design elements. Figure 23 shows a requissogosthat any team
member
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Figure 23 - Design Outline with comments

Figure 24 - Comments from
team members on one design
element

can view. Figure 24 shows a threaded

discussion that has ensued regarding a
particular requirement. This approach keeps all of the informaiout 2ach requirement organized
together. In the event, a team member, who is involved at a later phase and neetlgetdiseussion, it
is easy for him to find and review all of the information associatéditvi

When a designer has a question regarding a requirement, he can post toe gyhést will alert other
team members via email. The person who is in a position to respond can then respermgiéstion.
Some questions may straight forward and a question can be supplied withouihg orgghone call
while others may require a lengthy conversation.

An additional by-product of this collaborative approach to requirements armph dissihat everyone,
especially the project manager or team leader, can see wherenthie tes just by way of a status, such
as ‘in progress’, but by reviewing questions to see which ones are keepiegrthizdm progressing.

There are processes that are initiated by one person, and then subsequenttyoogh a series of
stages and roles until some final state (e.g., complete, canceled, postpditerd}hedcase is that one
role (a person or persons) works processes a set of input and producesiathattpggers the next
stage. cOrdin8 manages not only the state of the process, but also thandpuagputs. The following
is an example of an issue management process using cOrdin8:

1. Aclient representative on a project indentifies and posts an issluglimcdetailed information,
in the project portal which alerts the project manager.

2. After reviewing the issue, the project manager then assigns it &pgmepriate team member by
updating the issue form in the project portal, which, in turn, alertetme member who has been
assigned to work on it.

3. After reviewing what was originally documented about the issue by #m,dihe team member
has questions. He, then, posts a question for the client in the issutiach alerts the client
representative.
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4. Depending upon the complexity of the question, the client representative may terabjgond
or may need to setup a face-to-face (or conference call) to reviawheiteam member. In
either case, the outcome from the discussion is documented as part sfi¢hieis.

5. With the information that he has received, the team member ceestégtion and documents that
he has done so.

6. Once he has completed the solution and tested it, he then updates theestatuthi issue form
to ‘client review’ which triggers the client representative toaenthe solution.

7. Once the client representative has reviewed the solution andaétsrhis requirements, then
indicate his approval in the issue form. If not, he can document why it doedniiay want to
setup another meeting with the team member.

8. Once the client representative has approved of the solution on theassuéhke project manager
can then close the issue.

By having this flow captured in the project portal, anyone at anytime ceonhe up to speed on not just
whether the status is open or closed, but, in fact, all of the documentatied telablving it. It is
especially useful when other team members must be involved and they nert topeto-speed quickly.

While the above example illustrated a collaborative workflow for maugaan issue, there is a similar
workflow for collaborative design in which requirements captured by sinfiiym clients become the
focal point for questions by the designers and developers of the solutibe fdients.

3

There are projects that involve defining a set of criteria, idémgjfglternatives, and then rating the
alternatives against the criteria in order to make a decision. Ampdxas shown in Figure 25 of a
software package selection process. The team identifies the susigasements for a software
package. Then, they identify a list of packages to assess. As parcwhthation process, team
members rate the different software packages against the regntee The final step is review the
scores, which are weighted averages of the ratings, shown in Figuoe 2éch software package.

Figure 25 — Individual Scorecard to rate a vendor gainst requirements
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Figure 26 - Summary Report - weighted average ratigs of team members

% 3 - 5

At the end of a project, there are typically project deliverablet) as reports, presentations, proposals,
that have value in future work. At the project close, these deliveratdenoved to the Final
Deliverables Repository. During this move process, the user tags theseathds so that they may be
discovered through search at a later time as shown in Figure 27.

Figure 27 - Search and Results in Final DeliverabeRepository

1

A company has both a software product and professional services to agstdietsi with
implementation. Each client team implementing the software works indeyignofethe other ones in
that they have different sponsors, project managers, schedules and delévekdlever, they all have

in common the ‘practice’ of implementing the company’s software product. Thawoity, in this case,
is comprised of all the company’s consultants who implement the sefpsaduct. Two example uses of
the community include: 1) real-time problem solving; 2) accessing “Less@amaed” from
implementation. An example Community Portal is shown in Figure 28.
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Figure 28 - Community Portal

During implementation at one client site, a consultant may run into an iByugccessing the
community, he can search on the issue to see if anyone else has experiepodudire If they have, he
can review what has been documented to use. If not, or if the problem has only belnhauidtizssed,
then he may want to contact through email, instant messaging, or the phonéendtieommunity. If
there is a partial response, he me want to start with the person,argyevho documented that answer.
Once he has developed a resolution for the issue, he can post it in the corondaitye reference by
others.

In this way, teams working around the globe, and for different clients, cantblearknowledge through
the community.

6

The ability to view and have access to the most relevant informatioitjaalan assisting people with
their time is critical issue in the information glut of the posgéiingt world. my cOrdin8s is a portal in
cOrdin8 that is personalized to each

user with links and summary

information that is filtered to his role.

For example, a person who sponsors

projects needs summary information

regarding them that is different from rg e 29 - my cordings — Project Sponsor

a team member on a particular

project. Figure 29 shows a frame on my cOrdin8s for a project sponsor wltschlliof the projects for
which he is a sponsor. By clicking on the executive summary link, a dyngmit i® displayed which
summarizes all of the relevant information for the particulareptpjncluding number of issues, risks,
scope changes, project performance (schedule), and the status oflilds/éor the current phase.
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A project manager or team member will have more detailed informatiomn in Figure 30, about a
project, such as any assignments for them, such as issues, action itaslss o the schedule. The
user can click on the title of the assignment to get all the assthaididrmation, including adding
comments. He can access any information in the project portal by clakitige arrow to the right of the
project name.

Figure 30 - my cOrdin8s - Team Member or Project Maager

Doug Engelbart not only had a grand vision for what knowledge work with computdisheitike, but
he demonstrated it nearly forty years ago. That vision, however, was throlghstio¢ the knowledge
worker.  In my opinion, groupware — asynchronous groupware in particular — hasragged as an
extension of his vision.

While a new generation has pushed us beyond email with their preferred ofaburative

technologies, primarily for social uses, the opportunity is to applg tta@taborative technology skills in
business processes. Without an organizational operating system, howsymanes are at risk of the
snowflake effect, or the creation of vast ‘islands of information’. Marsaggeall levels in the
organization feel the pain when they have to find, and then, aggregate inforaradi data from disparate
sources in order to ascertain status. While there is a cost asteatatéhis unnecessary management
work, there is an even greater potential loss because leadership lzéts tbhe ability to access the
status of the organization’s knowledge work in near real-time en@alésrship to anticipate and guide
rather than react.

cOrdin8 is an organizational operating system that allows businessedlitaté their dynamic
organization and leverages distributed management. Embedding project mamiageocesses into
cOrdin8 facilitates consistency and automation which greatly reducesistiative time spent by
managers, but more importantly provides near real-time reporting tterkap. Of course, there are
gains for team members as well, such as the ability for team metobeome-up-to-speed quickly
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because each project portal has the same structure, so they know what¢hiodis. Outputs from one
step in the process can be re-purposed for the next step in the proceas,adelsign definition in phase
becoming a schedule in the next. Items, such as issues, action itemsyéeafilkareal by assignment and
presented to team members based upon assignments so that they have thevaoisinfelrmation
displayed for them. Associated inputs, discussions, and outcomes aredigdtdr with the item. In
doing so, it frees up team members to spend more time to think, create, ompohle. In other words,
add value.

In memory of Ed McDonald and Gerry DeSanctis
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