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Abstract

Supporting collaboration solutions is as much - about supporting human activity or behavior than it is about technology.  Organizations deploying Microsoft®&174; Windows®&174; SharePoint™&#153; Services solutions need to ensure that the solution fits within the corporate culture.  Many organizations are deploying collaborative solutions to save on operating costs, make people more productive, and foster new ideas and innovation.  IT organizations responsible for Windows SharePoint Services deployments have an opportunity to support and enable business transformation by understanding how their organization works today and using this understanding to successfully plan and implement a solution that truly drives business value.
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Introduction

Supporting collaboration solutions is as much about supporting human activity or behavior than it is about technology.  Organizations deploying Microsoft®&174; Windows®&174; SharePoint™&#153; Services  need to ensure that the solution fits within the corporate culture.  Many organizations are deploying collaborative solutions to save on operating costs, make people more productive, and foster new ideas and innovation.  IT organizations responsible for Windows SharePoint Services deployments have an opportunity to support and enable business transformation by understanding how their organization works today and using this understanding to successfully plan and implement a solution that truly drives business value.

This paper is designed to help guide business decision makers and IT project teams responsible for deploying Windows SharePoint Services through some recommended solutions for the organizational and cultural challenges associated with deployments of collaboration solutions based on Windows SharePoint Services and also, Microsoft Office SharePoint Portal Server 2003.  

Unlike a traditional prescriptive architecture guide, the suggestions in this paper should not be followed like a cookbook.  Doing so would be a recipe for failure.  Treat the information and examples as ingredients to create a unique toolkit for your organization.  Look for the ideas that seem to best fit the culture of your organization and modify them as necessary to work for you.  

This paper is organized around three primary areas where organizational culture has the greatest impact on success: planning, roll-out, and content governance.  Each section includes a set of key questions to consider for the area.  The questions are not meant to be exhaustive.  You will likely think of more questions on your own as you gather the answers.  The questions are designed to help you determine which of the various ideas presented in the paper will be most successful in your organization.

Above all, remember that successfully planning, deploying, and promoting your solution is not just a project.  It is a journey that needs to be monitored and supported as the use of your solution matures.  Leveraging your new Windows SharePoint Services solution involves a great deal of process change.  A well-planned change management initiative could take between 18 and 36 months.  This doesn’t mean that it will take this long for you to see ROI on your investment, but it does mean that you should be prepared to focus persistent attention on your solution.  Keep this in mind as you consider the ideas in this paper.

Strategies for Success

Adoption of a new collaboration tool in your organization might require only a small change in user behavior but in some organizations the change may be more dramatic.  Unlike rolling out a new accounting system, where you can ensure that users will adopt the new solution because you have turned off their old solution, use of collaboration software cannot always be mandated in this way.  In many organizations, using the new Windows SharePoint Services solution is voluntary.  Even if you will “mandate” the use of the new solution (for example, by eliminating file shares), successful adoption depends not just on the design and the technology, but also on developing and implementing a plan for three critical “non-technology” components that need to become part of your change management plan:

· Planning – this includes the processes to prepare for the roll-out and ongoing content management processes for your solution.
· Roll-out – this includes all of the activities that you need to consider in both the launch and ongoing operations of your new solution.

· Content and Site Governance – this includes the processes and roles for maintaining and managing the content in your team sites – determining what content belongs in Windows SharePoint Services (versus other applications), how content is migrated initially and then contributed over time; how design and functionality changes are identified and implemented; and roles and responsibilities for users.

Planning

The development of your plan for launching your new solution should begin with the discovery process you completed at the start of your project.  During this process, in addition to defining objectives and requirements for the technology solution, you should also have gathered information to help assess the culture of your organization.  There is no magic way to do this but the outcome you are trying to achieve is an understanding of the specific organizational and cultural challenges in your organization.  This understanding will help you choose the optimal roll out and content management strategies.  Some key questions to consider in the planning process include:

· What are the business drivers for supporting collaboration?

· What level of senior management support does this effort have?

· Is your company developing a formal collaboration strategy?

· What types of collaboration support do users need to meet business objectives?

· What is your current organization like?  How distributed is the organization?  How much cross-organizational collaboration takes place today or is needed?
· What are the characteristics of the most successful IT implementations that have been rolled out in the past?  What lessons have you learned that you can apply?

· Is your organization process-driven or do different business units define how they will operate independently?
· Are there any barriers to collaboration today and how are they being addressed?
· How are the successes of individuals and teams measured?  Are there specific performance measures that might inhibit or enhance your ability to successfully deploy your solution?

Your goal as you answer these questions is to understand where the barriers to your success might lie and to develop a plan for overcoming them.  For example, be very cautious if you cannot tie your Windows SharePoint Services implementation to a key business driver for the organization.  Your communications plan (described in more detail in Section 2.2.1) should explicitly reference how your solution impacts the key business drivers  for the organization.  If your solution does not address a key business driver, it will be difficult to get users to change their behavior to leverage the new solution.  Even if the use of your solution is mandatory, you may find that users will find ways to circumvent this “requirement” if they do not perceive business value from the solution.  As you understand how your organization collaborates today, you will gain insights into how you can describe how your organization will collaborate tomorrow, when you roll out your Windows SharePoint Services solution.

Be sure that you understand the value proposition for at least the following key stakeholders:

· Organization as a whole

· Departments or business units

· Individual employees 

This understanding is critical because it will drive virtually all of the decisions that you will make going forward.  You need to understand the value proposition for each of your key stakeholders and tailor your roll-out messaging around that concept.

Example Value Proposition: Global Manufacturer

 “We’re about to move to a 30-day e-mail retention policy.  We are very e-mail centric here.  We send and save way too many e-mails with file attachments.  We’re introducing our meeting and team workspaces as a way to reduce e-mail traffic while at the same time preserving a group memory of our meetings and projects in one central location  that is accessible by everyone who needs the information.”   

In above proposition, the use of the team sites is not mandatory, but by attaching to an organizational imperative, the project manager is able to get visibility and drive usage for his collaboration initiative.
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You should record the results of your planning process in a document that summarizes your answers to the questions listed above.  This could form a “Key Findings” section in your initial discovery documentation.  An important part of your documentation will be a concise statement that answers the first key planning question: What are the business drivers for supporting collaboration?  This statement, which will be incorporated into your communications and roll-out messages, clearly explains why the solution is important to your organization and what outcomes you plan to achieve.

Roll-out
There are several key areas to focus on in your roll-out strategy:

· Communications – Providing communications and training as a way to overcome cultural barriers and ensure users receive maximum value from the new solution. 

· Training and User Support - Ensuring that contributing to and using the new solution is incorporated into daily work routines of all of the firm’s members. 

· Incentives and Rewards – Ensuring that organizationally appropriate objectives are established for users.

· Measurement – Defining criteria for measuring the business value benefits of the solution to provide feedback to the communications and implementation plan.

Communications
Consider the following key questions as you develop your communications plan:
· Who are the key stakeholders for the solution and what do they need to know?

· At what stage of adoption is each stakeholder community? (Refer to the technology adoption life-cycle below.)

· What are the primary roles in the organization?  How might the communications plan be adapted to suit the needs of different organizational roles?

· What are the existing communications vehicles and how might they be leveraged to promote the Windows SharePoint Services solution?  (Try to think beyond e-mail and hard copy newsletters.  For example, consider break room or cafeteria posters, conference room walls, sign-on “splash screens,” etc.)

· Are there any upcoming corporate or departmental meetings where you can talk about your new solution?  Training sessions?  New employee orientation programs?

· If your organization is geographically dispersed, what kind of events and communications vehicles will reach employees and teams in regional or client/customer locations?

· Does your organization have documented processes for how activities should be performed?  Can you incorporate use of the new solution into these existing work processes?

The following chart presents a model of how users tend to adopt new technologies.  Your communications plan for your collaboration solution should recognize that users typically pass through a series of stages; each stage characterized with different behaviors and user needs.  The key messages need to vary based on where your target audience is in the adoption curve for the technology.  Refer to the sidebar below for a list of suggestions for the components of a good communications plan.

Figure 1. Technology Adoption Curve
In general, the communications plan should promote awareness and the value of the new solution.  You will want to begin thinking about your communications plan early in the development cycle of your solution.  You may even want to start communicating about the solution well in advance of the launch, to start to build awareness and “buzz.”  Ideally, your communications messaging to all audiences should focus on how the new solution will enhance or add value to existing work processes, while at the same time creating a new way of working together.  Does your organization have existing procedures documents?  If so, look to those documents to find opportunities to insert the use of the Windows SharePoint Services collaboration spaces.

Examples of successful awareness activities include posters in break or lunch rooms, announcements in company newsletters, and “5 minutes on the agenda” in team or group meetings.  Your messages should, in general, focus on the outcomes that will be achieved with the new solution – here’s what we’ll be able to do differently, here’s how your team will benefit, here’s an example of what is possible.  Be sure to tailor your messages to the target audience and monitor the results of your plan.  Be prepared to make changes based on what you learn over time about what works and what doesn’t work in your organization.

Your communications plan is a chance to be creative – within the constraints of your organization’s culture, of course.  The following are some creative ideas that have worked in other organizations:

· Some geographically dispersed organizations plan a “road show” to launch their new collaboration initiative.  One global company did a road show in several key European and U.S. locations to launch their solution.  The meetings were well-publicized with posters and e-mails and each meeting room was decorated with balloons to generate some excitement.  They gave away “trinkets” labeled with the name of the solution to serve as a desktop reminder (pens, highlighters, and paper holders).  The balloons and trinkets helped generate some interest and clearly indicated to the attendees that this was not an ordinary meeting – something special was happening.  After two quick intro slides, the solution team launched into a demo of the new team sites using a pilot team’s real data as an example.

· In addition to the road show, this same organization reached out to key executives for support.  They found a tremendous ally in a senior level general manager responsible for a global team.  Upon learning about the team spaces, he created a site and posted all of the documents for his team on the site. When people inside and outside the team asked him for information, he consistently replied, “It’s on the site,” and sent them a link to the site.  He stopped sending e-mail attachments. Instead, he pointed everyone to the team site and encouraged his team to follow the same behavior.  In his messaging, however, he was careful not to say, “This is where you must go” or “All documents must be placed on the site.”  His approach was far more subtle.  He simply told everyone, “This is where the information is.”

· A management consulting firm has teams of people working both at client sites and back in the home office.  They use weekly e-mail newsletters (published every Wednesday) to showcase new information in their Windows SharePoint Services team sites and portal.  The “what’s new Wednesday” newsletter focuses on content but is also used to promote specific features and communicate “tips and tricks” from the central team or from individual project teams.  In an extremely creative twist, they also publish “stall stories” – printed newsletters that they post on the inside doors of the lavatory stalls in the main office.  The “stall stories” feature tips and tricks as well, but also describe how teams are using the collaboration solution in specific ways to add value to client projects. 

· This firm’s communications plan also incorporates ongoing outreach to site owners and content contributors to help ensure continued adoption and use.  The collaboration solutions team has gone onsite to meet project teams in their work space to provide project-specific training as needed.  They continuously look for best practices to share among project teams. The results of their launch and ongoing communications efforts have been very successful; within about four  months of the solution launch, more than 90% of their project teams have active team sites.

· Two large manufacturers each developed creative (but inexpensive) videos to promote and showcase the value proposition of their collaboration solutions.  The videos were shown at corporate meetings.  One firm’s knowledge management team created a “rap” style video featuring key executives rapping about the solution.  The other video featured two engineers and a “real” cowboy sitting around a campfire talking about their day.  With a clever story line and a Blazing Saddles setting, the engineers talked about roping calves and eating beans while the “real” cowboy talked about solving a complex engineering problem by leveraging the firm’s new collaboration solution.  Both videos were engaging and funny, but each had an important message.   Both of these organizations took advantage of an existing corporate event that occurred during the launch of their new solution and captured the attention of their target audience with an engaging presentation vehicle.  Remember, your collaboration solution presents a new way of working.  In addition to the new tool, think about how you can generate some interest in the solution in a new way.  The cowboy video worked especially well not just because it was so clever, but because the medium allowed the development team to show how the solution would be used in a real context (through a series of flashbacks narrated by the cowboy).

Training and User Support
Training and support helps users get hands-on familiarity with the new solution and are critical to the “Learning” stage of the adoption curve.  Think about the following key questions as you develop a training plan for your organization:

· What types of training programs and opportunities currently exist in your organization?

· What are the key roles in the organization?  How can you adapt your training program to the different roles?

· What are the most effective training methods in your organization for end users and help desk support engineers?  Will a “train the trainer” approach be most effective?  Do people respond well to “lunch and learn” sessions?

· Can you leverage a “key influencer” in each business unit or department or team?

· What type of training materials are needed for support engineers for help-desk, tier 1 and or tier 2 issues? 

· What Windows SharePoint Services training materials, books, and or courses are available today? Do we have access to such training materials? 
· Do we need to create our own training materials to support user adoption and reduce potential help desk calls? What are our key usage scenarios?
It’s a good idea to develop a training program for the solution that will allow new users to “try” it in a safe environment.  Consider role-based training if that makes sense for your organization.  For example, in a law firm, it may make sense to train attorneys, paralegals, and administrative assistants in separate sessions to focus on the unique aspects of each group’s potential interaction with the solution.  One successful organization actively pushed information to remote teams and offered special training sessions as part of their “Portal-pallooza” launch activities.  During the first few months after rolling out the solution, they also held weekly “Portal-fest” sessions on Wednesday afternoons to provide advice on how to manage and leverage team sites.  Some organizations train users in basic Windows SharePoint Services features first and then gradually provide training for new or advanced features over time.  This allows users to get comfortable with a new way of working first, without getting caught up in the details of the technology. 

Another very useful technique is to consider identifying a key individual in each major business unit, department or project team to act as your Windows SharePoint Services ambassador in their areas.  Some organizations offer in depth training for these “key influencers” and more general user training for others in the organizations.  The key influencers help teach others the best ways to leverage the solution.

No matter how you structure your training program, be sure to focus on training the users in the specific usage scenarios appropriate for their role.  For example, instead of focusing on specific features of Windows SharePoint Services, such as how to add a document, describe the user’s work process and show how the Windows SharePoint Services solution will be integrated into that process.  Windows SharePoint Services is a very easy solution to use – you won’t need to spend a lot of time showing users how to leverage specific features.  Rather, you should spend your time focusing on how the solution will enhance the user’s existing work processes and provide value to the team and the organization as a whole.

Finally, be sure to provide an ongoing opportunity for users to get additional training and support as they need it and a vehicle for incorporating end-user feedback into the solution.  It is especially challenging to get the solution design for portals and collaboration solutions “right” the first time because it’s virtually impossible for most end users to effectively articulate a vision for their solution until they actually get a chance to use it – with real data in a real environment.  For this reason, it’s a good idea to leverage a rapid development strategy for your solution.  Design and build in easily manageable portions and get users actively using the solution quickly.  Then, use feedback during training sessions and early adoption to rapidly design and build your next release.

Incentives and Rewards
Imagine the scenario at one firm, where they were about to roll out team collaboration spaces for their geographically dispersed project teams.  A new employee expressed the current state at the company in the following way:

I joined the firm about 6 months ago.  I know we’ve done or are doing work in an area that is relevant to my project.  However, all of the information I need is locked on someone’s hard drive or in a secure file share where it takes an act of Congress to get access.  The attitude is “it’s mine and you can’t have it.”

Despite the recognition by management that the firm will achieve significant value by being able to leverage and re-use assets across projects, the firm’s culture is one where knowledge is power and knowledge sharing is not rewarded.  Clearly, this firm will need to spend some time focusing on incentives and rewards if they are going to be able to effectively leverage their new collaboration solution.

Even if your organization has an extremely collaborative culture, incentives and rewards are effective tools for getting people to try the solution and apply it in their day-to-day work.  

Think about the following questions for your organization:

· How are individuals, teams, and business units evaluated in your organization?

· What kind of incentives are appreciated (or allowed) in your organization?

· In your organization, would people prefer an entry in a competition for a large prize or smaller prizes that everyone can win?

· Do contests or games motivate people in your organization? What type of program has worked in the past?
· What is the most appropriate balance for rewards and requirements in your organization?

Consider team-based, rather than individual, rewards to encourage sharing.  Also consider awards for both knowledge creation and re-use.  It is important to not only reward the inventor of an idea or the contributor of a document but also the “re-user.” Recognize both parties or units involved in the transfer of knowledge.  At any given time, someone is both contributing and receiving knowledge using your collaboration solution.  If both sides of the transaction are not rewarded, you will run out of content quickly.  One global consulting firm offered a “Knowledge in Action” award (an American Express gift certificate) to employees who could describe how they leveraged an existing asset to drive value to the firm.  The “Knowledge in Action” stories were widely publicized to provide examples to others of how the firm’s collaboration solution drove significant business value (additional revenue, increased customer satisfaction, and bottom line profitability).
Champion knowledge sharing behavior as well as portal usage to facilitate culture change.  Create specific programs and communications messages to focus on “how we work, how we share, how we integrate.” Focus on “Do you know if we’ve already done this?”, “Don’t reinvent the wheel,” and “Have you checked the team site?” in all firm-wide communications and at department meetings. Encourage practice leaders and department heads to ask their team members if they have checked the team site when they need information.
Most often, recognition lies in being perceived as an expert by peers and management.  Ensure that the author’s name is attached to documents, guidelines, best practices, and presentations they create.  This can be exploited with presence recognition technology – I find an asset and see that the author is online so I can either IM them or initiate a phone call.  

Using the collaboration solution has to be self-rewarding.  Users have to get something out of it or they will not participate over the long term.  Rewards and recognition may be healthy in the early stages of building enthusiasm but, in the long run, people need to find the work itself rewarding. Initially, it may work to develop a “fun” incentive to get people to try the new solution.  
Measurement
The following key questions will help you design an effective measurement program:

· Who are the stakeholders and what do they need to know?

· How do we currently measure success in the organization?  It is critically important to tie your collaboration solution to existing measures.  Your goal is to ensure that users understand how using the solution contributes to the overall objectives of the firm?

· Which framework is best?  Does the firm already measure IT initiatives with a balanced scorecard?

· Given the most key performance indicators for the firm, what should we measure about the collaboration solution?  Is there a direct way to measure this impact or do we need to find a proxy?

· How should we collect and analyze the measures?

· What do the measures tell us about how we should change either the processes around using the solution or the solution itself?

Measurement strategies should be designed to ensure that the solution contributes to the overall business strategy for the organization. Develop both qualitative and quantitative site metrics for management reporting.  Qualitative metrics can be “discovered” during user feedback sessions. Seek out “stories” where users describe how using the solution (leveraging an existing asset, discovering a new firm capability or person with an unknown skill, rapidly accessing previously difficult to find information, etc.) helped contribute to increased revenue or profitability, faster “time to market,” or other metrics that are already reflected in the key performance measures for your organization.  Don’t try to invent new metrics.  Instead, focus on opportunities where the solution you’ve just implemented has a specific impact on areas that you already measure. 

Use the administrative reporting capabilities within Windows SharePoint Services to track usage including visit counts and navigation patterns on the site.  Reports can be developed to track usage month over month and quarter over quarter.  Overall, expect to see usage peak shortly after the initial release of the solution and then level off over time.  Consistent usage is a proxy for value. Additional research is required when usage drops or spikes after the solution has been operational for a while.  Track the number of enhancement requests received on individual areas.  A high number of enhancement requests from diverse users is a good indication of adoption.
Measure efficiency by examining improved communication, removal of redundancy, and increased productivity.  Determine a number of key activities or processes that are being targeted for improvement (e.g., improved access to project information, reduction in the number of calls to the library staff for support). Analyze cost savings due to improvements in these key metrics.  Look at not only breakthrough innovations that come from creativity in collaborative work, but also at process improvements that may be more difficult to assess.
Content and Site Governance
In the worlds of collaboration and portal solutions, content is king.  You need to obsess on information quality as you are developing your solution.  Content and site governance represent the processes and roles for maintaining and managing the solution, including the definition of what content belongs in the Windows SharePoint Services solution (vs. other applications). 

A strong governance framework exists to ensure that the solution delivers worthwhile content to its users in an effective way.  More specifically, the framework ensures that solution content meets four main goals:
· Relevance

· Accessibility

· Credibility

· Completeness

Relevance

Relevant content is actionable; it helps users do their jobs effectively, reflects the latest version, remains current, and is posted in a timely way.  In other words, content is managed throughout the life cycle.  Consider the following questions to help guide your processes for content relevance:
· What is the frequency with which content needs to be updated?  How often to major aspects of your business change?

· Is there a fixed period (or average period) of time when content is typically no longer relevant (for example, after one year)? 

· Who has responsibility for ensuring that content shared within and across teams or business units is accurate today?  How will the Windows SharePoint Services solution impact current responsibilities?

· Can content management responsibilities be rotated or shared among team members, members of the business unit or even different departments so that the “burden” of ensuring that content is kept current does not fall on only one individual or department?

· What is the most effective way to document and communicate the roles and responsibilities for content maintenance in your organization?

· Can you tie content management responsibilities to your incentives and rewards program?

Ensuring that content remains relevant requires careful attention over time.  Think about policies for expiring content.  For example, you may want to include a default “expiration” date in all of the content on your site, not just news items where Windows SharePoint Services automatically “expires” content from views.  By adding Expiration Date as a piece of metadata (a reasonable value might be Today’s Date + One Year for most documents), you can then write custom code to either archive older content or perhaps send an e-mail message to the content contributor reminding her to check to see whether the content is still valid and indicate what type of action should be taken – delete, archive, update the expiration date, update the document, etc.

Ensuring that content remains relevant also requires clearly identifying roles and responsibilities for managing content.  For example, each team might designate a “content manager” for the team who will be responsible for ensuring that throughout the life time of the project, all of the appropriate information is both entered into the team site and archived or updated as necessary.  At the completion of the project, the content manager or other designated team member needs to be responsible for determining what should happen with the team or project archives.

Accessibility and Content Taxonomy
Accessible content can be found and accessed easily by authorized users and follows the appropriate security conventions.  Perhaps the most important critical success factor for creating accessible content is an effective taxonomy and metadata design.  Most users do not have a lot of patience for endlessly entering metadata about the documents they add to Windows SharePoint Services sites.  However, metadata is critical for retrieving information after it has been entered.  Your design needs to identify which metadata is critical, recognizing that most users have about 30 seconds of patience when they are contributing new documents to the site.  You need to balance the time constraints of the document contributor with the information needs of the document user.  Leveraging an experienced Information Architect can be invaluable in helping to ensure that your content is accessible.  The Information Architect will consider (among other things) the following types of information:

· How do users access information today?  

· What are the business scenarios in which users will use the information in Windows SharePoint Services?

· Is there a natural vocabulary for the business domain and/or the organization?  Is there an industry standard vocabulary that can be used or customized?

· Are there business units who have content management implicit or explicit in their job responsibilities?  For example, the HR department is clearly responsible for ensuring that benefit information is easily accessible to employees.  When content accessibility is part of an organizational unit’s explicit job, the Information Architect has the opportunity to use as more metadata values to organize content.

· Who else, besides the content contributor, might be responsible for applying metadata to content?

· What is the most important content for the organization?
Credibility

It is extremely important that users believe content is accurate and reliable.  (Note that an exception is content contributed but purposely not reviewed and approved.  This content includes such items as discussion groups and might be considered “buyer beware”).  Credibility goes hand in hand with relevance.  Not only does content have to be relevant to the user’s job, but it also has to be reliable.  Think about the following key questions as you develop your plan for ensuring that content is credible:
· What types of content will users expect to find in the solution?  Is there an expectation that all content will be validated?  Is there a space for “works in progress” – for example, a practice that has worked for a project team but is not necessarily certified as a “best practice” for the organization or a draft document?  How will this type of content be identified to users?

· Who is the primary owner of each type of content?  Will it always be the contributor?  Could there be a contributor who is not the content owner (or author)?

· Who can make what types of changes to which content?

Each piece of content should have a designated owner who has the explicit responsibility for ensuring that his content is accurate and reliable.  The governance process for maintaining credibility is complicated with unstructured data because the content can often be produced or changed by anyone with write access to the repository.  You will need to think about policies for who can change information and who is responsible for content after it is changed and incorporate those policies into your governance plan.  Establish authoritative content ownership and consider establishing an overall content governance board to enforce standards and settle disputes.

Completeness

Completeness refers to ensuring that your site content includes all existing content that has potential relevance to users.  For example, you need to consider the implications on existing project teams when you roll out your new collaboration solution.  Consider the following questions:
· What type of legacy content can and/or should be migrated to the new application?  Will legacy file shares continue to exist after the Windows SharePoint Services solution is launched?

· Do you need to migrate all existing documents to the new environment?  

· If your sites are for project teams, is it OK for users to implement Windows SharePoint Services team collaboration sites for only new teams or do you want projects that have already started to migrate all of their content to a Windows SharePoint Services site?  

Consider whether or not to move all or just some of existing content to the new solution.  Many organizations use the implementation of Windows SharePoint Services as an opportunity to migrate content from existing file shares.  However, often these file shares have old, outdated, and poorly organized content.  Successful organizations use the launch of the new solution as an opportunity to “clean up” existing content so that they can launch the new solution with only credible content. But, when faced with a massive content clean up effort that has the potential to significantly delay the project, organizations should consider the following alternative content migration strategies:
· Option 1: Clean up all existing content and migrate all of it to the new solution.  This strategy is most appropriate when the majority of existing content is current and relevant.
· Option 2: Migrate none of the existing content into the new solution.  If you are implementing Windows SharePoint Services along with SharePoint Portal Server, use SharePoint Portal Server to index existing file shares but close the file shares for new content.  In other words, all new content will be managed by SharePoint but searching old content will leverage only the full text search capability within SPS.  This strategy is most relevant when the majority of existing content is used for reference purposes only.  If you are implementing Windows SharePoint Services only, consider implementing a separate document library or Windows SharePoint Services site for old or legacy content.

· Option 3: Clean and migrate recent content only.  For example, migrate content accessed within the past 6 months only.  Leave the remaining content in the existing file shares and close the file shares for write access as in Option 2.  This strategy is most relevant where there is a mix of both relevant and old content in the existing file repositories.

There is no right or wrong answers to these questions.  However, you should think about content completeness issues as part of your governance plan before you roll out your solution.
Summary
You cannot begin your Windows SharePoint Services implementation with the idea of changing the organizational culture.  Rather, you need to focus on the business issues the organization faces and look at whether the culture aids or hinders resolving the issues.  Implementing technology to support collaboration without resolving business, cultural, and people issues can waste time, energy, and money.  Organizations are unique.  You need to ensure that your solution supports how people need to work and evolves with people and the changing needs of the business.

Teams implementing Windows SharePoint Services collaboration solutions should focus on solving a critical business problem.  If there is no organizational “pain” that can be addressed with the collaboration solution, it is unlikely that it will be possible to create a successful implementation, no matter how much attention is paid to organizational culture.

· Focus on the outcomes – what is the overall objective for your project? – improve team collaboration, company intranet, ad hoc collaboration, communities of practice.

· Look for opportunities to embed the use of the tool in the daily work processes for end user – figure out what they do when and then identify the insertion points where the new tool will be more valuable. 

· Carefully plan how you are going to roll out your solution, following the guidelines in this paper for planning, communications, training, user support, and measurement.

· Remember that “content is king” and be sure to prepare a content governance plan to which all of your key stakeholders are committed.

Collaboration is not a technology or goal in itself.  Collaboration is an attribute of business processes.  For your Windows SharePoint Services collaboration solution to thrive in your organization, you need to think beyond simply providing tools and technology and instead focus on creating a collaborative culture by providing the enabling technology and creating an environment in which it can be successful.
Example Value Statement/Context for Collaboration Solution: Global Consulting Firm





To leverage scale, expertise, and assets across the “one firm”





 Higher profitability


 Better management of risk





Leading to sales of projects to clients





And improve our ability to attract, retain and develop people








Elements of a Good Communications Plan


Identify audience(s) - include internal and potentially external stakeholder groups. 


Assess information needs - determine what groups need to know, want to know, and expect, taking into consideration frequency and length of involvement of each audience and organizational standards of practice.


Identify information sources and assign responsibility for collecting information to be communicated. 


Identify the best media and methods available for use on the project, e.g. meetings, presentations, e-mail - remember people absorb information in different ways. 


Identify key messages, announcements, and/or marketing that needs to be delivered and can or should be included with routine or recurring communications. 


Define when and how communications will be provided. 


Document the approval process needed for any of the communications. 


Assign responsibilities for creating and delivering the various types of communications. 


Identify all triggers, such as key events/milestones/deliverable dates that will initiate communications. 


Define a process for handling ad hoc inquiries the project is likely to encounter. 


Develop a library of project information and assign responsibilities for its maintenance. 


Create internal and external feedback loops to help evaluate the effectiveness of communications as well as other project management processes. 


Schedule the work of communications and related triggers into the project schedule to ensure they are part of the overall plan. 


Define a process for updating/changing the Communications Plan. 









