
1 Auridian

We not me – Towards a
Collaborative Future

A series of white papers by Ade McCormack, Auridian

Workplace of the Future



Introduction

Man is a social animal. Collaboration is the glue 
that binds society. Economic success and even 
survival are strongly correlated to the extent to 
which collaboration is woven into the culture. 
The industrial era reduced collaboration to rigid 
transactions limited to the predefined pathways 
as ordained by the corporate organogram. In the 
late stages of this era a cultural shift towards the 
individual resulted in the perception that the need to 
collaborate was almost a sign of weakness.

2 Auridian

However an acceleration 
in business clock-speed 
coupled with advances in new 
technologies are forcing us to 
return to a more cooperative 
working model. This white 
paper explores the central role 
collaboration has to play in 21st 
century organisational success.
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Death of the organogram?
The company ‘org chart’ depicts the chains of 

command, control, communication and information flow. In 
that sense it is not dissimilar in structure to the C3I model 
used by the mainstream military.

As we are witnessing around the world, the mainstream 
military operating model doesn’t work well in unpredictable 
and volatile theatres. It is all very well having the largest 
volume of troops and the most destructive of arsenals if 
you can not decide when and where to deploy them in 
a timely manner. Military commanders are increasingly 
feeling more comfortable taking an iPad to war rather than 
a gun, particularly where the ‘loaded’ apps enable strategic 
decisions to be made quickly.

Thus opponents that are relatively resource deficient can 
outperform their mightier opponents by adopting a more agile 
approach. Having a sclerotic command structure which takes 
seven days to analyse a new type of improvised land mine and 
come up with a countermeasure will not be successful against 
an organisation that reinvents their land mines every 5 days.

The traditional organogram creates silos around lines of 
business and / or functional departments. Communications 
between different branches of the chain often necessitates 
communications up and down the relevant branches rather 
than direct horizontal communication.

Some people derive their power by controlling the critical 
communication gateways. This leads to distrust, isolation and 
fiefdoms, where the internal fight for supremacy appears far 
more important than the fight for market share.

This model is ill-equipped to survive in the fast moving Digital 
economy.

The taskforce-driven enterprise
As mentioned, less well equipped armies use their 

ability to make quicker decisions to conquer bigger rivals. 
They employ what might be called a decentralised leadership 
model. Often a cellular model is employed, with a high 
degree of collaboration amongst the cell members and only 
the bare minimum communication between cells. 

To draw an analogy with software development, the old 
command and control model is akin to functional design. The 
cellular model represents a more object-oriented approach. 
There is plenty of evidence in the software industry of why 
the latter is superior to the former.

Many organisations run their operations like a factory with well 
defined processes being triggered repeatedly. This works 
fine where the market conditions are steady thus allowing the 
operating decisions to be hardwired into the processes. But 
for many of us the market conditions are far from steady so a 
more dynamic approach to decision making is required. One 
that enables decisions to be made quickly through enabling 
the key decision makers to collaborate regardless of where 
they sit in the hierarchy or on the planet.

Such collaborative decision making might be triggered by any 
of the following:

•	The	need	to	respond	to	a	regulatory	investigation.

•	The	acquisition	of	a	new	company.

•	The	emergence	of	a	new	market	threat.
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•	The	initiation	of	a	new	green	initiative.

•	 	To	exploit	the	existing	human	capital	investment	for	
innovation purposes.

•	 	Where	the	needs	of	the	client	cut	across	the	organisation’s	
lines of business.

•	 	The	search	for	a	new	‘post-industrial’	CEO.

The stakeholders are not necessarily going to sit neatly in 
one office or in one chain of the command structure. Thus 
a task-force is required to address the challenge or the 
opportunity. Organisations that do not have a collaborative 
culture and supporting technology infrastructure will struggle.

As market behaviour becomes less predictable, unplanned 
events will become the norm. Darwin did not posit that 
evolution was driven by those species that had the most rigid 
command structure or even those species that appeared to 
be the fittest. He posited that those that survived and thrived 
were the most adaptive. 

Thus organisations need to have a task-force driven 
operating model, which again in turn necessitates a 
collaborative capability. 

Collaboration beyond the fence

Collaborating with partners and clients is nothing 
new. Collaborating with strangers is. Looking to gain 
competitive advantage by harnessing the wisdom of 
large groups of strangers is becoming more common. 
The phenomenon of crowdsourcing requires a degree of 
vulnerability and thus is an exercise in risk management. It 
is perhaps a characteristic of the Digital economy that risk 
management is an exercise in acquiring risk because it is 
only through doing this that we discover more value.

As the barriers to entry fall in terms of the creation of new 
enterprises, consumers will invariably be faced with more 
choice. This choice will manifest itself in a number of ways 
including an expectation of low price and greater choice.

The latter will drive a migration from supply chain 
management, where the model is ‘this is what we build 
and these are your choices’ to demand chain management 
where the model becomes, ‘we are braced to build and 
deliver whatever you want’.

Such a model requires a very agile partner / supplier model. 
A high degree of automation is required as providers are 
dynamically swapped in and out of the chain. There will still 
be a need to collaborate beyond issuing the order to trigger 
the chain into action, particularly where there are issues 
along the chain.

Customers will expect greater access to pre-sales and 
service support. Frequently asked questions will not cut it 
unless you are operating at the near zero margin end of the 
value spectrum.

Human interaction will be expected. Most importantly 
these communications will need to be integrated with 
other systems to provide a holistic picture of the client. So 
collaboration is not a parallel universe to business operations, 
it needs to be woven into the organisational fabric.

 
Much	like	the	Berlin	Wall,	the	structures	that	partition	the	
organisation from the market are falling. If work is where the 
worker is then where do we build the moat?

From a security perspective, an inordinate amount of 
investment has been placed on perimeter security. Then 
it occurred to the security specialists that perhaps the 
majority of the bad guys were actually on the payroll so a 
shift	to	security	policy	emerged.	With	this	new	organisational	
openness	a	return	to	perimeter	security	is	likely.	What	
will constitute ‘for internal eyes only’ content will likely be 
significantly more lax when compared to security practices in 
the industrial era.

In part this will be driven by the speed at which data decays 
in respect of usefulness and in part because information has 
a tendency to set itself free and thus competitive advantage 
will be gained not so much by knowing more than others but 
by the ability to appreciate its significance and be the first to 
act on it.
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Collaboration pitfalls

Much has been written on the pitfalls of 
collaboration. Most notably one posting in the Harvard 
Business Review blog farm states that senior executives 
may feel threatened by the flatter structures associated with 
collaborative task forces. This is understandable. Be aware 
that avoiding collaboration because of executive sensitivity 
will leave you trapped in ‘only the leaders know the answers’ 
operating model. Thus rendering the cognitive capacity of 
circa 99 per cent of your organisation unusable. If human 
capital showed up on the balance sheet this would be 
considered gross mis-governance.

Another stated pitfall was the concern that reaching solutions 
through collaboration may make it difficult to attribute credit or 
blame. If organisations need to appoint a ‘man of the match’ 
make that another taskforce deliverable. I would argue that 
being on the winning team should be sufficient recognition. 
I imagine some ‘me-centric’ cultures will struggle with the 
concept of collaboration. However they will likely develop 
greater enthusiasm as they witness organisations from more 
collaborative cultures ‘eat their lunch’ family picnic-style.

A move to collaboration requires a rethink in respect of the 
meritocratic remuneration systems based around individual 
performance. Being a team player will take on a new meaning 
if your quality of life depends on it.

Towards a collaborative enterprise

Organisations that operate on a ‘dog eat dog’ model 
to drive competitive behaviour amongst their people will 
need a cultural overhaul. This may be too much for some 
organisations where a high degree of mistrust exists between 
the senior executives. If this applies to your organisation I 
would recommend you move to somewhere that is more 
geared up for working in the Digital economy.

In any case I would guard against a campaign of introducing 
collaborative technologies until you know for sure that they 
will be used. This may present an opportunity to get onto 
the	CEO’s	agenda.	Breaking	down	the	line	of	business	
feudal silos may be high on her agenda. Promoting a more 
collaborative culture may be easier if the collaborative tools 
are	in	place	and	mandated	by	the	CEO.

The business case(s) for collaboration ranges from sweating 
the intellectual capital through to reducing the corporate 
carbon footprint. Many of these are addressable by 
implementing video conferencing technology. So focus 
initially on the ‘quick wins’ that make your CXO peers look 
good. They will become your collaboration evangelists if you 
do a good job. Having stated that, looking good may need 
to be more tightly defined if your fellow collaborators regard 
working from home as an opportunity to maintain a pre-
breakfast dress code.

Resist the urge to see collaboration as just another ‘plate to 
spin’ at a time when your resources have been cut back to 
the bone. Many CIOs are thwarting collaboration initiatives 
instigated by the likes of the HR Director for this reason. 
Collaboration is a great opportunity to prove your strategic 
relevance, so make it happen. If necessary ensure the 
vendor provides a solution that includes ongoing service so 
that your in-house resources are not depleted further.

Collaboration is not just another app. Your infrastructure 
will at some point need a complete ‘drains up’ with ‘unified 
communications strength’ rewiring. This could well be a 
very painful conversation with your CFO so it may be worth 
exploring a virtualised Cloud solution.

MAN
OF THE
MATCH



6 Auridian

Collaboration will become increasingly automated. If your 
business has deep supply chains then ensure that you 
embrace messaging standards that enable your organisation 
to swap in and out suppliers as the demands of the users 
dictate.

The Digital economy is also referred to as the Trust 
economy.	Every	collaborative	transaction	needs	to	enhance	
the perception of trust. Individuals who are trust-negative 
are a brand liability or worse. They have no place in your 
organisation.	Where	possible,	build	controls	into	the	
collaborative processes to detect and stifle such brand 
damaging communications. 

Admittedly this damage limitation mind-set is a hangover 
from the industrial era. Once the Trust economy is in full 
swing there will not be the need for this as everyone will be 
too protective of their own reputation to risk being labelled a 
liability. Though thinking about it, it is more likely future talent 
may well be a liability (eg. calling the client an idiot, whether 
he is or isn’t) but their brilliance in other capacities will likely 
counterbalance such uncontrollable behaviour. As covered in 
an earlier white paper, such is the nature of managing artists.

Consider using the IT function as a living example of 
collaboration in action. Start with collaborations that enable 
your people to engage with each other. Then overhaul 
the service desk from ‘demilitarised zone’ to a virtualised 
upmarket hotel reception. If you cannot pull this off then there 
is a good chance that any organisation-wide collaboration 
initiatives are likely to fail.

Conclusion

Collaboration lies at the heart of business and 
society. Thus organisations must seek to attract talent with 
a collaborative mindset. To maximise the return on human 
capital investment you must create a culture where there are 
no walls (beyond those required for regulatory purposes) or 
obstacles that will impede collaboration. Unless your talent 
all sit with each other in a small open plan office then you 
are encouraged to acquire the best collaborative tools to 
accelerate and deepen the quality of the decisions emerging 
from collaboration.

Keep in mind that the collaboration must extend beyond 
the organisational fence and support both business and 
social traffic. CIOs that get this right might earn the title 
Collaboration and Information Officer. Those who don’t may 
be renamed IT Manager.
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HP is the world’s largest provider of IT infrastructure, software, 
services, and solutions to individuals and organizations of all sizes. 
We	bring	the	advantages	of	our	scale,	the	breadth	and	depth	of	our	
portfolio, our innovation, and our competitiveness to our customers 
every day and in almost every country in the world. HP invents, 
engineers, and delivers technology solutions that drive business 
value, create social value, and improve the lives of our clients.

In	Enterprise	Services,	one	of	the	largest	divisions	of	HP,	our	strategy	
is to deliver high-value solutions to help clients innovate, manage 
information and risk, and become more agile so they can better 
serve their customers and citizens. 

HP wants to take you on a journey to the Mobile Enterprise of 
the Future, a flexible “as a service” model, where the user rather 
than the device, is driving the computing experience. At its core, we 
aim to lower your operational costs, increase employee productivity 
and business agility, all within the limits of high IT security. For more 
information please visit: 

www.hp.com/mobile/future-enterprise

Previously Published Papers

DIY (Do It Yourself) IT
by Ade McCormack
Paper 3/7

Published: November 2012

Workplace of the Future

DIY (Do It Yourself) IT
A series of white papers by Ade McCormack, Auridian

Beyond work-life balance
by Ade McCormack
Paper 1/7

Published: September 2012

Cloud – everything as a service
by Ade McCormack
Paper 2/7

Published: October 2012

Workplace of the Future

A series of white papers by Ade McCormack, Auridian

Cloud – everything as a service?

To read the previously published white papers from this series, go 
to www.hp.com/mobile/white-papers or follow the links below.

Social Unrest or Social Capital?
by Ade McCormack
Paper 4/7

Published: December 2012

Social Unrest or Social Capital?
A series of white papers by Ade McCormack, Auridian

Workplace of the Future

in

http://www.hp.com/mobile/future-enterprise
tom arnold roast
http://www8.hp.com/uk/en/pdf/Auridian_Paper3_aw_High_tcm_183_1339311.pdf
http://www8.hp.com/uk/en/pdf/Auridian_Paper1_aw_High_tcm_183_1299950.pdf
http://www8.hp.com/uk/en/pdf/Auridian_Paper2_aw_High_tcm_183_1326448.pdf
http://www8.hp.com/uk/en/pdf/Auridian_Paper4_aw_High_tcm_183_1361099.pdf

