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Before we can discuss how organisations get their employees 
to meaningfully engage with a collaboration platform (user 
adoption), we need to briefly address the question of why 
collaborate at all?

Fortunately we aFortunately we are in the middle of a perfect storm in terms of 
both organisational and consumer shift. The digital technology 
that we use to do our jobs and to run our personal affairs is 
dove-tailing at speed. And this is making it easier by the minute 
for people to understand the social business imperative (i.e. 
why use a collaboration platform at work). One has only to think 
of the process of changing jobs today to see this symbiosis in 
action – company websites, LinkedIn, Facebook, and action – company websites, LinkedIn, Facebook, and Twitter 
are increasingly acting as interlinked processes in helping 
people to decide on possible employment paths. The same is 
true from the organisational viewpoint where a consumer review 
on Twitter or Trip Advisor can directly affect company policy and 
strategy.

A recent McKinsey study indicates that there is an 
immediate 25 per cent improvement in 
organisational efficiency when companies 
successfully deploy a collaboration platform.  The 
reduction of long hours spent wading through 
email trails or repeating discussions for people 
who were not pre-sent in meetings or conference 
calls acalls are some of the immediate benefits enjoyed 
by users of a social business platform.

More importantly, in an increasingly competitive global 
economy, CEOs are alive to the fact that a well-executed social 
business strategy can at last capture and share the 80 per cent 
of company knowledge that exists in employees’ heads. Let’s 
be perfectly clear, this is NOT traditional knowledge 
management which used technology to create an exchange of 
information via some form of digital file management. This is 
about human interaction based on a common inteabout human interaction based on a common interest or 
purpose.  

As a result of the staggering adoption of social networking 
platforms such as Facebook, Twitter, and LinkedIn, we have 
arrived at what Marshal McLuhan (a Canadian philosopher) 
referred to as the ‘Global Village’. McLuhan, who predicted the 
World Wide Web three decades before its invention, described 
the Global Village as a place where humans who do not know 
each other can form groups, influence each other, and then 
disperse at speed without any barriers and at virtually zedisperse at speed without any barriers and at virtually zero cost. 
It is no surprise that recent IBM research estimated the social 
business marketplace to be worth $99bn by 2016.

Understand your culture in terms of collaboration and create a 
social business strategy that is in harmony with it. 

70 % of social business deployments are failing 
today due to the lack of a social business 
strategy. 
Simply making the technology available to employees is not 
enough; in fact it is a recipe for failure.

CCreating a truly open and vibrant collaboration culture takes 
time and it is not easy. Let’s be clear, in terms of organisational 
impact, social business will have a bigger impact than the 
internet or Google. The approved and encouraged rise of the 
influence chart over the organisational chart is not something 
that most company employees can easily understand or 
embrace (particularly middle management). There will be a 
number of people who will feel thnumber of people who will feel threatened by the fact that their 
value to the organisation will be judged by new criteria and that 
those passing judgment will often be lower down the 
organisation hierarchy. There will be a fear that this judgment of 
their value will be visible by all. Transparency is essential to the 
credible functioning of any social network and that is a huge 
cultural shift for many company employees. Taking the time to 
understand how a social business will aunderstand how a social business will affect specific people and 
groups in your organisation and shaping a strategy to 
accommodate this is mission critical. An off the peg approach is 
suicidal. As difficult and time consuming as it may be, you have 
no choice but to take a bespoke tailoring approach when 
developing your social business strategy. This hard work put in 
at the start will pay dividends much sooner than you think. 

The following steps are based on first-hand experience of 
deploying Social Business platforms. Many of the insights and 
best practises have been arrived at the hard way, by trial and 
error. They reflect over 3 years of field experience. The 10 
steps prescribed are aimed at any person(s) who is directly 
responsible for delivering a Collaboration platform to their 
business. 
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10 practical steps to 
deploying a successful social 
business platform

1 Culture Shift

80% 
of company knowledge that 
exists in employees’ heads can 
be captured by a 
well-executed social business 
strategy
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Unless and until an organisation creates a budget for a 
dedicated social business delivery team, user adoption will wax 
and wane and eventually tail off. The delivery team is a group of 
people (roughly 1 for every 1000 employees) who work full time 
on the user engagement and sustained adoption challenges 
relating to the roll-out of a social business platform.

The delivery team will have ownership of the collaboration The delivery team will have ownership of the collaboration 
platform to begin with. They should work directly with all the 
organisational departments and act as the community managers 
for the business in the early stages of this new collaboration 
garden. The role of a community manager is a new one in most 
companies and so no obvious path for recruitment exists. Indeed 
this is one of the biggest challenges for companies today as this 
is not a is not a role that can in any way be outsourced either. A 
Community Roundtable report   described the roles as follows:

• ‘A Community Manager is NOT an IT person, it’s not a “Web 
Expert”, it’s not even someone who claims to be a “Social 
Media” expert. They don’t exist by the way. Don’t let them fool 
you, please!’

• ‘The Community Manager might look something like the spider 
in the web, weaving the web. Yes, there you go, it’s a Weaver – A 
Weaver of Relationships!’

• ‘The Community Manager is more like a networked journalist 
or extremely clever and creative person who can take an idea 
from nothing and create something beautiful or smart.’

•• ‘We see community leaders as explorers, builders and 
translators – charting new paths for their organisations in a 
complex new environment’.

 

This lack of a traditional job definition highlights the challenge. This lack of a traditional job definition highlights the challenge. 
Yet to proceed without a properly budgeted for delivery team in 
place is a futile approach that will eat up time, money, and 
momentum. 

2 Create a dedicated delivery 
team

Once the important decision to create a dedicated delivery team 
has been made, the important thing is for the team to ‘drink its 
own champagne’. This means ‘using social to deliver social’ by 
creating from day one a private community in the platform to 
discuss and plan the roll out of the platform to the rest of the 
company. This necessarily entails a rapid weaning off of email for 
the delivery team’s communication with each other. By doing all 
their work in the social business communittheir work in the social business community, the delivery team 
are well placed to evangelise and deal with user objections and 
concerns. In addition, they will establish instant credibility. 

Working with interested parties from across the business, the 
delivery team should develop so-cial business scenarios that 
illustrate the poverty of current collaboration tools at the 
organisation when compared to the platform. These scenarios 
should be based on real company content but with fictitious 
users. The scenarios can be delivered via a demo version of the 
platform that should be used in user workshops to introduce this 
new way of working. new way of working. 

It is important that the scenarios address real business problems 
that users face on a daily basis. This will drive home the 
efficiency of the collaboration culture and social business. If you 
are not solving a business problem and doing it in a way that is 
significantly better than the current tool set, then collaboration 
will have little or no lasting value for employees.

As a result of developing and validating these scenarios, the 
delivery team will be able to flesh out their social business road 
map, with specific business goals and pain points being 
unearthed and then prioritised for deployment. 

Building a collaboration platform is akin to Building a collaboration platform is akin to 
designing and developing a garden – it takes time 
and it is best tackled in small steps with a view at 
all times to the maintenance of this garden over 
time.
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With the social business scenarios in place it is time to share 
these with the rest of the organisation and gather feedback. This 
is best done by running what I like to call ‘immersion 
workshops’. These are relaxed, informal sessions where users 
can try out the platform (with the guidance of the delivery team) 
by logging in under fictitious names and working through a 
number of carefully designed tasks. 

It is important to diIt is important to differentiate these workshops from traditional 
training sessions. You do not require training for public facing 
networking platforms like Facebook or LinkedIn; and the same 
MUST be true for your collaboration platform. Users must not 
require more than a 30 minute demonstration by the delivery 
team of the platform in action before they log in themselves in 
these workshops. 

At the end of the workshops all users must walk At the end of the workshops all users must walk 
away confident in the following:

• I now know what social 

business is;

• I now know how it could play 

out in the organisation and in my 

business area; and

•• I have a good idea of possible next steps.

4 Run immersion workshops 
(NOT training sessions)

As a result of the immersion workshops the delivery team will be 
pleasantly surprised to see natural platform champions and 
leaders emerge. These are people who are either regular users of 
networking technology in their private lives (champions), or they 
are people who can immediately see the business benefits to be 
gained from this way of working (leaders). 

Identifying and ‘Identifying and ‘recruiting’ these people to help develop the 
company’s collaboration goal is the number one priority of the 
delivery team at this stage. Champions will provide the 
necessary user sup-port to people who are not used to social 
networking. And leaders will provide the vision for the platform in 
terms of addressing business goals and weaving it into the day 
to day company process. Get these people on board with the 
platform delivery eplatform delivery effort and you are more than likely to succeed. 

Champions and leaders represent the early adopters (1st wavers) 
and everyone else represents the late adopters (2nd wavers). 
Currently we are finding that the split at the end of any well 
delivered immersion workshop is around 30 per cent (1st wavers) 
to 70 per cent (2nd wavers). This is likely to change significantly 
as social business becomes the norm, but to begin with a 1st 
waver group of 30 per cent is more than sufficient to ensure a 
successful launch. successful launch. 

Champions and leaders 
represent the early 
adopters and everyone 
else represents the late 
adopters
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Users must not require 
more than a 30 minute 
demonstration by the 
delivery team of the 
platform in action before 
they log in themselves 
in these workshops
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Working with the 1st wavers, the delivery team can begin to 
create the platform structure that will increase chances of 
successful adoption. They should decide how many 
communities there needs to be, which ones will be private, and 
which ones will be public. They should cover a range of 
house-keeping topics and should agree best practices based on 
the specific company culture for things like tagging conventions, 
user puser profiles, blogs, wikis, and file sharing.

Most important of all, however, is that they will seed content 
(relevant forums, files etc.) in their respective business areas so 
that when 2nd wavers log on the ‘party is underway’ so to 
speak. 

Through technology supplements like gamification it is easy to 
highlight and promote champions and leaders to the rest of the 
platform users both as examples of how to use the platform and 
also as go to people for help and advice. Note: Again, seeking 
out an expert on a social business platform is a completely 
different experience then doing this with the traditional toolset 
(email, phone, face to face). 

WWith a social business platform users are able to 
access the expert’s knowledge (via blogs and 
forums) without actually disturbing them. 

6 Seed content in consulted 
structure

There is no definitive ‘live date’ for a social business platform. 
With both 1st and 2nd wavers it is necessary to develop it in 
stages. After all, these people will be busy with their respective 
jobs and the time that they can devote to the platform in the 
early stages will vary enormously. This is the art of the 
community manager – the ability to work with users to identify a 
few simple business tasks that can be performed solely in the 
platform. They should then assist the business to cut-oplatform. They should then assist the business to cut-off all 
alternative sources for performing this process. 

A good example is where a sales 
director works with the delivery 
team to create a space on the 
platform for their team to work on 
a new business proposal or pitch, 
and forbids any internal 
discussion on this proposal to 
take place anywhetake place anywhere else (e.g. via 
email or phone). 

Once the business has seen the benefits of completing these 
tasks in the platform the delivery team have their true ‘case 
studies’ that they can share with other users to propagate similar 
initiatives. And so slowly collaboration takes root and this new 
way of working becomes integral to the way the company 
functions. In this way adoption is real and sustained.
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Just as there is no real ‘go live date’ for a collaboration platform, 
there is also no end of project date. The collaboration community 
grows and needs to be maintained at all times. With most 2nd 
wavers now on the platform, usage and interaction will 
mushroom and this is the point where the delivery team needs to 
be able to gather platform analytics which they can share with 
the business and which will inform their next actions. 

So, for example, an HR initiative aSo, for example, an HR initiative around talent management can 
be started to look to the collaboration platform to discover who 
the best sharers of information are. Platform analytics can 
provide this insight very quickly. 

This is useful information that can be extThis is useful information that can be extremely valuable to the 
company and its future. Only a social business platform can 
generate this unique data and analytics are needed to capture 
and share it. 

Analytics can often reveal very 
interesting results. It might be that a 
young newly recruited engineer at a 
company has a bigger following, and his 
white papers are more read than his 
senior counterpart. 

8 Use platform analytics to 
inform next actions

With an established group of champions and leaders in place 
and 2nd wavers starting to make use of the platform, the delivery 
team can now look at the next phase of the platform 
development and follow many of the steps completed above. In 
terms of the next phase, much will depend on the nature of the 
business and its priorities. That said, there are today a number of 
digital developments that all companies will be obliged to 
evaluate:evaluate:

• Gamification;

• Social media integration with social business;

• Big data; and

• Customer co-creation. 
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9 Now paint the bridge from 
the other end

If all has gone to plan, then a point will be reached (between 
two–three years on) where it is sensible to dismantle the delivery 
team and to replace them with platform managers from the 
different de-partments as the collaborative community matures. 
This does not necessarily mean that personnel who worked in 
the delivery team are no longer required, but rather that the role 
will have changed from a design and development role to a 
second line platform support and maintenance position.  second line platform support and maintenance position.  

10 Dismantle delivery team
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